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Abstract 

Human Resources Development (HRD) for Effective Localisation of Workforces 

 An Empirical Study for Identifying the Key Success Factors for the Energy Sector 

in the United Arab Emirates (UAE) 

 

Keywords: Human Resource Development; Key Success Factors; Energy; United 

Arab Emirates  

 

The objective of the current study is to explore and identify the Critical Success 

Factors (CSFs), which impact upon the effective implementation of Human Resource 

Development (HRD) initiatives in support of nationalisation, and to recommend a 

model for practical application and future research. Accordingly the study focused on 

identifying and analysing the various factors in the localisation of a workforce with 

regard to five broad categories, namely: national level factors, organisational 

(policies and practices related) factors, organisational (HR related) factors, individual 

level (expatriate and experienced staff related) factors and individual level (UAE 

national related) factors.   

The data for the study was collected using both qualitative and quantitative methods.  

Qualitative methods were used to develop an in-depth case study of the Emiratisation 

process in an oil and gas organisation, as well as for identifying the critical success 

factors to be included in the survey questionnaire for collecting the quantitative data. 

The results of the study indicated that the critical success factors identified in the 

study are part of a complicated reality and need to be managed to ensure success of 

the localisation of a workforce. The mean scores obtained on the various factors 

differed significantly across the organisations or sub groups of respondents used in 

the study. This indicates that the impact of various factors that facilitate or constrain 

the localisation efforts are highly contextual and organisation specific. The findings 

of the study revealed valuable insights that could enrich not only future research in 

the area, but also the practical application of HR tools and methods to support the 

localisation process.  

The current study also developed a model for practical application and future 

research in the area. The model identified the role of HR strategies and tools as 

critical for managing the CSFs and ensuring the success of the process of 

localisation.  The model developed in the current study also emphasises the need to 

define the ‗success‘ of localisation in much broader terms, by addressing complex 

issues such as, employee morale and motivation, expectations of all employees, 

including expatriates and so forth, rather than just focusing on the number of UAE 

nationals employed and their competencies. The current study also identified some of 

the limitations of the study and highlighted suggestions for future research.  
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1 Introduction 

The concept of Human Resource Development (HRD) was introduced to the 1969 

Miami Conference of the American Society of Training and Development (ASTD) 

by Leonard Nadler (Wilson, 1999).  As stated by Marquardt et al. (2004), HRD is a 

relatively young profession that emerged in the middle of the 20th century and 

quickly evolved and grew in importance in corporate circles. According to 

Marquardt et al. (2004), HRD is still shaping its identity and developing the best 

ways to make a better workplace for companies around the world. The HR function, 

according to Ulrich (1998), is critical for any organisation to achieve excellence, 

because excellence arises, ultimately, as a result of learning, quality, teamwork and 

fair treatment of people at work.   

 

Galagan (1986) described HRD as an omnivorous discipline, incorporating, over the 

years, almost any theory or practice that would serve the goal of learning in the 

context of work.  Another author defines HRD as the field of study and practice 

responsible for the fostering of a long-term, work-related learning capacity at the 

individual, group and organisational level of organisations (Watkins, 1989). While 

acknowledging the fact that there are other closely related terms such as Human 

Resource Management (HRM) and Personnel Management (PM) widely in use, and 

that the authors differ in their definitions of these terms, one may state that the 

following areas are generally considered as part of the HRM/HRD/PM functions or 

units:   

 job analysis, job evaluation, salary structuring and organisational structuring;  

http://www.books24x7.com/viewer.asp?bkid=5728&destid=124#124
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 manpower planning, selection and placement; 

 attraction and retention of talent; 

 induction, competency assurance management and training and development; 

 performance management, including performance appraisal, potential 

appraisal and  management of rewards; 

 payroll and employee data management and processing; 

 industrial relations, trade unions, discipline, grievances and employee 

welfare; 

 organisational culture and values; 

 competency mapping and leadership development; 

 career development, career planning and succession planning; 

 employee health and safety; 

 enforcing labour law and labour related directives from government and 

shareholders; 

 HRD strategy development and implementation; 

 developing and implementing HR policies and procedures. 

 

 

1.1 Purpose of the current study 

Globally, HRD processes and tools support an organisation by attracting, developing 

and retaining talent and developing in employees the required attitudes, skills and 

competencies to ensure the human capital formation needed to succeed and sustain in 

a highly competitive market.  While the overall role of HRD remains the same across 

the regions, nations and even organisations, often there are some major differences, 

locally, in certain roles resulting from unique local realities (e.g. labour conditions, 

labour law, market conditions etc.).  For example, enforcing equal opportunities and 

affirmative action may be relatively important in some countries, whereas managing 

trade unions and labour relations might be seen as a priority in some other countries.   
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The purpose of this research is to investigate one such unique challenge faced by HR, 

namely, the localisation of workforces in Middle Eastern countries, especially in the 

context of the United Arab Emirates.   

 

Since the discovery of oil, and through the efforts of its visionary leaders the UAE 

has transformed into a modern state within a short span of time. As stated by Rees, 

Mamman and Braik (2007), modern and impressive high-rise buildings, well  

equipped hospitals, dependable electricity and water supplies, educational 

establishments and modern transportation networks are many examples of how the 

rulers have transformed the UAE. 

 

The rate of change in the UAE has been perhaps the fastest in the world and this has 

lead to very unique social, political and human resources issues in the country, as 

economic growth has affected all spheres of life. High dependence on an expatriate 

workforce has been one of the unintended consequences of the socio-economic 

changes in the UAE.  Al-Lamki (1998) noted that Middle Eastern leaders have long 

recognised that dependence on an expatriate workforce has serious long-term 

political, economic and social consequences.  In spite of the various strategies 

adopted by the Government, integration of UAE nationals into the workforce has 

been a major area of concern for the Government and people of the UAE (National 

Bank of Dubai, 2004; Tanmia, 2005).  

 

This study plans to empirically study this issue in an exploratory framework and 

identify the key success factors required for effective localisation of workforces, with 
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special reference to the energy sector in the United Arab Emirates (UAE).   Given 

this context, this chapter aims to define and describe the field of HRD and its role in 

addressing various people-related issues in general, and localisation of workforces in 

particular. 

 

1.2 The meanings and definitions of HRD 

Most of the definitions of Human Resource Development (HRD) tend to clearly 

emphasise the role of HRD in facilitating the individual and organisational learning. 

For example, McLagan and Suhadolnik (1989) define HRD as the integrated use of 

training and development, career development, and organisation development to 

improve individual and organisational effectiveness. Swanson and Holton (2001) 

define HRD as ‗the process for developing and unleashing human expertise through 

organisational development and personnel training and development for the purpose 

of improving performance.‘
 
 Similarly, Chalofsky (1992) defines HRD as the study 

and practice of increasing the learning capacity of individuals and organisations 

through the development and application of learning-based interventions.  Stewart 

and McGoldrick (1996) also provide a similar definition by stating that HRD 

encompasses activities and processes which are intended to have impact on 

organisational and individual learning.  All these authors agree that the primary role 

of HRD is to facilitate individual and organisational learning and that the purpose of 

HRD is to optimise human and organisational effectiveness.  

 

Two other terms which are closely related to HRD are human resource management 

(HRM) and personnel management (PM). HRM is regarded by some managers to be 

the old wine, namely personnel management, in a new bottle and there have been 
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attempts and debates undertaken to clarify the differences and similarities between 

HRM and PM.  Debates about the differences between HRM and personnel 

management went on for some time and has died down now, especially as the terms 

HRM is now in general use, both in its own right and as a synonym for personnel 

management (Armstrong, 2006).   Some authors have tried to differentiate the two 

for the sake of conceptual clarity, but on a practical level, managers do not use the 

distinctions much in today‘s corporate world.   Interestingly, similar other terms have 

also evolved, such as Strategic HR and Operational HR, the latter being closer to the 

concept of personnel management (Armstrong, M, 2006;Wilson, 1999).  

 

Human resource management is generally defined as the process of acquiring, 

training, appraising and compensating, and attending to labour relations, health and 

safety and fairness concerns (Dessler, 2008).  HRD is often distinguished from 

HRM, in that HRM focuses more on personnel-related issues such as job design, 

human resource planning, performance management systems, recruitment, selection, 

staffing, compensation and benefits, employee assistance programmes, and 

union/labour relations. According to Marquardt, Berger and Loan (2004), today, the 

two functions are overlapping more and more as HRD professionals recognise the 

HRM function‘s critical importance and impact on every aspect of workplace 

learning and performance. 

 

Many authors have tried to resolve the debate about the differences and similarities 

between HRM and HRD.  Most of them have noted that HRD relates more with 

people development, whereas HRM deals more with managing the people (e.g. 

Armstrong, 2006; McLagan and Suhadolnik, 1989).  The Human Resources 
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Compass, developed by Wilson (1999), perhaps resolves these debates by providing 

an overview of the subject area, along with the direction of the various elements in 

the subject and their interrelationship (see Figure 1). As per the model, the wheel is 

divided into three main sectors, namely HRD, HRM and HRD/HRM and, therefore, 

it clearly indicates the areas which are predominantly part of HRD, or part of HRM 

functions and also the areas of overlap.   

 

Figure 1: The human resource compass
1
 

 

Given the dynamic and evolutionary nature of the concept of HRD, the next section 

elaborates the different roles of HR in order to build the theoretical perspectives 

required for the present research.   

 

                                                 

1
  Reproduced from  Wilson (1999) 

javascript:PopImage('IMG_2','http://images.books24x7.com/bookimages/id_5728/fig44_01_0.jpg','607','701')
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1.3 The emerging roles of HRD 

Often authors have attempted to limit the role of HRD to either development or 

management of human capabilities in the workplace. However, more recently, many 

authors have highlighted the broader roles of HR as business partners in 

organisations and even strategic partners in the development of nations (e.g., Wilson 

1999).   It is worth noting that the role of HR has been changing significantly over 

the past few decades and is still continuing to change.  In many organisations HR is 

performing a transformational role as a strategic business partner, rather than just 

performing the routine and transactional activities.  As stated by Evans (2003), the 

role of HR has evolved from that of payroll clerk and welfare supporter, through 

corporate policeman and industrial relations expert, to that of a business partner role. 

 

As a result of these changes, of late, new terms, such as ‗strategic HR‘ and 

‗operational HR‘, have also been used by both corporate and academic worlds. 

Often, strategic HR is equated with HRD and HRM, whereas operational HR is 

equated with PM by authors. On a similar note, Pedersen (2000) makes a comparison 

between ‗traditional HR‘ and ‗contemporary HR‘ and states that contemporary HRD 

is undergoing change, from being a reactive response to organisational needs to 

being a proactive player in organisational change.  The author further states that 

contemporary HRD must be tailored to fit the organisation‘s strategy and structure.  

 

According to some authors, a number of factors, such as accelerated rate of change, 

focus on quality, technological changes, globalisation, and so forth, have contributed 

to the increasing importance and strategic role of HRD and has increased the 

pressure on HR to demonstrate its contribution (McLagan and Suhadolnik, 1989; 

http://www.books24x7.com/viewer.asp?bkid=5728&destid=111#111
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Garavan et al., 1995).  In a similar vein, Ulrich (1988) suggests that in today‘s 

society, the business environment is characterised by various changes and 

challenges, thus, the mandate for HR should be to build the core capabilities, such as 

speed, responsiveness, agility, learning capacity and employee competence (see also 

Evans, 2003).  Torraco and Swanson (1995 ) reinforce the above observations when 

they state that today, while meeting present organisational needs, HRD also serves a 

vital role in shaping strategy and enabling organisations to take full advantage of 

emergent business strategies.  

 

Christensen (2006) puts strategic human resources into a historical context that 

shows what it is and how the field has evolved over time (see Figure 2). According to 

this author, strategic human resources work is relatively new in the history of 

personnel or HR groups, which has evolved through a series of stages. According to 

Christensen (2006), each of the stages listed in Figure 2 is descriptive of many 

organisations‘ current HR reality, regardless of what the function is currently called. 

  

http://www.books24x7.com/viewer.asp?bkid=5728&destid=102#102
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Figure 2: HR stages of development
2
 

 

Michael (2006) notes that the concept of strategic HRM appears to be based on the 

belief that the formulation of strategy is a rational and linear process (see Figure 2).  

As per the linear model the overall HR strategy flows from the business strategy and 

generates specific HR strategies in key areas through systematic reviews of the 

internal and external environment of the organisation, as needed.  Based on the 

findings of various research studies, Michael (2006) concludes that in real life, it 

does not usually take the form of a formal, well articulated and linear process that 

flows logically from the business strategy, as depicted in Figure 3.   

                                                 

2
 Based on Christensen, Ralph (2006)  Roadmap to Strategic HR: Turning a Great Idea into a 

Business Reality. AMACOM. Books24x7. http://common.books24x7.com/book/id_11928/book.asp 

(accessed June 5, 2009). 

http://common.books24x7.com/book/id_11928/book.asp
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Figure 3: A linear strategic HRM model
3
   

 

McLagan and Suhadolnik (1989) adopted a different approach to understanding the 

role of HR as it has evolved over the years and identified the following 11 roles, 

covering both operational and strategic roles, carried out by HRD professionals:  

 researcher 

 marketer 

 organisational change agent 

 needs analyst 

 programme designer 

 HRD materials developer 

 instructor/facilitator 

 individual career development advisor 

 administrator 

 evaluator 

 HRD manager. 

 

                                                 

3
 Reproduced from Armstrong, Michael (2006) Strategic Human Resource Management: A Guide to 

Action, 3rd Edition. Kogan Page, Books24x7. http://common.books24x7.com/book/  

id_13039/book.asp  (accessed June 5, 2009). 

http://www.books24x7.com/viewer.asp?bkid=5728&destid=111#111
http://common.books24x7.com/book/%20%20id_13039/book.asp
http://common.books24x7.com/book/%20%20id_13039/book.asp
javascript:PopImage('IMG_3','http://images.books24x7.com/bookimages/id_13039/fig3-1_0.jpg','1000','463')
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Based on the above review and other authors (Holbeche, 1999; Evans,2003) the 

differences between the traditional HR role and the emerging HR role are 

summarised in  

Table 1: Operational vs Strategic HR  

 Traditional operational/ personnel roles Emerging  strategic HR roles  

Reactive  Proactive  

Maintain  Lead 

Limited focus (people) Wider focus (people, process, structure, culture 

and performance) 

Task roles Process and change management roles 

Administrator Change agent 

Employee advocate  Business partner  

Task force  Task and enablement focus  

Focus on operational issues  Focus on strategic issues  

Qualitative issues  Quantitative issues  

Stability  Constant change  

Tactical solutions  Strategic solutions  

Functional integrity  Multi-functional  

People as an expense  People as assets  

 

Table 1: Operational vs Strategic HR 

 

1.4 HR challenges in the Middle Eastern region 

Many of the key challenges faced by HR professionals in the region arise as a result 

of the demographic profile of the workforce in these countries, and are very similar 

to the challenges faced by global HR in the globalised world today.  However, the 

cultural diversity of the workforce is more strongly felt in the Middle Eastern region 

compared to other regions.  Companies in GCC countries and in the UAE have a 

wide variety of employees with different nationalities working for them. The multi-

cultural climate of the working environment creates additional challenges for every 

area of HR, including attraction, recruitment, compensation, retention, training and 

so forth. The global HR challenges identified by Marquardt et al. (2004), such as 

working with cultural diversity and managing different styles of leadership and 
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decisions are equally relevant to HR in the Middle Eastern region due to the multi-

cultural environment in organisations.  

 

Marquardt et al. (2004) state that Middle Eastern culture impacts HR roles and 

implementation in different ways and at various levels.  They note that, for example, 

though teachers and trainers are respected by the Islamic culture, it is important that 

the trainers respect the trainees as well. Similarly, religion, family and class structure 

are important cultural determinants for HRD roles. Quoting from the Holy Koran, 

‗Allah loveth not the speaking ill of anyone‗, the authors postulate that identifying 

training needs and weaknesses in an individual or organisation may be difficult since 

people are not expected to speak negatively of others in the Middle Eastern culture.  

Given the social and collective nature of Arab culture, it is important to allow 

considerable time for socialising and building of relationships, while ensuring that 

Prayer time is also built into the schedule.  As stated by the authors, things should 

not be rushed, for, as the Koran teaches, ‗haste is of the devil‘. Observations made by 

Marquardt et al. (2004) regarding HRD in the Middle Eastern region are mostly 

related to administration and implementation issues.  

 

At the national level and policy level, due to unique historical, social and economic 

reasons, in the Middle Eastern region, especially in the Gulf Cooperation Council 

(GCC) countries, localisation or nationalisation of the workforce has remained a key 

thrust area and challenge for HR departments in most companies.  In some countries 

in the region (e.g. the UAE) the population is dominated by expatriates, while in 

others (e.g. Saudi Arabia) local nationals are the majority.  Irrespective of the 
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demographics and the headcounts, the workforces in GCC countries are dominated 

by expatriates.   

 

Governments and authorities in these countries have been taking a number of steps to 

ensure that local nationals are developed and employed properly (Godwin, 2006).   

GCC governments have introduced various policies and methods affecting the 

quantity of national labour (quotas and employment targets), prices (wage subsidies 

to the private sector, government wage restraint and fees, and charges on foreign 

labour), as well as the quality of it (education and training of nationals). Laws were 

also enacted giving nationals priority in the labour market (Kapiszewski, Undated).  

 

In spite of the strong measures and efforts of the Government, the unemployment of 

UAE nationals has been a serious issue faced by countries in the GCC, including 

UAE.  In fact, it is a paradox that UAE nationals are unemployed in their own 

country while thousands of new expatriate workers are employed every day.  

Researchers have identified various reasons to explain this paradox, such as 

availability of cheap labour from abroad and inadequate skills, knowledge or 

motivation of the local job seekers (Kapiszewski, Undated; Rees, Mamman and   

Braik, 2007).  However, the actual problems seem to be much more complicated than 

just a few commonly stated reasons.   

 

Rees et al. (2007) state that given the prominence of nationalisation initiatives within 

the Middle East, it is somewhat surprising to note that international HRM literature 

has provided scant coverage and analyses of them. They further remark that: ‗In fact, 

the sheer scale of the discrepancy between the prominence of these strategies in the 
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Middle East and their coverage in international HR literature is quite remarkable‘.  

As noted by Elhussein and Elshahin (2008), though the issue of manpower 

nationalisation in Gulf States has received wide coverage in Arabic literature, 

reflecting its importance in the agenda of these countries, the majority of studies are 

qualitative in nature. The current study has been planned in this context to 

understand the role of HRD in the effective localisation of workforces in the UAE, 

with special reference to the energy sector and to identify the key success factors 

involved. 

 

1.5 Current study and structure of this thesis 

1.5.1 Objectives of the current study 

The objective of the current study is to explore and identify the critical success 

factors (CSF) which impact upon the effective implementation of human resource 

development initiatives, in support of nationalisation, and to recommend a model for 

practical application and future research. More specifically, the study aims to explore 

and compare the impact of the following categories of factors in the localisation of 

workforces:  

 National level factors 

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors. 
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1.5.2 Methodological framework 

The current study plans to use a combination of quantitative (survey) and qualitative 

(case study) methods.  The study will be limited to the oil and gas sector in the UAE 

and an in-depth case study will be used to supplement the survey data.   

 

1.5.3 Structure of the thesis 

The social context and relevance of the current study is presented in Chapter 2 of this 

thesis. Chapter 3 is dedicated to the review of relevant literature on Emiratisation and 

HR issues related to Emiratisation.  Chapter 4 reports on the methodological issues in 

detail, while Chapter 5 presents an in-depth case study of one of the oil companies. 

The next chapter presents the quantitative data analysis and results, and the 

remaining chapter (Chapter 7) presents the discussion of results and conclusions and 

recommendations.  
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2 The social context and relevance of the current study 

2.1 Historical background of the UAE 

The United Arab Emirates (UAE) was formed in 1971, when six Gulf sheikhdoms 

namely Abu Zaby, Ajman, al-Fujayrah, Ash Shariqah, Dubayy, and Umm al-

Qaywayn decided to merge. Later, in 1972, Ra‘s al-Khaymah also joined the UAE.   

Sheikh Khalifa bin Zayed Al-Nahyan became president of the UAE and ruler of Abu 

Dhabi in November 2004, on the death of his father, Sheikh Zayed bin Sultan Al-

Nahyan, who had held both positions since the formation of the country in 1971.   

The ‗Supreme Council of Rulers‘ is the highest federal authority and comprises the 

hereditary rulers of the seven emirates. The Supreme Council has the power to 

decide policy and to appoint the president, the prime minister and other ministers and 

the judges of the Federal Supreme Court. It also ratifies federal laws, although the 

president can amend them  (Economist Intelligence Unit Country profile 2008 -

United Arab Emirates, 2008; The World Fact Book, Central Intelligence Agency, 

accessed online on June 5, 2009).  

 

The UAE is one of the six members of the Gulf Corporate Council (GCC). All six 

countries are major oil exporters and 45 per cent of the world‘s oil reserves are 

estimated to be in this region (Rees et al., 2007, Gonzalez, Karoly, Constant, Salem 

and Goldman, 2008; Zahlan, 1998). 

 

There was little in the way of economic development or outside interest in the area 

until oil was discovered off the coast of Abu Dhabi in 1958. However, thanks to the 

discovery of oil and the vision and leadership of the founding fathers, today, UAE‘s 
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per capita GDP is on par with those of leading West European nations. Its generosity 

with oil revenues, visionary leadership of Sheikh Zayed and its moderate foreign 

policy stance have allowed the UAE to play a vital role in the affairs of the region.  

Although the UAE controls about 9% of the world‘s oil reserves, it is seeking to 

reduce its dependence on hydrocarbons and diversify the Emirates‘ economic base. 

The second-largest emirate, Dubai has led the way in developing its services sector, 

particularly financial services and tourism (Economist Intelligence unit, 2008; 

Gonzalez et al., 2008).  

 

2.2 Education and development of human resources in the UAE 

Modern systematic education, as recognised by the West, was largely unknown in 

the UAE until the federation was established in 1971. The UAE Government 

education system was developed under the guidance of the founding president 

Shaikh Zayed who was highly concerned with the well-being of people in the UAE.  

Sahaikh Zayed used the oil wealth of the Abu Dhabi emirate for the benefit of all 

UAE citizens (Godwin, 2006; The Emirates Center for Strategic Studies and 

Research, 2004).  

 

After the federation was formed, Article 23 of the UAE constitution declared 

education to be the engine of national development and made it compulsory and free 

for all nationals.  In 1977, in Al ‗Ayn, an Abu Dhabi emirate, the UAE University 

became the first major post-secondary institution to open its doors in the country, 

offering a liberal arts and sciences programme in literature, sciences, education, and 

political science, and a program in business administration (Gonzalez et al., 2008). 

As a result, Federal Ministries were founded and the Ministry of Education & Youth 
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was put in charge of different education stages. Almost 1,150 schools were built by 

the year 2000. During the last decade, the UAE has witnessed a big leap in the field 

of both primary and higher education through development in many aspects, such as 

education of girls, university educational systems, entry into foreign universities and 

so forth (Godwin, 2006; The Emirates Center for Strategic Studies and Research, 

2004; Al Taboor, 2008).  

 

2.3 Demographics and workforce profile in the UAE 

According to various estimates, the UAE‘s population has been growing at an 

average rate of 6.3% per year for the last few decades, resulting in an increase from 

just 1m in 1980 to at least 5.2m in 2007.  The rate slowed during the 1990s, when oil 

prices were low, but has picked up again in the last decade as the economy expanded 

and diversified, averaging 7.2% a year since 2001. The growth has been particularly 

strong in Dubai (see Figure 4), which has now become the most populous emirate, 

with 1.8m people at the end of 2007, representing around 34% of the total 

population, compared with 33% for Abu Dhabi and 19% for Sharjah (Economist 

Intelligence Unit, 2008). 
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Figure 4: Population across the Emirates
4
 

 

The official census in 2005 estimated the population in the UAE to be 4.1 million, 

which according to some reports is an underestimation.  This may be partly due to 

the fact that it did not include illegal immigrants (almost 300,000 of whom applied 

for an amnesty in 2007). However, a study in 2008 by Tanmia, the national 

employment agency, on behalf of the Federal National Council, concluded that the 

population could have reached 5.6m at the end of 2006. At the end of 2007, the 

Emirati citizens were estimated to make up around 17% of the total population, just 

8% of the overall workforce and only 2% of the private sector workforce (Central 

Intelligence Agency, Undated; Economist Intelligence Unit, 2008; Tanmia, 2005; 

UAE Ministry of Economy, 2006). The UAE population as per the Economist 

Intelligence Unit (2008) is presented in Figure 5 below.  

                                                 

4
 Based on Economist Intelligence Unit (2008) 
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Figure 5: UAE population
5
 

   

2.4  Economy  

Prior to the discovery of oil and the unification of the Emirate states, the area now 

occupied by the UAE was relatively desolate and sparsely populated.  Today, 80% of 

the nation‘s revenues derive from oil sources, though the government is trying hard 

to diversify the economy from being oil-dependent.  Establishing free trade zones has 

been a significant step taken by the government to diversify the economy. The no-tax 

policy and the relaxed rules for foreign ownership within these zones, combined with 

the strategic location of the UAE, have enabled the country to become a business hub 

for trade and export (Grant, Golawala & McKechnie, 2007). As a result of various 

such steps taken by its national leaders, other sectors, such as tourism, real estate, 

finance and construction, are playing a more significant role in the UAE‘s 

development today. Pursuing this strategy was also necessary for the whole country 

                                                 

5
 Based on Economist Intelligence Unit (2008) 
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to grow as only one of the seven emirates—Abu Dhabi—has vast oil holdings 

(Bhattacharya, 2006; Grant et al., 2007).  

  

After the unification of the Emirate states, the UAE underwent substantial economic 

growth over a relatively short period. The country‘s GDP rose dramatically over the 

course of just 30 years. According to Zemoi & Cervantes (2009), during the last two 

decades the UAE adopted some structural changes in their economic policy that 

changed government expenditure policy, as well as non-oil growth.   Today, largely 

as a result of its oil wealth and its efforts to diversify into finance and services, the 

UAE has become an important player in the world economy (Gonzalez et al., 2008). 

 

In terms of GDP, the UAE ranks third in the Middle East-North Africa (MENA) 

region, after Saudi Arabia and Iran. According to various estimates the UAE had an 

estimated GDP at $192.6 billion in 2007. UAE ranks 39th in the Human 

Development Index which indicates not only a strong economy, but also a well 

balanced society (Abed & Hellyer, 2001; Rees et al., 2007; Zemoi & Cervantes,  

2009).  

 

2.5 Challenges of Emiratisation  

The UAE has the highest proportion of expatriates of all the Gulf countries 

(Gonzalez et al., 2008).  Recognising that the dependence on an expatriate workforce 

has serious long-term political, economic and social consequences, UAE has been 

paying close attention to the Emiratisation process.  As noted by some authors, the 

importance of the policy is reflected in the central position it occupies on the policy 
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agenda of all of these states (Al-Lamki, 1998; Elhussein & Elshahin, 2008; Gonzalez 

et al., 2008).   

 

Gonzalez et al. (2008) identified the domination of expatriates and the low 

participation rate of Emiratis in the workforce as one of the major HR challenges 

faced by the UAE.  The second major challenge, according to these authors, is the 

failure of the UAE education and training system to adequately prepare Emiratis to 

meet the needs of employers.  According to these authors, historic, economic and 

market related, social and educational, political and legal structure related and data 

and information related factors are driving the increasing dependence on an 

expatriate workforce in the UAE. The authors also note, that despite rapid 

development and commercialisation in the UAE, the Emirati population remains 

conservative and close knit, and thus, the large foreign presence has introduced 

significant social stresses. Citing Al-Fakhri (2004), the authors have observed that 

Gulf societies, including those of the UAE, are experiencing a widening societal 

fragmentation, and these nations‘ governments will only continue to face difficulties 

and complications in planning for the provision of public services, such as health and 

education. 

 

The major area of employment for UAE nationals is the public sector. Perhaps there 

are two reasons behind this. First, the private sector has not, traditionally, been 

compelled to recruit nationals. Second, public sector jobs have tended to be 

associated with relatively high levels of pay and job security.  As noted by Rees et al. 

(2007), while the employment of nationals in the public sector has reached 

‗saturation point‘, UAE nationals represent only 2 per cent of the total workforce in 
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the private sector at a time when private sector employment accounts for 52 per cent 

of jobs in the UAE. This has led to intense scrutiny of private sector HR practices, 

particularly as they relate to UAE nationals (National Bank of Dubai, 2004; Tanmia, 

2004).   

 

According to Ali (2008), the World Bank and the International Monetary Fund have 

long identified unemployment as a major hindrance to development in the Gulf 

countries and in response, the Gulf Cooperation Council countries, and UAE in 

particular, introduced economic policies to direct national labour markets and 

promote their citizens‘ employment. In the early 1990s the UAE‘s council of 

ministers adopted Emiratisation to promote employment of UAE nationals in the 

country. Emiratisation is the shared responsibility of the Ministry of Labour and 

Social Affairs, for policy matters, and the National Human Resources Development 

and Employment Authority (TANMIA) which provides UAE nationals with 

employment, training and development opportunities (Ali, 2008).  Since 2000, the 

Gulf Cooperation Council (GCC) countries, and UAE in particular, have established 

various economic policy instruments affecting national labour markets and 

promoting employment for their citizens. These instruments include quotas and 

employment targets for nationals, wage subsidies, government wage restraint fees 

and charges on foreign labour, and attempts to improve the quality of the education 

system and training of nationals (Al-Lamki, 2000; Economic Development Board, 

2004; Kapiszewski, 2000).    

  

In spite of the strong measures and efforts of the Government, the unemployment of 

local citizens has remained a serious issue for most GCC countries, including the 
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UAE. Though the Emiratisation policy was first implemented through structural 

reform, rather than specific measures, as advised by the international organisations, 

programmes to fast-track education reform, implement education to employment 

transit programmes, and fund private sector organisations to employ and then train 

Emiratis have not been successful.   

  

2.6 Relevance and the need for the current study 

Most authors have pointed out that Emiratisation is a very important priority for the 

UAE as a nation, as well as for the organisations operating in the UAE.  Researchers 

have, therefore, attempted to study the process of Emiratisation from various angles 

in an effort to identify steps to improve the process.  However, the task has not been 

very easy and most researchers agree that the Emiratisation process is not as effective 

as needed.  While the Government has been taking all the steps possible to facilitate 

the process of Emiratisation, the complex pattern of the increasing population in the 

UAE has perhaps remained a challenge for all. As noted by Kapiszewski (undated), 

the expatriate inflow has been a self-feeding process in the economy of UAE as the 

internal demand for housing, services, consumer goods, and so on, resulting from the 

inflow of expatriate workforce creates additional demand for manpower that can be 

met only by more immigration.   According to some, the arrival of large numbers of 

non-national workers has created economic and social problems for the UAE labour 

market (Ali et al., undated; Prasad & Yang 2002).  The need to localise the 

workforce, therefore, has become a national priority due to reasons such as:  

 social responsibility of the nation/government to develop and provide job 

opportunities to nationals; 
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 the need to create long-term internal competitiveness and sustainability 

independent of an alien workforce; 

 the need to preserve national independence in terms of culture, knowledge 

and know how; 

 the need to avoid the social and political fall-out of large scale 

unemployment, which can be very detrimental for any country; 

 to ensure the stability of the country which is dependent on the well-being of 

the citizens. 

 

Some researchers have therefore studied Emiratisation related issues and identified 

some of the factors, such as language barriers, higher salary expectations of 

nationals, availability of cheap labour from abroad,  unwillingness among nationals 

to take up certain jobs,  insufficient use of coercive powers by the Government, and 

inadequate skills, knowledge or motivation of the local job seekers to explain the 

failure of localisation efforts (Ali, 2008; Kapiszewski, Undated;  Rees et al., 2007).    

However, as noted by various authors, given the importance of this topic to the 

organisations and GCC nations, the attention paid by researchers to this important 

topic has been very minimal or insufficient.    

 

Rees, Mamman and Braik (2007) argue that nationalisation of a workforce is an 

important and legitimate research topic in its own right. These authors state that the 

reasons why nationalisation programmes in the Middle East are a neglected subject 

of research in the field of international HRM remain unclear.  They note that while 

subjects such as change management have attracted attention at continent and cross-

continent levels, there have been few attempts to examine the nationalisation 

programmes. They state that initiatives, such as the 2007 Middle East special edition 

of the International Journal of Human Resource Management and the Middle East 
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symposium held at the British Academy of Management conference in 2005, are 

indications that serious attempts are now being made to address this somewhat 

lamentable state of affairs. On the basis of the findings of their paper, the authors 

conclude there is an existent need for academic research into nationalisation policies, 

particularly in terms of HRM within the Middle East. Future studies that explore 

nationalisation from, for example, political, social, psychological and business 

perspectives, should help to provide a clearer picture of these policies and their 

effects on and within Middle Eastern organisations and societies. 

 

While the available studies on the topic of localisation of workforces are not many, 

most of them have focused either on GCC countries in general, or organisations in 

general. Published studies, focusing on the unique problems and challenges faced by 

the UAE in general and the oil and gas sector in particular, are only very few.  

Moreover, most of the publications available on the topic are qualitative and 

subjective in nature, rather than based on any quantitative methods (Ali et al., 

Undated; Rees et al., 2007; Elhussein & Elshahin, 2008).  The current study, 

therefore, is an attempt to fill this gap in research has been planned in this context to 

explore and identify the critical success factors (CSF) which impact the effective 

implementation of human resource development (HRD) initiatives in support of 

nationalisation, and to recommend a model based on best practice for the energy 

sector in the UAE. 
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3  Review of the literature 

Emiratisation is a very important priority for the UAE as a nation, as well as for the 

organisations operating in the UAE. Rees, Mamman and Braik (2007) state that 

nationalisation programmes in the Middle East is a neglected subject of research in 

the field of international HRM.  Various other authors have also observed that the 

published research literature on this important topic has been very scarce.  While 

economic research on Middle Eastern markets is substantial, management inquiry is 

scarce and fragmented (Metcalfe, 2006).   Most of the publications available on the 

topic are qualitative and subjective in nature and studies focusing on the unique 

challenges faced by UAE are few (Ali et al., Undated; Rees et al., 2007;  Elhussein & 

Elshahin, 2008).  The following section therefore makes an attempt to review the 

available literature, which is relevant to the topic of current study, in an attempt to 

develop the frameworks required to approach the current research objectives.    

 

3.1 Workforce nationalisation in the Middle East 

 Nationalisation or localisation programmes that are designed to encourage and 

support the employment of nationals, in preference to expatriates, have become a key 

feature of HRM/HRD throughout the Middle East, covering countries such as 

Bahrain, Quatar, Oman, Saudi Arabia and the United Arab Emirates. These 

nationalisation strategies have been known by the titles  Bahranisation, Omanisation, 

Saudisation and Emiratisation, respectively.  Elhussein & Elshahin (2008) stated that 

manpower nationalisation is a strategic policy, not only of the UAE government, but 

also of other Gulf Cooperation Council states (GCC).  They note that the importance 
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of the policy is reflected in the central position it occupies on the policy agenda of all 

of these states.   

 

Elhussein & Elshahin (2008) observe that there are various definitions of the 

manpower localisation policy in the context of GCC states. For example, they note 

that one definition of manpower localisation has been the ability of the national 

employee to perform the functions of a position without depending on an expatriate 

to do the job.  Rees et al. (2007) defines this process as representing the key policies 

that influence and, to an extent, dictate aspects of employment practices in both the 

public and private sectors of these countries.  The authors emphasise that while 

nationalisation strategies vary from country to country, it involves mainstream 

strategic HR activities such as recruitment and selection, education and training, 

career management and the design of reward systems. Given these different 

approaches to the definitions in general, the following section reviews the literature 

related to the definitions of Emiratisation, in particular, in the context of the current 

study.  

 

3.2 The definition and meaning of Emiratisation 

While all authors seems to agree that the objective of ‗Emiratisation‘ (also referred to 

as nationalisation or localisation), is to increase the participation of UAE nationals in 

the labour market, they do differ marginally on the exact definition of the term.   

According to Rees, Mamman and Braik (2007) there is ‗lack of understanding‘ 

surrounding Emiratisation which is reflected in the paucity of information about the 

subject that has emerged from both academics and practitioners.  The authors state 

that in the absence of a clear national framework, fragmented and individualistic 
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efforts will prevail unless there is a process of information sharing and vicarious 

learning among academics and practitioners relating to Emiratisation.  

 

A review of the existing definitions of Emiratisation indicates that some authors have 

emphasised the overall objective of the process, whereas others have also referred to 

the process elements, such as policies, HRD practices, law, replacement of expatriate 

workforces, and so on, in their definitions.  For example, some authors (e.g. Rees et 

al., 2007) have emphasised that the nationalisation process involves the various HR 

activities aimed at recruiting and developing the nationals.  Ali (2008) defines 

Emiratisation as a focused social capital programme, seeking to overcome structural 

barriers to Emirati employment in organisations, and address social issues related to 

citizens‘ entry into the labour market. According to another author, Emiratisation is 

an affirmative quota driven employment policy aimed at ensuring employment for 

UAE national citizens (Godwin, 2006).  According to Witkins (2001), it is a policy 

which ‗aims to reduce the country‘s reliance on expatriate labour and increase the 

participation of nationals in the labour market‘.  

  

Abdelkarim (2001) defines Emiratisation as ‗A multi-level process through which 

dependency on the expatriate labour force is reduced and nationals are prepared to 

take up jobs performed by expatriates. Such preparation entails enabling nationals to 

perform their jobs equally as good, if not better than expatriates in the shortest 

possible period‘. Dale (2004) notes that, Emiratisation involves the process of 

recruitment and development of UAE nationals. The objective of this process is to 

increase the employability of UAE nationals and to reduce the country‘s dependency 

on an expatriate workforce. Some authors have noted that Emiratisation involves also 
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a set of policies and laws that involve increasing the share of Emirati citizens 

employed in a particular sector (Rees et al., 2007). 

 

Elhussein & Elshahin (2008) define Emiratisation as the UAE‘s comprehensive 

strategic policy for localising its labour force in both the government and the private 

sector. According to these authors it comprises strategic goals covering the fields of 

education, national identity, training, and human resource development. These 

authors observe that Emiratisation has considerable strategic significance for the 

government of the United Arab Emirates and that with regard to HR and personnel 

policies, it has a short term policy of expatriate replacement (ihlal) and a long term 

job localisation policy (tawteen).   While trying to define Emiratisation, authors have 

also referred to the various tools and methods related to the process, such as wage 

subsidies, government wage restraint fees and quotas improving the quality of the 

education system and training of nationals, charges on foreign labour, and 

employment targets for UAE nationals (Ali et al., Undated; Al-Lamki, 2000; 

Kapiszewski, 2000).   

 

The authors state that there are various definitions of the manpower localisation 

policy in the context of the GCC states. One definition has been the ability of the 

national employee to perform the functions of a position without depending on an 

expatriate to do the job, while the national is left simply to provide the final 

signature. This definition reflects the fact that, during 1960s and 1970s, many UAE 

nationals with elementary school level or less education were appointed to positions 

of leadership in the federal and local government, and more experienced expatriate 

counterparts were posted beside them to take care of the technical details of the job, 
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with the national leader being there to endorse the decisions taken. The authors point 

out that this has resulted in the practice of ‗job doubling‘ in Government 

organisations.  

 

Based on the above review, in summary, it may be stated that, Emiratisation is a 

process aimed at increasing the participation of UAE nationals in the employment 

market through various macro and micro level instruments, ranging from national 

level policies and laws to organisational and individual level tools and methods.   

Accordingly, the factors responsible for the success or failure of Emiratisation efforts 

are also likely to be spread across various levels, ranging from national level factors 

to individual level factors.    

 

3.3 Emiratisation strategies and methods 

GCC countries have long recognised the various long-term political, economic and 

social consequences of the poor participation of the local citizens in the labour 

market (Al-Lamki, 1998). As a result, the GCC countries, including UAE have been 

designing and implementing various strategies to encourage employment of nationals 

in preference to expatriates. Emiratisation, thus, represents key policies that influence 

and, to an extent, dictate aspects of employment practices in both the public and 

private sectors in the UAE. Rees et al. (2007) note that there is no one agreed method 

of Emiratisation. Some of the best practice includes commitment to Emiratisation 

through leadership and the implementation of organisational policies and processes 

that support Emiratisation. According to these authors, arguably, the government 

initiative that has attracted the most attention among employers has been the 
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introduction of centrally determined employment quotas for nationals within specific 

sectors (Rees et al., 2007).  

 

In their study these authors found that the process of Emiratisation included a 

number of interventions related directly to the training and development concepts 

surrounding Emiratisation. Examples cited include the ‗introduction of individual 

learning plans‘, the ‗use of a range of training courses‘, the use of ‗development 

centres‘, the setting up of a ‗nationals‘ development department‘, and ‗the creation of 

a learning centre‘.  The study identified also the various communication initiatives, 

such as town hall meetings, team meetings and workshops, memos from the Group 

Chief Executive, electronic bulletins, internal publications and distribution of 

policies and procedures used by top management to facilitate Emiratisation.  

Additionally, most of the respondents in their study identified the Emiratisation 

budget as a key element of the intervention programme, and several specifically 

mentioned compensation and benefits packages that were ‗attractive to Emiratis‘. 

 

The UAE Government and leadership have been trying to facilitate the process of 

Emiratisation through various well thought strategies and steps. The Government has 

been keeping a good control over the immigrant population while supporting the 

employment of nationals through policies and laws, as necessary. The Government 

has been also promoting the education of nationals, apart from maintaining Islamic 

values and Arab identities, in an effort to minimise threats to the culture. According 

to Ali, Shee and Foley (Undated), since 2000, the Gulf Cooperation Council (GCC) 

countries, and UAE in particular, have established various economic policy 

instruments for regulating the national labour markets and promoting employment 
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for their citizens.  The authors identify the following strategies and methods adopted 

by the UAE: 

 wage subsidies; 

 government wage restraint fees and quotas; 

 improving the quality of the education system and training of nationals; 

 charges on foreign labour; and 

 employment targets for UAE nationals. 

 

Abdelkarim and Ibrahim (2001) found that most UAE nationals prefer to work in the 

public sector due to better career opportunities. According to them, private sector 

employers can benefit by developing and publishing discipline-based career plans to 

guide prospective employees, including UAE nationals. According to Ali (2008),  the 

UAE needs to develop strategies to overcome the various factors hindering the 

Emiratisation process, such as UAE national employees preferences, limited business 

hours, remuneration issues, education and skills of nationals, creation of career 

development opportunities and so forth.  

 

Rees, Mamman and Braik (2007) state that, while nationalisation strategies vary 

from country to country, they involve mainstream strategic HR activities such as 

recruitment and selection, education and training, career management and the design 

of reward systems. They note that nationalisation strategies are inextricably 

associated also with a wide range of considerations such as globalisation, economic 

growth and reform, and competitiveness.  According to these authors, there is no one 

agreed way of Emiratisation, however, best practice includes commitment to 

Emiratisation through leadership and the implementation of organisational policies 

and processes that support Emiratisation.  They note that the government initiative 

http://www.emeraldinsight.com/Insight/ViewContentServlet?Filename=Published/EmeraldFullTextArticle/Articles/0310280905.html#idb3
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that has attracted the most attention among employers has been the introduction of 

centrally determined employment quotas for nationals within specific sectors. 

According to these authors other government-led Emiratisation initiatives have 

involved restricting the number of work permits issued for expatriate labour, and job 

design strategies which require employers to review shift work patterns, as well as 

introducing more part-time employment. 

 

Establishment of dedicated organisations, such as employment departments and 

agencies in all the emirates, is perhaps another strategy employed by the UAE 

Government. For example, the Government has set up a federal institution 

responsible for Emiratisation, ‗Tanmia‘ (National Human Resource Development & 

Employment Authority), specifically to address Emiratisation issues.  Tanmia‘s roles 

in Emiratisation are listed below:  

 recommending policies to the UAE federal government;  

 creating job opportunities for the UAE national workforce;    

 addressing the skill gap of the national workforce through the provision of 

learning and development interventions and resources (Rees, Mamman and 

Braik, 2007; Tanmia, 2005). 

 

In summary, it may be stated that the strategies adopted by the UAE cover various 

levels of action, such as national levels, organisation levels and individual levels.   At 

the national level, the Government has implemented a number of steps to encourage 

Emiratisation, as well as to monitor the employment market and practices. At the 

organisation level, companies have been adopting and implementing various HR 

strategies to support the process. The Government has also been influencing 

organisations through various rules and policies.  At the individual level, both the 
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Government and organisations have been implementing various training and 

educational strategies to enhance the competence level of UAE nationals.  

 

3.4 The influence of culture on HRD and management in the UAE 

Hofstede (1980, 1984) argues that the influence of culture on the behaviour of 

employers and employees, customers and citizens is stronger than the influences of 

professional roles, education, age, or gender.  Many authors have observed that 

culture influences every aspect of HRD (Al-Faleh, 1987; Marquardt, Berger and 

Loan, 2004). Bjerke (1999) observes that the Arab executive‘s managerial behaviour 

is heavily influenced by society‘s social structure and the values, norms and 

expectations of its people.  Rice (1999) studied the Islamic management practices 

and noted that the writings in the Koran on unity (tawhid), justice (adalah) and 

trusteeship (khilafah) have a significant influence on management behaviours in the 

Middle East.  Marquardt, Berger and Loan (2004) remark that in Arab cultures the 

leader may consult with others for advice, but will then make the decision on his 

own.  They observe that cultural factors, such as history, religion, role of women, 

family and etiquettes influence HRD in the Middle East. In other words culture plays 

a major role in shaping organisational structure, management, leadership and 

decision making and consequently HRD in any country.  Directly or indirectly the 

culture also influences the implementation of various HRD programmes, including 

Emiratisation in organisations. A review of the cultural context will help to 

understand the deeper level determinants of some the factors hindering or facilitating 

the Emiratisation process, as discussed in the next section and throughout this 

dissertation.      

 

http://www.books24x7.com/viewer.asp?bkid=25351&destid=1024#1024
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Analysing the various factors related to cultural influences, Bjerke (1999) concludes 

that the Arab culture is characterised by the following factors: 

 tradition and religious orientation; 

 high-context and symbolism; 

 it is social but ritualistic; 

 loyalty and belonging, as reflected in the extended family and collectivistic 

culture; 

 power and formal informality, as represented by the long power distance; 

 paternalism, as indicated by the benevolent decision-making style and 

protecting and caring managerial behaviours; 

 fatalism or the belief that destiny depends more on the will of a supreme 

being than on individual behaviour; 

 emotionalism, as expressed by a tendency to act on feelings rather than logic.   

 

Arab culture is a highly-contextual culture which means that communication 

between Arabs relies heavily on hidden, implicit, contextual cues, such as nonverbal 

behaviour, social contexts and the nature of interpersonal relationships.  Symbols are 

much developed in the Arab world and the richness of symbols may seem like ‗an 

invisible wall‘ to the outsider, because, like many aspects of culture and its 

manifestations, symbolic systems exist at an unconscious, rather than a conscious 

level of awareness.  In one sense, Arabs are very social and informal, but they are 

also very ritualistic.   

 

Nydell (2006) states that family loyalty and obligations take precedence over loyalty 

to friends or the demands of a job. In the Arab culture, people are born into extended 

families or clans and children are socialised in this kind of family structure. As a 

result, among Arabs, there is a deep commitment to family honour, loyalties and 
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responsibilities. People are motivated by security and belonging and there is an 

intrinsic satisfaction in being loved and respected (Bjerke, 1999; Hofstede, 1984; 

Trompenaars, 1995). Arabs live in a collectivistic culture which means that 

individuality is a negligible value.  According to Hofstede (1984), it means also that 

social relations are predetermined and people think in terms of in-groups and out-

groups.  Similarly, long power distance and collectivism go together in most 

countries as they do in the Arab culture. This means, for instance, that subordinates 

expect superiors to act autocratically (Bjerke, 1999).    

 

According to Muna (1980) paternalism in the culture results in the manager seeing 

himself as the head of a family and perceiving the employees as members of that 

family. There are differences of opinion regarding the ‗fatalism‘ among Arabs.  

Muna (1980) notes that the myth of fatalism, at least among businessmen, should be 

laid to rest and that it is perhaps the frequent use among Arabs of the phrase Insha‘ 

Allah (if God is willing) which flavours the opinion among many expatriates and 

foreign visitors.  Arab men read poetry, they are sensitive and they are often seen 

embracing and holding hands. Women, on the other hand, are considered to be coldly 

practical. It is almost like reversed sex roles compared to the West (Bjerke, 1999; 

Hofstede, 1984).  All of these cultural factors affect the dynamics of relationships at 

work, as well as the effectiveness of HRD tools and systems at work. Often, adoption 

of Western HRD tools and methods also clash with cultural preferences.  Similarly, 

effectiveness of developmental processes, such as coaching and mentoring, are also 

affected by the cross-cultural issues, as usually, the coaches and mentors are 

expatriates.  
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Solberg (2002) notes that tribal traditions may explain cultural manifestations, such 

as nepotism, observed in Arab countries. For example, awarding a contract to a close 

family member is not necessarily seen as nepotism or corruption. It is, on the 

contrary, an expression of loyalty to the family.  Solberg (2002) presents a structure 

covering three dimensions, namely: 1) cultural influencers, 2) cultural dimensions 

and 3) cultural manifestations, to understand the Arab culture (see Figure 6).  Solberg 

states that though it is difficult to demonstrate that the cultural influencers, as 

depicted in Figure 6, will have a direct impact on different cultural dimensions, as for 

instance described by Hofstede (1980), one might strongly postulate such 

relationships.    

 

Observations by some other authors also seem to support the framework presented 

by Solberg.  For example, Muna (1980) claims that Arab senior executives need to 

save time by delegating more and by training and utilising the skills of employees 

more. Similarly, other authors notice some negative consequences of the culture, 

such as weaker perceived work ethics, frequent beliefs that people dislike work, the 

belief that employees are reluctant to trust each other or a general pessimism about 

people‘s amount of initiative, ambition and leadership skills (Bjerke, 1999; Hofstede, 

1984). It may be noted that all of the items under the ‗cultural manifestations‘ in 

Solberg‘s framework could have a direct influence on many HRD practices, such as 

coaching, mentoring, appraisal or assessment (see Figure 6).    
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Figure 6: Cultural influencers, dimensions and manifestations
6
 

 

Al-Faleh (1987) notes that status, position and seniority significantly outweigh 

ability and performance in Middle Eastern organisations. He states that in Arab 

countries, decision making is pushed upward in the organisation though consultative 

decision making is practiced. The authors note that the open-door tradition is an 

integral part of the informal or unwritten organisational structure.  The author agrees 

with others, while noting that punctuality and time constraints are of much less 

concern in Arab countries than in Western cultures.   

 

Weir (2000) presents a model of management and organisation relations in the Arab 

world which describes Arab business culture as ‗moderately‘ masculine. This author 

emphasises the importance of masculine traits alongside feminine traits, or ‗high 

relation‘ attributes, in managing business in Arab countries. Weir argues that 

business relations in Arab countries are guided by ‗diwan‘, a style of decision 

making that represents a process of achieving balance and justice, and ‗wasta‘, which 

                                                 

6
 Reproduced from Solberg (2002) 
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involves the recognition of the importance of moving within relevant power 

networks.   

 

Drawing on the work of Weir (2000) on Arab management paradigms, Metcalfe 

(2006) listed the following underlying principles in Islam that have a bearing on 

business practice: 

 ‗Adl‘ (equilibrium) reflects commitment to harmony and stability in 

organisational culture; 

 ‗Nasab‘ (heritage) indicates the importance of familial ties in organisational 

and management relations;   

 ‗Wasta‘ (connections or contact) makes the vertical connections and informal 

networks relations important;   

 ‗Shura‘ (consultation) values consultation and commitment to team decision 

making and ‗Diwan-i-kass‘ (consultative autocratic decision making); 

 ‗Qiwama‘ (protection) implies that the managers have to  protect and take 

care of employees; 

 ‗Hadith‘ (learning, knowledge and development) reflected in commitment to 

self-development and knowledge acquisition and sharing knowledge for those 

who need it; 

 ‗Modesty‘ (Surah 24:31; 33:32) values humility and benevolence in work and 

managerial relations. 

 

Marquardt, Berger and Loan (2004) note that Islam permeates the daily life of the 

Middle Eastern region and the teachings of Muhammad in the Koran (for example, 

the brotherhood of all Muslims), the status of women, Islamic rituals, and mosques 

deeply affect the educational, political, and family life of these societies. According 

to these authors, trust and acceptance of fate is so ingrained that the most common 

phrase in this region is Insha‘ Allah (if God wills it), since only that which Allah 
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chooses or allows will occur. Similarly, the other characteristics of Arab culture 

include the active role of extended family and social distances between persons 

based on age and gender.  The authors argue that the practice of HRD in Middle 

Eastern countries is influenced by the culture in the following areas: 

 Training roles are influenced as the culture values education as the highest of 

the professions. Respect of the teachers and trainers, as well as respect for the 

trainees is highly valued by the culture. In designing a training programme, it 

is important to allow considerable time for socialising and building of 

relationships. Prayer time should also be built into the schedule. Things 

should not be rushed, for, as the Koran teaches, ‗haste is of the devil.‘ 

 Analysis and design of learning programmes are influenced by the cultural 

factors: Identifying needs and weaknesses in an individual or organisation 

may be difficult since people are not expected to speak negatively of others, 

even if they dislike them. ‗Allah loveth not the speaking ill of anyone,‘ 

according to the Koran.   

 Culture influences also the development and delivery of learning 

programmes.   According to Marquardt, Berger and Loan (2004) a number of 

strategies and structures, based on the factors of culture, can enhance the 

effective delivery of training programmes in Arab societies.  

 HRD programme administration and environment is also influenced by the 

cultural preferences and values.  Factors such as preference for flourishes and 

ceremonies, fasting during the month of Ramadan, consultative decision 

making styles, and time flexibility affects the HRD administration and 

environment in general.     
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From the above review, it is clear that many of the cultural factors have a major 

impact on HRD roles, as well as the effectiveness of HR tools and methods.  The 

review of the literature related to the factors which appear to facilitate or hinder the 

Emiratisation process, as presented in the next section, will reveal the impact of the 

underlying cultural factors on the actual Emiratisation process.  

 

3.5 Identification of the factors facilitating and hindering Emiratisation 

Emiratisation has been more successful in the government sector and banking sector 

compared to oil and gas, insurance and telecommunications sectors.  Insurance 

organisations cite lack of genuine interest by nationals in insurance employment as 

the prime barrier to achieving the Emiratisation target (Ali, 2008).   Nelson and Yang 

(2004), based on a survey of the insurance sector, found that Emiratisation in the 

sector remains generally low, with just 179 UAE nationals accounting for 5.3 percent 

of total employment. They identified perception of the sector, commitment of firms, 

remuneration, conditions of work and employment practices as barriers to 

Emiratisation in the insurance sector in the UAE. Grant, Golawala and McKechnie 

(2007), citing a report from Tanmia, states that in the insurance sector, factors that 

impeded Emiratisation include a lack of basic English language, communication, and 

computer competency skills. They note that despite government programmes and 

best efforts, a major obstacle yet to be overcome is that the national population seeks 

high wages and managerial positions while avoiding less rewarding jobs.  

 

According to the National Bank of Dubai (2004), ‗Long hours of work, one-day 

weekends, foreign work environments and availability of better and more attractive 

work opportunities in other sectors were cited as reasons for the ―lack of nationals‘ 
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interest‖ to work in the sector.‘ The authors observe that though government 

regulations and Emiratisation policies will facilitate the process, the unwillingness 

among national businessmen to make jobs available to nationals who do not fulfil the 

productivity requirements might also hamper the participation of UAE nationals in 

private sector jobs. Ali (2008) also agrees that government initiatives, such as wage 

subsidies, wage restraints for government employees, charges as well as quotas on 

expatriate labour, and employment targets for UAE nationals encourage 

Emiratisation.  In a study conducted in a similar context, Al-Lamki (1998) found that 

65 per cent of Omani respondents preferred to work in the government sector 

because of differences in pay levels. Tanmia (2004), in a study covering 1,300 male 

and female UAE nationals, found that wage differentials for UAE nationals was a 

major barrier for them to participate in the private sector employment market. In 

another study Elhussein & Elshahin (2008) note the policy of localisation has long-

suffered in implementation from ‗job doubling‘, which means that there have been 

fewer expatriates leaving the service and more nationals coming in. Consequently, 

the ranks of the federal government have suffered from overstaffing, thus creating 

masked unemployment.   

Al Hinai(1999) conducted a study to assess Oman's effort in introducing the 

Omanisation process to the private sector. This important  study also attempted to 

identify the obstacles and incentives involved in the process of Omanisation. Al 

Hinai(1999), concludes that the Omanisation process has not reached the desired 

goals. He notes that Omanisation has been implemented quantitatively rather than 

qualitatively. He notes that the Government should implement further measures to 

ensure that the Omanisation process is implemented qualitatively and not 

quantitatively.  The author presents various recommendations for improving the 
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likelihood of a successful implementation of the Omanisation process. Based on 

factor analysis of the quantitative data, the study identified the following four factors 

as hindering the Omanisation process. 

 Qualification and motivation 

 Integration 

 Attitudes 

 Gap between public and private 

 

The Al Hinai(1999)  developed a model to highlight the direct and indirect obstacles 

of Omanisation and also observed that the Government efforts are focussing only on 

the direct obstacles rather than the indirect ones (See Fig 6 below).  

 

Figure 7: Direct and Indirect Obstacles for Omanisation (Al Hinai(1999) 

In their study, Rees, Mamman and Braik (2007)  found that attitudinal factors, such 

as non-nationals‘ lack of cooperation with the Emiratisation programme, can act as 

barriers to Emiratisation and, therefore, expatriates can be considered a major source 

of resistance to change. The authors also identified the change management 

interventions that were used to ensure that the introduction of Emiratisation took 

place smoothly. The interventions included mainly HR and training and development 
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initiatives, such as individual learning plans, training courses, development centres, a 

dedicated department to look after Emiratisation and the creation of learning centres. 

Apart from these HR and training related facilitating factors, the authors found that 

the various communication strategies adopted by the organisation also tended to 

support the process.  Some of the strategies listed by the authors, and as mentioned 

elsewhere in this dissertation, are town hall meetings, team meetings and workshops, 

memos from the Group Chief Executive, electronic bulletins, internal publications 

and distribution of policies and procedures. Finally, the authors note that 

Emiratisation budgets and compensation and benefits packages also might be acting 

as a facilitating factor.  

 

Ali (2008), in his extensive review of barriers related to localisation of workforces,  

states that GCC countries have a wide range of job specifications and working 

conditions acting as barriers to manpower localisation. According to Ali, many 

studies have shown that GCC nationals find unacceptable the private sector‘s 

working conditions of long and irregular hours, restrictions on time spent on cultural 

and religious observances, short periods of leave, and a disciplined approach to 

employee performance (Abdelkarim and Ibrahim, 2001; Al-Enezi, 2002; Ali, 2004; 

Al-Lamki, 1998; Al-Mansory, 2003). Ali (2008), based on a review of existing 

literature on the topic, lists the following six factors as the potential barriers to 

Emiratisation: 

 business hours;  

 remuneration levels;  

 skills standards;  

 organisational culture;  

 career development;  

http://www.emeraldinsight.com/Insight/ViewContentServlet?Filename=Published/EmeraldFullTextArticle/Articles/0310280905.html#idb3
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 social capital related barriers (trust, gender and wasta). 

Ali (2008) notes that long working hours and 6 day weeks act as barriers to the 

participation in the labour market for many UAE nationals.  He notes that when 

seeking employment in the private sectors, graduating nationals are often not 

prepared to entertain the private sector‘s compensation levels and working conditions 

for their selected career paths (Tanmia 2004).  Ali, citing various supporting 

literature, argues that education levels and training opportunities for Emiratis can 

also be barriers for Emiratisation.  Referring to the work by Abdelkarim (2001), he 

states that UAE has relied heavily on monetary rewards and organisational directives 

to stem high labour turnover.  Based on the results of the study conducted by 

Abdelkarim and Ibrahim (2001) in the private sector, Ali (2008), in his analysis of 

literature, observes that most UAE nationals prefer to work in the public sector due 

to better career opportunities. Ali (2008) argues further that English is the lingua 

franca for technology, management and to a certain extent trade, and fluency 

undoubtedly affects Emirati citizens‘ employability.    

 

Of the many dimensions attributed to social capital, Ali (2008) highlights three of 

them, namely trust, gender issues and nepotism as particularly applicable to 

Emiratisation.  According to Ali, social capital theory maintains that beneficial 

workplace environments supported by government and society contribute to 

organisational competitiveness, profitability and long term survival.   He notes that in 

the Gulf Cooperation Council countries there is evidence that trust is an impediment 

to employment for nationals as the expatriate managers prefer tight control and 

centralised decision-making, with little delegation or empowerment for their 

employees.   He notes that in the UAE women do not get equal opportunities in the 

http://www.emeraldinsight.com/Insight/ViewContentServlet?Filename=Published/EmeraldFullTextArticle/Articles/0310280905.html#idb1
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employment market.  The author lists ‗wasta‘ or nepotism as another barrier related 

to social capital. He notes that the outcomes for both the organisation and the 

receiver of wasta are frequently deeply unsatisfactory due to a variety of reasons.  

 

In a study conducted in a similar framework, Ali, Shee and Foley (Undated), identify 

three types of capital, namely: human capital, such as education, skills and 

experience; social capital, such as gender inequality, nepotism and trust; and 

organisational capital, such as culture, English fluency and human resource 

management (HRM), as the critical factors that will determine the success of 

Emiratisation (see Figure 8). In a study conducted with 1,500 UAE national 

employees from seven private and public sector organisations, they found that five 

variables significantly explained the variance between the public and private sectors.  

These variables were training and development, career development, English 

fluency, gender inequality and trust. Considering the fact that Emiratisation has been 

more successful among public sector organisations one may conclude that the above 

five factors might be facilitating the Emiratisation process.  Ali, Shee and Foley 

(Undated) present also a conceptual framework for understanding the Emiratisation 

process covering three factors, namely, personal capital, organisational capital and 

social capital and investigates to what extent these factors act favourably or hinder 

UAE nationals to join the workforce. 
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Figure 8: Conceptual framework for the Emiratisation process
7
 

 

Apart from the factors listed by Ali (2008), Ali, Shee and Foley (Undated) identified 

the following additional factors that might impact Emiratisation: 

 demographic factors, such as age, education, job title and gender; 

 social capital factors, namely, women skills; 

 organisational capital factors, such as organisational climate and English 

language skills; 

 personal capital factors, namely, organisational engagement and training and 

development. 

 

Ali, Shee and Foley (Undated), based on a study by Ostroff et al. (2005) argue that 

when employees‘ values are consistent with the organisation‘s values, it leads to 

more positive organisational engagement, which might be a deciding factor for UAE 

nationals to perform better in the workforce. Similarly, based on their review of 

studies by Morada (2002) and Abdelkarim (2001), the authors observe that 52.4 per 

cent of UAE nationals are not given enough training, though training and the creation 

                                                 

7
 Reproduced from Ali, Shee and Foley (Undated). 
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of a learning environment have been recognised as key elements to success of the 

employees.   

 

Ali, Shee and Foley (Undated) state that though organisational culture affects 

organisational performance and individual employees‘ success, there has been little 

study on cultural effects of the UAE and Gulf.  As noted by these authors, 

Abdelkarim (2001) states that the UAE has ignored the importance of commitment-

based work culture and relied heavily on monetary rewards and top-down 

mechanisms to try and combat job-hopping. The authors cite a study by Freek 

(2004), who noted that access to career plans would attract UAE nationals to work 

and encourage them to perform better at work.  

 

The other two factors listed by Ali, Shee and Foley (Undated), under organisational 

capital, are English language skills and compensation. According to the authors, 

fluency undoubtedly affects Emirati citizens‘ employability, this is supported also by 

Abdelkarim (2001), who found that perceived deficiency of English fluency is a 

barrier to Emiratisation.  Ali, Shee and Foley (Undated) note that in the Gulf Co-

operation Council in general, and the UAE in particular, there is tangible evidence 

that poor wages, promotion and other benefits are considered the main obstacle 

facing the local population.  Apart from the three social capital related factors, 

namely gender inequality, trust and wasta listed by Ali (2008), Ali, Shee and Foley 

list women skills also as an additional factor, which is perhaps related to gender 

equality.   
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The findings related to gender equality are widely supported by various authors. For 

example, the study by Metcalfe (2006) reveals that women have advanced in 

management in the Middle East, but have career and development constraints due to 

strong gender roles in Islamic culture. 

 

The above review indicates that effective Emiratisation is a multi-dimensional and 

very complex process which has to be tackled at various levels ranging from micro 

level factors related to individuals, to macro level factors related to organisations and 

the national labour market. 

   

3.6 Towards a taxonomy of barriers to Emiratisation 

Ali (2008) differentiates between personal attribute barriers to UAE nationals‘ 

workforce participation and organisational, structural and workplace practices related 

barriers.  Factors such as job applicants‘ low standards of experience, training and 

skills, low motivation, lack of English fluency and, thus, communication skills are 

the major determinants of personal attribute barriers to UAE nationals‘ workforce 

participation. Barriers derived from organisational, structural and workplace 

practices includes factors such as lack of UAE nationals‘ employed in human 

resource offices, preferences for cheaper and more efficient expatriate workforces 

and so forth. In a similar vein, Ali, Shee and Foley (Undated) present another 

conceptual framework for understanding the Emiratisation process covering the three 

factors of personal capital, organisational capital and social capital and investigate to 

what extent these factors act favourably or hinder UAE nationals in joining the 

workforce.   
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Since these available taxonomies were found not to cover the wide range of factors 

related the Emiratisation process, in the context of the current study a taxonomy to 

categorise the key success factors that facilitate the Emiratisation process is 

presented below.  

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors. 

 

The above taxonomy, which was developed based on a review of the related 

literature, is used in this study to develop the survey instruments and to identify the 

major barriers and facilitating factors related to Emiratisation.    
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4 Methodology 

This chapter describes the context and scope of the study, research questions, design 

of the study, research hypotheses, population and sample collection, development of 

the research instrument, data collection method adopted and the data analysis 

strategy.    

 

4.1 Context and scope of the current study 

The review of literature in the third chapter of this dissertation revealed that 

localisation or nationalisation of the workforce has remained a key thrust area and 

challenge for HR departments in most companies in the Gulf Cooperation Council 

(GCC) countries, including the United Arab Emirates (UAE).  The Government and 

the corporate organisations in these countries have been taking a number of steps to 

ensure that the local nationals are developed and employed properly.  However, in 

spite of the strong measures and efforts of the Government, the unemployment of 

nationals has been a serious issue faced by countries in the GCC, including the UAE.   

Though some researchers have attempted to analyse the various reasons behind the 

issue, the actual problems seem to be much more complicated than just a few 

commonly stated reasons. The review of the related literature also revealed that 

though the issue of manpower nationalisation in Gulf States has received wide 

coverage in popular magazines and newspapers, not many research studies have been 

conducted on the topic.  The current study has been planned in this context to 

understand the role of HRD in the effective localisation of workforces in the UAE, 

with special reference to the energy sector, and to identify the key success factors 

involved. 
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The scope of the current study is to explore and identify the critical success factors 

for effective nationalisation of workforces, falling under the following categories in 

the context of the oil and gas sector in the UAE.   The following taxonomy was 

derived based on the review of literature presented in Chapter 3 of this dissertation.  

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors. 

 

4.2 Methodological issues 

4.2.1 Applied vs. basic (pure) research  

Zikumund (2003) states that ‗applied research‘ is conducted when a decision must be 

made about a specific real life problem, whereas ‗pure or basic research‘ is 

conducted to expand the limits of knowledge by verifying the acceptability of 

various theories and hypothese, or by trying to discover more about a certain 

concept.   

 

Anderson (2004) defines HR research as the systematic enquiry into HR issues to 

increase knowledge and underpin effective action. The author states that the 

distinction between ‗pure and applied‘ research in HR is not always clear-cut and 

corresponds better to a continuum that relates to the purpose and context in which the 

enquiry process occurs (see Figure 9). According to the author, the main focus of 

pure research, for example, tends to be on gaining knowledge, finding causes, 

examining the relationships between variables, and developing and testing 

generalisable theories. Applied research, by contrast, is more concerned with solving 
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problems, predicting effects, and developing actions and interventions in discrete 

organisational contexts (Anderson, 2004). 

 

Figure 9: Pure vs. applied research
8
 

 

According to Anderson (2004), applied research is as valuable as pure research. HR 

research that is carried out in a rigorous way can lead to more effective practice than 

decisions based mainly on intuition, common sense, or personal preferences.   The 

topic of the current study being a practical issue, the research tends naturally towards 

an applied research framework.   

  

4.2.2 Exploratory vs. confirmatory 

Exploratory research is research into the unknown, especially when there are no 

earlier models or theories on which the study can be based. The objective of 

exploratory research is to form hypotheses rather than their testing.  On the other 

hand, confirmatory research is normally based on available model/theories and aims 

to test specific hypotheses derived from them. The objective of confirmatory 

research is to test and confirm the various hypotheses or theories, as the case may be.   

                                                 

8
 Reproduced from Anderson (2004). 
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A review of related studies on the topic, namely ‗localisation of workforces‘, 

revealed that theories and models are not yet well developed on this topic. While 

there are many studies on the effects of various HR tools and interventions, specific 

studies relating the HR tools and methods to the success of localisation of workforces 

are scarce. Given this context, the present research is conceptualised in a more 

exploratory framework and hypothesis testing is only conducted to confirm the 

statistical significance of the trends discovered.  

 

4.2.3 Quantitative vs. qualitative 

Bryman and Bell (2003) state that the quantitative/qualitative distinction represents a 

useful means of classifying different methods of business research and it is a helpful 

umbrella for a range of issues concerned with the practice of business research.  

 

Quantitative research is based on measurement, whereas qualitative research aims to 

understand issues without aiming at quantifiable measurements.  Quantitative studies 

measure variables with some precision using numeric scales. Qualitative studies are 

based on direct observation of behaviour, case studies or on transcripts of 

unstructured interviews with informants (Bryman & Bell, 2003).    

 

4.3 Methodological approach adopted for the current study 

The role, benefits and appropriate use of qualitative research methods in the social 

and management sciences have been discussed extensively in the academic literature. 

Sofaer,S (1999) states that qualitative research methods are valuable not only in 

providing rich descriptions of complex phenomena but also to generate and even test 

hypotheses. The author concludes that qualitative and quantitative methods can be 
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complementary, used in sequence or in tandem. According to this author the best 

qualitative research is systematic and rigorous, and it seeks to reduce bias and error 

and to identify evidence that disconfirms initial or emergent hypotheses.  In line with 

these arguments, the current study will be primarily focusing on a qualitative 

approach as the topic of study is a complex one. The quantitative approach will also 

be used in this study, mainly to complement the qualitative study.     

 

Researchers have used the case study research method for many years across a 

variety of disciplines including management. Case study research is generally 

considered as the best method for understanding complex research subjects. This 

method also helps to interpret the results of quantitative studies conducted on the 

topic.   The current study therefore will be using primarily the case study research 

method for exploring the research questions under considerations.  

4.4 Research questions 

Based on the review of literature and the views of a few managers interviewed, the 

following research questions were formulated.  The study aims to answer them using 

an explorative study framework.  

1. What are the various factors that facilitate the process of nationalisation of a 

workforce?  

2. What are the various factors that hinder the process of nationalisation of a 

workforce?  

3. On a relative basis what types of factors are more critical for the success of 

nationalisation of a workforce? 

4. How do the various factors affect various HRD methods and tools employed by 

the organisations at a qualitative level?  
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5. Within each category of factors what is the impact of various sub factors on the 

Emiratisation process?  

6. How do the various factors and categories interact and interrelate with each other?  

  

4.5 Population, data collection and sample details 

4.5.1 Case Study 

The current study will depend primarily on qualitative methods rather than 

quantitative methods.  An organisational, case study method was used to collect data 

from one of the oil and gas companies which was the primary focus of the study.  

The focus of the case study was the implementation and evaluation of a new 

programme to support Emiratisation targets in the company. The case study method 

was not used for the other oil companies or for the non oil and gas company included 

in the study. 

4.5.1.1 Data collection procedure employed for the case study 

This section describes various procedures and methods used by the author for 

planning and preparing, collecting the data and to develop the case study.    

Planning and Preparation  

Leenders,James and Mauffette(2001) states that a case writer has to make the 

following three important choices during the planning and preparation stage.  

 Choice of issue 

 Choice of timing and action triggers 

 Choice of decision frame cut 
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The current author also was faced with the above three choices which were important 

to address and decide.    Accordingly the following decisions were taken, after 

considering the objectives of the current study and the role and purpose of the case 

study in the current study.  

1. Choice of issue: It was decided that the case study will focus mainly on 

the Competency Management System which was introduced for 

developing UAE nationals as a new project in the organisation under 

study.  It was also decided that the author will focus only on UCOG and 

not on its parent organisation or the other organisations in the group.  The 

focus on the parental and group organisations were limited to provide 

only the context required for understanding the current focus.  

2. Choice of timing and action triggers:  It was decided that the author will 

consider the introduction of the Competency Management System as the 

action trigger and limit the timing to cover only the past, present and 

future contexts related to this trigger.  

3. Choice of decision frame cut:  It was decided that the author will focus on 

the decision to introduce the Competency Management System and its 

consequences as the decision frame cut for writing the case 

Data Collection  

Multiple data sources were used for developing the case study in order to permit 

triangulation and corroboration of evidences.  Accordingly multiple methods were 

used to collect the data for the current case study which are explained below:  

1. Participative observation: The author was part of the organization and the 

project which enabled him to observe and document the key observations as a 

participant on a daily basis.   Maximum efforts were taken to remain 

objective and record the observations as needed 
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2. Interviews with the stakeholders: The author was part of many feedback 

interviews and audit interviews with the stakeholders (Viz.,  line managers, 

developees, top management. Skill Pool Experts, Mentors, Coaches and 

representatives from the parental organisation). These interviews were part of 

the normal work, and were meant for evaluating the UAE national 

development initiative under focus.  Some of the interviews, such as the audit 

interviews were semi structured in nature.   

3. Printed Company documents: The author also used various documents 

available in the company such as guide books, assessment forms, road maps, 

skill and competency definitions and so forth 

4. Published Sources:  Published books and articles about the company were 

also referred.  

5. Day to day operational forms and documents: The case study also drew from 

the information contained in many day to day operational forms and 

documents  used in the company such as progress reports, assessment sheets 

and so forth  

6. Audit reports:  The author also referred in detail the various internal audit 

reports about the UAE national development submitted by both the internal 

audit department as well as external parties such as shareholders 

7. Focus groups: Focus group interviews were conducted by the author with the 

developees in each field location on a periodic basis to collect feedback.   The 

observations and data collected through these focus groups were also used for 

developing the case study. 
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8. Internal Surveys:  The results of the various  internal surveys such as the 

employee engagement survey were also referred.  

4.5.1.2 Data analysis procedure employed for the case study 

Data analysis for case studies is considered are more complex and difficult by many 

researchers. Much of the data collected for case studies are qualitative and therefore 

are not amenable to normal statistical analysis and tests.  The methods available for 

analysing the qualitative data tend to be influenced by the subjectivity of the analyst 

or researcher. Moreover, data analysis and data collection tends to go concurrently in 

case studies rather than one after the other.  Perhaps due to the unique nature of data 

analysis in case studies, the issue is often approached from different perspectives by 

different authors.    

The approach presented by the United States General Accounting Office (GAO) in 

one of their transfer paper on case study analysis  is frequently quoted in the 

literature on data analysis and case study analysis(GAO, 1997).  According to this 

framework, there are six general ways of analysing case study data (GAO, 1997). 

They are as listed below: 

1. Iterative:  Data collection and analysis are concurrent and goes through 

iterative steps 

2. OTTR:  The sequence of data collection and analysis iterations takes place in 

a sequence of events abbreviated as OTTR which stands for ―Observe, Think, 

Test, and Revise‖. 

3. Triangulation: Comparison of multiple, independent sources of evidence 

before deciding there is a finding 
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4. Rival explanations: Develop alternative interpretations of findings, and test 

through search for confirming and disconfirming evidence until one 

hypothesis is confirmed and others ruled out 

5. Reproducibility of findings: Establish through analysis of multiple sites and 

data over time 

6. Plausible and complete:  Data analysis ends when a plausible explanation has 

been developed, considering completely all the evidence 

7. Specific techniques for handling multi-site data sets:  Matrix of categories, 

graphic data displays, tabulating, frequency of different events, developing 

complex tabulations to check for relationships, and ordering information 

chronologically for time-series analysis   

GAO (1997) states that out of the six data analysis methods  listed above, four are 

essential to case study analysis. These essential methods, namely iteration, OTTR, 

triangulation, and ruling out rival explanations, were applied for developing and 

analysing the case study in this research.  The remaining three methods in the above 

list were not applied in the current study.  

The issue of data analysis in the context of case studies can be also approached from 

other perspectives.   For example, authors often approach this issue on the basis of 

analytic techniques such as content analysis, interpretation, taxonomical analysis, 

hermeneutical analysis and so forth (e.g., Manon, 1990, Spradley, 1980, Weber, 

1990).  It may be noted that the current study did not limit to any specific technique 

or school of thought for analysing the data related to case study.   From this 

perspective of approaching the issue of data analysis it may be stated that the current 



Chapter 4   Methodology 

62 

study used a combination of three most widely used methods namely logical 

analysis, interpretation and taxonomical analysis. 

GAO(1997) presented another framework on case study data analysis.   According to 

this framework, there are two basic models of data analysis namely pattern matching 

and explanation building. In pattern matching the researchers specifies what they 

expect to find based on their past experience, logic, or theory.    The analysis then 

compares actual findings to expectations and when the findings fit, the pattern is 

confirmed.  If the findings do not fit, then the researcher the evaluator adjusts the 

expectations or elaborates them to explain the unexpected findings. According to 

GAO(1997), explanation building is the inverse procedure which starts with the 

observations. Based on the observations and data, the evaluator develops a picture of 

what is happening and why. In summary the pattern matching, matches findings to 

hypotheses or assumptions where as the explanation building, uses the data to 

structure the hypotheses or assumptions. Given these definitions, it may be stated 

that the current study adopted more of pattern matching method for analysing the 

data.  The author first had developed a pattern of factors which may be facilitating 

and hindering the localisation of workforce based on past experiences, a detailed 

review of literature and logical reasoning. The case study was then analysed against 

this pattern to check whether they fit or not.  The results of quantitative data also 

supported this process.  

  

4.5.2 Quantitative study 

Data was collected through an online survey.  The HR focal points of these 

organisations served as a support when collecting the data. The HR focal points were 



Chapter 4   Methodology 

63 

asked to send email invitations to a random set of employees to participate in the 

survey.  The return rate was more than 70% which is acceptable for online surveys.   

Duplicate responses by the same respondent were controlled by using IP addresses 

and email IDs as the control fields.  Respondents were not forced to complete the 

survey before submitting.  The survey had a facility to save and continue later.  The 

details of the final sample are given in Table 2 below. 

             

Company Code N Percentage 

Cumulative 

Percent 

Oil and Gas Company 1 (also focus of case study) 1 102 22.7 22.7 

Oil and Gas Company 2 2 162 36.1 58.8 

Oil and Gas Company 3 3 52 11.6 70.4 

Oil and Gas Company 4 4 47 10.5 80.9 

Oil and Gas Company 5 5 24 5.3 86.2 

Non Oil and Gas Company (Bank) 6 40 8.9 95.1 

Others and Missing . 22 4.9 100 

Total 449 100 100 

Table 2: Sample details 

4.6 Development of research questionnaire 

4.6.1 Item generation and development of research questionnaire 

An open ended pilot questionnaire was developed (Appendix 1) for identifying the 

relevant variables and defining the various factors which may be facilitating and 

constraining the Emiratisation of workforces.    The questionnaire was sent to 50 

experts and informed professionals.   

4.6.1.1 The role of experts in item generation and validation of taxonomy  

A sample of experts who were familiar with the issues involved in the Emiratisation 

process was used for identifying the various factors which may be facilitating and 

constraining the Emiratisation of workforces.    The experts were requested to list 3-4 
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major factors that seem to facilitate Emiratisation under each category listed below. 

They were also asked to list 3-4 major factors that seem to hinder Emiratisation 

under each category.  

 International factors (e.g., competitiveness of nations, cost of labour etc.) 

 National level factors (e.g., government strategies etc.) 

 Industry factors (e.g., private sector issues, oil and gas issues, government 

sector etc.) 

 Organisational level factors (e.g., company vision, mission, values, HR 

strategies etc.) 

 Individual level factors (e.g., attitudes, values and skills of entry points, job 

security of expatriates etc.) 

The inclusion of responses from this expert sample helped to: 

 Identify and generate the sample of facilitating and hindering factors base on 

actual work experience and local context 

 Support the item generation process by identifying the sample of factors 

 Ensure the face validity and construct validity of the final questionnaire 

developed based on their responses 

 Ensure all the important factors are captured and included in the 

questionnaire  

 Categorise the factors and items as per the final taxonomy adopted for the 

study 

 Ensure face validity of the taxonomy  

4.6.2 Final Questionnaire 

The final questionnaire was designed based on the results of this pilot questionnaire 

and had 107 items in the main section. The items which were rated by judges as 
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hindering the Emiratisation process were classified as ‗negative items‘ and the items 

which were rated by judges as facilitating the Emiratisation process were classified 

as ‗positive items‘.  Some survey professionals consider the use of a mix of negative 

and positive items as an effective way to break ‗response sets‘ or the tendency of 

respondents to consistently tick the same number to all questions (Nunnally & 

Bernstein, 1994).  

 

The final questionnaire was reviewed by a small sample of 10 experts to check the 

clarity of the items before launching the final survey.  Items were modified based on 

feedback from the small expert group. The items were also reclassified based on the 

agreement among the experts.  In addition to the main questionnaire, which aimed to 

identify the factors facilitating and constraining Emiratisation of workforces, the 

questionnaire had other sections which aimed to understand the nature of the 

Emiratisation targets of companies and to understand the HR tools used by them to 

support the process.  The final questionnaire is provided in Appendix 2 along with 

the invitation mail and instructions used.  

 

4.6.3 Categorisation and scale construction 

The items were initially classified and categorised as per the responses of the pilot 

study conducted to generate the items.  However, the items were reclassified as per 

the final taxonomy adopted for this study with the help of the small group of experts 

contacted to review the final questionnaire.   The experts were asked to classify the 

items in to different categories and the responses were analysed to refine the initial 

categories.  Agreement among the experts was taken into consideration to classify 

the items.  
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4.7  Data preparation 

Scholars have highlighted the importance of examining and preparing the data in 

survey research.  They note that several types of common problems or issues exist, 

such as missing data, item properties, negatively worded items, reliability and 

internal consistency of scales, inconsistent responses to similar items, restricted 

response patterns and so forth (Church, Waclawski, & Kraut, 1998; Nunnally & 

Bernstein, 1994).  This section describes the steps adopted in the current study to 

resolve some such problems and issues faced in the current study.   

 

The responses to the questions in the background section of the questionnaire were 

examined manually for anomalies and any inconsistencies or anomalies found were 

resolved, either by deleting the case or recoding them as missing data.  The data 

preparation steps explained below were applied only for the main section of the 

questionnaire as they were not applicable for the items in the background section.  

 

4.7.1 Negatively worded items 

Church, Waclawski, & Kraut (1998) note that often the best way to check data is by 

comparing a mean score for the negatively worded item with a positively worded one 

with a similar content or theme. However, according to them, if a negatively worded 

item is to be compared with a positively worded item, for analysis purposes, 

responses should be recoded so that they point to the same direction. It is also 

important to reverse code the items if the items are going to be added to arrive at the 

total scores on sub scales and scales.  The structure of the current questionnaire had 

sub scales that could be added to form a total scale and, therefore, it was essential to 
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reverse code either the positive or the negative items to ensure that all pointed in the 

same direction or had the same ‗polarity‘.  

 

In the current study there was a mix of positively and negatively worded items.  It 

was, therefore, decided to ‗reverse code‘ all the negatively worded items so that the 

average scores on items could be compared and even aggregated.  A high score in the 

current study, therefore, refers to the ‗facilitating‘ direction rather than the 

‗hindering‘ direction – irrespective of the item.  On the contrary, a  low score refers 

to a ‗hindering‘  direction.   The polarity of the items are given in Appendix 3.  

 

4.7.2 Missing data 

Unfortunately in most surveys some respondents do not respond to the survey fully.   

This problem has been more seriously felt in online surveys than paper and pencil 

surveys which are administered under supervision. Church, Waclawski & Kraut 

(1998) recommend that it is important to delete completely blank returns and to 

ensure that the missing responses do not distort the results.  They recommend that 

partially completed responses should be retained and used for analysis purposes, 

unless the number of completed items is less than 10 percent of the total set of 

questions provided. They note that less than 10 percent complete suggests a 

significant problem with that respondent and raises questions about the validity of 

those data.     

 

The current study also had relatively large numbers of missing data, mostly toward 

the end part of the questionnaire. This is probably due to the fact that some of the 

respondents abandoned the survey after some time due to unknown factors which 
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might include interruptions, internet speed problems, lack of interest and so forth.   

As suggested by experts, the completely blank responses which were less than 10 per 

cent complete were fully deleted from the database.  The remaining data were 

retained.  In the statistical analysis, missing data were deleted on an individual item 

wise, pair basis as far as possible. Wherever the pair wise deletion was not possible, 

the missing data were deleted list wise.   

 

4.7.3 Item analysis and reliability 

It is very important to analyse the items based on the various properties, such as 

response patterns and variance, item-scale total correlations, item-subscale total 

correlations, reliability analysis, etc. In this study the following methods were used to 

analyse the items and to ensure acceptable levels of reliability for the scales 

(Nunnally & Bernstein, 1994): 

 Response patterns of the items as indicated by frequency analysis, mean and 

standard deviation. 

 Correlation between items and subscale totals. 

 Correlation between items and scale total. 

 Cronbach coefficient alpha analysis. 

 

The Cronbach coefficient alpha is employed as it is the most commonly used index 

of scale reliability. In general, scales that receive alpha scores over 0.70 are 

considered to be reliable, however, figures as low as 0.50 have been considered 

acceptable (Nunnally & Bernstein, 1994; Kaplan & Saccuzzo, 2001).    

 

Based on the above analyses, many items were deleted from the questionnaire and 

database in order to achieve higher levels of reliability coefficients for the sub scales 
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and the total scale.  These items are presented in Appendix 3 and marked as deleted.  

After deleting the items, a reliability analysis was conducted again to compute the 

Cronbach coefficient alpha. The results before and after the item deletions are 

presented in  Table 3, below.  

 

Scales Before deleting the items After deleting the items 

Cronbach Alpha (# items) Cronbach Alpha (# items) 

National level factors  0.74 (27) 0.80 (21) 

Organisational – policies and 

practices related factors 

0.60 (27) 0.72 (19) 

Organisational – HR related 

factors 

0.66 (25) 0.74 (18) 

Individual level – expatriate and 

experienced staff related factors 

0.70 (13) 0.72 (9) 

Individual level – UAE national 

related factors 

0.80(15) 0.86(13) 

Total  scale  0.79 (107) 0.91(80) 

 

Table 3: Reliability test: initial and final results 

 

For the sample collected, Cronbach‘s alpha values of the six main factors greatly 

exceed the general requirement (> 0.70) and, therefore, the internal consistencies of 

each group of indicators were deemed to be high (Table 3).  It may be also noted that 

the item analysis and deletion procedure helped to improve the internal consistency 

of the sub scales, as indicated by the gain in Cronbach Alpha coefficients after the 

deletion of the items.  
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5 Case study analysis 

5.1 Introduction to the case study 

This chapter presents an in-depth case study of an oil and gas company based in the 

United Arab Emirates. The case study highlights the experiences of the company in 

the context of the challenges related to Emiratisation and human resources 

development faced by the company.  The objectives of this case study are to identify 

the various factors that facilitate or hinder the Emiratisation process. The case study 

also aims to look at the application and impact of various HR tools and strategies in 

implementing the Emiratisation process.  The names of the companies involved have 

been disguised in this case study.  

 

5.2 Rising above the number game: A case study of the Emiratisation process 

5.2.1 About the UAE Company for Oil & Gas (UCOG) 

5.2.1.1 History 

The UAE Company for Oil & Gas (UCOG) operates in the Emirate of Abu Dhabi, 

one of the seven members of the United Arab Emirates. Though UCOG came in to 

existence in its present form only in the 1970s, it had existed under various names for 

a long time.  The original concession agreement was made with the Oil Development 

Corporation during the 1930s and the geological work by the company started during 

the 1950s.  The first commercial oil discovery was made in 1960 and since then the 

company has been renamed and restructured a couple of times. During the 1970s the 

Government of Abu Dhabi acquired a 25% interest, which was increased to 60% 

gradually through the National Oil and Gas Company (NOGC), a local company 
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representing the Government. UCOG was established as a legal entity during the 

1970s as the company for operations in the concession area.   UCOG produces from 

six oil fields which are linked by pipeline and supported by storage and shipping 

facilities.  

 

5.2.1.2 Ownership pattern, growth and credentials 

UCOG is owned 60% by NOGC and the remaining 40% by the world‘s leading oil 

and gas companies, such as British Oil Company (BOC), International Oil Company 

(IOC), American Oil Company (AOC), French Oil Company (FOC) and European 

Oil Company (EOC).  BOC, IOC, AOC and EOC hold larger shares and, therefore, 

play a bigger role in the day to day affairs of the company. These companies send 

employees to UCOG on a secondment basis and also take UCOG employees in their 

companies for training purposes. These companies also take an active interest in 

transferring their best practices in all areas, including human resources development 

and business planning.  

 

UCOG has grown significantly during the past 44 years to become the top oil-

producing company in the UAE.  The production capacity has grown from 60,000 

b/d (barrels per day) in the 1960s to 1.5m b/d in 2008 and the company has now the 

capacity to produce up to 1.8m b/d if necessary.  UCOG is employing over 2,000 

people, with nearly half of them being nationals. UCOG has achieved a 50% 

Emiratisation target by continuously developing staff development and has been 

aiming to achieve a 75% Emiratisation of its workforce by the end of 2009.  
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UCOG is also known for its commitment to sustainable development and concern for 

Health, Safety and Environment (HSE) related issues.  The company demonstrates its 

concern for ensuring the highest levels of HSE standards and has become a 

benchmark for the oil and gas companies in the rest of the Arabian Gulf. UCOG is 

also known for its commitments to society and social responsibility. UCOG 

contributes to the growth of the UAE community in all social, economic and 

educational sectors by regularly sponsoring various community initiatives, such as 

conferences, competitions and training.  

 

5.2.1.3 Organisational structure  

UOGC is headed by an expatriate General Manager (GM) seconded from BOC.  

Initially, the GM had some difficulties in understanding the UAE culture and its 

people, as this was his first assignment outside the United States.  However, he was a 

keen and fast learner and, therefore, was able to quickly learn the nuances of the 

culture and relate to the people. The broad organisational structure of UOGC is 

shown in Figure 10, below.  Broadly, the company has three major divisions, namely 

operations, technical and administration.  Two smaller divisions, namely business 

strategy and support, and commercial strategy and support also report directly to the 

GM.  
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Figure 10: Organisational structure of UOGC 

 

5.2.2 About the National Oil and Gas Company (NOGC) 

60% of the shares of UCOG are controlled by its parent company National Oil and 

Gas Company (NOGC).  Naturally, UCOG‘s business goals, policies and even 

procedures are dictated by its parent company NOGC which was established in the 

1970s to operate in all areas of the oil and gas industry in the UAE.  NOGC has 

grown over the last four decades and has established many companies and 

subsidiaries in Abu Dhabi. Today, the company manages and oversees oil production 

of about 3 million barrels a day and is ranked as one of the top oil and gas companies 

in the world.  NOGC has substantial business interests in upstream and downstream 

activities, including transportation, shipping, marketing and distribution. It has 

expanded its business activities, enhanced its competitive position and managed to 

become one of the world‘s leading oil companies today.      
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NOGC‘s efforts in the exploration and production field have concentrated on 

assessing undiscovered reserves and optimising hydrocarbon recovery by improving 

the reservoir management. NOGC has made significant achievements in the 

expansion and development of gas fields during the last few years.  The company has 

always succeeded in meeting the increased demand for oil and gas from time to time.   

NOGC has now about 15 subsidiary companies covering various aspects of the oil 

and gas business, namely: exploration, production, drilling, transporting, refinery, 

chemicals and distribution.        

 

NOGC is also well known internationally for its commitment to sustainability and 

Health, Safety and Environment (HSE) issues. NOGC, like UCOG, is a bench mark 

for companies in the region on HSE related issues. NOGC is also committed to social 

responsibility and community development. NOGC sponsors various national events 

and initiatives and contributes to the advancement of UAE nationals by preparing 

them to become highly qualified individuals through its multiple educational 

programmes and institutions.    

 

5.2.3  Emiratisation targets and programmes of NOGC 

NOGC is a company owned by the Government of the UAE and, therefore, reflects 

the various social objectives of the Government in addition to the business 

objectives.  As the flagship oil firm and key generator of wealth for the economy, 

NOGC has identified development of the UAE nationals as a key objective of the 

company. NOGC has been driving the process of Emiratisation by imposing 

aggressive targets across all of its subsidiaries and member companies.   For decades, 

Abu Dhabi‘s oil industry has been hard-pressed to find young Emiratis, especially in 
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the positions of operators, technicians and assistants.  NOGC has been trying to 

increase the proportion of Emiratis working in the various companies, including 

UCOG through a process called Emiratisation. Experts say this is the only way for 

the UAE to free itself from reliance on the expertise of foreign firms and employees.  

NOGC and its group of companies have faced difficulty in attracting young nationals 

to become technicians, operators and engineers and these positions make up 80 per 

cent of the staff in the group of companies. That need has led to the establishment of 

educational institutions by NOGC to train nationals on technical areas and petroleum 

related areas.  

 

NOGC aimed at a goal of achieving 75 per cent Emiratisation by 2009.  However, 

NOGC has not been able to achieve the target as planned.  There are perhaps many 

reasons behind the failure to achieve the target.  Some of the possible reasons are 

listed below. 

 Recently there was an increase in the size of the company‘s workforce due to 

various expansion projects leading to recruitment of many expatriate staff.   

This has reduced the overall percentage of UAE nationals.  

 The supply of qualified UAE nationals from universities and colleges was not 

enough to meet demand. 

 The company did not want to employ UAE nationals just for achieving the 

numbers, but wanted to ensure that they employed the right quality of staff.  

 The company and its subsidiaries did not have enough HR resources and 

mechanisms to support the recruitment, development and integration of UAE 

nationals. 
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 The company wanted to ensure that the young UAE national employees were 

competent to do the job before they were given full ownership of the job. 

 

NOGC recognises that for the management to have reasonable assurance of meeting 

their business objectives, they need to be assured that the workforce is competent.  

Competency of the staff is important not only for achieving the business objectives, 

but also to avoid potential disasters and accidents that can result from lack of 

competency.  NGOC is extremely concerned about health, safety and environmental 

issues and, therefore, wanted to ensure that the young employees were not given any 

independent roles until they had been trained fully, assessed and certified as 

competent to do the job.  NOGC has developed extensive processes and road maps 

for every job profile in their business to guide and track UAE national development, 

which is officially named the ‗Competency Management System‘ (CMS).   The 

purpose of CMS is to provide guidelines that will enable NGOC Group companies to 

establish, to the satisfaction of their stakeholders, that valid and reliable controls are 

in place to ensure personnel are competent to discharge their responsibilities in a safe 

and effective manner. These stakeholders could include shareholders, management, 

staff, and regulatory authorities.   NOGC has established various systems to audit and 

enforce the guidelines and process its group of companies.  NOGC has included 

UAE national development as a major performance goal in its corporate balanced 

scorecard which was cascaded to all group companies. The scorecard follows a point 

system by which NOGC can decide on the end of the year performance bonus quotas 

for its companies and its employees.  
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5.2.4  Emiratisation targets and programmes of UCOG 

Like all the other companies under NOGC, UCOG also has to follow the 

Emiratisation targets fixed by the parent company. UCOG has about 2,000 direct 

employees and nearly half of them are nationals. UCOG has achieved a 50% 

Emiratisation target by rigorously employing various learning and development 

methods for staff development.  UCOG has been aiming to achieve a 75% 

Emiratisation of its workforce by the end of 2009 as dictated by its parent company 

NOGC.  UCOG was also obliged to introduce the competency management system 

developed by the NOGC. The system included extensive processes, procedures, 

training methods and roadmaps for every job profile in the oil and gas business.  

UCOG was also obliged to report the progress of UAE national entry points on a 

monthly basis to the parent company.   The following sections of this case study 

present the details of this process and experience.  

 

5.2.5 Implementation of the competency management system (CMS) in UCOG 

5.2.5.1 About the CMS    

In the CMS, competence was defined as a combination of awareness, knowledge, 

skills and attitude that enables performance to the required standard in the job.  The 

CMS definition of competency is quite specific and looks at what people produce in 

the course of performing their work (not what they put into it) and assessing it 

against a defined standard. The unique characteristics of this definition are the 

emphasis on performing work (not knowledge or skills for their own sake) and focus 

on ‗the required standard‘ (so that assessment can be objective and not subjective).  

The underlying philosophy was to focus on demonstration of competency through 

application at work.  The system stressed that no matter how much knowledge an 
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individual has, if they cannot apply it appropriately at work, they cannot be 

considered ‗competent‘. The CMS system established a formal, objective process of 

assessing an individual‘s performance which helped to make it clear about what is 

being assessed and how it is assessed.  As per the CMS process, failure to meet the 

standards implies that the individual is not yet capable of fulfilling the role in 

question at that time. 

 

5.2.5.2 Objectives of CMS 

The overall objectives of CMS within the UCOG system are listed below; they are 

the same as established by the NOGC for its group of companies:  

 Ensure the safety of people, the business, and safeguard HSE critical 

activities, assets and reputation. 

 Satisfy all stakeholders (government, Supreme Petroleum Council, 

management, staff, venture partner, contracts) by assuring that valid and 

reliable controls are in place to ensure all personnel are competent to perform 

their work. 

 Develop a qualified workforce and support/expedite Emiratisation. 

 

5.2.5.3 Policy and philosophy underlying CMS 

NOGC and UCOG have communicated the following policies and philosophies to 

their staff to support the CMS process.   

 Work will be performed only by persons who are competent.  

 All entry point staff will be assessed against agreed NOGC Group minimum 

competence standards for the specific job/level. 
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 All assessments will be verified through formal processes. 

 The company will invest in people to develop professionals to a high level of 

competence in their chosen areas through a lifelong continuous personal 

development programme. 

 The company will ensure that all business critical activities will be performed 

only by experienced/well trained and competent individuals.   

 The company will allow only competent and certified people to perform  

HSE-critical activities.  

 The company will strive to provide opportunities for UAE nationals in 

support of the group‘s Emiratisation policy. 

 

5.2.5.4 Shift from time-bound progression to competency-based progression 

Before the implementation of the CMS system, UCOG, like most oil companies in 

the region was used to the time-bound progression system for the Entry Point (EP) 

employees.  In other words, newly recruited UAE national entry point employees 

were put on ‗EP‘ status for 2 years, after which they were normally converted to 

‗operational‘ status allowing them to take full charge of the job.  The CMS system 

focuses more on the competencies than the time period.  EP employees are converted 

to ‗operational‘ employees only after the competency assessment and confirmation 

that they are competent to take over the job.  As per this process, some EP employees 

could take over the job fast and some could take years, depending on how fast they 

are able to learn the job through the CMS training process. Though logically this 

shift from time-bound progression to competency-based progression is perfect, many 

UCOG employees who were used to the old system had doubts about the 
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effectiveness of this system. Some of the UAE nationals perceived this as an 

additional hurdle in the process which might not add much value.    

5.2.5.5 CMS process 

The CMS process involved broadly the following activities: 

 identifying and defining critical roles and critical activities to be performed 

by the individual; 

 defining  minimum standards of performance for critical roles and activities; 

 development of criteria for assessment, for each critical role and activity; 

 identifying and training the assessors; 

 assessing the individuals on their ability  to perform the critical roles safely 

and effectively; 

 verifying the level of competence that is demonstrated by a verifier who is 

independent of line; 

 recording and reporting the results of assessments; 

 giving feedback to the assessed individual and to management as needed; 

 reviewing the development plans and making mid course corrections, if 

needed. 

 

In summary the whole process cycle may be divided into 6 steps, as shown in Figure 

11, below. 
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Figure 11: CMS process 

 

5.2.5.6 CMS roles and responsibilities  

CMS is a complicated process involving many people, departments and roles.  Both 

NOGC and UCOG, therefore, have taken immense care to ensure that the roles and 

responsibilities of people are well defined and communicated. These roles and 

responsibilities are summarised in  

Table 4.  

 

CMS role Responsibility 

NOGC corporate management Overall responsibility for establishing CMS standards and for 

ensuring that CMS standards are established, enforced and audited 

CMS advisors and CMS 

coordinators 

Design, implement and maintain the CMS 

Line management Implement CMS as per the process, monitor the process and report 

the progress.  

Subject matter experts and 

skill pool experts 

Develop the minimum standards and the detailed CMS training and 

assessment frameworks in their subject areas 

1 • Recruitment

2 • Orientation/on-boarding

3 • On the job training

4 • Competency assessment

5 • Verification and corrections 

6 • Placement (or re-training)
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Assessors Schedule the assessment; assess people at the work place, complete 

all competence assessment and development related documents 

Verifier Verify the assessments conducted by the assessors 

Entry-point / developee Fresh employees belonging to the 11+ grade category, who are 

undergoing the training through the CMS process 

Entry-point/trainee Fresh graduate employees belonging to the 10- grade category, who 

are undergoing training through the CMS process 

Coach An experienced professional who trains the individual on a specific 

technical and behavioural area 

Mentor An experienced professional belonging to another department,  who 

provides the individual with the overall guidance and support in his 

or her technical and personal development 

 

Table 4: CMS roles and responsibilities 

 

5.2.5.7 Implementation process and management of change 

The CMS system was implemented by NOGC in a phased manner over a period of 4 

to 5 years in UCOG as well as the other companies.  In order to drive this project 

NOGC internally appointed a full-time UAE national manager and recruited from 

outside a number of staff to support him.  About 3 to 4 senior employees from its 

international shareholders were also seconded to NOGC for this purpose.   UCOG 

also promptly responded to these demands and recruited its own CMS coordinator 

who, in turn, identified the various people internally to fit the roles of subject matter 

experts, skills pool experts, assessors, verifiers, coaches, mentors, and training focal 

points as needed.  The CMS coordinator in UCOG reported to the head of corporate 

learning and development (CLD), whereas all others who were involved in CMS in 

UCOG reported to their respective line managers.  According to some employees, 

the fact that even the various training advisors and coordinators in charge of the 

CMS process in UCOG were not reporting to the head of CLD, often resulted in 

conflict as well as poor implementation of CMS. However, the implementation 

strategy adopted by NOGC and UCOG had also many positive aspects, some of 

which were identified through the case writer‘s interviews and listed below.     
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 NOGC and UCOG ensured that there were competent and experienced staff 

to drive the process. 

 NOGC and UCOG involved large numbers of ‗critical mass‘ during the 

design stage of the process and tools. 

 NOGC and UCOG spent more time on planning and designing than on the 

implementation and rollout. This ensured enough buy in from the potential 

‗opinion makers‘ in the company. 

 NOGC and UCOG used various methods to recognise contributions and 

reward the team members.  

 UCOG committed enough resources to support the process. 

 UCOG management showed a high level of commitment to support the CMS 

process. 

 In spite of the complaints from the entry point employees about the difficulty 

level of the CMS system, UCOG adhered to the CMS standards without 

diluting them. 

 UCOG recognised the contribution of senior staff in supporting the CMS 

process through periodic celebrations and recognitions. 

 UCOG also provided adequate training and certifications to the senior staff to 

perform their new roles, such as coach, mentor and assessor. 

 UCOG rewarded the entry point employees who performed well in the CMS 

training process.  

In spite of the positive opinions by many employees about the CMS process, there 

were also equally strong negative opinions about the process in the company.  While 

most of the seniors and managers complained about the additional time pressure put 

on them by the new process, the EP employees felt that the process was not fair to 
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them.  The case writer interviewed some of the employees and identified also a 

number of negative perceptions about the process in the company. These are listed 

below:  

 Many employees felt that NOGC had imposed it on to the oil companies 

without informing them in advance. 

 Some of the line managers and even senior managers felt that the NOGC and 

UCOG teams were spending too much time in designing the CMS templates, 

processes, assessment tools, roadmaps and so forth.  

 Some of the UCOG employees felt that the NOGC CMS team was interfering 

in their ongoing UAE national development initiatives.  

 Some of the UCOG line managers felt that the CMS was taking too much 

time from themselves and their team members. 

 Some employees remarked that CMS ‗is another fad‘ which will vanish very 

fast, like many other initiatives the company had witnessed. 

 Entry point employees felt that the whole process was imposed on them 

without consultation. 

 The head of corporate learning and development felt that the CMS process 

failed to pay attention to the cultural and structural issues required for 

effective implementation.  As a result oil companies went on their own in 

resolving such issues.  

 In UCOG all the line learning and development staff reported to line 

managers, whereas the head of learning and development was responsible for 

implementing CMS through the line D&T without having any authority over 

them   
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5.2.6 Impact of CMS 

5.2.6.1 Emiratisation process before CMS was introduced 

Before the CMS process was implemented, UCOG had structured developmental 

programmes mainly for the 10- EP employees. The programme, named ‗Critical 

Tasks Training Programme (CTTP), had a detailed inventory of all the important 

tasks the employee was supposed to learn.  The line managers used this inventory to 

train the new EP employees and monitor their progress. The training of the senior 

11+ category of EP employees was not structured in most divisions, though 2 to 3 

divisions had developed CTTPs to cover 11+ EP employees. The competency 

standards were not well defined in the CTTP system as it was more of a list of tasks 

derived from the job descriptions of the employees. The assessment process, 

therefore, used to be highly subjective as the standards were not clear. The results of 

assessments were based more on the EP employee‘s ability to manage relationships 

and politics, rather than on their competency.  Connections with influential people 

within and outside the company (Wasta) also played a significant role in deciding the 

progress of UAE national employees at EP level. The company followed a time 

bound progression system in many cases where there were no CTTPs developed. 

These often frustrated fast learning EP employees.   

 

In the absence of any structured development programme, EP UAE nationals often 

felt like orphans in the company as nobody looked after them. They were made to 

report to the expatriate employee occupying their target position, with the 

assumption that they would learn the job from their supervisor. The expatriate 

employees occupying the target position perceived the EP UAE nationals as a threat 

as they knew that they would replace them in their job. Often expatriate employees 
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refused to share their knowledge and train the EP employees as they wanted to delay 

the process of making them ‗operational‘ which would mean losing their own job!  

The EP UAE nationals often complained that they were confused and frustrated in 

the absence of any clear guidelines. In most cases, the coaches and mentors were not 

identified for them and there was no plan to ensure their training. For some, the 

training plans were not shared with them by the line managers and training 

coordinators.  Many EP UAE nationals tended to leave the company before they 

were made operational due to the lack of clarity about their future.  

 

Most of the EP employees in the past used to feel high levels of uncertainty 

regarding their progress in the company as there was no clear process established in 

the company.  Often they felt that the process was unfair, as some EP employees 

used to get ‗operational status‘ very fast whereas for some others it took as long as 4 

to 7 years! The conflict between expatriate employees occupying the target position 

of the UAE national EP employees was normal and widespread during that time. In 

the absence of any well defined competency standards and criteria, UAE national EP 

employees often perceived the expatriate employees occupying their target position 

to be the only factor blocking their progress in the company.  In many cases, it was 

also the fact that the line managers refused to make the UAE national EP employees 

‗operational‘ as they wanted to keep their long trusted expatriate employees with 

them.     

 

Senior UAE national line managers used to pay attention more to the attitudes of the 

EP employees rather than their competencies, while taking the decision to convert 

them to ‗operational status‘. The assumption was that if they had the right attitude, 
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they would learn and progress at work. However, the practice of making UAE 

national EP employees operational without paying attention to their competencies 

actually posed high risks for the company. Under skilled employees could cause 

serious accidents and damage in an oil and gas company. The company experienced 

the effects of the dilution of standards resulting from such practice during the 2004-

2005 period in the form of small safety incidents in the oil fields, missing documents 

in some of the service departments, presentation of wrong data in technical 

departments, network problems in IT departments and missing invoices and cheques 

in the accounting departments. Expatriate employees often complained that some of 

the UAE national employees were spending their office time in malls and cafes. The 

company introduced an employee time control system which made it mandatory for 

employees to check-in and check-out every time they came in or went out of the 

company.  However, after some time it was reported by the security that some 

employees were misusing the system by asking their friends to check-in for them in 

the morning and evening while they were not around.  Security also reported many 

employees leaving work after checking-in in the morning, but without checking-out, 

only to return in the afternoon to check-out for the day! 

 

In summary, it may be stated that the Emiratisation process in UCOG, before the 

implementation of CMS, was more of a numbers game as nobody was monitoring 

the quality and competence of the EP UAE nationals before becoming operational.  

 

5.2.6.2 Emiratisation process after CMS was introduced 

Most employees in UCOG agree that the CMS process was essential to achieve the 

Emiratisation targets and it would have been a disaster, if the NOGC had imposed 
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targets onto the oil companies without providing them the CMS process to support it.    

With CMS in place, most EP UAE nationals had a clear roadmap provided to them 

which indicated the various milestones they needed to achieve in order to become 

operational.  Most felt the process to be transparent and clear, unlike in the past.     

 

The success of the CMS process lies, to a great extent, in the following elements of 

the implementation process. 

 NOGC and UCOG managed the change very well by creating a number of 

committees, task forces and roles allowing most of the senior expatriate and 

national professionals and line managers to contribute to the process.  

 NOGC and UCOG adopted powerful communication methods. All were kept 

informed through various methods, ranging from regular meetings, 

presentations, road shows, websites, emails and newsletters.   

 NOGC ensured high level management commitment by incorporating the 

CMS progress into the corporate performance scorecards and by making the 

CEOs/GMs of the oil companies responsible for delivering them. 

 NOGC helped to reduce the anxiety among expatriates by training and 

certifying them on coaching and mentoring skills and ensuring their jobs by 

projecting the growth plans of the companies.  

 

In addition to the above steps, UCOG also took additional steps to support the 

process, such as:  

 UCOG employed dedicated full-time CMS coordinators at the corporate 

level, as well as within each division. 

 UCOG committed enough resources and budget to support the CMS process 
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 Development of an online Virtual Learning Resources Centre (VLRC) which 

facilitated easy sharing of all CMS related documents by categorising various 

disciplines. VLRC also supported knowledge sharing among employees. 

 UCOG implemented various e-Learning courses and conducted road shows to 

propagate the value of self learning and taking responsibility for self 

development. 

 Some departments, such as Petroleum Development, documented their 

internal processes to support the CMS and made them available online.  

 UCOG recognised the mentors and coaches for their role in CMS through 

periodic public ceremonies.  

 UCOG also identified and recognised UAE national EP employees who were 

doing exceptionally well in the CMS process.  

 

The quality and commitment level of the UAE national EP employees improved 

significantly after introducing the CMS process. The process also helped to set the 

expectations clearly and realistically. The process indicated the fact that there are no 

shortcuts to getting operational status, except by taking the CMS training process 

seriously. The entry point employees felt that the company was taking real interest in 

training and developing them.  Most of the EP employees felt safe and looked after 

as they had coaches and mentors identified with clear roles and responsibilities.   

Senior staff and line managers often felt relieved that they no longer needed to make 

an under skilled employee ‗operational‘. The unwanted pressures arising from 

sources such as politics, wasta, and connections were minimised after the 

introduction of CMS. The fast learning EP employees were highly motivated by the 

CMS system which focused on competencies rather than time. According to the 
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CMS system, some such candidates were able to progress faster and get the status of 

‗operational‘ employees.   

 

Though most employees agreed that the CMS really helped UCOG to fulfil its 

Emiratisation targets without compromising on competency and quality, there were 

also some complaints about the system.  Some such negative perceptions are listed 

below, based on the case writer‘s experiences and interactions with the UCOG 

employees.  

 Most line managers felt that the CMS process was too complicated and there 

was too much paperwork and too many meetings involved. 

 Most employees complained about the lack of a proper IT system to support 

the process. Though UCOG had implemented on its own a web-based 

document sharing system called Virtual Learning System (VLS), there was 

no integrated system to administer and monitor the process.  NOGC had 

developed one small MS Access application for maintaining and reporting the 

progress data.  

 Some line managers felt that the CMS process was too rigid and bureaucratic. 

 Some of the experienced UAE nationals who joined UCOG as EPs felt that 

they were being treated like school kids. 

 Some of the entry point employees felt that the standards were too high and 

were intended to slow down their progress. 

 Some of the entry point employees felt also that the assessments were 

subjective and often biased. 

 Most of the assessors and verifiers were senior expatriate employees and, 

therefore, some employees felt that there was a clash of interests as the 
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expatriates were afraid of losing their jobs if the UAE national employees 

took over the positions easily. 

 Many EP employees reported conflict with their expatriate coaches and 

mentors as they felt that the expatriates were not sincerely helping them. 

 Most of the coaches and mentors complained that the EP UAE national 

employees were not interested in learning and wanted to become 

‗operational‘ without acquiring the minimum competencies as defined by the 

CMS process.   

 Assessors often complained that the EP UAE national employees on CMS 

processes were not taking their training seriously and wanted to just pass the 

assessments without actually acquiring the competencies. 

 NOGC was monitoring and putting pressure on UCOG regarding the progress 

of EP employees on a monthly basis.  Some of the senior employees felt that 

the pressure from NOGC was diluting the standards as the oil companies 

were fast forwarding some of the EP employees‘ training so that they could 

report ‗good progress‘ to the parent company and shareholders. 

 Some expatriate employees were anxious that with the advent of the CMS 

process, they were going to be replaced on the job by competent and well 

trained UAE nationals.  

 The head of corporate learning and development felt that all line learning and 

development staff should report to him as he had no authority over them to 

enforce the CMS process. 

 The line learning and development staff resisted the idea of reporting to 

corporate learning and development stating that they needed to be close to the 

line managers in order to implement the complex process of CMS. 
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UCOG also went through some restructuring in 2007-08 which further escalated the 

various structural issues related to the CMS process. The corporate HRD division 

was further divided into corporate HR and strategic HR departments.  Prior to this 

restructuring there were only two HR entities in the organisation, namely corporate 

HRD and line HRD. With the new structure this became three entities, namely 

Corporate HRD, Strategic HRD and Line HRD.  The fact that the restructuring was 

done without paying attention to the underlying process, led to more chaos and 

confusion in the organisation regarding the process.  However, the CMS project team 

structure was kept intact which helped to overcome some of the problems.  

 

In summary, it may be stated that the Emiratisation process in UCOG after the 

implementation of CMS was no more a numbers game, as the company started 

monitoring the quality and competence of the EP UAE nationals becoming 

operational, rather than focusing on the numbers and time.  

5.3 Facilitating and hindering factors  

In the context of the current study taxonomy to categorise the key success factors 

that facilitate the Emiratisation process was developed and used in this case study. 

The categories are listed below and the related observations are presented thereafter.  

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors. 
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5.3.1 Approach to case analysis  

GAO(1997)  states that there are two basic models of data analysis namely pattern 

matching and explanation building. In pattern matching the researchers specifies 

what they expect to find based on their past experience, logic, or theory and then 

matches it with the case data.    Explanation building on the other hand is the inverse 

procedure which starts with the observations based on which the researcher builds 

the pattern.    In this section of the case analysis, pattern matching method is dopted 

for drawing from the case data.  The author first had developed a pattern of factors 

which may be facilitating and hindering the localisation of workforce based on past 

experiences, a detailed review of literature and logical reasoning. The case study was 

then analysed against this pattern to check whether they fit or not.  The results of this 

exercise is presented in the following sections 

 

5.3.2 National level factors 

In the context of UCOG, the most important national level factors that affected 

Emiratisation process were  

 Mismatch between demand and supply of trained nationals passing out of the 

colleges and universities in the country 

 Competition among Government organisations to attract UAE nationals 

 Lack of  good educational institutions and required courses in the country  

Availability of cheaper labour from other countries is usually cited as a reason for the 

failure of Emiratisation efforts by many authors.  In the context of UCOG, the 

expatriate employees were not significantly cheaper than the UAE nationals.  The 
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salary and benefits were not significantly different between the UAE nationals and 

expatriates.  The UAE nationals were receiving some additional allowances, but not 

significant enough to impact the financial models adopted by an oil company.  

Similarly the following factors also were not related to the success of Emiratisation 

process in UCOG 

 Liberalisation, globalisation and opening of market 

 Rise in cost of living  resulting in turnover of national workforce 

 Need for recruiting cheaper labour to reduce the production cost 

5.3.3 Organisational – policies and practices related factors 

The important  organisational (policies and practices related)  level factors that seems 

to have influenced the Emiratisation process in  UCOG are listed below. 

 Focusing only on localisation at managerial/senior  levels without considering 

lower levels such as technicians, foremen, receptionist etc 

 Perception among nationals that family influence/wasta is needed to succeed 

in the company 

 Lack of faith in meritocracy among nationals 

 Failure  to articulate and communicate core values, work ethics and discipline  

to  entry point national staff 

 Stereotypes against nationals that they do not wish to work/get trained/to 

learn etc 

The organisational level (policies and practices related) factors that seem to have 

least impact on the Emiratisation process in UCOG are listed below. 
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 Business/profit motives of the company/shareholders 

 Company‘s inability to provide good balance between work and life 

 Lack of opportunities for locals to perform after being trained 

 Companies aiming at only profit not social benefit 

5.3.4 Organisational – HR related factors 

Many organisational level (HR) factors that seem to have affected the success of 

Emiratisation process either negatively or positively in UCOG as listed below. 

 Lack of retention strategy to keep experienced nationals 

 Poor performance management systems which fails to differentiate non 

performers from performers 

 Learning and training opportunities in the company for the staff 

 Having leadership development framework/programmes 

 Dedicated teams and projects (e.g. competency assurance management, 

localisation department etc.) to look after the development of nationals 

 On the job learning opportunities such as projects/task forces and studies 

 Strong and skilled HR department 

 Good quality assessment and feedback tools in the company (e.g. assessment 

centre, 360 degree feedback, performance appraisal etc.) 

 Use of various HRD and development and training tools and methods 

 Company sponsored higher education for the national staff 

 Competency and performance based salary progression/promotions 

 Special allowances to work in difficult areas/jobs (e.g. field allowances, 

overtime allowances etc.) 
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The following organisational level (HR) factors seems to have little impact on the 

success of Emiratisation process in UCOG 

 Lack of  rigorous competency development and assurance programmes in 

companies 

 Lack of higher salaries and benefits for the national staff compared to 

expatriate staff 

5.3.5 Individual level – expatriate and experienced staff related factors   

The individual level factors related to expatriates, that seems to have played either a 

negative or positive impact on the Emiratisation process in UCOG are listed below.  

 Aging of experienced expatriate staff 

 Non-availability of experienced subject matter experts (SMEs) to train newly 

recruited local staff/nationals 

 Lack of motivation for expat subject matter experts to train the local staff 

 Lack of mechanisms to transfer knowledge and experience of aging staff to 

the younger national entry point staff 

 Lack of rewards for mentors/coaches and voluntary trainers who would like 

to develop nationals 

 Poor coaching and mentoring skills of expatriates 

Some of the factors such as opportunity to interact with different nationalities did not 

impact the process in the opinion of most employees in the company 

5.3.6 Individual level – UAE national related factors 

Apart from the individual level factors related to expatriates, the case study also 

focussed on the identification of many UAE national related factors that seems to 
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have impacted the Emiratisation process in UCOG. Some such factors are listed 

below:  

 Inappropriate attitude of young local employees 

 Expectations of young nationals to achieve without hard work 

 Perception among young nationals that there is no competition or need to 

perform as the company is under pressure to localise 

 Negative attitude of entry point local employees to work and self 

development 

5.4 Lessons learned from the case study 

The above case study indicates that the role of the human resources development 

(HRD) function and the role of various HRD tools and methods, such as competency 

management, mentoring, coaching, assessment, on the job training and so forth, are 

very critical to the success of the Emiratisation process. Some of the lessons learned 

from this case study are summarised below. 

 Involvement of ‗critical mass of people‘ or the ‗opinion makers‘ during the 

design and implementation of HR tools and methods is very important for 

managing change and resistance.  Both NOGC and UCOG involved large 

numbers of ‗critical mass‘ during the design stage as well as the 

implementation stages of CMS. This helped not only to mobilise the 

employees and resources needed for introducing such a large scale change, 

but also helped to motivate the people involved. The large number of 

engineers and professionals involved in the process also helped to enhance 

the quality of the CMS roadmaps, templates and training plans. If HR had 
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designed and then imposed the processes and tools on the line managers, the 

process would have failed miserably. In fact the case study supports the 

following famous statements about change management: 

a. ‗People do not oppose change! They oppose change which they do not 

understand‘.  

b. ‗People support what they have created! People oppose those things 

created by others‘.  

 The above analysis indicates, perhaps, that the HR tools are very effective for 

supporting the Emiratisation process, provided that they are implemented 

properly. Probably, often there is nothing wrong with the HR tools, but the 

reason for their failure is due to the way they are implemented in 

organisations.  

 Competent and experienced HR staff members are critical for driving the 

Emiratisation process.  Often it is a practice in GCC regions to consider the 

HRD division as a target for 100% localisation of a workforce.  Many senior 

managers think HRD involves only administrative and transactional activities 

which can be done by any employee without any professional experience or 

background. Such senior executives are not aware of the strategic HR roles 

and the wide range of HR tools and methods available to support the 

organisation in dealing with a variety of tasks.  One of the strengths of the 

CMS case study was that the process was designed and driven by qualified 

and experienced HRD professionals who were well experienced in the change 

management process.    

 The case study indicates that it is critical that the top management and 

corporation give the right signals to young UAE nationals regarding their 
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development and progress. Before the implementation of CMS many young 

UAE nationals at the EP level thought that they could survive in the 

organisation without any special effort to acquire competence and experience 

by using wasta or connections and politics. The isolated examples of success 

in such methods often reinforced such beliefs among the EP employees.  

Many of them believed that the Government and the parent company wanted 

to replace experienced expatriates with young and inexperienced UAE 

nationals without any concern for the risk involved.  However, with the 

implementation of CMS, it was clear to all that the company was not 

interested in employing UAE nationals unless they were competent and 

committed to proving their competence on the job. Such clear signals 

empowered all employees, especially senior expatriate professionals, to pay 

attention to the development of UAE nationals with conviction and 

commitment.   

 It is important to plan well and take time while introducing important HR 

tools and processes. Many organisations make the mistake of introducing the 

various HR tools and processes without spending enough time ensuring the 

quality and maturity. In an eagerness to show the deliverables to the 

management such HR departments and professionals often make short term 

wins, but they often lead to failures in the long term.  Many HR professionals 

try to implement such processes and tools and later keep on evolving them 

through trial and error processes. Such implementation strategies result in 

negative perceptions about the power of HR methods in the long term.  

People lose faith in HR methods and they start treating them as ‗another time 

wasting‘ initiative from HR. It may be noted that both NOGC and UCOG 
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spent more time on planning and designing rather than hurrying to launch the 

process. The final process was launched only after conducting the pilots and 

making the necessary changes to reduce trial and error methods. This ensured 

enough buy in from the potential ‗opinion makers‘ in the company, apart 

from ensuring the quality and robustness of the process. Again, one may 

conclude that the problems are not with the HR tools and methods, but the 

way they are handled by the HR professionals.  

 It is important to pay attention to performance measurement, rewards and 

recognitions while introducing large scale changes such as CMS. NOGC and 

UCOG used various methods to not only involve the people but also to 

measure and monitor their performance and to reward them as needed. The 

team paid attention to measuring performance and to recognising and 

rewarding all levels of employees, including general management, senior 

professionals, HR and training staff and also the EP UAE nationals. Before 

implementing the CMS process, such systems for measuring and identifying 

the contribution to the Emiratisation process was missing and mostly the 

people involved were not rewarded.  With the CMS process in place, the 

message was clear to good coaches and mentors that the company valued 

their presence and would like to keep them if they were committed to 

Emiratisation.  

 Management commitment and sponsorship is essential for the success of 

large scale change initiatives such as Emiratisation. Often senior management 

in organisations talk about the need for Emiratisation, usually due to pressure 

from the Government or parent companies, without committing the required 

resources to support the process.  In the UCOG case study it is clear that both 
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NOGC and UCOG committed enough resources to support the process.  The 

commitment of top management was another major reason for the success of 

CMS.  

 It is also important to pay attention to the competence of people involved 

while implementing methods like CMS.  From the case study, it is clear that 

NOGC and UCOG provided training and certifications for the people 

involved to help them play their roles effectively. Training and certifications 

in topics such as assessment, coaching and mentoring helped also to motivate 

expatriate employees who were keen to improve their employability through 

recognised certifications.  

 The case study indicates that both NOGC and UCOG paid attention to the 

project team structure, but not the organisational structure to support the 

process. This led to frequent conflicts and clashes of interest among the 

different roles and people involved. The restructuring process in UCOG 

further disturbed the smooth implementation of the CMS to some extent.  

 The case study indicates that it is also very important to pay attention to 

technology while implementing major HR processes to support the 

Emiratisation process.  Most experienced employees tended to perceive their 

roles as mentors and coaches as an additional burden and in the absence of 

proper automation to support Emiratisation, such perceptions escalate.  

 

5.5 Conclusions 

In summary, it may be concluded that HR tools and methods are highly critical for 

achieving Emiratisation in its true sense.  In the absence of professional HR support, 

organisations may succeed in Emiratisation in terms of achieving the numbers.  
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Proper HR support is essential to ensure quality of the process and to ensure that the 

young UAE nationals are competent to occupy their respective jobs. 
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6 Data analysis and results 

This chapter presents the results of various analyses of the data collected using the 

survey questionnaire developed during this study, as elaborated upon in Chapter 4.   

This chapter also presents the results related to the background variables in an 

attempt to describe the sample.  The specific analyses presented in this chapter are:  

 Analyses of the various background information, such as sample 

characteristics, Emiratisation targets and perceived success of the localisation 

efforts.  

 Chi-square tests and mean comparison for the items falling under each factor, 

as well as all the items to identify the high rated and low rated items. 

 Pearson correlation among the factors. 

 One WAY ANOVA and F tests to compare means of the factors across the 

organisations or sub groups.  

 

6.1 Results of the analyses of the background information 

In this section the results of data analysis, which will help us to describe and 

understand the sample, are presented.    

 

6.1.1 Companies 

Figure 12, below, shows the overall details of the sample of respondents in the study.  

Most of the respondents were from oil and gas companies, whereas 40 people also 

responded from a UAE bank.  Twenty-two respondents failed to indicate their 
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company affiliations while answering the survey questionnaire.  All respondents 

were from the UAE.  

 

 

Figure 12: Overall sample details 

 

6.1.2 Reported Emiratisation status 

Figure 13 indicates that the majority (57%) of the respondents reported that they had 

about 41-60% of their workforce localised now.  16% of the respondents indicated 

that they had about 21-40% of their staff localised.  Only 10% of the respondents 

reported a localisation percentage of 61-80%. While 11 respondents (2% of the 

sample) reported that they had achieved only 0-20% localisation of the workforce in 

their company. Similarly, only 11 respondents (2% of the sample) reported a 
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localisation percentage of 81 and above.  13% of the respondents failed to provide a 

response for this item. 

 

Figure 13: Percentage of workforce localised as of now 

 

6.1.3 Reported Emiratisation targets 

Figure 14 indicates that 44% of the respondents reported a localisation target of 41-

60% of their workforce. 30% of the respondents reported a target of 61-80%.      

Only 4% of the sample reported having a target of less than 20%. Similarly, only 4% 

of the sample reported having a target of higher than 80%.  79 respondents (18%) did 

not respond to this item.  
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Figure 14: Localisation targets for the year 

 

6.1.4 Reported Emiratisation success 

Figure 15  indicates that 38% of the respondents rated the success of Emiratisation in 

their company as ‗average‘.  139 respondents (31%) rated the success as ‗good‘ and 

8% rated the success as ‗very good‘.  3% of the sample rated the success of 

Emiratisation in their company as ‗very poor‘, whereas 14% of the respondents failed 

to provide a response to this item.    
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Figure 15: Perceived success of localisation efforts 

 

6.2 Emiratisation targets, drivers and use of HR tools and methods 

6.2.1 Owner of the Emiratisation target 

Figure 16  indicates that only 23% of the respondents indicated that the Government 

or Ministry makes decisions regarding the Emiratisation targets. 30% each indicated 

that the company/management/owner or the shareholders to be the decision makers.  

17% of the sample failed to respond to this item.  
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Figure 16: Owner of the localisation targets 

 

6.2.2 Driver of the Emiratisation process 

Figure 17 indicates that the majority of the respondents (55%) reported ‗HRD‘ as the 

driver of the Emiratisation process in their companies. 26% of the respondents 

indicated the owner/management to be the driver of the process.  18% of the sample 

failed to respond to this item.  

 

Figure 17: Driver of the localisation process 
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6.2.3 Use of HR tools and methods 

Figure 18 shows the results obtained to the question related to the use of various HR 

tools and methods to support the localisation process.  Participants were requested to 

indicate the tools and methods used by their respective organisations.  The results 

indicate that the most popular HR tools and methods used by the companies, as 

perceived by the respondents in the current sample, are:  

 in-house training; 

 coaching and mentoring; 

 personal development plans; 

 objective setting and performance appraisal; 

 external training; 

 English language assessments and certifications; 

 career ladders. 

 

The results indicate that the least popular HR tools and methods used by the 

companies as perceived by the respondents in the current sample are:  

 e-learning; 

 behavioural/managerial assessments and certifications; 

 job rotations; 

 360 degree assessment and feedback; 

 task forces/special projects; 

 articulation/communication/reinforcement of core values of the company;  

 blended learning (mix of classroom and online learning). 
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Figure 18: HR tools/methods used by the companies  

 

6.2.4 Perceived critical success factors 

Figure 19 shows the results obtained to the question related to the factors which are 

critical to the success of the localisation process.  Participants were requested to 

select the factors which they consider as critical to the localisation process.  The 

results indicate that the majority of the participants consider ‗commitment of the 

management‘ to be the most important factor to ensure the success of a localisation 

process. The second most frequent response was ‗right sourcing and recruitment 

strategies‘. Interestingly, only a few participants considered the forced targets by the 

Government and intensive use of HR tools and methods to be critical, as compared to 

the responses for other factors.  
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Figure 19: Perceived critical factors in the localisation of workforce 

 

6.3 Mean comparison of averaged factor scores 

This study adopted the following taxonomy consisting of 5 areas or factors, in order 

to classify the various items or variables.  

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors 

 

Scores on items or variables on each factor were averaged to get an overall score for 

each factor. The results are presented below in Figure 20. 

 



Chapter 6  Data analysis and results 

112 

 

Figure 20: Mean scores of averaged factor scores 

 

The results indicate that the respondents rated the impact of UAE national related 

factors and HRD related factors on the success or failure of localisation efforts as 

more important than the impact of other factors. The role of expatriates and 

experienced employees in the success or failure or localisation programs seems to be 

the lowest rated factor.  

 

6.4 Non parametric test of mean comparison  

In order to perform a comparison of mean values among the variables within the 

same factor, one-way chi-square tests were conducted to compare the observed 

frequency of the variables in the ratings categories (1, 2, 3, 4 & 5), against the 

frequency ‗expected by chance‘.   The chi-square test is used to test whether a 

sample of data came from a population with a specific distribution.  Variables under 

the same factor can be rank ordered and compared provided that the variations in the 

obtained frequencies differ significantly from the expected distribution in a 
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population. The expected frequency by chance is taken as equal numbers of 

responses for each rating scale categories. A one-way chi-square test is designed to 

be used with nominal and/or ordinal variables and makes few or no assumptions 

about population parameters (Levin and Rubin 1997).   

6.4.1 Purpose of chi-square test 

Chi-square tests are used to assess two types of comparison (Levin and Rubin 1997) 

as listed below: 

 Tests of goodness of fit:  A test of goodness of fit establishes whether or not 

an observed frequency distribution differs from a theoretical distribution. For 

example, Chi-square test may be used to test the hypothesis that theoretically 

a random sample of 100 people drawn from a population, in which men and 

women are equal in frequency, will have   50 men and 50 women.    Similarly 

this test may be used to test the null hypothesis that   all six outcomes are 

equally likely to occur equally if we threw a dice many times.    

 Tests of independence: A test of independence assesses whether paired 

observations on two variables which are normally expressed in a contingency 

table, are independent of each other or not.  This test might be used for 

example to whether men and women differ in the frequency of watching 

television in a day.    A simple example is the hypothesis that an ordinary six-

sided die is "fair", i.e., all six outcomes are equally likely to occur.   

 

In the current study the Chi-square tests are used to test the goodness of fit rather 

than the independence.   The test is used to test he null hypothesis which expects the 

frequencies to be distributed evenly or equally across the five rating (1, 2, 3, 4 & 5) 

categories in the five point Likert scale used in the current study.  These categories 

are discrete and mutually exclusive and have a maximum probability of 1.   In other 

words, theoretically, if all rating categories are equally popular, one would expect 

20% of people to choose each of the rating categories resulting in a uniform and 

discrete distribution.   However, in reality, the obtained distribution may be 
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significantly different for many variables.  Based on the results of the Chi-sqaure 

test, the researcher can confidently conclude whether the observed frequencies are 

significantly different from the theoretical/expected uniform frequencies or not. In 

the context of the present study, if they are significantly different, the researcher 

could confidently proceed to rank the variables according to importance as perceived 

by the respondents from the questionnaire and arrive at some conclusions.   

 

6.4.2 Research question and hypothesis for chi-square tests 

The research question in this context for the chi-square test is: ‗Do the observed 

frequencies differ significantly from what is expected by chance?‘ The null and 

alternate hypotheses related to this question are elaborated below.  

Null hypothesis, H0: States there is no true relationship between the treatment (or 

experimental condition) and the frequency, which is why the null hypothesis expects 

that frequencies are distributed evenly or equally across the rating categories (1, 2, 3, 

4 & 5).  

Alternative hypothesis H1: States that there is a true relationship in the target 

population and expects the frequencies to be unequal across categories, or different 

from chance. The chi-square tests this hypothesis by essentially calculating whether 

the difference between the observed and expected frequencies in each category could 

have occurred because of chance sampling errors, or instead because the treatment 

(or experimental condition) had an effect on the outcome.  

 

If the p value demonstrates a significant (<0.05) level, then the H1 can be accepted 

and the variables within the same factor can be ranked and compared. If the p value 

demonstrates a low level of significance (>0.05), then H1 will be rejected and the 
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variables within the same factor need not be ranked and compared. Therefore, the 

rule for such decisions is as follows: 

If p > 0.05, accept H0, reject H1 

If p < 0.05, accept H1, reject H0 

The central question the current author is attempting to answer here is: Do the data fit 

the assumed or postulated distribution? 

6.4.3 Mean comparison for national level factors 

A one-way chi-square test was conducted for the variables within the national level 

factors to determine whether the variables could be comparable by taking 

consideration of mean values. As demonstrated in Table 5, all of the variables for the 

national level factor were significant with p values less than 0.00. Therefore, the 

results can relatively confidently conclude that the observed frequencies are 

significantly different from the frequencies that would be expected to be obtained if 

all categories were equally popular. Since p < 0.000, the null hypothesis is rejected 

and it is concluded that the variables selected are not random. As a result, this study 

could proceed to rank the variables according to importance as perceived by the 

respondents from the questionnaire. Variables with high mean values indicate the 

relatively significant importance of this variable to ensure successful implementation 

of localisation programmes in comparison with low mean value. 

 

Variable 

name 

Items   

(Reverse coded items are coloured below) 
Mean 

Std 

Dev 

Chi-square 

(df=4, 

p>0.0 for 

all) 

NATION10 
Mismatch between demand and supply of trained 

nationals 
4.44 0.77 324.6 

NATION14 
Weak educational systems in the country to create 

professionals 
4.36 0.77 270.0 

NATION09 Lack of proper coordination and communication between 4.23 0.73 270.2 
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government and companies 

NATION13 Poor implementation of government strategies 4.23 0.68 266.7 

NATION22 Weak government strategy 4.2 0.83 155.5 

NATION16 Lack of  good educational institutions to train nationals 4.18 0.73 239.4 

NATION08 
Lack of proper long term manpower planning by the 

government 
4.17 0.78 201.7 

NATION20 
Failure from government to reward companies interested 

in localisation 
4.17 0.83 174.6 

NATION12 Lack of rules to force companies to nationalise 4.12 0.8 199.0 

NATION24 
Opening of education sectors leading to establishment of 

private universities and colleges 
3.99 0.85 179.9 

NATION02 
Inflation/rise in cost of living forces national employees 

to find better packages/jobs 
3.96 1.04 202.6 

NATION15 
Lack of rules to prevent/control import of expatriate 

labour 
3.93 0.88 151.2 

NATION19 
Permission to do business outside distracts local 

employees from work 
3.82 0.76 204.9 

NATION27 
Development of nation through new projects, industries 

etc. 
3.76 0.99 222.1 

NATION11 
Options available for nationals to make money without 

hard work/professional career 
3.7 1.1 86.1 

NATION07 
Competitive markets, force companies to recruit cheaper 

labour 
3.66 0.75 244.1 

NATION17 
Tough localisation targets imposed by the 

government/shareholders undermines the quality 
3.57 0.95 175.1 

NATION26 Resources of the nation (e.g. oil reserves, tourism etc) 3.51 0.81 190.9 

NATION18 Complicated labour laws 3.39 0.91 275.7 

NATION01 Availability of cheaper labour from other countries 3.27 0.91 385.2 

NATION23 Liberalisation, globalisation and opening of market 2.87 1.04 103.3 

 

 Table 5: Mean comparison for national level factors 

 

As shown in Table 5, chi-square test results showed that all of the variables 

investigated for the national level factor were significant, therefore, concluded that 

these variables are not random, thus, a comparative of mean values analysis among 

them could be conducted.  As shown in Figure 21 and Table 5, ‗weak educational 

systems in the country to create professionals‘ had the highest mean value of 4.390 

considered by respondents to be a major barrier to effective implementation of HRD 
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initiatives in support of nationalisation. This was followed closely by the ‗lack of 

good educational institutions to train nationals (4.280) and ‗mismatch between 

demand and supply of trained nationals‘ with mean value of 4.250. The least mean 

value of 3.140 was contributed by the variable of ‗new employment opportunities 

due to multinational companies establishing in the country through various 

Government initiatives (e.g. free zones)‘. Results also demonstrated that all of the 

variables investigated in National level factors had mean values of more than 3.000 

which indicates that the national level critical success factors is crucial in ensuring 

the success of nationalisation implementation. 

 

Figure 21: Mean comparison for national level factors 
9
  

 

                                                 

9
 The negative items are reverse coded and, therefore, the mean values of the negative items should be 

interpreted accordingly by reframing them positively. 
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6.4.4 Mean comparison for organisational – policies and practices related 

factors 

A one-way chi-square test was conducted for the variables within the organisational 

policies and practices to determine if the variables could be comparable by taking 

consideration of mean values. As demonstrated in  

Table 6, all of the variables for the organisational policies and practices factor were 

significant with p values less than 0.00. Therefore, the results can relatively 

confidently conclude that the observed frequencies are significantly different from 

the frequencies that would be expected to be obtained if all categories were equally 

popular. Since p < 0.000, the null hypothesis is rejected and it is concluded that the 

variables selected are not random. As a result, this study could proceed to rank the 

variables according to importance as perceived by the respondents from the 

questionnaire. 

 

Var Name 
Items   

(Reverse coded items are coloured below) 

Mean 

 

 

Std 

Dev 

 

 

Chi-

square 

(df=4 and 

p>0.0 for 

all) 

ORGPOL15 
Stereotypes against nationals - that they do not 

wish to work/get trained/ learn etc. 
4.33 0.77 234.8 

ORGPOL08 

Focusing only on localisation at managerial/senior  

levels without considering lower levels such as 

technicians, foremen, receptionist etc 

4.27 0.86 251.0 

ORGPOL13 Poor implementation of company strategies 4.12 0.69 296.5 

ORGPOL22 
Attempt to localise in a hurry leading to too many 

entry points and less coaches/mentors to train them 
4.09 0.75 221.6 

ORGPOL05 
Lack of opportunities for locals to perform after 

being trained 
4.06 0.72 323.1 

ORGPOL18 
Lack of publicly known/established vision for 

localisation of workforce 
4.05 0.78 159.2 

ORGPOL21 
Discrimination and favouritism among locals leads 

the hardworking locals to leave 
4.02 0.80 212.0 

ORGPOL11 Lack of faith in meritocracy among nationals 3.99 0.73 365.3 

ORGPOL12 
Hierarchical culture in society prevents free 

interaction and faster development of nationals 
3.96 0.81 201.6 
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ORGPOL19 

Failure of companies to articulate and 

communicate core values to all staff, especially 

entry point national staff 

3.95 0.69 212.0 

ORGPOL07 
Vision of localisation of workforce is not cascaded 

down the company 
3.93 0.81 150.6 

ORGPOL16 Companies aiming at only profit not social benefit 3.92 0.86 145.6 

ORGPOL24 
Company‘s ability to provide safe and secure job 

and workplace 
3.69 1.08 66.4 

ORGPOL25 
Company‘s ability to provide good balance 

between work and life 
3.63 1.22 71.4 

ORGPOL20 Unattractive designations/office etc 3.59 0.62 278.4 

ORGPOL06 Subcontracting of work 3.48 0.79 264.7 

ORGPOL26 

Chasing numerical targets of nationalisation 

instead of ensuring proper development and intake 

quality 

3.39 0.96 101.0 

ORGPOL10 Family influence/Wasta 3.28 1.36 31.4 

ORGPOL01 
Business/profit motives of the 

company/shareholders 
3.12 1.04 220.5 

 

Table 6: Mean comparison for policies and practices  related factors
10

 

 

As shown in  

Table 6, chi-square test results showed that all of the variables investigated for the 

organisational policies and practices factor were significant, therefore, it was 

concluded that these variables were not random; thus a comparative of mean values 

analysis among them could be conducted. As shown in Figure 22 and  

Table 6, ‗Stereotypes against nationals that they do not wish to work/get trained/ 

learn etc‘ had the highest mean value of 4.33. This being a reverse coded negative 

item, it means that a lack of stereotypes is one of the strongest factors that might 

facilitate localisation of a workforce. This was followed closely by the item ‗focusing 

only on localisation at managerial/senior levels without considering lower levels 

such as technicians, foremen, receptionists, etc.‘ (mean value = 4.27) and ‗poor 

                                                 

10
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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implementation of company strategies‘ (mean value = 4.12).  The least mean value of 

3.12 was contributed by the variable of ‗business/profit motives of the 

company/shareholders‘. All of the variables demonstrated a mean value of more than 

3.00 and this might indicate that organisational policies and practices critical success 

factors are crucial in ensuring the success of nationalisation implementation. 

 

 

Figure 22: Mean comparison policies and practices related factors 

6.4.5 Mean comparison for organisational – HR related factors 

In order to rank the variables within the human resource factor, a chi-square test was 

conducted to showed that all of the variables were significant with p value less than 

0.00 ( 

Table 7). Since p < 0.000, the null hypothesis is rejected and it is concluded that the 

variables selected were not random. Therefore, we are able to conclude there is a 

difference of mean values among the variables and are able to rank the variables 

according to importance as perceived by the respondents from the questionnaire.   
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Variable 

Name 

Items  

(Reverse coded items are coloured below) 

Mean Std 

Dev 

Chi-square 

(df=4 and 

p>0.0 for 

all) 

ORGHRD09 Poor performance management systems which fail to 

differentiate non performers from performers 

4.36 0.82 152.9 

ORGHRD16 Strong and skilled HR department 4.30 0.58 205.4 

ORGHRD08 Lack of manpower and succession planning 4.29 0.72 132.6 

ORGHRD13 Dedicated teams and projects (e.g. competency 

assurance management, localisation department etc.) to 

look after the development of nationals 

4.24 0.93 198.8 

ORGHRD05 Weak human resources/ development and training  

functions/divisions/departments 

4.23 0.77 122.8 

ORGHRD18 Use of various HRD and development and training 

tools and methods 

4.23 0.57 246.1 

ORGHRD14 On the job learning opportunities such as projects/task 

forces and studies 

4.19 0.60 405.2 

ORGHRD17 Good quality assessment and feedback tools in the 

company (e.g. assessment centre, 360 degree feedback, 

performance appraisal etc) 

4.16 0.71 257.9 

ORGHRD03 Lack of  rigorous competency development and 

assurance programmes in companies 

4.12 0.75 248.8 

ORGHRD01 Lack of proper long term manpower planning by 

company 

4.11 0.78 227.5 

ORGHRD02 Lack of retention strategy to keep experienced 

nationals 

4.11 0.75 270.77 

ORGHRD25 Special allowances to work in difficult areas/jobs (e.g. 

field allowances, over time allowances etc) 

4.04 0.77 285.9 

ORGHRD19 Experienced nationals leaving for better jobs 3.98 1.12 163.5 

ORGHRD20 Lack of higher salaries and benefits for the national 

staff compared to expatriate staff 

3.96 0.86 221.5 

ORGHRD12 Having leadership development framework/ 

programmes 

3.92 1.00 202.0 

ORGHRD24 Competency and performance based salary 

progression/promotions 

3.83 0.94 132.1 

ORGHRD10 Learning and training opportunities in the company for 

the staff 

3.76 1.20 87.4 

ORGHRD21 Company sponsored higher education for the national 

staff 

3.59 1.13 68.8 

 

Table 7 Mean comparison for HR related factors
11

 

 

                                                 

11
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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Similar to the procedure before, the study had proved the significance of the chi-

square test for each of the variables and the subsequent step was to rank the variables 

in ascending order. Variables with a high mean value indicated the significance of 

these issues in ensuring successful implementation of a localisation programme in 

comparison with low mean value items. As shown in  

Table 7, chi-square test results showed that all of the variables investigated for the 

HR related factor were significant, therefore, it was concluded that these variables 

were not random and a comparison of mean values could be conducted.  

 

As shown in Figure 23 and  

Table 7, the critical success factors of having ‗poor performance management 

systems which fail to differentiate non performers from performers‘ (mean value = 

4.36) and ‗strong and skilled HR department‘ (mean value = 4.30), proved to be 

imperative to ensuring the success of effective implementation of HRD initiatives in 

support of nationalisation.   

 

Respondents were asked what barriers prevent the success of HRD initiatives: one of 

the significant barriers was the ‗lack of manpower and succession planning‘ with a 

mean value of 4.29, which was followed closely by ‗dedicated teams and projects 

(e.g. competency assurance management, localisation department etc.) to look after 

the development of nationals‘ with a mean value of 4.24. The least mean value of 

3.211 was contributed by the variable of ‗company sponsored higher education for 

the national staff‘. The next item with a low mean value was also related to learning, 

namely, ‗learning and training opportunities in the company for the staff‘.  This may 

mean the impact of having a strong HR system and team is perhaps more important 
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than just offering learning and development activities, in the context of localisation 

of the workforce. Again, similar to results obtained in most of the previous factors, 

all of the variables demonstrated mean values of more than 3.000, which indicates 

that the HR related success factors are crucial to ensuring the success of 

nationalisation implementation. 

 

 

Figure 23: Mean comparison for HR related factors  

 

6.4.6 Individual level – expatriate and experienced staff related factors 

Similarly, a chi-square test was conducted for the variables within the expatriate and 

experienced staff related factor and results showed that all of the variables were 

significant with p values less than 0.00 (Table 8). Therefore, the results can relatively 

confidently conclude that the observed frequencies are significantly different from 

the frequencies that would be expected to be obtained if all rating categories were 

equally popular. Since p < 0.000, the null hypothesis is rejected and it is concluded 
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that the variables selected are not random. As a result, this study could proceed to 

rank the variables according to importance as perceived by the respondents from the 

questionnaire. 

Variable 

Name 

Items  

(Reverse coded items are coloured below) 
Mean 

Std 

Dev 

Chi-square 

(df=4 and 

p>0.0 for 

all) 

INDEXP03 

Lack of mechanisms to transfer knowledge and 

experience of aging staff to the younger national 

entry point staff 

4.28 0.83 199.9 

INDEXP02 
Lack of motivation for expat subject matter experts to 

train the local staff 
4.27 0.74 290.5 

INDEXP05 
Lack of rewards for mentors/coaches and voluntary 

trainers who would like to develop nationals 
4.19 0.76 107.9 

INDEXP06 Poor coaching and mentoring skills of expatriates 4.05 0.68 337.1 

INDEXP01 

Non-availability of experienced subject matter 

experts (SMEs) to train newly recruited local 

staff/nationals 

3.78 1.02 106.4 

INDEXP09 
Interaction with employees coming from different 

nations and academic background/degrees 
3.18 0.88 175.1 

INDEXP08 
Interaction with different nationalities and experience 

at workplace 
3.02 1.08 102.5 

INDEXP10 
Loyalty and commitment of expatriates to their 

current employer 
3.01 1.18 34.6 

INDEXP13 Aging of experienced expatriate staff 2.84 1.22 56.4 

 

Table 8: Mean comparison for expatriate and experienced staff related factors
12

 

 

Following the significant chi-square test, the next data analysis was to rank the 

variable by ascending order.  As shown in Table 8, chi-square test results showed 

that all of the variables investigated for the expatriate and experienced staff related 

factor were significant, therefore, it could be concluded that these variables were not 

random and a comparative analysis of mean values could be conducted.  

                                                 

12
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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As shown in Figure 24 and Table 8, the problem of ‗lack of mechanisms to transfer 

knowledge and experience of aging staff to the younger national entry point staff‘ 

had the highest mean value of 4.28 and was considered by the respondents to be a 

major issue to initiating effective implementation of HRD initiatives in support of 

nationalisation. This was followed closely by the ‗lack of motivation for expat 

subject matter experts to train the local staff‘ (mean = 4.27) and ‗lack of rewards for 

mentors/coaches and voluntary trainers who would like to develop nationals‘ with a 

mean value of 4.19.  

 

The least mean value of 2.84 was contributed by the variable of ‗aging of 

experienced expatriate staff‘. This may imply that the aging factor did not contribute 

significantly to the success of HR implementation in the national context. Again, 

similar to results obtained in the previous factors, all of the variables except one 

demonstrated a mean value of more than 3.000 that the expatriate and experienced 

staff related critical success factors are crucial to ensuring the success of 

nationalisation implementation. 
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Figure 24: Mean comparison for expatriate and experienced staff related factors 

 

6.4.7 Individual level – UAE national related factors 

A chi-square test was conducted for the variables within the individual level UAE 

national related factor, which showed that all of the variables were significant with p 

values less than 0.00 ( 

Table 9). Since p < 0.000, the null hypothesis is rejected and it is concluded that the 

variables selected are not random. Therefore, this study could proceed to rank the 

variables according to importance as perceived by the respondents from the 

questionnaire. 
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Variable 

Name 

Items  

(Reverse coded items are coloured below) 
Mean 

Std 

Dev 

Chi-square 

(df=4 and 

p>0.0 for 

all) 

INDUAE08 
Attitude among local workforce towards certain 

types of work (e.g. clerical, manual etc.) 
4.25 0.65 186.9 

INDUAE05 Inappropriate attitude of young local employees 4.21 0.77 101.8 

INDUAE04 

Lack of patience and long term thinking among 

nationals preventing them to invest time in education 

and self development 

4.17 0.80 215.3 

INDUAE02 Lack of trained nationals having specialised skills 4.11 0.67 427.5 

INDUAE01 Poor English language skills of nationals 4.07 0.84 183.6 

INDUAE03 Lack of experience among nationals 4.07 0.57 387.8 

INDUAE09 
Expectations of young nationals to achieve without 

hard work 
4.04 0.95 135.1 

INDUAE11 
Negative attitude of entry point local employees to 

work and self development 
3.96 0.75 197.1 

INDUAE15 Poor work ethics among entry point employees 3.96 0.73 218.9 

INDUAE07 Language barrier among nationals 3.84 0.66 252.6 

INDUAE13 
Lack of enthusiasm among national entry point 

employees to learn 
3.82 0.80 204.0 

INDUAE10 

Perception among young nationals that there is no 

competition or need to perform as the company is 

under pressure to localise 

3.79 0.90 133.0 

INDUAE12 
Individual values of entry points not aligned to work 

place values 
3.51 0.89 71.8 

 

Table 9: Mean comparison for UAE national related factors
13

 

 

Following the significant chi-square test, the next data analysis was to rank the 

variable by ascending order. Variables with high mean values indicate the 

importance of such issues to ensure successful implementation of localisation efforts.  

As shown in  

                                                 

13
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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Table 9, chi-square test results showed that all of the variables investigated for the 

individual level UAE national related factors were significant and it was, therefore, 

concluded that these variables were not random. A comparative analysis of mean 

values could thus be conducted. As shown in Figure 25 and  

Table 9, the problem of ‗attitude among local workforce towards certain types of 

work (e.g. clerical, manual etc)‘ had the highest mean value of 4.25 and was 

considered by the respondents to be the most important issue in effective 

implementation of HRD initiatives in support of nationalisation. The second most 

important issue, as rated by the respondents, seems to be ‗inappropriate attitude of 

young local employees‘ with a mean value of 4.21. This was followed closely by the 

‗lack of patience and long term thinking among nationals preventing them from 

investing time in education and self development‘ with a mean of 4.17 and ‗lack of 

trained nationals having specialised skills‘ with a mean value of 4.11.  

 

The lowest mean value of 3.51 was contributed by the variable of ‗individual values 

of entry points not aligned to workplace values‘, followed by the item ‗perception 

among young nationals that there is no competition or need to perform as the 

company is under pressure to localise‘ with a mean of 3.79. Similar to results 

obtained in the previous factors, all of the variables demonstrated mean values of 

more than 3.000, which indicates that the factors related to UAE nationals are also 

crucial to ensuring the success of nationalisation implementation. 
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Figure 25: Mean comparison for UAE national related factors 

 

6.4.8 Identification of top and bottom 20 items 

Given the significant chi-square test results obtained for all the items, this study 

ranked the items in ascending order to identify the top and bottom items as rated by 

the respondents. The results are presented in  

Table 10  and Table 11. Items with high mean values indicate the importance of such 

issues in ensuring successful implementation of localisation efforts.  The results 

indicate that, largely, most of the top rated items are related to national level factors, 

UAE national related factors and HRD related factors.  
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Variable 

Name 

Items  

(Reverse coded items are coloured below) 
Mean 

NATION10 Mismatch between demand and supply of trained nationals 4.44 

ORGHRD09 
Poor performance management systems which fails to differentiate non 

performers from performers 
4.36 

NATION14 Weak educational systems in the country to create professionals 4.36 

ORGPOL15 
Stereotypes against nationals that they do not wish to work/get 

trained/to learn etc 
4.33 

ORGHRD16 Strong and skilled HR department 4.30 

ORGHRD08 Lack of manpower and succession planning 4.29 

INDEXP03 
Lack of mechanisms to transfer knowledge and experience of aging 

staff to the younger national entry point staff 
4.28 

ORGPOL08 
Focusing only on localisation at managerial/senior  levels without 

considering lower levels such as technicians, foremen, receptionist etc 
4.27 

INDEXP02 
Lack of motivation for expat subject matter experts to train the local 

staff 
4.27 

INDUAE08 
Attitude among local workforce towards certain types of work (e.g., 

clerical, manual etc.) 
4.25 

ORGHRD13 

Dedicated teams and projects (e.g., competency assurance 

management, localisation department etc.) to look after the 

development of nationals 

4.24 

ORGHRD18 Use of various HRD and development and training tools and methods 4.23 

ORGHRD05 
Weak human resources/ development and training  

functions/divisions/departments 
4.23 

NATION13 Poor implementation of government strategies 4.23 

NATION09 
Lack of proper coordination and communication between government 

and companies 
4.23 

INDUAE05 Inappropriate attitude of young local employees 4.21 

NATION22 Weak government strategy 4.20 

ORGHRD14 
On the job learning opportunities such as projects/task forces and 

studies 
4.19 

INDEXP05 
Lack of rewards for mentors/coaches and voluntary trainers who would 

like to develop nationals 
4.19 

NATION16 Lack of  good educational institutions to train nationals 4.18 

 

Table 10: Top 20 items which received highest ratings  
14

 

  

                                                 

14
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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Variable 

Name 

Items  

(Reverse coded items are coloured below) 
Mean 

INDEXP13 Aging of experienced expatriate staff 2.84 

NATION23 Liberalisation, globalisation and opening of market 2.87 

INDEXP10 Loyalty and commitment of expatriates to their current employer 3.01 

INDEXP08 Interaction with different nationalities and experience at workplace 3.02 

ORGPOL01 Business/profit motives of the company/shareholders 3.12 

INDEXP09 
Interaction with employees coming from different nations and 

academic background/degrees 
3.18 

NATION01 Availability of cheaper labour from other countries 3.27 

ORGPOL10 Family influence/Wasta 3.28 

ORGPOL26 
Chasing numerical targets of nationalisation instead of ensuring 

proper development and intake quality 
3.39 

NATION18 Complicated labour laws 3.39 

ORGPOL06 Subcontracting of work 3.48 

NATION26 Resources of the nation (e.g. oil reserves, tourism, etc.) 3.51 

INDUAE12 Individual values of entry points not aligned to work place values 3.51 

NATION17 
Tough localisation targets imposed by the government/shareholders 

undermining the quality 
3.57 

ORGPOL20 Unattractive designations/office etc 3.59 

ORGHRD21 Company sponsored higher education for the national staff 3.59 

ORGPOL25 Company‘s ability to provide good balance between work and life 3.63 

NATION07 Competitive markets, force companies to recruit cheaper labour 3.66 

ORGPOL24 Company‘s ability to provide safe and secure job and work place 3.69 

NATION11 
Options available for nationals to make money without hard 

work/professional career 
3.70 

 

Table 11: Bottom 20 items which received lowest ratings  
15

 

 

6.5 Correlation analyses within variables 

Following the comparative analysis of mean values in the previous section, this study 

also investigated the relationship among the factors. Pearson product-moment 

correlation coefficients between the factors were computed to understand the 

interrelationships among the factors.  Pearson‘s correlation coefficient is the most 

popular measure of dependence between two variables and it is obtained by dividing 

                                                 

15
 The negative items are reverse coded and, therefore, the mean values of the negative items should 

be interpreted accordingly by reframing them positively. 
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the covariance of the two variables by the product of their standard deviations (Levin 

and Rubin 1997).  

 

6.5.1 Research question and hypothesis for correlation analysis 

Null hypothesis, H0: States that the variables under investigation are not dependent 

on each other. In other words the variables are independent of each other and not 

related.  

Alternative hypothesis H1:  States that the variables under investigation are 

dependent on each other. In other words the variables are not independent of each 

other and are related.  

 

If the p value of the F ratio demonstrates a significant (<0.05) level, then the H1 can 

be accepted. If the p value demonstrates a low level of significance (>0.05), then H1 

will be rejected.   Therefore, the rule for such decision is as follows: 

If p > 0.05, accept H0, reject H1 

If p < 0.05, accept H1, reject H0 

 

6.5.2 Results of correlation analyses 

Missing data was deleted ‗pair wise‘ for this analysis to ensure that maximum 

available data was used to compute the correlation coefficients.  The results, which 

are presented in Table 12, show the obtained Pearson correlation coefficients along 

with the significance level and sample size (N) used for computing the coefficients 

after deleting the data in each pair. The results indicate that all factors were 

correlated with each other positively and significantly. These results indicate that 
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these factors seem to be highly interrelated. In other words, it seems that these 

problems co-existed in a correlated matter in reality, which might have resulted in 

the ratings provided by the respondents. To check whether this is due to the sub 

group differences in perceived importance of these factors an analysis of variance is 

conducted in the next section.  

 

 

  

  

Individual 

expatriate 

related 

Individual 

UAE 

national 

related 

National 

level 

Organisation 

HRD related 

Organisation 

policies and 

practices 

Individual 

expatriate 

related 

  

Pearson 

Correlation 
1 .511 .203 .373 .338 

Sig. (2-tailed) . .000 .000 .000 .000 

N 294 285 294 294 294 

Individual 

UAE national 

related 

  

Pearson 

Correlation 
.511 1 .454 .585 .494 

Sig. (2-tailed) .000 . .000 .000 .000 

N 285 285 285 285 285 

National level 

  

Pearson 

Correlation 
.203 .454 1 .582 .255 

Sig. (2-tailed) .000 .000 . .000 .000 

N 294 285 328 321 323 

Organisation 

HRD related 

  

Pearson 

Correlation 
.373 .585 .582 1 .294 

Sig. (2-tailed) .000 .000 .000 . .000 

N 294 285 321 321 321 

Organisation 

policies and 

practices 

related 

Pearson 

Correlation 
.338 .494 .255 .294 1 

Sig. (2-tailed) .000 .000 .000 .000 . 

N 294 285 323 321 324 

 

Table 12: Pearson correlation among the factors 

 

6.6 Analysis of variance (ANOVA) 

A comparison of the mean scores obtained on the factors was needed to investigate 

whether the six organisations or subgroups in the current sample rated the various 

factors differently or not. It is also possible that different organisations experience 
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these factors differently in the context of the localisation of a workforce.  One-way 

analysis of variance (abbreviated one-way ANOVA) tests, which is a technique used 

to compare means of two or more samples (using the F distribution), were conducted 

to explore the sub group differences and their significance (Levin and Rubin, 1997).  

 

6.6.1 Research question and hypothesis for the oneway ANOVA 

The ANOVA tests the null hypothesis that samples in two or more groups are drawn 

from the same population. The ANOVA produces an F statistic, the ratio of the 

variance calculated among the means to the variance within the samples. If the group 

means are drawn from the same population, the variance between the group means 

should be lower than the variance of the samples, following central limit theorem. A 

higher ratio, therefore, implies that the samples were drawn from different 

populations.    

Null hypothesis, H0: States that the six groups under investigation are drawn from 

the same population. In other words the mean scores of the variables do not differ 

significantly among the six groups tested. 

Alternative hypothesis H1:  States that the six groups under investigation are not 

drawn from the same population. In other words the mean scores of the variables do 

differ significantly among the six groups tested. 

If the p value of the F ratios demonstrates a significant (<0.05) level, then the H1 can 

be accepted. If the p value demonstrates a low level of significance (>0.05), then H1 

will be rejected.   Therefore, the rule for such decision is as follows: 

If p > 0.05, accept H0, reject H1 

If p < 0.05, accept H1, reject H0 
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6.6.2 Results of one way ANOVA 

The mean scores of the five factors for each of the six organisations are given in 

Table 13 and presented graphically in Figure 26.  The results of one way ANOVA 

for comparing the mean scores of the factors across the organisations and testing the 

statistical significance of the differences are presented in  

Table 14.   

 
Individual 

expatriate 

related 

Individual  

UAE 

national 

related 

National 

level 

Organisationa

l HRD related 

Organisational 

policies and 

practices 

O&G Company 1 3.8 4.1 3.8 4.2 3.7 

O&G Company 2 3.7 3.9 3.6 3.8 3.7 

O&G Company 3 3.8 4.1 4.0 4.2 4.1 

O&G Company 4 3.8 3.8 3.5 3.7 3.8 

O&G Company 5 2.9 3.7 4.3 4.3 3.8 

Non O&G 

Company 
3.8 4.0 4.2 3.9 3.7 

 

Table 13: Comparison of the mean scores of the factors across the organisations 
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Figure 26: Mean comparison of  factors across the organisations 

 

The results indicate that all F ratios are highly significant and, therefore, we may 

reject the null hypothesis and accept the alternative hypothesis, which states that the 

six groups under investigation are not drawn from the same population. In other 

words, the mean scores of the variables do differ significantly among the six groups 

tested.  The six organisations differ significantly in their perceptions and experience 

regarding the five broad factors compared in the study.   It may be noted from Figure 

26, that the respondents of Oil and Gas Company 5 perceived the role of expatriate 

related factors significantly lower (mean = 2.9) than the respondents of the other 

companies (mean ranges between 3.7 and 3.8).   The respondents of Oil and Gas 

Company 5, however, rated the role of HRD related factors higher than the other 

factors (mean = 4.3).   

 

While national level factors were not rated high by the respondents belonging to the 

first four organisations (mean scores of 3.8, 3.6, 4.0 and 3.5 respectively), the 

members of Oil and Gas Company 5 and Non Oil and Gas Company rated them 

highly, the mean scores being 4.3 and 4.2, respectively.  The HRD related factor was 

rated as one of the top two factors by all organisations except Oil and Gas Company 

4 and the Non Oil and Gas Company. UAE national related factors were rated as one 

of the top two factors by all organisations except Oil and Gas Company 5.  National 

level factors were rated as one of the top two by only two organisations, namely Oil 

and Gas Company 5 and the Non Oil and Gas Company.  The expatriate related 

factors were rated as one of the top two by only one of the organisations, namely Oil 

and Gas Company 4 (mean = 3.8). Organisational policies and practices were not 



Chapter 6  Data analysis and results 

137 

rated among the top two factors by any of the groups. These results indicate that 

organisations do differ significantly in the barriers to localisation of workforces, as 

experienced and perceived by its members.   

 

Factors ANOVA 

Sum of 

Squares df 

Mean 

Square F Sig. 

Individual 

expatriate related 

  

  

Between groups 15.97 5 3.19 10.00 0.00 

Within groups 87.84 275 0.32     

Total 103.80 280       

Individual UAE 

national related 

  

  

Between groups 5.96 5 1.19 4.78 0.00 

Within groups 67.10 269 0.25     

Total 73.05 274       

National level 

  

  

Between groups 16.13 5 3.23 11.25 0.00 

Within groups 87.74 306 0.29     

Total 103.88 311       

Organisational 

HRD related 

  

  

Between groups 12.85 5 2.57 8.62 0.00 

Within groups 89.09 299 0.30     

Total 101.93 304       

Organisational 

policies and 

practices 

  

  

Between groups 5.18 5 1.04 4.54 0.00 

Within groups 68.68 301 0.23     

Total 73.87 306       

 

Table 14: Results of one way ANOVA - Comparison of the organisations 

 

6.7 Summary and conclusions 

This chapter presented the results of the various analyses of the data collected using 

the survey questionnaire developed for this study.  The analyses of the various 

background information factors, such as perceived success of the localisation efforts 

indicated interesting patterns.  The chi-square tests revealed that all the items yielded 

variances which were beyond the variances expected by chance.  Based on these 
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results the items belonging to each factor were ranked in ascending order to 

understand the relative importance of each item.  The top 20 items that received the 

highest ratings and the bottom 20 items that the received lowest ratings were also 

identified.   

 

Correlation analysis revealed significant positive relationships among all the factors, 

indicating that none of these factors operate in isolation and are dependent on each 

other to a great extent.   

 

The results of the one way ANOVA indicated that the mean scores obtained on the 

factors differed significantly across the organisations or sub groups of respondents 

used in the study.   This indicates that the impacts of various factors that facilitate or 

constrain the localisation efforts are highly contextual and organisation specific.   
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7 Discussion and conclusions 

An in-depth case study of an oil and gas company based in the United Arab Emirates 

was developed in this study to understand the issue of Emiratisation qualitatively. 

The case study highlighted the challenges faced by the company in the context of 

Emiratisation and identified the various factors that facilitate or hinder the 

Emiratisation process. The case study also looked at the application and impact of 

various HR tools and strategies in implementing the Emiratisation process.   

 

In addition to the case study a survey was conducted to collect some quantitative data 

regarding the localisation of workforces using a questionnaire which was developed 

as a part of the current study. The results of the analysis of the survey data also 

yielded valuable findings which are highly relevant for further research and practice 

in the area.   

 

This chapter discusses the major results and findings of the current study in relation 

to the available literature and the various challenges faced by the organisations in the 

UAE while trying to achieve successful localisation of workforces. More 

specifically, this chapter presents the following areas: 

 discussion of the findings from the case study and the survey study;   

 suggestions for future studies; 

 summary and conclusions. 
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7.1 Discussion of the results related to the general background factors 

7.1.1 Perceived success  

The case study presents a positive and optimistic scenario related to the Emiratisation 

process.  An analysis of the scenario indicates that through the effective use of HR 

and change management tools, the company was able to drive the Emiratisation 

process successfully. Apart from complaining about the additional time taken by the 

process, most people were convinced and felt positive about the process as per the 

case study.  

 

The results of the survey study also indicate that the overall picture related to the 

Emiratisation process is generally positive and encouraging. The results indicate that 

8% rated the success of the Emiratisation process as ‗very good‘ and 31% rated the 

success as ‗good‘. 38% of the respondents rated the success of Emiratisation in their 

company as ‗average‘. Only 9% of the respondents rated the success of the process 

as below average (poor or very poor). These findings challenge the general 

agreement among many authors who tend to present a more negative and pessimistic 

picture related to the issue (Ali, Shee, and Foley, Undated; Gonzalez et al., 2008, 

Prasad and Yang, 2002). 

  

7.1.2 Owner of the Emiratisation targets 

The ownership of the Emiratisation target in the case study was mainly the 

shareholders, though it was driven by the Ministry and Government from the top.   

The results of the survey also revealed the role played by the shareholders and the 

Government in the Emiratisation process in the country. 23% of respondents in the 
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survey study indicated that Government or Ministry makes the decisions regarding 

the Emiratisation targets, whereas 30% indicated that the shareholders are the 

decision makers.  Another 30% indicated that the company is the decision maker.  

These results support the observation made by many researchers that localisation is a 

key concern of governments in the region (Al-Lamki, 1998; Elhussein & Elshahin, 

2008; Gonzalez et al., 2008).  

  

7.1.3 Driver of the Emiratisation process 

The Emiratisation targets were driven by the Government and shareholders, in the 

case study.  The Emiratisation process at the implementation level was, however, 

driven by the HRD department of the company. The results of the survey also 

indicate that the majority of the respondents (55%) reported ‗HRD‘ as the driver of 

the Emiratisation process in their companies.  This finding is in agreement with the 

general findings in the literature about the key role played by HRD departments in 

the process (Ali, Shee and Foley, Undated). Randeree (2008) noted that 

Emiratisation is not only recruiting UAE nationals to replace expatriates, rather it is a 

major process that requires training these nationals to acquire the skills and 

competencies for the assigned work, to ensure a successful Emiratisation process. 

According to this author it is, therefore, important that larger organisations extend 

the HR department so resources can be dedicated to Emiratisation to cover aspects 

such as recruitment, policy, procedures, performance appraisal and training. Such 

expanded departments could also facilitate initiatives to overcome resistance to 

change among expatriate employees and actively support linkages to external bodies, 

such as Tanmia, which are further possibilities. The case study and the results of the 
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survey study in the current study fully support the importance of having such 

strengthened HR departments.  

 

7.1.4 Use of HR tools and methods 

A comparison of the case study and the results of the survey, regarding the use of HR 

tools and methods, reveal some interesting benchmarks for understanding the pattern 

of these results. The survey results identified training, coaching and mentoring, 

personal development plans, objective setting and performance appraisal, English 

language assessments and certifications, and career ladders as the top HR tools and 

methods used to support the process.  The survey results also identified e-learning, 

behavioural/managerial assessments and certifications, job rotations, 360 degree 

assessment and feedback, task forces/special projects, articulation/ 

communication/reinforcement of core values of the company, and blended learning 

(mix of classroom and online learning) as the least popular tools.  The company in 

the case study seems to have used not only the most popular tools, but also the 

relatively less popular tools, such as e-learning, to support the process.  These results 

reveal that perhaps not all companies use all the tools, but some companies such as 

the one focused upon in the case study uses the latest tools such as e-learning to 

support the Emiratisation process.  

 

The case study and the survey results reveal that HR tools and methods originated in 

West are widely used, though some of them might clash with cultural preferences 

(Al-Faleh, 1987; Marquardt, Berger and Loan, 2004).  The study also revealed the 

necessity for focusing on competencies and skills, rather than on the number of UAE 

nationals employed. The use of various HR tools, such as training, e-learning, 
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coaching etc. becomes highly important in the context of such programmes. 

Randeree (2008) noted that HR departments in the UAE need to focus their energies, 

at least in the short term, on ‗skill based Emiratisation policy‘. According to this 

author, skill based Emiratisation refers to examining existing demand and matching 

suitably qualified and skilled Emirati nationals to these positions as a matter of 

priority. This is coupled with skills transfers from expatriates to Emiratis with 

appropriate compensation for the former. The current study, especially the case 

study, is an example of Randeree‘s (2008) suggestions actually implemented in real 

life and to that extent reveals all the challenges associated with this process of 

implementing a skills-based Emiratisation process.   

 

7.1.5 Perceived critical success factors 

A review of the case study shows that the commitment by the parent shareholder 

company and the management of the company in focus was a major reason behind 

the success of the localisation process.  The other critical success factors were the 

capabilities of the HR department to implement the process and manage the change, 

and the Emiratisation targets forced on to the company by the parent company.   The 

results of the survey show that the majority of the participants consider ‗commitment 

of the management‘ to be the most important factor for ensuring the success of the 

localisation process.   The second most frequent response revealed by the survey was 

‗right sourcing and recruitment strategies‘.  Interestingly, the case study indicates 

that the company and the parent company did not focus enough on this factor.  The 

company had no control on the recruitment of entry point employees and 

consequently on the input quality.  Forced targets and intensive use of HR tools and 
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methods were considered as critical by a lesser number of the respondents in the 

survey.   The case study tends to reinforce the survey findings.   

 

7.2 Discussion of results related to facilitating and hindering factors 

In the context of the current study the following taxonomy was derived based on the 

review of literature in order to categorise the key success factors that facilitate the 

Emiratisation process.    

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors 

 

The case study and the survey study revealed results related to all five levels of the 

taxonomy, as listed above, and the results are discussed in the following sections 

after discussing the results related to the general background factors.   

 

7.2.1 High level comparison of factors 

The results of the survey show that the impact of UAE national related factors and 

HRD related factors on the success or failure of localisation efforts are more 

important than the impact of other factors.  The role of expatriates and experienced 

employees in the success or failure of localisation programmes seems to be the 

lowest rated factor. The case study also illustrates that the factors related to the HRD 

department and the UAE nationals are perhaps most critical in the Emiratisation 

process.  The capabilities of the HR department and the knowledge, skills, attitudes 

and values of the entry point UAE nationals perhaps are more critical for the success 
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of the Emiratisation programme than the other factors. While many researchers seem 

to have identified factors related to UAE nationals, such as their preference to work 

for public sector organisations (e.g., Godwin, 2006; Randeree, 2008), such studies 

focusing on the importance of the HR departments are still not many. The 

researchers, in general, seem to have underestimated the impact of HR departments 

while paying too much attention to the national level factors and UAE national 

related factors.  

 

7.2.2 National level factors  

The results of the survey study show that creating a good match between demand and 

supply of trained nationals, strong educational systems in the country to create 

professionals, proper coordination and communication between Government and 

companies, effective implementation of government strategies and strong 

government strategy are perhaps the top five national level factors that could impact 

upon the localisation process in a positive manner.   These findings support the 

arguments presented by many scholars on the subject (Abdelkarim & Ibrahim,  2001; 

Ali, 2008; Davidson, 2005; National Bank of Dubai, 2004; Randeree, 2008).   For 

example, many authors have noted that despite high levels of government investment 

in education, the educational system in the Gulf countries has so far failed to provide 

sufficient education, thereby creating another disincentive for Emiratisation 

(Budhwar & Mellahi, 2007; Forstenlechner, 2010; Muysken and Nour, 2006).  

Forstenlechner (2010) states that education is currently lacking in both level (as most 

Emiratis entering universities have to take foundation courses, which are remedial in 

nature) and in relevance, as many university graduates have taken courses, which are 

irrelevant to work in the private sector.   
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The qualitative case study, however, is an example of how organisations can 

overcome the impact of such factors though coordinated action and effective 

strategies.  The case study supports the observation by Elhussein & Elshahin (2008), 

that manpower nationalisation is a strategic policy of governments in Gulf 

Cooperation Council states (GCC).   The UAE Government, under the leadership of 

H.H. Sheikh Khalifa bin Zayed, the President of the UAE, has been trying to 

facilitate the process of Emiratisation through various well thought strategies and 

steps.  The Government has been keeping good control and balance over the 

expatriate population, while supporting the employment of nationals through policies 

and laws as necessary.  This case study exemplifies how the vision and wisdom of 

the leaders of the nation is actually getting translated into reality at the ground level.  

Ali, Shee and Foley (Undated) state that the various policy instruments used by 

Governments in the region to support the Emiratisation process include the 

following.  

 wage subsidies, government wage restraints fees and quotas; 

 improving the quality of the education system and training of nationals; 

 charges on foreign labour; and 

 employment targets for UAE nationals. 

 

The results of the current case study show how some of the above instruments impact 

the localisation process directly and indirectly at the ground level.  The case study 

indicates that the financial deterrents, such as wage controls and charges, do not have 

much impact on cash rich organisations which are not operating in competitive 

markets. However, such organisations are willing to localise provided they get the 

right quality of local workforce. The case study indicated that employment targets for 
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UAE nationals, driven by the Government through the ministries and other relevant 

bodies, had a positive impact on energising the process of localisation. Similarly, 

improving the quality of the education system and training of nationals also had a 

positive impact.  

 

Factors such as language barriers, higher salary expectations of nationals, insufficient 

use of coercive powers by the Government, availability of cheap labour from abroad, 

unwillingness among nationals to take up certain jobs, and inadequate skills, 

knowledge or motivation of the local job seekers have been cited as hindering the 

process of Emiratisation by various authors (Ali, 2008; Kapiszewski, Undated;  Rees,  

Mamman and Braik, 2007). The findings of the survey study mostly confirm these 

observations, except in the case of the following factors which were rated as having 

relatively low impact on the localisation process: 

 tough localisation targets imposed by the government/shareholders 

undermining the quality; 

 resources of the nation (e.g., oil reserves, tourism etc.); 

 complicated labour laws; 

 availability of cheaper labour from other countries; 

 liberalisation, globalisation and opening of market. 

 

Nydell (2006) states that family loyalty and obligations take precedence over loyalty 

to friends or the demands of a job in Arabic culture. Many authors pointed out the 

impact of culture on HRD (Al-Faleh, 1987; Marquardt, Berger and Loan, 2004). 

Authors also stated that the Arab executive‘s managerial behaviour is heavily 

influenced by their culture (e.g. Bjerke, 1999).  Often it is also argued that the HR 

http://www.books24x7.com/viewer.asp?bkid=25351&destid=1024#1024


Chapter 7  Discussion and conclusions 

148 

tools and methods developed abroad will not work in Middle Eastern culture.   

However, the current case study shows that though the culture impacts every aspect 

of HRD, proper implementation and change management can ensure the successful 

application of HR tools and methods.  

 

Weir (2000) observed that business relations in Arab countries are guided by diwan, 

a style of decision making that represents a process of achieving balance and justice, 

and wasta, which involves the recognition of the importance of moving within 

relevant power networks. The case study indicates that often HR systems, such as the 

one described in the case, give no room for making decisions based on factors such 

as wasta. Ali, Shee, & Foley (Undated) note that wasta employment practices are 

discriminatory and often illegal. Citing Haajenh, Maghrabi & Dabbagh (1994), they 

state that the outcomes for both the organisation and the receiver of wasta are 

frequently deeply unsatisfactory, as there may be better, more productive candidates 

available that, if selected, could contribute more to the organisation. These kinds of 

mismatches between a system and culture can often lead to failures during the 

implementation of systems in organisations.  Though there were references to the 

cultural concepts such as wasta in the case study, the powerful change management 

and communication methods used by the team seem to have taken care of most of the 

cultural issues and trust issues. This shows that powerful communication, awareness 

building and change management strategies are also critical for the success of 

localisation efforts which are focused on merit and quality, rather than on number 

and other factors such as relationships.   
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The case study indicates that there are many factors at the national level that could 

actually facilitate the process of localisation of the workforce, some of which are 

listed below: 

 tough localisation targets imposed by the government/shareholders;   

 implementation of government strategies through government controlled 

organisations; 

 resources of the nation which can support the absorption of local workforces 

(e.g. oil and gas); 

 opening of educational institutions by the industry or companies. 

 

The case study also indicated that there are many factors at the national level that 

could actually hinder the process of localisation of the workforce, some of which are 

listed below.  

 mismatch between demand and supply of trained nationals; 

 options available for qualified nationals to get employed; 

 lack of enough educational institutions to supply the required human 

resources in terms of quality and quantity. 

 

Morris (2005) noted that with the huge labour markets of the Indian sub continent 

and Asia literally on the doorstep of the United Arab Emirates, it is considerably 

cheaper for employers to import qualified, experienced labour from these countries at 

a wage many Emiratis will not accept.  Availability of cheap labour is often cited as a 

reason for the failure of Emiratisation (Davidson, 2005).   However, the case study 

reveals that oil and gas is not a very competitive or resource starved sector and, 
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therefore, the company was not tempted by the availability of a cheaper workforce 

from other countries. The company was attracted more by availability of better 

quality workforces from other countries rather than being driven by cost.  This shows 

that the common allegation about the ‗availability of cheaper labour from other 

countries‘ as being a major factor that hinders the localisation process is perhaps not 

applicable to certain sectors, such as oil and gas.  In fact, lack of availability of the 

right quality of local workforce and the availability of a better quality of workforce 

from other countries were the major drivers for recruitment of expatriates in the case 

study.  The results of the survey study also show that the respondents rated the factor 

related to ‗cheap labour‘ relatively low.  

 

7.2.3 Organisational – policies and practices related factors 

The case study revealed the impact of many organisational level factors which are 

not yet identified or adequately highlighted in the literature on the topic of 

localisation. For example, both NOGC and UCOG involved the ‗critical mass of 

people‘ or ‗opinion makers‘ during the design and implementation of HR tools which 

is a very important step for managing change and resistance.  This helped to get ‗buy 

in‘ from all and to keep all stakeholders involved and motivated, in addition to 

mobilising the employees and resources needed for introducing such a large scale 

change.  The involvement of a large number of engineers and professionals in the 

process helped also to enhance the quality of the CMS roadmaps, templates and 

training plans. Rees, Mamman and Braik (2007) identified the change management 

interventions that were used to ensure that the introduction of Emiratisation took 

place smoothly.  However, most other authors who have written on the topic of 

localisation of workforces seem to have ignored the role played by the ‗change 
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management skills and process‘ in ensuring the success of localisation efforts.   

Other such factors, which were identified through the current case study, and which 

are not adequately discussed in literature, are listed below.    

 The need to focus on quality, competence and training, rather than on the 

number of nationals recruited to ensure success of localisation efforts. 

 The importance of giving a clear signal to young UAE nationals that the 

company is not interested in employing the UAE nationals unless they are 

competent and committed to proving their competence on the job.   

 The role of systems and processes in checking some of the dysfunctional and 

often risky cultural preferences such as wasta. 

 The need for committing enough recourses and time for implementing HR 

tools and methods, rather than attempting to implement them in a hurry or 

reducing the tools to some forms and formats to be imposed on people.  

 The critical role played by pilots and mid-course corrections in the 

implementation process.  

 The need for proactively planning and implementing the process, rather than 

implementing through trial and error methods and reactive plans.  

 The importance of paying attention to performance measurement, rewards 

and recognitions, while introducing large scale changes such as localisation 

processes.  

 The role of management commitment and sponsorship in ensuring the 

success of localisation programmes.  

 The importance of the competence level of people and the critical role played 

by training and certification for the employees involved in the process and 



Chapter 7  Discussion and conclusions 

152 

who are expected to play various roles, such as coach, mentor, assessor, 

verifier and so forth. 

 The impact of project team structure and organisation structure on 

localisation programmes.  

 The critical role played by the technology while implementing major HR 

processes, such as localisation programmes.   

 

The results of the survey study identified the following five factors as the most 

important factors that can have a negative impact on the localisation process.  

 Stereotypes of nationals in that they do not wish to work/get trained/learn etc. 

 Focusing only on localisation at the managerial/senior levels without 

considering lower levels, such as technicians, foremen, receptionists etc. 

 Poor implementation of company strategies. 

 Attempt to localise in a hurry leading to too many entry points and less 

coaches/ mentors to train them. 

 Lack of opportunities for locals to perform after being trained. 

 

The findings of the survey study indicate that the following factors were rated as 

having a relatively low negative impact on the localisation process. 

 Unattractive designations/office.  

 Subcontracting of work. 

 Chasing numerical targets of nationalisation instead of ensuring proper 

development and intake quality. 

 Family influence/wasta. 
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 Business/profit motives of the company/shareholders. 

 

The observations based on the case study also support the above findings.  The case 

study revealed the importance of committing enough time and resources for 

implementing the process, rather than attempting to localise in a hurry.  Similarly, 

the case study also exemplified the benefits of implementing strategy in a proper 

manner. The low rating given to factors such as ‗unattractive designation/office‘ and 

the ‗family influence/wasta‘ may be explained by the type of sample used in the 

current study.  Oil and gas companies and banks, in general, focus only on localising 

professional and managerial jobs and, therefore, do not experience the resistance to 

unattractive designation/office.  Similarly, on a relative basis, these organisations are 

largely driven by systems rather by factors such as wasta. However, the tendency to 

focus only on localisation at the managerial/senior levels without considering lower 

levels is perceived as a major block to localisation by the respondents.  

 

Nelson (2004) stated that employers have long-held negative perceptions of nationals 

as less productive and being more expensive than non-nationals. Similarly, Mashood, 

Verhoeven & Chansarkar (2009) observe that nationals are also stereotyped as ‗under 

skilled and unmotivated‘. Based on a comparison of the nationalisation programmes 

in three countries, these authors also found that certain types of jobs and certain 

sectors are deemed unsuitable by locals. In all three countries the government is the 

employer of choice for the indigenous workforce. Higher wages, shorter working 

hours and more flexibility are reasons for locals to choose the government sector 

over the private sector. Wilkins (2001) suggests that: ‗The greatest challenge facing 

the UAE government is encouraging nationals to take up manual and technical jobs 
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and jobs in the private sector‘.   The above findings seem to support the observations 

made by various scholars in general.  

7.2.4 Organisational – HR related factors 

The case study highlighted many of the organisational level factors that could either 

hinder or facilitate the process of localisation of a workforce. As noted by Randeree 

(2009), Emiratisation is not only recruiting UAE nationals to replace expatriates, 

rather it is a major process that requires training these nationals to acquire the skills 

and competencies for the assigned work, to ensure a successful Emiratisation 

process.  

 

An analysis of the case study reveals that the effective use of HR tools, such as 

competency management, mentoring, coaching, assessment, on the job training and 

so forth, is an important key success factor in the process of localising the workforce. 

However, there are plenty of experiences in the corporate world highlighting the 

failure of various HR tools.  For example, some companies in the region introduced 

e-learning and later stopped it by stating that the employees were not using it. 

Despite this, in the current case study, the organisation has not only implemented e-

learning, but also is using it effectively and efficiently to support the localisation 

process.  The case study indicates that often there is nothing wrong with the HR 

tools; the reason for their failure lies mainly in the ineffective implementation of 

these tools.  

 

The case study reinforces also the belief that competent and experienced HR staff 

members are critical for driving the localisation process. Often it is a practice in the 

GCC region to consider the HRD division as an easy target for localisation of the 
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workforce as many organisations treat HRD as being administrative and transactional 

activities which can be done by any employee without any professional experience or 

background. Such steps lead to a situation which Mellahi (2007) refers to as 

‗tokenism practices‘, whereby national workers are recruited primarily to show the 

firm‘s commitment to, and support of, the localisation strategy rather than for work.  

However, Forstenlechner (2010) notes that there is no follow-up strategy to ensure 

that these national workers are managed effectively. Citing Kuntze and Hormann 

(2006) the author states that while companies recognise the need to adapt their HRM 

strategies, many engage in costly one-time initiatives rather than a step-by-step 

approach to successfully roll out their Emiratisation strategy.   According to Potter 

(1989), effective localisation has occurred when a local national is filling a required 

job sufficiently competently to fulfil organisational needs and not merely filling a 

job, which would be a diluted definition as it only responds cosmetically to the 

requirement. 

 

One of the strengths of the case study was that the process was designed and driven 

by qualified and experienced HRD professionals who were well experienced in 

strategic HRD and change management processes. The case study exemplifies the 

positive impact of having highly qualified and experienced HR staff in organisations 

while driving the challenging process of workforce localisation.   The only down side 

of this approach is that if the HR departments are driven mainly by experienced 

expatriates, they may not be able to empathise with the perspectives of the local 

citizens and understand their problems.      
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The results of the survey study identified the following five factors as the most 

important factors that can have a positive impact on the localisation process.  

 Performance management systems which differentiate non performers from 

performers. 

 Strong and skilled HR department. 

 Manpower and succession planning. 

 Dedicated teams and projects (e.g., competency assurance management, 

localisation department etc.) to look after the development of nationals. 

 Strong human resources development and training functions/divisions/ 

departments. 

 

The findings of the survey study indicate that the following factors were rated as 

having a relatively low positive impact on the localisation process.  However, all 

these factors also received a mean rating higher than 3.5 which indicates that though 

these factors are rated relatively lower than the factors listed above, they are still 

perceived as having a significant impact on the localisation process.  

 Higher salaries and benefits for the national staff compared to expatriate staff. 

 Having leadership development framework/programmes. 

 Competency and performance based salary progression/promotions. 

 Learning and training opportunities in the company for the staff. 

 Company sponsored higher education for the national staff. 

 

Rees, Mamman and Braik (2007) identified the HR and training and development 

initiatives, such as individual learning plans, training courses, development centres, 

dedicated departments to look after Emiratisation and creation of learning centres, as 
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being the critical tools needed to ensure success of localisation drives.  Studies have 

also indicated that HR and training related factors are also important for attracting 

nationals to work for a company. Most authors agree that the reasons for the 

attractiveness of the governmental sector can be found in ‗salaries and working 

conditions‘. Authors have noted that the government sector offers higher salaries, 

shorter working hours, and more flexibility in working hours, better work conditions 

and better non-monetary benefits than private sector companies (Forstenlechner, 

2010; Godwin, 2006; Harry, 2007; Nelson 2004; Wilkins 2001).  Al-Ali (2006) also 

reports that nationals do not see career development prospects in the private sector 

and that there is little opportunity for training and promotion.   To summarise, HR 

related factors are very important for ensuring the success of localisation of the 

workforce and the findings of the current study are generally in agreement with the 

observations made by various authors.  

 

7.2.5 Individual level – expatriate and experienced staff related factors 

Randeree (2008) states that as a cause and consequence of development in the UAE, 

expatriate human resource is a large proportion of the human capital and their role 

cannot be neglected.  Many factors related to the expatriate and experienced staff are 

often considered to be hindering or facilitating the process of localisation efforts. 

Randeree (2008) notes that apart from enhancing innovation and creativity within the 

society, multi-culturalism and diversity, such as that observed in the UAE, provides 

for a greater pool of talented and experienced individuals. The presence of a well 

educated and experienced talent pool will directly or indirectly enrich the knowledge 

and skills of the UAE national in the country.  
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In their study Rees, Mamman and Braik (2007) observed that attitudinal factors, such 

as non-nationals‘ lack of cooperation with the Emiratisation programme, can act as a 

barrier to Emiratisation. Ali (2008) notes that in the Gulf Cooperation Council 

countries there is evidence that trust is an impediment to employment for nationals as 

the expatriate managers prefer tight control and centralised decision-making, with 

little delegation or empowerment for their employees.  In line with previous findings 

by Mellahi and Wood (2001) and Rees et al. (2007),  Forstenlechner (2010) found 

that a major obstacle to Emiratisation was defined by the interviewees as expatriates 

being in charge of replacing themselves, which may lead to very awkward situations. 

This area related to expatriate and experienced staff seems to be an under researched 

area, as there are many other issues which are not yet highlighted in the literature.  

The current case study and the survey study have revealed some such factors which 

are discussed below.  

 

The case study highlighted that expatriate employees were anxious that with the 

advent of the CMS process, they were going to be replaced on the job by competent 

and well trained UAE nationals. The expatriate employees occupying the target 

position perceived the EP UAE nationals as a threat as they knew that they would 

replace them in their job. The case study revealed that there were issues of trust 

between the young UAE nationals and the experienced and expatriate staff.  The 

study also reveals that job insecurity feelings among the expatriate staff could 

negatively affect the process of localisation. The case study, however, did not reveal 

that any major issues related to the expatriates were hindering the localisation 

process.  Perhaps the case study indicated how good management practices can 

reduce problems such as lack of cooperation from expatriates. The case study 
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indicates that the following factors help reducing the resistance to change and 

improving the cooperation from expatriate staff.  

 Rewards and recognition for coaching, mentoring and supporting the 

localisation process. 

 Involvement of expatriate staff while designing and implementing the 

process. 

 Willingness on the side of the company to retain expatriate staff as full time 

coaches, mentors or on the job trainers. 

 Sharing the growth plans of the company to indicate that there are ample 

opportunities for the expatriate staff to continue provided they are performing 

well. 

 Formal knowledge transfer mechanisms such as coaching, mentoring and 

online knowledge sharing systems.  

 Training and certifying the expatriates to play their roles as mentors, coaches, 

assessors, verifiers etc. effectively and efficiently. 

 

The results of the survey study also support the above conclusions.  The survey study 

identified the following five factors as the most important factors that can have a 

negative impact on the localisation process.  

 Lack of mechanisms to transfer knowledge and experience of aging staff to 

the younger national entry point staff. 

 Lack of motivation for expat subject matter experts to train the local staff. 

 Lack of rewards for mentors/coaches and voluntary trainers who would like 

to develop nationals. 

 Poor coaching and mentoring skills of expatriates. 
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 Non-availability of experienced subject matter experts (SMEs) to train newly 

recruited local staff/nationals. 

All the factors related to expatriate and experienced staff were rated above 3 except 

the item on ‗Aging of experienced expatriate staff‘. Though non-availability of 

experienced subject matter experts was not an issue in the current case study, the 

above findings largely match with the scenarios presented in the case study.   

 

7.2.6 Individual level – UAE national related factors 

Many studies have identified factors such as the preferences of UAE nationals as 

either hindering or facilitating the process of Emiratisation.  For example, Tanmia 

(2004), in a study found that wage differentials for UAE nationals were a major 

barrier for them to participate in the private sector employment market. According to 

a report by the National Bank of Dubai (2004), factors such as long hours of work, 

one-day weekends and foreign work environments deterred UAE nationals from 

working in some sectors. In a study conducted in a similar context, Al-Lamki (1998) 

found that 65 per cent of Omani respondents preferred to work in the government 

sector because of differences in pay levels. Similarly, Ali (2008) notes that the long 

working hours and six day weeks act as a barrier to participation in the labour market 

for many UAE nationals.  He argues that education levels and training opportunities 

for Emiratis can also be barriers for Emiratisation.  Ali (2008) argues further that low 

levels of English language capabilities undoubtedly affect Emirati citizens‘ 

employability.    

 

The results of the survey study seem to be supporting the findings reported by most 

studies on the topic as all the factors under this category were rated above 3.5 by the 
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respondents. However, the results of the current study identified the ‗inappropriate 

attitude‘ of young UAE nationals as the most highly rated hindering factor.  The top 

five hindering factors, as identified in the study, are listed below.    

 Attitude among local workforce towards certain types of work.  

 Inappropriate attitude of young local employees. 

 Lack of patience and long term thinking among nationals preventing them 

from investing time in education and self development. 

 Lack of trained nationals having specialised skills. 

 Poor English language skills of nationals. 

 

The case study also supports the above findings. For example, the case study made 

reference to the attitudinal problems of UAE nationals. The case study indicated that 

the assessors often complained that the EP UAE national employees on the CMS 

process were not taking their training seriously and wanted to just pass the 

assessments without actually acquiring the competencies. Some of the widely known 

issues, such as UAE nationals‘ preferences for higher wages, more flexibility at work 

and the English language capabilities, are also reflected in the case study.  

 

7.3 Correlations and sub group differences 

The results of the correlation analysis indicated that various categories of factors 

identified in the current study are positively correlated with each other and also differ 

significantly across the organisations used in the current study. These results indicate 

that while all these factors might co-exist and influence the process of workforce 

localisation, their intensity might vary from company to company.  For example, 

national level factors, such as educational system, might be important for 
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organisations which need well educated engineers, whereas they may not be that 

critical for service operations.    

 

The current findings indicate that the problems faced by organisations might be often 

unique in nature rather than universal. Some studies have compared and contrasted 

government organisations and private sector organisations in the context of 

localisation. Some have also compared specific sectors to understand the sub group 

differences related to workforce localisation. In one such study, Ali (2008) notes that 

Emiratisation is, unsurprisingly, successful in public organisations but not in many 

private sector organisations. His comparison of Emiratisation for banks and 

insurance organisations reveals the similarities and differences that could exist in the 

challenges related to Emiratisation, as faced by organisations operating in two 

different sectors. Currently not many studies are, however, available to compare the 

impact of various factors across the sectors or types of organisations.  

 

7.4 Towards a model for practical applications and further research 

The current study reveals that appropriate use of HR tools and methods is necessary 

for managing the various critical success factors and achieving Emiratisation in its 

true sense. In the absence of professional HR support, organisations may succeed in 

Emiratisation in terms of achieving the numbers, but not in terms of achieving the 

right quality of employees, or even ensuring other goals such as performance 

excellence, employee satisfaction and so forth are not compromised while localising 

the workforce.   Proper HR support is essential to ensure quality of the process and to 

ensure that the young UAE nationals are competent to occupy their respective jobs.   
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Figure 27, below, shows the four typical combinations that may result out of the 

drive for Emiratisation and the presence or absence of professional HR support.  

 

 

Figure 27: Role of professional HR support in the Emiratisation process 

 

Based on the findings of the current study a model was developed for practical 

application and for future research in the area of workforce localisation.  The model 

is presented in Figure 28 and identifies the various critical success factors related to 

the process of localisation of a workforce as the possible determinants of the success 

or failure of the localisation process. These factors might be considered as the 

‗independent variables‘ in the model. The identification of the potential CSFs 

through systematic, reliable and objective methods, therefore, is the first step needed 

to ensure the success of the process. The model depicts the effective use of HR 
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strategies and tools to manage the various critical success factors identified by the 

organisation as the mediating or ‗intervening‘ factors. For most of the CSFs 

identified in the current study the HRD field offers tools and solutions, at least in 

theory if not fully in practice.   

 

  

Figure 28: Successful workforce localisation model   

 

‗Effective strategy for absorbing the high cost of UAE nationals‘ is added to the list 

of HR tools and strategies in the model and is highlighted in red colour font, because 

this factor was not studied or experienced in the current study.  This factor was 

included in the model as the review of literature indicated that the high cost of the 

UAE nationals is a major block to their employment, especially in companies 

operating in competitive and cost sensitive markets. Though the options are often 

limited, HR needs to manage this issue as it is not an easy one to solve.  Strategic 

options such as reduction of costs through enhancing efficiencies and employee 

productivity through competency development, process improvement and inventory 
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management might be considered.  Alternatively, HR could influence the business 

strategy of the organisation and explore the options for raising the quality and price 

and moving upward in the value chain to absorb the additional costs.   However, all 

these strategies will work only if the organisation is able to guarantee the competence 

level of the UAE nationals through appropriate methods.   

 

The model identifies successful localisation of the workforce as the outcome variable 

or the ‗dependent variable‘. The model defines the ‗success‘ of Emiratisation much 

more broadly than the definitions offered by most authors.  The current study, 

especially the case study, reveals that effective Emiratisation is much more than the 

numbers or even the competency based programmes.  Given the reality that countries 

like the UAE do not have the demographic strength to manage all the developments 

and wealth creation activities, we need to consider the presence of expatriates as a 

part of reality that needs to be acknowledged and managed.  Therefore, as long as the 

company is depending also on expats, effective Emiratisation is also about keeping 

both the national and expatriate employees motivated and their expectations 

managed.  If these delicate issues are not addressed, the result will be disastrous as it 

will result in an unhealthy workplace filled with lack of trust, lack of knowledge 

sharing, anxieties and fear. The current model therefore defines ‗successful 

localisation of the workforce‘ using the following indices, rather than just focusing 

on competencies and achieving numbers: 

 Achievement of localisation targets without compromising on competencies. 

 Effective knowledge and experience transfer.  

 Motivated and satisfied national and expatriate employees.  

 Perception of the process as ‗fair‘ and ‗just‘ by all.  
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 Minimisation of  nepotism and wasta.  

 System driven rather than people driven process.  

 Strong culture of learning and competency development.    

The findings of the current study has wide spread implications for the firm, industry 

and Government. These implications may be summarised using the taxonomy 

adopted in the current study across the firm level, industry level and national level as 

indicated by the framework below.  

Taxonomy of Factors Firm 

Level 

Industry 

Level 

Government 

Level 

1. National level factors    

2. Organisational – policies and 

practices related factors 

   

3. Organisational – HR related 

factors 

   

4. Individual level – expatriate and 

experienced staff related factors 

   

5. Individual level – UAE national 

related factors 

   

 

Figure 29: Framework for summarising the implications of the findings  

7.4.1 Implications for the firm 

The findings related to the national level factors in the current study have many 

practical implications at the firm level. The firms need to take active steps to improve 

the coordination and communication with various government agencies involved.  

Companies need to also actively influence the educational institutions to reduce the 

mismatch between demand and supply of trained nationals.  They could perhaps 

partner with relevant Government agencies proactively to ensure successful 
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implementation of government strategies.  Companies could also collaborate with 

private and public educational institutions to strengthen the quality of the educational 

systems in the country to develop the right talent as needed.  

  

Some of the findings related to policies and practices related factors in the current 

study have practical implications at the firm level.   Perhaps the most important 

factor hindering the process of localisation of workforce is the policy of limiting the 

Emiratisation to only professional, administrative and managerial positions.  Given 

the fact that the country has many unemployed people who are semi skilled and or 

school dropouts, it may be important for organisations to offer opportunities for 

training and employing them.    There is a big opportunity to nationalise the 

workforce at the lower levels such as technicians, foremen and receptionists.  Semi-

skilled UAE nationals can be perhaps easily trained in the specific job or trade and 

employed.   The firm also could enforce policies to employ UAE nationals in order 

to overcome the stereotypes against nationals that they do not wish to work, learn 

and so forth. 

The findings related to the HR related factors in the current study have important 

practical implications at the firm level. The results indicate that dedicated teams and 

special projects (e.g., competency assurance management project, localisation 

department etc.) will help accelerate the development of the nationals.  Similarly 

firms should pay more attention to creating on the job learning opportunities.  

Similarly the firm should implement proper performance management system which 

is seen as ‗just and fair‘ by all the employees.  This will reduce the perception among 

nationals that family influence/wasta is needed to succeed in the company.  It is very 

important to reinforce the faith in meritocracy among nationals.   The findings 
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suggest that the role of human resources development department is very critical in 

the whole process.  The HR department should have highly experienced staff 

members who are committed to the cause of Emiratisation. It is also very important 

for companies to have well established development and training tools and methods. 

The findings related to the expatriate and experienced staff related factors in the 

current study also have implications for day to day practices at the organisational 

level.  Organisations should try to improve the rewards and incentives for the 

expatriate and experienced local subject matter experts to coach and mentor the 

younger members.  The message to expatriates should be that if someone is a good 

performer and good coach/mentor, he/she will be rewarded and retained.  

Unfortunately often the message communicated in an implicit manner is that the 

expatriate employees will be replaced faster by the UAE nationals if he/she transfers 

his skills and knowledge to them.  Companies should also design processes and 

mechanisms to ensure transfer knowledge and experience of experienced staff to the 

younger national entry point staff.  It is highly important for the firms in the region to 

invest in knowledge management processes, policies and systems.    

The findings related to the UAE national staff related factors too have implications 

for day to day practices at the company level.  Often companies do not pay enough 

attention to the induction and integration of the new employees to the work place 

culture, ethics and values.   Firms should articulate and communicate core values, 

work ethics and discipline to all employees on a continuous basis to achieve 

successful integration of younger generation with the work culture and performance 

culture.     Similarly, it is not easy to change the negative attitude among local 

workforce towards certain types of work (e.g., lower level positions) unless and until 
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companies establish successful examples in large numbers. Therefore, companies 

should perhaps try to employ a group of UAE nationals in such jobs rather than 

trying to employ small numbers.  

7.4.2 Implications for the industry 

The study revealed implications of some of the National level factors for the success 

of Emiratisation at the sector level.   The oil and gas companies in the region should 

perhaps build common and shared support systems to support the Emiratisation. 

These could include establishment of schools, colleges and technical training 

institutions.  At the sector level the professional bodies and consortiums could play a 

vital role in improving the coordination and communication between government 

agencies and the companies.   The findings also indicate the need for developing and 

implementing sector level solutions to reduce the mismatch between demand and 

supply of trained nationals.       

The findings of the current study related to policies and practises have implications 

not only for the organisations but also for the sector.   For example, considering the 

fact that there is no established National Vocational Qualifications (NVQ) 

framework to train and certify UAE nationals to prepare them for lower level jobs, 

professional bodies representing the sector or consortiums could promote such 

training and certifications.  Such actions could change the current policies adopted by 

companies such as focussing only on localisation at managerial/senior levels without 

considering lower levels such as technicians, foremen, receptionist etc.  

Similarly findings related to HR related, expatriate and experienced employees 

related and UAE national related factors also seems to  have implications at the 

sector level. The study revealed many lessons that are important for the Oil and Gas 
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sector.  Some of the best practices in the sector seem to be driving the success of 

Emiratisation in the country.   The sector should compile and disseminate some of  

HR best practices identified in the study to various organisations.  Some of the HR 

best practices from the sector are summarised below:  

 A variety of learning and training opportunities provided to the national 

workforce 

 Investment in leadership development framework/programmes  

 Dedicated teams  for the development of nationals 

 On the job learning opportunities  

 Strong and skilled HR department 

 Good quality assessment and feedback tools in the company   

 Use of various HRD and development and training tools and methods 

 Company sponsored higher education for the national staff 

 Competency and performance based salary progression/promotions 

 Special allowances to work in difficult areas/jobs 

 Strong performance management systems 

 Reward systems for encouraging  subject matter experts to coach,mentor and 

train the local staff 

 Mechanisms to transfer knowledge and experience of experienced  staff to the 

younger national  employees 

 Focus on attitudes, core values and work ethics to induct and integrate UAE 

national staff 
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7.4.3 Implications for the government 

The findings related to various factors explored in the current study seem to have 

many implications at the Government level. Government could play significant roles 

in the success of Emiratisation process. The study clearly shows that the Government 

should try to reduce the quantitative  and qualitative gap between demand and supply 

of trained nationals passing out of the colleges and universities in the country.     

Based on the findings related to the national level factors, it may be stated that it is 

highly important for the country to focus on developing and strengthening the 

educational sector further, in terms of quality of education as well as availability of 

institutions and courses.  Government agencies should encourage the educational 

institutions to work closely with industry to reduce the gap in the demand and supply 

of trained nationals.  Lack of proper coordination and communication between 

government and companies has been identified as a major factor that hinders 

Emiratisation and therefore more focus may be required for improving the interface 

with companies. Government could also play a significant role in managing the 

competition among Government organisations to attract UAE nationals by 

standardising the compensation and benefits.   

  

7.5 Limitations of the current study and suggestions for future studies 

In spite of the efforts that have gone in to a research study, limitations of the study 

and directions for future research need to be acknowledged. This section lists some 

of the limitations of the current study, identified by the author and presents some of 

the directions for future research in the area.  
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7.5.1 Limitations of the current study 

Some of the limitations of the current study identified by the author are listed below:  

 A limitation identified at the very start of this study relates to the lack of 

adequate research literature to derive specific hypotheses that could be 

confirmed through the study.  The topic is a relatively new topic in scholarly 

literature in the field of localisation and, therefore, most of the studies 

reported on the topic are exploratory in nature. 

 The current study was conducted largely in an explorative framework and, 

therefore, detailed and specific hypotheses were not developed or tested. 

 Systematic random sampling could not be achieved due to lack of access to 

employee data of sample organisations. 

 Non oil and gas companies were from the banking sector only. 

 The study did not have any private sector organisation in the sample and, 

therefore, the application of findings across private sector organisations is 

limited and needs further validation across the sectors.  

 There was not any purely governmental organisation in the sample and, 

therefore, the application of findings across the government organisations is 

limited and needs further validation across the sectors.  

 The missing data were higher than expected as the survey did not force the 

respondents to answer all the questions before submitting.  

 The data collected in the study were limited to the UAE. Though the findings 

are highly relevant to other GCC countries where similar cultural, legal and 

economic approaches towards localisation exist, they need to be further 
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validated in the local context before applying or making decisions based on 

them.    

 The study did not explore the differences across the two sectors, namely, oil 

and gas and banking from where the data sources were collected. 

 The current study is largely based on opinions and perceptions of people 

which are likely to be biased. No attempt was made in the study to explore 

the differences in the pattern of responses across factors such as gender, 

nationalities, job functions or job levels.   

 Though the current study made an attempt to combine qualitative and 

quantitative methods, the qualitative study was limited to one case study.   

 The current study focused only on the factors which might hinder or facilitate 

the process of Emiratisation, and therefore, did not address many other 

aspects which are important in the context of localisation of workforces.  

 Though the case study provides partial practical validation, the model 

developed in the current study for application and future research is not 

empirically validated.  

 

7.5.2 Suggestions for future studies 

Some of the suggestions for future studies identified by the author are listed below:  

 Future studies could focus more on testing specific hypotheses and 

understanding the specific cause-effect relationships in the context of the 

process of workforce localisation.  

 Future studies are needed to test the model developed in the current study 

more systematically and across the sectors and regions.  
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 Future studies should focus on achieving better sampling and coverage of 

sectors in order to arrive at findings that can be generalised and applied 

across the sectors.    

 Comparative studies across the different sectors and types of organisations in 

the UAE could reveal similarities and differences and, therefore, will help to 

understand the process of Emiratisation better.   

 Comparative studies across the GCC countries could reveal similarities and 

differences and, therefore, will help to understand the process of localisation 

of the workforce better. Such studies will also help in learning from each 

other for outlining future strategies. 

 Future studies also need to compare and contrast the perceptions and 

perspectives of different categories of people.  For example, studies 

comparing the opinions of UAE nationals with those of expatriates could 

throw enlightening insights onto the process. Similarly, studies comparing the 

opinions and perceptions of young UAE nationals with those of experienced 

UAE nationals could reveal factors resulting from a ‗generation gap‘. 

 Future studies should also focus on the other important challenges faced by 

organisations engaged in the localisation of their workforce. Some such 

challenges revealed by the current study include managing the expectations 

of the young UAE nationals, managing the ‗attitudinal‘ problems and 

managing the ‗knowledge and experience transfer‘.  

 Developing more case studies and qualitative studies on the topic could 

facilitate the process of sharing insights and understanding the complex 

process of workforce localisation better.  
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 Localisation of a workforce is a tricky issue which is primarily triggered by 

socio-economic and demographic factors in most countries.  However, not 

many studies are available focusing on the complex interplay of such ‗macro‘ 

level factors.  The current study focused primarily on the oil and gas sector 

which is not driven by a pressure to reduce costs or improve productivity and, 

therefore, could meet the expectations of UAE nationals related to 

compensation and life style.  However, many other organisations which are 

commercially driven and cost conscious, find it difficult to manage the 

expectations of UAE nationals without making losses.  Probably more studies 

are needed to identify strategies to tackle such difficult challenges in future.   

  

7.6 Summary and conclusion 

Human resources development is critical for any organisation to achieve excellence, 

because excellence ultimately occurs as a result of learning, quality, teamwork and 

fair treatment of people at work (Ulrich, 1998). While the overall role of HRD 

remains the same across the regions, nations and even organisations, often there are 

some major differences locally, in certain roles resulting from unique local 

challenges and realities.  

 

The current study was conceived to investigate one such unique challenge faced by 

HR, namely, localisation of workforces in Middle Eastern countries, especially in the 

context of the United Arab Emirates.  More specifically, the current study explored 

and identified the critical success factors (CSF) which impact upon the effective 

implementation of HRD initiatives in support of nationalisation of the workforce in 
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the context of the energy sector in the UAE. The current study also developed a 

taxonomy of the CSFs covering the following categories:  

 National level factors  

 Organisational – policies and practices related factors 

 Organisational – HR related factors 

 Individual level – expatriate and experienced staff related factors 

 Individual level – UAE national related factors. 

 

The study used both qualitative and quantitative methods and compared the various 

factors within each of the above categories that could facilitate or hinder the process 

of localisation of a workforce. The study also compared the above categories of 

factors to see their relative importance. The results indicate that all these factors are 

part of a complicated reality that needs to be managed to ensure success of the 

localisation of a workforce. The findings of the study revealed valuable insights that 

could enrich not only future research in the area, but also the practical application of 

HR tools and methods to support the localisation process.   

The current study developed also a model for practical application and future 

research in the area. The model identified the role of HR strategies and tools as 

critical for managing the CSFs and ensuring the success of the process of 

localisation.  The model developed in the current study also emphasised the need to 

define the ‗success‘ of localisation in much broader terms by addressing complex 

issues such as employee morale and motivation, expectations of all employees, 

including expatriates and so forth, rather than just focusing on the number of UAE 

nationals employed and their competencies.    
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The current study also identified some of the limitations of the study and highlighted 

suggestions for future research.  
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9 Appendix 1: Pilot questionnaire used for item generation 

Factors Facilitating and Constraining Emiratisation of Workforces 

Pilot Questionnaire for Variables Identification and Item Generation 

(To be filled in by professionals who are informed/experienced/experts in issues related to localisation of 
workforces in general and Emiratisation in specific) 

Dear Respondent 
 
I am seeking a personal favour from you to contribute to a research study on Emiratisation issues, which I 
am currently doing at Bradford University as a part of my DBA programme. I would appreciate if you could 
complete this questionnaire as an experienced professional and send it back to me electronically. 
 
This questionnaire is designed to seek opinion of experts and informed professionals about the topic in 
which I am doing my research. Your responses will help me to identify the important variables and areas to 
be included in my final study, in addition to ensuring construct validity of my research questionnaire.  Your 
responses will be used only for developing my final survey questionnaires and research and will remain 
100% confidential. Your individual responses will not be published or shared with anyone.  Only aggregate 
or averaged results will be used in my study.  We are seeking only your personal opinions and nothing 
related to your employer/company practices through this questionnaire. 
 
I thank you for your time and appreciate your cooperation.  
 
Yehya  Al-Marzouqi 
Head of Corporate Development and Training  
Abu Dhabi Company for Onshore Oil Operations 

Your name   

Age in years   

Company   

Title   

Level/grade   

Nationality   

Your areas of specialisation/ discipline   

Total no of years of experience    

No of years of experience in GCC countries   

No of years of experience in the UAE   

No of years of experience in oil and gas sector   

How do you rate yourself in your familiarity with 
issues related to localisation of workforce?  
(Select your response from the pull down menu) 

  

Factors facilitating localisation of workforce 

Please list 3-4 major factors that seem to facilitate Emiratisation under each category below 

International factors (e.g., competitiveness of 
nations, cost of labour etc.) 
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National level factors (e.g., government strategies 
etc.) 

  

  

  

  

  

Industry factors (e.g., private sector issues, oil 
and gas issues, government sector etc.) 

  

  

  

  

  

Organisational level factors (e.g., company vision, 
mission, values, HR strategies etc.) 

  

  

  

  

  

Individual level factors (e.g., attitudes, values and 
skills of entry points, job security of expatriates 
etc.) 

  

  

  

  

  

Factors constraining localisation of workforce 

Please list 3-4 major factors that seem to constrain Emiratisation under each category below 

International factors (e.g., competitiveness of 
nations, cost of labour etc.) 

  

  

  

  

  

National level factors (e.g., government strategies 
etc.) 

  

  

  

  

  

Industry factors (e.g., private sector issues, oil 
and gas issues, government sector etc.) 

  

  

  

  

  

Organisational level factors (e.g., company vision, 
mission, values, HR strategies etc.) 

  

  

  

  

  

Individual level factors (e.g., attitudes, values and 
skills of entry points, job security of expatriates 
etc.) 
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10 Appendix 2: Final questionnaire used for data collection 

HR strategies for successful localisation of workforces 

Covering email 

Dear respondent 
I am asking for your help as a part of a survey I am conducting regarding localisation of workforces in the 
GCC countries. The questions found on our survey describe what we are studying and why.  Your response 
to this survey is totally voluntary and anonymous, but it would be very helpful if you do respond.  You may 
respond to the survey by clicking the following URL:  
 
> http://www.AdvancedSurvey.com/survey........ 
 
If you have any questions, please call Yehya Al-Marzouqi at  +971506419700. Thank you very much. I am 
look forward to hearing from you! 
Sincerely, 
Yehya Al-Marzouqi 

Online Questionnaire  

Introduction 

Dear Respondent:............. 
This survey is part of my DBA assignment with Bradford University. The purpose of my research is to 
identify factors which facilitate/hinder the localisation of workforces.  I would be obliged if you could 
complete this  survey aimed at identifying roles of various factors,  including HR strategies and tools in the 
localisation/ nationalisation process in general. Your response to this survey is totally voluntary and 
anonymous, but it would be very helpful if you do respond. The results will be reported only in aggregate 
forms and no information specific to any company will be revealed. For any further clarification you may 
contact me through email (uae200@eim.ae).....Thank you very much for your support! 
Yehya Al-Marzouqi,  
Head of Corporate Development and Training,  
Abu Dhabi Company for Onshore Oil Operations, P.O Box 270, Abu Dhabi, UAE 

Background Section 

No  Question Response choices 

1 Your Name (Optional)   

2 Your Company    Oil and Gas Co 1 

       Oil and Gas Co 2 

       Oil and Gas Co 3 

       Oil and Gas Co 4 

       Oil and Gas Co 5 

       Bank (1) 

       Any other (please specify)  

3 
Where is your company 
situated?  

   Bahrain  

       Qatar  

       Oman  

       Saudi Arabia  

        Kuwait  

       UAE  

       Any other (please explain)  

4 Nature of your company    Government/public sector  

       Semi-Government/semi-public sector  

       Private sector (single owner family business)  



   

190 

       Private sector (registered company having many shareholders)  

       Any other (please explain)  

5 Industry sector    Telecommunication  

       Banking  

       Oil and gas  

       Construction and real estate  

       Education/academic  

       Hotels and recreation  

       Any other (please explain)  

6 
What percentage of your 
workforce is localised now?  

   0-20%  

       20-40%  

       40-60%  

       60-80%  

       80-100%  

       Any other (please explain)  

7 
What is the target for 
localisation of workforce in your 
company for the year?  

   0-20%  

       20-40%  

       40-60%  

       60-80%  

       80-100%  

       Any other (please explain)  

8 
How do you rate the success of 
localisation of workforce in your 
company? 

   Very poor  

        Poor  

        Average  

        Good  

        Very good  

        Any other (please explain)  

9 
Who decides the target for 
localisation of workforce in your 
company? 

    Nobody  

        Company/owner/management  

        Shareholders  

        Government/Government Agencies/Ministry  

        Any other (please explain)  

10 

Which 
division/department/function 
drives the localisation process 
in your company? 

   Nobody  

        Owner/management  

        HRD  

       Any other (please explain)  

11 

Which of the following HR 
tools/methods are used in your 
company to support 
localisation of workforce? 

    Objective setting and performance appraisal  

        Potential appraisal/assessment centre/development centre  

    
    Articulation/communication/reinforcement of core values of the  
   company  
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    Systems and methods to assess and ensure competence  
   (e.g.,  competence assurance management systems)  

        Full time on the job trainers  

        Coaching and mentoring  

        Personal development plans  

        360 degree assessment and feedback  

        E-learning  

        Blended learning (mix of classroom and online learning)  

        English language assessments and certifications  

        PC skills assessments and certifications  

    
    Other (e.g., behavioural/managerial skills) assessments and  
   certifications  

        Succession planning  

        Leadership competency frameworks and development  

        External training  

        In house training  

        Career ladders  

        Job rotations  

        Task forces/special projects  

       Any other HR tools or methods  

12 
Which of the following factors 
are critical to ensure 
localisation of workforce? 

   Forced targets by Government/Ministry/Shareholders/Owners  

        Commitment of the management  

        Competence and commitment of human resources department  

        Intensive use of HR tools and methods   

        Right sourcing/recruitment strategies to attract the local talent  

Main Section 

  Items 

Slows 
down 
localisation 
of 
workforce 
to a great 
extent  

Slows 
down 
localisation 
of 
workforce 
to some 
extent  

Neither 
slows 
down nor 
facilitates 
the 
localisation 
of 
workforce  

Facilitates 
localisation 
of 
workforce 
to some 
extent  

Facilitates 
localisation 
of 
workforce 
to a great  
extent  

13 
Availability of cheaper labour 
from other countries 

          

14 
Business/profit motives of the 
company/shareholders  

          

15 
Experienced nationals leaving 
for better jobs 

          

16 
Inflation/rise in cost of living 
forces national employees to 
find better packages/jobs  

          

17 

Harsh climate in the work 
areas (e.g. offshore, desert, 
onshore fields, construction 
sites etc.) 

          

18 Office timings           

19 
Work cycles (long cycles, short 
cycles in oil fields etc.) 

          



   

192 

20 Lack of opportunities for locals 
to perform after being trained 

          

21 New employment opportunities 
due to multinational companies 
establishing in the country 
through various government 
initiatives (e.g. free zones) 

          

22 Availability of more skilled 
labour from other countries 

          

23 Competition from other nearby 
countries to attract talent 

          

24 Lack of higher salaries and 
benefits for the national staff 
compared to expatriate staff 

          

25 Competition from international 
markets for talent 

          

26 Lack of enough expat subject 
matter experts to train the local 
staff  

          

27 Lack of motivation for expat 
subject matter experts to train 
the local staff 

          

28 Subcontracting of work           

29 Poor English language skills of 
nationals 

          

30 Lack of trained nationals 
having specialised skills 

          

31 Competitive markets force 
companies to recruited 
cheaper labour  

          

32 Lack of experience among 
nationals 

          

33 Lack of proper long term 
manpower planning by 
company 

          

34 Lack of proper long term 
manpower planning by 
Government 

          

35 Lack of proper coordination 
and communication between 
Government and companies  

          

36 Mismatch between demand 
and supply of trained nationals 

          

37 Vision of localisation of 
workforce is not cascaded 
down the company  

          

38 Lack of retention strategy to 
keep experienced nationals 

          

39 Focusing only on localisation at 
managerial/senior levels 
without considering lower 
levels such as technicians, 
foremen, receptionist etc  

          

40 Job security for locals           
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41 Family influence/wasta           

42 Lack of faith in meritocracy 
among nationals 

          

43 Hierarchical culture in society 
prevents free interaction and 
faster development of nationals 

          

44 Options available for nationals 
to make money without hard 
work/professional career 

          

45 Lack of rules to force 
companies to nationalise 

          

46 Poor implementation of 
government strategies 

          

47 Poor implementation of 
company strategies  

          

48 Weak educational systems in 
the country to create 
professionals  

          

49 Lack of patience and long term 
thinking among nationals 
preventing them to invest time 
in education and self 
development 

          

50 Lack of rules to prevent/control 
import of expat labour 

          

51 Lack of rigorous competency 
development and assurance 
programmes in companies 

          

52 Lack of good educational 
institutions to train nationals 

          

53 Tough localisation targets 
imposed by the 
government/shareholders 
undermining the quality  

          

54 Complicated labour laws           

55 Helplessness among 
companies due to the volatile 
nature of business/low profit 
margins  

          

56 Localisation of workforce in 
human resources and related 
functions/divisions/departments  

          

57 Weak human resources/ 
development and training 
functions/divisions/departments  

          

58 Stereotypes against nationals 
that they do not wish to 
work/get trained/to learn etc. 

          

59 Companies aiming at only 
profit not social benefit 

          

60 Localising key positions(e.g. 
HRD) with inexperienced staff 
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61 Lack of mechanisms to transfer 
knowledge and experience of 
aging staff to the younger 
national entry point staff 

          

62 Unrealistic localisation targets 
and speed resulting in failure 
experiences 

          

63 No dedicated HR focal points 
to track the development and 
integration of local entry point 
employees 

          

64 Permission to do business 
outside distracts local 
employees from work 

          

65 Lack of publicly 
known/established vision for 
localisation of workforce 

          

66 Failure from government to 
reward companies interested in 
localisation 

          

67 Shadowing locals with 
competent expat staff 

          

68 Lack of manpower and 
succession planning 

          

69 Failure of companies to 
articulate and communicate 
core values to all staff, 
especially entry point national 
staff 

          

70 Inappropriate attitude of young 
local employees 

          

71 Unattractive designations/office 
etc 

          

72 High cost of life style among 
young nationals 

          

73 Language barrier among 
nationals 

          

74 Poor performance 
management systems which 
fails to differentiate non 
performers from performers 

          

75 Lack of rewards for 
mentors/coaches and voluntary 
trainers who would like to 
develop nationals 

          

76 Attitude among local workforce 
towards certain types of work 
(e.g. clerical, manual etc.) 

          

77 Expectations of young 
nationals to achieve without 
hard work 

          

78 Perception among young 
nationals that there is no 
completion or need to perform 
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as the company is under 
pressure to localise  

79 Discrimination and favouritism 
among locals leads the 
hardworking locals to leave 

          

80 Poor coaching and mentoring 
skills of expatriates 

          

81 Poor knowledge and expertise 
of existing expatriate staff 

          

82 Attempt to localise in a hurry 
leading to too many entry 
points and less 
coaches/mentors to train them 

          

83 Negative attitude of entry point 
local employees to work and 
self development 

          

84 Interaction with different 
nationalities and experience at 
work place 

          

85 Interaction with employees 
coming from different nations 
and academic 
background/degrees 

          

86 Loyalty and commitment of 
expatriates to their current 
employer 

          

87 Competent expatriates leaving 
to their country/other jobs 

          

88 Availability of cheaper national 
workforce 

          

89 Company sponsored higher 
education for the national staff 

          

90 Short supply of competent 
expatriate staff 

          

91 Profitability of the company and 
other economic factors (e.g. oil 
price, telecom sector 
liberalisation etc) 

          

92 Aging of experienced 
expatriate staff 

          

93 Company’s ability to provide 
safe and secure job and work 
place 

          

94 Company’s ability to provide 
good balance between work 
and life 

          

95 Weak government strategy           

96 Learning and training 
opportunities in the company 
for the staff 

          

97 Poor compensation and 
benefits such as insurance, 
welfare, education allowances, 
housing etc 
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98 Performance appraisal (setting 
performance targets for the 
staff and appraising the 
achievements by the end of the 
year) 

          

99 Strong leadership development 
programmes to ensure positive 
leadership in the company who 
can develop future local talents 

          

100 Liberalisation, globalisation and 
opening of market 

          

101 Opening of education sectors 
leading to establishment of 
private universities and 
colleges 

          

102 Time based salary 
progression/promotions 

          

103 Competency and performance 
based salary 
progression/promotions 

          

104 Dedicated teams and projects 
(e.g. competency assurance 
management, localisation 
department etc.) to look after 
the development of nationals 

          

105 Chasing numerical targets of 
nationalisation instead of 
ensuring proper development 
and intake quality 

          

106 Employing national staff in key 
positions to attract and retain 
more nationals 

          

107 On the job learning 
opportunities such as 
projects/task forces and 
studies 

          

108 Delegation and empowerment 
of national staff 

          

109 Individual values of entry points 
not aligned to work place 
values 

          

110 Lack of enthusiasm among 
national entry point employees 
to learn 

          

111 Quality of educational system 
in the country 

          

112 Aptitudes and interests of the 
national entry point employees  

          

113 Poor work ethics among entry 
point employees 

          

114 Resources of the nation (e.g. 
oil reserves, tourism etc.) 

          

115 Development of nation through 
new projects, industries etc. 
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116 Special allowances to work in 
difficult areas/jobs (e.g. field 
allowances, overtime 
allowances etc.) 

          

117 Strong and skilled HR 
department  

          

118 Good quality assessment and 
feedback tools in the company 
(e.g. assessment centre,360 
degree feedback, performance 
appraisal etc.) 

          

119 Use of various HRD and 
development and training tools 
and methods 
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11 Appendix 3: Results of item analysis  

No Item Category Var Name 

Positive items (facilitating factors)which were reverse coded 

84 
Interaction with different nationalities and 
experience at work place 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP08 

85 
Interaction with employees coming from different 
nations and academic background/degrees 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP09 

86 
Loyalty and commitment of expatriates to their 
current employer 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP10 

92 Aging of experienced expatriate staff 
Individual level – expatriate 
and experienced staff related 
factors 

INDEXP13 

100 Liberalisation, globalisation and opening of market National level factors NATION23 

101 
Opening of education sectors leading to 
establishment of private universities and colleges 

National level factors NATION24 

114 
Resources of the nation (e.g. oil reserves, tourism 
etc.) 

National level factors NATION26 

115 
Development of nation through new projects, 
industries etc. 

National level factors NATION27 

96 
Learning and training opportunities in the company 
for the staff 

Organisational – HR related 
factors 

ORGHRD10 

99 
Having leadership development 
framework/programmes 

Organisational – HR related 
factors 

ORGHRD12 

104 
Dedicated teams and projects (e.g. competency 
assurance management, localisation department 
etc.) to look after the development of nationals 

Organisational – HR related 
factors 

ORGHRD13 

107 
On the job learning opportunities such as 
projects/task forces and studies 

Organisational – HR related 
factors 

ORGHRD14 

117 Strong and skilled HR department 
Organisational – HR related 
factors 

ORGHRD16 

118 
Good quality assessment and feedback tools in 
the company (e.g. assessment centre, 360 degree 
feedback, performance appraisal etc.) 

Organisational – HR related 
factors 

ORGHRD17 

119 
Use of various HRD and development and training 
tools and methods 

Organisational – HR related 
factors 

ORGHRD18 

89 
Company sponsored higher education for the 
national staff 

Organisational – benefits and 
rewards related factors 

ORGHRD21 

103 
Competency and performance based salary 
progression/promotions 

Organisational – benefits and 
rewards related factors 

ORGHRD24 

116 
Special allowances to work in difficult areas/jobs 
(e.g. field allowances, overtime allowances etc.) 

Organisational – benefits and 
rewards related factors 

ORGHRD25 
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14 
Business/profit motives of the 
company/shareholders 

Organisational – policies and 
practices related factors 

ORGPOL01 

93 
Company’s ability to provide safe and secure job 
and work place 

Organisational – policies and 
practices related factors 

ORGPOL24 

94 
Company’s ability to provide good balance 
between work and life 

Organisational – policies and 
practices related factors 

ORGPOL25 

Negative items (hindering factors) 

26 
Non-availability of experienced subject matter 
experts (SMEs) to train newly recruited local 
staff/nationals 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP01 

27 
Lack of motivation for expat subject matter experts 
to train the local staff 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP02 

61 
Lack of mechanisms to transfer knowledge and 
experience of aging staff to the younger national 
entry point staff 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP03 

75 
Lack of rewards for mentors/coaches and 
voluntary trainers who would like to develop 
nationals 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP05 

80 Poor coaching and mentoring skills of expatriates 
Individual level – expatriate 
and experienced staff related 
factors 

INDEXP06 

29 Poor English language skills of nationals 
Individual level – UAE national 
related factors 

INDUAE01 

30 Lack of trained nationals having specialised skills 
Individual level – UAE national 
related factors 

INDUAE02 

32 Lack of experience among nationals 
Individual level – UAE national 
related factors 

INDUAE03 

49 
Lack of patience and long term thinking among 
nationals preventing them to invest time in 
education and self development 

Individual level –UAE national 
related factors 

INDUAE04 

70 Inappropriate attitude of young local employees 
Individual level – UAE national 
related factors 

INDUAE05 

73 Language barrier among nationals 
Individual level – UAE national 
related factors 

INDUAE07 

76 
Attitude among local workforce towards certain 
types of work (e.g. clerical, manual etc.) 

Individual level – UAE national 
related factors 

INDUAE08 

77 
Expectations of young nationals to achieve without 
hard work 

Individual level – UAE national 
related factors 

INDUAE09 

78 
Perception among young nationals that there is no 
competition or need to perform as the company is 
under pressure to localise 

Individual level – UAE national 
related factors 

INDUAE10 
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83 
Negative attitude of entry point local employees to 
work and self development 

Individual level – UAE national 
related factors 

INDUAE11 

109 
Individual values of entry points not aligned to 
work place values 

Individual level – UAE national 
related factors 

INDUAE12 

110 
Lack of enthusiasm among national entry point 
employees to learn 

Individual level – UAE national 
related factors 

INDUAE13 

113 Poor work ethics among entry point employees 
Individual level – UAE national 
related factors 

INDUAE15 

13 Availability of cheaper labour from other countries National level factors NATION01 

16 
Inflation/rise in cost of living forces national 
employees to find better packages/jobs 

National level factors NATION02 

31 
Competitive markets, force companies to recruit 
cheaper labour 

National level factors NATION07 

34 
Lack of proper long term manpower planning by 
government 

National level factors NATION08 

35 
Lack of proper coordination and communication 
between government and companies 

National level factors NATION09 

36 
Mismatch between demand and supply of trained 
nationals 

National level factors NATION10 

44 
Options available for nationals to make money 
without hard work/professional career 

National level factors NATION11 

45 Lack of rules to force companies to nationalise National level factors NATION12 

46 Poor implementation of government strategies National level factors NATION13 

48 
Weak educational systems in the country to create 
professionals 

National level factors NATION14 

50 
Lack of rules to prevent/control import of expat 
labour 

National level factors NATION15 

52 
Lack of  good educational institutions to train 
nationals 

National level factors NATION16 

53 
Tough localisation targets imposed by the 
government/shareholders undermining the quality 

National level factors NATION17 

54 Complicated labour laws National level factors NATION18 

64 
Permission to do business outside distracts local 
employees from work 

National level factors NATION19 

66 
Failure from government to reward companies 
interested in localisation 

National level factors NATION20 

95 Weak government strategy National level factors NATION22 

33 
Lack of proper long term manpower planning by 
company 

Organisational – HR related 
factors 

ORGHRD01 

38 
Lack of retention strategy to keep experienced 
nationals 

Organisational – HR related 
factors 

ORGHRD02 
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51 
Lack of  rigorous competency development and 
assurance programmes in companies 

Organisational – HR related 
factors 

ORGHRD03 

57 
Weak human resources/ development and training  
functions/divisions/departments 

Organisational – HR related 
factors 

ORGHRD05 

68 Lack of manpower and succession planning 
Organisational – HR related 
factors 

ORGHRD08 

74 
Poor performance management systems which 
fails to differentiate non performers from 
performers 

Organisational – HR related 
factors 

ORGHRD09 

15 Experienced nationals leaving for better jobs 
Organisational – benefits and 
rewards related factors 

ORGHRD19 

24 
Lack of higher salaries and benefits for the 
national staff compared to expatriate staff 

Organisational – benefits and 
rewards related factors 

ORGHRD20 

20 
Lack of opportunities for locals to perform after 
being trained 

Organisational – policies and 
practices related factors 

ORGPOL05 

28 Subcontracting of work 
Organisational – policies and 
practices related factors 

ORGPOL06 

37 
Vision of localisation of workforce is not cascaded 
down the company 

Organisational – policies and 
practices related factors 

ORGPOL07 

39 
Focusing only on localisation at managerial/senior  
levels without considering lower levels such as 
technicians, foremen, receptionist etc 

Organisational – policies and 
practices related factors 

ORGPOL08 

41 Family influence/wasta 
Organisational – policies and 
practices related factors 

ORGPOL10 

42 Lack of faith in meritocracy among nationals 
Organisational – policies and 
practices related factors 

ORGPOL11 

43 
Hierarchical culture in society prevents free 
interaction and faster development of nationals 

Organisational - policies and 
practices related factors 

ORGPOL12 

47 Poor implementation of company strategies 
Organisational - policies and 
practices related factors 

ORGPOL13 

58 
Stereotypes against nationals that they do not wish 
to work/get trained/to learn etc 

Organisational - policies and 
practices related factors 

ORGPOL15 

59 Companies aiming at only profit not social benefit 
Organisational - policies and 
practices related factors 

ORGPOL16 

65 
Lack of publicly known/established vision for 
localisation of workforce 

Organisational - policies and 
practices related factors 

ORGPOL18 

69 
Failure of companies to articulate and 
communicate core values to all staff, especially 
entry point national staff 

Organisational - policies and 
practices related factors 

ORGPOL19 

71 Unattractive designations/office etc. 
Organisational - policies and 
practices related factors 

ORGPOL20 

79 
Discrimination and favouritism among locals leads 
the hardworking locals to leave 

Organisational - policies and 
practices related factors 

ORGPOL21 

82 
Attempt to localise in a hurry leading to too many 
entry points and less coaches/mentors to train 
them 

Organisational - policies and 
practices related factors 

ORGPOL22 



   

202 

105 
Chasing numerical targets of nationalisation 
instead of ensuring proper development and intake 
quality 

Organisational - policies and 
practices related factors 

ORGPOL26 

Deleted items 

67 Shadowing locals with competent expat staff 
Individual level – expatriate 
and experienced staff related 
factors 

INDEXP04 

81 
Poor knowledge and expertise of existing 
expatriate staff 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP07 

87 
Competent expatriates leaving to their 
country/other jobs 

Individual level – expatriate 
and experienced staff related 
factors 

INDEXP11 

90 Short supply of competent expatriate staff 
Individual level – expatriate 
and experienced staff related 
factors 

INDEXP12 

72 High cost of life style among young nationals 
Individual level – UAE national 
related factors 

INDUAE06 

112 
Aptitudes and interests of the national entry point 
employees 

Individual level – UAE national 
related factors 

INDUAE14 

21 

New employment opportunities due to 
multinational companies establishing in the country 
through various Government initiatives (e.g. free 
zones) 

National level factors NATION03 

22 
Availability of more skilled labour from other 
countries 

National level factors NATION04 

23 
Competition from other nearby countries to attract 
talent 

National level factors NATION05 

25 Competition from international markets for talent National level factors NATION06 

88 Availability of cheaper national workforce National level factors NATION21 

111 Quality of educational system in the country National level factors NATION25 

56 
Localisation of workforce in human resources and 
related functions/divisions/departments 

Organisational – HR related 
factors 

ORGHRD04 

60 
Localising key positions (e.g., HRD) with 
inexperienced staff 

Organisational – HR related 
factors 

ORGHRD06 

63 
No dedicated HR focal points to track the 
development and integration of local entry point 
employees 

Organisational – HR related 
factors 

ORGHRD07 

98 
Performance appraisal (setting performance 
targets for the staff and appraising the 
achievements by the end of the year) 

Organisational – HR related 
factors 

ORGHRD11 

108 Delegation and empowerment of national staff 
Organisational – HR related 
factors 

ORGHRD15 
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97 
Poor compensation and benefits such as 
insurance, welfare, education allowances, housing 
etc. 

Organisational - benefits and 
rewards related factors 

ORGHRD22 

102 Time based salary progression/promotions 
Organisational - benefits and 
rewards related factors 

ORGHRD23 

17 
Harsh climate in the work areas(e.g., offshore, 
desert, onshore fields, construction sites etc.) 

Organisational - policies and 
practices related factors 

ORGPOL02 

18 Office timings 
Organisational - policies and 
practices related factors 

ORGPOL03 

19 
Work cycles (long cycles, short cycles in oil fields 
etc.) 

Organisational - policies and 
practices related factors 

ORGPOL04 

40 Job security for locals 
Organisational - policies and 
practices related factors 

ORGPOL09 

55 
Helplessness among companies due to the volatile 
nature of business/Low profit margins 

Organisational - policies and 
practices related factors 

ORGPOL14 

62 Unrealistic localisation targets 
Organisational - policies and 
practices related factors 

ORGPOL17 

91 
Profitability of the company and other economic 
factors (e.g. oil price, telecom sector liberalisation 
etc.) 

Organisational - policies and 
practices related factors 

ORGPOL23 

106 
Employing national staff in key positions to attract 
and retain more nationals 

Organisational - policies and 
practices related factors 

ORGPOL27 
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