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ABSTRACT

This report aims to discuss what makes leadership effective and the relevance leadership has

to the construction industry. The Chartered Institute of Build@I@B) produced a report
entitled ALeadership in the c omadausians.Thisti on i nd
report tests some of those inclusions in the context of a specific, successful company Laing

O6Rour ke.

Initially the analysis was conducted by producing a literature review on current theories in
leadership and leader development. Quesaors were designed, partially based upon the

Cl OB report. The survey was then completed b
Infrastructure engineering staff as well as a sample of students from Loughborough

University Civil and Building Engineering departntehe two surveys allowed comparison

and different priorities were displayed by the different levels of experience. The Laing

O6bRour ke sample was then compared to the fin
comparisons made. The CIOB report was basedflanvad questionnaire design and this is

demonstrated within this report.

The results show that although in several areas such as education and training, needs are being
met in terms of development more can be done in other &k@s.direction and the
opportunity to undertake different roles will have a great beneficiary effect on the

development of leaders.

Laing OO6Rourke have i mplemented several stra

| eader s wi t hroviRlaginsgyétiéhdran thegop.p
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1. INTRODUCTION

Leadership is essential in the success of virtually everything we du, thie successful

running of a company to the completion of the projects that those companies undertake. In
Civil Engineering the demands for good | ead:¢
|l ow margino (Bristol Ucernt stuely by the Gharter2dOirst@uYe ofi n d u s
Building (CI OB, 2008) , entitled fALeadership
there is a lack of leadership within construction. The CIOB found 14% of respondents felt
there was no leadership within theiompany, and 18% from large companies were not

developed in any way and the only practising professional that could be named in the top five

industry | eaders is Ray OO0Rourke, Chairman a
contractor in the UK (Has f or d, 2008) . The number one res
Kknowo. 't was identified that although 65% ¢

of participants felt that leadership skills were transferrable between industries, implying that
the construction industry may be too narrow minded in assuming that they need someone with

construction experience to succeed.

There is much anecdot al evidence regarding
bawling till the work is done. The idea of thenstruction site still conjures up an image for

many of a place of high stress and unhappy workers. However as leadership theory and
practises have been developed, it seems that today the most effective method is not to push

people as hard as possible.



1.1 Aims and Objectives

The aims of the report are to look at what makes an effective leader and whether there are
specific traits that make great leaders within the construction inddsirgchieve thisthe

study will be broken into several parts:

Assest he types and quality of | eadership withi
Di scuss whether Laing OO6Rourkeds success canhn
Discuss whether the leadership styles could be applied elsewhere and replicate Laing
O0Rourkeds success.

The findingsof the study will be compared with the CIOB report to discover whether their
conclusions are valid within a successful company.

The comparison and analysis of the results will produce the basis of a leadership development
programme which would indicate Wwaa construction firm should look to traits employees

to best effect.

1.2 Anticipated Outcomes

The methods used to complete these objectives are more fully described in section 3. In
summary a literature review was conducted, a questionnaire was completeding
O6Rour ke staff and interviews were used to
guestionnaire to the one posed to Laing OO0

students from Loughborough University to provide a comparison group.



The report will cover the follow sections:

Literature review

The literature review will initially discuss how we define leadership and whether this should

be kept separate from management. It will continue to review some of the major theories on
leadersh p and motivation such as McGregor X and
these can apply in the construction industry. Why we need to develop leaders and what we
can do to develop them as people in a social context rather than just as an isolatediposi

reviews as well as forms t¢éadership trainingvailable. The literature review will close by

| ooking at the ALaing OO6Rourke Wayo and what
up differently.

Methodology

The methodology is concerned priniawith the design of thejuestionnairdor the Laing
O6Rour ke and student sampl es. I't also covers
Results and analysis

The results from the surveys will be compared in great detail and contrasted witidthgsfi

of the CIOB (2008) report. Pertinent points developed from the interviews will also be
included.

Conclusion

The conclusion will discuss where Laing OO6RO
within the literature review. Strong resultsfiiahe survey and interview will be discussed.

The final section will also mention areas that have been missed within this study and how the

project could be taken on to develop further information.



2 Literature Review

2.1 Introduction
One of the compleaspects when researching leadership as a topic is the lack of consensus of

a definition of leadership. Most people can identify certain individuals as good, and perhaps
even great, leaders, but to critically analyse this quality and define what exastlthit
makes great leaders is a task with no absolute answer. There is a mass of literature which tries
to define leadership but each new publication brings a different perspective. Unfortunately
much of that literature is not specific to any industry and nt ai ns a HfAone si
approach and relatively little looks at development of leadership and leaders (Day et al, 2004).
This chapter will discuss the following:

A What is the definition of leadership and does it differ from management?

A How importantis leadership as a skill is to the construction industry?
A What is good leadership?
A

How can leadership be developed?

2.2 Defining Leadership

There are a large number of definitions of leadership, with each new study seemingly taking a
new perspective (Stogdill974, Day et al. 2004). In Life Skills and Leadership for Engineers,

Gol dberg (1995) descr i berscoggseaordd |heaarddershi p e @

Rat her than try to pinpoint specific skills
A Praise the praiseworthy

A Be cautious in criticism

A Lead, dondét dump

A Talk, dondt write

A Prefer the simple to the complex



A Set objectives and expectations

A Have a vision

However in teaching |l eadership it is not par
Vi siono. Though as Bol den, et al . (2003) st
extent to which a set of standards, qualities or competenciesvearfully capture the nature

of what makes someadersdrganisations uc ces s f ul and others wunsuc

However a common consensus is that leadership is not the same as management. Much of the
discussion seententredon the article byaleznik (1998)which makes several comparisons

between leaders and managers:



Trait Leaders Managers
A manager 6s r
Leadership is a more organise people and tasks,
Personality

individual effort.

using hard work, persistence

and goodwill.

Attitudestoward goals:

Leaders are seen to be
proactive rather than
reactive generating new
ideas and changing how

people think

Managers fnado
attitudes tow
reacting to situations within

the rules and alongside

company policy.

Conception®f work:

Leaders do not limit choices
but open ideas up to create
exciting new forms of
progress. Leaders
Asometi mes r €

work as to an

Managers forge compromise
between the ideas and peop
that are coming together to
try and ackeve common
goals. Managers are more

risk averse

Relations with others

Leaders ask a different set @
guestiong instead of how to
make the decisions, what ar
the decisions to be made?
Leaders generate a more
unpredictable, emotional

atmosphere.

Manages prefer working
with others but have low
emotional involvement with
their work. They see
situations as either wiwin
or win-lose (which they are
continually trying to change

into win-win situation$.

Table 1 - Comparison of leacer and manager attributes



However Adair (2005) argues that the debate
and that defining a personodés | eadership rol
they have. It could be argued that managéisuld be leaders but not necessarily all leaders

are managers. This report will use the term manager interchangeably as a term for the leader

of a group.

23 The ALeadership in the construction

One of the flaws within the CIOB report (2008as that many of the questions asked for a
single response as the fAmosto i mportant fro
important any particular item is given that if one item was seen as most important by 50% and
unimportant by 50% it woul@dppear to be more important than another choice rated most

important by 40% and second most important by 100% of respondents.

2.4 Existing theories

This section looks at a number of major theories and models regarding leadership and

motivation.

2.4.1 Action-Centred Leadership Model

The actiorcentred leadership model, or three circle md@dslshown irFigurel) is used by

Adair (2005)to describéhis group or @inctional approach to leadership.



\\

Figure 17 Action-Centred Leadership Model

In essence Adair says that all team have three sets of needs:
A Needs that maintain theamas a working unit
A Individual needs that come from each person within the group

A Need to fulfil thetask in hand

In order to achieve these three needs a leader must fulfil certain functions rather than have
specific skills. These functions are more important than specific (&g 2004) and are

|l i sted by Adair as being fimore or | esso:
Planning: Defining the task and forming a plan.

Initiating : Briefing the team on the task, setting individual tasks and team standards.

Controlling : Maintainingstandardeind ensuring action iaken.

P2 o o Do

Supporting: Encouraging andisciplining the team/individuals as necessary. Creating

team spirit or resolving differences.



A Informing : Clarifying information. Conveying/accepting new information to/from the
team.

A Evaluating: Evaluating new ideas aneam performance. Enabling self assessment.

242 Tannenbaum and Schmidtbés Leadership Co
Tannenbaum and Schmi dt 6 sleveloged thel978 land pmnsweredh t i n u
criticism of much of the early research into leadership which gave very black and white

answers to the question of leadership (Bolden, et al. 2003).

Use of authority

Area of freedom

Telling Selling Consulting Joining

Figure 2 - Tannenbaum and Schmidt's leadership continuum

Four major points can be identified gigecificleadership styles along the continuum (Bolden,

et al. 2003):
A Telling. At the far left extreme of the continuum staff have freedom and the
leadership style is very autocratic.
A Selling. As the manager allows subordinates more freedom, the manager sets specific
goals but will attempt to persuade their followers that it is a good idea.
A Consulting. At this point the manager stilssumes overall control but will seek for

input and ideas from his/her followers.



A Joining. Joining occurs when the group leader acts more like a chair, laying out the
problem and allowing the team to come up with their own solutions and helping tatacili

the implementation.

243 Masl owés Hierarchy of Needs motivation

Masl owds Hierarchy is one of the most f amous

was published in the 1954 and updated in 1970.

JAN

Self-actualization
personal growth and fulfilment

y 4 \

Esteem needs
achievement, status, responsibility, reputation

y 4 \

Belongingness and Love needs
family, affection, relationships, work group, etc.

7 h 1

Safety needs
protection, security, order, law, limits, stability, etc.

V 4 A\

Biological and Physiological needs
basic life needs - air, food, drink, shelter, warmth, sex, sleep, etc.

ﬁ

Figure 3 - Maslow's hierarchy (Business Balls, Maslow Hierarchy of Needs. [PDF]
Available at: http://www.businessballs.com/maslowhierarchyofneeds5.piif

The premise is that for any level of human ne&d, prerequisite needs must be satisfied.
Needs must also be met in order, for example you cannot motivate an individual with the idea
of promotion (esteem needs) if that individual is under threat of losing their job (safety needs

and potentially even teatening physiological needs if they may lose their house).

1C


http://www.businessballs.com/maslowhierarchyofneeds5.pdf

By looking atFigure3 it is apparent that in order to help a person grow, their esteeuis

must be met. In order to do this they must be given the responsibility and the status that their
work deserves. But the individual will not appreciate being given more responsibility if they
do not have the right networks around them. By providirgg rtht support networks, an

individual can take on more responsibility and improve.

244 Mc Gregor6s X and Y |l eadership style th

Mc Gr egor al so | ooked at motivation in the w
fundamentally different types of managevho operate from two sets of assumptions about

humanbehavioub ( Gol dber g, 1995) .

The theory X manager believes that employees do not want to work and will not work unless
directly supervised. Theory X expects people to be unreliable and incompetenitwitose
supervision. Belief in theory X leads to an authoritarian and coercive management style that
builds distrust between the levels of staff. This requires greater effort on the part of the
supervisors who must maintain or increase the pressurng&xieet on the work force just to

maintain a certain level of work.

A theory Y manager, on the other hand, believes that people do want to work and are capable.
People can be trusted to work and make good decisions witttettessiorby supervisors.

This gives several major advantages over theory X. For one, it takes no greater effort to
inspire people to greater performance. A theory Y manager is capable of managing a far
greater number of staff than a theory X manager simply because there is no si\geehicse

staff to such a great degree. Across an organisation it is easy to see the benefits of a flatter
structure as the cost of employing a greater number of supervisors and supervisors of the

supervisors grows out of proportion for what the actuakotails.

11



~

One issue is that both theories produce a 0l
supervisor from the theory X standpoint may try to shift towards theory Y, a small change

will lead todeteriorationin work.

245 Johar i 6 sseldwarethassunodel

Johari 6s Window is a model devel oped by Joe
combination of their Christian names (Business Balls 2008). The model describes self

awareness and its development.

known a5k unknown
by self by self
1 | 2
I;novtvll: open/ s blind
Y OMers freearea "'g area
tell :
‘ | T |
self-disclosure/exposure shared others' observation
discov-
v v | i ¥
unknown _ :
by others }----- hidden _____. He tom--- unknown - -
area 3 area
HZ =
3 2 ! 4
|

Figure 4 - Johari's Window (available online at
http://www.businessballs.com/freematerialsinword/johariwindowdiagram.doc)

12



The theory suggests that each person has f
Figure4 above They are:
A Open: Information about oneself that one is aware of and qiheple are aware of.
When first meeting someone this area will be small, but grows as both people share
information.
A Hidden: Information you know about yourself that other people do not know. This
area reduces as you share information about yourself.
A Blind: This is the area of yourself that others can see but you are not aware of. For
example, one may have certain mannerisms when speaking in public that others see but one
IS not conscious about. You can reduce your blind area by receiving feedback tpenly.
feedback is forced upon a person it may reduce their blind area but at the potential cost of
hurting that person emotionally or psychologically.
A Unknown: Your unknown self contains information about you that neither you nor
anyone else knows. For exam@ skill or fear that you have never had an opportunity to
express. If you are naturally gifted at draughting drawing but have never worked in a design

office drawing this would be unknown to you.

It should be the goal of an organisation to try and esxehe open area as much as possible.
However that should be done with sensitivity as there may be hidden areas that people do not
want to become open and there may be blind areas that if revealed may cause offense. In
general increasing the open aregpkdb achieve seHictualisation as described by Maslow

above(Business Balls, 2008).

13



2.4.6 Herzberg Hygiene Motivational Theory

Published in 1959, Hez bur g6s Hygi ene theory i s based upg
(Business Balls, 2009). He discovered that there are actually two different set of factors that
motivate people. The first are motivational factors and the second are hygiene factors.
Hygiene factors do not in their own right motivate a person further, but Herzberg found that a

lack of these factors would demotivate a person. It was an important discovery concluding

that those factors which motivate a person are not simply the oppdsiteose that

demotivate a person, but are separate factors.

An example of hygiene factors could be conditions at work or salary. If the work place is
clean and tidy and your salary is sufficient this is unlikely to cause any great motivational
benefit andwill be accepted by the individual. However if you under pay a person and they

must work in a dirty environment they will quickly become unhappy and demotivated.

These hygiene factors contrast starklfgr with
gaining responsibility and recognition for work. When discussing money Herzberg argued
that it did not fall into the motivational factor category as when during his survey it was
discussed as a positive it was more about it being a source of remoghén the actual

money itself (Business Balls, 2009).

2.5 The Need for Leadership Development

2.5.1 Leader development

Day (2004) argue that leadershipvelopment should in most cases be more correctly called

leader development. Sending an individual leader on a course to develop their individual

14



skills is important but does not necessarily make for better leadership. Leadership is not an
individual undertaking but requi redaonsaipsii s oci
that make up a team. Although leadership development will occur naturally as a leader works

with their team, it can be accelerated. Therefore leader development should show leaders how
they can learn when working within their team/organisasiorthat they develop themselves

(U.S. Army, 2005), and strategies must be put in place to ensure both leader and leadership

development occur.

2.5.2 Changing organisations

Day (2004) cites research which f#fAi ndtveates
of ficers surveyed believed that theyé are pr
The CI OB report, AfLeadership within the cons
larger companies are not developing leaders in any way thoweyh90.7% of respondents
answered that they were above average leaders. This bodes well for those participants as due
to the increased size and complexity of organisations today, and the requirements to be lean
and agile mean that leadership is requaedll levels throughout organisations (Day, 2004).
Individuals are expected to be able to work as both leaders and as followers as the situation
dictates (U.S. Army, 2005). Adair (2005) demonstrates this by suggesting there are always
three levels of leagtship:

1) Team leadership leads teams with specific tasks to accomplish.

2) Operational leadershipleads main part of organisation and multiple team leaders.

3) Strategic leadership leads organisation overall and is reported to directly by several

operationaleaders.

15



Given the adaptability required in leaders, traditional training is not appropriate. A traditional
form of training is more useful when for a given situation, a given process should be followed
for success. According to Pulko and Parikh (2008)turing directly at a group about soft
skills would not seem to beffective. As organisations require more flexibility and must be
able to adapt to a changing market place faster, a growing number leaders at lower levels will

be faced with new problents solve, without set processes.

Longer term development is required to enhan
thoughts and to apply them. Processes and skills should still be taught but combined into a
greater overall strategy (Day, @). Hager, et al. (2000) point out that each isitikely to

have unique aspects which will require the adaption and tailoring of skills to suit the site.

2.5.3 The CIOB and leadership development

Within the CIOB (2008) report new experiences were citetth@snost helpful ways towards
improving people as leaders, followed by training and clear direction. Although 22.4% said
training and mentoring were used to develop them as leamdy2.1% of respondents from

large companies said they were developettaders by job rotation/secondments and 2.8%
with Key Performance Indicators (KPIs). This suggests that many companies are missing out

on potential ways to greatly increase development.

However, the CIOB statistics do have to be taken with some caltiappears from the
results that these questions only allowed a single response from each group with no
accounting for strength of feeling. It is possible that the people who responded to the question

to say that they were developed by training, all aleeetbped by secondments and KPIs.

16



There was no way to indicate that each of the methods were used in conjunction. Only the
17.9% of people who answered that they were not developed as leaders gave an answer

mutually exclusive to the others.

The flaws withn the survey questions suggest that some of the conclusions are less than
definitive. For example, the survey shows 46% of respondents perceive they are rewarded
financially though only 3% have said financial benefits would most improve them as a leader.

In the conclusion the report warns that the industry is rewarding their staff ineffectively.
Though i f the question was rephrased as fiho\
possible that 100% of people would respond that they are very imp@vantif only 3% say

they are most important, while new experiences may receive the highest number (23%) of

responses as most important the other 77% could say it is unimportant.

2.5.4 Establishing leadership development

Day (2004) state that the development of leadership requires longnesstmentand that
organisational change is required to do so. The U.S. Army assume a long term perspective on
development is taken (U.S. Army, 2005) and argue that for the succdes@lbpment of
individuals and the organisation the following are required:

A A positive environment where a balance of the needs of the team and goals is maintained.

A The leader must seek to improve themselves as an individual.

A Time and effort must be inviesl by a leader to develop their followers (including

mentoring) as well as nurture the team.

17



Day (2004) develops this to argue that leaders must have the technical skill to do their own
job, the tactical and conceptual skills to know how to use theirandrtheirt e a tedhsical

skills to good effect, and the leadership skills to know how to work with and through others.

Adair (2005) considers mentoring direct subordinates to be a principle rather than a principle.
He argues that if a chief executivsthe example from the top and mentors those below him

it is perfectly natural that they would then do the same for those below them. All that is
needed is some encouragement and additionally by teaching the mentor will themselves also

learn more.

2.6 Training for Leadership

The U. S. Army (2005) summdmkKnowé Dodei Fi i ®talder

requires |l eaders to have individual skills
relationship knowledge with both regards to resources andthe needf peopl e. Fina
to apply those individual skills through th

suggests that leadership development varies across the technical, tactical and leadership skills

mentioned in sectio@.3 This may take the form of improving adaptability, seMfareness,

ability t o | earn from experience, for exal
competences 0 f or successful | eaders are self aw
with the dynamic aspects of business today. A model foraselfar e ness i s shown

Window as described on pageThis model describes how a process of feedback can help
to increase Aopend knowledge about a person

them are aware of).
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Experience has a g@aeimpact on the development of salfareness. It has been found that
failure in particular can create large growth in those with a strong identity. As a leader takes
on more responsibilities and gain experience and success thapisiifence will incease.

Kegan and Hall both suggest that leaders be allowed to explore and experiment in a relatively

safe manner such as with temporary assignments or side projects (Hall, 2004).

2.6.1 Self Identity

Hall (2004) goes on to argue that salfareness must not leenfused with selidentity. A

strong identity is required for strong leadership but to beasedfre one must evaluate that
identity with respect to the impact of that identity upon others. These are described as the
internal and external facets of idéwti Identity is made up of subidentities that contain the
different characters of a person (for example, colleague, friend, leader, etc.). To be healthy
these identities should be integrated so that they overlap each other. If one had to assume a
totally different character for work this would become unhealthy. Leader development aims to
grow the leadership subidentity. An effective development programme should help to

accelerate the growth of the leadership-sidhtity.

2.6.2 Relationships

Hall (2004) contiues to argue that creating relationships is vitally important to growing

| eadership capacity. Adair (2005) agrees and
by stating that leadership should be seen as a relationship rather than a quadita \elaeier

has the appropriate technical skills or k n

competencieso increase a |l eader is better at
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window this means that as we begin to increase the areaoffhopen paneo of i n
can more effectively further increase the window. As an individual gains experience in how to
share and receive information they are better equipped to further develop the open pane of
their self a war e nsgthesAmeritan chairh & intdriéaffofab deparBrera

stores) created an accelerated development program. It decreased their time to successfully
train managers from 12 years to 7 years. However they discovered that the decreased time
meant that managers wer@pidly moving on as they had failed to generate strong enough

relationships to provide them with the support networks they required to succeed.

2.6.3 Selfawareness

Self development requires self awareness (U.S. Army, 2005). In order to presibte

awareness Hall (2004) suggests the following:

A Using formal ceremonies to mark steps in the development of identity, similar to
military ceremonies when officers receive their commissions.

A Thought should be put in to how to develop networks. Proviftenral events for
people to network so that they can generate their own relationships. Leaders should be
rewarded for proactively developing other leaders.

A iHol ding environmentso can be created. T
groups such as alumgroups from training programs. These must be groups where
performance is not judged.

A Selfassessment tools such as MyBrgygs (a popular psychometric test) help to
increase selwareness by providing feedback.

A 360 degree and performance feedback (@ree feedback involves gaining

feedback from all of those around the individualtheir superiors, peers and

20



subordinates). Hall (2004) argues that these should be used purely for development
rather than for performance management.

A Reflection techniquessuch as journals, learning logs, etc. can be used for personal
feedback to reduce the hidden and unknown areas of a perseawaehess.

A Providing a varety of experiences by giving individuals chances to work in new teams

and on new forms of work.

The idea of forming support networks around training events is an interesting one. Adair
(2005) acknowledges that one off training As
in effect. He argues that companies must look to grow leaders rathandparthey can be

created from nothing in a one day event. By setting up informal groups this can help to extend

a training scheme from being simply a one off event into part of a new culture. This can be

l inked to Mas]!| owo s24iwhareaby babping t¢ il eéhe lelengihg o n
needs of an individual by setting up a support network they can then address their esteem
needs and can be meomotivated by the extra responsibilities and status that may ensue from

their training.

2.6.4 Practical Intelligence

In his work Ciancolo (2004) argues that practical intelligence can be improved by two means.

The first is direct, meaning to make tacit knosige explicit. Experts should teach others the

rules of thumbs they use for their work. Adair (2005) describes a similar process called the
apprenticeship method of development. This i

example, with suitable explations.
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The second process for improving practical intelligence is indirect and involves teaching

individuals how to selfearn from their experiences.

2.6.5 Qualities approach to leadership

Many descriptions of leadership may attempt to analyse what alg@der does and provide

this as a list of traits required. The problem is the inability to provide a definitive list of
attributes. However Adair (2005) advises that although this approach has shortcomings it
shoul d not be abandoaiterdvhateyplrea € | 9§ bheadiént 0.doE
qualities Adair rates most highly are enthusiasm and integrity. Both CIOB (2008) and Owen
(2005) found that integrity is one of the top five most important qualities of a senior leader in
responses to their surveydne thing specifically noted by Owen (2005) is that performance is

not mentioned and this is also omitted from the CIOB report. Performance is seen as a
symptom of good leadership rather than a prerequisite. This agrees with Hager, et al (2000)
who found that work places that focus on high performance utilise soft skills such as

communicating ideas and information, planning and working in a team.

27 The Laing OO0Rour ke Way

Il n 2008 Tony Dougl as, t he COO of Laing OO6RO
company is set up (Reisner, 2008). Further explained by Lucas (2008) the structure of Laing
O6bRour ke has been significantly altered for
recognised a problem of perception that in order to progress through the gomrpan
individual had to aim for head office and a management role. This had the effect of deterring
those who did not want to be in an office but wanted to lead a project rather than manage from

afar.
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Previously each project manager would report to a regional project leader/operations manager
who would in turn report to the business unit engineering leader and so on up the chain of
command. The new structure has lematefthesltaadscr i be
and onto the pitcho (Lucas, 2008) . The i dea
managers being at the bottom of the office chain, the bigger a project the more senior your
superior. At the t omegardprpajogcetcto mamratghe r gr eod
report directly to the Chief Operating Officer. This gives more prestige to the project
managers and allows them to take more responsibility. This can be seen to be facilitating

esteem needs and possiblyseff ual i sati on within Max4l3owds Hi ¢

The briefings on the structural changes wi

emplasised the importance that individuals at every level should be actively trying to up skill

their subordinates and giving them the opportunity to take more responsibility.
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3 Questionnaire Design and Methodology

3.1 Scope of chapter

The research for this prae was conducted in a number of ways. The initial research
consisted of a literature review of both current leadership theory as well as discussion of
leadership development. This literature review comprises a review of popular leadership
theories as welhs looking at the process of developing leaders. Information sources included

the internet, textbooks, journals and conference papers. Following the literature review a
survey was designed based primarily oyndo the
report (2008). The survey was made more specific and directed at students at Loughborough

University and staff at Laing OORour ke.

3.2 Research aim

The aim of the research was to focus quest
ObRour ke, thelL&hagr @@8Roor ke, has been descr
leader in the construction industry (CIOB, 2008) by people throughout the industry the report
challenged whether this really is due to successful leadership of his company or whether the
possbi | ity exists that Ray OO6Rourke has becom
people knew. The questionnaire posed to the CIOB membership was fundamentally flawed in
several of its questions. Therefore the questionnaire produced as part of this stlidgase

a more rigorous test and highlight whet her

something different to the rest of the industry.

Once this research was completed the following questions should be able to be answered:
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A Does good leadershipszade throughout a large organisation?

A Do the leadership needs of the construction industry differ from those of other
industries?

A What should be the focus of effective development programmes for the construction

industry?

3.3 Rationale of research questionnas

The survey was created using an online survey provider (SurveyGizmo available at
http://lwww.surveygizmo.com). This was selected given its relative power and simplicity and
that the first 250 responses are free. SurveyGizmo allow a wide variety ofoquigtes

posed which covered those created in the questionnaire plan. The full set of questions asked is

provided in appendix 1.

3.3.1 Survey structure

It was decided that the survey would be most effective by asking general leadership questions
first before focussing in on more detailed questions in later sections. This means that the
surveys both initially ask for demographic data, then about genaderghip development,
leadership development within the company and finallyithed i v ipetsorellleddership

skills. These sections are further discussed later.

Each question asking about importance, or similar, gave the opportunity to answer len a sca
from one to si x Nétatall, Quitesrimdortaet,simpsriard, Veryalraporfant,

Extremely i mportant, Crucialo). Six values
(i .e. Al mportanto rather tueafanudnbed). Themegativeo i d

impact of this decision is that the time required to answer each question increases. Knowing
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that this questionnaire is aimed at professionals and that time is a limited resource, some
guestions were not asked in an attemgitetep the time required to complete the questionnaire
down. By choosing an even number it also avoided the possibility to choose a neutral option

and forced respondents to take an opinion one way or another.

3.3.2 Survey participants

The survey was sent to tvggoups. Primarily it was sent to the Infrastructure business unit of
Laing OO0Rourke. This business wunit is respon
out by Laing OO6Rourke. Due to existing |link
the group was simpler and more time effective than attempting to survey the entirety of Laing
O6Rour ke. The Laing O6Rour ke I nfrastructur
individuals. To allow some comparison, an adapted version of the questionnasenvss a

sample of students within Loughborough University. This sample was made up of civil
engineering student in part C and D (third and fourth year of study at University respectively
excluding any placement year) of their studies. Also invited $paied were those students

who had taken the teamwork and leadership module. The teamwork and leadership module is

a compulsory module for part C MEng Civil Engineering students at Loughborough
University. The module is also optional for part D studentdysg Materials Engineering.

By asking part C and above, the majority of the sample will have undertaken some work
experience of at least one summer, and in many cases completed a year in industry. By
necessity that means an experience of leadership ie $omm. Some students within the
teamwork and leadership module may not have had the same work experience but given their
knowledge of the theoretical side of leadership should be able to answer questions with some

knowledge.
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3.3.3 Demographics

The first secthn of the survey covered demographic information so that the following results
could be analysed appropriately. The demographic questions asked by the CIOB included
information on location, age, job type, gender, sector and the size of organisatiorgskut th
were not entirely relevant to this study. Location is outside of the scope of this study
particularly given the focus on a UK division. However it was required to understand which
job the respondents worked in and at what level of responsibility toresiasvaried sample

was taken.

3.3.4 Generic leadership development

Section two of the survey considered generic leadership developmergpedfic to Laing
O6bRourke. These questions asked:

A Who and what influences leaders?

A What could hold back leaders?

A Whatvalues are important for new and established leaders?
The question regarding qualities for new and established leaders was posed as it is expected
that a recent graduate would not be expected to show the same characteristics as a senior
project manager (Oan, 2005). The opportunity was given to provide open answers to this

last question.

3.3.5 Organisational leadership development

The penultimate section questioned | eadersh

section asked how prevalent leadership withimi ng O6 Rour ke i s, wh et
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developed and how leaders are rewarded. These were questions posed by the CIOB (2008) but
edited to be specific to the company. The first of these questions was also made easier to
answer than the potentially confngi wording of the CIOB question (the original question
being whether there is leadership throughout the organisation with a possible answer being

Ayes, i1t is throughout the organisation but

3.3.6 Personal leadership knowledge

The final seabn asked the respondents about their individual leadership skills. Questions

asked:

A How importantarea range of attributes linked to leadersHipis list was based upon
responses in Owen (2005) and Adair (2005).

A Evaluating individual performance, listing strong and weak areas.

A What would help develop thenmdividually? This allows a comparison with how
people are being devel oped @&unosihgthehcomnedt d i nd
tools for the job.

A Mentoring has been described as being particularly effective for leader development
(Adair, 2005) so this questioned was used to discover whether it is being used within

Laing OO6Rourke.

3.4 Method of analysis

A summary report of findings was provided by SurveyGizand some of the results can be
extracted for the benefit of this survey. The full results were also exported as .csv files to

Microsoft Excel for further numerical analysiQualitativeanalysis was also applied to the
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open questions. Discussion of all wafindings from both the qualitative ampiantitative

analysis and as a comparison of the two separate surveys is detailed inGsection

Figure5 shows an example of how the responses of the structures questionspresented.
Although an interesting way of looking at the data with the mode result clearly highlighted
and with the spread of results represented, the mean is not apparent and neither is the

significance of results.

iTEM ‘\ 2 J 1 5 0
The individuals 3.9% 9.8% | 47.1% 39.2%
themselves 3 : i o

)¢ 114}
! A ] v

20% 7.8% 15.7% [ 47.1% 27.5%

§ A
" (o) (s

Other leaders

39% 333% 353% 25.5% 2.0%
Colleagues Y i '

4.0% 24.0% 24.0% 26.0% 22.0%

7 ) 19 :
12 1 10 1l

Superiors

Figure 5 - Extract from SurveyGizmo summary report

For each survey theumber of completed, abandoned and partially completed surveys was
viewed. Abandoned surveys mean that the survey was opened but closed with no interaction.
Partial responses mean that the sym@s interacted with whether a single button was click

or everything but the last question was completed. By reviewing the partially complete
surveys it was possible to view which of these held answers to some of the questions. These

answers are included the following analysis.
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For the sake of brevity the student sampl e
O6Rourke Infrastructure sample as Aindustryo

in the standard deviation will be highlighted ahsicussed in the qualitative analysis.

In sections4.3, 4.4 and 4.5, unless otherwise stated, scores in the survey groups are
interpreted ad=never, 2=rarely, 3=sometimes, 4=quite often, 5=often and 6=usually. In the
open questions each participant could mate three different answers. The number of votes

as well as a percentage of votes is calculated. The percentage is calculated by dividing the
number of votes by a third of the total number of returned answers to give a percentage of

participants who nomated each quality.

A problem discovered with the open questions was the different wording/spellings for the
same, or similar, answers. To be able to better analyse the data these have been combined.
Although the full responses as given are availableimithe appendix, the answers have
grouped the answers for analysis. For example, confidencesosdiflence, self confidence,
confidance (spelling mistake) are taken as one answer (i.e. confidence), as are motivation,
driven, drive, enthusiasm (i.e. madivon). Where results have been combined examples shall

be given to demonstrate the range of answers incorporated.

For each of the structured questions the mean was calculated from all of the responses. The
mean for both the L ai engsan(plé Reveuconkaredoraanbpricteart. a n d
Error bars were added to the bar chéotsthe first two questionso display one standard
deviation either side of the mean. This will show the range for approximately 68% of

observations (Naoum, 2007 has notbeen included for each graph for the sake of clarity.
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To check the significance of differences between mean valuéssa will be conducted. A
five per cent significance value shall be used and any significant differences stated- For a t

test to bevalid it must fulfil the following criteria:

A Datais of an integer type
A Problem is to compare the mean of two samples

A Samples are normally distributed

To compare the numeri cal data from the Lain
the CIOB reporthe Spearman rank correlation coefficient was used. This is-parametric

test to measure the correlation of ranking between two groups for a certain number of fields.

In order to show some comparison of rank order between all three samples a pber g
shall be used. Given the lack of faith in the CIOB findings only two of these shall be used to
demonstrate one correlated question (what barriers to entry are there for a developing leader,
seeFigure 13) and one noitorrelated question (what do you believe impactsleveloping

leaders, seEigurell).
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3.5 Interview questions

Once information was received from the questionnaires, questions were formulated for a
selection of short interviews, designed to test ideas presented within the survey and also to
further develop information that could nbe provided in the context of the survey. The
following questions were asked (transcripts are providegpendix3 and4):
1. Do you think that the construction industry has different needs in terms of leadership
than other industries?
2. Do you believe thaa successful leader in the construction industry would succeed in
other industries?
3. Have you had any specific leadership training?
4. Are you part of any form of support network?
5. Do you think that the skills required to be an effective leadership changgrog@r
6. Are you mentored/do you mentor others?

7. What would help you to develop as a leader?
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4 Results and Analysis

4.1 Scope of chapter

This chapter aims to take all of the data collected from the surveys and interviews and analyse
and discuss the responses. @ benefit of effective comparison the results shall be broken
into the same sections as the survey questionnaire, namely:
A Demographic information
A Generic leadership development
AL Leadership development within Laing OO6Rou
A

Personal leadship skills.

4.2 Demographic results

The industry survey was completed by 42 people, abandoned by nine and partially completed

by 28. Nine of the 28 partially complete contained responses to some of the questions.

The student survey was completed by 33 pteowith eight abandoned and 14 partial

responses. Of the 14, two held answers that could be used.
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Job sector Count Percentage %
Engineering 50 90%
Contracting 1 2%
Health and safety 1 2%
Manufacturing 1 2%
Planning 1 2%
Surveying 1 2%

Table 2 - Breakdown of job type within Laing O'Rourke sample

Seniority Count Percentage%
Senior management* 17 33%
Junior/middle management** 31 61%
Administrative 2 4%
Other 1 2%

Table 3 - Breakdown of seniority within Laing O'Rourke sample
*includes result senior engineer

**includes results site engineer, graduate, graduate engineer, supervisor

There was one female response out of 51 from
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M Senior management M Middle/Junior management Administrative ™ Other

Figure 6 - Breakdown of Laing O'Rourke respondents by age and seniority

The age of the industry respondents of the questionnaire for this report tended to be younger
and themakeupof the sample less senior than those who took part in the CIOB survey. In
terms of job seor the author felt asking people from the construction industry whether they
work in construction was confusing and so this answer was omitted. The returns were 90%
engineering compared to the CIOB 3.2% engineering plus 57.1% construction. The CIOB had
only 16% of respondents between 21 and 30 years of ages wi2B%aGn each age group
above that. As a result there were only 34% of participants in a junior/middle management
position. This contrasts with the 61% of junior/middle management positions fa&ihgn

my survey and the 37% of B0 year olds with number falling with each ageup
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Figure 7 - Comparison of age groups between CIOB and my survey

Figure7 displays that theumber of more senior respondents increases with age. This helps to

indicate that the sample is suitable and takes a wide range of responses.
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Results from students

All of the respondents were between the ages of 20 and 23, with 80% male responses.
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Course title
None M Sponsored
One Summer placement Two or more summer placements

M Year in Industry (DIS)

Figure 8 - Breakdown of student respondents by course and experience

Figure 8 shows the greatest amount of experience each of the students have. The graph is
encouraging in that it shows that majority of the responses were made by students who had

completed twsummermlacements or a year in industry.
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4.3 Generic leadership development

4.3.1 Who has an impact on developing leaders?

The individuals themselves

Other leaders

Colleagues

Superiors

Government

Industry

School/education system

Professional Institutions

Family influences

B Industry B student

Figure9T Mean average responses to fiwho has

Factor Mean = s.d. (industry) Mean = s.d. (students) P
Colleagues  3.88:0.91 4.51+0.89 0.002
Superiors 4.38:1.19 5.00t0.87 0.007

Table 4 - Significant differences in who has an impact on developing leaders

Spearman rank correlation coefficidot the Laing @Rourke sample and the CIOB results

equals0.904 This shows that theftorsare correlated
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When asked who had the greatest influence on developing leaders the largest contrast between
the Laing OORourke and student sampl e was
colleagues with students valuing both more in terms offtiene development. This could be

that with less experience a support network at work is more important. Those already at work

have more experience and confidence and can work more independently.

The spread of scores was similar for both groups withlahgest differences being for
superiors (industry 4.38.19 and student 5.80.87) and colleagues (industry 33015 and
student 3.680 . 8 1) . Il n all but Aithe individual 06 an

marginally) the student scores had a smaliandard deviation.

I n response to the opportunity to suggest f
experience were suggested by Laing OO6Rourke.
forms of training (the University Officer Training Goand Army cadet training both being

suggested).

The following table shows the comparison bet

report in order of importance to each group.
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Laing OORour k¢

CloB

The individuals themselves
Other leaders
Superiors
Family influences

Colleagues

School/education system

Industry
Professional Institutions

Government

The individualgshemselves
Other leaders
Superiors
Colleagues
Professional Institutions
Family influences
Industry
School/education system

Government

Table 5 - Comparison of importance of influences on leaders

In the CIOB report the top three responses scored much higher than the rest. Hence | am not
surprised that despite the different question type the samedteaated the most important

by the Laing @Rourke samplelt is interesting to see in the results that were much closer
from the CIOB they results do take different priorities for my respondents. However this may
have something to do with the age diffesenof the samples. For example, it would be
expected that a young engineer is more influenced by their relatively recent education and
family than someone older. Similarly a more senior manager would be expected to be more
influenced by professional inattions and this is how it appears from the results received (see

Tableb).
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4.3.2 What do you believe has an impact on developing leaders?

1 2 3 4 5 6

Money

Economy

Environment

Social issues

Personal gains

Politics

Competition

Crisis/disaste rs

¥ Industry B Student

Figure 10- Mean scores for "what do you believe has an impact on developing leaders”

Factor Mean = s.d. (industry) Mean = s.d.(students) P

Social Issues  3.66+1.02 4.471.05 0.001
Competition 4.20:1.10 4.83:1.01 0.007
Crisis/Disaster 3.71+1.10 4.69+1.28 0.000

Table 6 - Significant differences between what has an impact on developing leaders

Spearmarrank correlation coefficienfor the Laing @Rourke sample and the CIOB results

equals0.714 This shows that theftors araot correlated
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Both groups rated the environment, politics and the economy as having the least impact on
leaders. This is a stark contrast to the CIOB report which found environment to be the second
most important factor. However the student regularly rated each ofi##st@ns as impacting

more than was felt by the Laing OO6Rourke st a

Competition

Social issues Crisis/disasters

N

Politics Economy
Personal gains — Environment
Money
— Student Industry ClOB

Figure 11 - Comparison of rank of order of importance of what influences leaders

This graph compares the rank order of importance of each factor. The hilffEsnce
between industry and students can be seen in the case of money which students felt that
although high, was the fifth most important factor. The answers from industry indicated it was
the second most important. The shape of the graph shows tiexteral all three ranked most

of the factors similarly, with the two major exceptions being the environment and money.

Ot her responses from Laing OO6Rourke brought

character of the individual and their owarsonal characteristics and beliefs.
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Socia l/national culture

Organisational culture

Autocratic management

Lack of skills/training

Political environment

4.3.3 What are the barriers to potential leaders becoming leaders?

Lack of opportunity

Self confidence

Lack of incentives

¥ ndustry B Student

Figure 12 - Mean average for barriers to leadership

Factor Mean % s.d. (industry) Mean % s.d. (students) P

Self confidence  4.06t1.02 4.831.32 0.008

Table 7 - Significant differences in barriers to entry

Spearman rank correlation coefficidot the Laing @Rourke sample and the CIOB results

equals0. 905. This shows that theftors are correlated
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The results show that again the students rated eachipbteartier slightly higher than their
Laing OO6Rourke counterparts. Potentially thi

it appears to be harder to get into a leadership position.

Autocratic management

Social/national culture Lack of incentives
/ A
f'/
Self confidence ———==——<— /7~ /> Lack of opportunity
% 4
Political environment Lack of skills/training

Organisational culture

Industry — Student CioB

Figure 13- Comparison of rank order for barriers to entry

The rank order of responses is showrrigure 13 to follow the same pattern approximately

though the CIOB report matched the industry responses in believing a lack of self confidence

is a barrier to entry less important than students.rmgef deviation it is only the political
environment where answers from Laing OO6Rour

S.D. of 1.36 compared to industry S.D. of 0.99).

One participant felt that you had to be par:
impression on an existing leader for them to takeraonunder their wing and develop them.

One of the students also felt that it was who you knew that was enport
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4.3.4 What do you think are the most important qualities for developing

leaders?
Laing 06 Responses (112 total) Responses (90 total)
Students
No. % No. %
Confidence 11 29% Communication 13 43%
Motivation 10 27% Confidence 12 40%
Communication/
6 16% Motivation 10 33%
integrity

Table 8 - Comparison of results for developing leader qualities

It should be noted that there were seven
participants and two (10%) from tlstudents. These have been omitted from the above table

as it appears to be a misunderstanding of the question.

4.3.5 What do you think are the most important qualities for experienced

leaders?
Laing Responses (116 total) Responses (92 total)
N Students
OOoRour No. % No. %
Motivation 10 26% Competence 15 49%
Communication 9 23% Communication 8 26%
Competence 8 21% Organisation 8 26%
Confidence 7 18% Integrity 6 20%
Decision
6 16% Experience 6 20%
making

Table 9 - Comparison of results for senior leader qualities
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44 Leader ship devel opment wCQomganyn Lai ng

4.4.1 Is leadership present in your company?

90%

80%

70%

60% I
2]
T 50% —
©
c
o
3 40% E—
g
5 30% —
X

20% — —

10% — —

0% ‘ — ‘ ‘
No, not at all Yes, limited amount Yes, at the top of the Yes, throughout the
at the top of the organisation organisation

organisation

Laing O'Rourke M Students  CIOB

Figure 14 - Presence of leadership within the company

Although no one thaght that their company lacked leadership within my surveys, a
significant number of Laing OO6Rourke rempl oy
was only a | imited amount of Onyat@Pefeltstimi p t hr
leadership was psee nt t hr oughout Laing OO6Rourke in st
who rated the leadership in their own companies as high. Potentially this could be down to the

fact that students are only able to feel the affect of leadership at the bottom afddredad

the very top. Someone who has spent more time within the company may have seen much
more through the middle of the company. Given the CIOB report (2008) results which named
Ray OORourke as the greatest |sethat8%efiang cons

ObRour ke employees at | east felt there is st
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4.4.2 How are leaders developed within your company?

Training and mentoring

Ongoing PPD
Succession planning
and strategy

Flat management
structure

Job
rotation/secondments

Culture of
entrepreneurships

Key Performance
Indicators

They're not

¥ Industry M Student

Figure 15- Survey responses to how leaders are developed with a company

Factor Mean % s.d. (industry) Mean % s.d. (students) P

Training and mentorin¢ 3.821.19 4.477#1.05 0.001
PPD 4.20:1.10 4.831.01 0.007
Theydre no 3.711.10 4.69:1.28 0.000

Table 10- Significant differences in how leaders are developed

Spearman rank correlation coefficidot the Laing @Rourke sample and the CIOB results

equals0. 571 Thisshows that theafictors araot correlated
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The shapes of the means are similar, though more exaggerated by the student sample and the
rank order is identical for both groups. The standard deviation is generally greater for the
students, particularly forop rotation (1.37 against 1.10) and Key Performance Indicators
(KPIsil1. 41 against the industry S.D. of 1.06).
sample voted higher than the students was t
rarely, orin other words that it is very likely some form of development will occur. This is
surprising given that none of the means for
ofteno. This may indicate that L airathe th&éhd Ro ur k

concentrating on one or two at the detriment of the others.

Although both of the surveys conducted as part of this report found the order of forms of
leadership development to be the same, the CIOB report found some very different responses.
The greatest difference by far is that 17.9% of respondents to the CIOB reportafgam

companies said that they were not developed as leaders at all.
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4.4.3 How often are the following used to retain and/or reward leaders within
your company?

Financial incentives

Personal development plans
Succession planning
Talent management

Empowerment
Flat management structure

Job rotation/secondments
Mentoring

Training

QOutsourcing external expertise

M Industry M Student

Figure 16 - Mean results for leader rewards

Factor Mean = s.d. (industry) Mean = s.d. (students) P

Financial incentives  3.74t1.29 4.63t1.16 0.003
PPD 3.5A1.02 4.6/+1.06 0.000
Empowerment 3.551.23 4.10+0.92 0.030
Mentoring 3.18:1.13 3.90+1.18 0.011
Training 3.61+1.10 4.60+1.30 0.001

Table 11 - Significant differences in how leaders are rewarded and retained

Spearman rank correlation coefficidot the Laing @Rourke sample and the CIOB results

equals. 752 This shows that thetors are correlated
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The rank order of responses was similar though students appear less likely to have come
across talent management (seventh for studestdifth for industry) or outsourcing of
expertise (tenth for students and seventh for industry). Standard deviatienslege in most

cases other than empowerment where students (S.D. 0.92) seemed more certain than industry
(S.D. 1.23) about the result. Financial benefits, personal development and training were
selected as the top three most common systems of rewaatibgdmples (though not in that

order).
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4.5 Personal leadership skills

4.5.1 How important do you think the following qualities are to a leader?

Communication Skills
Honesty and integrity
Ability to motivate others
Reliability
Understanding of the Business
Vision
Decisiveness
Influence
Inspiration
Strategic Vision
Proactivity
Self - confidence
Ability to handle crises
Open to Change
Passion
Adaptability

Ambition

Creativity

M Industry M Student

Figure 17 - Mean values for leadership qualities

In this graph 1=not at all, 2=quite important, 3=important, 4=very important, 5=extremely
important and 6=crucial.
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Factor Mean = s.d.(industry) Mean % s.d. (students) P

Ability to handle a 4.60t1.15 5.3Gt0.77 0.002
crisis

Inspiration 4.79%0.95 4.33t0.96 0.045
Vision 4.90t1.12 4.36t1.14 0044

Table 12 - Significant differences in importance of leadership qualities

For clarityFigurel7has been put in order of i mplhistance
makes it clear to see that certain qualities such as the ability to handle a crisis is much more
highly valued by students than those in industry. Perhaps examples lierdetence and

ability to handle a crisis are things that are developéd eéxperience and it is a fear of being

put in a situation where one must do the right thing immediately that causes students to score
these more highly than those who have been through those kinds of events before and maybe
realise that it is not so crital. Some of the scores may also reflect the different positions of

the respondents and what they value in their position. For example, Owen (2005) found that
where adaptability was rated as more important for developing leaders, vision was more
importantfor senior leaders. My findings show that the more experienced staff from Laing
O6Rour ke found greater valwue in vision and t

Comparing the top five qualities for each sample with the CIOB report:
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L ai n Bourked

Loughborough University

CIiOB

Communication Skills
Honesty and integrity
Ability to motivate others
Reliability

Understanding of the
Business

Communication Skills
Ability to handle crises
Ability to motivate others
Reliability

Understanding of the
Business

Communication skills
Strategic visions
Understanding of the
business

Integrity

Decisiveness

Table 13- Comparison of top five survey responsefr leadership qualities

4.5.2 How good a leader do you think yoware?

60%

50%

40%

% of respondents
30%

20%

10%

0%
Poor

Below Slightly Slightly

average below above

average average

Above Excellent

average

I Laing O'Rourke B Students

Figure 18- Awareness of leadership ability
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The majority (91%) of students felt they were above average leaders. Given that 80% had
experience of at least two summer placements, as well asrsonmg studied the teamwork

and leadership module at Loughborough University it is likely that the students will have
developed more of their leadership skills relative to other students. Although a greater number

of staff at Lai ng s@dldverdharkageragea17®)dhistmhygustdhe dnv e
indication that with a greater | evel of expe

actually more selware than the students.

By combining the results for below and slightly below, and alswveland slightly above the

survey results can be compared to the CIOB results:

100%

90%

80%

70%
% of respondents

60%

50%

40%

30%

20%

0% | |

Poor Below average Above average Excellent

Laing O'Rourke M Students CIOB

Figure 19 - Simplified comparison with CIOB report for self-awareness

The graph highlights one of the flaws in the CIOB report. In the survey responses from Laing

ObRourke and the student sample only 26% and
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above average in leadership. With the majority (55% and 52% respectvdyybelieving

themselves to be slightly above aver&agure 19 shows how misleading it can be not to

allow strength of feeling to be incorporated. In the simplified graph it appears 81% of Laing
O6Rourke and 91% of St ude net Shesa figaresdor bamg f i c ar
O6Rour ke approximately match the responses f
averageo and | ower number of dAexcellento | eas

due to the fact the CIOB sample contained a great@aber of senior leaders.

4.5.3 What are your best leadership qualities?

Responses (106 total) Responses (91 total)
Laing OO6 Students
No. % No. %
Integrity 16 45% Communication 13 43%
Communication 13 37% Integrity 9 30%
Confidence 8 23% Reliability 9 30%

Table 14 - Survey responses to best leadership qualities

4.5.4 What are your weakest leadershipgualities?

Laing Responses (96 total) Responses (77 total)
Students
OO0 Rour No. % No. %
Confidence 8 25% Decisiveness 12 40%
Creativity 7 22% Prioritising 9 30%
Strategic
6 19% Creativity 8 26%
vision

Table 15- Survey responses to weakest leadership qualities
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Financial benefits, rewards

4.5.5 How would the following help improve you as a leader?

Education/skills/
qualifications

Responsibility

Training

Inspiration

Clear guidelines
or direction

and incentives

New experiences (e.g.
secondments)

HIndustry B Student

Figure 20 - Mean scores for methods of development

Factor Mean = s.d. (industry) Mean = s.d. (students) P

Responsibility 4.38t0.85 5.06t0.79 0.001

Table 16 - Significant differences in what would help to improve development

Spearman rank correlation coefficidot the Laing @Rourke sample and the CIOB results

equals0. 619 This shows that thettors araot correlated
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In Figure20 1=not at all, 2=very little, 3=a little, 4=quite a lot, 5=a lot and 6=very much so.
Students felt strongly that more responsibility and new experiences would help them to
devel op more than the staff at Laing OORourKk
marginally, better rewards were rated higher than the student sample. The only major
difference in standard deviation in these answers is regarding new expe(gtndesats S.D.

is 0.97 to the S.D. of 1.32 from Laing OO0Rou

Other responses included practise, being exposed to new environments and shadowing a
successful leader and taking on some of their responsibilities. This seems to be something that
Lai nRourkebasconsi der ed. Lucas (2008) di scussed

structure each person should be training the people below them to do their own jobs.

These results for how people feel they want to be developed we can be compared to their
earer answers for how Laing OO0ORourke and the
leaders. The needs and provisions are matched as follows (with reasons where direct

comparison is not possible):
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Would help development

Used to reward/develop

leaders

Reasoning

Education/skills/qualifications

Responsibility
Training

Inspiration

Clear guidelines or direction

Financialbenefits, rewards an

incentives

New experiences (e.g.

secondments)

Ongoing personal and
professional development
(development)
Empowerment (reward)
Training (reward)
Training and mentoring

(development)

KPIs (development)

Financial benefits, reward
and incentives

(rewards)

Job rotatiorsecondments

(rewards)

Ongoing development should
include the potential for

further education.

This is probably the weakest
match but mentoring biyose
expertsn an area will
hopefully inspire those who
are mentored.

KPIs should identify

improvements

Table 17 - Comparison of leadership needs and provisions
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New experiences (e.g.
secondments)

Financial benefits,
rewards and incentives

Education/skills/qualificat  ions

Clear guidelines or

direction

Responsibility

Training

Inspiration

Need — Provided

Figure 21 - Comparison of Laing O'Rourke needs and provision for leader development

By comparing t

feel they requre@ ngoi ng

he figures It appears that L

devel op me n tappeatda ¢losely maich fheiu r k e

e mp | o waate forgesponsibility, training, inspiration and financial rewards, although each

of those could be improved upon. The biggest areas for improvement are to allow a greate

range of experiences and clearer guidelines or direction. This may indicate that in term of

Adair o6s

action

cent r e @), the ceandamthestdsk goe beiny bakede m

after but not the individual. The training may be in place mainly to ensure the team has the

appropriate skills rather than reflecting the individual needs within the team. A focus on task

means that the company will be unwillitgchange staff around different tasks too often, and

| would argue the this does make sense given the unique nature of each construction site and

the time it takes to assimilate all of the information about that site, it would be unreasonable

5¢

ai

q
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to expect chnges at too regular intervals. What it may reflect is people being pigeon holed.
Although it may make sense after a project that if one person successfully completes a road, it
is less risky to put that person back on to another road job they may bexmspetialised

and multiple jobs of a similar nature will see development tail off.

Education/skills/qualifications

— ‘ N
7i)

New experiences (e.g.
secondments)

ancial benefits, rewards and .
incentives \A’ Training
\s
Y
Clear guidelines or direction Inspiration

Need = Provided

Figure 22 - Comparison of development needs and provision for students

It is encouraging that theomparison for students showat severalneeds arepparently
being met. Both training and mentorisgemto meet expectations. There is a feeling that
personal development and financial benefits actually exceed the necessity but there is room

for improvement in giving students maesponsibilly, clear guidelines and new experiences.
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4.5.6 What is your experience of mentoring?

60%

50%

40%

30% -

20% A

% of respondents

10% -

0% -

I have no mentor I have been I am actively | have no mentor I am mentored
assigned a mentored but | mentor and | mentor
mentor, but with others others

no real effect

M Industrial M Student

Figure 23 - Experience of mentoring

|t i's disappointing to find that only 31%
they were actively mentored. It appears that there is a lack of care towards students with a
further 30% able to identify their official mentor but not gaining ampdiit from that

position.

4.6 Data weaknesses

There are several areas where the survey could have been improved for this report. This
section covers the areas that may have left weaknesses in the information in this report. For

areas where the report coldd strengthened and further please refer to se@tion
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4.6.1 Survey errors

The industry survey contained an error. As part of seectibri the industry survey access
participants to give a rating both Aintegr.i
answer was removed from the studenteuygv b u t mi ssed as an extra
survey. Given that the two received slightly different mean scores this may indicate feeling

changed and scores may be have be affected by the inclusion of both.

4.6.2 Analysis

The analysis of the open answerssvgarticularly time consuming. Given the variations on
spellings as well as themes it may have been a better option to provide a long drop down list

which would have made analysis much simpler.

4.6.3 Comparison

This report contains severabmparisonsvhere theoriginal values are not exactly the same.
Although these can give an indication of answers, they cannot be taken as definitive (see
Table 17). For example, Key Performance Indicators were matched with clear guidelines.
While KPIs could certainly be used to provide guidelines they cannot be consider to be the

only form of direction
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5 Conclusions

The quality of responses to these questions

how large an open area the respondents have and how much is hidden or blind.

Laing O6Rourke is undoubt edl ynfige years thpyshavg u n d e
increased managed revenue from £1.69bn to £4.24bn and the number of employees from

15,718 to 30,847 (Laing OO6Rourke, 2008).

There are several areas identified by the CIOB report (2008) as weaknesses within the
construction industryyh er e it appears that Laing OO6Rour |
Tony Douglas was brought over to Laing OO6Rou
Executive of Heathrow airport. The CIOB (2008) highlighted that the industry expects to
promote from w t hi n. It is clear t hat R amllingQd Rour Kk
employeeas Chief Operating Officer a man with no construction experiénam interview

with Building MagazineDouglas:

fiSaid he was not concerned by his lack of a construction drackd because he had

transferrable skills. He said: O6Leadership i
environments. |l dondt see any challenge ther
Douglas has had a | arge i mpact reorgani sing

project focussedDouglasis also very open in his communications, hwé regular monthly
updateavai |l abl e online to all staff oneécrossagheng OO
European Hub [has] a clear wunderstanding of

(Douglas, 2008).
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Looking at Zaleznik (1998) it is clear to se
expected of a leade@ 6 R 0 u r keaignédais company and focuses very differentithéo

majority of the industryandhas dri ven Laing OORourke to new
the new focus Laing OO6Rourke have stated tha
charge of bigpr oj ect s ( Rei sner, 2008) . This feeds i
Leader you can meet a minimum of your esteem needs with the prestige and responsibility of

being on major projects.

Looking at management styles i t er ms of Mc Gtheogyatrisoctear ¥rat and Y
supervision is kept to a minimum. The structure is designed to be flat with the emphasis on
individuals taking on responsibility. There are a maximum four levels of Project Leader with

the business unit Engineering Leader at tipe to

Lai ng OwaRtetheir dtaff to know that they are being rewarded well. Although it has

been argued that money is a hygiene factor and therefore not motivational in the long term
(Business Balls, 2009) it i s Laing O06Ro hetpe28 gercentileafdare d a i
pay (Lucas, 2008)n the construction industry and it is the status of being in that sector that

adds motivation.

Lai ng OlbaRcalled ok the entire company to start training subordinates to be able to
delegate roles (Lucag008). This demonstrat@sllingnessfor the entire company to take on
more responsibility. As people take on more and gain new experiences with that responsibility,
while in a relatively safe training position, accelerated development is inevitahée.

Graduate Engineer interviewed felt that by providing opportunities to gain experience in this
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way and combining the experience with quality feedback would help them a great deal in their

development.

The survey carried out as part of this project hasvshsome agreement with the CIOB as to

the main factors contributing to developing leaders. In general the students felt factors had
more of an impact. This may be due to their relative lack of development meaning that they

are much more influenced by cart factors. For example, although students rated money as

the fifth most influential factor they still rated it with a mean of 4.09, only slightly below the
industryoés second place with a score of 4.2
shows tose alignment between each of the groups, other than for self confidence being seen

as a much greater problem by the least experienced group. This is supported by Hall (2004)

who discussed that confidence would grow with experience and success.

Howevern gener al the CI OB report is based on we
rank correlation coefficient only three questisstsoweda correlation between the Laing
O6Rour ke sampl e an dsedtitngare hds©aBBking who bas an.impdith e s e
developing leaders, what barriers to entry therdarkeaders and how leaders are rewarded.

The sections which correlated with this report are those with the clearest distinction between

the most important and the least important factors withinCi@&B report However in area

where the importance was valued much more closely by the CIOB there were several
discrepencies. The CIOB report should not be written off or ignored but any conclusions

drawn from the report must be thought about criticallplebeing used.

Al t hough the vast majority of the Laing OO0RO

the company, ando onefelt that leadership was entirely lacking, it is apparent that there is a

65



need for greater leadership throughout the gamy. However given the implications of Adair
(2005) , the new structure of Laing OO0ORour ke
issue with specific instructions top skill subordinatesThe interview with the graduate
engineer showed that although it may not seem official that this kind of mentoring is
occurring.There is still room for improvement in giving staff clear direction and offering a

variety of positions (se€igure21).

66



5.1 Leadership Development

Given Tony Douglas taking ownership of the issue of training staff directly (Construction
News, 20009) Lai ng O&tRey da riotemissnthes dppontunity & tranu
leaders in the right way for the organisation as weltairing intechnical skills. By ensuring

t hat junior ifiteam | eader so at the base of

organisation will beefit as these leaders rise up the organisation (Adair, 2005).

The company should continue to promote the new process of encouraging staff to help
subordinates to learn new skills and take on more responsibility. The support and experience
these tasks$nvolve will have a greatbenefit on the individual. These individuals must be

nourished with a continuing challenge of leadership in order to grow (Adair 2005).

Individual abilities must be taken into account. An excellent team leader or specialist

technicalexpert may get promoted to a point where they lose their effectiveness.

By striving for excellence Laing Obh&kwewwyr ke w
fact that Laing O6Rourke have octavarlgandhet hei r
Asuper heavyweighto (Reisner, 2008) projects

manage those projects to join the company.

Most importantly for leadership to succeed and grow it must come from tliada, 2005),
andOd Rour k e peusleéad wy exarnplenHe must be involved in the appointment of
senior leaders and take an individual interest in those directly involved with him. If he does
work to grow the senior leaders theyll take the lead andvork to grow their direct

subordinags with development naturally filteringproughthe company
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Recommendation for further study

To further extend and substantiate this report there are a number of different possibilities.
Although confidence can be given to the question types, largemane diverse samples

could be taken.

5.1.1 Targeting demographics
One untested claim by the CIOB is that female respondents may be looking for softer skills.

The low number of female participants in this survey metra any attempted analysis

would likely beflawed.

More demographic information could be asked so that the sample could be further broken

down. For example:

Ask students if had received formal education or training in leadership

Ask which companies the students worked for. The students inutivieysshowed a

large proportion felt their company had strong leadership throughout. However this
report does not provide evidence as to whether that is one or two particular companies
or a spread of companies.

A The questions compared irable 17 should be rephrased to match and give a more
definitive answer to compare how the participant is being trained and what they feel
would be effective.

A A more in depth study should be conducted as to whether leadership in the

construction industry is different to leadership in other industries.
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Appendix 1 - Survey questions for students

1. How old are you?

~

P

20 -24
25 years or over

2. What gender are you?

—
~

Male
Female

3. Which programme are you studying?

P

OOOOO(

Civil Engineering

Commercicl Management and Quantity Surveying
Construction Engineering Moncgement
Architectural Engineering and Design Management
Alir Transport Management

Transport & Business Mancgement

4. What industrial experience do you have? (Tick as many as are appropriate)

1000

(N

Sponsored

One Summer placement

Two or mere summer placements
Yearin Industry (DIS)

None
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5. Who do you belleve has an impact on developing leaders?

The individuals — ~ ~ ~ ~
themselves - -~ - - C e
Other leaders O O O O O O
Colleagues O O O O O O
Superiors O O O O O O
Government O O O O O O
Industry O © O O O O
Schoolfeducation ~ ~ ~ m '
system - ~ - . e "
Professional ~ e I e 2

Institutions S - b S b =
Family influences O O O O O O
Other O 8 O O O O

If other, please specify here

6. What do you believe has an impact on developing leaders?

Money O O O O O O
Economy O O O O & O
Environment O O O O O O
Social issues O O O O O O
Personal gains O O O O O O
Polifics O O O O O O
Competition O O O 8 O O
Crisis/disasters O O O O O O
Other O O O O O O

If other, please specify here




7. What are the barriers to potential leaders becoming leaders?

e

Social/national
culture o e C O = O
Organisational f‘\ ~ e ) ~ N
culture - = = - - i)
Autocratic — —~ N —~ — N
management = = s - 3=t -
Lack of - - ~ . . _
skills/trcining - = il - ik i
Lack of ) — N — — mn
opportunity et =
[ ) ) m
Self confidence & J U o & J
Lack of — ~ N —~ — N
incentives - e o - = s
Poliical - - ~ . — .
environment - - e - - =
) (" [ ) ) m

If other, please specify here

8. What do you think are the most important qualities for developing leaders?

o)
b.
C

9. What do you think are the most Iimportant qualities for senior leaders?

| |
| |
| |

10. Is leadership present in your company?

H: o Q

Yes, limited cmount
ot the top of the Yes, at the top of  Yes, throughout the
No, not at cil organisation the organisction organisation

m ' P ~
~ [ - »,
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