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Abstract
This paper focuses on addressing two main concerns – identifying the existing predominant management styles pertaining to the Singapore local construction industry and their perceived influence on the organizational performance. The content of this paper is derived from a study focusing on the employee side of a CPE model with data gathered from local medium to large-sized construction companies. The paper discusses and analyses some of the key results obtained from this study and identified the pattern of preference in adopting the four predominant forms of management style - the directive, supportive, empowering and contingency model. Characteristically, the study noted that on a continuum model of management style, the industry prefers to adopt a moderate approach of supportive management style over the other three models. The study also noted that it is the general perception of respondents that if companies choose to allow greater freedom of empowerment in project team, it should lead to better organizational performance. 
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1.
Introduction

The contribution to a nation’s economy by the construction industry is generally considered significant. For Singapore, the construction sector has been contributing around 6-10% per annum to the gross domestic products (GDP) during the last decade and despite of the financial crisis in 1997-98; the sector has contributed an average of 8.2% in the nation’s GDP even during the last five years (Ministry of Manpower 1999). 

Management involves the process of leading and working with organizational resources for reaching a better organizational goal. The organizational goals which include profitability, growth and corporate identity, reputation and market leadership would also encompass the personal goals of employees to mobilize greater motivation allowing the overall goals of the company to be met with harmony.    

The performance of a company’s management can be gauged by its effectiveness and efficiency.  Management effectiveness usually refers to the ability of management to meet organizational goals, while management efficiency can be generally defined as work performed with a given set of input organizational resources.  

The construction industry, on the other hand, is a sector made up of different and fragmented parties who only group together in a specific project for a limited duration of time. Hendrickson & Au (1989) described the construction industry as a conglomeration of diverse fields and participants that have been loosely lumped together as one sector of the economy. To a certain extent, this unique nature of the industry requires parties of work to be adequately empowered for operational efficiency and timely decision making.

2. Literature Review

Management can be characterized by its four basic functions comprising planning, organizing, influencing and controlling as depicted in Figure 1. Collectively, it entails the fulfillment of different management functions within the hierarchy of the organization.  At each of these levels, the emphasis on the type of skills required varies accordingly.







Figure 1: The Four Basic Functions of Management

(Source: Albanese, R., 1988.  Management)

In term of nature of work, one can see that management serves to perform the three main roles: informational, decisional and interpersonal (Boone & Kurtz, 1992). In general, company management fulfils these roles by way of applying various means and tools commonly used in the process of work. The organization, led by the management, would display the specific dominant managerial profile as portrayed by the predominant leadership style of the management. Leadership has been profoundly discussed and measured using the Change-Production-Employee (CPE) model (Ekvall & Arvonen, 1991), which embraces three types of leadership centring on change, production and employees, respectively. In general, it is assumed that different leadership behaviours affect organizational outcomes in different ways (Arvonen & Pettersson 2002). 

3.  Research framework & methodology

Likert’s (1967, 79) system approach identifies four main types of management depicted as exploitative authoritative management, benevolent authoritative management, consultative management and participative management. Robert Tannenbaum and Warren Schmidt (1958), on the other hand, proposed leadership as a continuum of behavior encompassing a complete range of leadership styles, as opposed to the authoritarian/democratic dichotomy suggested by McGregor (1960) and Likert (1967).  It is also generally established that there is a transition of leadership styles across the spectrum.  

Focusing on the employee side of the CPE model, this study adopts a management continuum model comprising three management styles of directive, supportive and empowering management. This continuum model assumes that these three management styles are genenelly arranged in the ascending degree of empowerment in the order of directive management, followed by supportive management and ending with empowerment management and there is overlapping of leadership characteristics frequently occurs in the areas between any two profiles.








This model has been proposed to identify the dominant management profile within the local construction industry by examining the application of management tools, the organizational performance and culminate them into the classification of management profiles as shown in Figure 2.  Management tools that are commonly used by a construction company management are grouped into three main constructs comprising the motivation, communication and empowerment.  These three constructs are further developed and operationalised into variables of measurement as listed in Figure 3 to form the main structure of the questionnaire. Noting that the way these tools are used and perceived by each company should reveal traits that portray the dominant management profiles of the company, the statistics derived from the data gathered were used to correlate and identify the predominant management profiles in the industry.

The study employed a set of questionnaire developed from Figure 3 as the mean to gather data from a sample frame of about 226 short-listed Singapore registered medium to large construction companies. Employing a Likert scale of 1 to 5, the questionnaire is made up of three sections with clear instructions, and was sent to each targeted company with attention of general manager to gather the opinion from the senior management of organizations.   







4. Discussion and analysis of results

The accredited return gives a sample size of 36 respondents from the targeted organizations. Three case interviews were also conducted from the sample pool in search of further in-depth information. Table 1 gives the content summarizing the performance indicators and the distribution of the various management styles. 


	Management Style
	Average Performance
	Percentage of Sample Size (%)

	Empowerment
	4.00
	11.5%

	Contingency
	3.60
	30.8%

	Directive
	3.55
	7.7%

	Supportive
	3.55
	50%




n=36

Note that though contingency profile was not originally included in the proposed model of study, the return from respondents, has however shown that some company management styles do not belong to the three classified main profiles. From the way that management tools are applied and their perception of importance, they clearly do not belong to a fixed single classified profile; these companies are thus more appropriately classified as belonging to the contingency profile. 

As shown in the content of Table 1, Supportive Leadership is most widely practiced in the local construction industry. This finding shows that Singapore construction firms are more comfortable in adopting the middle path in its management philosophy. Thus, even though consultation with the subordinates is practiced widely, the final decision remains largely with the senior manager. Case interviews conducted revealed that this can be a result of the fear of being held answerable for decisions made by junior staff.  In this aspect, it is to be noted that the management’s decision might not be the one proposed by his subordinates as he retains the right to veto any proposals made by his subordinates.  

Directive leadership proves to be the least popular among the listed management profiles with a performance score of 3.55. Contrasting this with findings made in cultural dimensions by Hofstede’s (1980) and leadership styles by Hansen (1999), this result could indicate that though the society is frequently cited as having a reasonably high power distance, people in the industry with a better-educated work force and a trend which gradually place greater emphasis on individuality, are increasingly resistant to the dictatorial style of management.  

The statistics also shows that respondents generally perceived that an empowering style of management should yield the best performance. This is not surprising as the empowering leadership style emphasizes the optimal synthesis of employee potential and job requirements for operational efficacy. It dedicates ample power to the project team and allows room for creative thinking and problem solving. Characterized by a higher degree of empowering their project team, subordinates are encouraged to take up responsibility for the decisions that they make. This in turn motivates them to give their best, as they are directly responsible for their work. It gives an opportunity for the employees to identify themselves with the organization. Unfortunately, the study also shows that only a limited number of construction companies chose to practice this style of management.

With a performance score of 3.6, the contingency style of management is practiced by a total number of 11 companies, which constitutes 30.8% of the sample size. This is a relatively significant finding as it indicates that the heuristic subject of management has many followers that do not believe in a fixed set of principles when dealing with subordinates. Followers of this style recognize that there is no one golden rule when managing their staff and the company. Different situations that involve problems with varying degrees of complexity will require significantly different approaches in reaching for better solutions. Indirectly, this may serve to attest that the industry employees belong to a more matured group of people as the situational theory regards the maturity of the followers as the crucial situational factor (Hersey & Blanchard, 1982).

5. Conclusions
The study identifies the distribution of dominant management styles in the construction industry based on a management leadership continuum model theorized with a continuous spectrum of equally distributed pattern.  With the statistics obtained, the defining traits entailed by these different forms of leadership styles were explored, analyzed and discussed.  

Supportive management style is preferred and generally practiced by most construction organizations and the industry has viewed this option as a right balance between retaining supervisory rights by management and allowing room for creative problem solving by their employees.

On the other hand, directive style is shown to have least followers in the industry. Empowering management style is perceived as one that promised to deliver best organizational performance yet practiced only by few companies.  Subject to further investigation, this finding could suggest that the local construction environment is still not convinced of the practical advantages that can be derived from adopting this management style.

A significant percentage of respondents have shown to prefer the contingency approach instead of the three traditionally classified models. The results of the study also suggested that the supportive and empowering styles of leadership are more closely intertwined with each other as compared with directive leadership.  This implied that dominant management profiles do not distribute evenly across the continuum model and in practice, there is perhaps a spectrum with a stand alone situational approach, a directive style isolated at one end followed by a supportive and empowering styles coupling at the other end.
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Figure 2: Proposed Research Model of Study
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Figure 3: Research variables captured in management tools 





Table 1: Summary of Management Style vs Performance
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