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ABSTRACT
OF THE THESIS

Omar Mohamad Damaj for Master of Engineering Management
Major: Project and Program Management

Title: The Applicability of a Transformational Leadership Style to Construction
Projects

The construction industry is plagued with schedule delays, budget exceedances, and
quality defects. Academicians and industry professionals are on a mission to uncover
means and ways to improve these observed shortcomings.

Effective leadership has been identified as an important factor in driving superior
performance in diverse settings. Indeed, a transformational leadership (TL) style has been
associated with many positive outcomes. These benefits include: increased employee
motivation; improved team cohesion; better overall performance; an inclination for
employees to exert extra effort; and the use of innovation at work. This prominent
leadership style is composed of four core components referred to as the "four I's.” These
include idealized influence, intellectual stimulation, inspirational motivation, and
individualized consideration.

The literature seldom examines contextual factors and their effects on the applicability of
leadership styles. Typically, leadership theories are developed and studied in stable
business environments. Conversely, construction is a project-based industry with multiple
characteristics distinguishing it from traditional organizations. Therefore, it is critical to
understand the applicability of the four components of TL in the unique construction
environment. The end goal is to profit from the improvements this style may bring when
its components are properly exercised.

To this end, this study explores the effects of six factors on the applicability of the four
components of TL in construction. These factors are: (1) the hierarchical gap between
leader and follower; (2) the enabling interaction period/type; (3) the leader's exposure to
their subordinates’ work; (4) the follower’s exposure to their leader’s work; (5) the age
gap between leader and follower; and (6) the physical separation between work locations.
The twenty-four hypothesized interactions (six factors vs. four components) are validated
by nine experts through a two-round anonymized Delphi survey.

As a result of the survey, the states of the studied factors that are conducive to the
applicability of TL components are identified. Furthermore, a ranking of the leader-
follower dyads materializing on the construction site is created based on the applicability
of TL components and the overall applicability of the style in each leader-follower pair.
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CHAPTER 1

INTRODUCTION

1.1. Background

The construction industry is dynamic and complex. This sector is termed "project-
based" since most of the work is centered around temporary endeavors. This industry,
however, has been plagued by performance deficiencies, with shortcomings including
less than ideal time, cost, and quality outcomes.

Multiple entities join forces to complete the construction project. Indeed, in the
traditional delivery method, the work usually requires the combined efforts of the entity
representing the Owner, the Architecture and Engineering firm, and the General
Contractor. Other entities might contribute as well, such as Subcontractors, Technical
Specialists, Governmental Stakeholders, and others. The largest entity and the one that
contributes the most to the work is the General Contractor. The white-collar participants
from the contractor’s team include the Vice President of Operations/Projects Director,
Function Head at Headquarters, Project Manager, Function Site Team Leaders, and
Function Site Staff. Hence, many leader-follower dyads and authority channels
materialize between these project participants as they collaborate to achieve the set
project objectives. Leadership is a necessary component in any endeavor that requires the
combined effort of multiple individuals. This is exactly the case in construction projects
where multiple individuals from different backgrounds form the construction project
team. The literature surrounding leadership in construction has highlighted that this

subject has received insufficient attention. Examining and uncovering adequate
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leadership practices in this industry has the potential to improve the deficient outcomes
and unsatisfactory performance that is usually reported on construction projects.

The literature on leadership identifies multiple leadership styles that have been
studied over the years. One of these leadership schools is transformational leadership,
which was coined by Downton in 1973 and later expanded by Burns in 1978 and Bass in
1985. This leadership style is based on four core components that, if applied correctly,
have the potential to align the goals of the employees with the organization's mission and
to motivate the employees beyond traditional incentives. These components are idealized
influence, inspirational motivation, intellectual stimulation, and individualized
consideration. These components are explored and explained in more detail in a later
section. Indeed, transformational leadership has been shown repeatedly in the literature
to hold many advantages when correctly applied (Bass, 1990; Chan & Chan, 2005;
Mahfouz et al., 2019; Tyssen et al., 2013; Zhang et al., 2018).

The construction industry specializes in completing temporary and transient
endeavors. The literature surrounding leadership in project-based organizations has been
characterized by applying lessons learned from other industries directly to project-based
organizations. This approach is flawed since it does not take into consideration the
contextual particularities and characteristics of project-based industries. These
specificities include: temporariness of collaboration; ambiguous hierarchies; short-term
involvement; different involvement types of participants; separated work locations; and
a lack of previous collaboration between team members.

Indeed, some studies have investigated whether transformational leadership is
being applied by leaders on construction sites. These studies proceed by administering

the MLQ, which reports on the leadership style employed by leaders. However, an
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examination of favorable and unfavorable factors that have the potential to affect the
applicability of a transformational leadership style in the construction setting is still
lacking. It is therefore critical to investigate how this effective leadership style can be
applied to construction projects and to identify factors that may facilitate or hinder the

applicability of its core components in this particular work environment.

1.2. Problem Statement

There is a consensus in the literature that the subject of leadership has received
scant attention in the construction environment (Akhavan Tabassi & Hassan Abu Bakar,
2010; Chan & Chan, 2005; Tabassi et al., 2014). Arguably, addressing and investigating
the applicability of a transformational leadership style might be a preliminary step
towards achieving improved performance on construction sites. Indeed, the contextual
factors that might affect the applicability of transformational leadership styles in the

construction industry have been widely overlooked and should be examined and studied.

1.3. Research Objective

The purpose of the study is to contribute to the scarce literature on leadership in
construction. The research objective is to validate the theorized effect of the six studied
factors on the applicability of the components of transformational leadership. This will
improve the understanding of how these factors interact in the construction environment
to hinder or facilitate the applicability of the components of TL. The study also aims to
compare the applicability of TL components between leader-follower dyads that
materialize on the General Contractors team and to propose suggestions to improve the

applicability of this style vis-a-vis the studied factors.
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1.4. Methodology

The following steps describe the methodology employed in the study:

1.

Review evidence of shortcomings in the construction industry to establish
motivation for the study. Establish the fact that leadership in construction is an
understudied phenomenon and point out the large literature gap surrounding the
subject.

Examine the components of the transformational leadership style and briefly
introduce the art and science of leadership. Examine and enumerate the benefits
associated with this effective style.

Identify a bundle of hypothesized factors that have the potential to affect the
applicability of a transformational leadership style on construction sites. These
factors are derived from the particularities of the construction project
environment.

Verify the theorized effect of these factors on the applicability of the components
of the transformational style by consulting experts through two rounds of
anonymized Delphi survey.

Study the main leader-follower combinations materializing on the General
Contractor’s team and define the state of the considered attributes/factors in each
of these dyads.

By combining attribute statuses and the survey results, the leader-follower pairs
can be ranked by the applicability of TL components and overall applicability of
the style through a devised point system.

Finally, recommendations to industry practitioners that seek to employ TL more

extensively on their projects are presented.
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1.5. Research Contribution

This work allows a better understanding of how the six chosen factors facilitate
or hinder the applicability of the components of transformational leadership in the
construction environment. This work allows industry practitioners and academicians to
gauge the applicability of TL components in the different leader-follower pairs that exist
as part of the General Contractors team vis-a-vis the studied factors. The thesis can be
viewed as an initial effort to understand the contextual factors that govern the

applicability of TL in the construction environment.
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CHAPTER 2

LITERATURE REVIEW

2.1. Preamble

Academicians and practitioners are on a never-ending quest to find means and
ways to improve the performance of construction projects. It can be argued that effective
leadership practices are essential for superior performance. In the following chapter, the
shortcomings of the construction industry are highlighted. The different leadership
theories that have emerged over the years are introduced. Proof that leadership in the
construction sector is understudied and ill-understood is presented. Furthermore, the
motivation to study the applicability of transformational leadership on construction
projects is established. The four components of this leadership style are elaborated upon
and explained. On the other hand, the particularity of the construction industry as a
project-based sector and its many specificities are presented as found in the literature.
Finally, the Delphi survey method is introduced as a viable method to generate new
knowledge using multiple rounds of anonymous surveys administered to knowledgeable

individuals in their specific fields.

2.2. The Shortcomings of the Construction Industry

The construction industry is a major contributor to the global economy. Indeed,
this sector creates wealth and generates jobs for people of different skills and backgrounds
(Sweis et al., 2008). Specifically, this sector contributes up to 10% of the Gross National
Product (GNP) of developed countries (Enshassi et al., 2009). It is thus important to seek

ways to improve the efficiency of this sector.
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Alas, many construction projects experience less than satisfactory “outcomes”.
These shortcomings usually include budget exceedances, schedule delays, and quality
deficiencies. Assessing the success of a construction project is a debatable subject by
itself. Indeed, there are no universally accepted criteria to assess the performance of
construction projects. Different entities employ different metrics in assessing
performance. The most popular measures include Key Performance Indicators (KPIs) that
are centered around the triple constraints of cost, time, and quality (Ana K. Tyssen et al.,
2014). However, the industry is complex and dynamic, it involves parties with different
priorities. A failure for one party may be seen as a success by another (lyer & Jha, 2005).
Criticisms of traditional performance metrics include the argument that external factors
beyond the control of the construction team might negatively impact traditional KPIs
(Nassar & AbouRizk, 2014). Novel performance metrics that are being used in
conjunction with more traditional ones include: client satisfaction indices, financial
indices, site safety metrics, and team satisfaction indices.

Now that the controversy surrounding measuring the performance of construction
projects has been established, the performance deficiencies of projects in terms of delays,
additional costs, and quality flaws are discussed in the following paragraph.

Project delays result from exceeding the project completion date that is agreed
upon in the contract. The delays occur in the form of additional days of work on a task or
a delay in its commencement. The causes of delays have been identified in the literature
and include: change orders by clients, acts of God, and inefficient leadership practice
(Sweis et al., 2008). Along the same lines, authors have found construction material
escalation, shortage of materials, and poor leadership practice as culprits for project cost

overruns (lyer & Jha, 2005). A survey administered to owners, consultants, and
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contractors in the Gaza Strip showed that one major cause of overall poor project
performance is a low level of leadership skills and low motivation of employees (Enshassi
et al., 2009).

These reported deficiencies are still commonplace despite novel technologies
such as clash detection techniques and Building Information Modelling (Sweis et al.,
2008). The importance of the construction industry to public welfare was established, and
the deficient performance of this industry was underlined in the previous paragraph. More
importantly, inefficient leadership is identified as a common cause of poor project
performance. In the following sections, leadership theories are revisited, and one

distinguished style that is potentially beneficial to construction projects is identified.

2.3. Leadership: An Art and a Science

In the following section, the definition of leadership is explored. The trends
surrounding this subject and the theories that have emerged over time are thoroughly
examined. The investigation covers the earliest beliefs, dating back to Egyptian
hieroglyphs, as well as the more recent theories, such as the competency school of
leadership. The motive behind this investigation is the belief that appropriate leadership
practices might be a key to improved performance in the construction sector. The
following discussion is based on the works of Yammarino (2013) and Turner and Muller

(2005).

2.3.1. A Definition of Leadership
According to Yammarino (2013), leadership is an interactive process between a

leader and one or multiple followers that occurs in a particular contextual situation. The
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leader and the follower share a common purpose and jointly accomplish things, willingly
and without coercion. The same author further confirms that leadership is one of the most
researched topics in organizational studies since it is crucial for accomplishing any task

that requires the collaboration of multiple individuals.

2.3.2. Leadership in the Pre-1900 Era

In his work, Yammarino divides the study of leadership into two distinct eras: pre-
1900 and post-1900. This division is made since the pre-1900 period is comprised of
thousands of years where no systematic, scientific writings regarding the science of
leadership were made. During the pre-1900 period, leadership was associated with heroic,
even sacred leaders such as dictators, rulers, and ruthless army generals. This period dates
back to Egyptian hieroglyphs and is characterized by attributing leadership to outstanding
individuals that possess extraordinary capabilities. Along the same lines, Confucius (500

B.C.) listed the attributes of leaders, including love, proper conduct, and piety.

2.3.3. Leadership in the Post-1900 Era

Yammarino describes the post-1900 period as being characterized by the start of
scientific and academic writings concerning the study of leadership. According to Turner
and Muller (2005), the post-1900 period witnessed the consecutive emergence of various
leadership schools as presented in the below sections.

The first school of leadership to emerge was the trait school, popular since the
1900s and up until the 1940s. This theory postulates that leaders are born with certain
characteristics that distinguish them from others. According to this school, leaders are

born and not made, and they possess and share certain desirable traits such as drive,
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ambition, desire to lead, honesty, high ethics, and self-confidence. This school mirrors,
to a certain extent, the beliefs that were documented in the pre-1900 era.

The next leadership school to emerge was the behavioral school. This school was
popular during the period spanning from the 1940s up until the 1960s. This theory
proposes that effective leaders adopt and employ certain behaviors. Furthermore, this
school asserts that these effective behaviors can be learned and developed by the
individual wishing to exercise effective leadership practice.

The contingency school, popular during the period spanning between the 1960s
and the 1970s, advocates that what makes a good leader depends on the situation.
According to this school, successful leadership is a result of a correct match between the
leader's attributes and the contextual situation in which leadership is exercised.
Consequently, and according to this school, there is no one size fits all approach to
effective leadership.

The charismatic school of leadership gained popularity during the 1980s. This
theory was initiated by Burns in 1978 and was later developed by Bass in the 1980s. It
was developed based on a close examination of the behavior of successful leaders. The
theory distinguishes between three leadership styles, ordered from least to most effective:
(1) laissez-faire, which is a passive leadership style driven by the need to correct
performance deficiencies after they have occurred; (2) transactional leadership, which
revolves around getting tasks done and motivating subordinates through reward and
punishment; and (3) transformational leadership, which attempts to align the goals of the
individual with those of the organization to which he belongs. A more detailed description

of the transformational leadership style is presented in later sections. The reason behind
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choosing this leadership style to be the center of focus instead of the others is also
established.

The emotional intelligence school has been popular since the late 1990s. This
theory revolves around the idea that the leader’s emotional intelligence (EQ) plays a more
important role than his intellectual and technical abilities in his success as a leader (Turner
& Muller, 2005). Some studies that agree with this leadership theory advocate that (EQ)
is associated with the ability to delegate responsibilities, foster open communication, and
undertake proactive behavior, all of which have a positive outcome on performance
(Sunindijo et al., 2007).

Finally, the most recent school of leadership is the competency school. This
theory argues that effective leadership is achieved when the leader possesses an adequate
mix of competencies. Furthermore, this school argues that these competencies can be
developed and learned by any individual wishing to exercise effective leadership. In
addition, this school advocates that a different combination of competencies generates a
unique leadership style that is adequate in different situations. This school seems to be a
mix between the trait school and the contingency school of leadership.

The preceding section introduced the art and science of leadership. A definition
of leadership has been proposed and the different leadership schools that have emerged
over the years have been revisited. The next section sheds light on leadership as applied
to the construction environment. Indeed, leadership is necessary for any situation that
requires the collaboration of individuals. This is specifically true in the case of
construction, where multiple entities and individuals exercise a collective effort to

complete the construction project.
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2.4. Leadership in Construction, an Understudied Phenomenon

The following section highlights how little attention has been paid to the subject
of leadership in construction. Many academicians have repeatedly claimed that this
subject must be given increased attention. A construction project is a collaborative
venture that involves different organizations and individuals brought together to form
"the construction project team" (Baiden et al., 2006). The successful completion of a
construction project requires the coordination of multiple individuals and organizations
that join forces to complete a task that is unique, uncertain, and complex (Larsson et al.,
2015). Furthermore, authors have identified the construction industry as one of the most
challenging environments to effectively lead people (Potter et al., 2018). All these
statements contribute to the claim that the subject of leadership in construction must be
given greater attention. As was iterated earlier, understanding leadership in construction
is not an end in itself; it is rather an intermediate investigation that promises to improve

project performance if conducted correctly.

2.4.1. Motivation to Study Leadership in Construction

Understanding, investigating, and subsequently applying appropriate leadership
behavior to construction projects will have a positive effect on the performance of such
projects (Tabassi et al., 2014). A positive effect on performance is much needed given
that construction projects are repeatedly faced with time delays, cost overruns, and quality
defects (Baiden et al., 2006). Furthermore, it has been found that construction projects
are becoming increasingly complex and uncertain (Doloi et al., 2011). This contributes

to the need to find novel ways to improve outcomes in this field.
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2.4.2. Lack of Leadership Study in Construction

Multiple authors re-iterate that the research on leadership in the construction
industry is very limited. Tabassi et al. (2014) claim that the construction industry is by
nature dynamic and complex, which translates into the need for effective leadership
practice by project leaders. These same characteristics of being dynamic and complex are
what make the study of leadership in this setting increasingly challenging.

Turner and Muller (2005) have highlighted the fact that the literature on project
success factors does not identify the leadership style of the Project Manager as a success
factor in projects. This finding is in contrast with the general management literature, in
which effective leadership has been established as a critical success factor and where it
has been shown that appropriate leadership behavior can lead to better performance. On
the other hand, even though the literature overlooks the role of effective leadership
practice on performance, there seems to be an agreement that the construction manager
must act as a leader through the lifecycle of the project (Gharehbaghi & McManus, 2003).

Indeed, the Project Manager should act as a leader throughout the construction
duration. However, it must be noted that multiple other leader-follower dyads materialize
on the General Contractor’s team. These leader-follower dyads are identified, discussed,
and examined more thoroughly in a future section.

Chan and Chan (2005) have clearly stated that leadership in the construction
setting is an important and understudied phenomenon. The same authors also claim that
studies that have been undertaken on leadership are very limited in the construction

industry when compared to other fields.
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Along the same line, Akhavan Tabassi and Hassan Abu Bakar (2010) have argued
that only a few studies exist that pertain to the subject of leadership in construction. They
claim further that not much work has been done in this field.

Bresnen et al. (1986) have reported in their work that the trend is to apply
leadership lessons directly from other industries to the construction environment. This
application of theories is defective since it is done without consideration of the contextual
factors that are characteristics of the construction environment. A future section
highlights and investigates the particular characteristics of the construction project
environment.

Furthermore, Tyssen et al. (2013) argue that leadership in project-based
organizations such as the construction industry is difficult to address since most
leadership theories assume a common history and future. This is not the case in temporary
endeavors such as construction projects, where collaboration is project-based. Indeed, the
contextual factors surrounding the construction project environment must be considered
whenever examining the applicability of a certain leadership style.

It is shown in the preceding section that the subject of leadership in construction
has received scant attention in the literature. Furthermore, it is highlighted above that the
contextual factors that are specific to the construction environment must be carefully
considered when examining the applicability of leadership styles to this sector. The next
section introduces and explains what promises to be a beneficial leadership style when
correctly applied. The purpose is to understand the applicability of this leadership style

in the construction industry to reap the many benefits that are associated with it.
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2.5. Understanding Transformational Leadership

The transformational style of leadership is obtained when: leaders elevate the
interests of their employees; generate awareness and acceptance of the mission of the
group; and lead employees to look beyond their self-interest. This style of leadership has
been found to generate many benefits in the organizations in which it is applied. The
following sections begin by defining the transactional and laissez-faire styles. Indeed,
understanding these contrasting styles is crucial to reaching a better understanding of the
transformational style of leadership. After presenting these two contrasting styles, the
four core components of transformational leadership are enumerated and explicated.
Finally, the benefits associated with employing a transformational style of leadership are

listed and explained.

2.5.1. Transactional and Laissez-faire Styles

To better understand the transformational leadership style, it is of value to
examine the two contrasting styles, which are the laissez-faire and transactional
leadership styles. Indeed, whenever the transformational style is invoked, these two less
effective styles are almost always mentioned.

According to Chan and Chan (2005), laissez-faire leadership is one characterized
by abdicating responsibilities and avoiding making decisions. The leader is not engaged
and remains passive. He/she does not lead his team effectively, and his leadership style
is characterized by passive-management-by-exception. The leader only intervenes when
there is a problem or a failure has occurred. This leadership style is considered to be the

least effective among the three styles.
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Transactional leadership, on the other hand, focuses on the task-related exchange
of actions and rewards between leader and follower (Ana K. Tyssen et al., 2014). The
transactional leader will sometimes act passively, as in the laissez-faire style, and other
times he will use active management-by-exception, which entails actively monitoring for
performance deviations. Furthermore, the main component of the transactional style is
contingent reward. Bass (1990) explains contingent reward and defines it as the act of
providing employees who perform well with benefits such as recognition, pay increases,
and promotions. Conversely, employees who perform poorly are penalized by different
means, such as negative appraisals, depriving them of salary increases, and demotions. In
this sense, transactional leadership appeals to the employee’s self-interest (Chan & Chan,
2005). The transactional leader creates a causal link between employees' performance and
reward. This style is already extensively employed in the construction project setting.
Indeed, by providing the employee with a salary, the leaders of the company are readily
engaging in a transactional leadership style. Furthermore, pay increases and bonuses for
high-performing employees are already heavily used in the industry. It is worth noting
that the leader motivates his followers by appealing to lower-level needs in Maslow's
needs pyramid when engaging in transactional practice.

In the preceding section, the laissez-faire and transactional styles of leadership are
introduced. In the following section, the four core components of transformational

leadership are enumerated and explained.

2.5.2. Components of Transformational Leadership
Indeed, transformational leadership has been associated with many benefits when

applied in diverse settings. This presents a motivation to understand if and how it can be
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applied to construction projects. To arrive at this understanding, it is essential to begin by
examining the core components that characterize this leadership style. The term
“transformational leadership” was coined by Burns in 1978 and the theory was further
developed by Bass in the 1990s. The following definitions of the style’s components are
based on the original works of Bass (1990) and the exploratory study of Chan and Chan
(2005). The four main components of transformational leadership are (1) idealized
influence, (2) inspirational motivation, (3) intellectual stimulation, and (4) individualized
consideration.

The first component of TL is idealized influence. That is, the charismatic leader
exhibits a high adherence to ethics and a clear commitment to the organization he belongs
to. Furthermore, the leader enacts excellence in his behavior and he is emulated by the
subordinates who are proud to be associated with him and the organization to which he
belongs. Indeed, through exemplary behavior, he gains the respect, trust, and admiration
of his followers. By engaging in commendable behavior, the leader elevates the interests
of his employees (Bass, 1990) and serves as a model for the subordinates that work with
him.

The second component is inspirational motivation. Here, the leader creates an
appealing vision for the employees and communicates a high level of trust in their
capabilities. In this regard, he inspires and motivates followers to go above and beyond
to achieve organizational goals. This component is heavily related to the charisma of the
leader. Indeed, through charismatic speeches, the leader influences followers and creates
awareness and acceptance of the mission of the group. This component encourages

followers to look beyond their self-interests and increases their morale and motivation.
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The followers, due to this inspiration that has been instilled in them, exhibit higher
commitment and engagement to the organization they belong to.

The third component is intellectual stimulation. To this end, the transformational
leader intellectually challenges his employees by showing them new ways of looking at
old problems and by encouraging creativity, innovation, and persistence in finding
solutions to the numerous problems that are encountered. The leader does not settle and
stick to the status quo. Conversely, he encourages his followers to use their intellectual
capabilities to optimize their work output and challenge traditional ways of approaching
tasks.

The final and fourth component is individualized consideration. Here, the leader
exhibits concern for his followers’ well-being and caters to their emotional and work-
related needs. He acts as a mentor to those who need guidance and is always present to
lend a listening ear to those that require it. The leader develops meaningful relationships
with his followers and exerts effort to maintain and improve them.

It is important to note that a leader that employs a transformational style of
leadership appeals to higher-level needs in Maslow’s pyramid of needs. This is in contrast
to the transactional style, which appeals to lower-level needs (Chan & Chan, 2005).
Indeed, some authors argue that transformational leaders can assist their subordinates to
reach self-actualization, the highest level of need as depicted by Maslow (Akhavan
Tabassi & Hassan Abu Bakar, 2010).

In the previous section, the four core components of the transformational style of
leadership were enumerated and explained. In the following section, evidence from the

literature on the benefits of the transformational style is extracted and presented.
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Certainly, understanding the benefits that are associated with this style establishes the

rationale for studying its applicability in the construction project setting.

2.5.3. Documented Benefits of Transformational Leadership

The following section establishes the motivation for assessing the applicability of
transformational leadership in the construction sector. The focus is to draw upon the
literature to highlight some of the benefits that have been associated with employing this
successful leadership style in various business environments. Indeed, the literature
presents ample proof of the successful outcomes associated with using this style of
leadership.

Bass (1990), a leading author that contributed to theorizing transformational
leadership, has associated this style with “superior performance”. The author also claims
that this leadership style inspires, motivates, and intellectually stimulates followers.
Academicians investigating diverse sectors have repeatedly provided evidence that this
style of leadership has many documented benefits when compared to other less effective
leadership styles.

According to Bass (1990), teams led by transformational leaders have consistently
reported higher performance ratings and financial measures in different environments
ranging from military squads to church groups. In addition, leaders exhibiting a
transformational style have teams that report exerting additional extra effort, which is not
found in teams led by laissez-faire and/or transactional leaders (Bass, 1990). Indeed,
leaders that employ the transformational style are viewed as being more effective and

satisfying.
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Examining a sample of construction sector employees in Jordan, Mahfouz et al.
(2019) have confirmed a positive and significant relationship between employing a
transformational leadership style and increased employee commitment. The same authors
also assert that employee commitment is crucial to performance since employees are the
most significant resource of an organization.

Through examining the influence of transformational leadership on employee
performance in the construction sector, Jiang et al. (2017) confirmed a positive correlation
between adopting a transformational style and employee sustainable performance. In the
same article, the authors re-iterate the shortcomings of the Chinese construction industry
and propose transformational leadership as a remedy to these performance deficiencies.

In the work of Chan and Chan (2005) on the building construction sector, the
components of transformational leadership were found to be significantly correlated with
outcomes of leader effectiveness, effort exerted by employees, and employee satisfaction.
The same authors argue that transformational leadership has the potential to be instructive
in the construction sector since it motivates subordinates to exert a collective effort
beyond expectations. Indeed, these findings echo the earlier ones reported by Bass (1990).

Furthermore, the work of Chan et al. (2014) has revealed that an innovative
climate in construction is predicted positively by transformational leadership. The same
authors assert that innovation is essential to the productivity, cost-effectiveness, and,
more importantly, the sustainable development of any organization. Indeed, it can be
argued that innovation has the potential to aid in efficiently solving the complex problems
that typically arise on construction sites.

Additionally, employing a transformational leadership style has been associated

with improved team cohesion (Tyssen et al., 2013). These same authors argue that
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projects are characterized by low cohesion and that performance can be improved by
creating an environment of mutual trust and collaboration. Along the same lines, Tabassi
et al. (2014) claim that transformational leadership practice has a positive and sound
effect on teamwork improvement in the Iranian construction industry.

Finally, and in addition to the above-stated benefits, having a transformational
leadership culture in the organization will aid in recruiting exceptional talent, as they
might be drawn to work with charismatic and influential leaders (Bass, 1990). This will
benefit the organization and lead to sustainable growth in capabilities. Again, employees
are the most valuable resource, and attracting talented staff will contribute to the success
of the organization.

In the preceding section, the benefits of employing a transformational leadership
style were examined. As apparent in the literature, this style of leadership has abundant
benefits when properly employed. The motivation to study its applicability in the
construction environment has thus been established. Indeed, the construction industry has
been marked by unsatisfactory performance and deficient outcomes. Adopting effective
leadership behavior promises to lead to improved performance, as revealed in the
literature. It can be argued that the cited sources do examine transformational leadership
in the context of construction. However, it must be noted that the sources examine this
leadership style without relating it to the contextual factors that may influence its
applicability. The (MLQ) questionnaire, which tests for a transformational style of
leadership, has been repeatedly administered on construction projects (Akhavan Tabassi
& Hassan Abu Bakar, 2010; Chan & Chan, 2005). However, a systematic examination of
the factors that affect the applicability of the transformational leadership style in this

environment is still missing.
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In a nutshell, it has been shown that the transformational style of leadership
promises many benefits to the organization in which it is adopted. Furthermore, the four
core components of this style have been enumerated and explained. In the following
section, the particularities of the construction project and its distinction from

traditional/stable organizations are examined.

2.6. The Characteristics of the Construction Setting and its Relationship to
Transformational Leadership in the Literature

The following section sheds light on the many characteristics of the construction
industry as depicted in the literature. These characteristics are examined and summarized
to be able to understand the applicability of leadership theory in this environment. Indeed,
this investigation is necessary since leadership theories have been developed for stable
organizations, which are fundamentally different from project-based organizations, such

as construction projects.

2.6.1. Construction, a Project-Based Industry

Construction companies are known as “project-based organizations.” This type of
organization has been discussed in the literature for the past 25 years (Miterev et al.,
2017). The main feature of project-based organizations, as their name suggests, is that
they conduct most of their business as projects. Temporary organizations such as projects
or programs are chosen for carrying out complex, novel, and knowledge-intensive tasks
(Ana K. Tyssen et al., 2014). Authors have claimed that 40% of the global economy is
project-based (Lundin et al., 2015; Turner et al., 2010 as cited in Miterev et al., 2017).
Furthermore, a move toward projectivization is observable in most industries (Sydow et

al., 2004; Bakker, 2010 as cited in Tyssen, Wald, & Spieth, 2013). Project-based
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organizations include construction, management consulting, filmmaking, and software

engineering (Tyssen et al., 2013).

2.6.2. Construction Projects a Unique and Complex Endeavor

The particularity of project-based organizations is that they create customized and
unique products for their clients through temporary endeavors. This contrasts with stable
organizations in which outcomes are repetitive and collaboration between individuals is
geared towards the long term (Miterev et al., 2017).

As articulated by Miterev and colleagues, every time a project begins, an agent is
formed, and every time one finishes, an agent ceases to exist. Consequently, people and
other resources are constantly being shuffled between projects. The dynamic, project-
based nature of the construction industry results in extreme fluctuations in organizations'
workloads and requires teams to form, develop, and disband relatively quickly (Raiden

etal., 2004).

2.6.3. Project Teams, a Temporary Collaboration

After a construction project is completed, the firm’s management likely re-assigns
team members to other projects (EI-Khoury et al., 2018). These members who were
working together on the same project might find themselves working with new colleagues
with whom they might or might not have previously collaborated. In addition to the re-
shuffling that takes place after project completion, construction projects are also
characterized by turnover that occurs throughout the project duration. Indeed, project
participants join and leave the project team at different times. Furthermore, they might

also be recruited or replaced at any point throughout the lifecycle of the project (El-
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Khoury et al., 2018). As discussed in more detail later, project participants might be
involved intermittently or continuously over full or part of the duration of the project.
These stated characteristics make the construction project unique and substantially

different from other stable forms of organizing.

2.6.4. Particularities of Construction Projects and Applicability of Transformational
Leadership

As discussed in earlier sections, multiple authors have examined the benefits of
adopting a transformational leadership style. Nonetheless, studies on these leadership
styles have mostly assumed a common history and future between leader and subordinate,
which is not the case in temporary endeavors such as construction projects (Ana K.
Tyssen et al., 2014).

The many particularities that are found in construction projects may pose a
challenge to the applicability of a transformational leadership style. To illustrate this
point, construction projects are characterized by temporariness, and, hence, building
relationships between leaders and their subordinates poses a challenge. Therefore, some
argue that the transactional leadership style is more appropriate in this type of setting
since temporariness stands in the way of the development of deep emotional ties between
leader and follower (Ana K. Tyssen et al., 2014). Furthermore, one can argue that the
team members on projects might not have a previous history of collaboration. Again,
transactional leadership is efficient in newly formed teams with no history of
collaboration between leader and follower (Tyssen et al., 2014).

Tyssen and colleagues (2014) argue that transformational leadership is effective
in times of uncertainty, which is most definitely the case in construction projects. Along

the same line, the transformational style has been found to induce innovation in team
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members (Chan et al., 2014; Ana K. Tyssen et al., 2014; Zhang et al., 2018), which is
very much required to solve the complex problems that arise on construction sites. The
study by Ana K. Tyssen et al. (2014) also found that transformational and transactional
leadership styles had a positive effect on project success, with transformational having
the stronger influence among the two. Authors have found that both transactional
(contingent reward) and transformational leadership have a positive effect on employee
commitment, with the transformational style being the most effective (Mahfouz et al.,
2019; Ana K. Tyssen et al., 2014).

However, as iterated by Shamir and Howell (1999), the literature on charismatic
leadership has ignored the effect of organizational context on its applicability. The same
author argues that these contextual factors will either facilitate or hinder the applicability
of the components of this leadership style. These variables are investigated in future
sections, and their link to the applicability of the transformational leadership style is also
assessed.

In this regard, and due to the abundant literature concerning the benefits of
adopting a transformational leadership style, the motivation has been established to
investigate the barriers and enablers to the applicability of the transformational leadership

style at the different hierarchical levels that play out on large construction projects.

2.7. The Delphi Survey Method

The following section serves as a briefing on the Delphi method. Indeed, this
survey methodology is used at a later stage to verify the hypothesized effect of six factors
on the applicability of the four components of transformational leadership in the

construction project setting. As an introductory note, this technique is distinguished from
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traditional survey questionnaires on multiple levels. This section begins with an
introduction to the technique and a discussion of its origin and history. Hereafter, a
discussion of panelist numbers and selection criteria is presented. The anonymity of
respondents and its positive effect on the outcome of the questionnaires are also
discussed. The section will also include comments regarding the number of iterative
guestionnaire rounds that are required. Panelist consensus is introduced and the criteria
that define it according to multiple authors are presented. Subsequently, a discussion of
criticisms that are aimed at this method as well as arguments that support its credibility
as a research methodology is presented. Finally, the use of this method in construction

management research and its benefits when used in student projects are explored.

2.7.1. Introducing the Delphi Method

In essence, the Delphi technique is a survey methodology that seeks to extract the
opinions of knowledgeable individuals through multiple rounds of questionnaires.
Having multiple rounds is not the only distinguishing factor of the Delphi survey. In
addition to being an iterative multi-stage process, responses from all participants are fed-
back and made available to all respondents in subsequent rounds (Lilja et al., 2011). This
method is categorized as a group facilitation technique and has the ultimate aim of
reaching a consensus among participants regarding a complex problem (Grime & Wright,
2016).

The technique was developed by Olaf Helmer of the Rand corporation in 1959. In
its early days, the technique was used at the beginning of the cold war to forecast the
impact of technological advances on warfare (Hasson et al., 2000). The name of the

technique does not refer to a person, but rather to a location. The city of Delphi is in
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Greece, where the temple of Apollo is located. At this temple, the priestess Pythia used
to predict the future and announce prophecies. Indeed, the initial use of the technique was

centered around predicting the future of a technology or a phenomenon.

2.7.2. Guidelines for the Delphi Survey

Authors confirm that there are no universally accepted guidelines for conducting
a Delphi survey (Hasson et al., 2000). However, some aspects are identified as founding
factors for conducting the iterative process. In their work, Grime and Wright (2016)
propose the following basic steps for conducting a Delphi survey.

e Identify and understand the problem at hand.

e Make sure a Delphi survey is an appropriate approach.

e ldentify and recruit experts.

e Determine group size and composition.

e Run the iterative process, collect, and redistribute synthesized results in each
round.

As exposed in the above steps, one of the most important aspects of the Delphi
method is that the responses of all participants are re-distributed anonymously to all
panelists. The sample is urged to provide supporting explanations for their views, which
are later circulated in subsequent survey rounds to all participants. The respondents, after
reviewing the summarized responses of their peers, have the possibility of reconsidering
their views that have been expressed in previous rounds.

The first round of the Delphi method is usually an “idea-generating” round. The
participants are asked, as an illustrative example, to provide factors that might contribute

to a specific phenomenon. In subsequent rounds, the respondents are urged to refute,
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confirm, and rate the importance of these identified factors. Summarized responses from
previous rounds are made available along with summary statistics such as mean and
standard deviation in case a Likert-type scale isemployed. Here, the reason for classifying
the Delphi survey as a “hybrid” methodology is made apparent. Indeed, the method is not
purely quantitative, nor is it a solely qualitative technique (Ogbeifun et al., 2016).

One of the constituting aspects of the Delphi technique is anonymity. In most
cases, researchers employing the Delphi technique keep the identity of the respondents
hidden. This ensures that the contributions cannot be traced to a specific panelist (Hasson
etal., 2000) & (Ogbeifunetal., 2016). In some cases, researchers might decide on a quasi-
anonymous approach. This means that the facilitator knows the respondents, and the
panelists are aware of other participants. However, the contribution remains untraceable

to a specific contributor.

2.7.3. Panelists and Number of Rounds

The term “expert” has been used by some authors to designate the respondents of
the Delphi survey. Other authors have argued against using this terminology (Hasson et
al., 2000). Indeed, a clear definition of what constitutes an expert is lacking. Better
designations to be used are respondent, panelist, participant, and other terms. However,
the term “expert” is sometimes used to refer to the participants despite some controversy
surrounding the subject.

It is confirmed in the literature that determining the respondents of the survey
lends itself to a process called criterion sampling, also termed purposive sampling. Unlike
traditional questionnaires, the respondents are not chosen at random. The participants are

indeed chosen based on qualification criteria that depend on the subject of the study.
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The literature identifies some important factors to be considered when choosing a
panel. The minimum number of respondents varies between authors. As a guideline,
Ogbeifun et al. (2016) have designated a minimum sample of 7 to 9 participants. As a
global guideline for choosing panelists, the authors agree that the sample should include
participants that have the following characteristics: (1) knowledge of the subject
investigated; (2) heterogeneous backgrounds; (3) willingness to go through the iterative
process; and (4) ability to make connections between different fields of science (Hasson
etal., 2000; Lilja et al., 2011; Ogbeifun et al., 2016).

Concerning the number of rounds, the literature identifies two conditions for
stopping the process. Some argue for a pre-determined number of rounds, which is
usually two or three rounds. While others argue that a consensus of opinions must be
reached before stopping the process. Authors have described consensus differently. Some
argue that 51% consensus is sufficient, while others push for 70% and even 80%
consensus of opinions (Hasson et al., 2000). In any case, the stopping criteria of the
process should be identified and circulated before starting the survey. If the number of
rounds is large, we have fatigue and loss of interest on behalf of the participants.
Furthermore, the process becomes cumbersome and the summarization of results by the
facilitator becomes a tedious task. On the other hand, a larger number of rounds allows
participants to have a better understanding of the panelists' views and provides a deeper
and more elaborate discussion between participants.

An important consideration is to make sure that the facilitator does not introduce
his thoughts into the process. Indeed, caution must be taken when synthesizing, grouping,
and summarizing responses to prevent bias (Hasson et al., 2000). Figure 1 below

summarizes the basic steps to be undertaken as part of the Delphi technique.
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Figure 1

The Delphi Survey Process
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2.7.4. Credibility of The Delphi Methodology

Criticism of the Delphi method includes the argument that reaching a consensus
among participants does not mean that the correct answer has been reached. It only means
that items that are regarded as important by the sample are uncovered and identified.
Furthermore, the literature has conflicting views regarding the fact that respondents
change their input. Indeed, some use this as an argument against the method, while others
regard this as a strength of the technique. In addition, being based on criterion sampling,

some authors have argued that the method is at a higher risk of incurring bias (Liljaetal.,
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2011). Finally, the fact that the method guarantees anonymity of responses has sparked
criticism, arguing that participants are not held accountable for their responses.

On the other hand, the literature has also identified factors that support the
credibility of the technique. Indeed, authors have argued that multiple individuals that are
sufficiently knowledgeable about a subject are less likely to make the wrong conclusion
(Hasson et al., 2000). This is also called “safety in numbers”. In addition, authors have
claimed that re-circulating responses allows participants to identify factors that they may
have missed while analyzing the problem. Furthermore, the process allows participants
to interact without coercion and to reconsider their position without losing face (Grime
& Wright, 2016; Ogbeifun et al., 2016). A factor that makes the technique easier to
implement is that, unlike the Nominal Group Technique and conferencing techniques, it
secures anonymity and does not require experts to meet physically or virtually (Grime &
Wright, 2016).

Indeed, the Delphi technique is gaining wide acceptance in academic as well as
industry-related research (Ogbeifun et al., 2016). Authors have agreed that the use of the
Delphi method in student research supports knowledge creation and provides an
opportunity to cultivate research interest (Sourani & Sohail, 2015). Applying the
technique also teaches the facilitator how to work under pressure and provides an
opportunity to network with experienced industry and academic practitioners.

On a closing note, the Delphi technique has seldom been used in construction
management research (Sourani & Sohail, 2015). This can be caused by a lack of
awareness about the technique and a lack of clear guidelines for its application (Sourani
& Sohail, 2015). Nonetheless, some researchers have used this technique in construction

management applications. Indeed, Sourani and Sohail (2015) have used this technique to
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identify and rank economic sustainability factors that should be addressed in procurement
strategy. Despite some outliers, construction management research has focused on more
traditional techniques such as traditional surveys and typical interviews.

In the previous section, the Delphi technique was introduced. Many of its aspects
have been discussed. The credibility of this technique as a valid research method has also
been established. Its scarce application in construction management has been stated, and

the many benefits generated when it is used in student research have been enumerated.
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CHAPTER 3

THE CONTEXT OF THE CONSTRUCTION PROJECT

3.1. Preamble

The ultimate objective of this work is to better understand how certain identified
factors can facilitate or hinder the applicability of transformational leadership in the
construction environment. This is done by validating the effect of these theorized factors
through a Delphi survey. Following the confirmation of the effect of these factors, certain
leader-follower combinations that play out on the construction site are analyzed. This is
completed to better understand the applicability of this leadership style in the construction
environment. A discussion regarding the particularities and specificities of the
construction project environment must be presented before exploring the identified
factors and their effects. Indeed, these specificities are what allowed the research team to
choose these studied factors. In the following section, before exploring the specificities
of the construction environment, the entities and participants included in the study’s scope

are recognized and enumerated.

3.2. Traditional Construction Project Participants

The traditional construction project includes many entities that are bound
contractually and that exert a combined effort to produce the desired project outcomes.
In the following sections, the main entities involved in the traditional construction project

are enumerated, and the ones that are included in the study’s scope are identified.
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3.2.1. Traditional Design-Bid-Build Projects

The organization chart of a typical construction project is depicted in Figure 2
below. This chart is representative of traditional design, bid, and build construction
projects.
Figure 2

Traditional Construction Project Organization Chart

Owner/Client

Consultant
Architecht/Engineer
@
0

General Contractor coccccad

—_— Contractual Relationship

oo Non-contractual Relationship

As depicted in Figure 2 above, the traditional construction project involves
multiple entities that collaborate to undertake the construction project endeavor. The
following main participants are identified: Owner/Client, Consultant A/E, General

Contractor, and Subcontractors.
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The Client/Owner is the entity that is responsible for financing the project. Indeed,
the final product is owned by the client’s organization. During the early phases of the
project, the Client must select the A/E that is assigned to the project. The Client also
chooses the Main Contractor, and the process is facilitated by the A/E. The Owner must
also work closely with the A/E to approve early design plans and concepts.

The Consultant A/E is responsible for rendering professional design services for
the project. The design work includes creating clear architectural, structural, electrical,
mechanical, and other design drawings. In traditional projects, the A/E might also be
responsible for administering the construction contract between the Owner and the
Contractor. Furthermore, the A/E might also be assigned site supervision duties to check
if the work of the Contractor is compliant with the design specifications and quality
standards.

The General Contractor is the entity that is responsible for carrying out and
leading the construction work on the project. The Main Contractor is usually selected by
the Owner based on previous collaboration, preference, or a selective tendering process
which is facilitated by the A/E. In essence, the Contractor is responsible for completing
the work according to specifications, maintaining site safety procedures, and obtaining
work-related permits.

Subcontractors are entities that participate in the construction work and that are
employed by the General Contractor. Subcontractors will tend to a specific area of the
construction project, such as excavation work, facade finishing, mechanical work, and
others. It is to be noted that the Subcontractor is contractually bound to the Main

Contractor. No contractual agreement ties the Client and the Subcontractors.
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In our investigation, the General Contractor’s team will be considered
exclusively. Indeed, the Main Contractor’s team is the largest among all other project
participants. The participants from the General Contractor's organization that are
considered in the scope of the study are enumerated and identified in the following

section.

3.2.2. The General Contractor Project Team

Now that the entity under investigation has been identified, the participants
belonging to this entity, the General Contractor, that are being investigated are specified.
Indeed, the analysis is aimed at white-collar employees from the Contractor’s team.

Manual labor workers are not included in the analysis.
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Figure 3

Contractor’s Project Team Organization Chart

Contractor’'s Team Organization Chart

Leader Position

|:| VP Operations/Projects Director

Leader

I:‘ Function Head at Headquarters

[] Project Manager
[] Function Site Team Leader

Subordinate Position Type of Involvement on Project
[] Project Manager —Subordinate

[ ] continuous over full duration

|:| Function Site Team Leader |:| Intermittent over full duration
[] Function Site Staff

Note. The organization chart has been inspired by The Role of The Project Manager’s
Transformational Leadership Style in Motivating the Construction Site Team by Marie

Jabbour EI Khoury.

The different participants from the Contractor’s team that are included in the
analysis are depicted above in the organization chart in Figure 3. The chart shows the
different hierarchical roles that exist in a typical large-scale construction project.

The highest-ranking participant from the Contractor’s team is the Vice President
of Operations, also called the Projects Director. He is the person responsible for the
portfolio of projects to which the “hypothetical” project belongs. The Projects Director is
responsible for the successful completion of a bundle of projects and works closely with
the Project Managers assigned to each of those projects to realize the strategic vision of

the company.
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The Project Manager is the highest-ranking participant assigned on-site and is the
person responsible for meeting project objectives of quality, cost, and schedule. To meet
those objectives, the Project Manager usually coordinates with Function Heads at
Headquarters and the assigned Function Site Team Leaders to meet the desired project
objectives (EI-Khoury et al., 2018).

The Function Heads at Headquarters are leaders of a specific function that are
located at the firm's headquarters. They are usually not mobilized to the construction site.
They are responsible for assigning Function Site Team Leaders and Function Site Staff,
and they play a crucial role in appointing tasks and responsibilities and in guiding the
Function Site Team.

The Function Site Team Leaders are the highest-ranking individuals that pertain
to a specific function such as contracts, foundations, quality assurance, project controls,
etc., and that are mobilized to the site. They mirror the head office engineering functions.
They are responsible for guiding Function Site Staff in completing the tasks assigned to
them by the corresponding head office engineering function (EI-Khoury et al., 2018).

The Function Site Staff are the direct subordinates of the Function Site Team
leaders and pertain to the disciplines that were enumerated above. They are responsible
for undertaking tasks assigned by the mirror functions at the head office. They are the

lowest-ranking participants included in the study.

3.3. Contextual Specificities of Construction Projects

As was elaborated in earlier sections, the contextual specificities of construction
projects are not taken into consideration when examining the applicability of
transformational leadership in this environment. Being a project-based industry entails

that this sector has many specificities that contrast it with other more "stable” forms of
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organizing. It is of interest to study these contextual differences to better understand how
leadership theories apply in this special environment. Indeed, the construction project
endeavor contrasts with other organizational forms on the following levels: work and
participant locations; the temporariness of collaborations; the presence of multiple
reporting channels for subordinates; and differences in project participants' involvement
types. The following discussion complements the findings reported in the literature and

that are discussed in chapter 2.

3.3.1. Work and Participants Location

One of the characteristics of construction projects is that the end product is created
at the specific location of the project. Even when new technologies are being employed,
such as modular construction and the use of pre-cast beams, columns, and slabs, the work
is assembled at the project location. This is in contrast with other industries, such as
manufacturing, where diverse products are assembled at the manufacturing site and then
distributed to the buyers. This is why every construction project is unique. Even if other
factors are comparable, the locations of similar projects are distinct.

Indeed, as discussed in an earlier section, when a project is awarded, the
organization's head office will begin by choosing an Owner approved Project Manager.
After the selection is completed, the head office, in conjunction with the Project Manager
will organize and specify the project team. The project team members will then be
mobilized to the site when their contributions are required. Indeed, different participants
of different functions will visit and leave the site depending on the work phase. This is

elaborated upon in a future section.
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It is important to note that some project participants will remain at the head office
and might occasionally visit the project site. This creates a physical separation between
the work locations of participants. For example, the Project Manager reports to the Project
Director. However, the Project Director is not situated at the site and might not be fully
exposed to the work of the Project Manager. Furthermore, the same can be said between
the Function Head at Headquarters and the Function Site Team Leaders. Indeed, the
Function Site Team Leader reports to the Function Head at Headquarters. However, they
are located in different places. Hence, it can be stated that the physical location of the
leader and follower is not always the same in the construction project setting. This is the

case even when the work of the leader and follower is collaborative and interactive.

3.3.2. Temporariness of Collaboration

An important aspect of construction projects is that the collaboration between
participants is temporary. Each time a project is awarded, a project team is assembled by
the head office. Hence, project participants might or might not collaborate on future
projects. Furthermore, they might not have collaborated before on a previous endeavor.
It is therefore unlikely to have the same team working on successive or simultaneous
projects. This is especially true in large Contractor organizations. Hence, the bond that
was created between project participants throughout the project time frame might be
partially or entirely lost at the end of the project.

On another note, the project participants might as well join or leave the project
site at any moment. Indeed, multiple causes might result in participants leaving the project

team. These causes include redundancy, retirement, dismissal, or voluntary exit (Raiden
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et al., 2004). It is to be noted that the highest turnover rate is observed for the Project
Manager (El-Khoury et al., 2018).

Hence, this sub-section can be concluded by stating that the short-lived project-
based collaboration that is observed on construction sites might also be cut shorter due to
the turnover of participants. This further backs the claim that the construction setting
proves to be substantially different from other stable forms of organizing. These
highlighted differences translate to the need for studying the applicability of leadership

schools while making sure contextual factors are taken into consideration in the analysis.

3.3.3. Different Involvement Types of Participants

It is to be noted that the participants of the construction project are involved
differently throughout the project time frame. These types of involvement were
elaborated upon by El-Khoury et al. (2018). Indeed, unlike other more stable forms of
organizing the involvement of members varies depending on the responsibilities assigned
to them. For example, the Project Manager team is involved continuously over the full
duration of the project. On the other hand, the team responsible for project controls is
involved intermittently over the full duration of the project. Indeed, this team might visit
the site once a week to assess the progress of tasks and work completed (EI-Khoury et
al., 2018). Three other types of involvement are also identified in the same work.

The argument that is being presented is that the collaboration between team
members is project-dependent but also depends on the type of involvement of the project
participants. This specificity makes the construction environment more difficult to
analyze and more unpredictable in regards to the applicability of leadership school to its

setting. In this work, an important assumption is that the only participants that are
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considered to be involved intermittently in the project are the Function Site Staff. Other
participants are assumed to be involved full-time in the project. This is a reasonable
assumption if large projects are considered.

In the preceding section, the specificities of the construction environment were
pinpointed by the research team. These additional specificities complement the ones

already stated in chapter 2 of the work.
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CHAPTER 4

TRANSFORMATIONAL LEADERSHIP IN THE CONTEXT
OF THE CONSTRUCTION PROJECT

4.1. Preamble

The purpose of the study is to propose certain hypothesized factors and present
their expected effects on the applicability of the four main components of
transformational leadership in the construction environment. These factors and their
hypothesized effects are then verified through a Delphi survey. Participants with
knowledge of the construction environment are consulted and asked to validate or refute
these proposed factors and their hypothesized effects. The section will begin with an
elaborate definition of these six factors, together with an introductory example of how
each factor might affect the applicability of the different components of transformational
leadership. After defining these six chosen factors, the theorized effect of these factors is

presented along with supporting arguments.

4.2. Factors Affecting the Applicability of Transformational Leadership in
Construction

The applicability of the four main components of the TL style is studied from the
perspectives of: (1) the hierarchical gap between leader and follower; (2) the enabling
interaction period/type; (3) the leader's exposure to subordinate's work; (4) the follower’s
exposure to the leader’s work; (5) the age gap between leader and follower; and (6) the
physical separation between work locations of leader and follower. These factors are not
all-inclusive. However, they have been selected in this study based on the discussed

specificities of the construction environment. The ultimate aim is to better understand
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how these factors can be manipulated to improve the applicability of transformational

leadership on construction projects.

4.2.1. The Hierarchical Gap Between Leader and Follower

The hierarchical gap indicates the difference in the level of authority between the
leader and his subordinate. It can also be viewed as the number of reporting levels
between the employee and his leader (Hill et al., 2012). As an example, and referring to
Figure 3, the hierarchical gap between the Function Site Team Leader and the Function
Site Staff is smaller than the hierarchical gap between the Project Manager and the
Function Site Staff.

While consulting the literature, it was found that “power distance” negatively
impacts the inclination of employees to speak up and propose new approaches. This was
observed while analyzing a sample of engineers and managers employed in the R & D
division of a telecommunication company (Liu & Liao, 2013). This observation leads to
the conclusion that intellectual stimulation and individualized consideration are
negatively impacted by the high hierarchical gap between leader and follower.

In another article, it was also confirmed that a higher hierarchical gap between
leader and follower is less conducive to the transformational style as a whole (Nawaz et
al., 2020). Indeed, Nawaz et al. have concluded that leaders with higher power distance
tend to monopolize decision-making, which is uncharacteristic of transformational
leaders. Therefore, higher power distance has been associated, by these researchers, with
a transactional style of leadership. These findings were attained by Nawaz et al. by

analyzing a sample of administrators at Gomal University in Pakistan.
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Additionally, other authors claim that lower-level leaders cannot exercise the full
range of components that constitute the transformational style. More specifically, it was
found that idealized influence and inspirational motivation are more applicable to upper-
level managers. Bruch and Walter (2007) reached these conclusions by examining
employees and managers in a multinational power and automation company.

Furthermore, Edwards and Gill (2012) have concluded that transformational
leadership is equally effective when employed at higher and lower levels of the
organization. Giri and Santra (2010) administered questionnaires to 324 employees from
diverse sectors. They concluded that less experienced employees are more prone to
applying a transformational style as a whole, while more experienced leaders tend to use
the laissez-faire style. Conversely, Kane and Tremble Jr (2000) have found that higher-
level army officials are perceived as being more transformational than their lower-level
peers.

Truly, the previous sections clearly illustrate that the literature has conflicting
views regarding the effect of the hierarchical gap on the applicability of transformational
leadership. Indeed, some authors find that higher-level leaders are more effective in
applying TL, while others challenge this finding.

The interaction between the hierarchical gap and the four components of
transformational leadership in the construction environment has been theorized by the
research team. As an illustrative example, it is proposed that a smaller hierarchical gap
might be more conducive to individualized consideration. This is because, with a smaller
hierarchical gap, the collaboration between leader and follower is more extensive. The

reader is urged to consult Table 1 below for a list of all theorized interactions.
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Table 1

Theorized Interaction Between Hiarchical Gap and TL Components

Hierarchical Gap Between Leader and Follower

Idealized Influence

Neutral

Followers can be influenced by the
behavior of high-level as well as
lower-level leaders.

Inspirational Motivation

A larger hierarchical
gap is more conducive

A higher hierarchical gap means that
the leader has a greater ability to
inspire and appeal to the global vision
of the organization. The higher the
leader stands, the more he is revered
and respected.

Intellectual Stimulation

A smaller hierarchical
gap is more conducive

A smaller hierarchical gap means the
leader is more involved in followers'
work. Thus, they can encourage
creativity in completing tasks.

Individualized
Consideration

A smaller hierarchical
gap is more conducive

A smaller gap means collaboration is
more extensive and the relationship
between the leader and follower has
more opportunities to flourish.

4.2.2. Enabling Period/Type of Interaction

The amount of time that is required for a component of transformation leadership
to be successfully effectuated is hard to determine. However, it is possible to distinguish

between those components that can happen spontaneously and those that require time to

be realized.

As articulated by Ana K Tyssen et al. (2014), the effectiveness and applicability
of leadership styles in time-limited settings are questionable. Indeed, the exchange
between leader and follower that occurs in stable organizations is cut short in project-
based organizations. Nonetheless, and according to the same authors, TL is extremely

beneficial in complex and uncertain environments such as construction. This calls for a
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distinction between those components that can be achieved spontaneously and those that
happen over time. This is a simplistic, dichotomous approach that is reasonable since
these components happen on a continuum between two extremes: happening
spontaneously and happening over time.

The research team has proposed the categorization of transformational leadership
components into those that happen spontaneously and those that happen over time. As an
illustrative example, it can be argued that inspirational motivation can be achieved
spontaneously. Indeed, the leader might inspire followers by giving a speech in which he
communicates trust in the capabilities of his followers and in which he appeals to the
overall vision and mission of the organization. The reader is urged to consult Table 2
below for a list of all categorized components.

Table 2

Categorization of TL Components Based on Enabling Period/Type of Interaction

Enabling Period/Type of Interaction

To be applicable, this component requires
repetitive reinforcement of the leader's
Idealized Influence Achieved over time excellent behavior. Many encounters should
take place before followers are affected by a
leader’s work culture.

Can be achieved spontaneously through
Can occur conveying trust in followers' capabilities and

spontaneously steering emotions through a leader's

charisma or a motivational speech.

Inspirational Motivation

The leader must first trust employees'
Intellectual Stimulation Achieved over time capabilities before encouraging creativity in
completing tasks.

For this component to be effectuated, the
leader should constantly show consideration
for his followers” well-being. This requires
many encounters and is achieved over time.

Individualized

Consideration Achieved over time
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4.2.3. Leader's Exposure to Subordinate's Work

This factor attempts to gauge which components of transformational leadership
require the leader to be exposed to the task details of his subordinates.

Indeed, and similar to other project-based industries, construction projects are
characterized by ambiguous hierarchies. Referring to Figure 3, there are multiple
superiors to which project participants report. For example, the Function Site Team
Leader reports to both the Project Manager and the Function Head located at the
company’s headquarters. The participant’s superiors are not always implicated in the
tasks and responsibilities of the followers. This will most probably affect the applicability
of transformational leadership components between leader-follower dyads that
materialize on construction projects.

The transformational leadership components that require the leader to be exposed
to his follower’s work and those that do not require this type of exposure have been
theorized and presented in Table 3 below. As an illustrative example, it can be advocated
that for the leader to intellectually stimulate his subordinates and encourage the use of
innovation at work, he needs to be exposed to their tasks and work outcome. Indeed, the

leader must assess these tasks and decide which ones can be approached innovatively.
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Table 3

Theorized Interaction Between Leader’s Exposure to Follower’s Work and TL

Components
Leader's Exposure to Subordinate's Work
Through exceptional behavior, the leader
Idealized Influence Exposure not required can positively influence his subordinates

without  knowing the tasks and
responsibilities assigned to them.

The leader might inspire followers without
Inspirational Motivation Exposure not required | knowing the details of their tasks and the
responsibilities assigned to them.

The leader should be exposed to the
Intellectual Stimulation Exposure required followers' work to encourage creativity in
completing tasks.

The leader should be exposed to the
Exposure required followers' work to provide guidance and
cater to their needs.

Individualized
Consideration

4.2.4. Follower’s Exposure to Leader’s Work

This factor attempts to distinguish between components of transformational
leadership that require the follower to be exposed to the work of their leader and others
that do not require this type of exposure.

Indeed, due to the physical separation of work locations and the multiplicity of
authority channels, it is expected that the subordinates might not always be exposed to
their leader’s work. It is argued that this might affect the applicability of certain
components of transformational leadership. Components requiring the exposure of
subordinates to their leader’s work and those that do not require this type of exposure are
detailed in Table 4 below.

As a preliminary example, it can be claimed that for idealized influence to take
place, the follower needs to be exposed to the work of the leader. Indeed, the follower

must be exposed to the exceptional behavior of the leader to be influenced by it.
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Table 4

Theorized Interaction Between Follower’s Exposure to Leader’s Work and TL

Components
Follower's Exposure to Leader's Work
The follower cannot be influenced by the
Idealized Influence Exposure required leader’s superior work culture unless he is

exposed to his actions and behaviors at
work.

The leader might inspire followers without
Inspirational Motivation Exposure not required | them knowing the details of his
responsibilities and tasks.

The follower does not need to know the
details of his leader’s work and
responsibilities to use creativity in the tasks
that are assigned to him.

The component is about the leader catering
Individualized . to the follower's needs; the follower does
Consideration Exposure not required not need to know the details of the tasks and
responsibilities of his leader.

Intellectual Stimulation Exposure not required

4.2.5. The Age Gap Between Leader and Follower

The age gap indicates the difference in age between the leader and his subordinate.
This discussion attempts to gauge the applicability of the four components of TL with
smaller and larger age gaps between leaders and followers.

Giri and Santra (2010) advocate that the mindset of older employees is
significantly different than the mindset of younger ones. They further claim that this leads
to differences vis-a-vis the leadership style used. Indeed, they observed that as leaders
grew older, they tended to adopt a more laissez-faire approach. These observations were
made by studying a large sample of employees in diverse Indian organizations.

On another note, Kearney (2008) has attempted to gauge the moderating effect of
the age gap between leaders and followers and the positive outcome of transformational
leadership. In particular, Kearney found that a larger age gap positively affected the

outcome of transformational leadership in the German pharmaceutical industry. The
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author further hypothesized by indicating that this could be caused by the followers
perceiving younger leaders as being inadequate to occupy a position of privilege.
Nonetheless, Kearney’s study proposes that the age gap does not affect the predisposition
of leaders to employ a transformational style. This final finding is in contradiction with
the conclusion reached by Giri and Santra.

It is clear from the cited sources that a conclusion on the effect of the age gap
between leaders and followers on the applicability of transformational leadership is not
within reach.

The effect of the age gap between leader and follower on the applicability of the
four components of transformational leadership in the construction environment has been
theorized by the research team. Each proposed interaction was accompanied by an initial
supporting argument. As an illustrative example, it is hypothesized that a larger age gap
is more conducive to idealized influence. This can be maintained by the argument that
older leaders might be perceived as being wiser and more experienced by their followers.

For a list of all theorized interactions, the reader is urged to consult Table 5 below.
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Table 5

Theorized Interaction Between Age Gap and TL Components

Age Gap Between Leader and Follower

Followers are more prone to idealize leaders
if the age gap is large. They might perceive
them as being wiser and more experienced.

A larger age gap is

Idealized Influence -
more conducive

The leader inspires followers through

Inspirational Motivation Neutral charisma, and this is not affected by the age
gap.
A smaller age gap is Younger leaders tend to challenge the status

Intellectual Stimulation A
more conducive quo and encourage new approaches at work.

Leaders that are closer in age to their
Individualized A smaller age gap is followers have a higher ability to understand
Consideration more conducive their concerns and connect with them on an
emotional level.

4.2.6. The Physical Separation Between Work Locations

This final factor attempts to foresee what components of transformational
leadership are more or less applicable when the work locations of the leader and follower
are identical or distinct.

Keegan and Den Hartog (2004) have discussed the relevance of transformational
leadership to project-based organizations. Indeed, these authors report that employees
assigned to a project could be either (1) isolated from normal operations or (2) integrated
with normal operations. In the first extreme, the participant's workplace is shifted to a
temporary project-based location. On the other extreme, the employee remains in his
usual work location. Keegan and Den Hartog further theorize that this split in work
locations between leaders and employees might cause disturbances in control and
influence. Referring to Figure 3, in a traditional construction project, the Function Head

at Headquarters is the traditional leader of Function Site Staff and Function Site Team
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Leaders. However, the Function Head remains at the company’s headquarters while
Function Site Team Leaders and Function Site Staff are usually mobilized to the site. This
will cause the traditional leader to have less influence on his displaced subordinates. The
influence is supposedly shifted to the Project Manager assigned on site. Keegan and his
colleague argue that the temporary project leader, the Project Manager, cannot exercise
transformational leadership to its fullest potential. For example, he cannot exercise
individualized consideration effectively since he does not play a role in the career
advancement of the employee. This power is reserved for the Function Head, even though
he might not have insight into the performance and work ethic of the displaced
subordinates.

Purvanova and Bono (2009) found no difference in the applicability of idealized
influence and inspirational motivation between face-to-face and virtual teams. The
difference was observed for intellectual stimulation and idealized influence, which
proved to be more realizable in face-to-face teams. An interesting and perplexing result
reached by these authors was that increasing the transformational behavior of a leader
leads to a higher increase in outcomes in virtual teams when compared to face-to-face
teams.

The effect of the physical separation of work locations between leader and
follower on the applicability of the four components of transformational leadership
proves to be an interesting phenomenon to investigate. The effect of this factor on the
applicability of the components of TL was hypothesized by the research team. As an
illustrative example, it can be theorized that a smaller physical separation between the
work locations of a leader and follower is more conducive to individualized

consideration. Indeed, being closer physically will facilitate interaction and positively
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affect the relationship between the leader and follower. The reader is urged to consult

Table 6 below for a list of all theorized interactions.

Table 6

Theorized Interaction Between Physical Separation of Work Locations and TL

Components

Physical Separation Between Work Locations

Idealized Influence

Less physical
separation between
work locations is more
conducive

Less physical separation means that
followers are more exposed to the leader’s
behavior, which is a must if they are to be
influenced by their work culture.

Inspirational Motivation

Neutral

This component might be achieved through
speeches or appealing to the company's
overall vision regardless of the work
locations of the leader and follower.

Intellectual Stimulation

Neutral

Leaders can allow new approaches to tasks
without being physically present at the
followers’ work location.

Individualized
Consideration

Less physical
separation between
work locations is more
conducive

Having the leader and follower working in
identical  locations  will allow the
relationship to flourish and develop more
easily.

In the previous section, six factors that can affect the applicability of the
components of a transformational leadership style on construction projects have been
identified. Indeed, twenty-four possible interactions between each component of TL and
each of the six chosen factors were proposed. The hypothesized interactions are now
verified through a Delphi survey, whose governing parameters are defined in the

following section.

4.4. Validation Method — A Delphi Survey
A Delphi survey methodology is used to validate the hypothesized effect of the

chosen factors on the components of TL. Indeed, obtaining validation from industry
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professionals and academicians allows for greater validity and credibility of the proposed
interactions. The reader is urged to refer to the corresponding section in Chapter 2 for a

general overview of the Delphi technique.

4.3.1. Adequacy of the Delphi

In the following section, the suitability of the Delphi technique as a validation
procedure is established. Indeed, the method is appropriate when faced with a complex
problem. Validating the effects of the identified factors on TL components requires the
help of individuals that are highly knowledgeable in the construction project setting.

According to the literature, the Delphi technique is suitable in study areas where
there is considerable uncertainty and a lack of agreed knowledge. As has been elaborated
in the literature review, there has been a lack of research on leadership in construction,
much less on transformational leadership in this context. The study aims at generating
new knowledge, which requires the contribution of knowledgeable panelists that can be
controversially referred to as "experts."”

An argument in support of the use of this technique is that the panelists do not
need to meet at a specific location and at a specific time. This is a very practical aspect
of the technique and simplifies the gathering of data. This is beneficial since these
knowledgeable panelists usually have crowded schedules and setting meetings with them
is challenging.

This method has been chosen among other techniques such as traditional surveys,
nominal group techniques, traditional interviews, and group conferencing since it is, in
nature, a self-validating technique. This means that the consecutive surveys allow for

opinions to be validated or refuted. Additionally, the technique allows participants to
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express their thoughts and ideas without risking some individuals monopolizing the
discussion. Furthermore, and due to anonymity, the participants will contribute freely to
the discussion without fear of losing face. This is one of the most important arguments
for the use of this technique.

In the preceding section, the rationale behind choosing the Delphi technique
among other survey methods is established. The parameters chosen for the Delphi survey

are presented in the following sections.

4.3.2. Panelists' Number, Selection, and Credentials

The selection of participants in a Delphi survey lends itself to a purposive
sampling procedure. This is in contrast with traditional surveys in which participants are
chosen randomly. This is at the heart of the Delphi procedure, and therefore, participants
were chosen based on their qualifications. As discussed in the literature review section of
the Delphi technique, the recommendation regarding the minimum number of participants
defers greatly among academicians. Some advocate for more than three, while others
recommend a sample of seven to eight participants. For this study, sixteen participants
were approached, of whom nine participated in the first round. Of the nine participants
contributing to the first round, eight of them also contributed to the final round. The
profile of the participants is detailed in Table 7 below. The names and some other
specificities regarding the participants remain undisclosed to preserve the privacy and

anonymity of the procedure.
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Table 7

Delphi Survey Participants' Credentials

Expert
1.D.

Title

Important Comments

Expert Type

Round

Round

E.l

—Ph.D. holder in construction engineering and project
management.

—Worked as a project analyst and coordinator in the construction
industry for multiple years.

— Administered courses in human resource management,
construction management, mediation, lean, safety, and
sustainable design among others.

—ASCE reviewer for Journal of Management in Engineering.
Heavily exposed to publications in the field of engineering
management.

—Relevant publications include workforce management, learning
curves, and project delivery methods.

Practitioner and
academician in the
construction field.

E.2

Dr.

—Ph.D. holder in construction management.

—Project control engineer at a reputable Middle East engineering
firm.

—Lecturer at a leading university in the Middle East.

—ASCE outstanding reviewer award. Heavily exposed to
publications in the field of engineering management.

—Relevant publications include earned value analysis, disputes,
and claims resolution.

Academician in the
construction field.

E3

—Master's degree holder in engineering management.

—Master's degree in construction law.

—Experienced contract administrator with a demonstrated history
of working in the construction industry.

Practitioner in the
construction field.

E.4

—Master's degree holder in civil engineering.

—Former VP of operations at a reputable contracting company.
—Extensive experience in directing and managing large-scale
construction projects.

Practitioner in the
construction field.

E.5

Dr.

—Ph.D. in civil and environmental engineering from a leading
US university.

—Thirty-five years of experience in engineering design and
construction.

—Owner of a development and construction company in the US.
—Works completed include commercial, institutional, industrial
and residential developments among others.

Practitioner and
academician in the
construction field.

E.6

—Ph.D. construction engineering & management from a leading
US university.

—Professor, construction management department at US
university.

—Expert in the use of new technologies in construction projects.

Academician in the
construction field.

E7

—BS construction management and MBA at a leading US
university.

—Vice President of Operations at medium size contracting
company.

—Experience in handling residential and commercial
construction works.

Practitioner in the
construction field.

E8

Dr.

—Ph.D. in construction management.
—Specialized in alternative delivery methods.
—Lecturer at AUB.

Academician in the
construction field.

E.9

—Ph.D. in construction management from a leading US
university.

—Chairman and Professor, the civil engineering department at
US university.

—Chief Construction Supervisor on multiple projects including
the largest amounting to 675M $

—Prior experience include contract administrator and site
supervision on medium to large-scale projects.

Practitioner and
academician in the
construction field.
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4.3.2. Number of Rounds

The minimum number of rounds that can be used in Delphi surveys is two. Indeed,
the main purpose of the Delphi technique is to re-circulate participants' opinions to their
peers and to ask them to refine and reconsider their initially stated views. This is why a
Delphi survey can not exist with fewer than two rounds. At the beginning of the
investigation, it was decided that three rounds of questionnaires would be used. However,
after noticing participant fatigue and the time it takes to collect responses, it was decided
to limit the number of rounds to two. A fact that supports this decision is the claim made
by Gunhan and Arditi (2005), who claim that most changes in Delphi responses occur in
the first two rounds and that not much is achieved by increasing the number of rounds

beyond two.

4.3.3. Structure of Rounds

The first round can be said to be a hybrid round. Indeed, a proposition regarding
the effect of a factor on the applicability of a component of TL was presented along with
the initially theorized reasoning behind the proposed interaction. The participants were
then asked to state their agreement with this proposition on a 5-point Likert scale: (1)
Strongly disagree, (2) Disagree, (3) Neither agree nor disagree, (4) Agree, and (5)
Strongly agree. The participants were then urged to provide additional supporting
arguments if they agree with the proposition and to provide counterarguments in case
they disagree with the presented claim. At the beginning of each question series, a brief
definition of the component of transformational leadership corresponding to the question
group was also presented. Indeed, the first round can be assumed to be a hybrid round,

not purely quantitative nor purely qualitative. A total of twenty-four interactions between
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identified factors and the components of TL were subjected to questioning. These
propositions are directly derived from the theorized interaction introduced at the
beginning of chapter 4. As an illustrative example of the survey questions and interface,
the question [P4.1] concerning the hierarchical gap and its effect on the applicability of
individualized consideration is depicted below.

Figure 4

Question Example — Round 1

Proposition [P4.1]:

A smaller hierarchical gap is more conducive to the applicability of individualized consideration.

Supporting Arguments:

Smaller gap means collaboration is more extensive and the relationship between the leader and follower has more opportunities to flourish.

Counter Arguments:

Non collected thus far.

@ Comment only when you choose an answer.

[1] Strongly disagree

[2] Disagree

[3] Neither agree nor disagree

[4] Agree

[5] Strongly agree

In the second round of the questionnaire, the arguments and counterarguments
collected were synthesized, summarized, and re-circulated. The round was purely
quantitative, and the participants were urged to present their views regarding the
interaction between factors and components based on the arguments presented by the

research team and their peers. The summary survey statistics of the first round were also
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made available to participants while maintaining anonymity. As an illustrative example

of the second survey round, the proposition [P1.3] concerning the leader’s exposure to

subordinate work and its effect on the applicability of idealized influence is depicted

below.
Figure 5

Question Example — Round 2

Proposition [P1 3]:

Supporting Arguments:

Counter Arguments:

Round 1 - Results:
[1] Strongly disagree

[2] Disagree

[3] Neither agree nor disagree
[4] Agree

[5] Strongly agree

@ Choose one of the following answers
[1] Strongly disagree
[2] Disagree
[3] Neither agree nor disagree

[4] Agree

[5] Strongly agree

Idealized influence does not require the leader to be exposed to the subordinate’s work.

Interaction with the team is sufficient, the leader does not need to know the details of the tasks.

To serve as a role model, the leader must be aware/exposed/involved in the tasks of subordinates.

The leader cannot effectively influence his followers if he is not aware of their tasks and responsibilities.

~poOon O

Aleader and through exceptional behavior can positively influence his subordinates without knowing the tasks and responsibilities assigned to them.

Employees on construction sites seek guidance from their superiors, which requires the leaders to know their follower's responsibilities.

0.00%

44.44%
0.00%

44.44%
11.11%

4.3.4. Consensus Criterion

As discussed in the literature review section on the Delphi technique. A set-in-

stone criterion for consensus does not exist. Indeed, some argue for a 51% consensus

while other authors push for a higher consensus rate for validation. In this study, the
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validation criteria are set in the first round to be 70% with no counter-argument presented.
While the consensus rate in the second round was based on a majority of responses,
meaning that more participants agree than disagree with the claim. The research team has
decided on these criteria, however, others using or citing this work might decide to
disregard factor-component interactions that have received low agreement from survey
participants.

Table 8

Delphi Parameters Summary

Parameter Chosen Value/Type Rational

Quasi-anonymity provides the same benefits as
full anonymity and is less cumbersome for
administrative purposes. The research team
knows the participants and their provided
responses but the names are not disclosed to the
public.

Anonymity Quasi-anonymous

9-Respondents in round 1 The recommended minimum number of
participants in the literature has varied between
authors. A sample of eight participants is

8-Respondents in round 2 adequate.

Number of Panelists

To collect arguments and counter-argument
Round [1] Hybrid from  participants  concerning  theorized
interactions.

A quantitative round that allows the participants
to reconsider their views in light of newly

Round [2] Purely Quantitative provided arguments and responses received in
the previous round.
Number of Rounds 2-Rounds Two rounds of questionnaires are u_sed to avoid
fatigue and loss of interest in participants.
The validation criterion is In case counter-arguments are presented and/or

Round 1 - Validation Criteria | (>70%) agreement withno | consensus has not reached 70%, the proposition
counter-arguments presented | is moved to round [2] for further validation.

Validation is based on a Obtaining a majority of votes has been chosen as

Round 2 - Validation Criteria majority of votes a validation criterion for round 2
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4.5. Validated Interactions Between Chosen Factors and TL Components

The theorized interactions between the six chosen factors and the four components
of transformational leadership have been subjected to testing through a Delphi survey.
The following sections report on the findings that have been extracted from the
participants through the two rounds of questionnaires. Each of the following sections
deals with a single component of TL, and each sub-section sheds light on the validated

interaction between this component and the six chosen factors.

4.5.1. Interaction Between Factors and Idealized Influence

As iterated in the literature review section, idealized influence is achieved when
the leader enacts excellence in his behavior. Indeed, when observing the commendable
behavior of their superior, the followers are motivated to emulate their exemplary
behavior. This results in a positive effect on the workplace environment and an increase
in the productivity of the team. The following subsections shed light on the survey-
validated interactions between the chosen factors and the applicability of idealized

influence.

4.5.1.1. Idealized Influence Vs. Hierarchical Gap

The initial theorized proposition dictates that the hierarchical gap does not affect
the applicability of idealized influence. Indeed, it was postulated that employees can be
influenced by the behavior of their superiors regardless of the hierarchical gap between
them. One of the participants proposed that a smaller hierarchical gap means that the
interaction between the leader and follower is more extensive which improves the
applicability of this component. However, it was validated in round 2, by a majority of

votes, that the hierarchical gap is irrelevant for the applicability of idealized influence.
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4.5.1.2. Idealized Influence Vs. Enabling Period/Type of Interaction

Initially, it was proposed that this component of TL requires the repetitive
exposure of the follower to the exemplary behavior of the leader for it to be successfully
achieved. The statement was further supported by a participant who explained that first
impressions are not sufficient and that they are often forgotten on construction sites. On
the other hand, other respondents argued that through charisma, the leader might have a
spontaneous effect on the subordinates. However, it was validated in round 2, by total

consensus, that idealized influence occurs over time and is not achieved spontaneously.

4.5.1.3. Idealized Influence Vs. Leader’s Exposure to Follower’s Work

The initial hypothesis was that a leader can lead by example without being
knowledgeable of the detailed responsibilities of his followers. In support of this claim, a
participant indicated that work interaction is sufficient, and that the leader does not need
to know the task details of subordinates. On the other hand, other participants argued that
the leader cannot lead by example without knowing his follower’s assigned tasks. This is
especially true since followers seek guidance from their superiors to complete their work.
However, the sample validated in round 2, based on a majority of votes, that idealized
influence can be successfully effectuated without the need for the leader to be informed

of his subordinate task details.

4.5.1.4. Idealized Influence Vs. Follower’s Exposure to Leader’s Work

It was theorized by the research team that followers need to be exposed to their
leader’s behavior for idealized influence to be effectuated. Indeed, a participant further
supported this claim by stating that the follower is influenced by the behavior of the leader
through observing how he approaches tasks as well as by listening to the guiding

comments that he provides. Additionally, another panelist advocated that being exposed
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to a leader’s work will create a sense of belongingness among subordinates and improve
the influence exerted by the leader. Conversely, one respondent claimed that followers
can be influenced by the leader’s reputation as conveyed by their peers and that this could
be enough to create influence. Finally, it was concluded, in round 2, that followers need

to be exposed to their leader’s behavior for idealized influence to be correctly achieved.

4.5.1.5. Idealized Influence Vs. Age Gap Between Leader and Follower

It was proposed by the research team that a larger age gap is more conducive to
idealized influence. Indeed, it is assumed that a larger age gap means that followers will
be inclined to perceive these older leaders as being wiser and more experienced. This in
turn will increase the leader’s capacity to influence his subordinates. A participant further
supported this claim by stating that a larger age gap usually means more extensive
experience at work and in life. According to this participant, this translates into a greater
ability to influence followers. On the other hand, another respondent commented that this
component of TL can be exercised irrespective of the age gap. Indeed, he claims that
experience and credibility are the biggest determinants of the applicability of this
component irrespective of age. Finally, another panelist claimed that this is a cultural
matter and that some cultures may be prone to be influenced by older leaders while others
might be more influenced by younger leaders. In the end, and despite the low consensus

rate, it was concluded in favor of the initially hypothesized interaction.

4.5.1.6. ldealized Influence Vs. Physical Separation Between Work Locations

Originally, it was hypothesized that a smaller physical separation between the
work locations of the leader and his followers leads to increased exposure to the leader's
behaviors. This in turn will translate into improved applicability of idealized influence.

This claim received multiple contesting arguments. A panelist argued that proximity of

74



work locations is only required when work is interactive. Another participant claimed that
leaders were able to successfully influence subordinates during the pandemic despite
working remotely. Finally, one participant argued that the proximity of work locations
does not always translate into higher interaction. Despite these insightful
counterarguments, it was agreed in favor of the initial hypothesized interaction by most
panelists in the second survey round. Indeed, close workplaces were validated to be more

conducive to idealized influence.

The below table summarizes the theorized interactions between the six chosen
factors and the first considered component of transformational leadership. Each pair of
columns represents one of the six factors considered. The table contains information on
the initially hypothesized interaction between factor and TL component; the initially
provided argument by the research team; additional arguments and/or counterarguments
presented by the survey participants; the round in which the interaction was validated;

and additional summary statistics.
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Table 9

Survey Summary Results - Idealized Influence

Survey Result Table - Idealized influence

Hierarchical Gap Between Leader and
Follower

Enabling Period of Interaction

Leader's Exposure to Subordinate's Work

Follower's Exposure to Leader's Work

Age Gap Between Leader and Follower

Physical Separation Between Work Locations

Initially proposed

—Followers can be
influenced by the

Initially proposed

component requires
repetitive reinforcement
of leader excellent

Initially proposed

—A leader and through
exceptional behavior can
positively influence his

Initially proposed

—The follower cannot
be influenced by the
leader’s superior work

Initially proposed

—VFollowers are more
prone to idealize leaders
if the age gap is large. As

Initially proposed

Hypothesized Hypothesized Hypothesized Hypothesized Hypothesized Hypothesized Less physical
effect of factor on effect of factor on . . effect of factor on . effect of factor on . effect of factor on Larger age gap is more effect of factor on Py
- Neutral effect A~ Achieved over time - Exposure not required - Exposure required R : A separation is more
applicability of applicability of applicability of applicability of applicability of conducive applicability of conducive
component: component: component: component: component: component:
—To be applicable, this —Less physical

separation means that
followers are more
exposed to the leader’s

arguments by
participants:

None.

arguments by
participants:

—First impressions are
usually forgotten on
construction sites, and
repetitive behavior is
needed for influence to
take place.

arguments by
participants:

sufficient, the leader
does not need to know
the details of the tasks.

arguments by
participants:

—Knowing the work
tasks assigned to the
leader might create a
sense of belonging and
improve the influence
exerted by the leader.

arguments by
participants:

younger ones. It is also
assumed that with a
larger age gap comes a
larger experience gap
and a higher ability to
influence

arguments by
participants:

supportlng behavior of high-level as supportlng behavior. Many supportlng subo@nates without supportlng culture unless he is supportlng they might perceive them supportlng behavior which is a
argument: well as lower-level argument: encounters should take argument: knowing the tasks and argument: : : argument: - - argument: -
T - exposed to his actions as being wiser and more must if they are to be
leaders. place before followers responsibilities assigned . - - -
R and behaviors at work. experienced. influenced by their work
are affected by a leader’s to them. culture
work culture. )
—Influence can be —TFollowers appreciate
—Indeed it takes time obtained through o PP "
L L s the “life experience” of
for the leader’s influence listening to a leader’s
- older leaders. Hence,
to affect the behavior and comments and/or advice given by older
Additional Additional actions of followers. Additional —Extensive Interaction Additional observing how he Additional leaders is favored over Additional —»Close work locations
- - . with the team is - approaches work tasks. - - .
supporting supporting supporting supporting supporting the ones presented by supporting are ideal, however,

influence can be
achieved in other ways.

Counter-
arguments by
participants:

—When the hierarchical
gap is smaller, the
interaction between
leader and follower is
assumed to be more
extensive, and therefore
leading by example is
more applicable than in
the case of a larger
hierarchical gap.

Counter-
arguments by
participants:

—Through charisma, the
leader can have a
spontaneous impact on
the follower without the
need for many
encounters to take place.

Counter-
arguments by
participants:

—The leader cannot
effectively influence his
followers if he is not
aware of their tasks and
responsibilities.

—To serve as a role
model, the leader must
be
aware/exposed/involved
in the tasks of
subordinates.

—Employees on
construction sites seek
guidance from their
superiors, which requires
the leaders to know their
follower's
responsibilities.

Counter-
arguments by
participants:

—Exposure to the
leader’s reputation might
influence the subordinate
without him knowing the
leader’s work detail. For
example, hearing from
others that are working
directly with the leader.

Counter-
arguments by
participants:

—Followers are
influenced by the
behavior of the leader
irrespective of age.
Experience and
credibility are the biggest
determinants of
influence.

—Some cultures find
older leaders to be wiser
and others dismiss them
as obsolete.

Counter-
arguments by
participants:

—The proximity of work
locations is not required,
except if the work of the
leader and follower is
interactive.

—It is to be noted, that
during the pandemic
many leaders
successfully lead their
teams and effectively
influenced the work
culture.

—Close workplace
locations do not always
mean increased
exposure. Instead, higher
work interaction is more
conducive to idealized
influence.

Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [2]
(%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and
Strongly agree in 75% Strongly agree in 100% Strongly agree in 62.50% Strongly agree in 62.50% Strongly agree in 37.50% Strongly agree in 62.50%
validation round: validation round: validation round: validation round: validation round: validation round:
(%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and
_Stron_gly c_ilsagree 250 $tron_gly c_ilsagree 0% _Stron_gly (_jlsagree 37.50% _Stron_gly (_:llsagree 25% _Stron_gly (_jlsagree 25% _Strongly (_jlsagree 25%
in validation in validation in validation in validation in validation in validation
round: round: round: round: round: round:
Mean Likert Score 35 Mean Likert Score 4,125 Mean Likert Score 3.25 Mean Likert Score 3.625 Mean Likert Score 3.375 Mean Likert Score 3.375
Median Likert Median Likert Median Likert Median Likert Median Likert Median Likert

4 4 4 4 3 4
Score Score Score Score Score Score
Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 3 Mode Likert Score 4

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

Less physical

factor on Neutral effect factor on Achieved over time factor on Exposure not required factor on Exposure required factor on Larger age gap is more factor on separation is more
applicability of applicability of applicability of P q applicability of P q applicability of conducive applicability of P g
component: component: component: component: component: component:
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4.5.2. Interaction Between Factors and Inspirational Motivation

As iterated in previous sections, inspirational motivation is achieved when the
leader conveys a high level of trust in his employees. Through charisma, the leader
appeals to the overall vision of the organization. This leads followers to look beyond their
self-interest and to exert additional effort in completing their tasks. The following
subsections shed light on the validated interactions between the six studied factors and

the applicability of inspirational motivation.

4.5.2.1. Inspirational Motivation Vs. Hierarchical Gap

The initially proposed hypothesis dictates that a larger hierarchical gap is more
conducive to inspirational motivation. Indeed, a larger gap means that the leader has a
higher ability to inspire and appeal to the organizational vision. Conversely, one
respondent argued that a higher hierarchical gap might make subordinates feel out of
touch and disconnected from the leader. This, in turn, negatively impacts the leader's
ability to motivate. Another panelist further agreed with his colleague by stating that
employees of adjacent ranks speak a common language, which means that inspirational
motivation is more applicable to participants that are closer on a hierarchical level.
Finally, the majority of the sample disagreed with the initial hypothesis. It was concluded
that a smaller hierarchical gap is more conducive to inspirational motivation. This is one

of three instances where the sample disagreed with the initially postulated proposition.

4.5.2.2. Inspirational Motivation Vs. Enabling Period/Type of Interaction

The initial proposition was that inspirational motivation happens spontaneously.
A charismatic leader might gather the company employees and give an inspirational
speech that rouses the emotions of the crowd and increases their sense of belonging and

devotion to the organization. The proposition was supported with complete unanimity in
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the second round. Indeed, it was validated that inspirational motivation can occur

spontaneously.

4.5.2.3. Inspirational Motivation Vs. Leader’s Exposure to Follower’s Work

Initially, it was proposed that the leader does not need to know the task details of
his followers to exercise inspirational motivation. Indeed, the leader can convey trust and
appeal to the vision of the organization without really being implicated in task details and
work responsibilities. One respondent contested this by claiming that at least a high-level
knowledge of responsibility assignment is required. However, it was finally validated,
with high consensus, that inspirational motivation might be exercised independently of

the leader's exposure to the followers’ work.

4.5.2.4. Inspirational Motivation Vs. Follower’s Exposure to Leader’s Work

Originally, it was hypothesized that inspirational motivation could occur without
the follower being exposed to their leader’s behavior. Indeed, the reasoning is that the
leader might partake in inspirational behavior without knowing the follower’s task
details. This proposition was validated with high consensus in the first round of

discussion.

4.5.2.5. Inspirational Motivation Vs. Age Gap Between Leader and Follower

Primarily, it was theorized that the age gap does not affect the applicability of
inspirational motivation. Indeed, inspirational motivation is related to the charisma of the
leader, irrespective of age. One of the participants argued further in favor of this
proposition, stating that regardless of age, inspiration is related to the character and
honesty of the leader. On the other hand, a panelist contested this by saying that large and

small age gaps might negatively influence the ability of the leader to inspire. Furthermore,
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another respondent attested that this is a cultural/personal matter, claiming that some are
more inspired by leaders that are of their generation while others are more inspired by
older leaders. Finally, a majority of votes in round 2 determined that the age gap is

irrelevant to the applicability of inspirational motivation.

4.5.2.6. Inspirational Motivation Vs. Physical Separation Between Work Locations

It was initially theorized that inspirational motivation is not affected by the
physical location of the leader and follower. Indeed, the leader can employ actions that
stimulate and inspire subordinates without working in the same location. For example, a
speech at a company event will serve this purpose even if the leader does not normally
work in the same location as his followers. One participant argued that sharing the same
workplace will create a sense of unity and will positively serve the application of
inspirational motivation. Finally, it was concluded with a high consensus that the
workplace location of the leader and the follower does not affect the applicability of

inspirational motivation to leader-follower dyads.

The below table summarizes the theorized interactions between the six chosen
factors and inspirational motivation. Each pair of columns represents one of the six factors
considered. The table contains information on the initially hypothesized interaction
between factor and TL component; the initially provided argument by the research team;
additional arguments and/or counterarguments presented by the survey participants; the

round in which the interaction was validated; and additional summary statistics.
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Table 10

Survey Summary Results — Inspirational Motivation

Survey Result Table - Inspirational Motivation

Hierarchical Gap Between Leader and
Follower

Enabling Period of Interaction

Leader's Exposure to Subordinate's Work

Follower's Exposure to Leader's Work

Age Gap Between Leader and Follower

Physical Separation Between Work Locations

Hypothesized
effect of factor on
applicability of
component:

Larger hierarchical gap
is more conducive

Hypothesized
effect of factor on
applicability of
component:

Occurs Spontaneously

Hypothesized
effect of factor on
applicability of
component:

Exposure not required

Hypothesized
effect of factor on
applicability of
component:

Exposure not required

Hypothesized
effect of factor on
applicability of
component:

Neutral effect

Hypothesized
effect of factor on
applicability of
component:

Neutral effect

Initially proposed

—A higher hierarchical
gap means that the leader
has a higher ability to
inspire and appeal to the

Initially proposed

—This can be achieved
spontaneously through
conveying trust in
followers' capabilities

Initially proposed

—This component can
be achieved regardless of
the leader's exposure to
the subordinate's work.
The leader might inspire

Initially proposed

—The leader might
inspire followers without

Initially proposed

—The leader inspires
followers through

Initially proposed

—Might be achieved
through speeches or
appealing to the

supportlng global_ vision of the_ supportlng and steering emotions supportlng followers without supportlng therr_l knowmg_ thg _detalls supportlng charisma and this is not supportlng company's overall vision
argument: organization. The higher argument: . argument: - - argument: of his responsibilities argument: argument: regardless of the work
through a leader's knowing the details of affected by the age gap. .
the leader stands, the - . and tasks. locations of the leader
h charisma or a their tasks and the
more he is revered and ivational h ibiliti ianed and follower.
respected motivational speech. responsibilities assigne
: to them.
Additional Additional Additional Additional Additional —Inspiration has more Additional
supporting supporting supporting supporting supporting to do with the character supporting
arguments by None. arguments by None. arguments by None. arguments by None. arguments by and honesty of the leader arguments by None.
participants: participants: participants: participants: participants: than age. participants:
—Inspirational
motivation comes from
interaction with the
leader. A large —Too much age gap
hierar(':hical a0 miaht may have a negative —Sharing the same
make subor dgilngtes ?eel influence - both lower workplace will create a
out of touch with their and higher ages can sense of “common
leader. and cause them to —To inspire followers, affect inspirational struggle” and will
Counter- be ne ’ativel inspired Counter- Counter- the leader needs to have Counter- Counter- motivation. Counter- improve inspirational
arguments by g Y inspired. arguments by None. arguments by a high-level knowledge arguments by None. arguments by arguments by motivation.
participants: Inspiration is better participants: participants: of their tasks and participants: participants: —This depends on participants:
achie\I/)ed between responsibilities. followers, some are more —Separation of the
adiacent ranks within the inspired by leaders of workplace can affect the
orJ anization. Since their generation while level of inspiration
a dgacent ranks can speak others might prefer to transferred.
a “Jcommon Ianguagg" listen to older leaders.
which makes sense to
both.
Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [1] Validation Round: Round [2] Validation Round: Round [2]
) Agree an 6) Agree an 6) Agree an 6) Agree an 6) Agree an 6) Agree an
%) A d %) A d %) A d %) A d %) A d %) A d
Strongly agree in 25% Strongly agree in 100% Strongly agree in 87.50% Strongly agree in 87.50% Strongly agree in 87.50% Strongly agree in 87.50%
validation round: validation round: validation round: validation round: validation round: validation round:
(%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and
_Strongly (_Jllsagree 75% _Stron_gly (_Jllsagree 0% Stron_gly (_jlsag ree 12.50% _Strongly <_j|sag ree 12.50% _Strongly <_j|sag ree 12.50% Strongly c_ilsag ree 12.50%
in validation in validation in validation in validation in validation in validation
round: round: round: round: round: round:
Mean Likert Score 3 Mean Likert Score 4 Mean Likert Score 3.625 Mean Likert Score 3.75 Mean Likert Score 4 Mean Likert Score 4
Median Likert 2 Median Likert 4 Median Likert 4 Median Likert 4 Median Likert 4 Median Likert 4
Score Score Score Score Score Score
Mode Likert Score 2 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

factor on Smaller hierarchical factor on Occurs Spontaneousl factor on Exposure not required factor on Exposure not required factor on Neutral effect factor on Neutral effect
applicability of gap is more conducive applicability of P y applicability of P q applicability of P q applicability of applicability of
component: component: component: component: component: component:
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4.5.3. Interaction Between Factors and Intellectual Stimulation

As iterated in earlier sections, intellectual stimulation is achieved when the leader
encourages the use of innovative approaches in completing tasks. The leader allows room
for new methods to be applied in solving the many challenges that occur at work. The
following subsections shed light on the validated interactions between the chosen factors

and the applicability of intellectual stimulation.

4.5.3.1. Intellectual Stimulation Vs. Hierarchical Gap

Initially, it was hypothesized that a smaller hierarchical gap is more conducive to
intellectual stimulation. The rationale is that with a smaller gap comes greater interaction
between leader and follower. With higher involvement, the opportunity to encourage new
approaches increases. The hypothesized proposition was validated with unanimity in the
first round of the survey. Indeed, a smaller hierarchical gap increases the applicability of

intellectual stimulation.

4.5.3.2. Intellectual Stimulation Vs. Enabling Period/Type of Interaction

It was initially theorized that intellectual stimulation occurs over time and that it
does not happen spontaneously. Indeed, it was further explained that the leader must first
trust the capabilities of his subordinates before allowing them to engage in innovative and
creative approaches. Two of the participants contested this proposition by arguing that
the leader must allow the benefit of the doubt and early failures of followers to develop
trust in their capabilities. So, accordingly, they claim that intellectual stimulation can be
achieved before fully trusting the capabilities of the employees. However, the initial
hypothesis was validated in round 2. Indeed, intellectual stimulation needs time to be

effectuated and cannot occur spontaneously.
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4.5.3.3. Intellectual Stimulation Vs. Leader’s Exposure to Follower’s Work

Primarily, it was indicated that intellectual stimulation requires the leader to be
knowledgeable of the task assignment of his followers. Indeed, the leader cannot allow
creative approaches without knowing the tasks assigned to his followers. The leader needs
to assess the task and examine if a new approach can be used. Conversely, one participant
claimed that knowledge of a follower’s task is not a pre-requisite for intellectual
stimulation. However, the initial hypothesis was validated by the majority of participants

in round 2 of the survey.

4.5.3.4. Intellectual Stimulation Vs. Follower’s Exposure to Leader’s Work

As a starting point, it was theorized that followers do not need to know the work
details and outcomes of the leader to be intellectually stimulated. Indeed, intellectual
stimulation is more about the tasks of the follower than those of the leader. One of the
respondents further backed this claim by saying that stimulation might come from the
leader simply sharing his previous work experience and engaging in encouraging
discussions with the employees. The initial hypothesis was validated in the first round of

the survey with a majority of votes and no contesting arguments presented.

4.5.3.5. Intellectual Stimulation Vs. Age Gap Between Leader and Follower

At the initial stage, it was proposed by the research team that a smaller age gap is
more conducive to intellectual stimulation. Indeed, younger leaders are more prone to
challenging the status quo and encouraging new approaches at work. It was contested by
one of the participants that older leaders who embrace continuous learning might be more
efficient in employing intellectual stimulation than younger ones. The panelists seem to
disagree with the initially proposed argument for this interaction. Hence, it was concluded

that the age gap is irrelevant to the applicability of intellectual stimulation. This is the
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second instance out of three where the sample disagreed with the initially postulated

proposition.

4.5.3.6. Intellectual Stimulation Vs. Physical Separation Between Work Locations

It was initially hypothesized that the physical work location of the leader and the
follower does not affect the applicability of intellectual stimulation. Indeed, the leader
can encourage new and innovative approaches to tasks without being present at the site
location. The proposition was validated in the first round of the survey with a majority of

votes and no counter-argument presented.

The below table summarizes the theorized interactions between the six chosen
factors and intellectual stimulation. Each pair of columns represents one of the six factors
considered. The table contains information on the initially hypothesized interaction
between factor and TL component; the initially provided argument by the research team;
additional arguments and/or counterarguments presented by the survey participants; the

round in which the interaction was validated; and additional summary statistics.
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Table 11

Survey Summary Results — Intellectual Stimulation

Survey Result Table - Intellectual Stimulation
Hierarchical Gla:gl:i%:[l\;vrgen Leader and Enabling Period of Interaction Leader's Exposure to Subordinate's Work Follower's Exposure to Leader's Work Age Gap Between Leader and Follower Physical Separation Between Work Locations
Hypothesized Hypothesized Hypothesized Hypothesized Hypothesized Hypothesized
effect of factor on Smaller hierarchical effect of factor on Achieved over time effect of factor on Exposure required effect of factor on Exposure not required effect of factor on Smaller age gap is more effect of factor on Neutral effect
applicability of gap is more conducive applicability of applicability of P q applicability of P q applicability of conducive applicability of
component: component: component: component: component: component:
—Smaller hierarchical —The follower does not
- gap means the leader is - —The leader mflSt first - —The leader should b ¢ . need to know the details . —Younger leaders tend - —Leaders can allow new
Initially proposed - - Initially proposed trust employees Initially proposed exposed to followers Initially proposed . s Initially proposed Initially proposed approaches to tasks
. more involved in . o . . of his leader’s work and . to challenge the status . - . .
supporting X supporting capabilities before supporting work to encourage supporting A supporting supporting without being physically
: followers' work. Thus, : . AT : L . : responsibilities to use : quo and encourage new : ]
argument: . argument: encouraging creativity in argument: creativity in completing argument: A argument: argument: present at the followers
can encourage creativity completing tasks tasks creativity in the tasks approaches at work. work location
in completing tasks. pleting ' ' that are assigned to him. '
Additional Additional Additional Additional —Intellectual Additional Additional
supportin supportin supportin supportin stimulation might come supportin supportin
pp 9 None. pp 9 None. pp g None. pp 9 from just sharing pp 9 None. PP 9 None.
arguments by arguments by arguments by arguments by Jeader’s knowledge arguments by arguments by
participants: participants: participants: participants: andlor experience. participants: participants:
—All age leaders can
and must share their
—The leader must re};(;);gg:’lsces with team
encourage creativity and :
early "failures" to build _There are young
Counter- Counter- Z?\I;:rrsutztn?j?r? within the Counter- ;g;luer;ezd;re;mi tv at Counter- Counter- leaders with excellent Counter-
arguments by None. arguments by g arguments by 9 y arguments by None. arguments by experience and there are arguments by None.
.. ; .. k employee. .. - work without knowing .. : .. : . .. :
participants: participants: participants: task details participants: participants: older leaders with very participants:
' limited experience. An
—Some benefit of the older leader that
doubt must be allowed embraces continuous
especially for recruits. learning may be wiser in
the implementation of
intellectual stimulation.
Validation Round: Round [1] Validation Round: Round [2] Validation Round: Round [2] Validation Round: Round [1] Validation Round: Round [2] Validation Round: Round [1]
(%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and
Strongly agree in 100% Strongly agree in 62.50% Strongly agree in 75% Strongly agree in 87.50% Strongly agree in 25% Strongly agree in 87.50%
validation round: validation round: validation round: validation round: validation round: validation round:
(%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and
§trongly c_ilsagree 0% §trongly c_ilsagree 37.50% _Stron_gly t_:ilsagree 2506 _Stron_gly Q|sagree 12 50% _Stron_gly ghsagree 37 50% _Stron_gly Q|sagree 12.50%
in validation in validation in validation in validation in validation in validation
round: round: round: round: round: round:
Mean Likert Score 4.125 Mean Likert Score 3.125 Mean Likert Score 3.625 Mean Likert Score 3.875 Mean Likert Score 2.875 Mean Likert Score 4
Median Likert Median Likert Median Likert Median Likert Median Likert Median Likert
4 4 4 4 3 4
Score Score Score Score Score Score
Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 2and3 Mode Likert Score 4
Final effect of Final effect of Final effect of Final effect of Final effect of Final effect of
factor on Smaller hierarchical factor on Achieved over time factor on Exposure required factor on Exposure not required factor on Neutral effect - factor on Neutral effect
applicability of gap is more conducive applicability of applicability of P q applicability of P q applicability of irrelevant applicability of
component: component: component: component: component: component:
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4.5.4. Interaction Between Factors and Individualized Consideration

Individualized consideration is attained when the leader exhibits concern for his
followers. He is ready to act as a mentor to those who need guidance and attend to the
emotional needs of his followers. In this regard, the leader exerts an effort to develop and
maintain strong relationships with his followers. The following subsections shed light on
the validated interactions between the chosen factors and the applicability of

individualized consideration.

4.5.4.1. Individualized Consideration Vs. Hierarchical Gap

The research team proposed that a smaller hierarchical gap is equivalent to having
more interaction between the leader and follower. Indeed, the closer the rank, the more
interaction we can expect. This initial proposition was validated with unanimity and

received no objections in the first round of the survey.

4.5.4.2. Individualized Consideration Vs. Enabling Period/Type of Interaction

It was initially theorized that for individualized consideration to be effectuated,
the leader should repeatedly show consideration for his follower's well-being. This
requires many encounters and is achieved over time. It cannot, by nature, happen
spontaneously. This proposition was validated with a majority of votes in the first round

of the survey.

4.5.4.3. Individualized Consideration Vs. Leader’s Exposure to Follower’s Work

The research team initially proposed that to successfully engage in individualized
consideration, the leader must be knowledgeable of his follower’s tasks and
responsibilities. Indeed, the leader cannot provide customized advice except if he is aware

of the work scope of his subordinates. Knowing his followers’ tasks will allow the leader
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to answer and attend to their work-related queries. The proposition advanced by the
research team was validated unanimously by the survey participants in the first round of

the survey.

4.5.4.4. Individualized Consideration Vs. Follower’s Exposure to Leader’s Work

Regarding the interaction between individualized consideration and followers’
exposure to the leader’s work, it was hypothesized that exposure is not required. Indeed,
it is reasoned that this component is more about the leader knowing the task details of his
follower and not the reverse. The proposition was validated with a majority of votes and
with no counter-arguments presented in the first round. Indeed, the follower’s exposure

to the leader’s work is not a requirement for individualized consideration.

4.5.4.5. Individualized Consideration Vs. Age Gap Between Leader and Follower

Concerning the age gap between leader and follower, it was initially proposed that
the smaller the gap, the more applicable is individualized consideration. Indeed, a smaller
gap means that the leader is closer in age to the follower and hence is better able to
understand their concerns and connect with them on an emotional level. This statement
has provoked many contending arguments from the survey participants. One participant
stated that advice given by older leaders is more effective. Another claimed that age is
not relevant but that the ability to show concern is the decisive element for this
component. Finally, one participant advanced that this is a cultural/personal matter and
that it depends on the predisposition and no generalization can be made. Finally, it was
concluded that, contrary to the initial proposition, a larger age gap appears to be more
conducive to the applicability of individualized consideration. This is the third and final

theorized interaction that was refuted by the majority of the survey respondents.
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4.5.4.6. Individualized Consideration Vs. Physical Separation Between Work Locations

It was stated that closer work locations lead to a higher degree of interaction and
collaboration between leader and follower. This will translate to a relationship forming
between the leader and his followers, and hence to improved individualized
consideration. This theorized proposition received large agreement and was validated

with no counter-arguments in the second and final round of the survey.

The below table summarizes the theorized interactions between the six chosen
factors and individualized consideration. Each pair of columns represents one of the six
factors considered. The table contains information on the initially hypothesized
interaction between factor and TL component; the initially provided argument by the
research team; additional arguments and/or counterarguments presented by the survey
participants; the round in which the interaction was validated; and additional summary

statistics.
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Table 12

Survey Summary Results — Individualized Consideration

Survey Result Table - Individualized Consideration

Hierarchical Gap Between Leader and
Follower

Enabling Period of Interaction

Leader's Exposure to Subordinate's Work

Follower's Exposure to Leader's Work

Age Gap Between Leader and Follower

Physical Separation Between Work Locations

Hypothesized
effect of factor on
applicability of
component:

Smaller hierarchical
gap is more conducive

Hypothesized
effect of factor on
applicability of
component:

Achieved over time

Hypothesized
effect of factor on
applicability of
component:

Exposure required

Hypothesized
effect of factor on
applicability of
component:

Exposure not required

Hypothesized
effect of factor on
applicability of
component:

Smaller age gap is more

conducive

Hypothesized
effect of factor on
applicability of
component:

Less physical
separation is more
conducive

Initially proposed

—Smaller gap means
collaboration is more
extensive and the

Initially proposed

—For this component to
be effectuated, the leader

should constantly show
consideration for his

Initially proposed

—Leader should be
exposed to follower's

Initially proposed

—This component can
be achieved regardless of
followers' exposure to
the leader's work. The
component is about the

Initially proposed

—Leaders that are closer

in age to their followers
have a higher ability to

Initially proposed

—Having the leader and
the follower working in
close locations will allow

supporting relationship between the supporting follower's well-bein supporting work to provide supporting leader catering to the supporting understand their supporting the relationshin to
argument: leader and follower has argument: This reauires man g argument: guidance and to cater to argument: follower's needs, the argument: concerns and connect argument: flourish and dgvelo
more opportunities to encoun?ers and i y follower's needs. follower does not need to with them on an more easil P
flourish. . . know the details of tasks emotional level. Y.
achieved over time. and responsibilities of
his leader.

Additional Additional Additional Additional Additional Additional
supporting supporting supporting supporting supporting supporting
arguments by None. arguments by None. arguments by None. arguments by None. arguments by None. arguments by None.
participants: participants: participants: participants: participants: participants:

—Advice and

consideration given by

older leaders are more

effective.
Counter- Counter- Counter- Counter- Counter- —This proposition Counter-

depends on the cultural
arguments by None. arguments by None. arguments by None. arguments by None. arguments by context and no arguments by None.
participants: participants: participants: participants: participants: generalization can be participants:

made.

—The age gap does not

affect the ability of the

leader to show concern.
Validation Round: Round [1] Validation Round: Round [1] Validation Round: Round [1] Validation Round: Round [1] Validation Round: Round [2] Validation Round: Round [2]
(%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and (%) Agree and
Strongly agree in 100% Strongly agree in 75% Strongly agree in 100% Strongly agree in 75% Strongly agree in 0% Strongly agree in 87.50%

gly ag gly ag gly ag gly ag gly ag gly ag

validation round: validation round: validation round: validation round: validation round: validation round:
(%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and (%) Disagree and
Stron_gly (_Jllsagree 0% _Stron_gly (_Jllsagree 12 50% _Stron_gly (_Jllsagree 0% _Strongly qllsagree 12 50% _Stron_gly Q|sagree 62.50% Strongly cﬁsagree 12 50%
in validation in validation in validation in validation in validation in validation
round: round: round: round: round: round:
Mean Likert Score 4.375 Mean Likert Score 3.875 Mean Likert Score 4.125 Mean Likert Score 3.875 Mean Likert Score 2.375 Mean Likert Score 3.875
Median Likert Median Likert Median Likert Median Likert Median Likert Median Likert
Score 4 Score 4 Score 4 Score 4 Score 2 Score 4
Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 4 Mode Likert Score 2 Mode Likert Score 4

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

Final effect of

Less physical

factor on Smaller hierarchical factor on Achieved over time factor on Exposure required factor on Exposure not required factor on Neutral effect - culture factor on separation is more
applicability of gap is more conducive applicability of applicability of P q applicability of P q applicability of dependent applicability of P conducive
component: component: component: component: component: component:
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4.6. Survey Result Closing Comments

The survey respondents agreed with twenty-one out of twenty-four proposed
interactions between the six chosen factors and the four components of transformational
leadership. The degree of agreement or disagreement varies significantly between
propositions. Indeed, some theorized interactions have received higher consensus than
others. Only three hypothesized propositions were refuted by the panelists, which

validates the reasoning applied by the research team.
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CHAPTER 5

ANALYSIS OF LEADER-FOLLOWER DYADS IN
CONSTRUCTION SETTING

5.1. Preamble

The interaction between the six chosen factors/attributes and the components of
transformational leadership has been theorized and then validated by experts through a
Delphi survey. Some of these factors have been proven to facilitate the application of this
style, while others have been shown to hinder the applicability of its core components. In
the following chapter, the different leader-follower dyads that occur as part of the main
contractor’s organization are analyzed. This analysis is conducted vis-a-Vvis the previously
investigated and validated factors, hereby referred to as "the factors” or "the attributes".
For each leader-follower dyad: (1) the combination is introduced; (2) the status of the six
factors is determined based on the scenario; and (3) the applicability of the TL
components is determined in light of the condition of the factors. After having presented
these three elements, the scenarios are ranked based on the applicability of individual TL
components and the overall applicability of the style. It is to be noted that when a factor

has a neutral effect or when its effect is inconclusive, it is disregarded from the discussion.

5.2. Leader x Follower Dyad [1]: VP Operations x Project Manager
The first leader-follower dyad to be investigated is the one involving the
company’s Vice President of Operations and the Project Manager assigned to the

hypothetical project. This leader-follower combination describes the relationship
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between the two individuals that have the highest rank amongst all the participants

investigated. This leader-follower pair is represented in Figure 6 below.

Figure 6

Leader x Follower Dyad [1]: VP Operations x Project Manager

Construction Setting - Leader x Follower Dyad [1]

Leader Position

VP Operations/Projects Director
u Leader

I:‘ Function Head at Headquarters

D Project Manager
[] Function Site Team Leader

Subordinate Position
Il rroject Manager —Subordinate
D Function Site Team Leader
[ ] Function Site Staff

Type of Involvement on Project

I continuous over full duration

|:| Intermittent over full duration

5.2.1. Status of Factors in Leader-Follower Dyad [1]

Now that the first leader-follower pair has been introduced, the status of the
attributes/factors in this first dyad must be determined. The status of the factors and

supporting comments are provided in Table 13 below.
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Table 13

Status of Attributes in Leader-Follower Dyad [1]

Factor Status in

Leader-Follower Pair Supporting Comments

The Project Manager reports directly to the Project
Director. However, the hierarchical gap is higher than
what is usually indicated for participants of adjacent ranks.
This is the case because of the high standing of the Projects
Director.

Small-medium

Hierarchical Gap hierarchical gap

The Project Manager might be shifted to other projects at
Relationship carried over | the end of the one he is assigned to. However, there is a

from previous projects high probability that he will still be working with the same
Projects Director.

Interaction Period/Type

The Projects Director is always exposed to site progress
reports and KPIs. He has high exposure to the performance

:;eﬁder S,E)\(/sostre to %;Z?rdteﬁzl|?o?,)vfﬁssmg of the Project Manager. Furthermore, the director might
oflower's Vvor schedule multiple visits to the site to assess the project
situation and to collaborate with the Project Manager.
The Project Manager is not exposed to the work of the
Follower's Exposure to Weak exposure of Projects Director. The latter is concerned with a bundle of
Leader's Work follower to leader's work | projects to which the Project Manager might not have
information.
. A generalization cannot be made. However, a low age gap
Age Gap Assumed age gap is small can be safely assumed between the two participants.
) ] The work locations are distinct. The Projects Director
Physical Separation Work locations are highly | might schedule visits to the site. However, he remains
Between Work Locations separated based in the company's headquarters while the Project

Manager is mobilized to the site.

The first column in Table 13 contains the six studied factors/attributes, including
hierarchical gap, physical separation, age gap, etcetera. The second column contains the
status/condition of the factors in the analyzed scenario. Finally, the third column contains
comments that support the indicated attribute statuses.

In effect, the status/condition of the factors is generally dictated by the dynamics
of the scenario. However, two assumptions are made that can be debated within this first
leader-follower pair. First, it is assumed that the VP and PM have collaborated on
previous projects. This assumption is realistic because the VP is not usually replaced
often. However, it is to be noted that a newly hired VP might be responsible for the

project, which means that the relationship between the pair becomes a first-time
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collaboration. Second, the age gap is assumed to be small. This is a reasonable assumption
since both participants are senior level. However, cases could exist where the age gap is
of medium size. This is the case when the PM has just been promoted and the VP is close

to retiring.

5.2.2. Applicability of TL Components in Leader-Follower Dyad [1]

The first leader-follower combination has been introduced. Additionally, the
status of the factors in this first scenario has been reported along with supporting
comments. It is now possible to gauge the effect of these factors on the applicability of
the components of TL. This is done by combining the survey results and the factor
statuses corresponding to this first scenario.

Table 14

Applicability of TL Components in Dyad [1]

Effect on TL Components
Factor Status in Idealized | Inspirational | Intellectual | Individualized
Leader-Follower Pair | Influence Motivation | Stimulation | Consideration
- . Small-medium

Hierarchical Gap hierarchical gap Neutral favorable favorable favorable
Interaction Relationship carried over Highly Neutral Highly Highly
Period/Type from previous projects Favorable Favorable Favorable
Leader's Exposure . . )

' Considerable exposure of Highly Highly
to Follower’s leader to follower's work Neutral Neutral Favorable Favorable
Work
Follower's

Weak exposure of Highly
Exposu're to follower to leader's work Unfavorable Neutral Neutral Neutral
Leader's Work
. Highly
Age Gap Assumed age gap is small Unfavorable Neutral Neutral Neutral
Physical
Separation Work locations are highly Highly Highly
Between Work separated Unfavorable Neutral Neutral Unfavorable
Locations
Scenario Component 4 1 5 3
Score
Scenario
Composite 5)
Score
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As presented in Table 14 above, each factor in this first scenario affects the
applicability of the four components of transformational leadership differently. The status
of the factors could have any of the following effects on the applicability of TL
components: highly unfavorable, unfavorable, neutral, favorable, and highly favorable.

As an illustrative example, the survey has concluded that a smaller hierarchical
gap is more conducive to individualized consideration. The hierarchical gap in this
scenario has been determined to be small to medium. Hence, this factor has been
determined to be favorable for the applicability of individualized consideration in this
first leader-follower dyad.

Additionally, it was concluded that less physical separation between work
locations is more conducive to idealized influence. In this first scenario, the work
locations of the leader and follower are highly separated. Hence, this factor has been
determined to be highly unfavorable for the applicability of idealized influence.

Finally, and referring to the last row of Table 10, a point system has been devised
to compare scenarios. This system is based on what is referred to herein as "applicability
points™: A highly favorable factor will contribute 2 applicability points; a favorable factor
grants 1 point; a neutral factor counts for 0 points; an unfavorable factor deducts one
applicability point; a highly unfavorable factor deducts two points. For each component,
a score is computed, and a composite score, which is the sum of the individual component
scores, is also calculated. This point system will facilitate the comparison between
scenarios and will be a useful tool in assessing the applicability of TL vis-a-vis the
investigated factors. As an illustrative example, the scenario component score for
intellectual stimulation is 5. Additionally, the overall scenario composite score for the

applicability of TL is 5 points.
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5.3. Leader x Follower Dyad [2]: Project Manager x Function Site Team Leader
The second leader-follower combination to be investigated is the one occurring
between the Project Manager and the Function Site Team Leader. This dyad represents
the relationship between the highest ranking participants located on site. The Function
Site Team Leader is the head of specific functions such as project controls, contract
administration, quality control, safety, etcetera. This second leader-follower pair is
represented in Figure 7 below.
Figure 7

Leader x Follower Dyad [2]: Project Manager x Function Site Team Leader

Construction Setting - Leader x Follower Dyad [2]

Leader Position

|:| VP Operations/Projects Director

Leader
|:| Function Head at Headquarters

. Project Manager
D Function Site Team Leader

Subordinate Position Type of Involvement on Project

[] Project Manager —>Subordinate
. Function Site Team Leader

[] Function Site Staff

. Continuous over full duration

|:| Intermittent over full duration

5.3.1. Status of Factors in Leader-Follower Dyad [2]
Now that the second leader-follower pair has been introduced, the status of the
attributes/factors in this dyad is determined. The status of the factors and supporting

comments are provided in Table 15 below.
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Table 15

Status of Attributes in Leader-Follower Dyad [2]

Factor Status in

Leader-Follower Pair Supporting Comments

A low hierarchical gap is indicated. Indeed, the
participants are of adjacent ranks. The Function Site Team
Leader reports directly to the Project Manager along with
the Head of Function at Headquarters.

Hierarchical Gap Small hierarchical gap

Relationship assumed to
Interaction Period/Type be carried over from
previous projects

No generalization can be made, but a reoccurring
collaboration is assumed.

The PM is highly exposed to the work outcomes of the
Function Site Team Leader. The PM monitors and makes

Leader's Exposure to Considerable exposure of o - .
Follower's Work leader to follower's work | SUre that_ the Worl_( is b_emg don_e on t|_me and accord_lng to
the required specifications. He is in direct contact with the
Function Site Team Leader.
The Function Site Team Leader is highly exposed to the
work outcomes of the PM. Indeed, they are working in the
Follower's Exposure to Considerable exposure of | same location and collaborate extensively to achieve
Leader's Work follower to leader's work | desired project outcomes. The Function Site Team leader

will also be exposed to decisions made by the PM
regarding other functions/disciplines as well.

This factor cannot be standardized for this scenario and
Age Gap Assumed age gap is small | might vary according to the cases. However, a small age
gap between the two participants can be safely assumed.

Physical Separation Work locations are

. . - The two participants are located on the project site.
Between Work Locations identical P P proj

As indicated for the first dyad, most of the attribute statuses are dictated by the
dynamics of the scenario. It is to be noted that the relationship between the Project
Manager and the Function Site Team Leader has been assumed to be carried over from
previous projects. This assumption is realistic because the PM will most likely negotiate
with the Functions Head at headquarters to assign Function Site Team Leaders with

whom he has collaborated previously.

5.3.2. Applicability of TL Components in Leader-Follower Dyad [2]
The second leader-follower combination has been introduced. Additionally, the
status of the factors in this scenario has been reported along with supporting evidence. It

is now possible to gauge the effect of these factors on the applicability of the components
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of TL. The effect of attribute statuses on the applicability of TL components in this second

scenario is depicted in Table 16 below.

Table 16

Applicability of TL Components in Dyad [2]

Effect on TL Components
Factor Status in ldealized Inspirational | Intellectual | Individualized
Leader-Follower AR - - . )
Pair Influence Motivation | Stimulation | Consideration
. . . . Highly Highly Highly
Hierarchical Gap Small hierarchical gap Neutral Favorable Favorable Favorable
Interaction R‘:)'a“o“s.h:jp ass”?“ed © 1 Highly | Highly Highly
Period/Type € carvied over from Favorable Neutra Favorable Favorable
previous projects
. Considerable exposure . .
Leader’s E)fposure of leader to follower's Neutral Neutral Highly Highly
to Follower's Work work Favorable Favorable
' Considerable exposure .

Follower S Exposure of follower to leader's Highly Neutral Neutral Neutral
to Leader's Work work Favorable

Assumed age gap is Highly
Age Gap small Unfavorable Neutral Neutral Neutral
Physical Separation . . .

Work locations are Highly Highly
Egt:v;tei?)r:]:\lork identical Favorable Neutral Neutral Favorable

Scenario Component 4 2 6 8
Score
Scenario
Composite 20
Score

The TL applicability table for this second dyad is constructed using the same

rationale as the one used in the first scenario. Indeed, the applicability/favorability table

is created by combining the survey-validated results and the attribute statuses table.

Indeed, through a first inspection, it appears that transformational leadership is highly

applicable to this leader-follower dyad.

5.4. Leader x Follower Dyad [3]: Project Manager x Function Site Staff

The third leader-follower combination to be investigated is the one occurring

between the Project Manager and the Function Site Staff. This dyad represents the
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relationship between the highest ranking participant located on site: the Project Manager,
and the lowest ranking participant considered: the Function Site Staff. Indeed, the
Function Site Staff are the junior participants in specific functions such as project
controls, contract administration, quality control, safety, etcetera. This third leader-
follower pair is represented in Table 17 below.

Table 17

Leader x Follower Dyad [3]: Project Manager x Function Site Staff

Construction Setting - Leader x Follower Dyad [3]

Leader Position

|:| VP Operations/Projects Director

— Leader
|:| Function Head at Headquarters

. Project Manager

I:‘ Function Site Team Leader

subordinate Position Type of Involvement on Project

[] Project Manager —>Subordinate

. Continuous over full duration

|:| Function Site Team Leader D Intermittent over full duration
Il runction site Staff

5.4.1. Status of Factors in Leader-Follower Dyad [3]
The third leader-follower dyad is defined. The status of the attributes/factors that
are characteristic of this dyad must be determined and justified. This is completed in

Table 18 below.
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Table 18

Status of Attributes in Leader-Follower Dyad [3]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Large hierarchical gap

A large hierarchical gap is indicated since participants are
separated by two hierarchical levels. Furthermore, the
Function Site Staff are the lowest ranked participants
among the ones investigated.

Interaction Period/Type

First-time collaboration is
assumed

There is a possibility that the two participants have
collaborated before. However, a first-time collaboration is
assumed.

Leader's Exposure to
Follower's Work

Weak exposure of leader
to follower's work

The PM is not aware of the details of the Function Site
Staff's work. His relationship is with the Function Team
Leader.

Follower's Exposure to
Leader's Work

Reasonable exposure of
follower to leader's work

The Function Site Staff are not usually exposed to the
work of the PM. Exposure can occur if their presence is
required in a meeting led by the Project Manager.
Additionally, the Function Site Staff might be informed of
the behaviors and actions of the PM by the Function Site
Team Leader which has a direct relationship with the PM.

Age Gap

Assumed age gap is large

A large age gap between the two participants is assumed.

Physical Separation
Between Work Locations

Work locations are
identical

The two participants are generally collocated on the
project site.

As for most scenarios, the majority of the attribute statuses are dictated by the
dynamics of the leader-follower combination. However, it is to be noted that the
relationship between the Project Manager and the Function Site Staff is assumed to be a
first-time collaboration. This assumption is realistic because the PM will most likely
negotiate for a specific Site Function Team Leader and will not do the same for the lower-

ranking counterparts. Nevertheless, it is also possible for the PM and the Function Site

Staff to have previously collaborated on a project.

5.4.2. Applicability of TL Components in Leader-Follower Dyad [3]

Now that the third dyad is introduced and the attributes that are characteristic of

this combination are determined, It is possible to gauge the effect of these attributes on

the applicability of TL and its components. This is completed in Table 19.
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Table 19

Applicability of TL Components in Dyad [3]

Effect on TL Components
If:;(tj%;-slztc?ltllcj)s\;\/l:r ldealized Inspirational | Intellectual | Individualized
Pair Influence Motivation | Stimulation | Consideration
. . . . Highly Highly Highly
Hierarchical Gap Large hierarchical gap Neutral Unfavorable Unfavorable Unfavorable
Interaction First-time collaboration Highly Neutral Highly Highly
Period/Type is assumed Unfavorable Unfavorable Unfavorable
' Weak exposure of . .
Leader's Exposure s Highly Highly
to Follower's Work leader E,c\)l ;rolllowers Neutral Neutral Unfavorable Unfavorable
. Reasonable exposure of

Follower ? Exposure follower to leader's Favorable Neutral Neutral Neutral
to Leader's Work work

Assumed age gap is Highly
Age Gap large Favorable Neutral Neutral Neutral
Physical Separation ) . .

Work locations are Highly Highly
Betwe_en Work identical Favorable Neutral Neutral Favorable
Locations

Scenario Component 3 2 % 4
Score
Scenario
Composite -9
Score

The TL applicability table for this third dyad is constructed using the same
rationale as the one explained in the first scenario. Indeed, it can be observed that the
attribute statuses of this third scenario hinder the applicability of the components of
transformational leadership. Indeed, the composite score indicates that, overall, the

factors have an unfavorable effect on the applicability of TL.

5.5. Leader x Follower Dyad [3’]: Project Manager x Function Site Staff-
Intermittent

The fourth leader-follower combination investigated is the one occurring between
the Project Manager and the Function Site Staff when the latter's involvement is
intermittent over the construction duration. The difference between dyad [3] and dyad

[3°] is that the Function Site Staf in dyad [3’] is not assigned full-time to the project. In
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other words, the Function Site Staff’ in [3’] rotates between assigned projects and the
head office. This can occur for Function Site Staff, however, other participants such as
the Project Manager and the Function Site Team Leaders are most likely assigned full-
time in the case of large construction projects. Dyad [3°] is represented in Figure 8 below.
Figure 8

Leader x Follower Dyad [3 ]: Project Manager x Function Site Staff-Intermittent

Construction Setting - Leader x Follower Dyad [3']

Leader Position

VP Operations/Projects Director
o — Leader

|:| Function Head at Headquarters

. Project Manager
[] Function Site Team Leader

Subordinate Position Type of Involvement on Project
[] Project Manager —Subordinate

D Function Site Team Leader
[l runction Site Staff

[ ] continuous over full duration

. Intermittent over full duration

5.5.1. Status of Factors in Leader-Follower Dyad [3’]

The leader-follower pair [3°] has been defined and contrasted with dyad [3]. The
statuses of the factors that are characteristic of this pair are summarized in Table 20
below. At first sight, one might not discern what factors differ when the Function Site
Staff are not assigned full-time to the project. However, differences do exist and also

reflect on the applicability of TL components.
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Table 20

Status of Attributes in Leader-Follower Dyad [3]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Large hierarchical gap

A large hierarchical gap is indicated since participants are
separated by two hierarchical levels. Furthermore, the Function
Site Staff are the lowest ranked participants among the ones
investigated.

Interaction Period/Type

First-time collaboration is
assumed

There is a possibility that the two participants have collaborated
before. However, a first-time collaboration is assumed.

Leader's Exposure to
Follower's Work

Weak exposure of leader to
follower's work

The PM is not aware of the details of the Function Site Staff's work.
His relationship is with the Function Site Team Leader.

Follower's Exposure to

Weak exposure of follower to

In this scenario, the Function Site Staff rotate between assigned
projects and the headquarters. Their involvement is intermittent
throughout the hypothetical project duration. Hence, their

Leader's Work leader's work exposure to the PM is lower than that indicated in leader-follower
Dyad [3].
Age Gap Assumed age gap is large A large age gap between the two participants is assumed.

Physical Separation
Between Work Locations

Intermittent collocation
between leader and follower

The Function Site Staff is intermittently located in the project site
office. This is because the Function Site Staff might move to other
sites or return to head office when his contribution is not needed.

Differences in attribute statuses exist between dyad [3] and dyad [3’] on

two

levels. The first one is obvious and relates to the physical locations of the leader and

follower. Indeed, since the Function Site Staff rotates between assigned projects and/or

the head office, they are not permanently located on site. Furthermore, his exposure to

the Project Manager is lower than the one indicated in dyad [3] due to his intermittent

involvement throughout the construction duration.

5.5.2. Applicability of TL Components in Leader-Follower Dyad [3’]

Dyad [3’] has been defined and introduced. Furthermore, the attribute table for

this leader-follower pair has been presented. The effect of the identified attribute statuses

on the applicability of TL components is detailed and shown in Table 21 below.
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Table 21

Applicability of TL Components in Dyad [3’]

Effect on TL Components
If:;(tj%;-slztc?ltllcj)s\;\/l:r ldealized Inspirational | Intellectual | Individualized
Pair Influence Motivation | Stimulation | Consideration

. . . . Highly Highly Highly
Hierarchical Gap Large hierarchical gap Neutral Unfavorable Unfavorable Unfavorable
Interaction First-time collaboration Highly Neutral Highly Highly
Period/Type is assumed Unfavorable Unfavorable Unfavorable

' Weak exposure of . .
Leader's Exposure s Highly Highly
to Follower's Work leader E,C\)I;rOIEOWEI’S Neutral Neutral Unfavorable Unfavorable
. Weak exposure of .
Follower ? Exposure follower to leader's Highly Neutral Neutral Neutral
to Leader's Work work Unfavorable
Assumed age gap is Highly
Age Gap large Favorable Neutral Neutral Neutral
Physical Separation | Intermittent collocation
Between Work between leader and Unfavorable Neutral Neutral Unfavorable
Locations follower
Scenario Component 3 2 % 7
Score
Scenario
Composite -18
Score

Leader-follower combinations [3] and [3’] are highly similar. Indeed, they
represent the relationship between the same leader and the same follower. However, a
distinction exists regarding the assignment type of the Function Site Staff. Indeed, we
notice that the scenario composite score in dyad [3’] is inferior to the one reported in
scenario [3]. This is an expected result since the intermittent nature of the involvement of
Function Site Staff in dyad [3’] adversely affects the applicability of the components of

TL.

5.6. Leader x Follower Dyad [4]: Function Head at Headquarters x Function Site
Team Leader

In this section, the leader-follower combination investigated is the one

materializing between the Function Head at Headquarters and the Function Site Team
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Leader. Indeed, the Function Head at Headquarters plays a role in assigning and guiding
the project team, as well as, devising the tasks to be completed. This leader-follower
combination is presented in Figure 9 below.

Figure 9

Leader x Follower Dyad [4]: Function Head at Headquarters x Function Site Team

Leader

Construction Setting - Leader x Follower Dyad [4]

Leader Position

|:| VP Operations/Projects Director
. Function Head at Headquarters

— Leader

[] Project Manager
[] Function Site Team Leader

Subordinate Position Type of Involvement on Project
[] Project Manager —Subordinate

. Function Site Team Leader
[ ] Function Site Staff

[ continuous over full duration

|:| Intermittent over full duration

5.6.1. Status of Factors in Leader-Follower Dyad [4]
The leader-follower dyad depicting the relationship between the Function Head
at Headquarters and the Function Site Team Leader is defined in the preceding section.

The statuses of the studied attributes in this leader-follower combination are detailed in

Table 22 below.
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Table 22

Status of Attributes in Leader-Follower Dyad [4]

Factor Status in Leader-

Follower Pair

Supporting Comments

Hierarchical Gap

Small hierarchical gap

A small hierarchical gap is indicated since the two
participants are of adjacent ranks.

Interaction Period/Type

Relationship carried over
from previous projects

A realistic assumption is that the Function Head at
Headquarters has previously collaborated with the
Function Site Team Leader.

Leader's Exposure to
Follower's Work

Reasonable exposure of
leader to follower's work

The Function Head at Headquarters monitors the
performance of the Function Site Team Leader and
provides guidance when necessary. However, they are
physically separated, and the exposure is not ideal.

Follower's Exposure to

Weak exposure of

The Function Site Team Leader might hear from his peers
or in meetings about the work behaviors and performance

Leader's Work follower to leader's work | of the Function Head. However, he is not directly
implicated in how he leads other participants.
Age Gap Assumed age gap is small No generalization can be made. However, a small age gap

is assumed between the two participants.

Physical Separation Between
Work Locations

Work locations highly
separated

The work locations are distinct. The Function Head is
located at the company's headquarters while the Function
Site Team Leader is mobilized to the site.

As indicated for earlier dyads, most of the attribute statuses are dictated by the
dynamics of the scenario under investigation. However, some assumptions need to be
justified. Indeed, the interaction period/type is specified to be a recurring collaboration.
This assumption is made because the Function Head at Headquarters is seldom replaced.
However, a first-time collaboration could exist between these two participants.
Furthermore, the age gap is assumed to be small. However, a larger age gap could exist

in the case where the Function Head at Headquarters is close to retirement and/or the

Function Site Team leader has recently been promoted.

5.6.2. Applicability of TL Components in Leader-Follower Dyad [4]

The remaining task for this dyad is to present the applicability table that is derived

by combining the attribute statuses of the pair and the survey results. This is addressed in

Table 23 below.
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Table 23

Applicability of TL Components in Dyad [4]

Effect on TL Components
Factor Status in Idealized | Inspirationa Ig&?:}'ﬁf;giil Ind|V|guaI|ze
Leader-Follower Pair | Influence | | Motivation . .
n Consideration

. . . . Highly Highly Highly
Hierarchical Gap Small hierarchical gap Neutral Favorable Favorable Favorable
Interaction Relationship carried over Highly Neutral Highly Highly
Period/Type from previous projects Favorable Favorable Favorable
Leader leXposure to Reasonable exposure of Neutral Neutral Favorable Favorable
Follower's Work leader to follower's work

. Highly
Follower's Exposure Weak exposure of
to Leader's Work follower to leader's work Unfa\éorabl Neutral Neutral Neutral
Highly
Age Gap Assumed age gap is small | Unfavorabl Neutral Neutral Neutral
e
Physical Separation - . Highly :
Work locations highly Highly
Betwe_en Work separated Unfavorabl Neutral Neutral Unfavorable
Locations e
Scenario Component 4 2 5 7
Score
Scenario
Composite 10
Score

At a first glance, Table 23 shows that this scenario is conducive to all but one
component of TL. Indeed, this combination received a total of ten points for overall TL
applicability. Idealized Influence, is the least applicable component in this scenario when

taking into consideration the effect of the six studied factors.

5.7. Leader x Follower Dyad [5]: Function Head at Headquarters x Function Site
Staff

The dyad referred to as dyad [5] is the one that describes the relationship between
the Function Head at Headquarters and the Function Site Staff. Indeed, the Function Site
Staff remain at the company’s headquarters until they are assigned to a specific project.

The Function Head collaborates with the Function Site Team Leader to choose the
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Function Staff that will be assigned to the project. Furthermore, the Function Head also
determines the type of involvement required from the Function Staff. Indeed, the
Function Head is the ultimate authority for the Function Site Staff and is responsible for
promotions and career advancement. Dyad [5] is represented in Figure 10 below.

Figure 10

Leader x Follower Dyad [5]: Function Head at Headquarters x Function Site Staff

Construction Setting - Leader x Follower Dyad [5]

Leader Position

|:| VP Operations/Projects Director

Leader
. Function Head at Headquarters

D Project Manager
[] Function Site Team Leader

Subordinate Position Type of Involvement on Project
[] Project Manager —Subordinate

D Function Site Team Leader
[l runction Site Staff

Il continuous over full duration

|:| Intermittent over full duration

5.7.1. Status of Factors in Leader-Follower Dyad [5]
The dyad that represents the relationship between the Function Site Staff and the

Function Head at Headquarters is characterized by the attribute summarized in Table 24

below.
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Table 24

Status of Attributes in Leader-Follower Dyad [5]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Large hierarchical gap

A large hierarchical gap is indicated since the two
participants are separated by two reporting levels.

Interaction Period/Type

Relationship carried over
from previous projects

A realistic assumption is that the Function Head a
Headquarter has previously collaborated with the Function
Site Staff. Additionally, the Function Head at
Headquarters is responsible for assigning Site Staff to the
project/projects and for determining the required
involvement type.

Leader's Exposure to
Follower's Work

Weak exposure of leader
to follower's work

The Function Head at Headquarters is not directly aware
of the work outcomes of the Function Staff assigned to a
project. The Function Site Team Leader is the
intermediary that might report on the performance of the
Function Site Staff.

Follower's Exposure to
Leader's Work

Weak exposure of
follower to leader's work

The Function Site Staff is located at the project site and
has very limited access to the work behaviors of the
Function Head at Headquarters.

Age Gap

Assumed age gap is large

It can be assumed that a large age gap exists between the
two participants.

Physical Separation
Between Work Locations

Work locations highly
separated

The work locations are distinct. The Function Head is
located at the company's headquarters while the Function
Site Team Leader is mobilized to the site.

In constructing the above table, it is assumed that the relationship between the
Function Head and the Function Staff is a reoccurring relationship. This is a reasonable
assumption, as explained in previous dyads, since the Function Head is seldom replaced.
Furthermore, since the Function Staff is mobilized to the site full-time and the Function

Head remains at the company’s headquarters, weak exposure to each other's work has

been indicated.

5.7.2. Applicability of TL Components in Leader-Follower Dyad [5]

Combining the attribute statuses for this scenario and the Delphi survey findings,

it is possible to construct the component applicability table for this dyad. The results are

presented in Table 25 below.
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Table 25

Applicability of TL Components in Dyad [5]

Effect on TL Components
If:z;:cticé:-slztcz)altllcj)\s/vlgr ldealized Inspirational | Intellectual | Individualized
Pair Influence Motivation | Stimulation | Consideration
. . . . Highly Highly Highly
Hierarchical Gap Large hierarchical gap Neutral Unfavorable Unfavorable Unfavorable
- Relationship carried . . .
Lréffeigz(ﬁoge over from previous Fa|1_\|/lgrh;gle Neutral F;\illogl!’]allglle F:'vlgralgle
y projects
. Weak exposure of . .
Leader’s E)fposure leader to follower's Neutral Neutral Highly Highly
to Follower's Work work Unfavorable Unfavorable
' Weak exposure of .
Follower S Exposure follower to leader's Highly Neutral Neutral Neutral
to Leader’s Work work Unfavorable
Assumed age gap is Highly
Age Gap large Favorable Neutral Neutral Neutral
Physical Separation . . . .
Work locations highly Highly Highly
Betwe_en Work separated Unfavorable Neutral Neutral Unfavorable
Locations
Scenario Component 1 2 2 4
Score
Scenario
Composite -9
Score

As an initial assessment, it is clear that this scenario is poorly conducive to
transformational leadership. Indeed, all four components have been associated with a
negative applicability score. Furthermore, the overall composite score is negative nine,
which indicates that the statuses of the attributes in this scenario stand in the way of

applying a TL style.

5.8. Leader x Follower Dyad [5’]: Function Head at Headquarters x Function Site
Staff-Intermittent

Dyad [5°] is the one depicting the relationship between the Function Head at
Headquarters and the Function Site Staff when the latter is assigned part-time on the

project. Indeed, when the Function Site Staff is assigned part-time on projects, this
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participant will likely rotate between the projects he is assigned to and the company’s
headquarters. Dyad [5°] is represented in Figure 11 below.
Figure 11

Leader x Follower Dyad [5 ]: Function Head at Headquarters x Function Site Staff -

Intermittent

Construction Setting - Leader x Follower Dyad [5']

Leader Position

VP Operations/Projects Director
L] — Leader

. Function Head at Headquarters

[] Project Manager
[] Function Site Team Leader

Subordinate Position Type of Involvement on Project
[] Project Manager —Subordinate

|:| Function Site Team Leader
[l runction Site Staff

[ ] continuous over full duration

. Intermittent over full duration

5.8.1. Status of Factors in Leader-Follower Dyad [5’]

The fact that the Function Site Staff is not assigned full-time on the project has
many consequences on the status of the studied attributes in this leader-follower pair.
Indeed, dyad [5°] appears to be similar to dyad [5], but multiple distinctions exist between

those two similar pairs. The statuses of the attributes in dyad [5°] are summarized in

Table 26 below.
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Table 26

Status of Attributes in Leader-Follower Dyad [5]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Large hierarchical gap

A large hierarchical gap is indicated since the two
participants are separated by two reporting levels.

Interaction Period/Type

Relationship carried over
from previous projects

A realistic assumption is that the Function Head at
Headquarters has previously collaborated with the
Function Site Staff. Additionally, the Function Head is
responsible for assigning Site Staff to the project/projects
and for determining the required involvement type.

Leader's Exposure to
Follower's Work

Reasonable exposure of
leader to follower's work

In this configuration, the Function Site Staff will most
likely return intermittently to the company's headquarters.
Hence, the Function Head will be more exposed to his
work and behavior.

Follower's Exposure to

Reasonable exposure of

In this configuration, the Function Site Staff will most
likely return intermittently to the company's headquarters.

Leader's Work follower to leader's work | Hence, the Function Site Staff will be more exposed to the
Function Head's work and behavior.
Age Gap Assumed age gap is large It can be assumed that a large age gap exists between the

two participants.

Physical Separation
Between Work Locations

Intermittent collocation
between leader and
follower

The Function Site Staff is intermittently located in the
project site office. This is because the Function Site Staff
might move to other sites or return to head office when his
contribution is not needed.

As discussed, distinctions do exist between dyad [5] and dyad [5’] and are
apparent in the dyads' respective attribute tables. These differences are due to the
intermittent nature of the involvement of the Function Site Staff in the dyad [5].
Discrepancies occur at the level of the following attributes: leader’s exposure to

follower’s work; follower’s exposure to leader’s work; and physical separation between

work locations.

5.8.2. Applicability of TL Components in Leader-Follower Dyad [57]

Due to the differences that occur between the attributes statuses in dyads [5] and

[5°], itis expected to obtain different applicability scores for each of the four components

of TL. Indeed, the applicability table for dyad [5’] is presented below.
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Table 27

Applicability of TL Components in Dyad [5 ]

Effect on TL Components
If:z;:cticé:-slztcz)altllcj)\s/vlgr ldealized Inspirational | Intellectual | Individualized
Pair Influence Motivation | Stimulation | Consideration
. . . . Highly Highly Highly
Hierarchical Gap Large hierarchical gap Neutral Unfavorable Unfavorable Unfavorable
- Relationship carried . . .
periodType overfromprevious | 1000, | - Newral | 0| orble
projects
. Reasonable exposure of
Leader’s E)fposure leader to follower's Neutral Neutral Favorable Favorable
to Follower's Work work
' Reasonable exposure of
Follower S Exposure follower to leader's Favorable Neutral Neutral Neutral
to Leader's Work work
Assumed age gap is Highly
Age Gap large Favorable Neutral Neutral Neutral
Physical Separation | Intermittent collocation
Between Work between leader and Unfavorable Neutral Neutral Unfavorable
Locations follower
Scenario Component 4 2 1 0
Score
Scenario
Composite 3
Score

When comparing the scenario/combination composite score for dyad [5’] with the
one obtained in dyad [5], it is apparent that the latter is less conducive to the applicability
of transformational leadership. Indeed, the status of the attributes in the dyad [5’] is more
favorable to the applicability of the components of TL than the ones reported in the
leader-follower pair [5]. As an illustration, the fact that the Function Site Staff rotates
between assigned projects and the headquarters, in dyad [5°], increases his exposure to
the Function Head which positively affects the applicability of the different TL

components.
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5.9. Leader x Follower Dyad [6]: Function Site Team Leader x Function Site Staff

Leader-follower dyad [6] is the one materializing between the Function Site Team
Leader and the Function Site Staff. This pair pertains to the participants that contribute
the most to the work completed on site. Indeed, the Function Team Leaders closely guide
the Function Site Staff in completing tasks that are required for the work to progress and
for outcomes to be attained. This dyad is represented in the figure below.

Figure 12

Leader x Follower Dyad [6]: Function Site Team Leader x Function Site Staff

Construction Setting - Leader x Follower Dyad [6]

Leader Position

|:| VP Operations/Projects Director

Leader
D Function Head at Headquarters

|:| Project Manager
. Function Site Team Leader

Subordinate Position Type of Involvement on Project

[] Project Manager —>Subordinate
I:‘ Function Site Team Leader
[l runction Site Staff

. Continuous over full duration

|:| Intermittent over full duration

5.9.1. Status of Factors in Leader-Follower Dyad [6]

Dyad [6] is introduced in the preceding section. The attributes/factors statuses that

are characteristic of this dyad are reported and summarized in Table 28 below.
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Table 28

Status of Attributes in Leader-Follower Dyad [6]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Small-medium
hierarchical gap

Function Site Staff report directly to Function Site Team
Leader. However, the hierarchical gap is higher than what
is usually indicated for participants of adjacent ranks.

Interaction Period/Type

First-time collaboration is
assumed

There is a possibility that the two participants have
collaborated before. However, a first-time collaboration is
assumed.

Leader's Exposure to
Follower's Work

Considerable exposure of
leader to follower's work

The Function Site Team Leader is highly exposed to the
work outcomes and tasks of the Function Site Staff. The
collaboration between the two is extensive.

Follower's Exposure to

Considerable exposure of

The Function Site Staff is well aware of the work behavior
and task approach of the Function Site Team Leader.

Medium

Leader's Work follower to leader's work | Indeed, they collaborate extensively to reach desired
outcomes of their respective function.
Age Gap Assumed age gap is It can be assumed that a medium age gap between the two

participants exists.

Physical Separation
Between Work Locations

Work locations are
identical

Both participants are generally locted on the project site.
Furthermore, they might share the same cubicle/office.

Most of the factor statuses result directly from the dynamics of this leader-
follower pair. The only factor that was assumed is the interaction period/type between the
Function Site Team Leader and the Function Staff. Indeed, it can be argued that the
Function Leader will lobby to have staff with whom he has collaborated before. However,

it is also possible that the Function Head at Headquarters assigns Staff that has not

previously collaborated with the Function Site Leader.

5.9.2. Applicability of TL Components in Leader-Follower Dyad [6]

As conducted for previous leader-follower pairs, the TL applicability table is
created for this dyad. The table allows us to contrast and compare scenarios vis-a-vis the

applicability of the four main components of TL. The table corresponding to the dyad [6]

is provided below.
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Table 29

Applicability of TL Components in Dyad [6]

Effect on TL Components

Factor Status in Leader- Idealized Inspirational Intellectual Individualized
Follower Pair Influence Motivation Stimulation | Consideration
Hierarchical Gap SmalI-medu;r;wphlerarchlcal Neutral Favorable Favorable Favorable
. . First-time collaboration is Highly Highly Highly
Interaction Period/Type assumed Unfavorable Neutral Unfavorable Unfavorable
Leader's Exposure to Considerable exposure of Highly .
Follower's Work leader to follower's work Neutral Neutral Favorable Highly Favorable
Follower's Exposure to Considerable exposure of Highly
Leader's Work follower to leader's work Favorable Neutral Neutral Neutral
Age Gap Assumed age gap is Medium Favorable Neutral Neutral Neutral
Physical Separation Hiahl
Between Work Work locations are identical 'ghty Neutral Neutral Highly Favorable
8 Favorable
Locations
Scenario Component 3 1 1 3
Score
Scenario
Composite 8
Score

As apparent in the applicability table for this dyad, the leader-follower pair seems

to be mildly conducive to the components of TL. All components have received positive

applicability points. Further comparison between dyads is provided at a later stage.

5.10. Leader x Follower Dyad [6°]: Function Site Team Leader x Function Site Staff

-Intermittent

The last dyad to be analyzed is the one that depicts the relationship between the
Function Site Team Leader and the Function Site Staff when the latter is involved part-
time on the project. Indeed, as iterated in dyads [3’] and [5°], these variants of the main
dyads look similar on the surface but when analyzed prove to be significantly different

from the base scenarios vis-a-vis the studied factors. Dyad [6’] is presented in Figure 13

below.
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Figure 13

Leader x Follower Dyad [6]: Function Site Team Leader x Function Site Staff -

Intermittent

Construction Setting - Leader x Follower Dyad [6']

Leader Position

|:| VP Operations/Projects Director
|:| Function Head at Headquarters
D Project Manager

[l Function Site Team Leader

Leader

Subordinate Position
[] Project Manager —Subordinate
D Function Site Team Leader
[l runction Site Staff

Type of Involvement on Project

[ ] continuous over full duration

. Intermittent over full duration

5.10.1. Status of Factors in Leader-Follower Dyad [6°]

Indeed, as presented in the below table, the attributes of this leader-follower pair

are different from the ones indicated for the similar dyad [6].
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Table 30

Status of Attributes in Leader-Follower Dyad [6°]

Factor Status in
Leader-Follower Pair

Supporting Comments

Hierarchical Gap

Small-medium
hierarchical gap

Function Site Staff report directly to Function Site Team
Leader. However, the hierarchical gap is higher than what
is usually indicated for participants of adjacent ranks.

Interaction Period/Type

First-time collaboration is
assumed

There is a possibility that the two participants have
collaborated before. However, a first-time collaboration is
assumed.

Leader's Exposure to
Follower's Work

Reasonable exposure of
leader to follower's work

The Function Site Team Leader is highly exposed to the
work outcomes and tasks of the Function Site Staff. The
collaboration between the two is extensive. However, in
this scenario, the Function Site Staff might report to
multiple Function Site Team Leaders as he is assigned to
different projects.

Follower's Exposure to
Leader's Work

Reasonable exposure of
subordinate to leader's

The Function Site Staff is aware of the work behavior and
task approach of the Function Site Team Leader when he
is on the project site. However, intermittently he will leave

Medium

work the site and join another team or return to head office.
Hence, exposure is less than the one indicated in dyad [6]
Age Gap Assumed age gap is A medium age gap between the two participants is

assumed.

Physical Separation
Between Work Locations

Intermittent collocation
between leader and
follower

The Function Site Staff is intermittently located in the
project site office. This is because the Function Site Staff
might move to other sites or return to head office when his
contribution is not needed.

As reported in the above table, dyad [6’] differs from the base dyad [6] on the
following level: leader’s exposure to follower’s work, follower’s exposure to leader’s
work, and physical separation between leader and follower. Indeed, in dyad [6’] the
exposure between leader and follower is decreased due to the intermittent assignment of

the Function Staff. Furthermore, the work locations of the leader and the follower are not

identical but they rather share work locations intermittently.

5.10.2. Applicability of TL Components in Leader-Follower Dyad [67]

The applicability table for this dyad is presented in Table 31 below. Again, this

applicability table is created by combining the factor statuses characteristic of the dyad

and the Delphi survey results.
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Table 31

Applicability of TL Components in Dyad [6]

Effect on TL Components
Factor Status in Idealized Inspirational | Intellectual | Individualized
Leader-Follower AR - - . 3
Pair Influence Motivation | Stimulation | Consideration
. . Small-medium
Hierarchical Gap hierarchical gap Neutral Favorable Favorable Favorable
Interaction First-time collaboration Highly Neutral Highly Highly
Period/Type is assumed Unfavorable Unfavorable Unfavorable
. Reasonable exposure of
Leader’s E)fposure leader to follower's Neutral Neutral Favorable Favorable
to Follower's Work work
' Reasonable exposure of
Follower S Exposure subordinate to leader's Favorable Neutral Neutral Neutral
to Leader's Work work
Assumed age gap is
Age Gap Medium Favorable Neutral Neutral Neutral
Physical Separation Intermittent collocation
Between Work between leader and Unfavorable Neutral Neutral Unfavorable
Locations follower
Scenario Component 1 1 0 1
Score
Scenario
Composite -1
Score

As shown by the component scores and the composite score, this dyad [6’] seems
to be less conducive to the components of transformational leadership than the dyad [6].
This difference in the applicability of components is caused by the factor differences
discussed above. Indeed, the statuses of the factors in the dyad [6°] seem to be detrimental

to the applicability of transformational leadership when compared to dyad [6].
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5.11. Ranking Dyads by Applicability of TL

Now that each leader-follower pair has been introduced, the statuses of the studied
attributes are defined, and the applicability of TL components in each dyad is reported. It
is possible to rank the applicability of TL components between leader-follower pairs. It
is to be noted that this comparison is based on the state of the six studied attributes.
Indeed, it is worthwhile to note that these attributes do not represent all the factors that
might affect the applicability of TL components in the studied dyads.

This comparison is obtained by combining: (1) the experts' judgment on the
conduciveness of attribute statuses to TL components; (2) the corresponding attribute

table for each dyad; and (3) the applicability points obtained for each component.

5.11.1. Applicability of Idealized Influence in Leader-Follower Pairs

As defined in earlier sections, idealized influence is related to the influence
exerted by leaders on their followers through exhibiting commendable behavior at work.
Indeed, when this component is achieved, the followers are proud to be associated with
the leader and attempt to emulate his exemplary behavior. The below table ranks the

applicability of idealized influence in the nine leader-follower pairs studied.
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Table 32

Applicability of Idealized Influence in Leader-Follower Pairs

Dyad Leader Follower Idealized Influence Rank
[1.D] Component Score
[2] Project Manager Function Site Team Leader 4 1
5] Function Head at Function Site Staff - 4 1
Headquarters Intermittent
[3] Project Manager Function Site Staff 3 2
[6] Function Site Team Leader Function Site Staff 3 2
[5] Function Head at Function Site Staff -1 3
Headquarters
[67 Function Site Team Leader Function S'.te Staff - 1 3
Intermittent
] . Function Site Staff -
[31 Project Manager Intermittent 3 4
[1] Projects Director Project Manager -4 5
[4] Function Head at Function Site Team Leader -4 5
Headquarters

For idealized influence, the following attributes are highly conducive to its
applicability: (1) a carried-over relationship; (2) a considerable exposure of followers to
the leader’s work; (3) a large age gap; and (4) an identical work location. Theoretically,
the highest achievable score for any dyad is eight applicability points, and the lowest
achievable score is negative eight applicability points. Table 32, above, presents the dyads
ranked from most conducive to least conducive to idealized influence. Indeed, each of the
dyads presents a mix of attributes that could favor or hinder the applicability of idealized

influence.

5.11.2. Applicability of Inspiration Motivation in Leader-Follower Pairs

As explored in the literature review section, inspirational motivation is achieved
when the leader creates an attractive vision for the employees and communicates a high
level of trust in their capabilities. Through charismatic behavior, the leader can elevate

morale and push followers to exert additional efforts and commit to the organization they
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belong to. The below table ranks the applicability of inspirational motivation in the nine
leader-follower dyads investigated.
Table 33

Applicability of Inspirational Motivation in Leader-Follower Pairs

Dyad Leader Follower Inspirational Motivation Rank
[1.D] Component Score
roject Manager unction Site Team Leader
2 Project M Function Site Team Lead 2 1
[4] Function Head at Function Site Team Leader 2 1
Headquarters
rojects Director roject Manager
[1] Proj Di Project M 1 2
unction Site Team Leader unction Site Stal
6 F ion Site T Lead F ion Site Staff 1 2
[67 Function Site Team Leader Function S'.te Staff - 1 2
Intermittent
roject Manager unction Site Stal -
3 Project M Function Site Staff 2 3
v - Function Site Staff -
[31 Project Manager Intermittent 2 3
[5] Function Head at Function Site Staff -2 3
Headquarters
5] Function Head at Function Site Staff - 5 3
Headquarters Intermittent

For inspirational motivation, and according to the experts, only one of the studied
factors affects the applicability of this component. Indeed, a large hierarchical gap was
deemed to be more conducive to this component than a smaller one. The five other
attributes were judged by the experts to not affect the applicability of this component.
Theoretically, the highest achievable score for any dyad for inspirational motivation is
two applicability points, and the lowest achievable score is negative two applicability
points. Table 33, above, presents the dyads ranked from most conducive to least

conducive to inspirational motivation.

5.11.3. Applicability of Intellectual Stimulation in Leader-Follower Pairs
As iterated in earlier sections, intellectual stimulation is obtained when the leader

encourages innovation in approaching tasks. The leader incites his followers to find new
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ways of tackling problems. This component increases innovation at work and might have
a positive impact on the outcome and performance of employees. The below table ranks
the dyads by the applicability of intellectual stimulation vis-a-vis the studied attributes.
Table 34

Applicability of Intellectual Stimulation in Leader-Follower Pairs

Dyad Leader Follower Intellectual Stimulation Rank
[1.D] Component Score
[2] Project Manager Function Site Team Leader 6 1
[1] Projects Director Project Manager 5 2
[4] Function Head at Function Site Team Leader 5 2
Headquarters
5] Function Head at Function Site Staff - 1 3
Headquarters Intermittent
[6] Function Site Team Leader Function Site Staff 1 3
[67 Function Site Team Leader Function S'.te Staff - 0 4
Intermittent
[5] Function Head at Function Site Staff -2 5
Headquarters
[3] Project Manager Function Site Staff -6 6
] . Function Site Staff -
[31 Project Manager Intermittent -6 6

For intellectual stimulation, the following attributes are highly conducive to its
applicability: (1) a small hierarchical gap; (2) a carried-over relationship; and (3) a
considerable exposure of the leader to the follower’s work. Theoretically, the highest
achievable score for any dyad is six applicability points, and the lowest achievable score
is negative six applicability points. Table 34 above, presents the dyads ranked from most
conducive to least conducive to intellectual stimulation. Each dyad presents a mix of
attributes that could favor or hinder the applicability of this component. It is noticeable
that dyad [2] has obtained the maximum possible score and dyads [3] and [3°] have

achieved the lowest possible score.
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5.11.4. Applicability of Individualized Consideration in Leader-Follower Pairs
Individualized consideration is achieved when the leader caters to the many needs

of his followers. The leader is there to guide his followers and to listen to their concerns.

This creates a solid bond between leader and follower and creates a relationship that

surpasses the one that usually exists at work. Table 35 below, ranks the dyads by the

applicability of Intellectual Stimulation vis-a-vis the studied attributes.

Table 35

Applicability of Individualized Consideration in Leader-Follower Pairs

Dvad Individualized
[IyD] Leader Follower Consideration Component Rank
) Score
roject Manager unction Site Team Leader
2 Project M F ion Site T Lead 8 1
Function Head at . .
[4] Headquarters Function Site Team Leader 7 2
[1] Projects Director Project Manager 3 3
unction Site Team Leader unction Site Sta
6 Function Site T Lead Function Site Staff 3 3
5] Function Head at Function Site Staff - 0 4
Headquarters Intermittent
] - . Function Site Staff -
[67 Function Site Team Leader Intermittent -1 5
[3] Project Manager Function Site Staff -4 6
Function Head at . .
[5] Headguarters Function Site Staff -4 6
, . Function Site Staff -
[31 Project Manager Intermittent -7 7

For individualized consideration, the following attributes are highly conducive to
its applicability: (1) a small hierarchical gap; (2) a carried-over relationship; (3) a
considerable exposure of the leader to the follower’s work; and (4) identical work
locations. Theoretically, the highest achievable score for any dyad and this component is
eight applicability points and the lowest achievable score is negative eight applicability
points. Table 35 above, presents the dyads ranked from most conducive to least conducive
to individualized consideration. Each dyad presents a mix of attributes that could favor

or hinder the applicability of this component. It is noticeable that dyad [2] has obtained
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the maximum possible score and dyads [3°] have achieved a score that is very close to

the lowest possible score.

5.11.5. Applicability of Transformational Leadership in Leader-Follower Pairs

The ranking of dyads vis-a-vis the applicability of the four components of TL is
reported in the previous sections. It is now possible to compare the composite score for
each dyad to have an idea of the overall applicability of transformational leadership in
these leader-follower pairs. The composite score has two shortcomings that need to be
discussed. Firstly, some of the components are under-represented. For example,
inspiration motivation is affected by one attribute while individualized consideration is
affected by four of them. Hence, the contribution to the overall composite score is less
for inspirational motivation than other components. This is not because the component is
less important but rather because the experts have deemed that it is affected by fewer
factors. Secondly, the composite score reflects the applicability of transformational
leadership vis-a-vis the six studied factors. It is a certainty that other factors do exist and
do affect the applicability of TL components, but these are out of the scope of this study.

Table 32 below ranks the applicability of TL in the nine considered leader-follower pairs.
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Table 36

Applicability of Transformational Leadership in Leader-Follower Pairs

Dyad Overall Dyad Composite

[1.D] Leader Follower Score Rank
[2] Project Manager Function Site Team Leader 20 1
[4] Function Head at Function Site Team Leader 10 2

Headquarters
[6] Function Site Team Leader Function Site Staff 8 3
[1] Projects Director Project Manager 5 4
5] Function Head at Function Site Staff 3 5
Headquarters (Intermittent)

[6'] Function Site Team Leader Function S.lte staff -1 6
(Intermittent)

[3] Project Manager Function Site Staff -9 7

[5] Function Head at Function Site Staff -9 7
Headquarters

, . Function Site Staff
[31 Project Manager (Intermittent) -18 8

For overall transformational leadership, the following attributes are conducive to
its applicability: (1) a small hierarchical gap; (2) a carried-over relationship; (3) a
considerable exposure of the leader to the follower’s work; (4) a considerable exposure
of the follower to the leader’s work; (5) a large age gap; and (6) identical work locations.
Theoretically, the highest achievable composite score for any dyad is twenty-four
applicability points and the lowest achievable score is negative twenty-four applicability
points. Table 36 above, presents the dyads ranked from most conducive to least conducive
to transformational leadership. Each dyad presents a mix of attributes that could favor or
hinder the applicability of the components of this style. It is noticeable that dyad [2] has
obtained twenty applicability points, which is twice the number of points that the next
ranked dyad [4] has obtained. It is visible that dyad [2] is highly conducive to TL. Dyads
[2,4,6,1,5°] have attributes that are moderately conducive to transformational leadership,

while dyads [6°,3,5,3°] have mostly attributed that hinder the applicability of this style.
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CHAPTER 6

CONCLUSION AND RECOMMENDATIONS

6.1. Summary of Work

The literature review conducted as part of this work reveals that the construction
sector is plagued with many shortcomings relating to budget, schedule, and quality.
Furthermore, many academicians confirm that parts of these shortcomings are related to
ineffective leadership on construction sites. Overall, the review of the literature confirms
that the subject of leadership in construction is scarcely addressed. Understanding and
researching this topic might be key to improving the performance observed on
construction projects.

Furthermore, the review of literature conducted provides a summary of leadership
theories and their evolution over time. Transformational leadership is identified as being
a style that generates multiple benefits wherever its four core components are correctly
applied. However, the literature addressing this style does not take into consideration the
contextual factors in which this style is applied. This gap does not only exist for TL but
is also observed in other leadership theories that are mainly studied in stable/typical
business environments. To improve leadership practice on construction projects and to
improve project outcomes, it is therefore of interest to understand the applicability of TL
in this sector.

The project-based nature of the construction industry was highlighted. Indeed, this
IS a necessary observation to understand the contextual differences that might affect the
applicability of TL in this sector. Indeed, the construction environment was found to be

different from stable forms of organizing on multiple levels. These differences include
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the uniqueness of projects; the diverse locations of work and participants; the
temporariness of collaboration; the different involvement types of participants; and the
multiple reporting channels that exist between leaders and followers.

Six factors that have a potential effect on the applicability of the components of
TL in the construction setting were identified. These factors are: (1) the hierarchical gap
between leader and follower; (2) the enabling interaction period/type; (3) the leader's
exposure to the subordinates’ work; (4) the follower’s exposure to the leader’s work; (5)
the age gap between leader and follower; and (6) the physical separation between work
locations of leader and follower. These factors were chosen based on the specificity of
the construction environment. The effect of the status of these attributes on the
applicability of TL components was then hypothesized by the research team.

A Delphi survey consisting of two rounds and involving nine participants was
conducted to verify the theorized effect of the studied factors/attributes. In total, twenty-
four interactions (six factors x four components) were assessed by the survey sample.
Twenty-one theorized interactions out of twenty-four were validated, and only three were
refuted by the survey sample.

Finally, the multiple leader-follower dyads materializing on the Contractor's
project team were defined. The statuses of the six attributes/factors for each dyad were
reported based on the dynamics of the pair and working assumptions. The conduciveness
of the dyad to the applicability of TL components was determined based on the attributes
statuses specific to each dyad and the validated survey results. The nine leader-follower
pairs were ranked by the applicability of each component of TL and the overall

applicability of transformational leadership to the studied pairs.
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6.2. Conclusions

The study has pinpointed a gap in the literature on what concerns correct
leadership practices in the construction industry. Indeed, the subject has received scarce
attention. According to the review, transformational leadership appears to be a leadership
style that generates a range of beneficial effects when properly exercised. The
applicability of this style to construction projects is subject to controversy. Indeed, most
studies examine this style in the context of stable business environments which are
substantially different than project-based organizations such as construction.

The effect of six factors on the applicability of the components of transformational
leadership in the construction setting was hypothesized by the research team and
validated by experts through a Delphi survey. The following statuses of the factors were
found to be conducive to the applicability of the four components of transformational
leadership: (1) a smaller hierarchical gap; (2) a relationship carried over from previous
projects, (3) a considerable exposure of leader to follower’s work, (4) a considerable
exposure of follower to leader’s work; (5) a large age gap and (6) identical work locations.
It is to be noted that in some cases the factors were found to be irrelevant to the
applicability of the diverse components of TL. For example, inspirational motivation was
found to be only affected by the hierarchical gap between leader and follower. Other
components were deemed irrelevant to the applicability of this component.

The main results obtained through combining survey responses and determining
the factor statuses of dyads are discussed in chapter 5. Indeed, the nine studied dyads
were ranked based on their conduciveness to each component of transformational

leadership and the overall applicability of the style.
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6.3. Recommendations

The benefits of transformational leadership are extensively reported in the
literature. Applying this style in the construction setting promises to hold may benefit
when properly applied. These benefits include lower turnover, superior performance,
additional efforts by employees, increased team cohesion; increased innovation; and
others.

The applicability of this style in the typical dyads that materialize on the Main
Contractor’s team has been analyzed and reported. The main recommendation generated
from this study is for industry professionals to manipulate the studied factors to increase
the applicability of TL components. It is advisable to decrease the perceived hierarchical
gap between leader and follower; assign members that have collaborated before; collocate
the leader and follower when possible; to secure exposure of the leader to the follower’s
work and secure exposure of the follower to the leader’s work. In an unexpected result, it
is also advised to have a large age gap between leader and follower. However, this factor
should be considered when targeting idealized influence. The age gap is irrelevant for

other TL components.

6.4. Limitations of Work
The work has allowed a greater understanding of the applicability of TL
components in the construction sector. However, the work has some limitations that need

to be reported for a better understanding of the work's overall significance.
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The following limitations are observed:

e The overall scenario composite score under-represents some components of TL.
Indeed, the maximum contribution for inspirational motivation is 2 points, while
idealized influence can contribute up to 8 points to the composite score.

e The applicability of TL has been studied vis-a-vis the six chosen factors. These
factors are representative of the specificities of the construction environment.
However, other factors do exist and are not considered. Hence, the ranking of the
dyads might differ if more factors are examined.

e Consensus in the Delphi survey was defined as having a majority of votes. As
observed in the survey results, some factors received greater consensus than
others. This might mean that the factors receiving higher consensus might be more
important than others. The importance of factors was not assessed by the research

team.

6.5. Future Work

To further understand the applicability of TL in the construction sector a
supplementary effort is required. Indeed, more factors affecting the applicability of this
style must be examined. Furthermore, the importance of the studied factors vis-a-vis their

impact on the different TL components must also be determined in future research efforts.
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