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Abstract: Decision making is apparently one of the most important functions 

of managers. This paper attempts to examine the influence of predominantly 

patriarchal and collectivistic Arab-Islamic culture and hierarchical and 

collectivistic Japanese culture on management decision making processes. By 

adopting an integrative approach, carrying out historical analysis and 

undertaking an extensive review of literature, this study aims to build 

a comprehensive account of the main features and to explore particularities of 

decision making styles in the Arab world and Japan. From an academic 

perspective, this research might improve our understanding of the role played 

by national culture in management thinking. From a practical perspective, 

research might result in a better management as it encourages international 

executives to be aware of differences in decision making styles across various 

non-Western national cultures. 
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1 INTRODUCTION 

Decision making is apparently one of the most important functions of 

managers as it determines the success or failure of any company. Decision 

making style is a significant work-related attitude that influences managerial 

performance (Ali, 1993). Kaur (1993) believes that the effectiveness of any 

company is conditional not only upon its technological efficiency but also 

upon effective decision making process. Generally, the analysis of this 

process could help scholars to understand managers, their approach to 

problem solving and communicating with others in the company (Ali, 1993; 

Ali et al., 1995).   
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Does culture make companies or do companies develop their own cultures? 

An answer to this question is directly linked to the interplay between national 

and organisational culture. Obviously, managers do not exist in economic or 

social vacuum and are under the impact of different values, norms, believes 

and traditions of society. Hofstede et al. (2005) are convinced that national 

and organizational cultures coexist and interact because the former is learned 

in childhood whereas the latter during adulthood. However, the question 

about direct or indirect (through organizational culture) impact of national 

culture on management decision making remains unanswered (Schneider et 

al., 1991; Earley et al., 1995).  

Although traditionally decision making process is depictured as a rational one, 

Noorderhaven (1995) argues that it is influenced by various contextual 

variables. A prominent role performed by the knowledge of culture, its values 

and influence on the organizations and behaviour of decision makers was 

acknowledged half a century ago (Oberg, 1963; GonHesseling et al., 1969; 

Negandhi, 1975) and still is emphasized by modern scholars (Adler, 1991; 

Sagie et al., 2003; Francesco et al., 2005). A number of empirical studies 

(Badawy, 1980; Ali, 1993; Crookes et al., 1998; Mann et al. 1998) have also 

confirmed the significance of national culture in shaping management 

decision making process and determining its style. Although Hofstede (2001: 

109) argue that “one cannot write meaningfully about organisational 

participation without embedding it within a national cultural context”, 

scholars have devoted considerably less attention to the impact of national 

culture on management decision making styles than to the influence of other 

contextual variables (Yousef, 1998b; Tsui et al., 2007). 

The most popular framework of cultural dimensions has been developed by 

Hofstede (1980; 1984)19. Despite of being criticised for a selected research 

method (House et al., 2004) and biased research design (Sivakumar et al., 

2001), it is still strongly favoured by cross-cultural management researchers 

(Sondergaard, 1994). The studies analysed in this review are not exception.  

This paper attempts to examine the influence of predominantly patriarchal and 

collectivistic Arab-Islamic culture and hierarchical and collectivistic Japanese 

culture on management decision making processes. By adopting an 

integrative approach, carrying out historical analysis and undertaking an 

extensive review of literature on decision making processes in companies 

                                                           
19 The dimensions are: power distance, uncertainty avoidance, individualism-collectivism, 

masculinity-femininity, long-term – short-term orientation.    
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located in the Arab world and Japan, this study aims to build a comprehensive 

account of the main features and to explore particularities of decision making 

styles in the abovementioned regions. Although reviewed studies by no means 

constitute a comprehensive body of literature, we firmly believe that they 

reasonably cover both theoretical and empirical research that has been 

conducted over recent decades.   

The choice of the Arab countries and Japan is not coincidental. Although both 

regions belong to the group of the Eastern countries and are typical 

representatives of collectivistic culture, they possess a number of distinctive 

characteristics that make them different from the Western world and from 

each other. This singularity makes their comparative analysis particularly 

interesting.  

From an academic perspective, this research might improve our understanding 

of the role played by national culture in decision making processes, 

management thinking and practices. For practitioners, heterogeneity of 

decision making styles might become a serious obstacle in multinational 

companies. When a foreign executive and local workforce belong to different 

cultures, decision making process might be contradictory and impede the 

development of successful work relationship. Thus, from a practical 

perspective, this study might result in a better management as it encourages 

international executives to examine and to be aware of particularities of 

decision making styles across various non-Western national cultures.    

2 RESULTS 

2.1 The Arab World 

2.1.1 Social and cultural environment 

According to Hofstede (1994), collectivism dominates in developing and 

Eastern countries whereas individualism - in developed and Western countries 

because the latter is boosted by industrialisation. Comparative management 

studies (Al-Yahya, 2009) consider the Middle East as a separate unified 

cluster which has high scores in collectivism, power distance and avoidance 

of responsibility. Consequently, it could indicate the preference for 

hierarchical communication, bureaucratical organization and authoritarian 

management. However, reality is more complicated. Although at present the 

Arab world consists of 22 countries that share similar historical experiences, 

each of these countries has some specific practices, traditions and values. For 
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example, the Arab countries take different positions on the continuum of 

collectivism: Saudi Arabia is more collectivistic than Lebanon or Egypt 

(Hofstede, 2005). Therefore, any analysis of Arab corporate culture and its 

impact on management decision making process is inevitably based on some 

extent of generalisation.  

Ali (1990) has proposed that all the studies into leadership and organisational 

practices in the Arab countries conducted by Arab scholars could be 

categorised as Westernised, Arabised and Islamicised. Although the 

Westernised scholars (Ayubi, Badawy, Muna) succeeded in finding some 

organisational and personal aspects that impact on managerial behaviour, they 

failed to construct general management theory. The Arabised group (Ali, Al-

Kubaisy) carried out critical analysis of managerial practices in the Arab 

companies. Finally, the Islamicised scholars (Abu-Sin, Hawi, Khadra, Nusair, 

Sharfuddin) defended the application of Islamic postulates and traditions in 

doing business. Apparently, over the years the last approach has gradually 

grown in popularity among the population due to frustration mostly caused by 

the introduction of the principles of Western management.  

Unlike Western countries, business companies in the Arab world did not 

emerge independently of socio-cultural environment. Instead, they are a 

continuation of Islamic values and traditions and are closely linked to a family 

(in contrast to an individual in the West) as a key component of Islamic 

society and business (Huff, 1993). The exploration of Arab corporate culture 

cannot ignore particularity that more than 90 % of Arab companies are family 

businesses. Consequently, the family as an inextricable link between Arab 

society and Arab business life has transformed companies into derivative of 

Arab and Islamic values, beliefs and traditions (Hammoud, 2011). Bjerke et 

al. (1993: 30) argues that “the cultural milieu shaping the mentality and 

behaviour [..] is a unique blend of Islam mixed with Arab traditions”. Sharabi 

(1988, quoted from Al Rasheed, 2001: 45) maintains that “neopatriarchy”, in 

other words, the type of modern society which embodies traditional features 

of patriarchy, dominates in the Arab countries. The family is a typical 

reflection of this society and could be described by the dominance of the 

father and the elderly, their authority and dependency of other family 

members. Commonly, children are submissive and obedient to the superiors, 

follow father’s orders and instructions.  
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These factors determine a formative and ubiquitous influence of Islamic 

culture on Arab manager’s decision making (Ali, 1989; Al Rasheed, 2001) 

and the lack of noticeable differences between national and organizational 

cultures. Nonetheless, Barakat (1993) is more sceptical and argues that 

contradictoriness of modern Arab culture, for example, an odd mixture of past 

and future orientation, fatalism and free will, conformity and creativity, form 

and content, feelings and rationality, obedience and rebellion, openness and 

introversion, individualism and collectivism, makes the identification of its 

most important elements which influence business practices problematic. Ali 

et al. (1992) characterise the Arab society as mosaic where the tension 

between traditional and modern values plays a major part. Consequently, the 

Arab personality may be described as “split”. Although Arab managers might 

be extremely proud of imported technology and management systems, in 

reality they control, organise, motivate and make decision according to their 

traditional tribal culture. It results in “juggling two sets of work systems” – 

modern imported and local traditional – and requires a great deal of 

diplomacy (Abdalla et al., 2001).     

Arab managers are past-oriented (Al Rasheed, 2001) and relatively resistant to 

changes; they distrust future and avoid long-term planning (Kassem, 1989), 

concentrate on precedents and prefer the continuity of established practices. 

Arabs’ externalist orientation reduces the value of time, deadlines, goal 

setting and performance evaluation (Abdalla et al., 2001). While Bjerke et al. 

(1993) believe that they are not fatalistic and prefer analytical methods in 

planning and preventing negative results, Kassem (1989) maintains that in 

making decisions Arab managers favour market instincts over quantitative 

data due to volatility of economic environment and “trading mentality” 

(traditionally, Arabs are traders). In Arab society, there has always been 

a great deal of antipathy to strict rules and regulations because they are 

established by people and should be perceived as flexible. Whereas Arab 

managers are commonly hopeful and optimistic, they frequently use the 

phrase “Insha Allah” (God willing). Some Western scholars misinterpret it 

and perceive as a sign of weakness or fatalism. In reality, this phrase 

manifests humility (Ali, 1993).  

In communication, non-verbal behaviour is particularly important. The usage 

of proverbs and poetical expressions full of subtle meanings is a widespread 

practice in business. Inability to express thoughts directly is attributed to 

cultural pressures and the submission of individual opinion to a collectivistic 

one (Hammoud, 2011). In making their decisions, Arab managers are never 
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straight-forward. Instead of formal approach to business, they favour 

informality and personal attitude (Bjerke et al., 1993). Thus, a long discussion 

of business related issues alternates with such completely irrelevant topics as 

social life, politics and family (Deresky, 1994). While Western businessmen 

always look for win-lose solution, Arabs prefer win-win solution to achieve 

both compromise and equality. In contrast to Westerners who discuss issues 

separately, Arabs favour holistic approach and integration through mutual 

understanding (Ali, 1993).       

2.1.2 Decision making style 

Nowadays, in the Arab companies a general approach to decision making 

could be portrayed as the mix of consultations and directive management (Al-

Yahya, 2009). Consultation keeps playing a prominent part in the Arab social 

life (Siddiqui, 1997) and management decision making (Badawy, 1980; Ali, 

1989, 1993; Ali et al., 1995, 1997; Yousef 1998a, 1998b). Huyette (1985) 

argues that consultative management decision making has originated from an 

Islamic concept of shura (mutual consultation) because the Quran stipulates 

“and consult them with respect to the matter” and “consult them in affairs of 

the moment, then, when you reach a decision trust God” (Hammoud, 2011: 

143). In contrast, Abdalla et al. (2001) and Ali (1989) give sociological and 

psychological reasons for the emergence of this decision making style. Yousef 

(1998a) emphasizes the role of culture because consultation was of great 

importance in the Islamic tribal societies.  

Historically, the Arabs lived in tribes which consisted of families and clans. 

Usually, one person known for his wisdom, age or bravery took the position 

of the leader (sheikh). As Arab society was patriarchal, sheikh always was 

male and the head of his family. Although sheikh wielded the highest 

legislative and executive power, he did it within the boundaries set by the 

majority. The same principle was followed when families and clans made 

decisions. However, just the well-to-do, members famous for their bravery 

and those who were in charge of families participated in this decision making 

process. As this process was informal and expressed opinions were not 

binding, it was similar to consultation. Tribal traditions greatly influence Arab 

managers who seem to play the role of tribe leaders (sheikhs). They perceive 

themselves as the guardians and fathers of their employees, tend to consult 

with the members of their group (similar to relatives) and exhibit aggressive 

and authoritarian behaviour towards members of other groups (rival tribes) 

(Abdalla et al., 2001).    
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The results of previous empirical studies are inconsistent. Al-Jafary et al. 

(1983) have carried out a study on managerial practices in the Arabian Gulf 

region and found that Arab managers favour consultative decision making 

style. In their study of decision making style in Saudi Arabia, Kuwait and 

Qatar, Ali et al. (1992) have shown that respondents favour consultative and 

pseudo-consultative styles. Ali (1993) has used another sample which consists 

of Saudi managers – members of the Arab Gulf Management Development 

Conference. Obtained results are the same. Specifically, Arab executives are 

highly committed to consultative style and show a high preference for pseudo-

consultative style. Ali et al. (1995) have reported the predominance of 

consultative and participative decision making styles among managers 

employed by eight major service organisations in the United Arab Emirates. 

In comparison with other respondents, mostly Arab managers and particularly 

Arab expatriates adhere to participative and pseudo-participative styles. Using 

the sample of Kuwaiti managers, Ali et al. (1997) have provided evidence that 

respondents give preference to consultative and participative decision making 

styles. Furthermore, the majority of respondents believe that their supervisors 

are pseudo-consultative. Al-Yahya (2009) has re-examined the findings of 

previous studies by surveying 390 managers and subordinates in 14 Saudi 

Arabian large public organisations and found that common decision making 

style is consultative with frequent use of joint decision making (participative). 

The higher position manager takes in corporate hierarchy, the more he is 

involved in participative decision making process. Nevertheless, top managers 

resist this shift to power sharing because this might result in a decrease in 

their influence, further redistribution of power and equalisation of status (Al 

Rasheed, 2001). Generally, a gradual introduction of participative style might 

be evidence of changes in management and leadership styles over the years in 

Saudi Arabia in particular and other Arab countries in general due to 

continuous convergence with international management values.   

According to Mezal (1988, quoted from Savvas et al., 2001: 67), participation 

and consultation are particularly favoured values in the Arab world whereas 

autocratic and authoritarian approaches are considered as undesirable. 

Nevertheless, Ali (1989, 1993) has modified20 Vroom et al. (1973) model and 

concluded that actually it is a ‘pseudo-consultative’ approach to decision 

making that prevails in the Arab companies. For Hammoud (2011: 144), it is a 

“consultative authority decision making model” which is “informal top-down  

                                                           
20 Ali (1993) classification contains the following decision making styles: autocratic, pseudo-

consultative, consultative, participative, pseudo-participative and delegatory.  
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hierarchal  decision making  process  in  which  male  leaders  at  the  top,  

who  retain  relatively unquestionable authority, make decisions after 

consultations that range from appearance of to resemblance of participation”. 

Dissimilar to social environment where the submission to the leader is more 

based on mutual agreement, in business environment the lower is the level of 

organizational hierarchy, the less important and binding are these 

consultations. Therefore, consultations are not used with the aim of improving 

the quality of decisions but of pleasing the ego of the participants, easing 

tension and creating harmonious environment (Abdalla et al., 2001). This is 

just an attempt to convey an impression of consultations being held in order to 

improve manager’s image, in other words, to reach an agreement with the 

subordinates on the already made decisions.  

Usually a limited number of people are consulted and Arab managers do not 

expect any opposition from subordinates. If situation leads to confrontation, 

subordinates may choose to withdraw. Typically, Arab managers also try to 

avoid conflicts. However, if conflicts arise, managers favour authoritarian 

approach to resolving them (Bjerke et al., 1993). As Arab culture is intolerant 

of mistakes, many middle- and low-level managers avoid making their own 

decisions (Al Rasheed, 2001). Furthermore, Arab society is based on 

hierarchical relations. As long as inferiors obey superiors’ orders and ask for 

guidance, superiors act as patrons and are fond of inferiors. In other words, 

the relationship between inferiors and superiors are maintained through fear 

or admiration (Abdalla et al., 2001). Therefore, in reality an Islamic concept 

of shura is consistently violated.  

Managers with social background in cities and villages are more likely to use 

a ‘pseudo-consultative’ approach than those coming from desert territories. 

Similarly, Kuwaiti managers are more inclined to adopt this approach in 

comparison with Saudi managers. Production, research, accounting and 

finance managers also prefer ‘pseudo-consultative’ approach more frequently 

than managers from other areas of work (Ali, 1989). As this approach might 

slow down a decision making process and hamper changes, some Western 

business partners might become disappointed during the negotiations. 

Nevertheless, Westerners should remember that consultation plays an 

important role in Arab society and requires modesty. Aloofness and boasting 

could seriously undermine business relations (Ali et al., 1997).  
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2.2 Japan 

2.2.1 Social and cultural environment 

Hofstede et al. (1988) have maintained that such concepts as hierarchy, 

collectivism and consideration of context play more crucial part for East 

Asians because of their predetermined roles within compound stable social 

networks. Recently, Nisbett (2004) has reported similar results: in comparison 

with Americans who focus on the main theme and relevant specific details, 

East Asians usually think in a more holistic manner and consider context. The 

Japanese contrast their own way of thinking which is dominated by synthesis, 

self-perception of subjective and emotions with Western style which is 

objective, analytical, retroflex and neutral (Nagashima, 1973). Pascale (1978) 

finds that Japanese managers judge themselves much higher on decision and 

implementation quality than American managers do. At the same time, for 

Japanese executives, in contrast to Western counterparts, decision making 

could be irrational and emotional procedure denoted as ‘bounded or 

subjective rationality’ (Fukuda, 1988). In other words, Japanese managers 

prefer analyzing simplified and not real situations.  

Dissimilar to research into other countries, the overwhelming majority of 

studies into Japan date back to the late 1970s and early 1980s. It was a period 

when Western scholars were looking for explanations for unprecedented 

achievements of Japanese manufacturing sector and exploring the 

opportunities for copying Japanese practices (Makino et al., 2010).     

In Japan, power and responsibility for making decisions are shared by a group 

of managers (McMillan, 1980; Nonaka, 1988). Unlike individualistic Western 

counterparts, Japanese managers consider individuality as a sign of 

immaturity (Fox, 1977). Therefore, cooperation and coordination, close and 

warm relationship with inferiors, prevention of opposition and conflicts 

between them and control over personal feeling are essential attributes a good 

Japanese manager should possess (Taleghani et al., 2010).  

2.2.2 Decision making style 

In management decision making a ‘ringi seido’ system (also known as 

‘nemawashi’ (Sagie et al., 2003) or ‘middle-up-down’ process (Nonaka, 

1988) is widely used when a proposal being prepared and submitted by 

middle-level managers is distributed among the involved company 

departments for getting feedback and revision (McMillan, 1980; Abramson et 
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al., 1996; Trevor, 2012). Once all the departments have approved it21, the 

proposal is forwarded to top management for final discussion, accept and 

implementation. Therefore, the delegation of authority to subordinates makes 

managers behave more like facilitators and not like decision makers. 

According to Okamoto et al. (2009), ‘ringi seido’ is just the first informal 

stage of decision making process in Japanese companies. Consequently, at the 

next stage the formal procedure is followed and actual official meetings are 

organised. Recent research (Martinsons et al., 2007) has confirmed that ‘ringi 

seido’ decision making style is still predominant in Japanese companies22. 

The circulation of proposals significantly slackens the process. Therefore, 

McMillan (1980) has noted that Japanese managers demonstrate 

perfectionism in long term and suffer from ‘paralysis’ in short term. 

Abramson et al. (1996) have provided similar empirical evidence that 

Japanese managers are slower decision makers compared with American and 

Canadian counterparts. Nevertheless, once the decision is made its “fast and 

smooth implementation” compensates for any procrastination (Martinsons et 

al., 2007: 294). 

Generally, the basic concepts of ‘ringi seido’ comply with such characteristics 

of Japanese culture as avoiding social disagreement and overt conflicts, 

maintenance of harmony, preference for informal negotiation and emphasis 

on consensus (Ohbuchi et al., 1999). Moreover, in holistic Japanese culture all 

the alternatives are discussed before making decision in comparison with 

sequence-oriented Western culture when alternatives are discussed in a pre-

planned sequence (Fukuda, 1988).    

Nevertheless, a number of scholars believe that ‘ringi seido’ is just a nice 

façade. For example, according to Fox (1977), ‘ringi seido’ is ‘consensual 

understanding’ and not a decision making by consensus because in practice 

this procedure is nothing but “formalization of a suggestion from higher 

                                                           
21 Porter (1996) sharply criticizes this approach. He argues that economic success of Japanese 

companies in the late 1970s and 1980s was due to operational effectiveness and not an 

effective strategy: “Japan is notoriously consensus oriented, and companies have a strong 

tendency to mediate differences among individuals rather than accentuate them. Strategy, on 

the other hand, requires hard choices” (Ibid.: 63). For him, the lack of this effective strategy is 

to blame for Japanese recession in the 1990s. Recently, Japanese scholars (Numagami et al., 

2010) have also argued that giving strong preference to internal consensus (‘ringi seido’ 

system) invariably results in a slower reaction to competitors’ innovations and lower client 

satisfaction. 
22 However, there is evidence (Makino et al., 2010) that nowadays some Japanese managers 

aspire to make ‘ringi seido’ less complex, more formal, manageable and bureaucratic.  
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management” (Ibid.: 79-80) who has already discussed a first draft prior to its 

dissemination. Not surprisingly, few if any proposals are vetoed when they 

come back to the top managers. Stewart (1982) concurs with this point of 

view. Tsurumi (1978) is even more sceptical and characterizes ‘ringi seido’ as 

‘personality-based’ system which is focused just on “selling ideas and 

decisions to others” (Tsurumi, 1978: 60).  

As the results of cross-cultural comparisons are not consistent, Sagie et al. 

(2003: 464) believe that “in western eyes, participative decision making in 

Japan is an enigma”. For example, a number of scholars (Totoki, 1990; 

Peterson et al., 1994; Taleghani et al., 2010) maintain that traditionally 

Japanese managers prefer teamwork, participative decision making and the 

delegation of authority to team members. In contrast, Kustin et al. (1996: 120) 

argue that “submissive and conforming relationships are nurtured within the 

general Japanese environment leading to autocratic styles. Japanese 

corporations are more centralized [..] than US corporations.” Sagie et al. 

(2003) have made a successful attempt to resolve this apparent contradiction 

and provided clarification. Low individualism and high power distance are the 

main characteristics of modern Japanese society where, unlike the developing 

countries, collectivism crosses family boundaries and is widespread at the 

workplace. Thus, workers are identified with the company and their opinion 

does matter. High power distance means that order and hierarchy play an 

important role. The relationship between people in a high and low position is 

a particular trait of Japanese society and is similar to the relationship between 

parents and child (known as ‘Oyaboon’ and ‘Kerboon’) (Taleghani et al., 

2010). However, unlike Western counterparts, employees in Japan do not 

consider participation and authority as conflicting concepts. Instead, they 

complement each other. On the one hand, Japanese managers encourage 

subordinates to make suggestions and try to achieve consensus. On the other 

hand, managers expect subordinates to meet deadlines, obey their decisions 

and respect managers.        

Similarly, Pascale (1978) findings contradict the findings of other studies 

(Johnson et al., 1974; Yoshino, 1982) that Japanese managers adopt 

a consultative approach to decision making more often than American 

managers. As other studies were based mostly on researchers’ impressions 

and decision making experiments in laboratories, biased research 

methodology could be to blame. Pascale (1978) suggests that face-to-face 

communication could have been mistaken by researchers for consultative 

approach. Face-to-face communication might be more frequent and active due 
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to, firstly, particularities of Japanese language, when written communication 

(hieroglyphics by hand) is time-consuming, and, secondly, specifics of open 

working space, where managers from different hierarchical levels work next 

to one another and their subordinates. Yoshino (1982) suggests a different 

hypothesis: face-to-face communication helps managers interpret more 

efficiently detailed information which – according to Japanese cultural 

tradition - is generated to control uncertainty. This contrasts with Western 

style when uncertainty is reduced by gaining specialized knowledge of the 

issue.     

Using Decision Style Inventory as a theoretical framework, Boulgarides et al. 

(1985) find conclusive empirical evidence of the closeness of decision making 

styles of Japanese and Korean managers and their dissimilarity to the ones 

adopted by American managers. Another study (Martinsons et al., 2007) has 

revealed significant differences between management decision making by 

Japanese, Chinese and American executives. Decision making is found to be 

influenced by a strong desire for affiliation in Japan and personal power in 

Chine. In the USA, it is the need for achievement and inclination to make 

decisions which responds to challenges or gives opportunities to be praised. In 

addition, ‘behavioural decision style’ of Japanese executives is manifested by 

their orientation towards defending group interests, usage of intuition instead 

of data, maintenance of existing relationships or assistance with building the 

new ones. In the same vein, affiliation, harmony, group values, openness to 

wider range of information sources and inclination to observations are found 

to be typical features of Japanese managers’ cognitive process (Abramson et 

al., 1996).   

Unlike other variegated studies, Schneider (1989) makes an attempt to 

develop a universal model. She has identified the ‘controlling’ and ‘adaptive’ 

approaches to strategic management decision making. In the former mostly 

quantitative and objective information is used and hierarchically the process 

goes from top to down. In the latter predominantly the qualitative and 

subjective information is used and the direction of the process is from bottom 

to top. Whereas the ‘controlling’ approach is usually adopted by hierarchical 

and individualistic societies which are focused on tasks, for example, the 

USA, the ‘adaptive’ approach is common in collectivistic societies with low 

hierarchy and high social orientation, for example, Japan. This ‘dualism’ is 

criticized by Builtjens et al. (1996) who point out the difficulty with using this 

model for classifying other countries with ‘mixed’ characteristics.         
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3 DISCUSSION AND CONCLUSIONS 

Although both Arab countries and Japan belong to the type of society that 

could be described as collectivistic, the influence of national culture results in 

completely different decision making styles. In the Arab world companies 

emerged as an integral part of socio-cultural environment. In essence, they are 

a derivative of Islamic values and Arab tribal traditions. It seems that 

nowadays Arab managers still play the role of tribe leaders (sheikhs). They 

perceive themselves as the guardians and fathers of their employees and 

exhibit aggressive and authoritarian behaviour towards members of other 

groups (rival tribes). Though a number of studies have revealed that recently 

a participative decision making style has been growing in popularity, many 

managers still favour a consultative style which on closer examination 

possesses many distinguishing characteristics of pseudo-consultative style. 

Specifically, consultations do not aim to improve the quality of decisions but 

to please the ego of the participants. Thus, it is just an attempt to convey an 

impression of consultations being held in order to improve manager’s image, 

in other words, to reach an agreement with the subordinates on the already 

made decisions. 

In Japan, power and responsibility for making decisions are shared by a group 

of managers because individuality is considered as a sign of immaturity. 

Cooperation and coordination, close and warm relationship with inferiors 

form the basis of good management practice.  Decision making process 

involves the preparation and submission of proposal by middle-level 

managers and its further distribution among other departments for receiving 

feedback and undergoing revision. If proposal is approved by all parties, it is 

forwarded to top executives for final discussion, accept and implementation. 

Thus, managers act like facilitators and not like decision makers. This 

decision making process reflects defining characteristics of Japanese culture, 

for instance, avoidance of social disagreement and conflicts, maintenance of 

harmony, predominance of informal negotiations and preference for 

consensus. Like Arab countries, Japanese society is based on the relationship 

between people in a high and low position that is similar to relations between 

parents and child. However, in contrast to the Arab society, in Japan 

collectivism crosses family boundaries and is widespread at the workplace. In 

result, employees’ opinion is important to managers who are focused on 

achieving consensus and encouraging subordinates to make suggestions. 

Simultaneously, managers expect subordinates to meet deadlines, obey 

decisions and respect managers. 
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A comparative analysis of decision making styles in Arab and Japanese 

countries provides clear evidence of a vital role played by national culture in 

management practice. Therefore, Abdalla et al. (2001: 507) make a valid 

point when they argue that “[..] it is evident that strategies to increase the 

effective functioning of organisations cannot be based on management and 

practices imported wholesale from abroad but on indigenous practices that 

emerge from the specific cultural context of the particular society”. 

Although the reviewed studies are an invaluable source of information, the 

following recommendations to scholars could be made for developing new 

insights into the impact of national culture on management decision making 

processes and styles.   

a) Though Arab culture is a strong unifying element, in practice traditions in 

different Arab countries are not homogenous. Moreover, nowadays 

globalization pressure makes the Arab world more dynamic and diversified 

(Barakat, 1993; Hill et al., 1998). Therefore, more studies not only into the 

Arab world in general, but also in its constituent countries are encouraged. 

b) At present, many cross-cultural studies (cf. Builtjens et al., 1996) have used 

relatively small samples and a limited range of cultural dimensions 

ignoring those which are difficult to measure (for instance, masculinity-

femininity and uncertainty avoidance). Larger samples and analysis of 

additional dimensions would considerably strengthen the external validity 

of findings.   

c) A young generation of business executives is believed to be more exposed 

to foreign influences (Ali, 1989; Martinsons et al., 2007). Scholars are 

invited to compare and examine the impact of national culture on managers 

of different age.   

d) More studies are encouraged to follow a recommendation (Pascale, 1978) 

not to consider national culture as a priori dominant explanatory variable. 

Instead, basic organizational theory could become a starting point whereas 

national culture could be perceived just as mediating variable. 

e) Up to now, it has been theoretical framework of cultural dimensions 

(Hofstede, 1980, 1991) which dominates cross-cultural studies in 

management. Researchers are encouraged to use other frameworks, for 

example, developed by Schwartz et al. (1987), Triandis (1994), House et 

al. (2004) or Trompenaars et al. (2000) more extensively. The variability of 

frameworks would give an opportunity to examine phenomena from 
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different perspectives, extend current boundaries and make valuable further 

contribution to the current state of knowledge.  
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