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Preface to the Third Edition

The main tenet of thisbook - that managing peopleis the key to successful
construction management — remains unaltered in thisedition. All the chap-
ters have been revised to take in new thinking and practice since the first
edition was published in 1985.

Influences on management over the last decade have ranged from new
ideas about managing small teams to global trendsin the business environ-
ment. These changesare causing managersto reappraisetheir organisations
and their own roles. At the level of teams and individual employees, ideas
about mentoring, empowerment and self-managed teams have been debated
and tried out. At the organisational level, managershave had to respond to
unprecedented changes, including international restructuring of production
and markets, more demanding clients, and developments in tele-
communi cationsand microel ectronicswhich would have seemed like science
fiction adecade ago. It has been a period in which management bandwagons
have arrived and departed with record speed.

As construction managershave striven to keep pace with new vocabularies
- of relational databases, business process re-engineering, total quality
management, and many more - the 1990s has seen theindustry under attack
for poor teamwork, inefficient work practices and lack of attention to
training. Clients have become more vociferous and demanding and, along
with government, have put further pressure on consultants and contractors
to reform their practices. The industry's managers have had to respond to
numerous initiatives, statutes and constraints, including the far-reaching
Latham Report in 1994, a spate of EC Directivesand a stream of proposals
from pan-industry and client organisations like the Construction Industry
Council and the Construction Round Table.

All managers are having to address their broader socid and ethical
responsibilities to society. Helped by new legidation, the arguments for
sustainable development have gained momentum, causing more and more
organisations to examine the environmental impact of their operations.
Increased emphasis on equdity in the workplace is forcing firms to review
their employment policies too.

Barry Fryer
Baildon, Nest Yorkshire






Chapter 1

The Devdopment of Management
Thinking

Management is both a fascinating and frustrating subject. It abounds with
exciting and challenging ideas, but even the most promising ideas don't
awayswork. Throughout the twentieth century, managershave searched for
a set of guiddlinesfor running a business. The result has been a jungle of
diverse and often conflicting ideas about what managersare and what they
do - or ought to be doing.

People have looked at management in different ways. Some have tried to
identify the things managers do, whilst others have looked at how they do
them. Some have put forward management principlesto apply to all orga-
nisations, whilst others are sure there are none.

Despite many attempts to describe management, no widely accepted
definition has emerged. Simple definitionsinclude 'running things properly'
and 'getting things done through people. Rosemary Stewart (1986) brings
decision-makinginto her definition of management - 'deciding what should
be done and then getting other peopleto do it’.

To be more precise, we need to say how and why the manager does these
things,; what tasksor processes are involved. The early management writers,
who were mostly practising managers, said that these processes included
planning, organising, directing and controlling. Thisled to definitionslike:

Managemettis the processd deering an organisation towards the achievement
of its objectives, by means d technicd kills for planning and controlling
operdions, and sodd skills for directing and co-ordinating the efforts of

employes

Although harder to take in, this definition highlights the complexity of
management. Yet it still tells us little about how managers work. Like the
smple definition, it tells us that a manager is someone who plans and gets
thingsdone; that the role involves achi eving obj ectivesand co-ordinating the
work of others. It does not tell a site manager whether to use the same
planning techniquesas a factory manager, or how to get co-operationfroma
site team.

Suchdefinitionsalso givelittleindication of how management ischanging.

1



2 ThePracticed Congruction Management

Management today isharder and lessintuitivethan in the past. Buildingand
civil engineering firms used to be smaller and simpler. There were fewer
specidistsand fewer rules. Jobs were moreflexible. Managerswere closer to
the work and communicationswere better.

Today, many construction firms have grown and their activitiesare more
complex. The ratio of managers and specialiststo workers has increased.
There are more rules and procedures. Roles are more tightly defined and
there are many external controls.

Managers need more skills and more information to cope with these
changes. In large organisations, the days of the individual manager running
things have gone. The efficient organisation of big business now demands
team management.

In the recommendationsof the joint review of the industry, Constructing
the Team, known as the Latham Report, Sir Michagl Latham (1994) drew
attention to the wide-ranging scope for improving the construction indus-
try's performance, through improved management practicesand procedures,
including more carefully thought out project strategies, more systematic
quality assurance and productivity measures, and improved teamwork on
ste between contractors, trade specialistsand consultants.

Early contributionsto management thinking

The systematic study of management to find out what managersought to be
doing emerged at the end of the nineteenth century. The industrial system
was wdl established. People had migrated to the towns to work in the fac-
toriesand mills. They worked long hoursfor low pay. They worked hard - or
they lost their jobs. The managers were powerful and this made their jobs
easier.

Some of the managerswanted to learn more about their work. They tried
to analysetheir jobsand the events happening around them. They wondered
if there could be principles of management that would work anywhere — a
stience of management. Their experiences seemed to support this, for
managers everywhere appeared to be doing similar things — drawing up
programmes, marshalling resources, alocating tasks and controlling costs.

They came to believe that it was possibleto devise an ideal organisation
using aset of design rulesthat would apply anywhere. The booksthey wrote
formed the basis of the classicd or scientific management movement. The
design ruleswerelater devel oped and refined by writerslike Lyndall Urwick.
These rules or principlesincluded:

® Theprincipled specidisation. Every employee should, asfar as possible,
perform a singlefunction.
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® The principle of definition. Theduties, authority and responsibility of each
job, and itsrelationshipto other jobs, should beclearly definedin writing
and made known to other employees.

® The span of control. No one should supervise more than five, or at most
SX, direct subordinates whose work interlocks.

How useful are such guidelinesto a manager setting up a civil engineering
dte, or aresourceful joiner wanting to start asmall building firm?Theanswer
isthat they offer only general guidance rather than a blueprint for designing
an organisation.

The principle of speciaisation is heavily qualified by the phrase'as far as
possible. How many peoplein construction performonly ‘a singlefunction'?
What is'a single function' anyway?

The principleof definition issometimesimpractical. How many managers
in construction have a clearly defined, set task?Most have to adapt to each
new project and cope with constantly changing problems as it moves from
start to finish.

The principle of the span of control is very specific and has been widdy
quoted among managers. Many now believeit istoo restrictive. Somewriters
have modified the principle, saying that a manager's span of control should
be limited to 'a reasonable number', but this reduces the principle to a
statement of the obvious.

Certain factors clearly affect the sze of group a construction manager can
handle. They include:

The manager's character and abilities.

The attitudes and capabilities of the membersof the group.

The amount of time the manager spendswith the group.

The type of work the group is doing.

The proximity of the manager and group members.

The extent to which the manager is supervising direct or sub-contract
personnel.

A site manager can co-ordinate a site team fairly easily. Contracts managers
controlling projects spread over a sixty mile radiuswill find it moredifficult.
They may spend alot of time travelling!

People have used arguments like these to refute many of the early man-
agement ideas, athough they probably worked wel enough in their day.
Applied to modern organisations, the management principles can be justi-
fiably challenged because:

® Conditions have changed radically. Projects are technically and con-
tractually more complicated; legidation affecting businesses is more
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extensve and demanding; competition is fiercer; people's attitudes
towards work and towards their managers have changed. These and
many other changes have altered the manager's job significantly com-
pared to that of the tough task-master of the early 1900s.

® Evidencenow suggeststhat thereisa divergence between what managers
do and what management writerssay they ought to do. Henry Mintzberg
(1973, 1976) found, in his studies, that managers were not very
systematic. He dismissed much of the early management thinking as
folklore, saying that managersare not the reflective, analytical planners
they are made out to be Instead they spend their time liaising and
negotiating with people and coping with an unrelenting stream of
problems and pressures.

Most managerstoday recognise the importance of peoplein organisations,
but the early management thinkers concentrated mainly on the tasks of the
business. They thought the main problem in the factoriesand millswas to
design efficient workplaces and control resources tightly. Most of them
treated labour as a resource, to be worked as hard as possible.

From the outset of the Industrial Revolution, a fev managers showed
concern for the well-being of employees, but experience of large-scale
industry was limited. No onefully understood the effect the new workplaces
would haveon people, but somemanagersquickly sensed that they could not
treat people like machines.

Management and the social sciences

During the early decades of the twentieth century, social scientists began to
study peoplein industrial settings. At first, their interest centred mainly on
how work practices and working conditions affect people. Later, some of
their attention switched to how workers affect organisations. Elton Mayo is
regarded as the founder of this human relations movement, which brought
into prominence the idea that employees must be understood as human
beingsif organisationsare to be run efficiently. Mayo’s far-reachingresearch
at the Western Electric Company near Chicago - the Hawthorne studies —
generated momentumfor other work, including extensive research on group
behaviour at the University of Michigan.

In the UK, one of the most determined and practical studies of the rela-
tionship between organisational efficiency and employee well-being was
initiated at the Glacier Metal Company in London. It involved many yearsof
closecollaboration between managersand socia scientists. The Glacier team
took the view that the manager not only hasatechnical role, but a socia one
of creating an organisation with which workers can identify and in which
they can participate and exercisediscretion (Brown and Jaques, 1965).
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Other studieshave looked at specific topics, such as:

Communication
Worker participation
Leadership

Stress

Labour turnover
Performance
Motivation.

Such work isstill going on, supported, in the UK, by bodieslikethe Medica
Research Council and the Economic and Socia Research Council. The
research has yielded many interesting results. For instance, an early dis-
covery was that work groups exercise considerable influence over their
members behaviour and, in particular, over how much work they do. It was
found that workers consider pay less important than had been thought.
Many of them ranked factorslike steady jobs, good working conditionsand
opportunity for promotion, higher than pay. Other findings suggest, for
example, that:

® Satisfactionand dissatisfactiondepend not so much on physical condi-
tions, but on how peoplefed about their standing in the firm and what
rewards they believe they deserve.

e Complaints are not necessarily objective statements of fact, but symp-
toms of a more deep-seated dissatisfaction.

® Giving a person the chance to talk and air grievances often has a bene-
ficial effect on morale and performance.

® Employees demandsare often influenced by experiences outside, aswdl
asin, the workplace.

Whilst these conclusionsarefairly simpleand clear, many researchresultsare
complex, fragmented and difficult to apply. Someconstruction managersare
openly sceptical about the socia sciences, arguing that many studies pursue
trivial and obvious relationships, whilst findingsare often difficult to inter-
pret. Psychology, for instance, isevery bit asconcerned with the behaviour of
buildingworkerson site asit is with the study of mental disorders. Y et the
applicationsof psychology on site have rarely been madeclear and busy site
managersare left to make their own conceptual |eap from theory to appli-
cation (M. Fryer, 1983).

Nevertheless, psychologists and sociologists have made a substantial
impact on management ideas and business practices. There has been a
noticeable shift in attitudes over the years (see Fig. 1.1). Managersare more
aware of the construction worker's needs and aspirations and take a more
humane approach.
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development of management thinking.

Legidation has also compelled managers to give employees a better deal,
and collective bargaining between the unions and employers has improved
the terms and conditions of employment of most construction workers.

By the 1960s, so much was being written about the relationship between
peopleand organisations that managers came under pressureto modify their
leadership styles, get subordinates involved in making decisions and give
them more autonomy in their jobs. The work of American writers like
Argyris, Herzberg and Likert, and British writers, such as Emery, Trist and
Rice at the Tavistock Institute, were brought to the notice of managers
through books and business courses. For a time, it seemed that so much
attention was being lavished on the worker by management writers and
educators that managers might forget that their organisations still had work
to do and profits to make.

Eventually there wasacall for a more balanced approach to management,
which would recognise the importance of both peopleand tasks. Indeed, the
Tavistock I nstitute researcherswereamong thefirst to expressthisview. Two
new trendsin management thinking started to emergeand gain groundin the
1960s and 1970s, namely that:

® peopleand tasksmust be considered as related parts of an organisational
system; and

® managers must be more flexibleand tailor their approach to the needsof
the situation.
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Systems management

Sincethe 1960s, people havetried to apply systemsthinking to organisations,
to seeif it could help make them more manageable. The essence of systems
theory is that the structure and behaviour of al systems, whether living
organisms, machines or businesses, have certain characteristicsin common.
Themanager who isaware of these characteristicsis better ableto predict the
behaviour of the system and understand why it sometimes breaks down.

Theconstruction project isagood exampleof a system that can bestudied
over itsfull lifespan. The project can be viewed asa temporary system, set up
for a specific purpose, with well-defined tasksand a set timescale (Miller and
Rice, 1967).

In systems thinking, the emphasis is not so much on the parts of the
organisation - site set-up, head office departments, and so on — but on the
rel ationships between them. Thereis a technical subsystem, the network of
activitiesfor erecting the structure or building, and a social sub-system, the
people who contribute their energy and skillsto the project. The human and
technical problems cannot be divorced from one another. A changein a site
bonus scheme will affect the quantity and quality of work. Changingawork
method or introducing new equipment may influence operatives attitudes
and morale. The parts of the system are intertwined.

Moreover, the system is open and is influenced by events outside the
organisation. The success of a building project depends not only on the
project team, but on the activities of competitors, suppliers, government,
clientsand local communities. Many of thefactors affecting the businessare
not only external, but are beyond the manager's control.

The project is an input/output system. Inputs of information, materials
and mechanical and human energy, are turned into outputs of finished
buildings. The inputs are not wholly within the manager's control and
depend on the co-operation of many people, including designers, sub-
contractors and suppliers. Outputs includeprofit, wagesand job satisfaction.
But there are unintended outputs too. They include noise and waste, toxic
fumesand other damage to natural systems. People are injured and exposed
to health hazards. They may become dissatisfied and alienated. Profits can
turn into losses. Taking a systems approach means looking at the bad
consequencesof the organisation as well as the good!

Systems thinking emphasi sesthe importance of feedback. In every organ-
isation, managers and other employees rely on feedback to regulate their
performance. For instance, managers have long acknowledged the impor-
tance of feedback in the principle of 'management by exception’, where the
manager puts most effort into tackling problemsand breakdownsand keeps
aminimal eye on thetrouble-freeoperations. In systems terms, management
by exception means that the manager is acting on negative feedback -
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feedback which shows something is wrong — and devotes hisor her energies
to bringing the system back on course.

Some of the feedback the manager receives is intermittent, giving an
incompl ete picture, or delayed (feedback 'lag’), which may mean that by the
timethefeedback reachesthe manager, it istoo late to takecorrectiveaction.

A contractor made a detailed monthly comparison between unit costs and the
unit ratesin the bills. One month, the comparison showed that the bulk exca-
vation was making a loss of 98p per cubic metre. By the time the information
reached the Steagent, some 10000 cubic metreshad been excavated, makingan
irretrievableloss of nearly £10000.

Managersneed quick and reliablefeedback on costs, progressand the quality
of materials and workmanship. The time taken to obtain each kind of
feedback varies. Feedback on progress can be very fast, providing the
manager is keeping a close eye on operations, has a good system for
recording work done and finds time to compare this data with a well-
formulated programme. Cost feedback is probably the dowest and can also
be the most inaccurate, since the information on which costings are based is
often distorted. Labour returns are often inaccurate, and managers them-
sves are not aways systematicin their record keeping.

Sygems analysis gives a fresh angle on management. Managers have the
delicatetask of regulating a complex system, maximisingthe intended goals,
whilst keeping unintended effects to a minimum. This requires a high
standard of performance. Managers have to strike a balance between the
technical and human demands on their time. They must keep the system in
tune with the world outsideand maintain itsinternal harmony.

Petit (1967) points out that the job of keeping the firm on course and
coping with outside pressures is not the same as running the day-to-day
operations of the business. Using a systems approach, he defines three
distinct kinds of managerial work:

® Technical.At thetechnical level, managersrun the production process. In
construction, thistakes place mainly on site, although someof the office
work is directly concerned with production too. Site managers co-
ordinate direct and sub-contract labour, plant and materialsin order to
achieve short-term project goals. They are protected from some of the
outside pressureson the business, because the senior managerscope with
these.

@ Institutional. The senior managers are at the institutional or corporate
level and Petit definestheir task as relating thefirm to the world outside.
They cope with the risks and uncertainties caused by events and long-
term trends over which they have little or no control. The survival or
long-rangesuccessof thefirmistheir primeconcern. Technical managers
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have access to a fair amount of reliable information for solving their
problems, but senior managersdeal with the unforeseen and rely heavily
on intuition and judgement.

® Organisational. A third group of managers mediates between the other
two groups, co-ordinating and integrating their tasks. These organisa-
tional managers often have to search for compromises between the
strategic concerns of the top managers and the immediate, operational
problems of the technica managers. They have the difficult task of
supporting production, making resources available when needed, whilst
ensuringthat the day-to-day activitiescontribute to thelong-range goals
of the enterprise.

Figure 1.2 illustratestheselevels of management, although they may merge
and overlap. In small firms, the same manager may perform al three roles
and will need to understand the demandsof each role, know when heor sheis
performing each and apply the appropriate skills. In larger firms, the three
levelsare likely to be separate. They will be carried out by different people,
often relatively independently of one another.

| EXTERNAL SYSTEMS

Competitors, clients, designers
Government, local authorities

pressures and
constraints

CONTRACTS MANAGERS AND OTHER

ORGANISATIONAL MANAGERS
INPUTS. ——» OUTPUTS
Information Efficient production of Buildings
Money goods and services Dividends
Energy Wages
Materials, etc. Pollution, etc.

Balancing long-term and short-term
tasks and requirements

Setting long-range objectives. Policy making
Coping with risks and uncertainties

Figure12 Management of a congruction fi rma sysemsview.
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Viewingthe constructionsite asasystemin itsown right, arather different
picture emerges. The site manager is the top manager of thissmaller, ‘task-
force' system. Thisjob involves welding together an effectiveteam aswel as
dealing with outsideinfluences, such asthelocal labour market, competitors,
local authorities and suppliers. Site managers may regard the design team
and even their own head office as outside forces which make demands on
them that are difficult to meet.

They usualy lack administrativehelp and have to perform both technical
and institutional roles. To copewith the conflicts between these, they haveto
be organisational managers as well, using both quantitative methods and
judgement to find compromi ses between the short-range goas of the project
and the long-term strategies of the company (see Fig. 1.3).

EXTERNAL PRESSURES

Designer, consultants
Company head office

SITE MANAGEMENT

ADMINISTRATION

TECHNICAL MANAGEMENT |——= OUTPUTS
Raw materials Building or
Components structure
Human energy Profit (or loss)
Plant, tools Directing workforce Wages
information, etc. Controliing progress Air pollution
Noise, waste,

Obtaining and allocating resources etc.

Co-ordinating long and short-termplans

Liaising with design team and client
Coping with unforeseen events

Figure 13 Management of a construction site: a systems view.

Some site managers enjoy considerableautonomy in running their sites,
but othershavea narrower roleand are expectedto leave someof thetasksto
more senior managers — contracts managers or directors— and concentrate
their efforts on the day-to-day running of the site.

Clearly, managers with the same job title may not aways have the same
responsibilities, and managersat different levelsin an organisation perform
quitedifferent roles. They are responsiblefor different aspectsof the system's
performance.
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Situational or contingency management

Thelong search for similaritiesbetween managers jobs, to build up a picture
of theideal manager, hashad only qualified success. In thelate 1950s, people
started to take a serious|ook at the differences between managers jobsand
collected evidence that management is redly a family of roles in which
managers do different things.

A site manager, co-ordinating the contractor's work with that of a dozen
or moresub-contractors, may havea very different task from the production
manager in a textile mill whose more stable workforce is doing repetitive
work. There is increasing evidence that firms vary in their approach to
management and that thishasalot to do with their size, the typeof work they
do, the people they employ and external and market forces.

Thissituational or contingency approach to management arguesthat there
is no single best way to run a business and that managers must adapt their
styleand methodsto suit the circumstances. | n other words, theway afirmis
organised and managed is ‘contingent’ upon factors like its sze, tasks,
technology and markets.

Joan Woodward (1958, 1965), in a pioneering study of British firms,
showed that there are important variations in the management of different
technologies. Sheidentified three technology groupings:

® Unit and small batch production
® Massproduction
® Process production.

In processing and mass production industries, Woodward found that there
are many managers, many levels of management and more administrative
rules. The top managersare rather divorced from production and industrial
relationseasily become strained.

Businesseslike construction, producing one-off or small batch products,
have shallower management structures, fewer specialistsand lessformality in
their procedures. With fewer management levels, senior managershavemore
contact with employees and labour relations are usudly better. The
informality gives peoplemore opportunity to negotiatetheir rolesand define
the boundaries of their jobs. In other words, they have more freedom.

Woodward's fresh approach showed that many of the so-called principles
of management were derived from experienceof mass production or process
operations and may not apply to industrieslike construction. She showed
that it is possible to compare large numbers of organisations and draw
conclusions about management that are firmly based on and specificto the
situation.

Burnsand Stalker (1966) |ooked at the management of 20 Britishfirmsand
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found two kindsof management structure which they called mechanisticand
organic. The more rigid, mechanistic approach to management seems to
work best in firms operating in relatively stable conditions, where the tech-
nology and markets are changing dowly. The more flexible, organic
approach to management works wdl for firms operating in unstable condi-
tions, where markets are unpredictableor technology is changingfast. Both
kinds of management structure work well, providing they fit' the markets
and technology concerned.

Studiesin the United States produced similar results. For instance, Morse
and Lorsch (1970) found that the manufacture of standardised containersin
a stable technology and market was most efficient when organised along
fairly rigid lines, with managers exercising tight control. But companies
carrying out research and development work in the fast-changing, unpre-
dictable field of communications technology were most successful when
organised flexibly, withemployeeshaving considerabl ef reedom and with few
rules and managerial controls.

The construction industry does not have to cope with rapid technical
change but the market for buildings is changeable and unpredictable.
Designers, builders and civil engineering contractors are likely to find a
flexible style of management more effective.

A similar conclusion was reached by Landey et al. (1975), who measured
the commercial and human performance of 25 building companies. They
pointed out that for general contractors, every new project poses fresh
problems, making programming difficult. Flexibility is essential and co-
ordination and teamwork are vital. However, for specidist contractors,
projectstend to follow a pattern, making programmingeasier. Managerscan
exercise tighter control. The situation differs again for small works con-
tractors (wherelittleco-ordination is needed) and for firmsthat sub-let most
of their work. Each type of work involvesits own problemsand constraints.

These and other resultsadd weight to the argument that thereis no single
ideal way of organising construction and no best style of management. It
seems that managersmust look critically at what they are trying to achieve
and the prevailingconditions, and adapt their organi sationsaccordingly.Ina
period of rapid change, the need for flexibility becomesvital. Peter Landey
has contrasted the reatively stable construction environment of the 1950s
and 1960s, where the passwords were productivity and efficiency, with the
unstable conditions of the 1970s and 1980s, where the password became
flexibility (Landley, 1981).

Dynamic engagement

Theideassummarised above are still influencingmanagersand will continue
to do so, but the backdrop is changing faster than ever and managers are
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having to ask themselveswhat will happen to their organisationsin the next
century. Stoner et al. (1995) use theterm dynamic engagement to describethis
rethinking process and capture the mood of current debate about manage-
ment and organisation. They arguethat managersare havingto rethink their
activitiesin theface of unprecedented external changes- changeswhich are
causing the boundaries between cultures and nations to blur; changesin
which the world is becoming a global village, as international and inter-
cultural relationsexpand rapidly. The term dynamic engagement stressesthe
vigorousand intenseinvol vement managersare having, in order to deal with
new and changing human relationshipsand constant adjustment to change
over time.

Dynamic engagement builds on the underpinningsof contingency man-
agement but recognises more fully the implicationsof the extent, type and
rate of change affecting business and society. Stoner and his colleagues
identify sx management themes emerging from this approach:

® New organisational environments. These consist of complex, dynamic
networksof peopleinteractingwith oneanother, competitors, customers,
suppliers, sub-contractors, speciaistsand so on.

® Ethics and social responsibility. Shaping new corporate cultures which
reflect the needs and aspirations of individual employees, groups, clients
and others outside the organisation in the community and wider society.

@ GClobalisation and management. The expansion of business opportunities
into markets and production activities which transcend national
boundaries in a 'borderless world, where global competition also
features.

® Inventing and reinventing organisations. To find ways of unlocking the
creative skills of managers and their teams, so that they can discover
innovative organisation structures and ways of operating as conditions
change.

® Cultures and multiculturalism. In a global economy and multicultural
society, cultural differences create fresh challenges for managers, who
must capitalise on the valuesand strengthsof variouscultural traditions,
synthesising the benefits of each of them.

® Quality. Organising every aspect of organisational activity to meet the
higher standards demanded by clientsand to maintain competitivenessin
an ever tougher business environment.

Peters (1992) identifies a matching concept, liberation management, which
focuses on escaping from existing approaches to problems of organisation
and striking out to find creative solutions. Hammer and Champy (1994) also
argue for a dynamic approach, saying that managers need to make a
fundamental reassessment of their organisations, questioning and
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‘re-engineering’ the very processes through which their firms function.
Hannagan (1995) recommends an integrated approach to management,
where emphasis is on the synthesis of best practice found in organisations
and cultural traditions around the world.

The new Psof management: post-indudtrial, portfolio, pragmatic,
post-modern

Management in a post-industrial society

Consistent with theideasof dynamicengagementisthework of suchanaysts
as Warren Bennis, Tom Petersand Charles Handy who are noted for their
original and perceptiveinsights into management and their analyses of the
future of businessand work. Many of thesecontemporary anal ystsrecognise
that the post-industrial era has arrived and that business practices will never
be the same again. Because they are having a marked effect on managers
attitudes and behaviour, these future-oriented thinkers are often labelled
management gurus (Kennedy, 1993). They put a lot of emphasis on change,
especialy with respect to organisational cultures, strategies, structures and
processes and the effects these have on people's work and lives.

Asorganisationsrealise that the post-industrial society hasfinally arrived,
alot of attention is being directed at the role of strategic managersand the
impact of de-layering the middle management levels, asfirmstry to become
leaner and more efficient to combat growing global competition. But,
importantly, there has been a sharp divide between those analysts who
describe future organisational success in terms of improved strategies,
structures and processes, and those who believe that successis ultimately
rooted in more effective people management.

Portfolio management

Handy (1994) successfully bridges this divide, stressing that both organisa-
tion structures and employment patterns are changing fundamentally and
permanently. We will have to get used to thefact that many younger people
will not achievethe ‘permanent’ jobstheir parents mostly had and that future
careers will often consist of a series of mini-careers, successive short-term
contracts and/or periodsof self-employment, ofteninvolvingdifferent setsof
sKkills— and interspersed with periods of unemployment.

Handy refersto these as portfolio careers. They requireadifferent kind of
management and self-management and necessitate new attitudes within
organisations and society. In the portfolio world, employment has to be
redefined. Voluntary work, sef-employment and unemployment all have
new meanings. Handy even suggedts that 'agents may become more
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commonplace. Aswdl asfinding work for their clients, these agentswill also
act asmentors, helpingtheir clientsto organisetheir lives, developtheir skills
and build their portfolios. So, a new breed of independent construction
managers may emerge, people who turn to their agents to help them find
‘contracts, just as many writers, actors and sports people already do.

Pragmatic management

Since themid-1980s, there have been new fashionsin presenting management
ideas and approachesto managersand aspiring managers. One of these has
been aflux of books by well-known and successful managers, peoplelike Sir
John Harvey-Jones (seg, for instance, Harvey-Jones, 1993). They are
refreshingly practical books that express the seasoned management experi-
ence of their authors and (in the main) reflect wel the innovations, culture
changes and problems of the times. Collectively, these works cannot be
ignored; they have been so successful. They could be said to represent a new
pragmatic approach to management thinking. One drawback is that each
work reflectsthe analysis and conclusions of only one manager, something
which makes the seasoned management researcher a little uneasy.

Another development has been the explosion of 'How to' management
books dealing with almost every conceivable aspect of the subject from
performance appraisals to presentation skills, from time management to
teamwork. Theseare al so pragmaticin that they provideaccessibleand essily
assimilated information for managersand some of them are very good. But
the advice provided can be smplistic, often summarising major areas of the
manager's work in bullet-point checklists. Managementisadifficult business
and is becoming more so. Managers must guard against the temptation to
adopt smple'off-the-peg’ solutions to complex problems.

Post-modern management

If all these changesare taken together, management needsto take aleapinto
apost-industrial businessenvironmentwhich is bound up with what Donald
Horne has called ‘the public culture. Describing this new culture as part of
the post-modern condition, Hewison (1990) aptly refersto it as a managed,
officia culture, supported by both public and private corporations. This
culture has become enmeshed with commerceto the extent that cultureitself
haslargely been turned into acommodity, often mediated most effectively by
television - but perhaps, in future, by computer-basedinformation networks.

Quiality and environmental management

Quality management and environmental management became major issues
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Summary

for managersin the 1990s. Organisationsin almost every sector, public as
well as private, came under pressure to ddiver their goods and services not
only moreefficiently, but to higher quality and environmental standards. To
improve one of these isn't too difficult, but to produce more added value
(better quality using less resources) in environmentally acceptable ways
became a central challengefor managersin amost every field of activity.

These dual issues of quality and environment have becomelinked. There
are significant parallels between the British and European standards cover-
ing these topics and the remit of a CIRIA project, started in 1996, was to
examine the possibilities for integrating the management of quality and
environmental impact (as wdl as health and safety).

The quality movement took off first, but the explosion of information
about environmental damage in the late 1980s and early 1990s has forced
many managers to think about building the concept of sustainable devel-
opment into their business objectives and then manage responsibly.
Although environmental problems are globa and need to be tackled on a
broad front, much of the detailed work of overcomingthem needsto bedone
locdlly, often by individual companies (Roberts, 1994). Construction man-
agersmust sharein thisprocessand urgently review processes and practices.
Even small construction firms must take the environment seriously, because
there are so many of them and their impact is therefore substantial (Fryer,
1994a).

Thischapter has looked at the main strands of management thinking, how
they have developed and how they apply to construction. Some of the early
guidelines were based on experience of mass production and processing
industries. They were useful in their time and laid the foundation for a more
systematic approach to management. However, they have not offered the
best guidance for managing construction. As technology and markets have
changed, the relevance to all industries of the early management principles
has been serioudly questioned.

Managers have a so recognised that they must give more attention to the
social aspectsof work. In thelong run, an organisation cannot be successful
in economic terms unless it is also a success in human terms, providing
meaningful work and proper rewards.

There are similaritiesin managers jobs because some of the tasks they
perform are the same. But the differences between managers jobs tell us
moreabout the processof management. Managers rolesvary with their level
in the organi sation. Somemanagersdeal mainly with technical matterswhilst
others spend their time on strategicissues.
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Construction must be managed flexibly because some of the problems
facing construction managers differ from those found in factory-based
industries. The separation of sitesfrom head officeand the temporary nature
of project teams, taking their members from many different organisations,
demand a special 'task-force’ manager, who is self-reliant, adaptable and
capable of inspiring teamwork under difficult conditions.

More importantly, the need for flexible management arises from far-
reaching changes in society and its economic and value systems. The glo-
balisation of business means that the construction industry will increasingly
work in an environment of tough, international competition, adopting
innovative organisational structures and work practicesin order to achieve
new standards of quality, safety and environmental protection set by
knowledgeable, demanding clientsfrom many parts of the world.



Chapter 2
Managers and Ther Jobs

The tasks of management

Planning

18

Asked what they do, most managerswill answer with words like planning,
organising, directing and controlling. A handful of words like these have
dominated management thinking since they were introduced in the early
1900sby Henri Fayal, the Frenchindustrialist. Y et thesewordsare too vague
to tell usmuch about what managersactually do and they take littleaccount
of the differences between managers jobs. Everyone agrees that managers
make plans, but so do other people. Moreover, a site manager's plans are
quite different from those of a board of directors.

Many management writers add communicating to the list of tasks, but it
seems more useful to regard this as a management skill. After all, managers
are communi catingwhen they give orders(directing) or arrangefor materials
to beddivered (organising). M oreover, communicationis a two-way process
and the manager should often be on the receiving end.

Some managersaso rank co-ordinating as a management task. Thisisa
useful term but Stewart (1986) argues that it is too genera to be called a
separate management function. It is hard to distinguish co-ordinating from
organising and it seems to overlap with directing and motivating too. Co-
ordination involves planning, as in deciding who should do what and when.
Swedish researcher Sune Carlson was perhapsthefirst to serioudly question
thevalidity of co-ordination as a separate management task, arguing that it
does not describea particular set of actions, but rather al operationswhich
lead to unity of action. In other words, co-ordination is another word for
management itself.

Peter Drucker has added a further task which he fedsis a vital part of
management — developing people. The effectiveness of an organisation will
depend on how wel managers counsel and support their teams. Managers
can bring out the best in people or they can frustrate and stifle them.

All managers plan. They set objectives, try to anticipate what will happen
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and deviseways of achievingtheir targets. However, some planningislong-
term, extending over a period of years, whilst other plans cover immediate
targets, achievablein aweek or less. Long-range planninginvolvesmorerisk
and uncertainty, for it isdifficult to know what will happen; short-term plans
are usually based on more reliableinformation.

Planning has grown exponentialy both in construction and in other
industriesfor the following reasons.

® Therearemorelarge, complex projects, withalot of people and resources
to co-ordinate.

® Theincreasing relianceon sub-contractingmeansthat the work of many
organisations has to be co-ordinated.

® There are greater external controls over business activity, additional
constraints have to be met and approvals obtained.

® Markets are more turbulent and economic and socia change has accel-
erated, making the future less predictable.

The main features of a good plan are that it is redigtic, flexible, based on
accurate information and readily understood. The stagesin planning are:

® Set clear performance objectives, usualy in termsof time, quality, safety,
cost and environmental impact.

® |dentify accurately the resourcesneeded and action to betaken to achieve
objectives.

@ Decide on the best action to take and the most effective use of resources.

® Set up procedures for monitoring the implementation of the plan.

Operationa research has developed with the growth of large, technicaly
complicated projects. Computer-aided project planning has come into
increasing use. Despite such tools, planning remains difficult. The informa-
tion needed for such thorough planningis seldom available and the manager
rarely has enough time to plan properly.

Some construction firms have set up planning departments in which spe-
cidists prepare planson behalf of, or in collaboration with, management. In
other companies, plansare drawn up by the managersthemselves. The latter
may be less skilful in planning techniques, but they are likely to be more
committed to a plan they have produced themselves. Centraised planning
used to have the advantage that it made possiblethe use of a computer asa
planning tool. The development of cheap microcomputers has brought
advanced planning methods firmly into the grasp of the site manager or
engineer.

Plans are usually converted into programmes- visua statements backed
by descriptivenotations. They show what the targetsare, how they are to be
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Directing

achieved and, ideally, what activitiesare critical to completion. Plansshould
be expressed as smply as possible. They must be flexible to allow for
unforeseen events. In construction, every new contract is a period of
uncertainty for the construction manager.

M anagersare organisingwhenthey put plansinto action - all ocatingtasksto
people, settingdeadlines, requesting resourcesand co-ordinatingall thetasks
into a working system. Questionsarise about how far to go in splitting the
total operation into individual tasks. An easy task will not providea chal-
lenge and the operativemay become bored. A task which istoo demanding
may cause frustration. In either case, the task will fail to motivate and will
not be performed efficiently.

Another problem isto decide how fluid to make the boundary of eachjob.
Inthe building trades, jobs have been quitetightly defined by customand job
boundariesmay be vigorousy defended. Technical and supervisory jobsmay
be more flexible, with scopefor the manager to vary the individual's job to
create interest, improve motivation and skillsand meet changing demands.

However successfully managers divide up the total operation into indiv-
idual jobs and match them to people, they still have to co-ordinate them, so
that one work group isnot held up by another and materialsare there when
needed. Activitieslikethesetake up alot of themanager's timeand it may be
difficult to analyse clearly what the manager is doing. The process of orga-
nising becomesinseparablefrom planning, directing and controlling.

People are the manager's major asset, but some costly resources must be
managed too. Plant has to earn its keep; materialsand componentsmust be
stored, handled and used efficiently to avoid waste. This is dl part of
organising and a good plan will indicate when plant and materials are
needed, what stocksto hold and when to call up ddiveries.

The task of organising is very specific to the manager's role. For the
personnel manager, whoseconcern is people, organisingwill not be thesame
as it is for the site manager, who has to co-ordinate a diverse range of
material, plant and labour inputs and integrate the work of sub-contractors
with that of the company's own labour.

This task involves leading, communicating and motivating, as wel as co-
operating with peopleand, sometimes, discipliningthem. So central arethese
to the manager's work that some definitions of management put directing
people at the focus. The most carefully prepared plans are usdess unless
people are effectively directed in implementing them. At the same time, if
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plans have not been made and resources not organised, work will be
misdirected. People will pursue the wrong goals or their efforts will not be
properly co-ordinated. Clearly, the manager's tasks are inseparable.

To direct people effectively, the manager must:

have someinfluence or authority over them;
develop a style of management acceptable to them;
earn their respect and co-operation;

empower them.

Delegationis an aspect of directing people which has been widdy discussed.
It involves passing authority down the management hierarchy. Techniques
like Management by Objectives involve directing people by setting them
targets rather than tasks. The manager tells subordinates what must be
achieved but gives them some freedom to choose how to go about it. Self-
managed teamsare a development of this approach.

Many managers find it hard to delegate, with the result that they are
overworked and their subordinates become frustrated. Delegation means
giving people more control over their work. There may be limitsto how far
thiscan be taken, but thereislittledoubt that managerscould do alot more
to involve employeesin deciding work methods and allocating tasks within
their groups. The building trades have always provided morescopefor giving
operatives discretion over their work than is possible in machine-paced
factory work.

Delegation isvital to staff development for it provides subordinates with
new experiences at a measured pace, suited to their abilities and ambitions.
Carefully monitored delegation of tasks and responsibilities— coaching, in
other words - has been recognised by construction managersas one of the
most potent methodsfor developing managers(Fryer, 1994b).

Thistask involves comparing performance with plan. The plan is the yard-
gtick, without which the manager cannot control anything. If the manager
does not control performance, the plan is of no vaue. So, planning and
controlling are dependent on each other and the manager must appreciate
this. Apart from environmental impact, the main factors to be controlled,
whether on site or in a contractor's or designer's office, aretime, safety, cost
and quality of work. Time is monitored by assessing progress against pro-
grammes, whilst quality and safety yardsticksare provided by specifications
and regulations. Priced bills of quantities and the estimator's unit rate
analyses contain the information for controlling project costs.

Because the term controlling can have connotations of punishment and
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censure, some managersand writers prefer to talk of reviewing, monitoringor
measuring. After al, much of the manager's controlling work consists of
obtaining information (feedback) and comparingit with variousdocuments.
A variance between performance and plan may lead to censure, but more
often will smply result in the manager taking corrective action. One could
say that controllingincludesboth, (a) reviewingand monitoring operations,
and (b) taking decisionsto correct variances. The site manager iscontrolling
when he/she decides to bring more personnel on site after bad weather has
delayed progress.

The difficulty over the definition of management words is endless. For
instance, when a site manager decides to fence a storage area on site, or use
the services of a security patrol at night, is the manager controlling or
organising?

Deveoping staff

Many writers have argued that people are an organisation's most important
asset, particularly in a labour-intensive industry like construction. The
effective use of a company's resources, whether on a building site or in a
designer's office, depends on the motives, abilities and attitudes of people.
Good managers have recognised implicitly the importance of staff develop-
ment for along time. But it required legidation to make many firms take a
serious look at the problems of training and development. This was spear-
headed by the Industrial Training Act 1964, whichled to thesetting up of the
Industrial Training Boards, although many have since been disbanded.

Therehasbeen aspectacular growthin formal trainingin constructionand
other industries, but many managers are sceptical of much of itsvalue- and
rightly so. Formal staff development programmes which take people out of
the organisation to acquire new knowledge and skills have certain advan-
tages over learning '‘on the job', but the methods used have inherent
problems. Many training activitiesare costly and do not producethe results
expected.

Managers and training tutors have put a lot of effort into finding more
realistic ways of developing staff. The emphasis has gradually shifted from
teaching people facts (which they can usualy find out for themsalves) to
helping them learn skills. Some of the more exciting training activities now
focuson practical problems rather than subjects, and managersare realising
that people learn best when they work at their own pace, using the study
methods they prefer. Managers can play an important part in developing
their subordinatesby giving them increasingly difficult tasks, mentoringand
counselling them, and arranging periods of job rotation in which they
experienceother parts of the company.

Many managers and management tutors are most interested in helping
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people learn how to learn. Thisemphasis on the process of learning rather
than its content is most appropriate in a time of rapid change, when
knowledge quickly becomesobsol ete but what theindividual discoversabout
how to acquire fresh information and skills equips him or her to be an
adaptable, life-long learner.

How managersspend ther time

The early management writerstried to build a model of the ideal manager.
Their focus was on what managersought to do. A few studies, mainly since
1960, havelooked at what managersactually do. Rosemary Stewart (1988),
in astudy of Britishmanagers, found substantial differencesin the way they
spend their time. Henry Mintzberg (1973, 1976) concluded that the
manager's work is characterised by brevity, variety and discontinuity and
that managers prefer action to reflection. Severd researchers, including
Mintzberg, found that managersspend alot of timein informal, face-to-face
communicationwith people. Thiscan often account for 80 per cent of their
working day.

Much of the information collected in the 1970s supported these ideas.
Managers were not very systematic and preferred informal, ‘unscientific
methods. They would rather talk than write and kept many of their plans
locked up in their heads. Their decisionswere often intuitiveand political,
their motives private and hard to define. Mintzberg challenged the tradi-
tional, forma management ideas and argued that managers perform an
intricate set of overlappingroles, which he caled:

® |nterpersonal. The manager isthe group's figurehead, leader and liaison
officer, performing rituals and ceremonies, motivating and directing
people, and developing a network of contacts and relationships with
people outside the manager's group.

® |nformational. Themanager, asmonitor, disseminatorand spokesperson,
is the nerve centre of the unit, reviewing data and events, giving and
receivinginformation, and passing information from the group to others
outside. He or she may have to deal with the public and people in
influential positions.

@ Decisional. The manager isaresourceallocator, entrepreneur, negotiator
and trouble-shooter, searching for opportunities, initiating change and
coping with crises. The manager makes decisions and argues about
priorities, allocatesmaterialsto people and people to tasks.

To perform these roles effectively, managers find ways of gaining control
over their time; they use some of this saved timeto decide prioritiesand the
rest to discussinformation and courses of action with their subordinates.
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The roles identified by Mintzberg have largely remained valid, but his
commentson managers useof informal, unsystematicand intuitivemethods
have become less applicable in the late 1980s and early 1990s. Many man-
agerswould ill prefer these informal methods, but the exponential growth
in computer networksand programshas provided managerswith much more
information and softwarewhich will analyseand synthesisethat information
quickly and accurately. To cope with ever tougher pressuresto achieve tar-
gets, managers have had to formalise their tasks, committing plans and
decisions to paper (and disk), based increasingly on data assembled and
organised for them by powerful portable PCs.

The manage's ills

During the 1960sand 1970s, some of the interest focused on the manager's
skills. Robert Katz (1971) identified three broad classes of management
skills:

® Human skill. Thisisthe manager's ability to work asagroup member and
build co-operative effort in the team, to communicate and persuade.
Managers with good human skills are aware of their own attitudes and
assumptionsabout people and are skilled in understanding and influen-
cing peopl€'s behaviour.

® Technical skill. Most managers have previoudy occupied a craft or
technical role and are proficient in some aspect of the organisation's
work. They have acquired certain analytical abilities, specialised knowl-
edge and techniques, much of their trai ning having centred on developing
such skills and knowledge.

® Conceptual skill. Thisisthe ability to seethe organi sation asawhole, how
the parts affect oneanother and how thefirm relatesto the outsideworld.
The manager with conceptual skill appreciatesthat a marketing decision
must take account of local conditions, the state of the industry, compe-
tition and other political, social and economic forces. Such a manager
recognises that the decision will affect production, people, finance and
other aspects of the business.

Managers use different combinations of skills for different kinds of man-
agement work. Katz argues that human skill is important at all levels of
management, but especidly for junior managers, who have wide-rangingand
frequent contactswith people. Junior managersalso rely heavily on technical
skill, but thisbecomeslessimportant for senior managers, who depend more
on conceptual skill. Indeed, they may get by with little technical or human
skill if their subordinates are competent in these.
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Each of Katz’s skills is redly a family of skills, which can be further
analysed if managers want a closer insight into their jobs. For example,
human skill encompassesthe ahility to deal with peersand colleagues, bosses
and subordinates. It includesskills for negotiating, persuading, empowering,
gaining support, encouraging and counselling - and, sometimes, dis
approving and giving a reprimand. Many management tasksdemand the use
of severd skills. Resolving a technical problem may require more than
technical skill, if it affects people.

Thesethreegroupsof skillscan be matched against Mintzberg's analysisof
management roles.

I nter personal skills

Little of what has been written about management skills is based on
experience in the construction industry, but in a study by the author, con-
struction managers ranked their human skills highest (Fryer, 1977, 1979a).
Discussions with over 60 managers who took part in management courses
run by theauthor between 1989 and 1994, indicated that thisranking had not
changed.

Asked about their social sKills, site managers and contracts managers
stress the need for:

® keeping peopleinformed, getting them involved in tasksand fosteringco-
operation and teamwork;

® communicatingclearly with people and showing positive leadership;

e deding with people as individuals, taking account of differencesin
personality, needs and aptitudes;

® showing an interest in people and a willingnessto help them with their
problems.

Such skills help to create good relationshipswith colleagues, subordinates
and sub-contractors' personnel. They help the manager to devel opa network
of contactsfor securing action and the prompt exchange of information and
instructions.

On site, the manager hasto deal with sub-contract personnel. They havea
contractual duty to co-operate with the main contractor, but their main
loyalty isto their own employers. Their priorities, attitudes and vaues may
differ from those of the main contractor's team.

Managers must think carefully about how to influence people and must
adapt their social skills to meet the situation. Technical and conceptual skills
are essential, but their potential cannot be redised if the manager fals,
through lack of human skills, to bring together a cohesive team.
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Decision-making skills

Construction managers, like managersin other industries, attach a lot of
importance to skills used in decision-making and problem solving. They
have been taught, or have found that others expect them, to make quick
decisions, thereby showing their competence and resolution. Failure to
make a 'snap’ decision is often thought to show weakness or lack of sdf-
confidence.

Clearly, this can be dangerous. It is true that quick decisions are often
called for and delay can cost money, but a bad decision is sometimes more
costly than no decision at al. The manager has to recognise that solving a
problem and reaching a good decision sometimes takes time. It relies on
more than intuition and judgement. A mix of technical, human and
conceptual skillsis often needed to achieve a satisfactory outcome. A poor
decision rarely bringscredit to the manager or the firm in the long run.

Another common problem is that managers spend far too much time
making short-term decisionsand neglect thelong-termissues. Thisis hardly
surprising, since they are judged on the success of current operations.
However, many commentators have caled for a better balance between
immediate and long-term decisions. The attention paid to long-range issues
will ensure that the firm keeps pace with developments and survives in
difficult times.

Information handling skills

Handling information has become more central to the manager's work as
projects and organisational procedures have become more complicated.
Managers need a combination of human, technical and conceptual skillsfor
locating and interpreting information, judgingitsimportance and accuracy,
sorting factsfrom opinionsand displaying datain variousways. The ability
to pass on information clearly, concisely and in an acceptable form is vita
nowadays. One problem isthat a vast amount of information isavailableto
managers— more than they can possibly absorb. Much of it is not presented
concisgly or in a suitableform. Managerswaste a lot of timesifting through
information, picking out important points. IT should have reduced this
problem, but it often makes matters worse instead.

Themanager's skillsare soimportant that they are discussed in detail in later
chapters. But managers tasksand skills are not the distinguishingfeature of
their work. Most people make decisions, handleinformation, draw up plans
and organise resources. What distinguishes managers from others is their
organisational settingand authority for getting thingsdone. To do their jobs
properly and meet objectives, they need power over others.
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The manager's power

To performtheir work of getting thingsdonethrough people, managersneed
to exert influence or power over them. This presents specia difficultiesfor
contractors and project managers becausemany of the people working on a
project are employed by other organisations, such as professional practices
and specialist contractors. These employees owe their alegiancemainly to
their companies and not to the project. There are, however, many reasons
why peoplewill co-operatewith a manager. They may do so becauseit leads
to some reward or removesthe threat of unemployment. They may seek the
manager's respect or smply like the manager as a person. Managers must
know why people co-operate with them, because this is the basis of their
power. Four main power bases recognised in management are discussed
below.

Resourceor reward power

Themanager control ssomeof the resourcesand rewardsthat otherswant and
caninfluencethesalary increases, bonusearningsand promotion prospectsof
his/her team. A sSite manager may sanction payments to sub-contractors,
exertingsomeindirect power over their site personnel. Themanager may have
some influence over whether a sub-contractor is used again.

Resource power is seldom popular. People didlike the idea that their co-
operation can be bought and didike it even more when they have to co-
operate with an unpopul ar manager. But thereis no doubt that managerscan
secure a partnership of effort by rewarding good performance(and perhaps
by penalising bad). Reward power will only work, however, if the employee
wants the kind of reward the manager is offering and believes that it is
conditional on meeting the manager's performancetargets. Thereisa subtle
rel ationship between this and other sources of influence. Sometimes rewards
work only in conjunction with other forms of power.

Position power

Managers have some power because of their positionsin the organisation.
Sometimes this is caled legitimate power or role power. Other people
recognise that the manager has the right to give orders, control progress,
ingpect work and sometimes regject it. Position power is strongest when the
manager has explicit backing from senior management. Even when this
support is weak, other employees often reinforce the manager's power by
expressing group norms about behaviour and attitudes to work, which put
pressureon individua sto conform to standards which have becomeaccepted
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in the organisation. On the other hand, group norms may work the other
way, undermining the manager's power.

Position power gives the manager access to, and control over, certain
information. Managersare afocal pointin thecommunicationsnetwork and
control the dispersal of information within their teams and to other
departments and organisations. The pieces of the information jigsaw often
have little value until they are put together. Information displays synergy —
the wholeis greater than the sum of the parts. Sometimes, people withhold
information from managers and deliberately or unwittingly reduce their
power.

Managers adso have access to people outside their work groups and to
other organisations, and can tap their expertise and resources. Above al,
they have the acknowledged right to decide how work should be organised
and what should be done when things go wrong. These are powerful influ-
ences over people's behaviour. However, sub-contract employees may be
more impressed by the role power of their own managers. The main
contractor cannot rely solely on position power to gain their co-operation.

Per sonal power

Some managers have the personality, presence or charisma to influence
otherswithout recourseto other methods. Such influencemay stem from the
manager's appearance, manner, poise, confidenceor warmth, dominanceor
decisiveness. More often, it dependson a combination of such factors.

Some managersrely heavily on personal power to get co-operation, but
such power can bedusiveand temporary. It workssometimesand with some
people. It can disappear in acrisisand can seldom berelied on to consistently
replace position power. Nevertheless, it is important and managers use it
wherever possibleto supplement their authority.

Expertiseor expert power

Specid knowledge and sKkills give the manager power over those lacking
them. M ost managershave someexpertisewhich their subordinateslack and
this reinforces their position. A project manager, responsible for co-
ordinating the design and construction of a complex project, will depend on
such expertise.

However, many architectsand construction managerslack expertisein the
other disciplines of the project team and can be at a disadvantage, particu-
larly when dealing with specidist designersand contractors. For instance, an
electrical sub-contractor's sitesupervisor will beableto exerciseexpert power
over the main contractor's manager by virtue of his or her specidist
knowledge and sKills. To retain control, the contractor's manager minimises
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this counteractive power by strengthening other power bases and by
becoming more knowledgeableabout the sub-contractor's speciaism.

Thereisafurther power base- coercive power — based on threat or thefear it
induces. Few managers rey on such power, although in some day-to-day
situations they may useit very temporarily to achieve a quick result. Pick-
eting sometimes involves an element of coercive power directed against
management, usually when other attempts to influence them have failed.
Managerswill seidom regard coercion as part of their power base.

Managersshould review the kindsof power they use and watch how others
react to them. People respond in different ways. They may accept power,
ignoreit or rebel against it. Some comply with the manager because they
think it is worthwhile to do so. Rewards and company rules often lead to
such compliance. Others adopt or accept the manager's suggestions because
they admireor identify with him or her. Some subordinatesmay model their
behaviour on a manager they admire. Charismatic managers can get co-
operation in thisway, but people may becometoo dependent on them. Some
people devel op such commitment to the task that they carry out their duties
with little supervision. Managers have only to keep a watching brief. These
subordinates have adopted the goals and have internalised the vaues and
attitudes of the manager as their own.

Most managers achieve their objectivesusing a combination of rewards,
contractual procedures, rules, sanctions, expertise and personal qualities.
The methods chosen will depend on the task, the peopleand the support the
manager gets from the organisation.

The early 1990s saw a switch of emphasisfrom the importance of the man-
ager's power to the need for employees to exercise power. Established
notions of employee participation and involvement gave way to the concept
of empowerment. Empowerment of employeesis based on the premise that
the peoplewho actually do ajob arein the best position to learn how to do it
better. Empowerment aims to eliminate close management control and
unnecessary rules, proceduresand other restrictions. |t givesemployeesmore
control over their work (individually and as groups) and the authority to
make many of the decisionswithout asking the manager's approval.

It aso means that managers must, to some degree, give up being in
authority and spend more time being an authority — giving employees
support and guidance so that they can exercise their empowered status
effectively (Stewart, 1994). Seen in this way, empowerment does not lessen
the manager's power, but changesthe way it is applied. Moreover, empow-
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erment is not just about giving authority to employees, but about providing
them with the knowledge and resourcesto achieve work objectives(Stoner et
al., 1995).

Total quality management systems have embraced the concept of
empowerment becauseit offerssome significant benefits. Used effectively, it
makes far better use of employees skills, experience and commitment,
leading to higher productivityand job satisfaction. It canimprovethequality
of service, customer care and speed of reaction to customer demands by
putting much of the decision-making in the hands of thosewho are closest to
theclient - the staff providingthe service. It demonstratesan organisation's
real commitment to, and confidencein, its staff, asits most important asset.
It canlead to reduced staff turnover, lower absenteeismand fewer disputes. It
frees up some of the manager's time, so that he or she can concentrate on
more strategic issues.

Sdf-managed teams

Astraditional hierarchiesare broken down and organisationsadopt flatter,
leaner structures, the need for empowered teamsincreases. Sometimes called
self-managed teams or autonomous work groups, the empowered team has
great potential for releasing creative action, improving performance and
building employee commitment.

But these teams need to be skilfully developed - they don't just happen.
Training is needed so that the rationale and benefits of empowerment and
team working are understood. Individual employees need to learn how to
exercise power within their team: how to do this by communicating effec-
tively and influencing others using appropriate behaviour; how to improve
their skillsfor analysing situations and solving problems creatively; how to
be assertivebut not aggressiveor domineering; how to negotiatecompromise
and reach consensus. Managers aso need training. They must learn how to
adapt their behaviour to interact with their new, dynamic teams. how to
relinquish power; how to exerciseauthority whenit isneeded; how to act asa
mentor to thegroup and itsmembers; how to ensurein a non-controllingway
that the team's achievements remain in harmony with the organisation's
wider goals.

Empoweringindividualsand setting up self-managed teamsis not dways
easy. For example, there can be problems associated with staff caibre - a
manager who is unableto adapt to the new role, an employeewho can't cope
with problem-solving- and attitude problems — an employee who fedsit is
the manager's job to make decisions. Such problems can often, but not
aways, be overcome by training. Clearly, thereare bigadvantagesin training
a team together. Attitude changes which are difficult to bring about in an
individual are often easier to achieve within an established group. In the
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main, case studies of organisations which have tried empowerment of
individualsand teams have shown impressive results.

Professionalismand construction management

Until perhaps the 1980s, few people would have described construction
management as a profession. But the disciplinehas steadily gained in status
and recognition in the eyes of clients and other built environment profes-
sions. Of course, thedefinitionof profession hasalso broadenedand includes
many more occupationsthan it originally did. Murdoch and Hughes (1996)
refer to the four defining characteristicsof a profession as:

@ A distinct body of knowledge. A specia competenceor identifiablecorpus
of expertise.

® Barriers to entry. Professional bodies which regulate entry through
qualifying mechanisms.

® Thegoal of serviceto the public. The true professional places the public
good before other objectives. This concern is exemplified by the
profession's code of conduct.

® Mutual recognition. The professionis recognised by other professionsand
it recognises them.

Thereis no doubt that construction managers have behaved in an increas-
ingly professional way. They have had to, in order to keep on top of the
growing complexity of projects, increasing sophistication of clients and
major changes in the business environment. But, if one applies the above
criteria gtrictly, construction management falls some way short of being a
professionin the traditional sense.

Thereisno shortageof acorpusof knowledge, but the barrierstoentry are
somewhat ill-defined. This stems from the fact that there isn't a single
professional body regulating entry or a single qualifying route. Engineers,
architectsor quantity surveyorscould (andindeed do) performtherole of the
construction manager if they have the necessary experience and skills.
Engineersare frequently promoted to construction management. QSs who
have worked extensively for contractors can progressto project or contract
management roles. Organisations like the Chartered Institute of Building
and the Association of Project Managers are about the closest thing to a
professional institute for construction managers, but they have wider
categories of membership. This aso creates some difficulty in meeting the
criterion of mutual recognition among professions. In addition, thereis no
system of registration for construction management as there is for archi-
tecture.
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Summary

A further difficulty isthat most construction managerscould not say, inall
honesty, that publicserviceis uppermostin their minds. Most of them would
probably rate the interests of their employer or the client as their first
priority. Of course, one can speculate that the established profession's
members do not always put the public interest first. But at least they have
codes of conduct and the threat of censure.

There are, of course, problems inherent in professionalism itself. The
institutionsit createscan easily become bureaucraticand resistant to change.
Professionstry to guarantee reliable service but cannot aways succeed — all
organisations contain a mix of people of varying competence. Profession-
dism can create rigid role demarcations which are not aways in the best
interestsof specific projects, whereflexibility isessential and interdisciplinary
teamwork is needed (Murdoch and Hughes, 1996).

Managers jobs are demanding, complex and varied. There are certain
common featuresin the role of manager, but individua jobsdiffer markedly.
M ost managers, regardlessof their field of operation, haveto manage people,
information and decision-making processes. They perform these roles using
varying combinations of human, technical and conceptual skills to plan,
direct, organise and control people and resources. The amount of time they
spend on each role and its associated skills depends on their function and
level, and on the abilities and motivation of team members. Staff develop-
ment and mentoringis becoming an important part of most managers jobs.

Research in the 1960s and 1970s showed that managers were not aways
the systematic, analytical thinkers that early management theories thought
them to be. However, the development of theinformation technologieshas
meant that managersnow have better information with which to manageand
powerful techniques for analysing information, planning and decision-
making. Even though many managers prefer informal, intuitive methods,
they have been forced to adopt more structured techniques in their work
because commercial pressuresare demandingever greater efficiency and this
has necessitated a more rational and systematic approach to management,
and greater professionalism.

Most managersin the construction industry rely heavily on socia skills.
Good leadership and effective communicationare needed in a wide range of
situations. Theseskills are vital in site management, where the work of many
organisations has to be co-ordinated.

Some of the power exercised by managers is based on their persona
characteristicsand behaviour. However, persona power cannot always be
relied on to get results and the manager must utilise several power basesto
maintain effective control, especially where sub-contractorsare involved.
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The 1990s has seen a growing interest in empowerment, a process which
shifts some of the power from managersto employees, individually and as
self-managed teams. Employees, being closer to the workface and having
superior knowledge of the work and its environment, are often in a better
position to make decisions; empowerment gives them the opportunity to use
and develop their talents morefully.



Chapter 3
Organisation

Many small businesseswork well without formal structure or rigid rules. The
enthusiasm of the owners or managers keeps these firms on course. But as
organisations grow, the work of more and more people has to be co-
ordinated. Special attention has to be given to how tasks and relationships
are organised and communications maintained.

Organisations as we know them today have only emerged in the last
century or so, with the growth of industry and commerce. Many of them
have become bureaucratic — that is to say, hierarchical, impersona and
controlled by a system of rules.

An organisation can be seen as a set of roles or positions rather than a
collection of people. Employees can be replaced by others with smilar
knowledge, skillsand attitudes. The postsor rolesare arrangedin a hierarchy
and those higher up have authority over thoselower down. Difficult problems
are referred up the hierarchy to a levd at which they can be solved, whilst
decisonsare passed downto thelevd at which they areimplemented. Activities
are broken down into managesble, specidised tasks. The number of sub-
ordinateseach manager hasislimited, so that effectivecontrol is maintained.

Thisapproach givesriseto the classic'family tree’ organisation structure.
Specialist advisers are needed and this leads to the line and staffdistinction
present in many companies. Line people are the generdists, responsible for
production. Staff are specialists, who give them technical and administrative
support.

There has been much criticismof bureaucrati c organi sationsand managers
havetriedtoimprovethem. A fundamental objectionisthat they becomerigid
and inefficient and do not take enough account of human behaviour. The
resultis breakdown and failure- peopledo not awayscomply with ordersor
accept company goals. They may challenge the power bases in the firm.

The idea that an organisation should be continually restructured and its
rules atered as circumstances change was not widely accepted until after
World War I1. Change and uncertainty are now forcing organisations to be
more flexible. Managers in many industries have experimented with
temporary task forces or 'project teams, which can adapt quickly to new
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challengesand conditions. More production tasks will be organised thisway
in the future. Prominent writers like Warren Bennis and Eric Trist have
described the changeslikely to affect businesses as they move into the post-
industrial era. People will be grouped according to expertise, rather than by
rank or status.

Alvin Toffler (1970, 1984) stressed the need for firmsto be responsiveto
change, arguing that redesigningorganisationsshould be a continuous task,
bureaucracy giving way to ‘ad-hocracy’. Like Toffler, Bennis (1970) saw a
rapid growth of the 'project team' method of working, with manufacturing
industriesmoving towards the kind of organisation aready wel established
in construction. Managersin the construction industry have wide experience
of setting up temporary project organisations of considerable sze and
complexity, lasting for months or even years. Project organisations are
created for a specific purpose, have clearly defined goals, change their
composition over their lifespan and are disbanded when the work is done.
Unfortunately, however, construction is not seen as a good mode for other
industriesto copy because, despiteits built-in flexibility, it sufferslow pro-
ductivity growth, poor working conditionsand a bad safety record (Winch,
1994).

Organisational activities

One way of analysing an organisation is to consider it as a system and
identify its sub-systems. In broad terms, the organisation can be splitinto a
decision sub-system and an action sub-system, but a more detailed analysis
suggests four major activities:

® Deciding on objectives andpolicies. An organisation must have a sense of
direction and purpose. A high level sub-system worksout priorities, sets
standards, lays down codes of ethics and gives overall guidance.

® Keeping operationsgoing. Thereisasub-system for theroutine productive
tasksof the business necessary to achieveits purpose. Thisincludes most
of the production function, office administration and accountingsystem.
Sdlling comes under this heading, but not the whole of marketing.

® Coping with crises and breakdowns. Things will go wrong. A ‘trouble-
shooting' sub-system deals with problems. Failures can occur anywhere
in the organisation. A routine production task may break down because
materials are delivered late. A marketing decision may fail because
trading conditions change unexpectedly.

® Developing the organisation. Some activities are aimed at changing the
organisation or its methods. Research and development and parts of
production, personnel and marketing contribute to the organisation's
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development. For instance, the personnel function of staff developmentis
a key aspect of organisational change.

In construction, deciding policy and devel oping the organisation are mainly
the province of the parent companies. The project task-force will be largely
concerned with keeping things going - getting the job built on time and
within budget — and coping with operational problems.

Objectives

Whatever form an organisation takes, the ultimate measure of its successis
whether it meets the needs of the people who have an interest or stakein it.
Y et most industrial organisationshavefairly limited objectivesand have not
aways catered wdl for the needs of employees or local communities. Only
exceptionally have such organisations attempted to take over some of the
functions usually performed by society. In Japan, this approach is more
common.

The objectivesor goals of those contributing to a construction firm or
project are not always clear. Yet managers need to know these goals to
measure how wdl the organisation is doing.

Traditionally, managers have stressed economic goals like profitability,
high productivity and expansion. Typica economic objectivesare:

To provide afair return to shareholders.

To satisfy clients' requirements.

To utilise resourcesefficiently.

To improve the company's position in its markets.
To develop products which can be sold profitably.

Profit has been the main measure of business success, although it has come
under attack from time to time. Changing attitudes haveforced profitinto a
lesscentral rolein management thinking, whereit is viewed in the context of
other objectives.

The modern view is that an organisation is a coalition of people. The
organisation, being mindless, cannot have goals - only the peoplein it can.
Therefore, al objectives are redly social. The so-called ‘organisational
objectives arethegoalslaid down by the more powerful or influential people
in the business. Increasingly, these goas have been challenged by groups
within and outside the organisation. Unions, governmentsand other bodies
havescrutini sed organi sationsand put pressureon senior managersto modify
their actionsand expectations. Managers have had to make changesto meet
statutory demandsand to ensurethecontinuedco-operationof theworkforce.
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Typica social objectives are:

To provideemployeeswith fair compensationfor their efforts.

To encourageand support individual growth and devel opment.

To providesecureemployment and a friendly, co-operative atmosphere.
To benefit rather than harm the community, avoiding activities which
endanger public health.

During the 1960sand 1970s, the trend wastowardsachievingamoreredistic
bal ance between economic and socia objectives, but shrinking markets and
high unemployment in the 1980s and 1990s have madeit difficult to pursue
socia goals effectively.

Environmental objectives

During the late 1980s and early 1990s, environmental objectives were
increasingly advocated by management commentators and adopted by
organisations. Evidence started to accumulate of extensive ecologica
damage caused by industrial activity and the full environmental impact of
businesses was recognised. Of course, all consumers contribute to environ-
mental damage, but the scale on which businesses have changed the envir-
onment, in some cases irreversibly, has become a cause for deep concern.
The construction industry must embrace environmental objectives and
adopt policies which support sustainable development, if it is to retain its
credibility in a business community which is adapting to environmental
demands, albeit dowly in some sectors. Indeed, environmental objectives
may give companies a competitive edge in future and even ensure their
survival. In the early 1990s, clientsand the investment community became
increasingly likely to ask contractors at the tendering stage if they had an
environmental policy and were showing greater keenness to support envir-
onmentally sound projects (Fryer and Roberts, 1993; Fryer, 1994a).

Underlying objectives

However, many so-called objectives are not objectives at al. They are the
means by which underlying goals are achieved. For example, profitability
can be viewed not as a goal, but as a way of ensuring that organisations
urvive, wages are paid, shareholdersare rewarded and, perhaps, managers
sdf-imagesare satisfied! Similarly, the social objectiveof secure employment
isnot agoal in itsdlf, but a means of giving employees satisfactionand sdlf-
respect from having a place in society and the ability to supply their needs.
If any goal can truly be said to be organisational, survival is perhaps the
only one. The survival of an organisation affects owners, employees, their
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families, shareholdersand the community. | n many organisations, profitisa
prerequisite for survival and, for this reason, isimportant.

The purpose of setting up project organisationsis to build buildingsand
structures. Construction can be thought of as a strategy for achieving a
variety of goalsfor the peopleinvolved. Idedlly, these goalswill be achieved
by completing projects on time, at the right cost and quality, but in practice
some of the objectives conflict.

Managers use time, quality and cost to measure project performance.
These criteria are more quantifiable than socia objectives and therefore
easier to use. They includecost targets, datesfor starting and finishing each
operation and specificationsof materialsand work.

However, it does seemimportant that the economicgoalsof thecompanies
contributing to a project should help achieve socia and environmental
objectives. Organisations should ultimately serve people, both the stake-
holdersin the businessand themembersof society at large. Peopleshould not
be the daves of organisations, nor should their environment be serioudy
degraded.

Characterigics of organisations

Organisationgructure

Most organisationsare not designed, they grow. They eventually reach asize
where it becomes necessary to write down who does what, otherwise the
managers lose sight of the whole picture and jobs are forgotten, or done
twice. The purpose of organisation structure is to ensure that work is allo-
cated rationally, that there are effective links between roles, that employees
are properly managed and that activitiesare monitored.

Structureis the skeleton of the business: it creates enough standardisation
of rolesand proceduresto alow work to be performed economically and to
keep the organisation in tune with the proceduresof the firmswith which it
doesbusiness. It facilitatescontrol by creatinga communicationsnetwork of
instructions and feedback.

When designing or improving an organisation, senior managers must
ensure that:

® tasks and responsibilities are alocated to groups and individuals,
including discretion over work methodsand resources;

e individualsare grouped into sections or larger units and the units inte-
grated into the total organisation;

e formal relationships are set up, spans of control considered and the
number of managerial levels decided;
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® jobsare clearly defined, but are not too rigid or specialised;

e authority is delegated and procedures are set up for monitoring its use;

® communicationsystemsare created, improvinginformation flow and co-
ordination;

® procedures are developed for performance appraisal and reward.

Structural weaknesses in organisations lead to many business problems,
including too much paperwork, people overloaded with work, poor or late
decisons, inability to cope with change, low morale, industrial conflict,
increased costs and lack of competitiveness.

Specialisation
M ost organisationshaveintroduced speciaisationin the belief that it leadsto
better use of people and resources, but it has drawbacks too. It leads to
fragmentation and the need to control and integrate tasks more tightly.

I n construction, thefragmentationisvery marked. Parent firmscontribute
only a speciadised input to projects, and jobs within that limited input are
themselves speciaised. Specialisation leads to isolation and can cause co-
ordination problems. For instance, the R&D laboratory of a heating and
ventilation contractor may be annexed in a country house, whilst top
managers occupy a high-rise office in the capital. Production takes place
anywhere the firm is willing to work, perhaps over an area of hundreds of
square miles.

In professional and technical jobs, specialisation can create challenge; in
clerica and manual jobsit can lead to boredom. Writerslike Friedmann and
Argyrishaveargued that highly routinejabs, requiringlittlelearning, are not
a humane use of people becausetheir full potential cannot be tapped. Some
managers have recognised the need to adapt work to meet employees needs
and their companies have successfully introduced schemes to enlarge and
enrich jobs, making them more satisfying. Many firms, however, have not
come to grips with the problem.

Drucker (1968) offered threesmpleguidelinesfor improving routinejobs:

® A jobshould beadistinctstepinthework flow, sothat theworker can see
the result.
The design of ajob should allow workersto vary their pace.

® A job should provide an element of challenge, skill or judgement.

It may beimpossibleto achievethisin every job, but it can often be donefor
smal work groups, where roles can be swapped, provided that rigid job
demarcationsare dropped.

There are argumentsfor and against closely-defined jobs. Drawing up a
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H erarchy

precisejob descriptionforcesmanagement to think clearly about the purpose
and content of thejob and both management and employee know wherethey
stand. On the other hand, job descriptionscan be inflexible and unrealistic
when conditionsare changing fast.

Indeed, the future success of organisationswill depend less on traditional
jobs and more on the creative use of information, ideas and intelligence—
thingsthat don't fit neatly into old specidisations. Work will haveto be more
flexibly defined and organi sationswill haveto be even moreadaptable. There
are many reasons for thisand Handy (1991) explainsthem well. New roles
that we never heard of beforewill (and already have) comeinto existenceand
many of them will need to be organised and managed in new ways. The
occupation identified in Box 3.1 is speculative but feasible!

WANTED: Senior Futures Surveyor

Accountableto the Company's Futures Manager, the appointeewill be
responsiblefor:;

® Environment scanning and analysis.

Futures data collection and synthesis.

Devel oping the Company's Futures methodology.
Developing scenarios and trend predictions.

Presenting these to the Futures Manager and Strategic
Re-engineering Group.

Applicants should be chartered futures surveyorswith at least 5 years
post-qualificationexperience, at least haf of which should have been
with multinational contractors or consultants.

Box 31 A future role?

Information technology is just one of the factors affecting organisation
structures. Computer-based decision-support and information systems can
lead to different choices of structure and influence the extent of de-cen-
tralisation of decision-taking and control (Mullins, 1996). Regrouping of
tasks may result from developmentsin information management, creating
new specialisations.

Most organisationsare hierarchical. They are made up of a series of tiers,
each having authority over the levels beneath them. The number of levelsin
the hierarchy may vary from twoin asmall building firm to adozen or more
in somelarge organisations. The size of thefirm largely dictatesthe number
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of tiers, although management may decideto widen spansof control to limit
the number of levels.

Where spans of control can be widened successfully, thereis a strong case
against tall organisation structures, which increase overheads, create com-
munication problems and weaken senior management control. The more
levelsin the hierarchy, the harder it isto distinguish between the dutiesand
responsibilitiesof people at different levels. This can restrict the scope for
subordinates to show initiative, thereby reducing their motivation and job
satisfaction. A small organisation can opt for a shallow structure with few
levels of management or it can keep spans of control small, making the
structure taller. It will usually choose the former.

A large organisation has a more difficult choice. It is necessary to max-
imise the span of control to prevent the structure becoming too tall, but
clearly there are limits beyond which effective supervision becomes very
difficult.

L arge organi sationsemploy more specialistswho relieve the line managers
of someof their tasks. Thismakesit possibleto increase spans of control to
levelswhich would otherwise beimpractical. The manager's span of control
will al'so depend on the work and the people involved. Routine, repetitive
jobsmay need lesssupervisionthan complex, non-routinetasks, but thisalso
dependson the capabilitiesof employees. The span of control can bewidened
if the manager isvery able, if subordinatesare competent and willing, and if
they share the same workplace. An area manager may have subordinates
spread over a wide radius.

Downsizing

A phrase which has become popular in the 1990s, downsizing refers to the
trend among many organisations to reduce their overal size, often by
decreasing the number of levelsin the hierarchy, producing a flatter struc-
ture. Businesses have done this partly to create flexibility, so that they can
respond more quickly to change, and aso to achieve improved efficiency to
satisfy new quality management systems.

Downsizing has become a competitiveimperative for many organisations
in the 1990s, but it creates an ethical challengefor managers, who have to
cope not only with redundanciesbut with problems of retaining the loyalty,
motivation and sense of security of the employees who stay (Stoner et al.
1995). Moreover, downsizinghasin many casesresulted in real shortagesof
expertise, especially managerial talent (McClelland, 1994).

Centralisationv. decentralisation

An important structural feature affecting an organisation's efficiency is the
degreeto which it is centralised or decentralised. Thiscan be measured by:
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® Theextent to which managersdelegate authority and decisionsfrom the
top to the lower levelsin the business.

® Theextent to which the administrativefunctions of the firm are carried
out at head office, rather than beingspread through the organisation. For
instance, some contractors have a central buying department for all
material purchases. Othersallow managersin different areasor divisions
to organise their own purchasing.

Decentralisationcan be based on area or product. If acontractor isworking
over awide area, regiona decentralisation may be vital to cope with loca
conditions. If a company builds hospitalsand factories and aso undertakes
speculative housing work, product decentralisation may improve organisa-
tional efficiency. In speculative housing, policies and procedures for
accounting, estimating, buying and so on, will differ from those suited to
contract work.

However, no organisation is likely to be totally centralised or decen-
tralised. Most firms strike a balance between the two. What this balance
should be depends on severd factors:

® The size of the organisation. Thisis important becausethe larger it gets,
the harder it becomes to control everything from the top, without
depriving junior managersof authority and autonomy. Since the 1950s,
when the problems of large-scale organisation were becoming clearer,
managershave become keen on decentralisationbecauseit permits more
redistic control and greater flexibility.

® The type of work zhe firm undertakes. Thisisimportant for two reasons—
diversity and paceof change. If itsoperationsare diverse, it isdifficult for
the top managers to keep track of everything. If conditionsare changing
fast, it is better to leave more of the judgementsand decisionsto people
on the spot. Indeed, some technical decisions have to be delegated
because the junior staff are more technically up-to-date.

® Staff capabilities and motivation. A decentralised organisation is often
more satisfyingfor people to work in, but staff must be competent and
willing to makethe necessary decisions. Thismeansthat the organisation
must have good calibre employees in key positionsin its decentralised
units.

Centralisation and decentralisation each have their strengths and wesk-
nesses, so a compromise between them is usually best. The advantages of
decentralisationare the drawbacksof centralisation, and viceversa, soit is
only necessary to consider one of them. Table 3.1 summarisesthe pointsfor
and against decentralisation.

Company policy towardsdecentralisationhas to be reviewed from timeto
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Table 3.1 Advantagesand disadvantagesof decentralisation.

Advantages Disadvanteges
Makesjunior pogts more chdlenging Mékes overdl control more difficult
Decisonsaretaken by thosewho haveto  Difficult to keep track of deciSonstaken

live with the resuits

Encouragespeopleto showinitiativeand  Difficult to kegp an overdl perspective
Creates grester commitment among and safeguard the interests o the whde
employess organisation

Eader to judge the performanced a Cregates higher adminidrative costs
manager who is repongblefor a owing to duplication df spedidigts
decentralisad unit

time, as circumstanceschange. Some people have argued, for example, that
computers will lead to greater centralisation by providing senior managers
with more and better information. Thedevel opment of microcomputershas,
however, quickly changed the picture, giving junior managers improved
information too, thus reducing the number of decisions that have to be
referred to senior management.

Rigidity v. flexibility

Some of the differences between firms were highlighted in Chapter 1. For
instance, Burns and Stalker (1966) contrasted the rigid, mechanistic organ-
isation with the more flexible, organic one. As with centralisation, it is
unlikely that any firm will adopt an extreme policy. Most will opt for a
structure somewhere between the extremes. Size is again important. The
larger the firm, themore formal and inflexibleit islikely to be, although the
degree of rigidity can vary a lot from department to department. For
instance, the production part of afirmisoften moreformal than the sections
dealing with marketing or research. In a construction firm, the buying
department islikely to be more rigid than the estimating department, whose
workload isusually varied and unpredictable. Thereare severa indicators of
rigidity in a company, as described below.

Rules and procedures

Rigidity often shows up in the number of rulesand procedures used and the
extent of written, rather than spoken, communication. All firms have rules
governing who isallowed to authorise cheques, sign contracts, buy materials,
and so on. The rules are not awayswritten down and this can give a false
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impression of informalityin aformal set-up. Up to a point, proceduresand
rules are necessary to ensure that tasks are allocated and performed
systematically. They underpinthe authority of managersand help reducethe
number of decisionsto be taken. But they can becomean end in themselves
instead of a way of improving efficiency. Rules and procedures should be
kept under review to ensure that they still apply.

Someformality isimposed on the organi sation from outside. For example,
a contractor's disciplinary procedures are partly dictated by legidation and
codes of practice. Similarly, the statutesimpose many site safety ruleson the
contractor.

Organisation charts

Many firmsdraw up some form of organisation chart, a kind of map of the
firm. The chart gives an overall pictureof how rolesare allocated and helps
senior managersto identify organisational problemsand develop procedures
and succession plans. It gives new employees a better idea of the 'shape of
the organisation.

But organisation charts have their limitations. They give only a crude
picture, unlessthereare detailed explanatory notesto accompany them. Even
then, they tend to oversmplify relationshipsbecause thereis a limit to the
amount of information they can show. They tend to emphasise vertica
relationshipsin the organisation, rather than horizontal. They stress the
formal links, rather than the informal. They givelittle indication of status
differences between managers on the same tier in the hierarchy. Most
important of all, they are static and can quickly become out of date. When
this happens, organisation charts are not smply usdess but mideading.

Job descriptionsand organisation manuals

These documentsset out the functions or duties of individualsand depart-
ments and the rel ationshi psbetween them. They can be quite detailed. They
are intended to make the organisation more efficient, but they can create
rigidity, making it hard for people to respond senstively to unexpected
changes.

Paperwork and committees

Paperwork and meetingsare a feature of most organisations. The extent to
which firms use forms, reports, memoranda and committees, and the
diligence with which filesand minutes are kept, give a measure of thefirm's
formality. Many committees meet regularly, even when there is little to



Organisttion 45

discuss. Forms are often filled in, even though theinformationislittle used.
Reports are written and considered at length but, all too often, no actionis
taken. Such waste of time and resources must be eliminated.

Some records, such as accident report forms and records of disciplinary
meetings, are kept to comply with legal requirements and codes of practice.

Typesof organisation
Lineand staff organisations

Most construction firms have an organisation structure of the line and staff
type which has dominated management thinking for many decades. The
line managers are responsiblefor production. They pass instructions and
information down the hierarchy and monitor what happens. 'Staff are the
functional specialists— engineers, accountants, estimators and so on — who
provide a back-up service to the line managers. Some of the specidistsrun
departments and therefore have both line and staff responsibilities. Their
authority is, however, limited to their own speciaism. Senior planners, for
instance, haveline rel ationshi pswith their bossesand subordinates, and staff
rel ationshipswith the operations managersfor whom they provideplanning
Services.

In its basic form, the line and staff structure is split into functions as
shownin Fig. 3.1, but thereare many variations. For example, in the 1960s,
many European organisations reorganised into product or area divisionsto
copewith expansion or diversification. When afirm widensits scope, it may
split into product divisions, each specidisingin a type of work or market,
such as housing, refurbishment or road construction. A company which
expands geographically is more likely to become area-based. Here it makes
senseto decentralisesome of the administrativefunctionsand perform them
locally.

In both cases, divisionsare usudly fairly autonomous and are responsible
for their own profitability. The parent company retains a headquarters,
mainly for strategic planning, policy-makingand overall financia control.
The divisions have their own estimators, project planners, buyers, etc.

I'n both area- and product-based organi sations, the problem of how best to
group activitiesremains. Each division may be split into functional special-
isms, so that it appears to be a microcosm of its parent firm. However, the
divisioncan respond morequickly and flexibly to thedemandsof its product
or area, than can its parent. Complications arise when a company both
expandsand diversifies. It may need some of thefeaturesof product and area
organisation and must operate a blend of functional, area and product
organisation.
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Figure3.1 Line and staff organisation structure: construction firm.

Matrix organisations

Unlikethe parent firms, project organisationsdo not evolve over a period of
years, but have to become operational in weeks. Speciad attention must be
given to the design of large or complex project organisations for power
stations and other heavy engineering works. These temporary, task-force
organisations may be better served by the matrix organisation structure,
which first attracted widespread attention in the 1970s. The traditional
management hierarchy — the chain of command - is partialy replacedin the
matrix structure by a network of lateral and vertical role relationshi psbetter
suited to the need for teamwork and integration (Fig. 3.2).

In the matrix organisation, managers and supervisors responsiblefor the
various trades and speciadisms report vertically to their 'lin€ bossesin the
parent firmsand laterally to the project manager. Thisseparatesthe roles of
managing people and managing tasks. Project staff have both a functional
boss, who runstheir careersand triesto balance the demandsof the project
and the parent organisation, and a project boss, who'bids for their services.
Clearly, this can create problems of loyalty and commitment. Ideally, indi-
viduasremain loyal to their company, but are committed to the project. A
number of construction firms and professiona practices have tried the
matrix approach because they were dissatisfied with traditional methods.
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Figure32 Matrix organisation structure: construction project.

Therearedtill problems. The successof thisform of organisation dependson
people's willingnessto break away from established methods and attitudes,
shifting their alegiance from specialist group to task group. A buyer hasto
see him/herself not primarily asa member of the buying department, but as
part of a project team.

A project organisation is further complicated becauseits structure chan-
gesover itslifespan. Thisisa major difference between projectsand factory-
based manufacturing. The skills and resources needed within the project
team alter sharply over a period of weeks or months. The team members
have to collaborate closaly, but their backgrounds and skills are quite
different.

A project organisation should beflexible. It should respondto thetypeand
complexity of the job. It will vary, for instance, with the ratio of specialist
engineeringand serviceswork to main contractor's work. Thetraditional line
and staff organisation may not encourage the close co-operation and good
communication that are essential to the success of projects. Rigid roles,
captured in job descriptions, can create problems. Loosely defined, over-
lapping roles can encourage the kind of teamwork needed in construction.
Theorganisation structure must providefor ideasand information toflow in
all directions, so that people are better informed and become more suppor-
tive of one another. Informal, lateral communicationsare legitimised in the
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matrix structure because they are essential for bringing the task-force
members together and focusing their attention on mutual problems.

The characteristics of amatrix organisation for a construction project are
summarised in Table 3.2. h‘he main variables areits goals, timescale, tasks,
people and environment. These alter cons derably from project to project, so
it isimportant to adopt a contingency or 'best-fit'" approach. The resulting
project organisation may not always be tidy, but what mattersiswhether it
works. Adherence to time-honoured principles of organisation is pointless
unless, in the end, the project goals are achieved.

Table32 Characteristicsaf a project organisation.

Gods Clearly defihed and short-term, in comparison with those of the
parent firms, Stated as codt targets, time deadlines, quantitiesand
standardsof performance, quality and materials. Mogt project goas
are quantifiable and progress towards them can be measured.

Timescde Rdatively short-term. The project lifespan is finite, with specific
datesfor commencement, completion and key sagesof the project.

Tasks Variablein scope and technical complexity. Less repetitive than
most manufacturing tasks. Assmbly of a wide range of raw and
partly processed materialsand components. High levd of task
specidisation, reinforced by trade practiceand custom.

People Wideranged backgrounds,knowledgeand technicd skills. Mixture
o specialists, craft workers, sami-skilled and unskilled. Many
involved for only part of the project duration. Willing to tolerate job
mohility, low job security and poor working conditions.

Environment  Comparatively stablefor theduration of the project, except for the
wesether, which is highly variable, and the labour market, which
fluctuatesin responseto local competitionand changesin workload.

Writers like Harrison (1992) have emphasised the special features and
problems of project organisations. The characteristics of complex, one-off
projects are summarised below.

® Decisionsarenot repetitive and a bad decision early on can affect therest
of the project. It may be impossible to recover from an early mistake.

® The learning time for| those involved is limited. A manager may only
experience each stage of a complex project once every few years.

o Itisdifficult todefinesuitable work patterns, planning and co-ordination
methods, and control systems.

® Project personnel are drawn from many organisations and some
contribute to the project on a 'part-time’ basis. Their work must be
thoroughly integrated.
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® The companies and departments involved usually work simultaneousy
on other projects, each of whichis probably at a different stagein itslife-
cyde

® Aswork progresses, the emphasi sshiftsfrom design to procurement, then
to dte organisation and construction, and finally to commissioningand
operation. No singlefirm or department is the most important over the
whole project lifespan. No singlemanager (except a project manager) can
assume the leading management role for the entire project period.

Proj ect management

A lot of attention has been paid to the overall management of construction
projectsand, during the 1970sand early 1980s, much of theinterest focused
on the role of the project manager. Project management is not confined to
construction and is used extensively in other industries, such as petrochem-
icalsand the US aerospace/weapons programmes.

Lack of a clear definition of project management led the Chartered
Institute of Building to set up a working party to define more clearly the
dutiesimpliedin the role.

The working party used the following definition of project management:

'the overdl planning, control and co-ordination of a project frominceptionto
completion aimed at meetingtheclient's requirementsand ensuring completion
on time, within cost and to required quality standards' (CIOB, 1982).

This role can be broken down into four main areas:

® Advising the client at the outset of the project on financing and land
acquisition, preparing the brief and appointment of consultants and
contractors.

@ Planning, controlling and directing the project for the client.

® Motivating and co-ordinating al participants to achieve project com-
pletion to programmeand within budgeted cost.

e Providing a project that satisfies the client's requirements in terms of
quality, performance and cost in use.

Separating the management of a project from the design and construction
processes alows project management to developin its own right. Normally,
the project manager is appointed by theclient. Good project managerscan be
found in all the construction disciplines. The use of an independent project
management organisation is not common and is usually confined to large,
highly complex projects. In these, planningand cost control are very difficult
and special organisation structuresand techniques are needed.

Large client organisations, who commission construction work regularly,
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may employ their own project managers. Construction firms have mainly
limited their involvement in project management to that of management
contracting. Here, the contractor acts as project manager for the client and
workswith the professional advisorsin return for afee. The contractor does
not execute the work but sublets the whole of the work to sub-contractors.

The term project manager is used in several ways. It can mean the limited
roleof co-ordinatingthe partiesinvolvedor, initswidest sense, embracetotal
responsibility for the management of a project from inceptionto completion.

Project management has undergone radical change since the late 1980s,
helped by increasingly elaborate management information systems. Better
planning and control methodologies, integrated and structured approaches
to project organisation and better understanding of how to manage people
on projects are the factors identified by Harrison (1992) as crucia to the
auccess or failure of project management. A detailed treatment of project
management is beyond the scope of this book, but thereis now an extensive
literature on this subject (seg, for instance: Harrison, 1992; Morris, 1993;
Walker, 1996).

Sub-contracting

A mgjor feature of twentieth century construction has been the growth of
sub-contracting. Murdoch and Hughes (1996) summarise some of the gen-
eral and specific pressures to use sub-contracting, including (among others):

a Assigning the non-wage costs of employment, such as training, sck pay
and pension rights.

@ Coping with the increasingly diverse range of skills needed to deal with

growing complexity on projects.

Off-setting the risks associated with responsibility by transferring them.

Securing the servicesof specidist staff of proven reliability.

The perceived threat posed by unionised direct labour.

Reducing costs by employing labour from firmslocal to the project.

Achieving more economically the varying skill combinations needed on

different projects.

Reducing the cost of employingand developing the expertiseof specialist

workers who cannot be given continuity of work.

eee0eno

Thesuccessof many projects now dependsheavily on thedesigner's ability to
integrate the work of the main contractor and the various specialist sub-
contractors, many of whom are nominated, and the manager's ability to co-
ordinate the main contract and sub-contract operations on ste.

Effective co-ordination and integration depend on thorough consultation
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between main contractor and sub-contractors, especialy concerning the
following aress:

® The programmingof the work.
® |nformation requirements and communicationchannels.
@ Responsihilitiesfor facilities, such as off-loading, storage and welfare.

Many factors influence the successof co-ordination, including:

The number of firmsinvolved.

The range and type of work to be integrated.

The quality and availability of information.
Differences between organisations.

The number of visitsto be made by the sub-contractor.
The quality of supervision.

Nomination

The use of nominated sub-contractors is well-established and gives both
client and design team morecontrol over selected specialistinputs (especidly
thosewhichincludedesign work or work for which thereisalonglead time).
Although there are a number of valid reasonsfor using nomination, some
clients and contractors have been unhappy about the practice, having
experienced project delaysand extracosts arising from poor performanceby
nominated firms.

Specidist engineeringcontractors havedefended nomination, pointing out
that much speciaist work is concentrated towards the end of projects when
any dack in the programmehas been used up. Such ddlaysarejust aslikely to
be the result of poor project co-ordination.

Sdf-employment

Sdf-employment in the construction industry trades and, specificaly,
labour-only sub-contracting, increased markedly in the 20 years up to 1995.
Contractors enjoyed someof the benefitsof thistrend. It helped them to keep
costs down in a period when workloadswere mainly on a downward trend.
New guiddlines from the Inland Revenue in 1994, coupled with the 1995
Finance Bill, may halt this trend — and possibly reverseit, as tax changes
make sdlf-employment less attractive.

New formsof organisation

The future is likely to bring even more diversity among organisations, as
businessesstruggleto copewith the burgeoning complexity of commerceand
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technological and social change. One extreme will be the portfolio company,
consistingof oneor asmall number of owner-workers, who carry out arange
of servicesfor their customers, flexibly responding to uneven demand. One
month, they may be managinga small housingdevel opment, the next digging
a pond in someone's back garden. The other extreme is perhaps the verti-
cally-integrated multinational development corporation, embracing planning,
design, production and facilities management and operating almost any-
wherein the world.

Partnering and project partnering

Partnering has developed from the TQM (total quality management) phi-
losophy and has been used successfully in countrieslike the US, Japan and
Australia. It isan approach which tacklesmany of the concernsidentifiedin
theLatham Report which stressed the need to overcomeadversarial attitudes
and improve the industry's management at all levels, adopting a TQM
approach, with emphasis on teamwork and co-operation (Latham, 1994).
The essence of partnering is that it highlights shared risk and common
objectives, seeks win-win solutions, encourages trust and co-operation and
tries to minimise conflict. It calsfor a new outlook on inter-professional
relationships and demands total commitment from senior managers in
participating organisations.

Fleet (1995) points out that partnering is not a new or unified concept. It
can apply to a commitment between two organisations — client and main
contractor — or can be extended to include other organisations. It offersa
particularly strong basisfor creating along-term rel ationship between client
and contractor, wheretheclient hasan on-going building programmebut, as
Baden Hellard (1995) points out, it works very wel on one-off projects —
project partnering. At its most comprehensive, project partnering integrates
the efforts of al the stakeholdersin a project — the client/project owner, the
client's financiers, the design team, main contractor, specialist contractors,
sub-contractors and main suppliers. When it brings together all the stake-
holders, the partnering process ensures that even those sub-contractorsand
supplierswhose servicesare not required until latein the programme, benefit
from early involvement in agreeing objectives, drawing up plans and iden-
tifying potential problems. Thisis achieved by holding a partnering work-
shop, before any work begins, and establishing an up-front agreement, called
a partnering charter or partnering agreement.

The key featuresof partnering are:

Top management commitment from the outset.

® Empowerment of staff.

e A partnering agreement or charter, agreed at the beginning, through
detailed discussion.
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Shared goals and a positive, win-win approach.

Openness, trust and teamwork (no adversarial attitudes).
Mutually-agreed strategies.

Joint approach to problem resolution, leading to rapid response.
Shared monitoring and evaluation processes.

The partnering agreement covers social and environmental, as well as
economic and quality objectives. Typical objectivesfor project partnering
might be as follows:

Rediseall the stakeholders economicgoals.

Build a high quality building within budget.

Provide satisfying and rewardingemployment for all personnel.
Achieve excellencein teamwork and communication.

Satisfy community and environmental concerns.

Complete the work without injury or occupational health incidents.
Minimise disruption to adjacent ownersand the public.

Achieve programme targets and compl ete the project in x months.

A contract establishes legd relationships, but partnering creates working
relationships, using a mutualy-developed, formal strategy of commitment
and communication to bind the stakeholders to common goals. Baden
Hellard points out that the approach actually uses a traditional business
philosophy, one which valuesgood faith and believesthat a person's wordis
his or her bond. For a comprehensive discussion of project partnering, its
processes, benefitsand difficulties, and some case studies, see Baden Hellard
(1995). Further sources on partnering include Stephenson (1996), Godfrey
(1996) and the report Trusting the Team (Bennett and Jayes, 1995).

Welivein an organised society, dependingon organi sationsto satisfy most of
our needs. Yet the activities of organisations do not aways contribute to
people's well-being and there is a need to balance economic, environmental
and social objectivesof business. Moreover, attitudes to work and to orga-
nisations are changing and employees expect a fairer dea from their
employers.

There are many types of organisation, but no single ideal one. A well-
designed organisation enablestasks and resourcesto be allocated efficiently
and provides a system for co-ordinating and controlling them. Rules and
proceduresensure that tasks get done and are carried out efficiently. Good
organisation ensuresthat information flows and decisions are taken.
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The size and complexity of organisations has encouraged a shift towards
decentralising some organisational functions. At the same time, there is
growingsupport for reducing theleve of speciaisationin somejobs, whereit
has been taken too far. Jobs are being re-examined with a view to making
them more varied and interesting.

When a client decides to build, the construction industry has to create a
temporary, project organisationand makeit operational in avery short time.
Construction projects have specia characteristicsand the kind of structure
which suits them may not suit their parent firms. The success of a project
relies alot on effectiveco-ordination of design and production and of main
contractors and specialist sub-contractors. Thetask-force or matrix structure
offers some advantagesfor organising construction projects.

Someorgani sationsneed to be moreflexiblethan others, but flexibilityisa
vital dimension in project work. The ability to adapt to change may be the
most important factor affecting the success and survival of many organisa-
tions. Downsizingis one of the ways used to improve organisational fi-
ciency and competitiveness.



Management and leadership are not the same thing. Management evolved
with the growth of formal organisations, but leadership is one of the oldest
and most natural relationshipsin society. Managers have to be appointed,
but leadersemerge naturally, whenever peopleget together to do things. But
if the manager is not the person the group would choose as its leader, there
could be problems. One of thefascinating debatesin management is whether
managers can learn to be better leadersand if so, how.

Leadership has been a popular subject for over haf a century. It was
eclipsed for a while by new ideas about worker participation and group
decision-making, but has re-emerged with a new focus which recognisesthat
the leader's role varies with the circumstances.

Leadership is hard to definefor it is a complex process. There have been
countlessleadership studies, but almost al havelooked at only a small part
of the picture. Few studies have pulled together al thefeaturesof leadership
in acomprehensiveway. Moreover, much of the research overlapswith other
areas like power, motivation and group processes. The piecemeal approach
to leadership has meant that much of the work isinconclusiveand some of
the most exciting ideas, put across with conviction and enthusiastically
received by many managers, have no sound empirical basis.

One of the many attempts to distinguish management from leadership
defines management as 'ensuring effective and efficient operations' and the
core of leadership as 'direction setting' (Novelli and Taylor, 1993).

The idea of direction setting is underscored by Schmidt and Finnigan
(1992) who citeresearch that stresses theimportanceof theleader's ability to
create and communicate a vision that inspires the team. These authors also
remind us of Warren Bennis witty remark that while managers give their
attention to doing things right, leaders focus on doing the right things!

Without doubt, the concept of management has become debased in the
1990s'now that everyone claimsto manage something' and future-oriented
leadership may supersede management as we understand it (Thomason,
1994).

Measuring the leader's behaviour and performanceis difficult. One can



5 The Practiced” Condruction Management

measure the group's output, but thiswill depend on many factors, of which
the leader's behaviour may be one of theleast important. One can ask sub-
ordinates, peersor superiorsto rate aleader's effectiveness, but they will have
thesame problem. Moreover, they will find it hard to be objective, because of
their personal fedlings about the individual. Many biasescreepin.

Taking a broad view, theideas about leadership fall into three categories,
focusing on:

® Theleader's personal characteristicsor traits.
e Theleader's behaviour or leadership style.
® The setting or situation.

The characterisicsof the leader

For along time, the popul ar view was that certain people make good leaders
because of their persondity traits. Indeed, there have been hundreds of
studiesof leaders traits. As personality was thought to beinherited, it was
believed that leaders were born not made.

The evidence from psychology now strongly indicates that personality is
only partially decided by hereditary factors. Good leadersare not just born,
their personalities devel op through experience.

Researchers have looked for links between personality and effective lea-
dership. Knowing theideal personality, firmscould then select good |eaders,
even if they couldn't train them. Long lists have been produced of desirable
leadership qualities, like intelligence, good judgement, fairness, insight, self-
confidenceand imagination. Othersinclude honesty, courage, perseverence,
imagination, reliability and industriousness. Y et some of the most successful
leadersin history have not had certain of these qualities. Indeed, some have
been unjust, neurotic, narrow-minded and even insane!

Certainly, good leaders can be aboveaveragein inteligenceand may have
been chosen for this reason. But many intelligent people never become lea
ders and research has shown that the correlation between intelligence and
effective leadership is low. At best thereis merely a tendency for leadership
and intelligence to go together. Similarly, personal characteristics like
dominance and extroversion only correlate weekly with the leader's effec-
tiveness.

The personal traits and qualities of leaders influence their success — but
only partialy. The writer has found that employees in the construction
industry look for qualitieslike fairness, competenceand decisivenessin their
leaders. Researchfindingsdo not deny thevalueof such qualities, but suggest
that they cannot wholly explain the leader's success or failure.

A common objection to the trait approach isthat it 1abels people as good
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or poor leaders on the basis of rather subjective measures of leadership
performance and fails to take account of other factors which affect the
leader's behaviour. To demonstrate whether or not personal traits affect
leadership ability, one would need vaid and reliable measures of :

® Thetraits themsdves.
® Thecriteriaon which aleader can be considered successful.

So far, this has proved difficult, because both personality and leadership
behaviour are dynamic. People often exhibit different characteristicsin dif-
ferent situations. A manager who isa good leader when thingsare going well
may not be successful in a crisis.

The overall picture does not suggest an ideal leadership personality.
Rather, good leaders come from many backgrounds and the personal
qualities they need depend on the circumstances.

L eader ship style

The search for an ided style of leadership was spurred on by the belief that
peoplework harder under the right style of leadership. Styles are commonly
classed as authoritarian and democratic. The difference reflects the person-
ality and attitudes of the leader and the power structure of the fi rm Handy
(1985) uses the lessemoativetitles of structuringand supportive.

The structuring leader retains most of the power for controlling rewards,
settling disputes and making decisionsin the group. The supportive leader
shares power with the group, so that they have control over what happens.

The extreme authoritarian leader decides objectives and gives orders
without consultingthe group. The democraticleader seeksthe group's views
and keeps members informed. The authoritarian tends to be aloof and
concentrates on the task. The democratic leader participates as a team
member and shows an interest in the group's well-being.

The style a manager adopts reflects his or her attitude to people and
assumptions about authority. Negative attitudes lead to a more autocratic
style. The authoritarian manager believesthat people are basically lazy and
need firm control. The democratic manager has a positive attitude to the
team, seeing them as responsible, keen and capable of exercising initiative
and sdlf-control. The democratic manager listens to their ideas and gives
them encouragement.

In the 1950s and 1960s, democratic leadership became very popular and
was thought to produce better results. Many people prefer a democratic
leader and such a style can improve morale and reducelabour turnover and
disputes. But there is little evidence that people will work harder for a
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democratic leader. Cause and effect are difficult to separate. An efficient,
happy group may permit a democratic style rather than result from it.
Moreover, some people prefer an autocratic leader and will work harder for
one. Some managers bdieve that in the world of business, democratic
leadershipis unworkable.

Ancther way to describetheleader's styleisas'task-centred' or ‘employee-
centred'. The two termsneed not be mutually exclusive. Indeed, construction
managers cannot afford to neglect either task or people. This opens up the
possibility that managers need to combine the best features of task-centred
and employee-centred |eadership.

After dl, the leader is responsible for certain activities and will have to
schedule the group's work, instruct and train subordinates, check finished
work and give subordinates feedback on their performance. The manager
must decide how closely to get involvedin tasks and how much to delegate.
Close supervision can cause output to drop and adversely affect job satis-
faction and labour turnover. People don't like too much interferencel

At the same time, the manager must look after employees needs. This
includes helping them achieve personal goals, dealing with their problems
and establishingwarm, friendly relationships.

Thereissomeevidencethat consideratel eadersget better resultsfrom their
groups, and lower labour turnover and absenteeism. However, the rela
tionship is complex. Peter Smith (1984) cites studies of Japanese firms
operating in the West, which show that task-centred managers, who stress
efficiency, quality control and good time-keeping, have hard-working, will-
ing subordinates who accept exacting standards. White and Trevor (1983)
suggest that such employees co-operate because managers are not aloof,
work the same hours and wear the same uniforms. These managersconvey a
sense of unity of purpose.

Some studies of leader ship style

Likert: employee-centred leadership

In aseriesof studiesof moraleand productivity, Likert (1961) concluded that
the best supervisors are employee-centred. They concentrate on building
cohesive work groups and focus on the human aspects of their groups. They
exercise general rather than detailed supervision and are more concerned
with targets than methods. They dlow maximum participation in decision-
making.

There have been some powerful criticisms of the way Likert’s data was
collected and interpreted. Most of the data was based on surveys. The
research did not attempt to change the leader's behaviour experimentally,
but merely recorded the relationship between supervisor behaviour and
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worker performance. It is very difficult to establish cause and effect from
such studies.

Indeed, attempts to replicate Likert's findings have produced inconsi stent
results. Employee-centred leaders sometimes get poorer results than task-
centred ones. Likert's work resemblesthetrait approach, lookingfor anided
leader for al occasions. Nevertheless, his work has stimulated managers
interest in leadership style.

Tannenbaum and Schmidt: leader style continuum

In oneof the best-known discussionsof |eadership, these writersidentified a
spectrum of leader styles ranging from totally autocratic or task-centredto
fully democratic or employee-centred. Between these extremesare a number
of gylevariations, one of which may bethemost suitablein agivensetting. A
smplified spectrum of leadership stylesis shownin Fig. 4.1.

Tight, Flexible,
structuring style supportive style

Manager's authority

Manager makes Manager Manager and Subordinates
decisions consults group group discuss make their

without before making issues fully own decisions
consultation decision and reach within limits

shared decisions

Figure4l Somesdyleso fleadership(adaptedfrom Tannenbaum and Schmick, 1973).

Tannenbaum and Schmidt (1973) maintain that choosing the right style
dependson acareful assessment of theleader, thefollowersand the situation.
Leadersmust be sengitiveto the needs of the situation and flexibleenoughto
adjust their stylesto suit.

Tannenbaum and Schmidt identify some of the factors influencing the
leader's style but, like many other leadership studies, do not suggest how
managers might assess and improve their own styles.

There has been a renewal of interest in employee-centredleadership, with
itsflexible, supportivestyle. Thisisa result of interest in empowerment and
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salf-managed teams which managershope will lead to efficiency gainsin the
1990s.

Vroom and Yetton: |eadership and decision-making

Drawingon previousresearch on group decision-making, Vroomand Yetton
(1973) have developed a prescriptive modd of leadership which would
provide managers with definite guidelines on leader style. Their focus of
attention was on the problems |eadersface.

The leader must analyse the problem situation before choosing the right
approach for dealing with it. The factorsinclude:

The qualitativeimportance of the decision.

The amount of information the leader and group have about it.
How structured the problemis.

Whether subordinates need to be committed to the decision.
Whether an autocratic decisionis acceptable.

How much subordinates want to solve the problem.

e How much subordinates might disagree about the decision taken.

Rulesare given for relating these factors to leadershipstyle. For instance, if
the problemis serious and the manager lacksthe information or expertiseto
solveit, participativeleadership should be chosen.

Vroom and Yetton’s modd identifies three main stylesfor arriving at a
solution to a group problem - autocratic, consultative and group — and
identifies within this span seven leadership styles ranging from highly
authoritarian to totally participative.

The authors recognise that in some settings more than one style might
work equally wdl. In such cases, time constraints or the leader's preference
should dictate the style. The effectivenessof a styleis judged by:

® Thequality of solution reached.
® Thetimetaken toreachit.
® |tsacceptance by subordinates.

This approach tries to offer managers a practical framework for leading.
Some commentators claim that thereis little empirical evidence to support
the validity of the model, although Handy (1985) claims thereis a lot of
pragmatic evidence to support it. The approach uses a decision tree and
appears rather mechanistic.

Most of the research evidence suggests that the amount of attention the
manager should giveto task and peopledependson many factors. All inall, it
seemsthat thereisno singleideal styleof |eadership. For example, astylethat
will work on sitefor direct labour may not be effectivein controlling sub-
contractors.
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The leader and the Stuation

'"The leader

Most of the evidence suggests that leadership is specific to the situation.
Faced with a difficult work problem, a group may turn to someone tough,
clever or experienced. | n a routine or social setting, they may follow the lead
of someonefriendly. After a serious accident, a first-aider may temporarily
become leader.

Managers need to know what kind of leadership will work in a specific
situation. The main variables are:

The leader
The subordinates
The task

°
)
°
® Thesetting.

Thesuccessof leadersdependson many factors, including their personalities,
values and preferred styles of management, their levd of competence and
sdlf-confidence. It al so dependson how much they trust their teamsand their
ability to cope with stress.

Whether leaders choose structuring or supportive roles depends on such
factors. Some leaders will trust their teams more than others do, others will
fed itistheir jobto makethedecisions. Leaderswho givetheir teamsmore of
afree rein must be able to live with uncertainty — and not al leaders can.

, The subordinates

The task

Thesuccessof agroup partly dependson how competentitsmembersare, how
interestedthey arein their work, their attitudetowardstheir leader, how much
freedom they want in their jobs, their goals and how long they have worked
together. On construction sites, the composition of groups can change fre-
quently. Groups will try to balance task demands with their own needs.

The more competent they fed, the more they will want control over their
work, especidly if it isimportant or challenging. Past experience will affect
thekind of leadershipthey find acceptable. Y ounger people, rearedin amore
permissive and democratic society, expect more involvement than many of
their elders.

Thekind of operation isimportant — whether it iswell defined, long term or
short term, important or trivial. Mass production often needs tight super-
vision and control because the job has to be done in a certain way. On the
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The setting

other hand, research work cannot be strictly controlled. Much has to beleft
to the researcher's discretion, because the manager may not know what the
end result will be.

Construction falls between these extremes. Some work is repetitive and
interlinked and has to be tightly controlled, but other tasks are one-off and
must be loosely programmed and left to the initiativeof thoseinvolved.

Key issuesare whether the task requires obedienceor initiative, whether it
isroutine, problematicor pioneering and whether it isurgent. If atask hasto
be performedin a hurry, this may push the leader towards tighter control.
Participation takes time.

The complexity of the task will affect the leader's style. Technical com-
plexity may necessitatea supportivestyleif theleader lacksexpertise, or may
demand a tight rein because operations are closdly interrelated. Organisa-
tional complexity can have similar effects. In the construction of a power
station, novel technical problems may force managers to beflexible, relying
on their teamsto comeup with fresh answers. Conversely, alargecontractor,
experienced in commercial contracts, will have evolved many set procedures
which staff are expected to follow.

An added difficulty is that work groups often have a variety of jobs to
undertake, ranging from well-defined routines to ill-defined and long-term
tasks. The leadership demands may be different for each task and thiscalls
for a good relationship between leader and group. It is understandable that
many managersgive up trying to cope with such complexity and smply fall
back on their habitual style.

Theleader's behaviourisaffected by hisor her positionin thefirm, theextent
to which the work isimportant and closely related to other activitiesin the
business, and the organisation's norms and values. No manager or worker is
entirely free from organisational pressures or from systems and procedures.
The power the manager widlds is not static; it changes from one setting to
another and this affects leadership behaviour too.

Some studies of situational leader ship

Fiedler: situational leadership

Fiedler's leadership studiesin the late 1960s provided a much needed new
focus. Arguing that leadership varies with the situation, he identified three
factors which seem especially important (Fiedler, 1967):

o Whether the leader is liked and trusted by the group.
® How clearly thegroup's task islaid down and defined.
a Theamount of power and organisationa backing the leader has.
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In hisview, the rel ationship between leader and group is the most important
of thesefactors. A leader whoisliked and accepted by the team, and hastheir
confidence and loyalty, needs little ese to influence their behaviour. If the
leader is unpopular or rejected, the group will be difficult to lead.

Fiedler found that the style which worked best depended on how
‘favourable’ al threefactors were to the leader. The most favourable situa-
tion iswhere the task is well-defined and the manager isliked and respected
and hasgood position power. The situation ismost unfavourablewhen these
conditions are absent. Fiedler concludes that in very favourable or unfa-
vourable conditions, a structuring approach is better. When conditions are
only moderately favourable, the leader will find a supportiveapproach more
effective.

If the task is confused or the construction manager is unpopular or lacks
power, a firm stand is needed to keep control. If the leader does not take
charge, thegroup may fall apart. If thetask iswell-defined, or the manager is
popular or powerful, he/she is expected to take a firm lead, giving clear
information and instructions. Under these conditions the passive construc-
tion manager may lose the group's respect.

A supportive style of leadership seemsto work best in two situations. One
is where the task is unstructured but the leader is popular. Here, a people-
centred approach is needed to dicit the team's help in finding the answer to
the problem. The dtricter, directive style will not eicit the group's co-
operation, for they will beafraid that their ideaswill bejudged unfavourably.
The second iswhere the task is structured, but the manager lacks popularity
or power. Here theleader must tread softly and be diplomaticto avoid being
rejected by the group. Here the democratic leader is likely to get better
performancethan the tougher, controlling leader.

Fiedler's model suggests that we may have paid too much attention to
sdlecting and training leaders, whilst neglecting the needs of the situation.

Hersey and Blanchard

Hersey and Blanchard (1982) put forward a variation to the situational
leadership approach in which the leader's style changes over time, as the
employee develops. In their model, the task-centredness of the leader starts
high and diminishesas the employee becomes more experienced, skilful and
willing to take responsibility. The leader's relationship behaviour (such as
giving support and encouragement) starts low but increases in the early
stages, eventually diminishing again as the employee achieves high levels of
skill, motivation and autonomy. This approach uses a four-sector grid,
reminiscent of Blake and Mouton's managerial grid. But Hersey and Blan-
chard's theory differsin proposing shiftsin the leader's style, whereas the
Blake and Mouton modd arguesfor a single best style.
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Charles Handy: 'best fit' approach

Handy (1985) putsforward a contingency approach to leadership in what he
callsthe'best fit' approach. This puts the style preferencesof theleader and
subordinates and the demands of the task along a continuum, rangingfrom
tight (structured) to flexible (supportive). Thereis no fixed measuringdevice
for thisscale—- it israther subjective.

Handy suggeststhat effective performancedependson somechangesbeing
made so that the three factorsfit' together on the scale. How the leader or
organisation achievesthisdependson the group's set ti ng — such thingsasthe
leader's power or position, organisational norms and relationships, and the
kind of technology the businessuses. Unlessthe match between thefactorsis
improved, the group will cesse to be effective. Leaders who have strong
organisational back-up may pull the group and task towards their preferred
ways of working. Leaders who lack thismay alter their own behaviour.

Handy's approach recognisesthat theleader hastwo main rolesvital to the
performance of the group — ambassador and model. As ambassador, the
leader representsthe team in dealings with others at the same and higher
organisational levels. As a model, the leader must recognise that some sub-
ordinateswill copy his or her successful behaviour.

L eader ship, goals and social exchange

Tolman (1932) showed that most human behaviour is goal-directed. To
achievetheir objectives, people often have to co-operatewith othersand have
to choose between different coursesof action. Their choices depend on many
factors. Belonging to a work group isa way of achievingsomeof their goals
and they see the leader as someone who can help or hinder them in this
process.

Evans (1970) and House (1971) laid the foundations for path-goal
leadership theory, which argues that the leader's jobisto definea path along
which subordinates expend effort to achieve a group goal. The approach
assumes that:

o subordinateswill accept theleader's behaviour if they believeit ishelping
them achieveimmediate or future goas; and

® rewards are made conditional upon subordinates achieving the work
targets set.

The effectiveness of |eaders depends on their ability to help subordinates
clarify their goals and see ways of achievingthem. If employeesfed that the
leader is giving this help, their motivation will incresse.
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Like Fiedler’s approach, the theory stresses that the leader's behaviour is
influenced by subordinates, as wdl as task demands and environmental
factors. For example, subordinates who need to work independently or fed
competent at their jobs may show their dislikeof having a structuring leader.

Workers carrying out routine tasks, for which the rewards are clearly
identified and related to performance, would not require an authoritarian
leader, because behaviour is goa-directed and the path to it clear. This
conclusion differsfrom that of some other researchers.

Path—god theory makes some plausible statements and House found it
held up in studiesin seven organisations. Research is needed to look more
closdly at how subordinates' expectations affect, and are affected by, the
leader's behaviour.

Hollander (1978) argued that there has been a tendency to view leadership
as something static, with leader and group in fixed positions. Redligtically,
leadership is a processin which leader and followersinfluence one another
and their situation.

Viewing leadership asa socia exchangeputs theemphasison theimpact of
al group members, not just the leader. Initiativesand benefits are seen to
comenot just from theleader but from the other team memberstoo. Beinga
leader and a follower are not mutually exclusive roles.

An effective leader does things that benefit group members, but makes
demands on them too. The team provides the leader with status and other
privileges of position, but influences and makes demands on the leader as
well. Both leader and group must give and takefor the relationshipto work.
They are parts of a system that takestimeto develop.

The leader often defines standards, sets objectives, maintains the group
and acts as its spokesperson. But many situations are ambiguous, with the
godls, tasks and procedures not clearly defined. Here, the leader's help is
especialy sought because the group wantsguidance on what to do, how to do
it, or why.

Trust and fairnessareimportant. If leader and group trust each other, they
aremorewillingto take risks. Without trust, theleader may haveto resort to
position power or authority. Fairnessisessential in the social exchange. Even
a friendly and unthreatening manager may not help the group achieve job
satisfactionor meet itsdemandsfor fair play, if heor sheisnot fair. Members
may fed they are being exploited.

Task and socio-emotional roles
In most groups, two leadership roles are present — a task role for co-

ordinating the work, and a socio-emationd role, for looking after the well-
being of the group.
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Two people may even share these roleswhere, for example, one personis
seen as competent in the task, whilst the other is more popular and recog-
nised as having skill in holding the group together.

The leader cannot do everything. There are many roles to be performed
in a group such as trouble-shooter, negotiator, advocate and counsdllor.
Some of these may be delegated to group members, or they may take them
on uninvited. Some individuals have more status than others and will be
closer to the leader. They exert more influence over the leader and the
others.

Formal and informal leaders

Every work group has an appointed leader — its supervisor or manager. If
thereisn't one, aleader will almost awaysemerge, becausegroups need task
and social leadership.

Most organi sationsexpect one person - theformal leader or manager — to
perform both roles. The manager has to allocatework, show people what to
do and make sure they do it properly, in addition to dealing with human
problems and ensuring that group memberswork together as a team. The
successful formal leader does both things well, achieving high productivity
and group satisfaction. But thisis a tall order.

Blake and Mouton (1964, 1978) recognised this in their manageria grid
which measures, on separate scales scoring from one to nine, the leader's
concern for production and for people. The 9.1 manager concentrateson the
task and shows little concern for the group; the 1.9 manager does the
opposite; 5.5 isa compromise- the middle-of -the-road manager — whilst 9.9
is often regarded as the ideal, to be aimed for, but rarely achieved. Perhaps
moreimportant isthat theleader knowswhen to concentrate on the task and
when to focus on the group.

If theformal leader tendsto be task-centred and fails to meet the social
needs of the team, an informal leader may emerge within the group -
someone the membersturn to with their work problems and personal wor-
ries. Similarly, a group whose formal leader concentrates on the socia
aspectsof the group may accept an informal, task leader, especialy if success
at thetask isvital to theachievement of their own goals. A group can operate
successfully with two leaders, an officiad and an unofficial one, but this can
lead to conflicting goals and loyalties. The group member accepted as
informal leader may vary with the situation.

A further complication arisesif the group's manager is ineffectivein both
leadership roles. In this case, informal task and social leader roles may be
adopted by one or more membersof the group.
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The leader's competence

Summary

Many kinds of leadership study have taken account of the leader's compe-
tenceor ability, either in the limited sense of technical ability or in the wider
sense of competence to lead. One factor which has sometimes been under-
estimated is the group's view of its leader's competence. The group's per-
ceptionsof the manager's ability can account for much of hisor her success
asaleader. Although subjective, judgementsabout theleader's ability to get
results carry a lot of weight with the group (Hollander and Julian, 1970).

Of course, competencemay be attributed to someonewho has been lucky
or who has been helped by others. It may rely on a reputation built on earlier
success. A successful site manager will not necessarily be an effective con-
tracts manager (see serialist/holist distinctionin section on learning, Chapter
15).

Clearly, numerous factors affect leadership performance, yet the leader
may be unaware of many of them. Researchers have often focused on only
some of these variables when studying the leader's behaviour. They should
not do so if they wish to discover what leaders could do to improve their
performance.

The search for the ideal leader has led to the conclusion that one does not
exist. There are no specific traits which can be relied on to make a manager
an effective leader. Personality is not a fixed commodity. People change. A
manager's confidence, decisiveness, judgement and so on, will vary over time
and with circumstances. A leader may display good judgement on one
occasion and poor judgement on another; be confident about some matters,
unsure about others. The leader will handle some people skilfully and make
enemiesof others. At best, there may be certain combinationsof personality
factors which give the manager an advantage in some situations.

Thereis no mode of behaviour or ideal style which can be relied on to be
effective. Leaders must learn to be flexible and alter their behaviour to suit
the circumstances. Some managers are better at this than others. The evi-
denceshowsthat both autocratic and supportiveleaderscan get good results,
but attitudes to authority are changing. Many people today have been
brought up to expect a better dedl in their jobs and want more involvement
and autonomy. Employees today will not always accept without question
what managerstell them to do. Many of them want and expect to beinvolved
in the management process.

L eadership depends on a dynamic relationship between the leader, the
group members, the task and the settingin which they operate. Good leaders
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know the right behaviour to match the circumstances. They know whento be
tough and when to be friendly. They understand that when the task is non-
routineand ill-defined, asit oftenisin construction, they must beflexibleand
encouragegroup participation. They also know that thereare timeswhen the
group may need them to take a firm lead. There are dways many factorsto
consider, not least theahilitiesand preferences of the peoplewho work under
the leader's direction and how willing they are to take responsibility.

How ideas about leadership will changein thefuture isdifficult to predict,
but shifting attitudes to authority could have a big impact on the kind of
leadership that will be acceptable. Nevertheless, every unique situation will
gtill produce leadersfor the job in hand. How effective they are will depend
on their skillsfor dealing with the variables they can control and on being
lucky with those they cannot.



Poor communication has long been a problem in the construction industry.
Part of the trouble is the way the industry is organised. The project team is
made up of peoplefrom many different firms. Their contributionsvary and a
lot of information has to pass among them. This requires a well-organised
network of communication using the latest technology. Even when this
network exists, communicationstill breaksdown at a personal level, because
peoplefail to keep their messagessmple; they passon too much information
or too little; the information they giveisinaccurate or mideading.

On the receivingend, peopleareflooded with paperwork they haven't time
to read, yet often they cannot get theinformation they want. Estimates may
be wrong, drawingsout-of-date, descriptionsambiguous. Meetingsgo on for
too long and people stop listening.

The dze of the firm matters. In small organisations, communication is
often good. Thereismoreface-to-facecontact, soif peopledon't understand
what is being said, they say so and the problem is cleared up straight away.
Communication is more direct. Those making the decisions are closer to
those who have to implement them.

Larger firms rdly more on the written word. This puts the message on
record, but misunderstandingscannot easily be cleared up. Information can
be delayed and distorted as it goes up and down the hierarchy. People are
separated by divisionsand departments, sometimes by shifts.

Formal communication channels can be dow and impersona. The faster
'grapevine  takes time to develop and is often discouraged anyway. The
larger thefirm, the more acute the communi cation difficulties tend to be.

Poor communication skills make matters worse. Most people, including
managers, are poor communicators and don't even redise it. Yet,
improvements can easily be achieved through training or smply by making
peopleaware of the main pitfallsand giving them feedback on how wel they
are communicating.
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The functions of communication

Communication serves many functions, all of which are important in con-
struction management. The list below is not exhaustive and most of the
manager's tasks involve severa of these functions.

Information function

Information is being exchanged all the time. A manager explains a company
policy to an engineer; a joiner tells an apprentice how to prepare a joint; a
senior estimator tellsa junior how to build up a unit rate.

But information passes both ways. The engineer will tell the manager
about a problem with a sub-contractor. The joiner's apprentice will talk
about a grievance over bonus.

Ingtrumental function

Communicationis used to get thingsdone. Good communicationisvita in
organisations, where groups undertake discrete tasks and depend on one
another to achievemutual goals. People need to know what they are expected
to do, how quickly and how well. In construction, most of the targets are
availablein drawings, programmesand specifications, but the manager needs
skill to communicate them clearly and make sure that they have been
understood.

Managersconstantly use communicationto get action. For instance, they
may ask a sub-contractor to increase its labour strength to finish the job
earlier.

Similarly, others communicate with the manager to get some management
action. A supervisor will ask for some equipment or for a meeting about
production targets.

Sacial relationshipsfunction

Much of the communication which circulates round an organisation is
aimed at maintaining rel ationshi ps between individualsand groups, so that
they continue to work as a team. The larger the organisation, the more
important this socia contact becomes. The contact itself is not directly
productive, but it facilitates the kind of communicationthat isthelife-blood
of the business. On site, where communication channels have to be created
from scratch, social contact helps create co-operation between members of
the team.
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Expression function

Communication enables people to express their fedings. This may happen
spontaneoudly, as in an argument during a site meeting. But it may be
carefully planned, for instance, to create a favourable impression at an
interview. A grievanceprocedureisan exampleof thisfunctionoperatingat a
formal leve.

Attitude change function

Simply giving orders is not aways enough. Managers may need to change
employees attitudes to get the best work from them. Thiswould apply if, for
instance, employeesfet that the firm was treating them unfairly.

But this can be difficult. Some kinds of attitude are resistant to change.
Othersare easier to influenceand personal discussionis often the best way.
The manager may use group discussion to achieve certain kinds of attitude
change, especialy where several people are affected.

Role-related or ritual function

Sometimes people communi cate because they are expected to. An operative
who talkslittlemay be labelled unsociable. The manager is often expected to
give a speech or have a few words with a retiring employee.

Communication structure

An effective system for passing on information and instructions, and for
receivingfeedback, isessential for management control. In construction, this
system must work both within and among the many firms — consultants,
contractors, sub-contractors, suppliers, and client — who contribute to the
design and production of the finished structure.

In large organisations, it becomes necessary to use recognised channel sof
communicationto ensurethat people get the information they need. Evenin
small groups, studies have shown that a communications 'free-for-al’, in
which anyone talks to anyone, can be less effective than a network which
directsinformation through specific channels. In a business, these channels
are:

® A leadership or line hierarchy, linking people who decide policy with
those who implement it.

e Functional and lateral relationships, linking peoplein different sections,
some of whom contribute specialist knowledge and skills.
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® Procedures through which managers and workers can consult and
negotiatewith one another to resolve conflicts and increase commitment
and co-operation.

Yet the existence of these information channels is not enough. Commu-
nicationsmust not only reach the right people, they must be accurate, timely
and clear. Thisdemands reliable sources of data, prompt action and skilful
communication.

To producereliableinformation, firms need proceduresfor recordingand
storing data systematically and retrievingit in variousformsto suit different
needs. For instance, some of the data needed by contracts managers, esti-
mators and plannersare similar, but they want theinformation for different
reasonsand in a different form.

Information and telecommunications technol ogies have made the infor-
mation generated during design and construction more reliable. Cheap,
portable PCs havemadeit more accessible. But technology alonewill neither
make people understand a communication nor make them willing to act on
it.

The direction of communication

Communi cation within companies and project organisations can be classed
as upward, lateral or downward, athough the distinction is not always
helpful. Some lateral communication is between people of roughly equal
status (e.g. consultant to contracts manager), whilst someis between people
with functional relationships(e.g. plant manager and site supervisor).

Within a work group, alot of lateral communication takes place and is
expected to take place, as people swapinformation and adviceabout the job.
Much of the information which passes informally along the grapevine is
lateral and travels fast. It can be vital for getting work done quickly and
efficiently.

Upward communication provides essential feedback to management. It is
used for reporting progress, making suggestionsand seeking clarification or
help, although people often seek help from their peers before going to their
bosses.

Managers may have difficulty in getting feedback on progress and costs
when thingsare not going well. Bad newsoften reflectson someone's ability,
possibly the manager's, so no oneisin a hurry to break the news Upward
communicationfor control purposesis often delayed and distorted. Super-
visors and managersare told what they want to hear, or what subordinates
want them to hear — and only when they arein the mood to take it! Upward
communication can become distorted when the sender wants promotion.
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People are reluctant to take suggestions or complaintsto their bossesif it
means admitting to failure.

Traditionaly, management discouraged upward communication, but
modern organisations encourage it. This is achieved through participative
management, joint consultation, disputes procedures and empowerment.
The employment legidlation has put pressure on firms to make sure that
employees can express their grievances and get a sympathetic hearing.

Downward communication is used not only to give instructions and
explain strategies and objectives, but to give peopleinformation about their
progress, asin appraisal interviews, and to giveadvice, asin contacts between
head office specialistsand site personnel.

More firms are recognising the importance of keeping the workforce
informed about policiesand activities, although some companiesdon't even
tell their managers what is happening! However, it is widdy accepted that
employeesought to know about thefirm's background, objectivesand plans,
and should be kept up to date on their prospects. M ost peoplewant to know
how their work fitsin with the organisation'soverall goas, otherwisea sense
of isolation and alienation from the task can set in.

Communication with sub-contractors demands specia attention. Sub-
contract site personnel have responsibilitiesboth to their own company and
to the main contractor, so that lateral and downward communications
‘compete’ for priority. Thisis a problem in any task-force or matrix orga-
nisation and there is heavy reliance on contract documents to define the
dutiesand obligationsof the contractor and sub-contractor.

It isvital that good communicationsare established at the outset and that
contractor and sub-contractor have continual, direct contact throughout the
sub-contract period. Special problems arise with engineering services on
complex projects and main contractors sometimes have to appoint services
co-ordinatorsto liaise with services sub-contractors and consultants.

Why communication fails

Many organisational problems are caused by communication failure.
Breakdownsoccur because of faulty transmission and reception of messages
and because people put their own interpretation on what they see and hear.
And, of course, the computer is often blamed! Common causes of commu-
nication failure are given below.

Poor expression

The communi cator does not encode the message clearly because of difficulty
in self-expression, poor vocabulary, lack of sensitivity to the receiver or,
perhaps, nervousness.
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People often fail to speak and write directly and simply. Obscure and
redundant words clutter messages and hide their meanings. This problem
shows up clearly in many formal communications such as reports and
standard letters.

Overloading

Managers often give and receive too much information at once. This causes
confusion and misunderstanding. Research has shown that the amount of
information a person can cope with at one time is quite limited, especialy
when the subject matter is unfamiliar and severa communication channels
(spoken, written, graphical) are being used.

Poor choice of method

Peopledon't awaysstop to think how to get their messageacross. Sometimes
the spoken word is best, but what is said is usually quickly forgotten. The
written word is often preferred and it leaves a semi-permanent record. A
simplesketch may be clearer than a lot of words. The method must suit the
communication.

Digunctionand distortion

Sender and receiver may not share the same language, diaect, concepts,
experiences, attitudes and non-verbal behaviour. Non-verbal cues can have
different meanings in different cultures. A message can be misinterpreted
because receivers see it in terms of their own experiences, expectationsand
attitudes. Their outlook and what they think isimportant will influence how
they interpret the message.

Communicators may aso 'shape the message, sometimes unconscioudly,
to protect their own position or through lack of trust. People often edit
information when they fed their credibility is threatened.

Distance

Designersare separated from contractors, sitesfrom parent companies. This
limits face-to-face communication and non-verbal signals, like facia
expression, which help the communicator and receiver to judge each other's
responses.

Status differences

Peoplein relatively junior positionsmay find it difficult to communicatewith
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thosein more senior positions. The opposite can happen too. People may be
reluctant to report difficultiesor lack of progressto their managers, yet they
often like to be consulted and given the chanceto air their grievances.

Fedings

How a person fedls about a message or about the sender can distort or
overshadow its content. In face-to-face communication, the sender may be
able to detect this problem, often through the body language of the other
person. If a message is received unfavourably, a negative attitude may be
provokedin the sender and thisin turn affectsthe receiver. Positivefeedback
has the opposite effect. If peopleare aware of this problem, they can avoid
setting up a chain of negative reactions. People sometimes totally ignore
negative or critical communicationto protect their self-esteem.

Skilful managersrecognise that each communicationis more or less unique.
They judge the situation and use al their skills to ensure that people
understand what they aretryingto convey, acceptit and arewillingtoact onit.

) Communication methods

People communicate through language and pictures. Language is conveyed
through speech, writing and symbols; pictures are communicated by gra-
phica means, such as drawings and photographs. Managers seldom give
enough thought to choosing the best means for conveying an instruction,
ideaor pieceof information. Each method offersa range of options, but has
drawbacks as wdl as strengths. One, or a combination of, methods will
usualy providethe manager with the right vehiclefor conveying a message.

Spoken communication

Thiscan be direct, face-to-face conversation or an indirect telephonecall or
recorded message. Face-to-face communication is a powerful method,
athough many peopledo not useit skilfully. It takes several forms:

e Individual directives, such as awork instruction.
® One-to-onediscussions, asin staff appraisal.

e Manager to group, asin a briefing.
e Group discussions, asin site mestings.

Spoken communication needs careful planning, clear expression and the
ability to arouse the listener's interest and support.



76 The Practiced Congtruction Management

Meetings

With indirect conversation via telephoneor two-way radio, lack of non-
verbal feedback can cause problems. With recorded messages, the sender gets
no immediate feedback at all.

If the manager wantsto give the sameinformation orally to many people,
it usually pays to cal them together. But if the manger wants to gauge
individual reactionsor understanding, the group should be small.

Spoken communication leaves no permanent record. This encourages
people to speak morefredy, but they soon forget most of what they hear.

Organisationsuse meetingsto exchangeinformation, generateideas, discuss
problems and make decisions. Some meetings, like company annual general
meetings, are required by law.

Sitemeetingsare used to inform, co-ordinate, all ocate tasks, update plans
and check progress. They create commitment and enable people to get to
know and trust one another. They help people to understand one another's
viewpoints and problems. Problem-solving meetings have become more
common because the manager seldom has al the information and skills
needed to find a solution single-handed.

However, meetingscan fail. They can be so formal that timeiswasted on
rituals. They can be so casua that they lack direction and purpose. In
meetings, people seldom build on one another's ideas. Instead, they wait for
the chance to make their point, ignoring what was said earlier. They often
criticise and antagonise one another before ideas have been properly
debated.

A good chairperson avoids competing with the others, encourages every-
one to contribute, listens to what they say, keeps the group on course and
makes sure all ideas are considered.

However, chairpersons can unwittingly stifle creative suggestions and
discourage the positive thinking that is needed to throw up new idess. Also,
they are usudly senior employeesand have influenceoutside the meeting, so
people are careful what they say.

Some people bdieve that unchaired meetings are more productive, but
others claim that even a reasonably competent chairperson can increase the
valueof ameeting. He or she actsasaconciliator, controlling aggressiveand
defensive behaviour; and sums up, stating clearly the agreements and
decisionsreached.

Before calling a meeting, a manager should ask:

® |sthe meeting necessary?
e What will it achieve?
e How canit be effectively managed?
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These meetings, attended by members of the project team, are used to:

ensure that the contractor and other team members understand the
project requirements and have an opportunity to check contractual,
design and production detailsand ask for clarificationor information;
ensure that proper recordsare kept and contractual obligationsmet;
compare progress with targetsand agree on any corrective action;
discuss problems like delays or sub-standard work which may affect the
quality, safety, cost or timing of the project;

ensurethat contractors and sub-contractorsagree on action necessary to
meet their obligations;

check that changes are confirmed in writing and that work is recorded
and agreed.

Thedesigner, quantity surveyor and main contractor normally attend project
meetings, together with those consultants and sub-contractors involved at
each stage of the project. Normally, meetingsare held at regular intervals.

Site mestings

The main contractor will hold regular site meetings, some of which will be
attended by sub-contractorsand key suppliers. The designer may beinvited.
A meeting will often be used for severd purposes. These may include:

Internal control, to review progress, cost, safety and quality against
targetsand contractual commitments; to update plans.

Co-ordination, to ensure that the work of the main contractor and sub-
contractors is properly co-ordinated.

Problem-solving, to identify and discuss problems such as delays, mate-
rialsshortagesand labour difficulties,and to take action to remedy them.
Contract administration, to identify any information needed; to check
that proper records are being kept; to monitor the documentation and
agreement of variation orders.

Labour relations, to discuss problems relating to work methods, working
conditions, safety, incentives, etc.

Written communication

Written communicationsrangefrom a hand-written note on a scrap of paper
to aformal, word processed report. They can be transmitted manually or, as
isincreasingly the case, by electronic means using systemslikefax, E-mail or
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Reports

the Internet. Technology has madeit possible to transfer a written commu-
nication, in hard copy, to someone's desk the other side of the world, in
seconds.

Written communicationscan be carefully planned and leave a permanent
(or at least, semi-permanent) record. On the other hand, an effective written
message demands considerable skill and can take time to produce. Once
published, it is difficult to retract. People are therefore careful what they
write. Their readers can quickly see any contradictions when the messageis

on paper!

Therearemany kindsof report. On site, they givefeedback on costs, progress
and other aspectsof performance. At head office, they may precedea policy
decision or change of procedure, or smply give an account of something
happening in the organisation. Reports don't necessarily result in decisions
or action, but frequently do because they show a deviance from intended
standards or targets.

Businessreportscan beoral, but are usually written becausethey deal with
matters needing careful consideration. They are often supported by figures
and diagrams.

A good report is clear, accurate, concise and timely. It should:

@ contain everythingthe reader needsto know and nothing more;

o present the subject matter accurately and logically, giving sources of data,
where appropriate;

® make senseto anyoneintended to read it;

o clearly summarisethe key points, conclusionsand any recommendations.

Most reports are structured to help the reader obtain information easily. The
exact arrangement depends on the purpose and subject of the report, but
typicaly includesan introduction, the body of thereport and aterminal part.

Introduction

Thisstates the aims and terms of reference. It may explaintheformat of the
document and give an outline of the findings. A good introduction focuses
thereader's attention on the theme and purpose of thereport. Theremay bea
title page and contents page, depending on the length and formality of the
report.

Body of report
Thiscontains the subject matter and discussesthe data and findings. It need



Communication 79

not necessarily belengthy. Some of the best reports set out the main pointsin
short, crisp paragraphs. Sub-headings make the arrangement clearer, but
should be short and self-explanatory.

If the data are bulky, they should be put into appendicesat the end of the
report. This keeps the body of the report short and clear and readers need
only refer to the appendicesif details are needed.

Terminal part

This ranges from a Summary, if the report has smply gathered data, to a
lengthy Conclusionssection, if advice has been sought. Some reports contain
Recommendations, where stipulated in the terms of reference.

Busy managerswelcomebrevity and often rely on reading the summary or
conclusions of a report. The terminal part of the report should contain
nothing new, apart from any appendicesand, if necessary, referencesand an
index.

Plain talking and writing

Business communication is about getting information and ideas across to
people. So much information flowsthrough the organi sation nowadaysthat
neither manager nor team has time to waste on elaborate communications.
Messages must be put over as clearly and succinctly as possible.
Engineersmay wish to know that ‘transmissions containing formal gearing
require detergent lubricants of high viscosity range, but the fitter wants to
know whether to use green labdl ail in the lower gear box (Maude, 1977).
Writing and speaking skillshave been neglected. Few managersaretrained
in the use of languagebeyond their school-days. The following extractsfrom
construction publications show how much improvement is possible:

Drawingsare dl too rardy fully avalableat this sage o the proceedings, but
now is a good opportunity to initiate a comprehensive drawing register and
index. [27 wordg

The author was trying to say: 'Start a drawing register and index now, even
though somedrawingsaremissing." The main point comesacrossherein half
the words.

A building magazine reported:

Itisdifficult to gpproach the subject d the passble takeover and rehabilitation
o faled housingfrom the public sector by entrepreneursfrom the private sector
with any confidence, smply because there is not a Sngle case where this hes

actually happened. [42wordg
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In other words. 'As no private developer has ever taken over faled council
housing, it is difficult to comment'. (16 words)

Vague, genera words should be driven out in favour of ‘concrete’ words.
Key wordsshould be near the beginning, so that the receiver knowswhat the
messageis about.

Another building publication had thisto say:

The more optimistic among us might have expected that post-war housing,
taking advantage of new building techniques, would be less troubled by con-
densationand damp than pre-war housing. Unfortunately thereverseisthecase.
[34 words]

What the author meant was, 'Post-war houses have more condensation and
damp troublesthan pre-war housing, despite new techniques. (14 words)

Some might argue that the origina versions had more style. Harold Evans
(1972) cites Matthew Arnold's advice: 'Have something to say and say it as
clearly asyou can. That isthe only secret of style’ Oneof the beautiesof the
Englishlanguageisthat clarity, vigour and economy of wordscan go handin
hand.

Evans says that people should write positively, prune ruthlessly, and care
about the meanings of words. His adviceis given below.

Limit theideasin sentences

Sentences should communicate one idea. Short sentences make for clarity.
Too many compound sentences make the message heavy-going. The
following sentence contains too much information:

Three bricklayerswho between them had more than twenty years continuous
servicewith thecompany and who, until now, had given no causefor complaint,
were ordered off the site today by the angry supervisor, after two verbal
warnings and a written warning about their bad behaviour and poor work-
manship.

Bemoredirect

Use the active voice. "The manager caled a meeting' is more vigorous and
economical than the passive version: 'A meetingwascalled by the manager'.
A succession of passive sentences can ruin a communication.

Be positive. Make sentences assertive. 'The manager has abandoned the
new bonus scheme' is more effective than the negative statement: 'The
manager is not now going ahead with the new bonus scheme.

Evansarguesthat government officials, reportsand ministersare theworst
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perpetuators of the passive: ‘It was felt necessary in the circumstances; it
should perhaps be pointed out; it cannot be denied’, and so on.

Communicators should avoid double negatives. 'It is unlikely that annual
bonuseswill not be paid to site staff meansthat they probably will! Look at
theimprovement that is possible:

At its medting last month, the Board of Directors decided that it wes highly
unlikely that therewould be no deterioration of the housing market and that the
company could not be expected to maintain its present market share unless a
dragtic change dof policy was agreed by dl concerned. [50 wordg]

The Board of Directors warned at last month's meting that a dragtic policy
change is needed to maintain the company's workload in a dedining housing
market. [26 wordg]

Avoid monotony

Messages can become monotonous if the suggestions above are too rigidly
followed, but thereis plenty of scopefor variety. The structureand length of
sentencescan bevaried without losing vigour and directness. The function of
a sentence can be changed between statements, questions, exclamationsand
commands.

Avoid unnecessary words

Every word should earn its keep. If a word doesn't add something to a
message, it should beleft out. Redundant words waste the reader's time and
obscure meaning. Driving out abstract words often saves on length and aids
clarity. Abstract nouns likeissue, nature, circumstances and eventuality are
often mere padding:

In the circumgances, the plasterersshould be paid last week’s overtime, even
though the issue cannot be resolved to the entire satisfaction of the manager
because of thefaulty nature of their work. [33 wordg]

The plasterersshould be paid last week’s overtime, even though the manager is
il dissatisfied with their work. [18 words]

Economy has to be used intelligently, but writing with concrete words is
usually shorter and more interesting. As Harold Evans points out, words
stand for objects, ideas and fedlings. Failure to match words with objects
leads to vagueness.

Car parking facilities Car park
Adversedimatic conditions Bad weather
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The canteen has seating The canteen seats 80
accommodation for 80 people

Likewords, signs and symbolsalso stand for objectsand information. They
have become popular and important in communication. When they makeuse
of icons, as they often do, they become graphic communication.

Graphic and numerical communication

Written communicationcan be unsuitablewhen information is extensive or
complex. Text ceasesto be effective when:

o whole paragraphs have to be read before meaning can be understood;

e individua facts or numbers are difficult to single out from the mass of
data; or

® trendsare hard to identify and comparisonsdifficult to make.

In construction, there is heavy reliance on graphic and numerical commu-
nication, mostly as drawings, diagrams, schedules and charts. A single
drawingoften conveysagreat deal of informationin amuch clearer way than
would be possible using words aone. Drawings are very useful as long as
they are accurate, easy to understand and supplied at the right time. Bills of
quantities use numerica data linked with tightly structured text to give
condensed information. They are expected to fully and accurately describea
project. Bar-charts and network diagrams are good ways of presenting
informationwhichis partly numerical and partly written. They areavaluable
tool for management control.

These communication methods are not aways satisfactory. A designer's
drawing may be supplied late or may be unclear. Bills of gquantities don't
dwaysdescribethework asfully asthey should. Programmecharts are based
on approximate information and may not be kept up-to-date.

However, charts, tables and graphs are powerful methods of commun-
icating certain kindsof information. They are often regarded asan aid to text
communication, but can in fact do the main work of communicating (see
Fig.5.1). Tabulated information:

® makestheinformation clearer by presenting it in alogical way;
® communicatesmore concisely than would be possible usingwordsalone;
® makescomparisonsmuch easier, by arranging datain columnsand rows.

Graphic presentation is especidly useful for:

® highlighting key trends or factsin complex information;

® showing relationshipsand differences,
displaying information that can best be understood against some visual
scae.
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Proportion of fatalities caused by certain types of accident

50 (—
45 |: manufacturing
I:I construction

a5 i, 4 services
Falls from Hit by moving Trapped by Hitby a
a height object collapse or moving
overturn vehicle

Figure51 Example of graphic communication.

On the other hand, graphicinformation takestime to produceand can only
effectively show a limited amount of information at one time, without
causing confusion.

I nfor mation management

Communication is about moving information around and processing it in
various ways. Some of the information may be in the form of ideas or
expressions of fedings, but it still affects organisational performance.
Because communicationis the life-blood of an organisation, managers now
recognise that creating effective systemsfor managinginformation iscrucid
to their success. Information technology (1T), with its associated fields of
microglectronics and telecommunications, has revolutionised information
management (and therefore communication) in several ways, in particular

by:

® gspeeding up enormoudy the processing of information (collection,
collation, analysis, synthesis, presentation and transfer);
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e making available to organisations much more information about their
own performance, knowledge of their competitors, and data about other
external bodies, eventsand trends;

® improving management information systems through computer-based
systems, giving managers faster access to better information, leading to
more effective planning, decision-making and control.

It iseasy to decry I T as merely a tool of management, but it is much more
than that. I T does not smply improve communication, it performswork for
the organisation. For example, computer programs can simulate dozens of
project management decisions the manager might make, and present and
compare the outcomes. Such a task, performed in minutes or even seconds
using a PC, can produce results which might have taken the manager weeks
or monthsto achieve (if at all). Database technology can be used to manage
the large quantities of data generated on projects. Flowers (1996) describes
the operation of relational databases and shows how data can be structured
to give maximum benefit to the manager on a construction project.

Expert systems already exist, programs which perform tasks using artifi-
cid intelligence to simulate human expertise. These systems can make
diagnosesand judgements, copewith unreliableand unclear information and
handle probahilities(it ssemsasif...") and possibilities. Developmentsin I T
are so far-reaching, they will require managersto rethink words like infor-
mation and system, and perhaps even the concept of management itself
(Harry, 1995).

Theimplementationof computer-based management information systems
can create problems, typicdly:

o Negative attitudes to change. Many employees resent having their tried
and tested routines overturned.

® Lack of employee commitment. Employees have not been consulted or
involved in the design of the new system.

® Disruption of organisation structure. The system disrupts established
departmental boundaries.

® Disruption of informal communications. New systems alter communica
tion patterns and destroy the informal networkswhich existed.

I n addition, somecommunications,at amore personal level, dependfor their
effectivenesson face-to-face contact and body language, vital to the richness
and success of interaction. Here, €lectronic communication remains inade-
quate.

Management information systems create new posts, including the chief
information officer (or MIS manager), whose roles include change agent,
overseeing the design, introduction and monitoring of MIS and its
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surrounding technologies; and 'human link' with senior management. Unlike
conventional data processing managers, who concentrate on the day-to-day
tasksof their departments, M IS managersfocuson planningand devel oping
creative solutionsto the organisation's changinginformation needs.

In thefuture, it s;emsthat self-managingcomputersand robots will learn
about the organisation and its activities, teach themsalvesto perform tasks,
repair and update themselves as situations change and, of course, commu-
nicate with and learn from one another.

Communication breaks down in organisations because peopl€e's interests,
perceptions and viewpointsdiffer. Peoplefail to see how their work affects
others and their communicationskills are often weak. Senior managershave
the job of developinga communication network to suit the size of the firm,
the projectsit undertakesand the peopleinvolved.

Managersmust help employeesto improve their communicationskillsand
encourage two-way communication within their groups, making time to
listen to, and understand, what people say. The time will be well spent.

Informal communication channels are important but are sometimes
suppressed. They must be encouraged. They supplement rather than replace
formal channels, which can beinadequate on their own. However, managers
must use judgement where channels are contractually prescribed.

Communication should beas direct as possible, without too many linksin
between the sender and the person who must act on the message. Thisis
especidly important in large organisations, where neglect of lateral rela-
tionships between people of similar rank creates problems. In construction,
thesitemanager islargely isolated from other site managerswho havesimilar
problems and from the specialistswho provide expertise. Opportunities for
the exchange of ideas and information are restricted.

Good communicationand willing co-operation are inseparable. Managers
who stress the technical side of their jobs often fail to recognise that people
may be suspiciousof their motives and may misunderstand or distort what
they say. Senditivity and positive attitudes to people are vital to successful
communication.

Revolutionary changes have taken place in organisational communica-
tion, with the development of the technologies associated with microelec-
tronicsand telecommunications. Information is now available to managers
and other employees faster, more reliably and in larger quantitiesthan ever
before. Information now has to be systematically managed and information
networks carefully designed and monitored. Communicationscan pass at
lightning speed around and among organisations and between individuals
anywherein the world.
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The information technologies are influencing much more than the flow,
speed and rdiability of information; they are making a major impact on
planning, decision-making and control. When coupled with developments
likeartificial intelligence, computer-based management information systems
can take over parts of the management processitself, even at strategiclevd.



Chapter 6
Human Performance

People and wark

People have mixed fedlings about work. To someit is liberation, to others

davery. Inindustrial societies, much of thework consistsof ready-madejobs.

Many of themdon't offer much scopefor individual expressionor fulfilment.

Y et, work is undeniably important. Robert Kahn and his colleagues asked
! nationwidesamplesof American workersthe same question over a period of
more than 25 years:

If you wereto get enough money to liveascomfortably asyou'd likefor the rest
of your life, would you continue to work?

The answer did not change very much. About three-quarters of employed
men and the majority of employed women said they would carry on working
evenif they didn't need a wage. Seventy per cent of all workerssurveyed said
they have met someof their best friends at work. Even the small number of
people who would give up work if they could afford to, mentioned their co-
workers when asked what they would miss most. The majority who would
carry on working pointed out that having a job keepsthem from being bored
and givesdirection to their lives (Kahn, 1981).

Kahn defines work as human activity that produces something of recog-
nised vaue. All eementsof thisdefinition areimportant to theworker's well-
being:

® Theactivity itsdlf.
® The experience of making something.
e Thefact that the activity or product isvalued by theworker or by others.

One of the problems of industrial work isthat one or more of these elements
is often poorly provided for.

For many peoplein an industrial society, there is no alternative to paid
employment; nothing to replaceit for providing activity, meaning, reward
and social status. Theindustrialisation of society has reduced many people's
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jobsto merdy makingaliving. For them, work isjust ameansto an end. But
for most people, having a job means much more than just earning a wage.
They want to work, evenif they don't needto. They might not do thejob they
do now, but they want work of some sort.

Many features of work are important. It can create dependence or
autonomy, danger or safety, isolation or belonging, monotony or variety.
The socia reformer, Gandhi, argued that the object of work is less the
making of thingsthan the making of people. Work brings people together to
co-operate, in direct contact with materials, giving them knowledge of those
materials, engaging the whole person, mind and body. Work gives peoplea
sense of belongingto society, of having something positiveto do, of havinga
purposein life.

Of course, work is not theonly way in which people satisfy needs. And too
much work can be as unsatisfactory as too little. The way in which work
meets people's needs varies. In particular, different occupations satisfy dif-
ferent needs. Senior contracts managers may achieve status and power
through their jobs, stedfixers may not. However, steelfixers may get satis-
faction from making something with their hands, whilst contracts managers
sit at their desksworrying about the pilesof paperwork. Some peoplesatisfy
most of their needs through work. Their jobs become a main life interest.
Others mainly satisfy their needs outside the workplace. For them, paid
employment isa meansto an end.

Employee performance

Within any group of people performing the same job, somewill do it better
than others. Thisappliesto all employees, whether operativesor managers,
engineersor clerks. One reasonis that the better workersare more skilled or
more experienced. They have more ability. Another explanation is that the
high performersare willing to work harder. They have more motivation.

Other factors affect job performancetoo (see Fig. 6.1). Employees must
have a clear idea of what the job requirements are - role clarity. Mis-
understandingsabout what they should or should not be doing can lead to
wasted effort and poor performance, even if the employees are able and
highly motivated.

Employees personalitiescan also have a bearing on performance. If their
charactersareill-suitedto their jobs, they will not be so successful. Managers
whosejobsinvolveco-operatingwith peopleand influencingtheir behaviour,
are unlikely to be successful if they are arrogant, intolerant or poor listeners.

Performancecan suffer if any factor isweak. The most ableemployeeswill
not work wdl if their motivationislow. The most highly motivated workers
will not be a success, if they lack the skillsor personality needed for the job.
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Figure 6.1 Factorsaffecting human performance.

A great deal has been written about improving workers motivation with a
view to finding out how to get the best out of employees- including man-
agersthemsalves! But human performancedependson many other variables,
including the task and theindividud's leve of aertness, anxiety and fatigue.

In most tasks, people set themsalves standards which they are content to
achieve. Often they don't exceed these targets, even though they are capable
of doingso. Thelevd individualsset for acceptable performancedependson
the situation, and on their past successesand failures. It is not dways pos-
sible to predict how successes or failures will affect peopl€'s future perfor-
mance, but psychological experiments have suggested that successful
performanceleads to an increasein the standards employees set themselves,
whilst failureleadsto a decrease. However, there are exceptionsto this. For
instance, continued success may eventually lead to boredom and an unwill-
ingness to expend further effort.

Many psychologica experiments have shown that performance is influ-
enced by peopl€'s expectations. For instance, in one well-known experiment,
C. A. Mace improved subjects performanceat an aiming task by adding
more concentric rings around a bulls-eye, making a previously good score
look mediocre.

People work closer to their capabilities when givenfeedback comparing
their performance with other peoples, or with their own earlier achieve-
ments. Objective criteria for measuring performance are needed to achieve
this.

For many operative and clerica tasks in construction, measurement is
fairly straightforwardand isrelied on in management control, estimating and
bonusing. The performanceof technical and managerial work islesseasy to
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Feadback

measure because there are so many variables. We can say that one task is
harder than another, but wecannot always say how much harder. We can see
that a manager's performancehas improved, but cannot say by how much.
Human performancepartly depends on skills. People devel op hundreds of
skills during their lives, including highly developed skills for listening,
observing, understanding and dealing with socia situations. Some skills are
used so often and so naturally that peopledon't recognisethemasskillsat all.
People are very versatile at developing skills for coping with life, but their
capacitiesare not unlimited. Therate at which skillsarelearned and thelevel
of performance finally achieved depend on the body's musculature and
nervous system, as well as on the tasks themselves (Fitts and Posner, 1973).
Skilled performance depends on organisation, awareness of a goal, and
feedback. But even awell-organised sequenceof activitiesdirected towardsa
specific objectiveis not enough, if theindividual receives no feedback.

There are two kinds of feedback. Intrinsic feedback comes from the indivi-
dual's own senses. Extrinsicfeedback comesfrom other people. Both provide
the individual with information and, if used properly, can enhance motiva-
tion. Feedback can serve as a reward, providing strong motivation to con-
tinueatask, becauseit givesinformation about progresstowardsagoa. For
this reason, feedback is important for both effective performance and
learning. Its importance may not be recognised until it is missng and
performance has declined as a resullt.

Intrinsic feedback

Normally, intrinsic feedback is automatically present and is immediate. In
construction, the operative receives constant feedback from sensationslike
pressure, vibration, noise and movement. Seeing is an important source of
feedback in many tasks.

Sometimes part of the feedback is missing. For example, operatives
working in noisy surroundingscannot hear the sounds made by their tools.
This can disrupt their performance. Similarly, if operatives working in
cramped, poorly-lit conditions cannot see what they are doing, their speed
and efficiency will beimpaired.

Gould (1965) conducted an experiment in which subjects were able to
watch themselveson a monitor asthey performed atask. Sdectively blocking
out parts of theintrinsi cfeedback (by excludingthem from the pictureon the
screen) dwaysimpaired performance, although the subjectsdid dowly adjust
to the lack of feedback. Other experimenters have reached similar conclu-
sions. It ssems that:
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o performance is disrupted when any part of feedback is eiminated or
distorted;

o when feedback is missing, performance improveswith practice, but only
up to a point;

® people carrying out a task without proper feedback seldom perform as
well as people receiving adequate feedback.

Managers should be aware of the importance of intrinsic feedback, the lack
of which may serioudly disrupt speed and quality of people's work. People
adjust to lack of feedback in the sameway that they learn new sKills, but they
rarely achieve their full potential.

Extrinsic feedback

Feedback from othersis very important and can providestrong motivation,
leading to high performance leves. If this feedback is augmented from
another source, its valueisincreased. For instance, Smode (1958) gave two
groupsthesametask. One group was given a feedback report after each trial.
The other received areport and adisplay of their cumulativescore. From the
outset, the group receiving the extra feedback performed much better and
continued to do so, even when conditionsreturned to normal.

One of the problemswith extrinsic feedback isthat it is often delayed; the
busy manager forgets to tell an employee how well he/she is doing; bonus
paymentsare received a week after the work was done. Thisfeedback 1ag' is
most serious when theindividual moveson from onetask to another, so that
feedback is received whenit istoo late to influence behaviour at that task. If
theindividual is carrying out similar tasks over a long period, the feedback
lag isless serious.

Ability and sKills

It isquitecommonly believed that some peopleare inherently more ablethan
others. Psychologists increasingly think that ability depends more on
matching people to tasks and giving them proper training, than on any
inherent factor. An individua's ability in a particular task is affected by
many factors, of which oneof themost important istheleve of skill attained.

Understanding the stagesin the acquisitionof skills can help the manager
to:

® devisesuitabletraining programmesand job experiencesfor new recruits
and less skilled employees; and
® monitor their progress as they acquire Kills.
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The stages of skill development, although not necessarily sequential, are
summarised by Taylor, Sluckin et al. (1982) as:

® Plan formation. New skills are built on to existing skills, which are
numerous. Before people can modify or extend their existing skills, they
need a plan of action. They need to understand thetask they arelearning
and its purpose.

® Perceptual organisation. The learner begins to sort out the important
information from the less important, recognising patterns in incoming
information, e.g. A isusualy followed by B, rarely by C and never by D.

® Economy of action. The unskilled operator has to work harder than the
skilled one. The apparent effortlessnessof the skilled worker comesfrom
knowing when to act or respond.

® Timing. Thisis an important feature of skilled behaviour and often the
last to belearned. Skilled workers become expert at timing their actions
and thisisthefirst aspect of skill to belost under stressful conditions.

® Automatic execution. The elements of the skilled behaviour become so
automatic that many of them are performed unconsciously and the
operator can work whilst thinking about other things.

L earning does not stop here. Fitts and Posner and others have shown how
skill continues to improve until limited by the age of the operator or the
congtraints of the task. To maintain automatic performance, especialy in
complex tasks, regular practiceis needed. Thiswould apply to drivingalarge
crane or excavator. Operators may think their performanceremainsat peak,
but what deterioratesis their ability to copewith incominginformation. The
lesspractised operator islessableto respond effectively when the demandsof
the task suddenly increase, asin an emergency.

Performance and stress

Stresscan be defined as the demandsthat a task and the environment make
on an individual. The structural engineer uses the term in a similar way to
describe the demands made on materials.

It has been found that people perform best under intermediate stress. If al
the demands of the task and environment are removed, the individua
becomes bored, less alert and may even fall adeep! Hopefully, thiswill not
happen too often on site. When the work is too demanding or working
conditions are very unfavourable, people also perform poorly.

People can copewith arangeof physical conditionsand can tolerate wide
variations in temperature, lighting, noise, ventilation and humidity. But
extreme physical and social conditions are stressful.

When the job demands and working conditions are reasonable, the
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employeeismost likely to find thework stimul atingand challenging, and will
put in maximum effort.
People react to excessve stressin various ways.

® They work faster. They act without weighing up all the available infor-
mation and alow more errors to happen.

® They work out priorities. They filter incoming information, discard some
or st it asidefor later attention, delegate sometasksto subordinatesand
concentrate on the important ones themselves. Many people work fairly
effectively in thisway. Managers often have to.

® They put all work in a queue. Jobs, important or trivial, just wait in line.
Thisevensout theindividual'sworkload, but causesdelays. Somedelays
lead to costly mistakes, but others may be productive. In some tasks,
human performanceimproves if information has been absorbed before
being acted on.

® They stop working. Under extreme pressure, people cannot carry on.
Taking a break may seem undesirablein the short-term, but can lead to
better performancelater on.

The causes of stress do not necessarily have a cumulative effect. Stress
involves many factors which interact in various ways. For example, if
someoneisdoing a job whichinvolvesreading, asmall amount of extraneous
conversation will be more disruptive than aloud mechanica noise. Lack of
deep producesalow leve of arousal, but loud noise increasesit. So, a noisy
workplace would offset tiredness.

Optimal stress

It isnot easy to specify an optimum levd of stress. Its effectscan changeasa
task progresses. Normally, moderate levels of stress produce the best
performance, so a demandingtask should be counterbalanced by favourable
environmental conditions, and vice versa. Taking to fellow workers or
listening to the radio can make the performance of a routine task more
efficient, but would hamper a demanding task which needed concentration
(Fittsand Posner).

Alertness and fatigue

Alertness drops when an employee has been doing a job for too long under
low stress conditions. Tasks which need vigilance, as in checking a hill of
quantities for errors, usualy result in a steady fall in alertnessand perfor-
mance. Tasksof thiskind are becoming morecommon, asroutine operations
become automated.
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Anxiety

A typical task in which fatigue occursis mechanical excavation, wherethe
driver is continually adjusting controls in the cab. At first, performance
improves as the operator adapts to siteconditions. But efficiency declinesif
the task goes on for too long. The continual demandsof this'tracking' task
cause fatigue and loss of attention. The longer the task goes on without a
break, the more the worker makes mistakes. Performancecan be improved
by adding variety to thework, using frequent rest pausesand giving feedback
on performance.

People respond to excessve stress in different ways. It has been cited as a
contributory factor in heart disease, cancer and stomach ulcers. Often,
however, the reaction is smply anxiety or anger. As with stress, a moderate
amount of anxiety can improve performance, but too little or too much is
usualy counterproductive.

People becometoo anxiousif thejob they aregivenistoo hard. Employees
need to be given goals which are challenging but attainable, and should be
encouraged to organise their work more efficiently. Anxiety caused by
personal problems can interfere with an employee's ability to concentrate.
Thismay be harder to remedy.

Stress and its management

Many factors beyond the task and working conditionsalso act as stressors.
What an employee finds stressful dependson his or her characteristics, the
situation and theinteraction between the two (Payne, Fineman and Jackson,
1982). Research by Arsenault and Dolan (1983) also suggests a contingency
theory of job stress. For an introduction to potential sources of stress, see
Cooper (1978, 1984).

Much effort has gone into suggesting ways of managing stress at work.
Methods of stress management training include muscle relaxation, biofeed-
back and meditation. Murphy (1984) suggests that these can be cost-
effective, but must take account of sources of stress at the organisational,
ergonomic, group and individual levels. He points out that while stress fac-
tors cannot be designed out of some jobs, work environment and organisa-
tional factors can be modified, through organisational change, job
enrichment and job redesign. Murphy sees stress management methodsas a
useful support to these techniques, but not as a substitute. The organisation
must still tackle the causes of excessve stress. Whilst some people doubt
whether techniques like job enrichment can increase productivity, it seems
that they can help to reduce stress.
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I nformation technology

One of the technologies which is having an increasing effect on employee
performanceis information technology. I T is changing work practices and
hence employees attitudes towards work. It is changing the nature and
content of individua jobs and work groups; the tasks of supervision and
management; and the hierarchical structure of work roles.

On the positiveside, this'new work' (asit has sometimes been dubbéd in
the 1990s) may offer more employees work which is less repetitive, less
boring; tasks which empower them and involve them in constant learning;
roles which regquire them to do more problem-solving, decision-making,
innovation and other higher-order thinking.

M otivation

Miller (1966) and others point out that what constitutesmotivated behaviour
is very diverse. Its study encompasses biochemistry, sociology, psychology
and anthropology, to name just afew.

There have been numerous attempts to explain motivation and the
boundaries between approachesare not clear cut. Few theories embrace the
full complexity of motivation. Instead, they provide partial explanations of
motivated behaviour and offer the manager sketchy advice about how to
influence the process.

Even in psychology, many kinds of explanations have been put forward,
some-more plausibleand useful than others. A contingency approach seems
most appropriate — what motivatesone person will not necessarily motivate
another. For each individual, what motivatesdependson the circumstances
and how the person perceivesthem.

Although sometheoriesare more soundly constructed than others, thereis
no single theory which explainsall motivated behaviour. Most introductory
psychology booksexpand on someor all theideasmentioned below, but vary
in the way they categorise them.

Approachesto mativation
Needsand drives

Drive-reductiontheory

Hull's theory (1943) was built on by Mowrer (1950). People have a range of
primary biological needs, e.g. hunger, thirst. These activate primary drives
such as searching for food. Anxiety, caused by the fear of being unable to
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satisfy primary needs, isaso motivating. Thisanxiety drives peopleto strive
for success, power, social approval and money. Mowrer maintains that the
need for security keeps most peoplein their jobs.

For many reasons, most psychologists are disenchanted with drive-
reduction theory.

Self theory

Snyder and Williams (1982) claim that people have a basic heed to maintain
or enhance their sdlf-image. They suggest that this theory could provide a
unifying themefor arange of cognitivetheoriesof motivationand bea useful
addition to operant conditioning theory (see below).

Other needs theories

Thereare numerousneedstheories. Some, suchasMurray's (1938), list about
20 needs. Otherslist afew arranged in a hierarchy. Maslow’s hierarchy (1954)
is perhaps the best known to managers.

Maslow claimsthat needsoperatein a kind of hierarchy, wherereasonable
gratification of one leve triggers the next level to operate. These needs
include basicnecessitieslikefood, clothingand shelter, whichlead to physica
well-being and security. Then there are higher needs, like affection, respect
and sdf-fulfilment, which are said to be triggered when the basic needs are
reasonably well catered for.

At first glance, the idea seems plausible. People will not be interested in
gaining one another's respect, if they are starving to death. They will be
motivated by the need to obtain food.

Managers should certainly be aware that for any individual, some needs
will be prepotent at certain times. Despite its appeal to many managers,
Maslow’s theory has been heavily criticised.

Some needs theories mention only single items, such as the need for
affiliation (Schachter, 1959), achievement (McClelland, 1961), and compe-
tence (White, 1959).

Cognitive theories

These relate motivation to cognitive processeslike thinking, perception and
memory. They include the following.

Cognitive consistency theories

M otivation depends on how theindividua perceivesthe world. An example
is Korman's theory (1974), which argues that an individual is motivated to
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behave in ways consistent with his or her saf-image. Festinger's cognitive
dissonance theory (1957) is another well-known example.

Expectancy theories

Examplesare Vroom (1964); Porter and Lawler (1968). Motivationisseen as
a joint function of expectancy — a bdief regarding the probability that a
particular course of action will lead to a particular outcome- and valence -
the value an individua attaches to each probable outcome. If the most
probable outcomeis highly valued, motivation will be high; if thelikelihood
of achievingthe most valued goal islow or if the most probable outcomeis
not highly valued, motivation will be low. Expectancy theories assume that
people always make rational choices, but the evidence throwsdoubt on this
(Wason, 1978 and others).

I nstrumental conditioning

The theory of instrumental conditioning looks at the relationship between
performanceand rewards. The general assumptionis that people will work
harder if rewarded for their efforts (B. F. Skinner, 1953). The reward, and
hencethemotivation, isextrinsic to thetask. Skinnerfound that if arewardis
given when peoplebehavein acertain way, they are morelikely to repeat that
action. There is solid evidence to support this.

To establish a desired level of behaviour, managers must reward
improvementsin performance, until eventually they reward only behaviour
which closely approximates to the desired behaviour, and finaly only the
behaviour itsdlf. Rewards should be given regularly until the desired beha-
viour is well-established. Idedlly, the reward should follow the desired
behaviour fairly soon.

A rewardisanything valued by theindividual . Some peopleprefer tangible
rewards, others a word of praiseor hint of promotion (Higginsand Archer,
1968). Moreover, what theindividua regardsas rewarding variesover time.

Even if employees don't want a monetary reward, money can be moti-
vating if it helpsthem buy the rewardsthey do want. In thisrole, money acts
as a secondary reinforcer.

What Skinner found out about the repetition of rewards is not widely
known among managers. First, he noted that if the performing/rewarding
sequence is repeated regularly after the desired behaviour is established,
thereis a gradual declinein performance. But rewards given unpredictably
lead to continued motivation to repeat the task. Thisis how gamblers are
rewarded; they do not know when they are going to win and they do not
dwayswin.

Second, Skinner noted that when a person's behaviourisignored, thereisa
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tendency for it not to be repeated. Thus, the absenceof a suitablerewardcan
cause performanceto decline, unless something dse takesits place.

Reward systems often have unpleasant connotations, implying that some
controlling person offersrewardsto somelessinfluential person. I n practice,
extrinsic motivation operates continuously in al aspects of human relations
and isatwo-way process. Construction managersand workersreward, or fail
to reward, one another al thetime (Fryer and Fryer, 1980).

Intrinsic motivation

Even when rewards are absent, people often work at a task for no other
reason than the pleasure of doing it. Motivation is derived from the task
itself. Such a task is said to be intrinsically motivating. Bruner (1966)
identifiesthree reasons for this.

Curiosity

We become curious about atask when it is unclear, uncertain or unfinished.
Our attention is maintained until the problem is solved. Operatives are
motivatedin thisway when they have an unusual construction detail to work
out. But motivation of thissort will only be sustained if employeesare given
taskswhich aredlightly different from, or alittleharder than, thosethey have
done before. If a task is too easy, employees become bored. If it is too dif-
ficult, they becomefrustrated. Either way, motivation suffers.

Setting challenging tasks for subordinates demandsingenuity and imagi-
nation on the part of the manager. Fortunately, construction work is often
more varied and interesting than mass production and processing work,
because projects are quite challenging and diverse. The manager must ook
for opportunitiesto restructuretasksto provide peoplewith achalenge. The
scope for this may be limited by outside constraints, such as rigid job
specifications and job demarcations agreed with the unions. Overcoming
such problems may require help from senior managersin the firm.

Sense of competence

It seems that most employees are motivated by a need to become more
competent. Bruner arguesthat unless people becomecompetentat ajob, they
will find it difficult to stay interested in it. To achieve this sense of compe-
tence, employees must have some measure of how wel they are doing. This
relies on having a clear target and some feedback on performance. A vague
task, stretchingfar into thefuture, offerslittle scopefor measuringprogress.
Its effect on motivation will be small.

The need for competence may vary with age, sex and background, and
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managers must be sengtive to individual differences if they are to provide
opportunities for competence needs to be met. Construction managers
recognise the need to treat their subordinates as individuals(Fryer, 1979a),
but may not recognise how much their needs differ.

Employees often have competence modds — individuals with whom they
work, whose respect they seek and whose standards they wish to make their
own. They identify with such model seven when thelatter are not in positions
of authority — hence the success of many informal group leaders. Peopleare
very loyal to their competence models.

The need to co-operate

Many people need to respondto others and work together towardscommon
objectives. They satisfy thisneed in different ways. Someare natural leaders
whilst others contribute to the group by offering helpful suggestions, by
evaluatingideas or smply by doing what is asked of them.

Managersmust betolerant and flexible; it isin cultivatingthesevaried but
interlockingrolesthat they help their subordinatesto get a sense of working
together. If individuals can see how they contribute to their team's effec-
tiveness, they are likely to become more motivated. Construction work is
often organised so that it is carried out by small gangs. Tasks like brick-
laying, which often depend on co-operation, will encourage motivation, if
properly managed.

Goal-setting theory

Developed initially by Edwin Locke in the 1960s, goal theory argues that
performance in amost any work activity can be improved if clear goas or
targetsare set in relation to specific tasks, the employee acceptsthose godls,
and performance of the task can be measured and controlled. Cooper (1995)
says that extensive research into the effect of goal-setting on performance
shows that:

@ Difficult goaslead to higher performance than moderate or easy goals.

o Specific, difficult goals are more effective than vague, broad goals.

o Feedback about the person's goal -directed behaviouris necessary if goal-
setting isto work.

® Employees need to be committed to achievingthe goals.

Bruner argued that if tasks are too difficult, there is an adverse effect on
motivation. Locke made a similar point; employees will not be motivated if
they don't possess — and know they don't possess — the skills needed to
achieveagoal. But of courselack of skillsisnot the only reason atask may be
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too hard. Some of the obstaclesmay be beyond the employee's control. The
manager must ensure that such obstaclescan be resolved and that targetsare
thereforefeasible.

L ocke has suggested that goal-setting should be viewed as a motivational
technique rather than a motivation theory.

Motivation and job satisfaction

Thereisawidely held view that if peopleare satisfiedwith their jobs, they will
be motivated to work harder. However, it is difficult to draw a distinction
between satisfaction, rewards and needs. Many rewards are sources of
satisfaction, in the sense that they satisfy needs.

Researchershave put alot of effort into showing that job satisfactionand
motivation are correlated, but the evidencedoes not support this. Moreover,
it has been difficult to separate causeand effect. Effective performancecould
lead to job satisfaction, rather than be the result of it. Also, removing the
causes of dissatisfactiondoes not automatically lead to satisfaction!

It does seem that unconditional rewards — fringe benefits not directly
related to performance — do help thefirmattract and hold employees. They
can thereforecontribute to productivity by reducing absenteeismand labour
turnover. But it seems very doubtful whether they lead to increased
motivation.

Financial incentives

Financial rewards are based on instrumental conditioning. The construction
industry introduced financial incentives after World War II to improve
productivity. They havegenerdly not worked well, because of the complexity
of motivation and even of reinforcement (see instrumental conditioning,
above). They are still widespread because most managers have not appre-
ciated how complex motivation really is. Moreover, bonus schemes are
'vishle and are relatively easy to operate. Agreements about financial
incentives have been reached by employersand unions over many yearsand
these are formally written into working rule agreements.

For an incentive scheme to work even reasonably well, the following
conditionsmust be observed:

e Simplicity. Operatives must be able to calculate or check their bonus
earnings.

® Honesty. The scheme must be seen to befair.

® Agreement. The terms must be fully accepted by workers and manage-
ment.

® Targets. These must be reasonably attainable.
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® Sizeof task. Bonusshould bebased on small parcel sof work, enablingthe
operativeto assess progress and bonusearned.

® Group size. Bonus should be related to individual effort (although, in
practice, rewarding asmall group can be effectiveand can encourageco-
operation).

® Availability of work. There must be adequate bonusablework available,
so that operatives are not prevented from earning bonus.

® Payments. These should be regular and prompt (although thisis more
likely to keep operatives happy than maintain their performance).

® Scope of scheme. As many tasks as possibleshould be bonusable.

For adiscussion of the types of incentivescheme and their implementation,
see Harris and McCaffer (1995).

Sub-contractors

Site managers are concerned with the motivation of two distinct groups —
direct labour and sub-contract labour. Whilst they havedirect influenceand
control over their own labour, sub-contractorspose a different problem.

The manager, having no direct authority over sub-contract operatives,
must identify waysof supporting the sub-contractor's own effortsto get high
performancelevels.

A great deal can be done to support sub-contractors site personnel.
Although managers do not dictate the rewards to sub-contractors, the
attention they give to target setting, planning and co-ordination can create
better prospectsfor sub-contract staff to achieve their goals. Construction
managers can do much to provide favourable conditions for sub-contract
performance, but their efforts will be of little vaue unless the sub-
contractor's own management is making an effort too.

Job design

Job designis about improving motivation and performance at work. Some
peoplethought machineswould help, by automating dull, monotonous work
out of existence. But the replacement of human energy by machines has
created problems too. It has encouraged specialisation and the deskilling of
many jobs, making it hard to provide varied, interesting (and henceintrin-
scaly motivating) work. We have paid a price for our technical progress.
Some would argue that the price has been too high. What can be done to
make work more meaningful ?Severa techniques have been tried.
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Job enlargement

Thisinvolves making a job more interesting or challenging by widening the
range of tasks. Normally the extra work is no more difficult. The challenge
comes from the greater variety of tasks the worker handles. Monotony is
reduced because each task is repeated less often.

Work can be restructured in this way for humanitarian reasons, but the
underlying purpose is to improve performance. Individuals may seeit as a
management ploy to get more work out of them for the same pay.

I'n construction, job enlargement would certainly involve removing some
trade demarcations. This could create problems, but would lead to more
flexible use of employees. The gain in termsof human satisfaction might not
begreat. Many of the moreskilled construction jobsalready offer variety and
interest.

Job enrichment

Ergonomics

Sometimescalled vertical job enlargement, thisallowsworkersto take more
responsibilityfor their work. Thiscould includequality control and decisions
about work methods and sequencing. The autonomous work group or self-
managed team is an extension of thisidea.

Whether job enrichment succeedsis hard to evaluate. There is some evi-
dence that workers are more satisfied, but production levelsare not aways
higher. The aim is to promote productivity by providing challenging jobs.
Onedifficultyisthat if peopleare given more responsibility, their bosseswill
haveless. Theeffectsof job enrichment on higher management levelsmust be
considered, although there is often scope for senior staff to turn their
attention to strategic problems, which might otherwise be neglected.

Some people may not want their jobs enriched or may not be able to cope
with the responsibility. Extra training may be needed and this cost must be
set against the benefits. Quality of work may improve when jobs areenriched
and this must also be taken into account.

This involves an interdisciplinary approach to work, using knowledge of
anatomy, physiology and psychology. It is used to design better workplaces
and to improve machine layouts and controls. Its main aim is to improve
efficiency rather than job satisfaction, but designing jobs to suit people can
help to increase satisfaction and reducefrustration. Thiswill not be achieved
if the purpose of the exerciseis only to achieve efficient and cost-effective
production. To maximise productivity and satisfaction, there must be a
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trade-off between technical efficiency and the employees wel-being. In
ergonomics, human satisfaction should be a key consideration.

A rather more straightforward way of enlarging peopl€e's jobs is to move
them around the business. This can widen the range of their work, creating
interest and motivation, but its vadue may be short-lived if they see it as
movingfrom one boringjob to another. It isaso costly to move peoplefrom
jobs they are good at to jobs they are unfamiliar with. It can lead to union
demarcation problems and, unless the tasks involved are well-designed and
interesting, it isunlikely to lead to a substantial changein workers attitudes
to their jobs.

There is scope for varying the length and timing of job rotation and
making it voluntary rather than compulsory. This may make it more
attractive, but too much rotation can cause confusion, breaking down the
task and social bondswhich exist within the organisation.

Job rotation has another function- in staff development. In astudy by the
writer, construction managers said they vaued job rotation as a way of
developing managers (Fryer, 1977, 1979b).

Human performanceis complex and difficult to control. Whether or not an
individual works hard or works effectively dependson many diversefactors,
such as Kills, age, personality, past experienceand motivation. The type of
task, developmentsin technology, the job design, the feedback given and the
organisational setting are aso important. Moreover, al these variables
interact with one another.

Stress affects performance, but not necessarily in a negative way. People
often work best under moderate levels of stress.

Motivation is extremely complex. It ssemsthat an individua's motivation
depends on factors intrinsic to the task and on extrinsic rewards that the
individual values. However, people are different and what motivates one
person will not necessarily motivate another.

There is no simple relationship between job satisfaction, motivation and
performance. Indeed, some evidence shows that poorly motivated people
performing badly can be more satisfied than highly motivated workersdoing
good work.

To improve performance, managers must be aware of al the variables
involved and take a contingency approach, recognising that what will work
in one situation may not work in another.



Chapter 7
Individual and Group Behaviour

Personality and individual behaviour

The manager needs to understand what affects people's behaviour and
performanceat work: why people are sometimes hard working, lazy, trust-
ing, miserable or content.

This behaviour is partly determined by personality, the set of character-
istics by which we recognise a person's uniqueness. These characteristicsare
relatively enduring, but aspects of an individua's personality may change as
aresult of experience or circumstances.

Wetend to label peopleastypes- friendly, hostile, domineering, shy, etc. —
because they have a genera dispositiontowards certain kinds of behaviour.
But in fact they behave quite differently in different situations. This is
because their behaviour is affected by interaction with others and by the
setting. Interestingly, people tend to describe their own behaviour in situa-
tional terms, but label othersin terms of their personality.

Although some peopleare morerigid than others, most psychol ogistsnow
agreethat personalityis not a fixed set of attributes. They see personality as
dynamic rather than static. It depends partly on inherited factors, but is
heavily influenced by the individual's experiences.

Individualsand groups

There are a so organisational factors which influencethe individual's behav-
iour — the structure of jobs, the tasks performed and the group to which the
individual belongs.

Individual behaviour is strongly affected by the workings of groups, and
managersmust understand group processesif they are to manageeffectively.
Organisations use groups to fulfil most of their purposes. Through gangs,
project teams, committees and meetings, organi sations distribute tasks and
responsi bilities, organiseand monitor work, reach decisions, solve problems,
gather and exchange information, test out ideas, negotiate and settle
conflicts, and agree termsand conditions.
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It isnow widely accepted that individua swill behavedifferently, and even
change their ideas and beliefs, if they are members of a cohesive group.
Groups can therefore exert more influence over an organisation than indi-
viduascan. Y et firms pay much more attention to individual sthan groups—
through career plans, staff appraisals and the like. In construction, project
groups are difficult to monitor, because their composition changes so
quickly.

Primary and secondary groups

One of the distinctions used by those who study groups is between small
groups in which the members have some common bond or direct relation-
ship, and larger groupsin which the link is more tenuous or indirect.

The term primary group wasfirst used by C. S. Cooley in 1909 to describe
those groups in which there is intimate, face-to-face association and co-
operation. Thereisa certain fusion of individualitiesso that, in many ways,
the group shares a common life and purpose.

A primary group is relatively small and its membersall haveclose contact
with oneanother. Thiscan besaid of a bricklayinggang or agroup of buyers
sharing an office. It cannot be said of a building firm or a trade union. The
latter are secondary groups. Members of these larger groups are aware of a
bond between them, but the link isweaker.

Every group has ways of dealing with differences among its members. In
secondary groupsit isthrough ruleslaid down, often in writing, and modified
asconditionschange. In primary groups, it islargely through unwrittenrules
or norms. These are also modified through time. Primary groups and their
norms are very important to the manager who wantsto be effective.

Devdoping group performance

It takestimefor awork group to becomeefficient. The group's task hasto be
defined; responsibilitieshave to be shared out; conflicts between people and
between goals have to be resolved; norms have to be worked out. Group
members have to resolve two major problems simultaneoudly:

e How to handlethe tasks they have been given.
e How to come to termswith one another as people.

I n a semi-permanent group, thisprocesscan take many months (even years),
depending on thegroup's size, membershipand task. In construction, project
groups have to gd very quickly — within days or weeks. Moreover, these
groups alter their composition as the project moves through its lifespan.
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Every time peopleleave and othersjoin, thereisa period of adjustment, both
for new and existing staff.

A further period of adjustment occurs just prior to project completion.
Output fallsaway sharply, fedings of uncertainty develop and thereis some
nostalgia. The manager's am in construction must be to get temporary
groupsinto their cohesive, performing stage as quickly as possible and keep
them performing.

Group cohesiveness

Group cohesivenessis the degree of solidarity and positive feelingsheld by
individuals towards their group (Stoner et al., 1995). One of the earliest
researchersof group behaviour, Michael Argyle, described a cohesivegroup
as one in which the members like each other, enjoy being part of the group
and co-operate over group tasks. He noted that there was more conformity
among members of cohesivegroups and that memberstended to spend more
time with the group.

Mullins (1996) has summarised the factors which appear to influence
group cohesiveness.

® Membership-thesizeand permanence of the group; the compatibility of
members.

® Work environment — the kind of task; the group's physical setting;
communicationsand technology.

® Organisational factors — management and leadership; personnel policies
and procedures; success, external threats.

® Group development and maturity — the stage the group has reached in the
development of task performance and group relations (agreement on
norms, for instance).

Argyleargued that the amount of interaction among group membersand the
length of time they stay in the group are also important for cohesivenessto
develop. Thisisan interesting point, because project organisationsare made
up of teamswhich change their composition and either meet infrequently or
spend a lot of time working apart, whereas the project team members —
architect, QS, engineers and so on — spend relatively little time together.
Group cohesivenessis important. It leads to greater interaction among
members, createsa climateof satisfactionand co-operation, and can resultin
lower absenteeismand labour turnover (Argyle, 1989). Thesefactorscan lead
to high productivity. But there can be problems if group members are
cohesive smply because they are al alike. Belbin (1993) and others have
argued that groups need to contain amix of different typesof people, because
effective group work requiresa range of different skills and behaviours.
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Norms are shared attitudes, shared ways of behaving, shared beliefs and
feelings within a group. They encourage the conformity and predictability
which areimportant in any task needing co-operation. For any group to be
effective, there must be some measure of agreement about what has to be
done, and how.

There are norms about:

o Thework. The best methods, how fast to work and what standardsto aim
for.

® Attitudes and beliefs. Management, unions, the importance of the group
and how satisfying the work is.

® Behaviour. Co-operation, sharing things, what jokesto tell and whereto
go for lunch.

o Clothes and appearance. How to dress at work and outside work; the
wearing of safety helmets and protectiveclothing.

® Language. Useof technical jargon, slang and bad language.

Norms develop as the group triesto solveits social and work problems. The

more dominant members have most influence over norms. People new to the

group havelittleimpact and tend to shift their behaviour towards the norm.
This shift towards group norms can occur because:

e individualsare under pressure from other group membersto conform; if
they don't, they may beignored or rejected,;

e individualsthink the majority view must be right, especialy if the others
are more experienced or have been found to be right in the past.

Some people conform more readily than others. People who have a strong
need for belonging conform more readily than those who are independent.
When peopl€e's goasor beliefsare far removed from those of the group, they
are more likely to deviate from its norms. Authoritarian people tend to
conform more than less rigid types.

Norms take time to evolve and must be reasonably well settled before the
group can perform effectively. Thisisimportant in construction. With new
projects, norm-building often startsfrom scratch and the norms may change
as the composition of groups alters over the project's life-cycle. Many
contractors try to keep certain key staff together when they move them from
project to project, to speed up the process of getting groups working
effectively.

Group norms represent the standards of conduct of the group. It is
difficult for the membersto operate effectively unlessthey can be reasonably
sure what responsesthey can expect from their colleagues. Of course, groups
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vary in the'tightness' of their standards; some are much morefree and easy
than others. Some members are tolerated even though they don't aways
conform. But without some agreement between members about what they
will and will not tolerate, the group would find it difficult to continue.

Managers must appreciate this and have some understanding of how
norms develop and how they can influencethis process. They should realise
that individuals may depart from their own judgement because of group
pressure. Indeed the manager may sometimes be that individual!

Solomon Asch demonstrated this phenomenon in a well-known experi-
ment in which a series of groupswere asked to make a judgement about the
lengthof aline. All but oneof the group membershad, however, been briefed
by the experimenter to agree on an answer which was clearly wrong. The
naive members were therefore faced with a group whose judgements
contradicted the evidence of their own eyes.

About two-thirds of the naive subjects followed their own judgement,
many showingacuteembarrassmentat doing so. But therest gavein to group
pressure and gave the answer they thought was wrong. They mainly did so
either becausethey thought they must be mistaken, or they thought they were
right, but didn't like to contradict the rest of the group.

Clearly, the manager must be aware of such group pressures, which may
cause individuas not only to give opinions that conflict with their true
fedlings, but also change statements of fact.

Encouraging interaction

Thework of socia psychologistson small groups has given managers some
useful insights. For instance, it has been shown that arranging group mem-
bers in a circle, rather than sitting them in rows, often produces more
interaction, and more members join in. Also, people tend to speak in
response to those sitting opposite them, except when an authority figureis
present. Then they tend to spesk to the people sitting beside them.

Although thefindingsare scattered and incomplete, it is clear that seating
arrangements for groups, chosen by architects, interior designers and man-
agers, have a marked effect on the socia structures which emerge. If people
cannot easily talk face-to-face, social interactionis serioudy impaired. They
rely on visual, as well as verbal, feedback from others. Given a free choice,
group members often seat themselvesat a distancefrom their leader, but sit
where they can see and be seen by the leader. Those who can most easily
make eye-contact with the leader often do the most talking. A circular pat-
tern, often favoured for informal discussions, maximises the eye-contact
between group members. The arrangement of seatsand other furniture (asin
a contractor's office) facilitates or inhibits eye-contact and thus affects
communication.
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To understand how groups work, we have to look at how people behave
towards one another. Every member of an organisation occupiesa position,
such as engineer, buyer, chargehand or clerk. For every position thereisa
role — the activitiesand patterns of behaviour typical of peoplein that job.

People's behaviour depends on many factors, defined by their and other
peopl€e's expectations.

Thedifferent rolesin an organisationinterlock, liketherolesof doctor and
patient. One role cannot be performed without the other. Each roleincludes
the tasks performed, ways of behavingtowards people, attitudes and bdliefs,
the clothes worn and even aspects of theindividua's lifestyle.

Managers tend to behave like other managers, architects like other
architects. A bricklayer ismorelikely to behave like other bricklayers, than
likeaquantity surveyor. Organisationsrely on thisconformityin behaviour to
ensurethat work isdoneeffectively. Thetask itself generatesrole behaviour if
it can only be performed in certain ways. Each person is expected to play a
part, not only by the boss, but by colleagues and subordinates. The attitudes
and bdliefs held by members of a group about what a particular job-holder
should do are called role expectations. Group members often have differing
expectations of how each of the other group membersshould behave.

Sdlection helps to perpetuate role behaviour. People are selected for
management jobs because they look the part — or may be turned down
becausethey don't! Sdlf-sdlection operatestoo. If people don't like the look
of managers they have seen, they probably won't apply for a management
job. Severd other processes encourage new job-holders to behave like the
established ones, including training, imitation and coaching.

Peopleonly conform up to a point. Their individuality still showsthrough.
This is because most people belong to severd groups - family, work and
leisure— and therefore have variousrolesto perform.

The other peoplein an individua's group are that person's role-st, the
people with whom he or she has regular dealings— colleagues, bosses and,
where applicable, subordinates. Managerscan have quite large role-sets.

Peopl eexperience role conflict when membersof their role-set put different
pressureson them. The site supervisor who has to choose between acourse of
action whichwill pleasethe manager and another which will suit theworkers,
is suffering from role conflict.

Role ambiguity occurs when peoplecannot agreeabout what a role should
be. For theindividua thisoften meansalack of clarity about the scopeof his
or her job. The writer found that poor role definition was quite common
among construction managers (Fryer, 1979a). Variationsin thetypeand sze
of projects, the peopleinvolved, company rulesand contractual procedures,
accounted for much of this uncertainty.



110 The Practice o Congtruction Management

When people experience role conflict or role ambiguity, they may become
tense and unhappy, dissatisfied with their jobs, less effectivein their work or
even withdraw from contact with those exerting pressure on them. They will
try to resolve the conflict or ambiguity in various ways — by giving some
demands priority, by seeking a ruling from their seniors or by bargaining
with the people involved. Conflict can aso result from differences between
people's individual needs and job demands. Many site managerslike to be
out and about, close to the work, and resent sitting behind a desk full of
papers.

The organisation can help minimise this kind of conflict by taking more
careover sdlecting peoplefor jobs. Thismay mean putting moreemphasison
individual needsand interestsin staff selection. Interestingly,during theearly
years of people's careers, there is a tendency for their goals to change to fit
their roles better. Thisis especialy true of vocationslike architecture, where
the training period is long. Moreover, Argyle points out that as people
become moreinfluential in their jobs, they may change organisational goas
to be more compatiblewith their own.

Analysing group behaviour

Managers perform most of their duties by leading, or taking part in, groups
(project teams, departments, etc.) and therefore need to understand group
behaviour. They particularly need to know how to get specific responses—
how to persuade a sub-contractor to speed up progress, or the architect to
provide some design information quickly. Management trainers have
responded to this need by includingin their courses techniquesfor studying
group behaviour, known as interactionanalysis. These help those taking part
to:

® understand their own behaviour better;

a improvetheir socia skills;

® andyse, understand and respond more positively to other people's
behaviour.

Oneway to study group behaviour isto watch a group at work. The observer
can either participate in the group or observeit from the outside. Psychol-
ogists have developed a number of systems for recording and analysing
group interaction. These can be used, for example, to assess the roles people
play (role analysis), who speaks to whom (interaction flow anaysis), the
socia relationshipswithin groups (sociometry) and what people say to one
another (content analysis, behaviour analysis, and so on).

R. F. Badesdeveloped oneof theearliest methodsof content analysiswhich
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used twelve categories, Six related to the group's task and six to the socia
relations between group members. Some behaviours were positiveand some
negative:

Positive — gives an opinion, gives information (or confirms, clarifies,
repeats), makes a suggestion;

Negative — asks for an opinion, asks for information (or repetition or
confirmation of information), asks for suggestions;

Social

Positive — agreesor accepts; shows solidarity (or giveshelp), jokes, laughs
or shows satisfaction;

Negative — rejects or disagrees, shows antagonism, shows tension or
withdraws.

In behaviour analysis, observers normally use a chart listing the behaviour
categoriesand the names of the group members. The observer hasto record,
for each contribution to the discussion, the speaker's identity and the kind of
behaviour used. When the group has finished, the observer totals the con-
tributions of each individual in each category. The analysiscan be extended
toincludenon-verbal behaviour, such as gaze, facia expression, posture and
so on. Anadysisis not aways easy. It can be difficult, for instance, to tell
whether a remark is an opinion or a suggestion.

A system developed by Rackham, Honey and Colbert, uses different sets
of behaviour categories to suit the situation (Rackham, 1977). One of these
setsis

Proposing — putting forward a new idea, suggestion or course of action.

Building — extending or developing a proposal made by another person.

Supporting - deliberately agreeing with another person's ideas.

Disagreeing — declaring a difference of opinion, or criticising another's

ideas.

® Defending/attacking — attacking another or defensively strengthening
One's own position.

® Blocking/difficulty stating — placing an obstaclein the path of a proposal
or ideawithout offeringan alternativeor a reasoned argument. Thiskind
of behaviour tends to be rather bald, 'It won't work’ or We couldn't
possibly do that’.

® Open - the opposite of defending/attacking. The speaker exposes him/

hersdf to the risk of ridicule or loss of status. This would include

admitting a mistake.
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Summary

Testing understanding — trying to find out if earlier contributions have
been understood.

Summarising — restating concisaly the content of earlier discussion.
Seeking information — seeking facts, opinionsor clarifications.

Giving information — offering facts, opinionsor clarifications.

Shutting out — excluding, or trying to exclude, another member of the
group.

@ Bringingin - adirect and positive attempt to involveanother member.

These categories are fairly easy to understand, but they can sometimes be
difficultto separate. For example,if agroup member statesan opinionwhich
conflicts with someone dsg's, it may be hard to decide whether he or sheis
giving information, disagreeing, attacking or making a proposal. Accurate
analysisdependson trainingand practice, but theframework isgood enough
to be useful for trainersin team building exercises(Clark, 1994).

The technique often revedls that group members spend a lot of time
exchanging information and the remaining contributions are often rather
sdlf-centred and negative — disagreeing, defending, attacking and blocking.
Membersspend moretime putting forward their own ideas, than supporting
or building on others' ideas. If group membersare shown a video-recording
of their performance and are asked to makemoreeffort to support and build
on one another's ideas, they often achievebetter resultsthe next time round.

In a labour-intensive business like construction, managers need a good
understanding of human behaviour. Many factors influence the way an
employee behaves in a given setting. Persondlity is one of them, but not
necessarily the most important. Indeed, an individua's characteristicway of
behaving often altersin response to different people and problems. More-
over, employees behaviour is affected by the work they do and the groups
they work with.

A work group can exercise considerable power over its members. Just as
organisations have rules which govern what people can and cannot do, so
groups have norms, which dictate what behaviour is acceptable and unac-
ceptable within the group. Individual soften conform to group norms, even
when thisconflictswith their personal preferences. Somepeopledeviatemore
from norms than others; they are often the independent thinkers.

Peopleperformvariousrolesin the organi sation. Theserol escausethemto
shift their behaviour towards that of other people doing similar jobs. The
way people behave may not be the way they want to behave, but how they
think others expect them to behave.
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A number of techniques have been developed for analysing group beha-
viour. When theseareused in trainingsessions, they can help group members
to evaluate their behaviour, leading to improved group performance.




Chapter 8

Problem-Solving and
Decison-Making

M ost managers, including construction managers, regard decision-makingas
akey aspect of their work. Studies have shown that managersdo not always
spend a lot of time on decisions, but making a good decision is often the
result of much careful information gathering and anaysis, involving
discussionswith arange of people, scrutiny of recorded information and, for
some decisions, manipulation of data usng computer programs.

So a decison reached in minutes may be preceded by many hours of
collating and analysing information. Even a key business decision may be
reached quickly, but only after prolonged consideration of information, a
process which may have been spread over weeks or months and involved
other staff.

Problem-solving has not enjoyed the same status in management thinking
as decision-making. Problem-solving occurs al the time as people try to
achievetheir goal s, find they cannot do so directly and search for waysround
the problem. Much problem-solving, though quite elaborate, is performed
without the individual's awareness of the process.

Some problems do not involve a decision, because there is only one
course the manager can take. A decison almost aways involves choosing
between several coursesof action. If the choicesare well-defined, the problem
can be described as routine. There may already be procedures for deaing
with it. If the choices are unclear, the problem is non-routine and the
manager may spend a lot of time looking at the options before reaching a
decision.

The decisionwill be more difficult if the number of choicesislargeor the
outcomes are hard to compare. If the manager lacksinformation about the
problem or about the options available, the decision can become very diffi-
cult indeed.

Most decisionsare routine. They may not take up a lot of the manager's
time, but they interrupt other work. They distract the manager from more
critical decisions, which areless structured but havelong-term consequences.
The manager must guard against this and get prioritiesright. But routine
problems cannot be ignored. They can be urgent too!
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The conflict between short-term and long-term decisionsis a real one, as
this site manager lucidly describes:

Thelong-term decision isto someextent a stab in thedark, an attempt to decide
policy some distance in the future based on today's standards and events.
Immediate, operational decisions require no crystal-ball gazing. A problem
presentsitsalf and themanager makesa decision with most of thefactsavailable.
Itisperhapsunfair to say that long-term decisonsare'neglected but rather that
they are 'shelved - until today's long-term decison becomes tomorrow's
immediate decision.

To completely neglect the long-term is to court disaster, but equaly if the
short-term is neglected then, as fast as the organisation thinks it is making
money in thefuture, it is definitely losing money in the present.

Asa site manager with too few supervisorsunder me, | have had to makethe
decisonto spend an afternoonin the office, schedulingand programming, when
I know full wel that labour isidle or not fully employed on site. | have had to
balancetheeffectsof 50 per cent productionagainst the possibility of atotal lack
of direction, or no materialson site with which to work. But in al honesty, |
invariably end up scheduling and planning at home! That is, these items take
second place to theimmediate decisions.

Consider too my contracts director. He feds it his duty to oversee existing
contractsand seek out new work at thesametime. But if one of hiscontractsis
doing badly, he will fed that time spent in finding new work will be to the
detriment of the exigting contract.

The site manager will be judged on the performance of the contract to date,
rather than on thefina result, and isthereforeunlikely to plan too far ahead if
the problems of today are pressing.

Our industry is subject to change at short notice, often negating weeks of
preparation and planning. The factors influencing a long-term decision may
have changed beforeit has been implemented.

Clearly, managers face adilemma, but the situation can be eased. The same
manager had these suggestions for striking a better balance between long-
and short-term decisions:

If I had moreintermediate supervisors, | would delegatemoreand my timecould
be spent more effectively on long-term tasks. Managers must do as much as
possible to control the changing environment. Good long-term policies can
ensure that many immediate operational decisions have aready been made as
part of alonger-term view.

Typesof problem and decision

Management problems come in all shapes and sizes. They vary with the
type of work, the rate of external change, thelevels of management involved
and S0 on. Some problems are easily resolved; others need a long and diffi-
cult period of creative thinking and decision-making. Igor Ansoff developed
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one of the best known analyses of decision types or categories (see Ansoff,
1987):

® Operating decisions relate to the firm's day-to-day activities and to
making current operations profitable. They absorb a lot of time and
energy and include decisions about allocating resources and people,
planning and monitoring projects, scheduling routine tasks and co-
ordinating sub-contractors.

® Strategic decisionsare about long-term problems, risksand uncertainties.
Senior managers have to decide about markets and clients. They must
review objectivesand consider new techniques, to guarantee the firm's
long-rangesurvival. They must havea policy about sub-contractingwork
and employing direct labour.

e Administrative decisions bridge the gap between operating and strategic
decisionsand deal with how thefirm functionseffectively. Some of these
decisions are about organising the business: what decision-making to
centralise and decentralise; how to structure responsibilities, work flow,
information flow, and location of facilities. Others are about obtaining
and devel oping peopleand resources, and thefinancing of operationsand
capital assets.

Important decisions come mixed up with trivial but time-consuming
demands. Somehow the manager must strike a balance between them. On a
singleday, a senior manager may have to make a decision about the firm's
future, reconcileaconflict between two membersof staff and adviseon a host
of operating problems. The strategic decisions are the ones most likely to
remain hidden, or be pushed aside. The manager must actively pursuethem.

Some managerswrite down their problems and arrange them in order of
priority. However, importance and urgency do not always coincide. Man-
agersmust try to delegate routine decisionsto give themselvesmoretimefor
important ones. These are not always obvious and managers may have to
search for the opportunitiesand threatsloomingup. Many contractors try to
solve their trading problems using operating decisions, like cost-reduction
exercises, when what is needed is a complete rethink of the business.

Site managers work mainly at the operating levd, leaving the main
strategic problems to their seniors. However, viewing the site as a separate
organisation, some of the manager's decisionsare strategicin relation to the
project goals. The site manager must strive to balance the immediate and
long-range issues, abeit within the narrower timespan of the contract.

H. A. Simon suggests another way of classifying decisions:

® Programmed decisions. These are repetitive and can be dealt with using
tried procedures. If a problem occurs often — how much spot bonusto pay
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for sweeping up, how soon to call up adelivery of timber — a routine will
be worked out for dealing with it.

® Non-programmed decisions. These are the difficult ones. They relate to
problemswhich are novel and unstructured. Thereis no obvious method
for dealing with them because they haven't happened before, or their
structure is complex. To solve them, the manager must rely not only on
techniques, but on judgement, intuition and generative thinking.

Many decisionsare taken under pressure. The manager hasn't timeto think
them through and may seem to behave irrationally. Thorough planning,
thinking ahead and the use of some decision rules can help the manager to
cope. Decisionrulesevolvewhen a problem occursregularly. Oncea problem
has been solved, the manager knows, more or less, what to do if it happens

again.

Stagesin problem-solving and decision-making

Problemsand decisionsvary so much in complexity and importancethat the
manager needs to be flexible to cope with them. On site, some of the pro-
blems are technica and can be quantified. Others, like some sub-contract
problems, are organisational or contractual and demand judgement and
compromise. Themanager may haveto decidewhat isreasonablerather than
right.

Managersmust know when a problem should be tackled alone and when
to involve others who have some specid knowledge or skill. They must be
able to judge when others want a firm directive and when they expect
consultation.

There have been many analyses of problem-solvingand decision-making
processes, but for many simple problems the steps are passed over quickly
and without much consciousthought. A decisioncan emergewithout anyone
being sure when it was made or who made it; indeed, without anybody
realisinga decison was reached at all.

More complex problems must be approached systematically.

Deciding priorities

Problemsrarely crop up oneat a time, but comein thick and fast, important

! ones mixed up with trivial ones. Thefirst step is to decide which problems
need to betackled firgt. Thisisnot easy. Information will beincompleteand
it will be difficult to judge prioritiesobjectively.
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Defining the problem

For straightforward problems, this stage can be passed over quickly, but
classifying a problem too soon can limit one's thinking. Many problems need
clearer definition before a solution can be sought. It often helpsto write the
problem down in simple language, identifying causes and the desirable
outcome (although defining an acceptable solutionis not aways easy). If the
problem is complex, it can be helpful to break it down into a series of
‘problem statements (Parnes, 1992). This makes the task more manageable
and is morelikely to lead to novel solutions.

Callecting information

Information is gathered, often from many sources. Opinions must be sepa
rated from factsand accuracy of data checked. Some of theinformation can
be convertedinto numbers, graphs and diagrams, which make the problem
more visua (but perhaps more abstract).

Major or complex problems may have to be tackled piecemed to make
them manageable. For instance, with materialswastageit may be necessary
to tackle onecauseof waste at atime (say, multiple handling) or one material
(presumably one causing high wastage costs).

Generating choices

Possible solutions must be identified, but there may not be an idea one.
Choices emerge as information is analysed, evaluated and synthesised.
However, the information is often incomplete and the validity of each
possiblesolution can rarely be accurately assessed. Themanager may haveto
be content with a course of action which is acceptable rather than correct.
Most books on decision-making stress the importance of considering alter-
natives, but there are times when only one course of action is open.

Drucker has pointed out that one choice is to do nothing. Even this
requiresadecision, for it will produce an effect, just like any other course of
action.

Reaching a decision and acting on it

Choosing between the aternativesis not easy. The full facts are seldom
available, so the manager smply doesn't know which decisionisbest and has
to fall back on experience and judgement.

Some decisions need two kinds of knowledge: that which comes from
knowing the local situation and that which comes from knowing where the
local situation fitsinto the wider picture. The person on the spot - the site
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manager, for instance—understands thelocal situation better than the senior
manager, who may be very experienced, but isdistant at head office. How-
ever, the senior manager is better able to judge the effect of a local decison
on the whole firm and must decide when a decison needs this wider
perspective.

Onceimplemented, the effects of a decision should be monitored to ensure
that the solution is working.

Problem-solving and decision-making demand a mixture of experience,
intellectual ability, skill in rearranging the problem, and insight. Previous
habits play an important part in the process. Skillsand principles previoudy
learned can be used in solving problems, but people may persist in using
solutionsthat worked in the past, but which are no longer appropriate.

Lack of skillsfor dealing adequately with any part of problem-solvingcan
lead to poor results. Managers who are good at generating ideas will not
necessarily be able to solve a problemif they cannot diagnoseit properly in
thefirst place.

Human reasoning and problem-solving

Before the development of experimental psychology, philosophersthought
that all human thinking followed thelaws of logic. We now know thisis not
the case. People are not dwayslogica or rational. Instead, they often solve
problemsintuitively. They don't awaysknow how they arrived at asolution,
but are fairly sureit iscorrect.

H. A. Simon contrasted these two views of people as decision-makers. In
the rational view, the manager has perfect knowledge of the problem and a
clear ideaof thealternativesand the kind of solutionwanted. The other view
is that the manager solves problems in a much more intuitive way. The
manager rarely has perfect knowledgeand cannot operateentirely rationally.

Some interesting research on human reasoning has been carried out by
psychologistslike P. C. Wason and J. St. B. T. Evans. Logical reasoning
involves two processes — deduction and induction. Deduction involves
drawing specific inferencesfrom a genera set of statements, asin:

All construction workers are mortal.
Alex is a construction worker.
Therefore, Alex ismortal.

However, consider:
All construction workers wear safety helmets.

Alex iswearing a safety helmet.
Therefore, Alex is a construction worker.
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The reasoning in the second example is faulty. Wason (1978) argues that
people are often poor at reasoning; this can be counter-productive, but at
times invaluable. Faulty reasoning forms the basis of much prejudiced
thinking, but it becomes invaluable when it alows people to base useful
conclusionson hunches. Strictly logical reasoning cannot be usedin thisway.

Induction involves generating a rule based on some specificinstances. An
exampleis'All construction workers wear safety helmets based on seeinga
number of operatives wearing hard hats. Inductiveinferences can aways be
disproved, for instance, by the appearance of a construction operative not
wearing a hard hat.

Much of the time people do not reason logicaly, unless they have had
specid training. Wason arguesthat instead of lookingat peopl€e's abilitiesto
reasonlogicdly, it ismore productiveto study how they performwhen given
closed tasks, where they must choose among fixed alternatives, and
generative tasks, where they have to think up their own hypotheses and
examples. Wason evolved a number of experimental tasks which mirror the
processes involved in everyday problem-solving. The results have been
surprising. They show that peoplefaced with difficult problemsmay regress
to a simplistic approach. Having reached a solution, often latching on to
information given in the problem, they strongly resist attempts to persuade
them to change their minds.

In the mid-1970s, Wason and Evans published their dual-process hypoth-
esis of reasoning. They argue that for smple problems, people can state
accurately how they reached a solution. For more difficult problems, they
cannot aways do so. How people say they solved a problem may bear little
resemblanceto how they redly did. They cannot recall how they reached the
solution and thereforetailor their explanationsto fit the result. Wason says
thisis like the intuition of mathematicianswho 'know' when a solution is
correct and work out a proof afterwards. It isinteresting that research on
logica reasoning should result in statements about intuition and irrational
thought.

Don Norman made some interesting compari sons between the reasoning
capabilities of human beings and computers. People make elementary errors
in perception, have poor memories and make mistakes in their reasoning.
Computers handle vast amounts of data quickly and accurately and make
logical inferences from data given. On the other hand, people play violins,
paint masterpiecesand understand language. Almost all the things compu-
ters are good at, people do badly and vice versa. Ironically, the aspects of
human behaviour that we understand best are the things we do most poorly
(Norman). One reason for thisis that errors give clues to how peoplethink.
Indeed, psychologists have devised many experiments intended to cause
people to make mistakes so that they can study human thought processes.

Some of the strengthsof people and computersare comparedin Table8.1.
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Table8.1 Comparison d human and compuiter attributes (adapted from Norman,

1978).
Computers People
Fast at computation Hexible
Accurete Have vast gores o informationand
Good at computation learned drategies
Good at storing and manipulating Goad at gpplying things aready knoan
informeation Good at exploiting new Stuetions
Goad at storing abstract data(codesand  Capable of indght
figures) Good at intuition
Good at meking logicd inferences Can tackle nove problems
Known memory capecity
Rigd Sow at computation
Proneto errorsd perception, logica
reasoning and recall

Wearelucky to havethe best of both worlds. We can usecomputersfor tasks
that people are poor at or find boring. This gives people more time to
concentrate on those creative tasks which they do better than computers.

Artificial intelligence (AT)

AT uses computational approaches to simulate the characteristics of
intelligent human thought and behaviour. Oneof the applicationsof Al isin
the development of expert systems, which can emulate human judgement and
expertise — diagnosing problems, recommending alternative solutions,
identifying possible strategies, and so on. It is likely that computers and
hencerobotswill eventually be ableto do many of the thingshumanscan do.

It appears that human skillsand computer programs are arranged in the
same, hierarchical way. That is to say, human behaviour is governed by
programs or sequences of instructions, similar to those used by digital
computers. Partsof theseprograms, liketheactionsof ascaffolder tightening
a coupling, or a crane driver dewing right, are repeated again and again.
These sub-routines are under the control of higher-level instructions caled
executiveprograms, which decidethe overal plan of action and call upon the
various sub-routines at the right pointsin the process.

Criticsof thiscomputer analogy stressthat AI programshave not yet come
anywhere near modelling the complexity of human cognitive processes. The
human mind is so elaborate that even the most advanced AI models leave
major aspects of thinking unexplained. But one should remember that a
model doesnot haveto becompleteor correct to be useful. Itsvaueliesinits
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ability to foster new understanding and stimulate research that extendsour
knowledge (Smith, 1993).

Group decison-making

A lot of interest has centred on whether groups make better decisionsthan
individuals. The conclusion is that there are benefitsand drawbacks. Some
groups are very cregtive and produce consistently good decisions. Others
never get things together.

Managersshould avoid judging the value of group decision-makingsolely
onthequality of decisionsreached. The very processof co-operatingto solve
a problem can have a powerful effect on employees satisfaction and moti-
vation, and thismay outweigh the disadvantagesof a few poor decisons.

Hunt (1992) and other writers have summarised the advantagesand dis-
advantages of group decision-making.

Advantages

® More skillsand experiences are brought to bear on the problem.
Groups can generate more ideas and information than individuals.
Members can spot one another's mistakes.

The task can be divided up between members.

Group involvement can increase commitment, motivation and satisfac-
tion.

Groups sometimesaveragetheir answersand eliminate extremepositions
(but see'Group polarisation’ below).

Disadvantages

® Membersmay betoo dike.

® Members may be so different that they cannot communicate with, or
understand, one another.

® Averaged answers may end up asineffective compromises.

o Decisionsoften take much longer to reach.

e Members may not identify one another's skills and experiences, so that
their contributions are wasted.

® Discussions go off at a tangent, wasting time and effort and creating
frustration and annoyance.

® Somemembersdon't understand the problem as wel as others.

® Timeislost dealing with personal clashes and social issues.

® Some membersdominate the others and do not listen to their ideas. The
more passive members stop making suggestions.

o |If therearetoo many in the group, somewill not get a chance to express
their views.
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Despite these problems, the trend towards group decision-making, some-
times called management by committee, has continued. For one thing,
organisations have becomelarger and more complex, making it increasingly
difficult for one person, or even one department, to reach a decision without
consulting others who have relevant information or are affected by the
outcome. Moreover, people want to be involved in decision-making about
matters that affect them.

Hunt suggests that groups are more effectiveat decision-makingif certain
guidelinesare followed:

e Givethe group aclearly defined, ‘concrete’ task, with a clear objective.

® Give the group autonomy to carry out the task, and feedback on its
decisions.

® Reward the group as a whole, not asindividuals.

® Givethegroup atask which needsa variety of skillsand experiences.

@ Teach group membersabout group processes.

@ Appoint a good leader who will co-ordinate the group and keep it on
course.

® Redtrict the size of the group. Five or six is often about right.

® Don't giveagroup adecison which only justifiesone person's attention.

Decisionsshould be assigned to groups only when thereisa clear benefit
to the membersor the organisation.

The problem-solving abilitiesof a group depend to a large extent on the
interaction within the group (for further discussion, see Chapter 7).

Group polarisation and 'the risky shift'

Groups often make more risky decisions than individuas. This was dis-
covered in the late 1950s. It came as a surprise becauseit had been assumed
that committees and other groups tend to stifle individual boldness and
produce cautious, unimaginative decisions(Taylor, Sluckin, et a. 1982).

Various explanations were put forward for this risky shift. The most
successful was by R. Brown (1965). He suggested that risk is valued in
Western culture. We admirerisk-takersmore than peoplewho are timid and
cautious. People discover that there are othersin their group who are pre-
pared to take higher risks, so to maintain their self-image, they shift their
levd of risk-takingtowards the higher leve.

However, the shift is sometimes towards caution. A group may make a
safer decison than the individua members would have done. Brown's
explanationisthat caution isalso valued in somesituations (asin investment
decisions).

Inthelate 1960s, it becameapparent that an effect called grouppolarisation
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was at the root of the risky and cautious shifts. An important French study
by Moscovici and Zavalloni (1969) showed that individuals are drawn
towards the predominant attitude in their group. When group members
individual judgementstend towardstherisky pole, arisky shift occurs. When
individualsare tending towards the cautious pole, thereis a cautious shift.
Thiseffect has been amply shown by experiments.

Brown identified another factor which contributes to the polarisation
effect. He argued that individualstend to support the dominant group opi-
nion because they want to remain popular. This reinforces the tendency
towards a risky or cautious shift.

Managers should be aware of this polarisation effect, as it will affect the
choice of individual and group decision-making for specific problems. For
instance, it has been found that trade union mass meetings produce more
militant decisionsthan ballotsamong members. Similarly, when members of
bargaining teams set high targets, discussion resultsin even higher targets.

Suspending judgement in problem-solving

When managersthink about a problem, their purposeis not to be right, but
to be effective. The education system ingtilsin us the idea that we should be
right al the time, but the manager only needs to be right in the end. The
danger of trying to beright all thetimeisthat it puts the manager's thinking
in a straitjacket. It shuts out ideasthat are not right in themselves, yet could
trigger an original approach to the problem. An effective solution could
depend on identifying thisfresh angle.

Approachesto thinking stressed by peoplelike Liam Hudson and Edward
de Bono rely on the premise that we may need to be wrong on the way to a
solution if we are to come up with a good one.

Lateral thinking- a term introduced by de Bono - is not concerned with
thelogical arrangement of information, but with whereit will lead. De Bono
dressesthat we have been taught to regject silly or impractical ideas, we judge
ideas as useful or usdess amost as quickly as we think of them. The
impractical ideasare pushed aside so quickly that further thinking which they
might have generated is cut off. Instead, we immediately channel our
thinking into well-trodden paths that often end with unimaginative solu-
tions.

If managerssuspend judgement, ideas survivelonger and may breed fur-
ther ideas. If a manager resists the urge to label an idea as good or bad,
subordinatesmay fed safer in making suggestions— suggestionsthe manager
might find very helpful. Ideas which don't fit into the manager's current
framework of ideas may survivelong enough to show that the framework
itself needs modifying.
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Inlateral thinking, the manager suspends judgement because exploringan
ideaismuch more productivethan evaluatingit. Thelonger theideasurvives,
the morelikely it isthat it will lead to a fresh insight.

Creative problem-solving techniques

Thereare alarge number of techniqueswhich can be used by managersand
others, individualy or in groups, to generate and evaluate original and
imaginative solutions to problems. VanGundy (1988, 1992) provides an
excdlent summary of some of them. Although training in creative problem-
solving (CPS) iscommon in the USA, it is less wdl established in the UK.
However, a number of UK centres do provide CPS training for managers
and others, including the Centre for Innovation and Crestivity at Leeds
Metropolitan University (run by Marilyn Fryer and her colleagues) and
Manchester Business School (Tudor Rickardsand his associates).

CPS techniques help people to break away from entrenched thinking
habitsand generatetruly original ideas. Participantsare required to suspend
judgement on their own and others ideas, so that they can explore very
unusual, even fantastic, ideas without fear of ridicule.

Brainstormingisoneof the better known techniquesand usesspontaneous
group discussion to generate more ideas and better solutionsto problems.

For brainstormingto be effective:

the problem must be stated clearly and smply;

participants should not criticise one another's idess;

sdlf-criticism is discouraged;

dl ideas are recorded, preferably in a way which allowseveryoneto see
them;

free association of ideasis encouraged,;

quantity of ideasisimportant — they should come thick and fast;

® building on and relating to previousideasis encouraged.

Suspending judgement is vital in creative problem-solving. If members
criticise one another, this inhibits thinking and discourages people from
sharingtheir ideas. Fear of lookingafool or being proved wrongis probably
the biggest barrier to creative thinking. The barrier is heightened when
peopleof varying seniority work together on a problem. Juniorsareafraid to
put forward unusual ideasfor fear it will damage their prospects. Seniorsare
reluctant to make wild suggestions which might damage their image or
credibility.
Itisvital to get rid of such barriersin CPS sessions. Participants mustfree-

whed, lettinggo of inhibitionsand allowing themselvesto think freely about
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Summary

the problem. Even a wild idea may quickly be modified by someone else,
exposing a fresh insight into the problem. Usually, ideas are not evaluated
until later, often some time after the session.

Participantsshould actively devel op one another's idess, allowingoneidea
to spark off another. In normal meetings, thisrarely happens; people are so
busy deciding what they want to say next, that they ignore other people's
suggestions.

Before a group CPS session, the leader should remind the group of the
rules and perhaps start with a warm-up on an unrelated theme. This helps
overcomeinitial anxiety and lack of self-confidence. |deas often dry up after
half an hour. It may help to have a break, before returning to the problem.

Study of CPS groups in business suggests that members learn to show
greater empathy and tolerancefor their colleagues ideas. It can adso lead to
improved moral e because thereis more interaction and everybody feelsthey
are making a contribution.

Alex Oshorniscredited withfounding the techniqueof brainstorming. His
processwas elaborated by Parnes and is now known as the Osborn—Parnes
creative problem-solving process. The CPS process can be used by indivi-
duals and teams and, in essence, involves a systematic approach to idea
generation carried through to implementation of the chosen solution. At
every stage, problem solvers are required to firgt think broadly (as in
brainstorming) and then analytically, beforefinally homing in on the chosen
courseof action.

Another creativity devel opment programme, Synectics, deliberately brings
together people with different expertise to work on a problem. The techni-
ques used involve drawing analogies which may relate to quite disparate
disciplines. For example, designers and engineers often use biology as a
fruitful source of ideas. They might explore how plants cope with harsh
climatic conditions. They then consider what analogies can be drawn with
their design brief. Synectics uses analogiesin complex ways (Gordon, 1961).
Gordon pointsout that often theredly productiveideasresult from noticing
the points of similarity between otherwise unrelated phenomena.

Problemscrop up in an endlessstream, important ones mixed up with trivia
ones. When a problem can be solved in various ways, a decision is needed.
Decisionsvary from routine and short-term, to unstructured and long-term.
Managers often neglect the strategic decisions and spend too long on the
operational ones. It isimportant to strike a balance between the two.
There are definite steps in problem-solving and making decisions, but for
simpler problems they are passed over quickly and without much conscious
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thought. Many decisions are reached intuitively rather than logicdly. A
common difficultyisthat peopleclassify problemstoo soon, failing to collect
and interpret al the relevant information. Lack of skill in any stage of
problem-solvingwill lead to poor decisionsand solutions.

Group decision-making has benefits and drawbacks. It is most effective
when there is a clear task with specific objectives, and when participation
hel pssecurethe group's commitment to thetask. Groupsmay reach ariskier
or safer decision than they would have asindividuals.

There is a wide range of creative problem-solving techniques for gen-
erating and evaluating new ideas. They help removethe barriersto creativity,
leading to more imaginative solutionsto problems.



Chapter 9
Managing Teamwork

The importance of teamwork

The mid 1980s saw an upsurge of interest in teamwork in the construction
industry. Thisfocused both on teamsworkinginindividual firmsor practices
and, more importantly, multi-disciplinary project teams, where ineffective
teamwork had led to mistrust, communication breakdown and faulty
management.

Sincetheenergy a team can devoteto itswork isfinite, it followsthat time
spent dealingwith the shortcomingsof the team and itsworkingsistimelost
to real work. So, it isimportant for the industry’'s managersto know about
teamwork and, in particular, about how to build ateam fast and maintainits
performancethroughout a project.

But, first, why has teamwork become so important? In the past, it was
possible for an individual to have a good command of most aspects of
construction management. Such a person, if reasonably competent, could be
relied on to provide an adequate and comprehensive service to the client.
However, the last decade or so has placed huge demands on organisations
and managersto rethink what they are doing and how they are doing it.
Projects have grown more complex — technically, organisationally and con-
tractually — and it has become increasingly difficult for an individual to
possessall the know-how to manage a project from inception to compl etion.
We are having to acknowledge that large-scale modern building requires a
team effort, smply to share out the total project into manageabletasks, to
keep customers and society happy and to maximisethe chancesof a project's
auccess in what is often a fiercely competitive environment.

Such successis embodied in project goa's, which have traditionally been
expressed in terms of the design, quality, cost and speed of erection of a
building, but other criteriahaveincreasingly been introduced, such asenergy
efficiency, flexibility for future adaptation and costs-in-use. M oreover, major
new issues about sustainabledevel opment and environmental protection are
triggering an urgent review of business objectives and the emergence of new
disciplines, such as environmental accounting. The inescapable'greening’ of
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the economy and business practice will cause the industry's managers to
further reappraisethe prioritiesfor teamwork among the professions.

Inthe constructionindustry, creating good project teamsisn't dwayseasy.
This is because project teams are temporary, task-force groups, whose
membersare brought together only for theduration of the project (and some
for only part of theduration) and then disbanded on compl etion. At the best
of times, such teamscan be difficult and frustrating to manage.

Of course, teamwork isn't adways the answer. Some professiona tasks
don't need it — and to useit would be inefficient. Many of the routine tasks
that professionas carry out are best discharged independently and only
reguireintermittent co-ordination. Thereis a well-established maxim which
saysthat if an individual can do a job perfectly well, don't giveit to a team.

Nevertheless, even the fairly disparate tasks which can be performed by
different professionals working in isolation, need to be co-ordinated — and
teamwork is essential for integrating speciaist work into the total scheme of
things.

Moreover, as Baden Hellard (1988) points out, the network of human
relationshipsin a project team becomes a network of contractual relation-
shipsthat isat theroot of many disputes. Disputesarefar morelikely to arise
from deficienciesin organisation and communication between the different
groups than from failure of technology, materialsor problems arising from
unforeseen circumstances.

Thereare severd other reasonsfor giving specid attention to teamworkin
construction:

® Location. The specialistswho makeup the project team are not located in
the same place and do much of their work away from the site and away
from oneanother. They only meetintermittently to exchangeinformation
and to solve problems and co-ordinate their actions.

® Different firms. Team memberswork for different parent businesses, each
of which hasitsown values, goas, strategies, ways of workingand so on.
Team members may experience conflict of loyalty between the project
and the firm.

® |Individual differences. Each profession tends to attract different types of
people to its ranks; they are likely to have different interests, sKills,
backgroundsand personalities. These differencescan bereinforced by the
pattern and focus of education and training adopted by each profession.

® Late involvement. Team membersare often appointed at different stages,
sometimes after key decisionshave been made. Thiscan makeit difficult
to createcommitment to the project and, if meetingsareinfrequent, it can
take a long time before the team can function fully.

e Teambuilding. Project teams are not usualy put together in a systematic
way - but rather in an idiosyncraticway, dependingon who is available
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(and when), who has the necessary experience for this particular type of
building, who recommends whom and so on. Moreover, many of the
participantsare 'part-time’, inthe sensethat they area so contributing to
other projectsor they are not involvedin the project for itsfull duration.
All this makes teambuildingdifficult.

@ Delegation. Project managersand senior managersin parent companies
who employ members of the project team aren't dways good at dele-
gating. Thus, some membersmay fed their hands are tied and that they
lack the responsibility to commit themselvesto major decisions, without
consulting their bosses. When this happens, team effectiveness can be
drastically reduced.

These issues are st against a backcloth of inter-professional problems,
including differing perceptionsof status, power and role among the profes-
sions; lack of mutual respect, understanding and trust; and a reluctance on
the part of some professionsto adapt to new rolesand relationshipsto meet
clients changing demands and expectations(Fryer and Douglas, 1989).
However, it is possible to identify some basic requirements for good
teamwork, all of which can be achieved with good management.

® Managersshould receivetraining in teamwork skills.

® Teams should be much more carefully selected.

@ Clear godsneed to be st for the team, so that they develop a common
purpose.

® Adequate resources should be made available to the team.

e Good communication between team members needs to be established
from the outset.

@ The team members need to develop mutual trust and understanding.

e Simple but effective procedures should underpin the actions of a team.

Featuresof a good team

A number of studies of teamwork, notably by Hastings, Bixby and
Chaudhry-Lawton (1986) at Ashridge Management College, have helped
unravel many of the secrets of good teamwork. Some of the qualitiesthey
have observed in highly effective teamsinclude:

® Persistence. Theteam perseveresin itseffortsand isobsessivein pursuing
itsgoals, but it is also cregtively flexiblein getting there.

® Tenacity. The team is very tenacious and is inventive in removing
obstacles— whether people or situations — which liein its path.

® Commitment to quality. Team members are committed to quality
performance and excdlence in teamwork, with high expectations of
themselvesand of other people.
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® Inspiration. The team has strong vision and sense of purpose; it knows
whereit isgoing and has a redlistic strategy for achievingitsams.

® Action-orientation. The team makes things happen, responding rapidly
and poditively to problems and opportunities. Team members are
optimistic even when the going gets tough.

® Strong leadership. The team has a redly effective leader who fights for
support and resourcesfor the team.

® Excitement and energy. Membersare lively and thriveon success and the
recognition it brings.

® Accessibility and communication. Members proclaim strongly what they
stand for, but welcome outside help and advice.

e Commitment to success. Team membersare committed to the success of
their organisation and thrive on the responsibility and authority dele-
gated to them.

® Drive. The team is never complacent; members are continually striving
for ways of doing things better.

® Flexibility. Theteam likesto work within guidelinesand principles, rather
than rigid rules, thus maintaining the important quality of being adap-
table.

® Prioritising. Team members can distinguish between what is important
and what is urgent.

® Creativity. The team pridesitself on being innovativeand will take risks
to achieve significant results.

® Influence. The team has a significant impact on parent organisations
because of its credibility.

® Co-operation. Teams adways try to work with others, rather than for or
against them.

@ Keeping things going. Team members are able to maintain momentum
and communication even when they are working apart.

® Values. The team values people not for their position or status but for
their contribution, competence and knowledge.

For comparison, two other lists of desirable team characteristicsare sum-
marised in Table 9.1, although Adair Stresses that some of these are often
missing, even in good teams. Indeed, to expect a building project team or a
contractor's dite team to exhibit al these characteristics would not be
redistic. But the lists help to pinpoint problem areas and aspects of team-
work on which managerscan focuswhen trying to make practical changesin
ateam's performance.

Teamwork roles

|
Meredith Belbin has also provided valuable insights into teamwork by
looking at the roles people perform in teams. His research showsthat people
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Table9.1 Some characterigticsof effective teams.

® Peopleamile genuindy and naturdly e Peoplecarefor each other
® Thereisplenty of rdaxed laughter ® Peopleare open and truthful
® Peopleare confident - a'can do' ® Thereisahighlevd of trust

group

® They areloyd totheteamandtoone @ Thereis strong team commitment
another

® They arerdaxed and friendly, not ® Fedings are expressed fredy
tenseand hodtile

® They are open to outsidersand @ Conflict isfaced up to and worked
interested in the world around them through

® They areenargdtic, livdy and active @ Decisonsare made hy consensus
o They aeentarprisingand usether @ Processissues (task and fedings) are

initiative— proactivenot reective dedt with

® Theyligentooneanotheranddonot @ Peopleredly listen to idessand to
interrupt fedings

(Adapted from Nolan, 1987) (Adapted from Adair, 1986)

play ateam rolein their work groupsaswell asa technical or functional role.
The team role defines a person's contribution to the team's internal func-
tioning. Belbin argues that most people have a preferred role, which will to
some extent reflect their personalities, values and attitudes— and their roles
arenot static. People often carry out a number of rolesor akind of composite
role which includes several of them.

Belbin (1993) identifies nine team roles which are consistently found in
work groups. They are summarised in Table 9.2.

Team leadership

Whilst leadership has been discussed in Chapter 4, the comments which
follow draw attention to aspects of leadership specificto managing teams. In
the most effective teams, the leader is likely to be straightforward, honest,
trusting, considerate and respected — and not dominant or power-orientated.
Although team leadership, like all management, must be flexible to suit the
situation, in most team settings the leader must show integrity, enthusiasm
and consistency; and lead by example.

For managers in construction, the physical separation of team members
can pose problems. For example, contracts managers controlling wide areas
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Table92 Bdbin's nine team roles (adapted from Belbin, 1993).

Roletitle

Description and team
contribution

Allowable weaknesses

Plant

Resource
investigator

Shaper

Monitor

evaluator

Teamworker

Implementer

Completer

Specidlist

Cregtive, imaginative,
unorthodox. Solvesdifficult
problems.

Extrovert, enthusiastic,
communicative. Explores
opportunities. Develops
contacts.

Mature, confident, good
chairperson. Clarifiesgoals,
promotes decision-taking,
ddegateseffectively.

Challenging, dynamic, thrives
on pressure. Has drive and
courage.

Sober, strategic, discerning.
Sees dl options. Judges
accurately.

Co-operative, mild, perceptive,
diplométic. Listens, builds,
avertsfriction, cms waters.

Disciplined, reliable,
conservative, efficient. Turns
ideasinto practical actions.

Painstaking, conscientious,
anxious. Searchesout errors.
Ddiverson time.

Singleminded, sdf-gtarting,
dedicated. Provides
knowledge and skills in rare

supply.

Ignores details. Too pre-
occupied to communicate
effectively.

Over-optimigtic. Losesinterest
quickly.

Can be s9en as manipulative.
Delegates persona work.

Can provoke. Hurts people's
fedings

Lacksdriveand ability to
inspireothers. Overly
critical.

Indecisivein crunch situations.
Can be easlly influenced.

Somewhat inflexible. Sow to
respond to new possibilities.

Inclined to worry unduly.
Reluctant to delegate. Can
nit-pick.

Contributeson narrow front.
Dwelson technicalities.
Missesthe big picture.

or site agents running extensive engineering projects may find that their
teams lose their sense of identity and cohesion. Such team leaders must be
especially sensitive to the needs of their subordinates, who may feel out of
touch and neglected. Ways must be found of keeping these people updated
and involved. Telecommunications can help, but will not provide the whole
answer. Part of the solution rests with the leader's own behaviour.
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Adair (1986) summarisesa useful analysis by J.R. Gibb and L.M. Gibb,

who suggested five broad classes of leadership functions within teams (or
groups as they called them):

I nitiating — getting the team going or the action moving, by identifying a
goal, suggesting a way ahead, recommending a procedure, etc. This
function mainly applies at an early stagein the team's activities.
Regulating - influencing the pace and direction of the team's work, by
indicating time constraints, summarising what has happened so far, etc.
This becomes an important function as the team getsinto its stride.
Informing — providing the team with helpful information or opinions.
Likeregulating, thiswill mainly apply when the team is establishedin its
work.

Supporting - creating a climate which holds the team together and helps
members to contribute effectively, by giving encouragement, showing
trust, relieving tensionsin the team, etc. This function is needed all the
time.

Evaluating — helping the team to monitor the effectivenessof its actions
and decisions, by testingfor consensus, taking note of team processes, etc.
This function will become more important as the team approaches
completion of a task.

Hastings et al. (1986) identify four primary team leadership functions:

Looking forwards- givingthe team avision and a sense of direction, being
able to anticipate events and obstaclesand creating an environment that
encourages high performance.

Managing team members performance — defining success criteria for the
team, showing interest, keeping performance on course and rewarding
significant achievements.

Looking inwards — continually analysing how the team is working and
how it can be improved, taking an objectiveview of what is happening
and what islikely to happen.

Looking outwards — creating links with other parts of the organisation
and the outside world, ensuring a two-way flow of information, resources
and support between the team and others.

Hastings and hiscolleaguesemphasi sethe need for team |eadersto create the
right climate for effective teamwork, by being more aware of their own
behaviour and attitudes, demonstrating their values and expectations and
putting forward an exciting vision of what the team can achieve. They also
suggest that, wherever possible, leaders should influence the composition of
their teams and should spend plenty of time with team members discussing
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thekind of climate and ways of working which could best contribute to joint
auccess. The vaues and qualitiesassociated with such team leadersinclude:
unshakeable confidence and trust in the team; persistenceand positiveness,
optimism tempered by toughness and redlism; a sense of urgency; accessi-
bility and an opennessto ideas.

Day (1994) pointsout that an important leadership role of project man-
agersis that of integrator, pulling together the efforts of the organisations
and people contributing to a project. This involves unifying a group of
diverse specidlists, who may have different ideas about priorities — and,
perhaps, tunnel vision.

=il Team leader ship and the sdlf-managed team

The leadership qualities identified above are reasonably consonant with the
ideas of empowerment and sdf-managed teams, but they imply certain
features of hierarchical structure and the kind of organisational culture
which goes with it. Stewart (1994) questionswhether existing organisation
structuresand culturesprovidea suitabl e basisfor empowered, self-managed
teams. She discusses the need for an empowerment culture within organisa-
tions. Pointing out that even modern organisations, with their flatter pyr-
amidsand shorter chainsof command, are still hierarchical, Stewart suggests
that team leaders can create new cultures and structures by inventing their
own team hierarchies and their own roles- so that they play a supporting,
rather than figurehead, role.

One implication of such action would be the reappraisal of some of the
leadership functionsstated earlier. Leaders might spend less timeinitiating,
regulating and evaluating their teams; they would spend more timelooking
forwards and outwards and less time looking inwards and managing team
performance. In their inverted pyramid structure, these managers give up
their top role of command and see themsalvesat the bottom, providingafirm
foundation for their teams. In thiskind of structure, Stewart argues, leaders
use the experienceand sKkills of their front line team and deploy important
new management skills, which include;

® Enabling - ensuring the team has dl the resourcesit needs to be fully
empowered.

® Facilitating- removingblocks and delayswhich prevent staff from doing
their best work.

® Consulting—with staff to harnesstheir knowledgeand experienceand use
it in both operational and strategic ways.

@ Collaborating- going beyond consultation to collaboratefully, freey and
openly with team members, harnessing al their expertise towards the



136 The Practice of Construction Management

organisation's goals. This requires seeing the staff as full partners, not
just junior members, and is the ultimate test of the leader's skill in
empowerment and the will to implement it.

® Mentoring - helping team membersdevelop and play afuller role.

® Supporting- givinghelpwhenit isneeded and being especialy supportive
when someone makes a mistake (Stewart, 1994).

These abilities suggest a radical departure from conventional management
thinking — and they are just that. They may not be appropriate in al situa-
tions or suit all team members. But for the leader who really bdievesin
empoweringateam, they represent the kind of shift that isneeded. Thisisno
abdication of leadership, for it leaves many important tasksfor theleader to
perform. Stewart calls these the eight Es of empowerment:

® Envison. Ensure the staff have a shared vison of the goals.

® Educate. Train staff to usetheir own judgement, make decisions, develop
understanding and specia skills.

® Eliminate. The barriersto empowerment.

® Express. What empowerment is, what it can achieve, what needs to be
achieved, what is going wrong.

® Enthuse Generate excitement, encourage enjoyment; be energetic.

® Equip. Devolve resource power/budget control; ensuretraining happens.

o Evaluate. Including self-evauation; monitor what happens, appraiseand
give feedback; receive feedback from staff.

® Expect. Resistance to change, errors, teething problems; plan to avoid
them or overcome them. Also expect success.

Training in teamwork and team leader ship

Construction organi sationsare increasingly recognising the value of training
their managers and other employees in teamwork skills. There are many
approaches to this, but an interesting exampleis where team members are
brought together, away from the normal pressuresof their work, and given
the opportunity to anayse their teamworking methods and ponder on how
they might improve them. Nolan (1987) argues that teams benefit from a
regular workshop or teamwork course of thiskind, becauseit provides them
with some commonly agreed processes and structures and a common lan-
guage, which the team can subsequently use.

Nolan describesthe Synectics Innovative Teamwork Programme (ITP),
an example of a training technique developed by his organisation, which
soecidisesin teamwork training. Participants bring tasks from their work-
place and these are used as vehicles for learning in group and individua
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training sessions. Thismakeslearning more relevant and hel ps peopletackle
real problemsback in their jobs. Theemphasisison creative problem-solving
and on developingin individualsresponsibility for their own actions.

Group sessionsare video-taped and replayed, giving partici pantsa chance
to see themsalvesin action — and the group is able to analyse each person's
behaviour and contributions. Used in thisway, videois a powerful learning
tool; a tape can be replayed again and again to pick up subtle nuances- and
the action can even be re-recorded, with team members doing things a
different way and comparing thiswith earlier versions.

The role of the trainers is quite a humble one, because their main
responsibility isto set up a relaxed, non-threateni ngenvironment conducive
tolearning; to be positiveand encouragerisk-taking, and to be good listeners
- open-minded and responsive. Good team-workers, in fact!

In this way, participants on Synectics courses learn firstly from the
problem-solving sessions, secondly from video feedback, next from each
other and lastly from the trainers. Asin many of the modern approachesto
training, these trainers don't impose their views on the participants, don't
evendo most of thetalking, but basicaly set up alearningevent and alow it
to happen. If feedback is given by the trainer, it is constructiveand positive
and it acceptstheideasof participantsas'true or vaid for them'. Thetrainer
at al times respects the autonomy, experience, competence and self-respect
of course members.

GeorgePrince, co-founder of Synectics, has concluded from hisstudiesof
thousands of meetings, that when participants act destructively, this is
‘grounded in their need to apparently win'. He says he deliberately uses the
term'apparently’ since'no-one realy winsanything' in a meeting, except that
too early acriticism of an idea often resultsin it being dropped. Heidentifies
other discouraging behaviour, such as pulling rank, acting distant, insisting
on early precision or proof, being impatient, making fun of the person who
putsforward theidea, or not listening. On theother hand, groupswhich treat
every suggestionas a starting point and try to build on them are often much
more productiveand creative (Prince, 1995).

Other teeambuilding exer cises

Adair (1986) classes teambuildingactivitiesas either substitute team tasks -
business games or outdoor activities — or real tasks, such as a weekend
conferencedevising a major business plan. He argues that such activitiesare
crucia in makingagroupinto a high performanceteam, particularly because
they reinforce valuable informal relationships and mutual understanding
among team members.

Sincethe 1950s, a variety of courseshave been devised under the banner of
Outward Bound or Adventure Training, with the common feature of using
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outdoor activities to focus on developing individual and teamwork skills.
Laings are among the construction firms which have used this kind of
activity. It isvery popular with many managers, but somedon't likeit at all.
Among the strengths of outdoor activities are the bonding effect of shared
experiences, the 'Hawthorne' effect of concentrating on teamwork matters
and, of course, the potential for learning which is present in any new
experience (Nolan, 1987). However, Nolan questionsthe relevance of such
training for managers and others working in a commercial and crestive
environment. Adair pointsout that businessgamesand outdoor activitiesare
only simulations of corporate teamwork and have the advantage of being
risk-free; however, there is also the possibility that they may be seen as
irrelevant diversionsand not taken serioudly.

Nolan quotes Reginald Revans argument that business games and out-
door activitieshave more to do with solving puzzlesthan problems. A puzzle
entails finding an aready known solution, whereas a problem involves
findinga solutionwhere none yet exists. Since management is about creating
thefuture of organisations, training ought to beabout solving problems, not
puzzles.

The concept of a business planning conference, wherethe task is real, has
the benefit of providing an immediate and relevant task. However, partici-
pants may becomesoimmersedin thereadlity of the problemthat thetraining
value of the exerciseis overlooked.

Also, if the conferenceis poorly organised or participants are unable to
become actively involved, it can lead to increased discontent and scepticism
among team members,

Evaluation of teamwork training

As with most kinds of management training, it is difficult to evaluate
teamwork training, because the results aren't easy to quantify. Ideally, one
would try to measure progressin theteam's performance, but thisisdifficult
because improvements aren't always easy to assess and many other factors
are at work ininfluencingthe team's achievements. M oreover, as with many
kinds of management devel opment, the benefitsof training may not be seen
immediately and may only show up in the long-term performance of the
team.

The most effective teams will tend to regularly engage in self-evaluation
and sdlect their own criteriafor evaluation. Thisis probably the best form of
teamwork evaluation. Careful reflection and discussion can lead to magjor
insghtsinto the complexities of teamworking and the team's situation; they
can aso create a better understanding of the values, attitudes and concerns
prevalent among the team members.
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Not until the 1980s did the merit of good teamwork become firmly estab-
lished in management thinking and in most other areasof human activity. In
theconstructionindustry, sound teamwork is now widely regarded ascrucia
for the achievement of increasingly complex and interrelated social and
economic goals, not only within departments and organisations, but on
widdy dispersed sites and (most importantly) within multi-professional
teams, which perform major aspects of project management.

Most of the characteristicsof effectiveteamwork are now wel understood,
as are the conditions under which teams are likely to succeed. Teams which
benefit from good organisational support and competent leadership are, for
example, morelikely to be highly motivated, cohesive, flexible, tenaciousand
committedto successand quality. Good team leaderscreatetheright climate
for teamwork, lead by good example and spend time with their teams
negotiating ways of working which contribute to joint success.

Someleadersare keen to empower their groupsand hel pthem becomeself-
managing teams. To do this, the leader must undertake a thorough reap-
praisal of hisor her own roles, skillsand attitudes, team members roles, the
group cultureand theimplicationsof empowered teamsfor the organisation.

Teamwork trainingis now taken very seriously and many approacheshave
been tried. The most effective techniques seem to be those which involve
participantsworkingin groupson redlisticand rel evant problems, sometimes
in theworkplace but often away from thejob, wherethe day-to-day pressures
and interruptionscan be temporarily forgotten. The very best teamslearnto
evaluate their own performanceand to choose the criteriaon which to judge
their own achievements. Such teamwork islikely to beincreasingly valued in
an industry which findsitself under growing pressure from its customers to
ddiver a better co-ordinated service.



Chapter 10

Managing Quality and Environmental
| mpact

The management of quality and environmental impact have become linked
in many managers minds. This is partly because similar approaches to
quality and environment standards are identified in the relevant British and
international standards and partly because, in the minds of many senior
managers, the issues of quality and environment are major threads in the
strategic thinking which is expected to guide most organisations into the
twenty-first century.

These two subjects share another important feature — their success is
rooted in the management of people. Ultimately, the improvement of
environmental and quality standards depends on the attitudes of managers
and employees and their commitment and willingnessto change. Technical
innovation and organisational changewill largely fail, unless people bdieve
in the changes and actively pursue them.

The Construction Industry Research and Information Association
(CIRIA) began a research project in 1996 to examine current construction
industry practicesfor integrating the management of quality, environmental
impact, and health and safety.

Quality management

Managers have dways been responsiblefor the quality of goodsand services
produced by their teams. In this sense, there is nothing new about quality
management. But the emphasis given to delivering quality more system-
atically and inevery aspect of the businesshascertainly grown over theyears.
Thisisa reactionto at least threefactors:

® Poor quality in components, production processes and serviceto clients.

® Theimpact, during the 1980s, of BS 5750 Quality Systems and itsinter-
national successor, the ISO 9000 series.

® A reductionin clients toleranceaof poor quality.
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Total quality management

TQM is not the only approach to quality management, but it has been an
influential one. Quality guru W. Edwards Deming described TQM as 'the
Third Industrial Revolution’, despitethefact that quality control ought to be
part of every manager's job. Schmidt and Finnigan (1992) havecaled it 'a
new paradigm of management’. Whilst they agree that the eements of
quality assuranceare well known to managers, Schmidt and Finnigan argue
that it is in combining the dements that a new way of thinking about
managing organisations arises. They also cite a 1989 report by consultants
Coopers and Lybrand, comparing TQM with traditional management
thinking. The move to the TQM approach has included:

@ Quality definition — a shift from product specifications to fitness for
consumer use.

® Quality control — a shift from post-production inspection to building
quality into the work process.

® Errors - a shift from tolerance of marginsof error and wastage to no
tolerance(right first time).

® Improvement — a shift from technological breakthroughs to gradual,
continuous improvement of every function.

® Problem-solving and decision-making — a shift from unstructured to
participativeand disciplined decisions, based on reliable data.

TQM also recognisesthe concept of theinternal customer, somethingmissing
from conventional management thinking.

TQM isredly a business philosophy based on commitment to customer
satisfaction;it involvesorganising the businessto ddliver consi stent customer
satisfaction by careful design of products or services; and creating systems
that deliver the chosen quality standards reliably. The growth of global
marketsand tough international competitionwill ensurethat quality remains
high on the organisational agenda, but the overt expression of quality con-
cerns in concepts like TQM may recede, as thorough quality assurance
procedures become routine - internalised in the culture and management
systems of the organisation.

Sadgrove (1994) stressesthat benchmarking should focus on measurable
items. In construction, this could include the number of complaints from
clients and building users and the percentage of work (by vaue) that fails
inspection.

- Benchmarking

Many firms have introduced benchmarking. It involves studying the best
practices and achievements of competitors and others in the field — and
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adopting them as standards for improving the company's own performance.
Benchmarking can be integrated with TQM or used as part of any quality
system. It can include looking at the processes in, and product/service
features of, other industries. Indeed, this is sometimes where the most
creativeimprovementscan befound. Soimportant isthisactivity in a highly
competitive environment that organisations may set up a research depart-
ment to do their benchmarkingactivities.

Tackling quality management in congtruction

The Construction Quality Forum was set up in 1993to help the UK industry
compete with its counterparts in other countries. All sectorsof construction
are represented in the forum, whose information on defects and failuresin
designand constructionisfed into a computerised database devel oped by the
Building Research Establishment (BRE).

BRE figures published in the mid-1980s attributed 90% of building fail-
ures to problemsarising during design and construction. Interestingly, these
were mainly ‘people related problems. They included:

Poor communication.

Inadequate information or failureto check information.
Inadequate checks and controls.

Lack of technical expertiseand skills.

Inadequate feedback leading to recurring errors.

Clients perceptions of quality are also very important. Clients quite often
assessquality in termsof how they experience the buildingin use, rather than
its componentsand assembly.

Gaining theindustry's acceptance of formalised quality management and
processes has not been easy. Certificationunder the 1987 version of BS 5750
was almost obligatory in many sectors by 1990, but the UK construction
industry has been dow to adopt quality assurance. Compared with countries
like Germany and Japan, UK construction had alot of catchinguptodoin
theearly 1990s. Thesituation started to changewhen somefirmsbeganto see
the competitive advantage they might gain through BS 5750 certification.
The first construction firm to win a British Quality Award was the John
Laing Group, in 1991.

However, many firms that experienced quality assurance inspections
perceived little, if any, improvement in the services they were offering.
Indeed, many firms (including clients) argued that BS 5750 was unsuitable
for construction. The industry report A strategy for quality management
systems in the construction industry, found ten important features of con-
struction work which differed from those embodied in the British Standard.
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At least one major property developer publicly questioned the relevance of
BS 5750 to building, pointing out that it was based on repetitive manu-
facturing practices, not one-off construction projects. The devel oper claimed
that quality assuranceshould begin by examining the way a business works,
not by imposing a set of predetermined work practices (but most quality
managers would start this way anyway). As Baden Hellard (1993) pointed
out, the construction industry has tended to misunderstand the procedures
embodied in the quality standards. It has viewed BS 5750 (and the Inter-
national Standard ISO 9000, developed from BS 5750: 1979 and reflecting
eight years subsequent experience of its operation) as being about paper-
work systemsand certification,whereasthefocusis on improving the overall
performance of the business.

So, somecompanieshesitated to becomeinvolved, seeingquality standards
asan obstacl eto businessefficiency,forced on them directly by government or
indirectly by clients,especialy publicsectorclients. Baden Hellardarguedthat
total quality management canimproveall aspectsof design and construction,
if it startsat the top, which iswith the building client.

Ancther argument against adopting the British Standard was that it
focused on achieving consistent standards or minimum standards - not
necessarily high standards. But the proponents of BS 5750/ISO 9000: 1987
argued that the standard did lead to higher quality, because it required
organisationsto thoroughly examineexistingwork practicesand procedures
before any changeswere introduced. And the EC standard, developed from
ISO 9000for the serviceindustries, containsa modul e specificaly writtenfor
construction consultants. The ISO addressesfour areas which are important
in achievinglong-term high quality in construction - management of human
resources, business development, sub-contracting and the importance of
feedback.

Nearly all other sectorsof UK industry have recognised theimportanceof
quality management and have installed quality management systems.
Definingand implementing quality management is more difficult in service
industries like construction; and in professional practices, it can be even
harder to define and implement quality assurance, because there is no tan-
gible product directly attributable to one practice. A practice will try to
improve on the skillsand competenciesit offersits clients, but these are not
dways easy to measure. The results that the practice achieves are often
intertwined with, and will partly reflect, the strengths and weaknesses of
other contributors to the project.

A further difficulty is that while price remainsa mgjor criterion on which
tender decisionsare based, firmscan continueto arguethat the cost of formal
quality systems cannot be judtified. A powerful counter-argument is that
greater efficiency resulting from quality systems reduces a firm's unit costs
and increasesits competitiveness.
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Industry action

Thereis a further benefit. Quality management techniques can help reduce
contract conflictswhich have been one of the most damaging problemsin the
industry. CIRIA examined this problem in 1990 and 1991. It argued that
current forms of contract do not encourage full use of quality assurance
systems. As architects and engineers are under pressure to take on quality
management, CIRIA also looked at how it may have a knock-on effect on
these professions’ conditionsof engagement. At the same time, the Building
EmployersConfederationtook acloselook at how it could involveitsef and
itsmembersmore directly in quality management and in developingsuitable
systems.

Other industry bodies have since contributed to the quality debate. For
instance, the joint review of the industry (Latham, 1994) stressed the
importance of better quality management. The report called for measuresto
raise construction standards (such as fairer construction contracts; better
procurement practices like partnering; and standardisation and modularis-
tion throughout the construction chain) and improved management and
professional training. In an effort to implement these recommendations, the
Construction Round Table (representing major public and private sector
clients) has since formed a partnership with the National Contractors Group
to look at a raft of improvements amed at changing the culture of
construction.

Quiality benefits

Animportant approach to obtaining business, from which some professional
practicesand contractors can benefit, isto sell on quality and not on price, as
many successful businesses already do. Many companiesin other industries
have found it a better policy to go for a higher value-added product or
service, than for alow cost, low quality product or service.

Since the industry has long complained about having to cut pricesto win
contracts on tight margins, perhapsthereis a lesson to be learned about the
industry attempting to persuadeclientsthat it paysto pay alittlemore—and
get a building that gives more satisfaction and incurs lower running costs.
But, importantly, higher quality does not necessarily mean higher costs.
There are costs associated with poor quality, examplesof which are:

® The management cost of handling clients complaints.
® Inspecting the work concerned.

e Making good faulty work.

® Replacing sub-standard materialsand components.

These costs can beincurred during and after completionof a project. Repair
work carried out when a building is in occupation can be difficult and
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expensive. If these costs are taken into account, improving quality doesn't
automatically mean adding to building cost; the reverse may be true. Peters
(1989) claimed that in manufacturing industries, putting right poor quality
work absorbed asmuch as 25% of afirm's resources. | n serviceindustries, he
argued it could account for as much as 40% of total costs, which is quite
staggering. It must aso be remembered that one of the purposesof quality
assurance systemsis to improveefficiency. If this succeeds, there should be
long-term cost reductions.

Interestingly, housebuilding is a success story in the quality field. The
NHBC’s third-party quality assurance certification, which has operated
successfully for a number of years, gives customers a legal guarantee of the
building's performance and quality standards, and insurance cover against
deficienciesor building failure (Griffith, 1990).

Attitudesto quality

One of the critical factors in achieving effective quality and implementing
good quality control is employees attitudes towards it. Frequently,
employees lack commitment to quality and this shows up in the leve of
rejects, customer complaints, repairs under warranty, and so on. In con-
struction, it shows up as bad work, long snagging listsand user dissatisfac-
tion. Theindustry hasto redlise that quality comesfrom people—employees
who careand are committed. And peoplewill only careabout quality if their
managers do — and this means managers and professionals paying attention
to quality al thetimeand being proud of what they are doing. As Petersand
Austin (1985) put it 'quality isan all-hands-on' proposition. Or in thewords
of John Laing's quality director, Phillip Bdl, 'quality management is all
about people - how they work, how wel they communicateand how well
they develop and implement a process of continual improvement in their
every day activities.

In the end, perhaps, the achievement of total quality management will
depend on whether theindustry can replaceconfrontation and conflictwitha
philosophy of teamwork and co-operation (Baden Hellard, 1993), a thought
echoed in the report Constructing the team (Latham, 1994).

Installing a quality management system

The essence of a quality management system is that quality is managed in
ways which are clearly identified, wel documented and efficiently planned,
implemented and controlled. So, introducing quality management involves
setting up procedures, if these do not aready exist, and providing
documentary evidencethat quality targetsare being achieved (see Box 10.1).
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Introducingquality assurance

Induction and training of staff in quality assurance matters
Thorough analysis of existing processes and routines
Development and documentation of new processes
Trials of new systems
Modification of systemsfollowingtrials
Implementation of modified processes

In addition, if accreditationis sought

External audit of systems and procedures
Amendments to meet auditors requirements

Box 10.1 Introducing qudity assurance.

It dso means that everyone involved must be trained in quality control
methodsand that there should beincentivesto implement the quality control
procedures. Peters (1989) suggests that incentives can be extended to sup-
pliers (and therefore sub-contractors), who are paid the premium rate for
high quality materials/work, but a lower rate for sub-standard goods and
sarvices. Whether or not quality reward systemsare being used, contractors
are certainly paying much more attention to assessing their sub-contractors
and suppliers, monitoring and recordingtheir performance, and listeningto
their ideas. Some contractors provide training seminarsin quality manage-
ment for their sub-contractors.

It haslong been known that incentives can underminequality becausethey
usualy focus on the quantity of work achieved. What hasn't been so widely
appreciatedis that staff performanceappraisal and other forms of employee
evaluation can affect quality too. Deming (1986) recognised, for instance,
that staff appraisal often laysstress on short-term performance, discourages
long-term planning, demolishesteamwork and encourages rivary. Deming
felt that these directly worked against the achievement of quality.

M ost companieswantingto install a quality management system appoint a
quality manager, often called aquality controllerin smaller firms. Thedesign
of the quality system usually involves the know-how of a number of people,
0 a quality group may also be set up. Because an important role of the
quality standard is to define responsibilitiesfor quality assurance, this must
be built into the documentation of processes and systems.

Threekindsof auditing are used in quality management — internal auditing
to regularly review achievement in relation to quality targets; auditing of
suppliersand sub-contractors; and external auditing by acertification body if
the organi sation wishes to be certified to ISO 9000. Part 1 certification isfor
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design and production; ISO 9000 Part 2 certification isfor production only.
A further kind of audit, known as a second party audit, occurswhen a client
visits the company or itssite(s) to assessits quality systems.

Certificationunder the current quality standard, BS/EN/ISO 9000: 194
requires organisations to demonstrate that their sysems are capable of
meeting customer requirements through:

@ Effective systems, proceduresand working methods.

Clear communication systems.

Clear lines of responsibility.

Thorough documentation of all systems.

Control of documentation and clear proceduresfor change.
Satisfactory training.

A clear system for auditing quality procedures.

Quality culture

However, as Drummond (1992) points out, one must not forget that the
quality standardisjust ameansto anend; it isthe quality that counts, not the
systems. The quality standard is smply a basisfor a quality culture in an
organisation. Systemsmust be built on — and are no substitutefor — aquality
culture or philosophy. A quality management system must become part of
the mind-set of everyonein afirm, practice or project team. Thisis built on
sdlf-respect, prideand dedicationin every aspect of the organisation. Indeed,
the best quality systems recognise the notion of the internal client, so that
departments treat one another as customers and try to observe similar
quality criteria to those which apply to their external clients. And impor-
tantly, as Drummond points out, a quality culture is not about fanatical
workforce commitment, but about abandoning outdated business and
management assumptions. Implementing quality systemsforcesmanagersto
developadeep understanding of processeswithinthefirm and thedifficulties
employeesface. Employee commitment should follow.

Quality manual

A key document in implementing quality assuranceis the quality manual.
Thereis no standard manual; one has to be written to meet each organisa-
tion’s operating procedures and type of work. The manua normaly
includes:

e a summary of the firm's policy on quality, suitable for uncontrolled
distribution to potential and exigting clients;

® an enlarged version of the above, describing the quality management
systems and procedures, by department or function as appropriate;
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e the firm's detailed operating proceduresand standard forms, including
purchasing specificationsand product or service specifications.

Thisinformation may be split into two or three manuals - a systemsand a
procedures manual and perhaps a work instructions manual (Sadgrove,
1994). The systems manual is a strategic document which may be used by
marketing staff in bid presentations to potential clients. Quality system
records and forms, together with documents such as codes of practice, may
aso be bound together in a further manual.

Control of quality dependson themanual being realistic. A manual which
istoo vague or idedigticis largely useless; and so are operating procedures
and work instructionswhich are over- or under-specified.

Quality control aso depends on the existence of objective criteria, such as
strength and stability, durability, dimensional accuracy and environmental
performance- and on theclear identificationof responsibilitiesof the people
involved. If quality cannot be measured in afairly objectiveway, improve-
ment will be difficult to achieve. Tom Petersinsists that the measurement of
quality should be carried out by the people or department doing the work,
not by inspectors or auditors, who may cause the process to become
bureaucratic and may become the focus for arguments over the interpreta-
tion of quality control data.

Perhaps the most important requirement for effective quality control is
senior management commitment. Quality must be high on the agenda for
such managersand they must have the tenacity to carry on the campaign for
high quality, whatever the difficulties.

Quality in service organisations

Constructionisa serviceindustry and the quality of a serviceislesstangible
than that of a product. The criteriawhich clients use to judge a service are
often highly subjective. Indeed, Drummond cites evidence that there are
eementsof servicequality that havelittleto do witheither the serviceitsdlf or
the style of its ddlivery. What one building user views as a comfortable
working environment, another will find unbearable. What one client judges
as sociable, informal behaviour, another will view as discourteous or
impudent.

Building owners and users will consider objective factors such as the
specificationof the building's components, but many aspects of the building
will be judged much more on their subjective responses. Examplesinclude:
whether the individual feels that the internal environment is comfortable,
bright and pleasing; whether the individual judgesthe air conditioningto be
satisfactory; whether theinternal finishingsmeet the occupants' expectations
(with al the subjective overtonesof taste, status and self-esteem).
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Thereis also the leve of client satisfaction or dissatisfactionwhich goes
beyondthefitnessfor purposeof the buildingitself. It relatesto the quality of
the delivery of the service. Effective management of the sarvice ddivery of
design and construction processesisvital. The interaction which takes place
between providersand clientscrucially affectsclients perceptionsof quality.

The client's evaluation of service quality will be raised if the industry's
professionals demonstrate competence, trustworthinessand dependability;
show their concern for, and understanding of, the client's needs; and exhibit
considerate, friendly and enthusiasticbehaviour. Theclient's perceptionsof a
contractor or private practice will depend on consistency of serviceand the
confidence this engenders. But first impressions also count. Research has
shown that the initial contacts have a lot of influence on subsequent rela-
tionships. The concept of partnering addresses many of theseissues.

Theindustry might do wel to examineUS achievementsin TQM. Schmidt
and Finnigan (1992) summarise the success factors in US award-winning
TQM companies as follows.

A very high level of management leadership and commitment.
Supportive organisational structuresand roles.
Quality-orientated tools and processes.

Tailored education programmes.

Innovative reward strategies.

Full and continuing communication.

In addition, total quality managers:

give priority to customers needs,

empower, rather than control, their team members;
emphasiseimprovement, rather than maintenance;
encourageco-operation rather than competition;
train and coach, rather than direct and supervise;
encourageand recognise team effort;

learn from problems, rather than minimising them;
choose suppliers on the basis of quality, not price.

Environmental impact
Businessand the environment
Quality has dways been somewhere on the management agenda, but the

environment has not. Y ears ago, managerscould take a largely ‘closed sys
tem' view of their organisations and ignore environmental factors almost
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totally. But this has al changed. Today, business survival is largely about
understanding the external environment and how it affectsthe organisation's
performance.

This environment is complex. It includes al the interrelated events,
changesand decisionstaken in the systemsof society (some predictable, but
many not) which directly and indirectly influence markets, productivity,
competitiveness and so on; and it includes the physical environment, and
customers and society's expectationsfor the future of the natural environ-
ment. Moreimportantly, it includes our growing understanding of the long-
term damage that organisations are doing to natural systems and the high
probability that this damage is irreversible and will, at some point, lead to
global ecologica changes.

Bennis and his colleagues (1994) have underlined the importance of reas-
sessing conventional business assumptions and beliefs and moving them
towards the goa of sustainable development. This requiresa major shiftin
peopl€e's attitudes and behaviour. Only when this happens and senior man-
agers commit themsaves and their teams to a new business philosophy, will
organisations meet the environmental chalenge. A few examples of the
economic and business assumptions and beliefs needed for sustainable
development are asfollows.

@ The purpose of businesses should be to satisfy al human needs, with
minimum consumption of scarce resources.

e Theinterestsand needs of future generations, and of other communities,
must not be jeopardised for short-term economicinterests.

® Business operations should enhance the environment, rather than
damage it, and contribute to ecologica baance.

® Thewel-beingof al the other stakeholdersin a businessisasimportant
as that of its equity shareholders.

@ Businessesdo not own dl the resourcesthey use; they hold them in trust
to make the best possible use of them on behalf of society.

I'n construction, the refurbishment sector is well-placed to meet some of the
criteriafor sustainabledevel opment. The buildingis, in effect, recycled or re-
used and, with good design and management, keepsitsconsumption of virgin
materials and manufacturing energy to a minimum. It also recycles land,
extending the useful life of areas already 'de-natured’ and reducing demand
for greenfied sites. New build isa different story and many hectaresof green
space are put under concrete or tarmac every day in the name of progress.

Environmental management and construction

Both the construction and property industriesmust play aresponsiblerolein
managing the environmental impact of development, because the problems
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stem both from building operations and buildings in use. Infrastructure
projects, particularly roadbuilding, also have significant environmental
repercussions. The issues affect planners, project owners, designers, project
managers, construction managers, material producers and manufacturers,
sub-contractors, facilities managers, building users, local authorities, reg-
ulatory bodiesand others whose decision-making has an impact on natural
systems.

New approaches to procurement, such as partnering, reinforce the point
that environmental responsibility is a shared one and must be tackled col-
lectively. Solutionsto major environmental impact riskscan only beachieved
through multi-professional,and even pan-industry, collaboration.

By the beginning of the 1990s, most major projects throughout Europe
were subject to an environmental assessment and increasing numbers of
construction organisations were thinking hard about drawing up environ-
mental policiesand plans. They did thisin response to new and proposed
environmental legidation and becausethey could seea dow but unstoppable
shift in client and public concern about the environmental impact of build-
ings and the building process (Fryer and Roberts, 1993).

By 1991, a number of construction industry organisations were carrying
out research on environmental issues and the actions needed. CIRIA set up
the Construction Industry Environmental Forum in collaboration with BRE
(the Building Research Establishment) and BSRIA (the Building Services
Research and Information Association) to promote awareness and under-
standing of environmental issuesin the industry. At about the same time,
BSRIA began a major research study aimed at producing and encouraging
the adoption of an environmental code of practicefor building services.

More recently, CIRIA started a multi-disciplinary research project to
review theindustry's practicesin the context of ISO 9000 (Quality Systems),
ISO 9004 (Environmental Management), the Construction (Design and
Management) Regulations and the Health and Safety at Work Act.
Important research into specific environmental problems is also being
undertaken by many university departments and other organisations with
research capabilities.

The effects which buildings and construction processes have on the
environment can be stated fairly simply, but the issues are in fact complex
and interrelated. CIRIA grouped the issues under these headings:

Energy use, global warming and climate change
Resources, waste and recycling

Pollution and hazardous substances

Internal environment of buildings

Planning, land-use and conservation
Legidation and policy issues.
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Recognising the breadth and severity of these environmental imperatives,
organisations like the Construction Industry Council are responding to the
call for better environmental management. It is at the leved of individual
firms, especidly the smaller ones, that reaction has been dow. Theclimatein
which many of these firms are struggling to surviveis an economic one.

Construction managershavea specia responsibility for the efficient use of
energy and resources, waste management and recycling, avoidance of pol-
lution, land contamination and danger from hazardous substances - al
within the context of new environmental legidation and their companies
increasingly visible environmental policies.

The construction industry is under increasing pressure to reflect on and
assessitsimpact on theenvironmentand take concerted action. Thisrequires
integrity and commitment on the part of all theindustry's professionsand a
thorough understanding of the issues and the burgeoning European legis
lation, to whichwhole bookscan bedevoted (seefor instanceGriffith, 1994).

Environmental management systems

Until theearly 1990sand theenactment of the Environmental Protection Act
1990, few construction organisations had taken the environmental impact of
their operations serioudy. By 1996, when the Environmental Agency was
launched, the situation had changed, but was still far from ideal. Client
pressureand the publicity given to BS 7750: Specification for Environmental
Management Systems (1992), contributed to some shift in attitudes. Some
firms began to understand the importance of sustainable development, a
concept which stresses using resources of energy and materialsin a respon-
sibleway, so that future generationscan benefit from them too.

The Environment Act 1995 set up the Environment Agency. The agency
amalgamatesthe National Rivers Authority, HM Inspectorate of Pollution
and some 80 Waste Regulation Authoritiesin the UK. The 1995 Act makes
the polluters of land liable for the costs of its remediation, a responsibility
which cannot beignored by the constructionindustry. Environmental law is
agrowing and enormously wide-ranging subject, the bulk of UK legidation
now emanating from EU proposals and regulations(Franciset al., 1995).

Environmental management policy and strategy

Environmental managementinvolves designing or revisingan organisation's
practices, processesand structuresso that it can achieveitscore objectivesin
an environmentally responsibleway. Any company takingits environmental
obligationsseriously must start with a policy which relatesits core business
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objectives and strategiesto its environmental aims. Such a policy must be
flexible, because firms differ markedly and their circumstances change
(Griffith, 1994). But unless the policy informs the organisation's business
drategy, it is unlikely that effective environmental performance will be
achieved. In addition to the requirements of environmental legidation,
clients increasingly enquire about the environmental policies of the con-
struction firmsand practiceswith whom they enter contracts, soitisrealistic
to expect that in future the existence of a sound environmental policy and
strategy will be a key factor in a firm's competitiveness(Fryer, 1994a).

BS 7750/ISO 9004 provides guidance for a firm wishing to introduce a
management system for improving its environmental performance. The
standard paralels EC environmental standards and shares many of the
management principlesembodied in the quality standard BS/EN/ISO 9000.
The main building blocks are now in place to dlow a full and positive
relationship to develop between corporate objectives and environmental
needs. Sustai nabledevel opment and environmental protection ought quickly
to become the norm in the industry. If this doesn't happen voluntarily,
governments will introduce further legidation, bringing about change the
hard way.

Environmental action planning

Practical guidance on formulating an environmental plan are given in the
Institute of Management's action checklist No 19, Taking Action on the
Environment, published in 1996. The checklist advisesfirmsto:

secure top management commitment;

identify the environmental laws and regulations;

designate a senior manager to be responsiblefor environmental affairs;
establish and communicatea clear palicy;

work out the environment-businesslink;

carry out regular audits;

develop a proceduresmanual;

start an environment training programme;

publicise environmental objectivesinternaly and externally;
build in measures and controls;

communicateenvironmental benefitsinternally and externally;
involve employees to gain their commitment.

Asisso often the casein management, effectivecommunication, consultation
and training — to encourage appropriate attitude change and to gain the
commitment of employees and other stakeholders— are key factorsin the
successful implementation of management plans.
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Environmental impact assessment

Also known smply as environmental assessment (EA), environmental
impact assessment is a set of proceduresfor measuring the probable envir-
onmental effectsof aproject beforeit isalowedto start. The principlesof EA
are not new and have been practised in the oil, gas and petro-chemical
industries since the early 1970s (Griffith, 1994).

The UK construction industry is affected by an EC Directive aimed at
ensuring that al major projects— public and private — are the subject of an
environmental assessment before consent is given. The DoE introduced a
system in the late 1980s for ensuring that projects conform with the EC
Directive and the major output of the EA process is an environmental
statement prepared by the developer and submitted to the competent
authority — usually the planning authority — ideally after prior consultation
with that authority, which can provide the developer with valuable advice
and information (Roberts, 1994).

Environmental and quality auditing

Many larger organisationshaveintroduced an auditing processfor both their
quality management systems and environmental management systems. An
audit is a systematic, periodic evaluation of a management system in an
organisation to assessitseffectivenessin meeting key objectivesand statutory
requirements. The frequency of audits, the proceduresused and the methods
of reporting need to be carefully thought through. They will probably differ
from organisation to organisation.

Thereisno statutory requirement for auditing, but many firmsseeit asan
essentia part of responsible business operation, contributing to the regular
review of the organisation's strategy and, where appropriate, being inte-
grated with proceduresimposed by statute, such as the COSHH regulations
and other health and safety legidation (Roberts, 1994).

Steps to be taken in quality or environmental auditing include the
following.

Setting audit objectives.

Deciding on the scope of the audit.

Definingits baseline.

Selecting an audit team.

Collecting evidence and information in relation to audit objectivesand
means of assessment.

Assessing and evaluating audit results.

Publishing the results.

® e o0 0e

e 9



Summary

Managing Qudlity and Environmenta Impact 155

® Developingan action plan for changeand improvement.
e Monitoring the effectivenessof action taken.

Since about 1990, quality and environment have become two of the most
frequently used words in management. The setting up of both quality and
environmental management systems is seen as a high priority in many
forward-looking organisations which want to survive and prosper in the
globa marketplace. Both systems are recognised as having strategicimpor-
tanceand both have necessitated a mgjor shift in attitudes among employees
and managers, with accompanying changes in organisation structures and
cultures.

Quality is not a new concern for the manager. Quality assurance has
dways been a recognised management function. What has changed is the
emphasis placed on quality in every aspect of an organisation'sactivitiesand
the formalisation of quality assurance procedures. The first is a result of
concepts like TQM, aimed at changing the philosophy of businesses; the
second follows from adoption of the new quality standards.

Environmental impact, on theother hand, isareatively new issuefor most
managers. Not many people in industry and the professions had given it
serious consideration prior to the World Commission on Environment and
Development in 1988, the so-cdled Brundtland Report. Now, the
construction industry, like other sectors, is under pressure to respond to
demandsfrom clients, governments and other groups to demonstrate com-
mitment to sustainable devel opment; and to meet new standards and statu-
tory requirements emanating from EC directives. The introduction of
environmental assessments prior to approval of al major development
projects has put environmental protection right at the forefront of planning
and development. All the partiesinvolved in the construction and property
industrieswill haveto play a part in achieving new environmental standards.

In future, excessve formality in quality management systems, which has
beset some firms as they grappled with the new quality standards, may
recede. Their quality procedures may become absorbed into the culture,
corporate plansand operational routinesof their businessesand waysmay be
sought to removethe bureaucracy which such systemscan spawn. Thefuture
of environmental management systems is not yet clear. Governments are
more likely to legidate on environmental issues than they are on qudlity,
except wherethe latter affects health and safety. If organisationsdon't meet
new environmental standards, governmentsmay bring about changethrough
further statutes.

Because quality and environmental impact can both impingeon healthand
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safety, a likely development is the integration of management systems used
by firmsto deal with these three areas. Asmany of the proceduresused are
already smilar, thisisa logical development which will improve efficiency.



Evenin the early 1990s, many peopletill regarded the mid-1970sdownturn
in world trade as smply the onset of another recesson. A number of people
were, however, quite sure that the problem was more fundamental, that
another boom was not just around the corner. Indeed, people started to
question whether there would ever be another boom again.

Alvin Toffler (1984) and others have argued that what has been happening
isnot arecession— not acrisisof underproduction or low productivity- but a
crisisof restructure, the collapseof theindustrial system asit givesway to the
post-industria or tertiary society. A rapid social transformation is taking
placeon aglobal scale, forcing both capitalist and communi st economiesinto
a crigs of survival. The 1970s 'recession’, whether we blame it on lack of
investment, poor management or lazy workers, was not just a phasein the
established trade cycle. No previous recession has been accompanied by such
an explosive growth in new technologies. These technologies— electronics,
optics, information, biotechnology, alternativeenergy, ocean science, etc. —
operate on different principles. The technology of the industrial revolution
extended human musclepower. The new industriesextend human brainpower
and have very different consequences.

These changes coincidewith a shift in attitudes towards organi sationsand
a growing interest in small-scale, localised industry. At the very time when
the multinational corporations were growing, increasinginterest was already
being shown in the opposite strategy of breaking down large, centralised
organisations into small, decentralised units. Many managers have been
attracted to thisides, influenced by the writingsof Fritz Schumacher and his
contemporaries. Such a move would decentralise communities as wdl as
businesses, with implicationsfor the structure of demand for construction.

One effect of decentralisation, coupled with information technology, is
that many people can work from home, instead of travelling to their offices.
Toffler’s idea of the'dectronic cottage' was considered unrealisticwhen he
put it forward in 1980 but, within two years, American experts were pre-
dicting that millionsof jobscould be performed at home by the mid-1990s.

It ssems we are indeed in the early stages of another revolution, not an
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industrial revolution, but one that will change the nature of work, shift the
basisof power and lead to a further redistribution of wealth. It will alter the
relationship between industrial and developing countries and transform
communities, businesses and families, further changing peopl€'s roles, both
within and outside the workplace.

When organisations are operating in a stable, predictable environment,
thereis little pressure to change. But most organisations are not. They are
having to face up to the need for quite dramatic change and this must be
planned.

Future sudies

Future studiesis a devel oping disciplinewhich usesa number of quantitative
and qualitative methods to study change. These methods range from fore-
casting based on trend extrapolation, which mostly uses numerical data, to
more judgemental methods, such as scenario building and the construction
of forecasting models, some of which are very complex (e.g. global models).

All the methods suffer from a common problem — the future is basically
unpredictable - it can only be assessed in terms of possibilitiesand prob-
abilities. Asthe possibilitiesare almost endless, a whole range of futurescan
be posited, from highly optimistic to totally pessmigtic. Trend extrapol ation,
in particular, can be very miseading, because past trends may be totally
unreliable as a guide to what will happen in the future.

At bedt, reliable assessmentsof future change have to be relatively short
term. Managerswill increasingly need to be aware of futuresmethodsso that
they can appreciatethelimitationson their attempts at forecasting. Langford
and Male (1991) examine futures methods in some detail.

The processof organisational change

Recognising the need for change

Part of the pressure for change originates outside the organisation, in the
form of shifting market structure, technological development and govern-
ment measures. Other pressures come from within the organisation. They
include new attitudes to work and industrial conflict. Any effort to change
the organisation must take account of both external and internal forces.

External pressures

Companiesareexperiencing unprecedented pressureto changethe processes,
structures and functional divisions of their organisations. These have been
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identified by various organisations, for example, the Institute of Personnel
and Development in its 1994 position paper, Peoplemake the difference. The
forcesfor change include the following.

More exacting requirementsfrom clients.

The shift towards global trading and competition.

Removal of international trade barriers.

The dow growth of the mature economies.
Theindustrialisation of the so-called Pacific-rim countries.
Fast developing, easily transferabletechnology.

Privatisation and public sector financial constraints.

Political pressurefor efficiency improvementsand added value.
Public concern about the environmental impact of business.

Arguably, construction has been protected from some external pressuresin
the past, with its largely protected home market. But the future is likely to
bring even more international contracting, so that construction will be
affected by much the same business environment as other industries. The
future of the industry will depend on how successfully it adapts to change
and, more proactively, how it creatively engineers change to its own
advantage.

Inside pressures

The manager must take account of the organisation's climate or ethos,

because it creates pressure for change. The norms, vaues and attitudes of

managersand other employees are among the factors affecting its ethos.
An organisation's climate can be assessed hy looking at the following.

Workers' perceptionsof whether the atmosphere at work is friendly or
hostile.

The kind of leadership style adopted by management.

The extent to which people have to conform to rules and procedures.
The production standards set by managersand workers.

The ways in which employees are rewarded.

The climate can centre around power, relationships or achievement. In a
power-oriented climate, the decisionsare centralised, communication chan-
nels are clearly defined and authority is clearly established and frequently
used. Thereislittleroom for individual discretion.

In a relationship- or affiliation-oriented climate, the firm is organised
aong more democraticlines. Workersparticipatein problem-solvingand are
encouraged to bring their difficultiesto the manager.
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The climate is said to be achievement-oriented when senior managers
formulate objectives, but allow groupsto work out their own proceduresand
rewards. Top managers expect high performancefrom employeesand give
them feedback on their achievements.

Planning or ganisational change

Thefirm's problems must be thoroughly investigated before any action can
betaken. Managersmust agreeon the scope of the problemsand the need for
change. Data must be collected and analysed with care and presented in a
suitable form to employees affected by the changes or involved in putting
them into action.

The goalsof changeshould be redistic and clearly stated. Where possible,
they should be quantified, so that progresscan be measured. Many attempts
to change organisations have failed because the purpose was not clearly
stated and misunderstandingsarose among employeeswho had to implement
thechange. Thereshould be a clear statement of thetimescalefor changeand
the activities needed to achieve it. The process cannot be monitored or
controlled unlessthereis a clear plan of action.

I mplementing change

Change can be structural, technical or social. Structural changes introduce
new systems of authority, work flows, rules and decision-making systems.
Technical change stresses new work methods and layouts, the use of com-
puters and so on. Socid changesinclude such things as the modification of
socid <Kkills, changes in attitudes and organisational cultures and new
approaches to motivation.

Systems thinking stresses that these variables are interdependent. For
example, a change leading to decentralised decision-making will affect the
attitudes and skill needsof morejunior managers. Similarly, theintroduction
of a technical change, such as a management information system, may
changethestructure of the organisationand alter the tasksand skillsof some
employees.

Different firms adopt different strategies for coping with change. Some
firmslack rigid structure and rules and are therefore inherently adaptable.
Bureaucratic firms find it harder. They often respond to rapid change by
setting up new departments or functions, or by strengthening the formal
structure. They redefine managerial roles and working relationshipsalong
conventional lines, making reference to organisation charts and manuals.
Unless a new department has been set up, problemswith changetend to be
referred up the hierarchy and end up on the desks of senior managers. The
latter become heavily loaded with decisions. If a new department isset up to
dedl with thedemandsof change, a communicationsproblem arises between
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the new and existing departments. In the hierarchic firm, people are not
encouraged to move freedly across functional boundaries. In flexible firms,
these problems hardly exist.

Once changes have been introduced, they must be closely monitored for
sometimeto ensure that they are working properly.

Managing change

Changecan be implemented at variouslevels. At the organisational levd, it
involves activities like strategic management, marketing and organi sational
development. At the individual levd, it involves changing employees atti-
tudes and helping and encouraging them to develop creative and adaptive
sills (Fig. 11.1). To integrate these levels of change, the composition and
tasks of groups and departments may have to be altered.

Strategic
management
Corporate “ Organistiona
objectives development B
Mateting Attitude
Feedback change

Figure 111 The organisational change process.

Y Str ategic management

Terms like strategic management, strategic planning and corporate strategy
tend to be used interchangeably. The term strategic management is used here
as the umbrellaterm. Grundy (1994) defines strategy as:

A patternin the decisionsand behaviour of an organisation, team or individua
in creating and respondingto change.

Although strategic management usualy focuses on the organisational leve,
Grundy's definition is revealing because it stresses the human elements of
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strategicchange (decisionsand behaviour), that they are organised (patterns)
and that they occur at various levels (including teams). Indeed, Edgar
Schein's concept of the psychological contract was built on the premisethat
there is a consensus between management and employees about the orga-
nisation’s mission, goals and the strategies for achieving them.

Many peoplefind thishard to accept — seeingstrategy as the prerogativeof
top management. But this belief needsto be reviewed in the light of modern
management thinking, withitsemphasison participation, empowerment and
ethical and socia responsibility. Most would, however, agree that strategic
management is fundamental. It deals with significant change, ambiguity,
complexity — everything that is non-routine. It is about where the organi-
sation is heading, why, and how it plansto get there.

Deciding how to get there is given names like strategic planning or
corporate planning. One analysis uses strategic planning as the overarching
level which dividesinto:

@ Corporate planning - planning that can't be delegated™.

® Business planning — decisionsthat are critical to sustainable competitive
advantage.

® Functionalplanning- to devel opthe organi sation's corecompetencies, the
sources of its competitive advantage (Hax and Majluf, 1994).

Strategic management establishes the mission of the organisation and its
long-term goals, assessesits strengths and weaknesses and searchesfor the
opportunities and threats on the horizon. These questions also form the
starting point for marketing. Strategic planning addresses the question of
how to implement the long-term goals. This also impacts on marketing.

Hunger and Wheelen (1996) break down strategic management into:
environmental scanning, strategy formulation, strategy implementation,and
evaluation and control. Strategy formulation includes establishing the
organisation's mission and long-termgoals, leading to strategiesand policies.
These dtrategies and policies are the basis of strategic planning. Figure 11.2
summarises the elements of strategic management using Hunger and
Whedlen's broad framework.

Environmental scanning

Decisions about the organisation's future have to take account of both
external and internal constraints. Actively searching both the external and
internal environment for signs of new opportunities, strengths, trend shifts
and dangers is sometimes called environmental scanning. An internal
appraisal should include company performance and assets, financial stand-
ing, the organisation’s structure and systems, and employee strengths and
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Environmental scanning

External Internal

Opportunities Strengths
Threats Weaknesses

4

Strategic planning

Establish mission

> Decide long-term goals
Develop strategies
Formulate policies

JV

Strategy implementation

Fe edback

Programmes
> Budgets
Procedures
Performance

Review and control

Figure11.2 The Srategic management process

weaknesses. An external appraisal would include a study of the expected
pattern of future competition and other events and trends which may
influence the organisation's future success.

Theaimisto collect reliable data and identify the environmental factors
which will most influencethe business— and how they may impact on it. The
main difficulty is, of course, uncertainty — datais unavailableor unreliable;
things change all the time; today's opportunities may become tomorrow's
threats. The changes themselves are complex. Organisations aren't just
affected by individual changes (public opinion, a new Act, a dispute with
employees) but by combined trends, influenced by political, lega, socio-
economic, demographicand other factors (Langford et al., 1995).

Strategic planning

The plan describeshow the organisation will try to meet itsstrategicgoals. It
can be broken into a hierarchy of sub-plans using the kind of breakdown
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suggested by Hax and Majluf above. This ensures that issues like markets,
competitive advantage, financial constraints, resources and employee com-
petenciesaresystematicallyexamined, makingthe plan asredlisticas possible.
However, becauseitstimescaeislong, it isimpossibleto exercisestrategic
planningin too great a detail. Too much detail would, in fact, makethe plan
too rigid. Likeal plans, the strategic plan must be flexible enough to meet
unexpected events. Much of the process will rey more heavily on the
experience and judgement of managersthan on quantitative techniques.

I mplementing the plan

The plan must be disseminated throughout the organisation. Co-ordinated,
goal-directed action cannot occur if employeesdon't know what the planiis.
The plan is divided up and alocated to departments and groups. The
information will include targets, programmes of action, a budget for each
programme, and procedures for operationalising it. Clearly, this stage is
important and requires close attention. Clear communication of thisinfor-
mation is vital to effective implementation.

Review and control performance

The strategic plan, like any plan, must be continually monitored, and
correctiveaction taken if performancevariesfromit. Sysemsmust be set up
to providereliablefeedback.

Thereare a number of broad options open to a firm when reviewing itslong-
term plans:

® Contanment. Attempt to maintain present workload in existing
market(s).

® Expansion. Try to increase workload in present market(s).

® Contraction. Reduce current workload.

o Diverdfication. Try to enter new market(s). Thesecan either replaceor be
additional to present ones.

Expansion and diversification have long been the assumed goals in long-
range business planning. Contraction or shrinkage is not normally con-
sdered a respectable strategy. Contraction can be a temporary policy, to
cope with a downturn of work, but Peter Landey and his colleagues noted
that some construction firms, especialy building servicescompanies, do not
readily recover from shrinkage, becausetheir assets becometoo depleted and
they lose contact with the work (Landley et al., 1979; Landey, 1982).

In smaller firms, strategic planning is often neglected owing to pressure
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from recurrent operational problems, some of which are quiteimportant and
urgent. It must be actively pursued, with timeset asidefor it. Thismay mean
delegating other tasks and responsibilities. The degree of formality adopted
in strategic planning will reflect the sze and circumstances of each firm.

There are various tools and techniques for helping to deal with the uncer-
taintiesand risks associated with strategic management. Future studies has
dready been mentioned. Another is risk management, a discussion of which
can be found in Flanagan and Norman (1993).

Marketing

A company's survival and success depends on its ability to satisfy its
customers. Marketing identifieswhat clientswant and how the company can
most profitably meet thosewants. A firm's marketing policy must beflexible,
to cope with market changes.

New construction markets open up just asexisting onesdecline or change.
Some British firms were quite active in Europe during the 1960s and early
1970s, but ironically have not done so well since Britainjoined the European
Community in 1973. Similarly, the Middle East was an expanding market
until the late 1970s, when there was a sharp decline, caused by foreign
competitionand political problemsin the Middle East.

Someof thelarger contractors and designersresponded by increasing their
activities in other parts of the world. Indeed, some construction firms
widened their horizonsand invested in coal-miningand other energy-related
projects overseas.

A few of the large British contractors collaborated with multinational
engineering groups to build equipment for exploring mineral resources,
notably North Sea oil and gas. This included some major petrochemical
projects on land.

Apart from magjor civil engineeringwork, much of whichisfinanced by the
public sector, the main market sectors are:

® Industrial and commercid, where the product is a building or structure
used for the manufacture, supply or sale of other goodsand services. The
clientis usually discriminating and knowswhat servicesthe construction
industry can offer. The decision to build is largely taken on commercia
grounds.

@ Consumer, where the product is sold to the public or to clients whose
wants are partly influenced by taste or impulse. This market, which
includes housing, offers more scope for the industry to create and alter
the pattern of demand, although many clients decisionsare till partly
determined by commercid factors.
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Another useful way of classifying construction marketsis.

® General contracting. The contractor erects a structure or building to a
design and specification normally provided by the client's professional
advisors. Most of thiswork isin theindustrial, commercia and public
works markets, is won in competition with other contractors and offers
limited scope for the contractor to influencethe end product.

e Maintenance, repairs and refurbishment. These provide an immense
variety of work for the industry, under many kinds of contractua
arrangement. Maintenance and repair work has aways been an impor-
tant market, especidly for smaller firms. In the 1980s, refurbishment
work becameestablished asa major market sector and islikely to remain
SO.

® House building. This is an important market, especiadly in the private
sector. In private house building, the contractor has considerablescope
for influencing demand by applying the techniques of marketing used in
other industries.

® Specialist contracting. Here the firm offers a limited, but highly skilled,
service to general contractors. The selling aspect of marketing is more
difficult to apply. Persuasion, the establishment of a network of contacts
and a good corporate identity are important for obtaining work.

The elements of marketing

Market research

Thisinvolves identifying the market structure and systematically collecting
information about markets, clients, competitors, competitive pricing and
general trends. Severd trends are important in arriving at marketing deci-
sions, including political, economic and socid trends. Trends aren't dways
reliable because there can be discontinuitiesor step-changes, which alter the
expectedfuturedramatically. Most of the official statisticscontaining trends
areissued through HM SO.

Information about specific contracts are contained in a range of com-
mercial leads publications, usually available by subscription. Unfortunately,
the projects described will normally have been officidly advertised for tender
action or reached the planning approvals stage and important design and
management appointments are likely to have been made already (Pearce,
1992).

Information about customersand competitorsis available from numer-
ous reference publications, but the information quickly becomes out-of-
date. On-line electronic data will increasingly replace printed information,
giving more up-to-the-minuteinformation to contractors. A lot of financia
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information is aready available in this form, so that, before meeting a
potential client, a contractor can now view summariesof the client's recent
annual reports and financial statements, together with press cuttings about
the firm's activities.

Marketing strategy

Pearce defines marketing strategy as that part of corporate strategy and
business planning which considers the needs of customers, identifies the
customerson whom the firm should concentrate its efforts, anticipates their
needs and plans how to go about satisfying them. The data used in this
process comesfrom numerous sources and much is gathered through market
research.

Unlike some marketing writers who stress the importance of deciding
which products or services to develop, Pearce puts a lot of emphasis on
deciding who the firm's customers should be and on building good rela-
tionships with those customers. In an industry like construction, where
products and servicescannot be displayedin shops, this seemsa thoroughly
sensible approach to marketing.

A marketing strategy should ultimately answer the question "'What busi-
ness are we in? and this anadysis must be based on sound research and
imaginativethinking.

SWOT analysis

One of thefirst stagesin devel oping a marketing strategy isnormally to carry

out an audit of thefirm's strengths, weaknesses, opportunities and threats— a
SWOT analysis, asit is usualy called. Managers can exercise some control

over most of the firm's strengths and wesaknesses, but opportunities and

threats are external and often cannot be directly influenced. However, it is
essential that the organisation knows what these outside factors are and

respondsin an appropriate way.

Positioning
To be successful, most construction firms have to limit the scope of their
activities and concentrate on particular market segments. Positioning is
about choosing what products and services the organisation will offer to
clients; at what price, quality and timescale; and for what type of client. This
isakey market strategy decision; it identifieswhat businessthefirmisin. It
is, of course, essential to let potential clients know where the firm is posi-
tioning itself in the market-place.

A unique selling proposition (USP) is an exceptional characteristic of a
service or product which clientsknow separatesit from servicesor products
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offered by competitors. The Bovis Fee Contract has been cited asan example
of aUSP.

Building personal and corporate relationships

Contractors used to say that they could exercise very little influence over
what competitive contracts they were awarded, other than by submitting a
price that was so low they were unlikely to complete the project at a profit.
Nowadays, firms are much more active in pursuing business opportunities
and, apart from giving assiduousattention to al kinds of marketing infor-
mation, one way is to build good relationshipswith clients at personal and
corporate levels.

Thismakes useof the human preferencefor working with people we know
and trust. It gives the contractor a more thorough understanding of the
customer's business needsand can also give rise to earlier information about
the client's building needs.

Enquiries and contracts

Anenquiry canliterally bean enquiry from a potential client or it can beany
project a firm isinterestedin undertaking. An enquiry which may lead to a
firm'sfirst contract with a new client isespecialy important. It couldlead to
further business direct from the client, without competition, so such a rela-
tionship helpsa contractor to keep down the costs of abortivetendering. The
sooner the contractor makes contact with the customer, the more influence
can be exerted over the customer's decision-makingand thiscan benefit the
contractor.

Winning contracts has always been a problem for genera contractors,
especialy where tender lists have been long. Speculative builders are more
likecompaniesin other industries, with an identifiableproduct to sel. Pearce
(1992) suggests that contractors should adopt a three-pronged bidding
strategy for getting contracts:

(1) Avoid competition by ensuring that competitors are not aware of the
opportunity.

(2) If thereiscompetition, try to arrange for it to take place on the firm's
favoured ground.

(3) If price competitionisinevitable, use all available tacticsto submit the
offer that will be accepted.

The purpose of avoiding competitionis not primarily to increase profits on
the project, but to increase the likelihood of winning the contract and to
reduce pre-contract costs.
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Meetings with clients

These can take severd forms, including initial face-to-face contact with
customers to establish personal and corporate relationships, formal inter-
views, tender presentations and contract negotiations. Selection interviews
are now commonplace prior to awarding a contract. Contractors and pro-
fessional consultantsmake a presentation to theclient and answer questions,
and their selection can depend on the quality of that meeting. Contractors
take a lot of trouble preparing for such meetings, choosing interview teams
carefully, rehearsing presentations, and including presentation skillstraining
in their management devel opment programmes.

Corporateidentity

The phrase ‘corporate image has been largely superseded by 'corporate
identity’, which can be defined asthe way a company expressesto the outside
world what it is and what it stands for. A company's corporate identity
reflects its mission or objectivesand its products and activities. Corporate
identity is demonstrated through the communicationsand publicity mate-
rials the firm produces, the appearance of its buildings and sites, and the
behaviour and appearance of its employees. The attitudes of managersand
other employees are very important. They will be visblein many commu-
ni cationsthe company has with clientsand others. At the other extreme, the
design of the company's letterhead will convey a distinct impression of the
firm — for better or worse.

Brochures

Many construction firms now routinely use brochuresto help communicate
their corporate identity and give positive information to potential and
exigtingclients. If thefirm operatesin several market segments, it will usually
have different brochures for each, probably with an overarching company
brochure. The brochures need to reflect the firm's marketing strategy and
should usualy be thought through at the time that strategy is being for-
mul ated or updated (Pearce, 1992). They al so need to be carefully designed so
that they accurately and effectively present the desired message.

Other marketing activities

A number of other activitiescan support the marketing effort. They include
advertising, presscoverage, sponsorship, entertaining, exhibitions and other
forms of publicity. These activities are expensive; they need to be carefully
targeted and their cost-effectiveness assessed. An advertisement aimed at
potential customersis uselessif it appearsin a publication that those clients
don't read! Advertising in the right place can help to establish a firm's
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corporate identity, by giving details of successful projects and conveying
information about the company's philosophy and standards. In all adver-
tising, the critical factors include repetition, timing, careful wording and
good layout of 'copy'.

Marketing audit

The purpose of the marketing audit isto review the organisation's marketing
intentions, performance and methods. The audit can be carried out by
internal staff or by external consultants, but either way it must be performed
systematically, objectively and by people who have a thorough under-
standing of marketing. The outcome should be a report summarising what
can be learned about the organisation's marketing efforts and how they
might be improved.

Theaudit can be carried out annually to coincidewith the preparation of the
annual report, but it may be advisableto do it lessfrequently. After al, any
audit is a disruptive process, which unsettles people and interferes with the
smooth running of an important businessfunction. Thereis an argument for
having no set frequency and only performingan audit when thereare sgnsthat
it is needed (Pearce, 1992). Neverthel ess, when the audit iscarried out, it must
be done thoroughly and may lead to major changesin marketing activities.

Organisational development

Companies affected by continuous and rapid change may draw up a formal
policy for dealing withit. Organisational development (OD) isatermusedto
describeformal approachesto organisingchange. Waysof implementing OD
include:

e Employingconsultants to advise on change.
® Setting up a specialist department to do the work.
® |ntegrating the change processwith the mainstream activitiesof thefirm.

Each approach hasits strengths and drawbacks. Consultants bring new ideas
and expertiseinto the organisation, but their servicesare costly and they will
not know the businessas wel as the employeesdo. Staff may resent outside
interference, especialy when the consultants start telling them what to do.
Most important of all, perhaps, the people who benefit from the exercise -
the oneswho develop new skillsand gain real insightsinto the organisation's
problems— are the consultants themsalves and not the firm's employees.

For this reason, many firmsprefer to get as many as possible of their own
personnel involved in change, so that they can learn from the experience, as
well as becoming committed to new systemsand methods.
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Whether internal OD work is best done by a specidist department or
spread through the organi sation, dependsto someextent on thefirm and its
problems. Line managers may be too busy to devote time to development
work. Specidists will have the time but, like the consultants, may lack a
detailed understanding of how the firm operates. If the speciaistsdesign all
the changes, those who haveto implement them may lack commitment. They
won't understand the need for change and how it might benefit them.

Sometimes the firm combinesthe talents of itsline managers(thus gaining
their ideasand commitment), a specialist department (which can offer both
the time and techniquesfor devel oping and implementing the changes), and
outside consultants (who will see the problems more objectively, having
experienced other change activities).

The difficulty hereis how to co-ordinate people and get them to trust and
share their ideaswith one another. |n some organisations, the OD specialists
are isolated from other employees - the people who will have to implement
and live with their ideas. To overcomethese difficulties, OD speciaistsneed
to have good socia skillsand be prepared to network extensively.

An increasingly popular way of using consultants without losing the
benefit of employeeinvolvement,isto alter therole of theconsultants, so that
they ‘facilitate’ change rather than carry out the work themselves. The
consultantsact as mentors, hel ping the organisation'semployeesto learn the
skills for engineering and coping with change.

It iswidely believed that peopleresist change. Perhapsit is more accurate
to say that thereis a time lag between the introduction of a new idea and
peopl€e's attitudes catching up with it. Certainly, the social aspectsof change
present specia problems. Tointroducea new processor alter awork method
may require a major shift in the attitudes and behaviour of the people
affected by it. In OD work, the biggest task is not changing the system, but
changing the people. As Hannagan (1995) and others have pointed out, OD
may involve changing the organisation’s culture.

When speciaistsand consultantsareinvolved, no singlepersonislikely to
have dl the knowledge and skills needed to cope with the whole change
programme. Many consultants who are experts in designing a computer
system or setting up an automated production process, would not know
whereto begin to help or persuadeemployeesto adapt to them. It istherefore
essential that OD isateam effort, using peoplewith awidespectrum of sKills.
It usually meansthat any devel opment must betackled asamultidisciplinary
task at threeleves: organisational, group and individual.

Modifying individual and group behaviour is often the most important
and time-consuming part of a change programme. It involves creating the
right organisational climate, in which two-way exchange of ideasis actively
encouraged. It isimportant that managersand workerstrust oneanother and
know that the other group will listen to them.
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Employees who know their jobs wel often have worthwhile ideas about
what the firm ought to be doing and what changes are needed. If managers
are receptive to these ideas, the firm may become more efficient and
employees will fed valued and gain a sense of identity with the firm and its
goals. Human factors play a major role in organisational change.

Business process re-engineering

BPR is a technique which became more widdly known among UK managers
in the early 1990s. It involves the organisation in a radical rethink and
redesign of business processes aimed at making major improvementsin key
performanceareas, likecost, timeand quality. This processsoundssimilar to
OD and the two processes are quite difficult to separate. Both can be
approached in different ways, both can lead to major changes. BPR is
perhaps a little more focused.

Leading BPR proponents Hammer and Champy (1994) claim that the
outcomeof re-engineeringa business processcan be dramatic; it can lead to
narrow, task-oriented jobs becoming multidimensional, to functional
departmentslosing their reason for existing, to workers concentrating more
on customers needs than bosses needs and managers behaving more like
coaches than supervisors. Almost every aspect of the organisation changes.

As with many new management concepts, BPR describes actions which
many would see as long-established aspects of the manager's job. Indeed,
Whiting (1994) sees BPR as another flavour of the month and argues that
managers must focus on peoplefor long-term success, not on processes and
products. BPR also overlapssignificantly with total quality management and
other approaches to quality assurance. Like OD, TQM adopts much the
same approach as BPR - a radical reappraisal of all the organisation's
processes, followed by redesign and implementation to improve perfor-
mance. TQM appears to focus on quality, but in practice al the factors
affecting organisational performanceareinterrelated and haveto be tackled
together, asin BPR.

The value of initiatives like BPR is that they can help focus managers
attention on the need for change and waysto achieveit. Theimplementation
of BPR needs to be approached in the manner described above for OD.
Gaining employee commitment to change, involving them in the processand
altering organisational and group culturesare vital.

Changing peopl€e's attitudes

Corporate planning, marketing and organisational development will fail
unless the policies they introduce are accepted by employees. People will
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adapt to new strategies more willingly if they have been properly consulted
and involved in decision-making.

Many factors have a bearing on attitude changeand thereis a spectrum of
ways of influencing people. Education and persuasion are the more socially
acceptable methods. Education is normally the mildest form of socia
influence. One of theaims of education, at least in Western society, isto give
people information in a reasonably unbiased way and present as many
viewpoints as possible. Even so, the material chosen and the way it is pre-
sented involves value judgements. Implicit biasesmay be passed on, without
the receiver being aware of it. The purpose of educationisto develop people
who will help to steer organisationsinto the future. Fuller discussion of the
role of education can be found in Chapter 15.

Persuasion, like education, is considered socially acceptable by most
people. If managersare to do their jobs properly, they will have to persuade
employeesto accept new methods of working, adapt to new technologies, be
more safety conscious, and so on.

Propaganda comes further along the spectum of influence methods. It is
not considered very ethical, but companies, governmentsand advertisersdo
resort to it from time to time. It can involve censoring or doctoring infor-
mation, concealingitssourceor usingemotivelanguage. Theaimisto get the
message accepted and acted upon.

However, in a pluralist society, propaganda is no more likely to be
effectivein changing attitudes than education or persuasion, except amongst
poorly educated and insecureindividual s. Propagandist activitiesmay go on
within an organisation or a whole industry and this can sometimes cause
difficultiesfor those trying to foster good labour relations.

Extreme forms of socia influence include indoctrination, brain-washing
and torture. Clearly, they are beyond the scope of the manager's job! The
manager is left with education and persuasion.

Making persuasion work

Thereare two conflicting views about the effectivenessof persuasion. Oneis
that people are very malleable and can easily be persuaded to change their
attitudes and beliefs. Theother isquitethe reverse- that peopleare stubborn
and resistant to change.

These opposing views partly result from early research on persuasion by
socia psychologistsat Columbia University and experimenta psychologists
at Yale. They studied persuasionin different ways. The Columbiacentre used
surveys to monitor the effects of media campaigns on the public. The Yae
psychologistsconcentrated on laboratory experimentswith individuals.

The Columbia group found that only about one in 20 of the population
were affected by persuasivecommunications, but the Y ale group found that
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between a third and a half changed their attitudes. The Y ae experiments
showed that persuasive communicationscan be very powerful if thereare no
conflicting influences. The Columbia studiesfound that personal contact is
more effective for changing opinions and behaviour than mass media cam-
paigns. Thisis not a problem in small firms, but large organisations often
have to use impersonal, formal communications. This may be ineffective
unless supported by opinion leaders. These are popular or respected
employees who take an interest in developmentsby attending meetings or
actively seeking information in other ways. They influence others as they
pass on new information and ideas.

The importance of personal contact in attitude change has been demon-
strated in many studies. People take much more notice of thosethey admire
or identify with, than they do of impersonal communications, however well
theseareformulated. For instance, researchersfound that | owafarmerstook
more notice of their neighbours' opinions about a new seed corn than they
did of information from a government department.

Formal communicationsare not awaste of time, but are morelikely to be
successful when supported by opinion leaders and when the audience is
dready mildly interested. For example, a circular letter from the managing
director can help awaken latent ideas or bdiefs. It creates favourable con-
ditions, in which persona persuasion by those closer to the work is more
likely to succeed.

Persuasion can be more successful, especially in larger organisations, if:

e empowerment is used to include everyone in the change process, even
those who are indifferent or antagonistic to change;

o the communicator considersthe individuality of those at whom persua-
sion is aimed: differencesin their goas, vaues, attitudes and bdiefs,
lifestyles;

e the goals for change, as presented, are SMART: specific, measurable,
achievable, relevant, timed;

® the communicator arouses a moderate level of anxiety about the pro-
posals. Too much anxiety can reduce susceptibility to persuasion; too
little can lead to indifference.

Many factors are involved, such as the complexity of the message and
employees anxietiesabout the subject being communicated. Employeeswho
are anxious about redundancy, may become unco-operative if put under
pressureto accept new working practiceswhich they fed would increase the
likelihood of redundancies. Similarly, employeesworried because they can't
copewith their work are unlikely to respond positively to threats about what
will happen if they don't improve. Low-threat persuasion has considerably
more effect on anxious peoplethan it does on calmer ones.
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Encouraging dialogue

Attempts to changeattitudes in organisations are unlikely to meet with total
and instant success- and thisisjust aswdl! In afree society, a plurality of
viewpoints exists and is encouraged (one hopes!). When people come into
contact with one another daily, this partly offsets the effect of persuasive
media communications. In an organisation, attitudes are influenced by
information from many sources- the media, friends, family, opinion leaders
and management. The firm is more likely to successfully engineer changeif,
rather than imposing its views on employees, it encourages dialogue and
values a range of independent viewpoints.

It is important that differences of opinion can be aired without fear of
recrimination. This encourages independent thinkers as opposed to con-
formers (Jahoda, 1959). The independents are likely to be the creative
members of the organisation. To create something better, people must
question and criticise what exists. If suggestions are welcomed and taken
serioudy, the firm is more likely to have an innovative and enthusiastic
workforce, well equipped to face the future.

B Managing cr eativity

Credtivity is essential to an organisation's survival. In stable conditions,
creativity can drive organisations out of stagnation and in the direction of
progress. When rapid changeis the norm, there is a danger of smply being
swept along. Then creativity can be used to make sense of what is happening,
cope with novel conditions and achieve a new equilibrium somewhere
between chaos and stagnation!

In business, creativity involves searching for ideas, adopting fresh per-
spectives and identifying new opportunities - new markets, services and
ventures. It means thinking of ways of using resources more effectively and
getting around difficulties. More importantly, it is about gaining fresh
insights. Not all results which can be described as excdlent are necessarily
innovative; they may smply be first-class examples of existing practices.
Credtive ideas, designs or products are those which push forward the
boundariesinwayswhich areoriginal, useful, valuableand appropriate. These
and other relevant creativity criteria are discussed in M. Fryer (1996).

Severa studies of creativity have focused on the characteristics of highly
creativepeople. Thelist is getting quite long. It includes:

e Curiosity

@ Courageousnessin convictions

® Independencein thinking and judgement
@ Being preoccupied with tasks
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e Vison
o Willingnessto take risks
e Unwillingnessto accept authority unquestioningly (Torrance, 1965).

Perhaps the most consistently cited characteristicsare:

® Persistence
® Tenacity
e Tendency to work hard (see, for instance, Roe, 1952).

In other words, redly creative people are highly motivated by their work
(Amabile, 1986).

Torrance (1995) hascoined the term 'beyonders  to describehighly creative
people. Such people, he hasfound, are morelikely than the averageto redly
enjoy their work and to enjoy thinking deeply about things. They tend to
haveaclear sense of purposeand mission. They fed unperturbed about being
in aminority of one, something which Torrance pointsout isessential if you
are the one putting forward an original idea. Highly cregative people
repeatedly say that they fed they are in some way different from others.
Often, they are not well-rounded; there may be some very ordinary things
they cannot do. Such individuals can be quite tolerant of mistakes and are
not afraid to be credtive.

Thereis evidence that it takes about ten years immersion in a particular
field for people to become highly innovative in that domain. Once they
becomeexperts, they tackle problemsin morecomplex waysthan novicesdo.
For example, they are better at recognising patterns, thinking in terms of
underlying principlesand seeing anal ogies (Weisherg, 1993).

It is worth noting that, as in management, creativity research isincreas-
ingly adopting a holistic approach, focusing on the complex relationship
between people, the creative process, its product or outcome, and the
environment in which innovation takes place. For a brief review of what is
known about these aspects of credtivity, and an outline of various credtive
problem-solving techniques, see M. Fryer (1996).

Developing creativity

M ost psychol ogistsagreethat just about everyonecan becomemorecrestive.
At work, this can be achieved in two main ways. One is through staff
development programmes which explore what creativity is and introduce
various approaches to creative problem-solving. With business attention
firmly focused on the future, an expanding number of such programmesare
available to firms. These need careful evaluation. Some are extremely
expensive, but high cost and dick packaging don't guarantee quality. Busy
managersusually do not want to haveto examinethe evidence underpinning
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thetraining providers claims(someof which may be quiteextravagant).Itis
worth shopping around to find good creativity development programmes
which offer a balanced perspectiveand a range of approaches.

The second way in which managerscan help creativity thriveisin the way
they organise the firm or project, and treat their employees. VanDemark
(1991) offers some useful guidelines and stresses that managers should be
dynamic and 'people-orientated. This tallies with British research which
found that teachers most keen to support creativity devel opment were also
keen on student-orientated approachesto teaching and learning (Fryer, M.,
1989). There are many similarities between managers and teachers roles
(Fryer, M., 1994).

VanDemark sees the creative organisation as providing a stimulating and
challenging environment where managers and employees work together
towards clearly articulated, common goas. Although careful planning is
undertaken, there is a willingness to experiment with new ideas (Steiner,
1965). Steiner also notes that creative organisations enjoy good commu-
nication flow internally and with other organisations. The creative organi-
sation isso structured that although thingsare well-organised, there remains
aflexibility which dlows for rapid change. It is not run 'as atight ship'.

VanDemark pointsout that younger organisationsare the most conducive
to creativity. They havethe necessary openness, flexibilityand fluidity. There
is enthusiasm and willingnessto experiment. Older organisations, especialy
if they are large, can easily get bogged down with bureaucracy and rigid
management structures. Over time, people become protectiveof their terri-
tory and unwilling to tolerateinnovative plans(which they sseasathreat). In
construction, temporary projectsare an asset becausethey providethe scope
for flexibility which underpinscrestivity at work.

All managerscan help generatecredtivity in their employees very smply.
They need to encourage an open exchange of independent ideas, show
interest in them and avoid making employees fed foolish. Very creative
peopleoften need to be protected from other peopl€'s ridiculelong enoughto
try out and modify their ideas. Managersdon't aways providethissupport.

Thereisa view that creativity thrives on informal, unstructured settings.
But the evidence suggests otherwise. Creative people use a raft of skillsand
need a pool of information from which useful associations can be drawn.
Information technology, with its capacity for putting together and organis-
ing huge amounts of data, offers the possibility of endless scenario building
and without risk — an exciting prospect for credtivity.

The 1970swerelabelled'the decade of change'. The need for organisationsto
face up to change has been stressed throughout thischapter and elsewherein
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Notes

thisbook. Theimpact of | T and telecommuni cationsand the gl obalisation of
trade arejust afew of theirreversibletrendswhich are changing the structure
of work and the shape of organisations. Many more employeesare becoming
electronics and systems specialists and other professionas. Women are
demandingafairer deal in paid employment, with implicationsfor the whole
pattern of employment in society. Information technology is atering the
nature of clerical work, and office jobs are changing fast.

People's expectations and vaues are changing. They demand more from
their jobsand are less deferential to the authority of their bosses. They don't
expect a job to be for life.

Organisations must manage change if they are to remain in tune with
society's needs. Managers have to respond to changeswhich are beyond their
control, but they must also shape the environment in which their firms
operate - they must engineer change and involve their teamsin the process.
Innovation is a central process of change, over which managers and teams
can exercise some control .

The management of change starts with strategic management and mar-
keting. These strategic activities give the company a clear idea of whereit is
going and how to get there. If theimpact of changeislikely to be great, the
company may introduce a programme of organisational development or
business process re-engineering. This may mean setting up a new department
and using the help of outside consultants or using self-managing teams. The
process may not be easy.

No programme of change will succeed unless accepted by the people who
will be affected by it. Changing the organisation involves changing people.
Employeesmay haveto be persuaded to alter their work practices,learn new
skillsand change their attitudes. They must learn to live with change.

Employees directly involved in the process of change may need encour-
agement and training in generating creative ideas and putting them into
practice. They may have to forget some of their old thinking habits and
develop creativethinking skills.

' As firms adopt practices like partnering, empowering staff and dlowing them
sgnificant decison-making, employesswill develop a growinginterest in the mis
son, godsand long-term plansdf the business. Perhgpscorporate planningcant be
ddegated, but it could ke co-determined.



Many managers are so preoccupied with the problems of managing others
that they fail to managethemselves—they do not plan or organisetheir work
systematically, they do not usetheir time effectively and they do not learnto
understand their strengthsand weaknesses. The result is that they are either
mediocre as managersor they don't identify and use their specia talentsto
the full. Alternatively, they make many mistakes — without realisingit and
without appreciating the harm they are doing.

However, alot of advice has becomeavailable to managersabout ‘how to
know yourself, 'how to valueand be yourself, 'how to manage your time,
'how to get things done, ‘how to behave skilfully', and 'how to work with
other peopl€e — to mention some of the more central themes.

Someof the adviceis very good; someof it soundsgood - until you try to
put it into action. Bdow, in summarised form, are some of the more work-
able suggestionsthat have been offered to managersabout how to manage
themselves better. Broadly speaking, they fall into two groups: (1) manage-
rial behaviour and personal skills and (2) personal organisation and time
management. As Cole (1993) and others have pointed out, these issues
overlap with leadership, delegation, communication and other established
eementsof the manager's job.

The manager's behaviour

One of the most influential works on this subject is Dale Carnegi€'s highly
readable book, the title of which has become a catch phrase: How to Win
Friendsand Influence People. The book has sold more than ten million copies
in dozens of languages.

Carnegie's underlying message is smple enough - how you behave
towards others must be based on what you hope to achieve and how people
will react to you. If your behaviour makes other people fed upset, this will
more often than not limit your chances of achieving what you want to
achieve in working with them. On the other hand, if your behaviour makes
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Recognition

other peoplefed good, they tend to fed positive towards you and are more
likely to be co-operative— and thisimproves your chances of achievingyour
goals. In the context of managing yourself, the important point hereis that
managerswho learn to control their own behaviour understand the impact
they are having on others and adapt their behaviour to get the results they
want.

Such managerslearn how to make other peoplefed good, so that they are
more likely to be motivated. Achieving thisis not smple, but some of the
following suggestionscan help to get the best from people:

Make peoplefed important.

Show that you vaue them and recognise their abilities.
Be a good listener and show an interest in them.

Show that you can see peopl€e's points of view.

Be sympatheticto their ideas and needs.

Give plenty of praiseand encouragement.

Be sincereand fair with everyone.

A specia reason for wanting to make people fed important and for recog-
nising their capabilities and achievementsisthat it often helpsin getting the
most out of them — spurring them on to greater success. To achievethis, the
manager must behavein such a way that the individual's confidenceis built
up and this means seeking opportunities for giving the person praise and
recognition. Many managers are quick to criticise, but dow to congratulate
people on a job wdl done. Yet the praise — or positive reinforcement — is
much more likely to produce an improvement in the individual's perfor-
mance, than criticism or negative reinforcement.

People will, of course, see through false praise — or flattery — but the
manager should be able to find some basis, however small, for compli-
menting people on their work. Many employees want to be seen to be
competent and want to maintain their self-esteem, so even a word of praise
for aminor job can have a beneficid effect on their future performanceand
motivation.

Of course, there are times when subordinates have been careless or lazy -
or for some other reason have done a bad job. How does the manager cri-
ticise such people?This depends on the individual — but what the manager
must guard against is the negative effect that direct criticism can have on
many employees. If criticismdamagestheir salf-esteemor creates bad fedling
between them and the manager, the net effect of criticismis negative— and
somelong-term harm can be done to the relationship between manager and
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subordinate. In extreme cases, the manager may cause bitter resentment or
even become hated for handing out criticism.

Carnegie goes to some lengths to explain that people want to fed com-
petent and good about themselvesand that criticism should therefore be used
sparingly. He arguesthat it should, where possible, be subtle and indirect -
especialy where sengtive employeesare concerned. The manager might also
try to introduce a criticism by admitting hisor her own mistakes, so that the
other person feelsless defensive.

Carnegie emphasises the importance of trying honestly to see things from
other peopl€'s viewpoints. But most managers are somewhat self-centred.
They are mainly interested in their own problems and achievements. The
troubleis, everyonedseis the same. So the manager who can break out of
thismould and show a real interest in others will make a big impact. Such a
manager will redlly try to understand peopl€'s aspirations, fedings, ideasand
worries— and show that these are as important as hisor her own. To show
empathy with another person, the manager should pause before starting a
conversationand think 'if | werethe other person, what would | want to hear
now?. This requires considerablesensitivity on the part of the manager, a
quality wel worth developing.

Empathy involvesnot only trying hard to understand what another person
is saying or thinking, but responding in a way which shows that you
understand or are trying to understand. So, the many signals the manager
gives to the other person — verbal and non-verbal — can be very important.
And, of course, the best way to demonstrate that you are trying to under-
stand the other personis to take the troubleto listen.

Being a good listener is an important skill, often lacking in managers and
non-managers aike. In fact, most people much prefer talking to listening.
The manager who can listen not only conveysa messageto others that they
are worth listening to — but aso learnsa lot from what they haveto say. Of
course, there are exceptions and managers generdly havent got time to
waste on irrelevancies. But thereis scope for alot of useful listening, if the
manager has the skill to do it properly and be selective about it.
Among the skillsof listening are;

® Interpreting what is being said to understand its meaning (thisinvolves
'decoding’ non-verbal as wel as verba signalsfrom the person talking).

® Giving feedback which shows you really understand what the personis
saying, but without interrupting.
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Assertiveness

When the other person is being long-winded and taking up too much of the
manager's time, then action is needed to curtail the listening. Here the
manager must signa to the other person that the exchangemust be brief and
to the point.

Encouraging a long encounter Signalling a time limit

'Come in, Joan. How are you?Has ‘Joan, | have an appointment at ten
Henry recovered from hisoperation but I'm happy to spend ten minutes
yet? Did you enjoy your trip to with you now, if we can olve the
France...' problemin that time!

Assertiveness has not been given much attention in management, probably
becauseit hasrarely been thought of asa problem. But in the last few years,
the value of assertive behaviour has been recognised and taken more ser-
ioudly. Training in assertiveness has become quite common and there are
even sdlf-help guides for those who want to assess or improve their assert-
iveness (see, for example, Lloyd, 1988). An insight into assertivenessshows
that many managersare aggressive rather than assertive — and the two are not
the same.

Aggressivemanagers convey an impression of superiority and often dis-
respect, their wants and rights being placed above those of others and
therefore tending to infringe the freedom and rights of others. Aggressive
people tend to stand their ground, are often inflexible and obstinate,
belittling othersand making them angry or humiliated. They can besarcastic,
accusatory and rude.

Compare this with assertive behaviour. Assertive managers encourage
honesty and directness— and do so by exampl e; they communicateafeeling of
self-respect and respect for others. They try to help others achieve their
needs, as wdl as achieving their own — creating ‘win-win' situations that
benefit all concerned. Assertive people seek co-operation, show tact, and are
genuine, open and enthusiastic.

Less common among managers, although elementsof it are often present,
is non-assertive behaviour. Non-assertive managers tend to be placid and
sometimes vague and obscure, imparting messages of inferiority or lack of
self-confidence. Such managers can be hesitant, defensive and subtly dis-
honest, beingat the sametime disrespectful to subordinatesbut deferential to
their seniors.

Coping with stress

Theevidencesuggests that most managers are not unduly stressed compared
with their subordinates and with other people in non-managerial jobs.
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Indeed, if their hard work and long hours lead to success, stress can have a
positive effect. For instance, surveys by Metropolitan Life Insurance some
yearsago showedthat thedeath rate among 1078 top businessmen was 37 per
cent lower than in other males of a similar age, whilst among 2352 highly
successful women, it was 29 per cent lower than that of their peers (Sdiger,
1986). But many managersare not high flyers and do suffer from stressand
stress-related illnessesfrom time to time, especialy when excessve demands
are placed on them. Stress can also be caused by boredom or lack of
challenging work, but for most managersthisisn't a problem.

Learning to say 'no

Some managerstake on moreand morework, until they are overwhelmed by
the amount they are trying to do. Often people agree to take on extra work
either because they are afraid of offending their bosses or because they think
it will have an effect on their prospects. Many people, including managers,
find themselves under pressure and become candidates for stress, because
they say 'yes when they want to say 'no’. They end up organisingtheir lives
around other peopl€e's priorities.

They don't realisethat most bosses respect employeeswho takeafirm line
and refuse to take on extra work, if it is explained to them that the new
assignment is unreasonable or is likely to jeopardise more important tasks.
So the messageto managersand their subordinatesisthat they must learn to
tactfully decline every request that does not contribute to achieving their
primary objectives.

Learning how to relax

Another way of dealing with stressisto learnto relax. Thetrick isto harness
the benefits of relaxation during periods of heavy demand or special diffi-
culty. Relaxation can help the manager to avoid over-reacting to a problem
or demand (and thereforetherisk of displaying unsuitablebehaviour)and to
remain effective — something which helps bolster the manager's sdf-
confidenceand others confidencein the manager. At work, it is particularly
important to be able to handle problemsin a measured and proficient way,
and rel axationcan help achievethis. Many booksare available on the subject
and relaxation techniques are essily learned.

Onethingto bearin mindisthat relaxationisn't something to be practised
for just half an hour aday. The manager needsto be on thelookout for — and
keep in check — unnecessary tension building up at al times (often showing
up physically astensed up muscles). Themanager needsto learn what tension
fedslike, how to conscioudly releaseit and how to developa calmattitude. A
simple way of learning to recognise tension is to create it and disperseit
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Keeping fit

deliberately — andfeel thedifference. Thiscan be done using quick and easy
rel axation exercises described in most books on the subject.

In recent yearsit has become much clearer that every aspect of mental and
physical health has an important impact on how wel managersfunction. As
a consequence, more and more advice is now being offered to managers
about the benefitsof regular exercise, healthy eating, adequate deep and the
effective use of leisure time and holidays. At the same time, managers are
being encouraged to cut back on smoking, drinking and unnecessary medi-
cation, asthe harmful effects of these are becoming moreclearly understood.

Per sonal skills

Construction firms are realising more and more that their managers and
other employees need good personal skillsto carry out their jobseffectively.
Thisrealisationhas not only dawned on the construction industry; in recent
years, many other industriesand professionshave started to givemuch more
attention to training in thisfield.

For instance, the Metropolitan Police Force included in its complete
policing skills programme: (1) self-awareness, (2) interpersonal skills; (3)
group awareness. Thismeansthat along with the training they receivein the
more'glamorous sideof their work — driving, detectivework, firearmsand so
on- policeofficerslearn such skillsas how to assesstheir own behaviour, how
to comparethemselveswiththeir peers, positiveand negativeaspectsof verbal
and non-verbal communication and how to control and change people's
attitudes and behaviour, whether colleaguesor the public (Mitchell, 1989).

Even very senior managers often value personal skills very highly. For
instance, in a recent UK study of 45 managing directors, most of them
mentioned peopleskills in one form or another as'equaly important or a
very closesecond' to decision-making skills (Cox and Cooper, 1988). Man-
agersin UK construction firms often rank their interpersonal skills higher
than all other management skills, regardlessof whether they arefrom atrade
or technical background and irrespective of their age (Fryer, 1994b).

Onereasonwhy such skillsare rated so highly isthat managersrealisethat
to get things done and to dlicit co-operation from people, they have to
establish rapport with them, persuade them to accept goals and motivate
them. Thisinvolvescreatingfedingsof satisfaction,approval and respectina
range of situations, such as when discussing a work problem, interviewing
someone, explaining a new method, counselling or bargaining.

Establishing a good rapport is an important starting point in exercising
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personal skills and is achieved in a number of ways. Argyle (1983) summed
up the waysin which rapport can be created:

Adopting a warm, friendly manner; smiling; using eye-contact.
Treating the other person asan equal.

Creating a smooth and easy pattern of interaction.

Finding a common interest or experience.

Showing a keen interest in the other; listening carefully.
Meeting the other person on hisor her own ground.

Clearly, establishing good rapport with peoplerequiresskill. It involvesgood
communication, trust and acceptance, and creating relationshipsin which
people fed comfortable with one another. It bringsinto play a number of
human skills which have not been taken seriously enough by most managers
in the past. And these skills must mostly be practised face-to-face; not
through memos and telephone cals, but through personal communication.

Per sonal communication

Even though most managers and professionals appear to understand the
value of good communications, somehow the message often fails to get
through. Managers seem clear enough that an important purpose of com-
munication is to involve employees, so that they are committed to the
businessand thereforecontribute effectively to itswork, but littleseemsto be
done to apply communicationto make this happen.

Drennan (1989) gives an interesting case study of a large firm which
wanted to ‘beef up' itsinternal communications. Thisis how it did it. First,
senior management redefined the firm's key goals so that they would be
smple and understandable to all employees, relatively stable over the next
five years and couched in such a way that every department and employee
could do something to contribute to them.

Next, senior managers were asked to consider what, in practical terms,
they weregoingto do to achievethesegodls. A seriesof conferenceswereheld
at variouslevds, so that ideas and proposals about how the goals could be
achieved and how to measure and communicate progress flowed back and
forth among employeesthroughout the organi sation. Each working team put
together its practical programmeand presented it to the next level of man-
agement for approval. The work teams set new performance targets for
themselves and soon charts and graphs started to appear showing how well
teams were doing.

The messageis clear - if people know what they are striving for, they will
largely manage themselves. But they cannot find out what they are striving
for without good two-way communication and this will only happen if
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people — managers and other employees — want to talk to one another and
know how to do so effectively.

A good way to improve personal communication, not only with employees
but with customerstoo, is by getting out of the office and talking to them.
MBWA - management by walking (or wandering) around - is a technique
notably practised by Lord Seff of Marks and Spencer in the UK and
strongly advocated by Tom Peters and his colleagues, based on their
experience with US businesses (see, for example, Peters and Austin, 1985;
Peters, 1989). Walking around talking to peopleis a highly effective way of
keeping in touch; and of exercising leadership; and of letting people know
that they matter; and that you are interested in what they are doing. MBWA
shows everyonethat you are paying attention! Because managersare usualy
busy, it requires sdf-discipline to practise MBWA - but the effort will
normally pay dividends.

Per sonal or ganisation and time management

A common problem among managersis that they draw up plans and pro-
grammesfor other people's work, but rarely find timeto plan their own. The
result follows a typical pattern — too much time is spent on routine work,
important jobsare left unfinished, too much overtimeisworked, delegation
ispoor, follow-up on subordinates performanceis patchy, signsof stressare
showing. .. and soon. Thereisquitealot that can bedone about these kinds
of self-management problem. Some examplesare given next.

Planning and prioritisng

When managers fail to plan their own time, they end up as victims to
whatever happens to land on their desks and other people's actions and
demands determine how their day is spent. This results in the manager
dealing mainly with problems instead of opportunities. To avoid this,
managers should regularly plan the days and weeks ahead and identify the
tasks which need to be given priority.

Many managersdofindit helpsto keepadetailedlist of tasksto bedone, but
alot do not bother or say it doesnot work. Y et it can work well, solong asthe
manager findstimeto keepthelist up-to-date. Thereare severad advantagesin
keepingsuchalist. Oneisthat themanager can seeat aglancewhat needsto be
doneand when, without having to rely on memory. Thisisimportant because
many managershavemoretasksin their pending traysthan they can possibly
keep'in mind'. Another benefitof suchalististhat it can bemarked upto show
which jobsare trivial, which are important, which are urgent and important
and which are smply urgent. It can also be easily convertedinto a plan, by
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markingwhichjobsareto bedonewhen-and acontroldocument, by marking
off the jobs completed, partly finished, and so on.

Thiskind of analysisisvery important for those managers— and thereare
many of them - for whom there aren't enough hours in the day to keep up
with everything. By marking up thelist to show which activitiesare important
and which are urgent, it becomeseasier to organise one's time and delegate
redistically to others. Every manager needsto be awarethat taskswhich are
urgent are not necessarily important. Indeed, many are not. So, in prior-
itisingjobs, it issensibletofirst of all identify theimportant tasks— and then
mark them up in order of urgency.

Diary format

Keepingadiary isnot asubstitutefor thiscareful planningand prioritisingof
tasks. But theright kind of diary isan important adjunct to thetask list. The
diary format isimportant becauseit must reflect theimportanceand urgency
of the various tasks and what work can be grouped and/or done most
effectively at certaintimes of theday. Tomirror thetask list, thediary should
have aformat similar to the one shownin Fig. 12.1.

Avoiding putting things off

From timeto time, most managersput off tackling difficult, time-consuming
or boring jobs, promising themselvesthey will deal with them tomorrow or
the next day. This sort of procrastination invariably leadsto problems and
causesalot of stressand worry to the persondoingit. A simpletechniquefor
overcomingthiskind of mental block whenalongor difficult job needsto be
doneg, isto sit down and analyse the job — breakingit down into manageable
pieces. The key to successisto make each step in performing the task smple
and quick so that, on its own, it seems easy and insignificant. Indeed, it
becomes possibleto carry out a dice of the larger task between meetings or
whilewaitingfor a phonecall. And in thisway, a task which might otherwise
not have been started, is steadily being progressed.

A more radical solution involves changing managers attitudes and work
habits. Managers learn to put things off — and therefore can learn not to.
Blisssuggests a smple strategy. Start by resolvingto stop putting things off.
Don' try to achievetoo much too quickly, but start each day by tacklingthe
most unpleasant task on your list of jobs. It may beaminor matter, but doit
straight away before tackling any other job. This sets the tone for the day,
givingafeding of exhilaration becausethe job you weremost likely to put off
and worry about hasalready been accomplished. If you persevere (but only if
you persevere), you will find, after some days, that you become locked into
thisnew habit and that you look for opportunitiesto tackle unpleasant tasks,
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Tuesday, 4th August Daily Diary
1 - '

Incoming post Key tasks to be done

. Report for CJ
Site visit — Gatwick

Agree Gatwick
programme changes
with GH

Discuss claim with

DAC Timber
JTA project meeting
See Janet about

Brierly discount

Phone calls Phone calls to make

JCH - Crawley PO
Lunch with MH and PW Crawley

(45 min) CJ - Report

David H - Delivery

schedules
Open door

Sally R-DTA
quality checks

Keith W — move to
Key tasks Sheffield

Tomorrow

Meeting with Keith L - DAC Crawley meeting

Progress mtg — Drake & Co
Monthly cost returns

Update Gatwick programme

Evening

Figure12.1 Preferred diary format for time management.
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because of the satisfaction gained from putting them behind you (Bliss,
1985).

Monitoring employess work

Good managersdon't just delegate, they check up to makesurethat goalsare
achieved. Yet many managers don't keep track of the jobs they have
assigned; and their subordinates, finding that their managers don't chase
them, fail tofinishtasks, or givethemlow priority. Also, themanagersforget
someof thetasksthey have assigned, leadingto problemsand criseslater on.

A smple way that managers can follow through their delegation — and
gently remind their employees that they mean what they say - isto keep a
record of agreed goals and deadlines. When a manager is holding a meeting
with theteam, it is useful to keep a record of thiskind handy; it providesan
easy way of recordingactionsagreed and who was assigned to do what, thus
minimising misunderstandings. It also lets the team see that the manager
means business. They learn that when a goal is assigned, the manager will
expect progresst The manager benefits too, because the record acts as an
effective reminder of what needs to be done and when.

Every time a manager talks to an employee, an opportunity arisesto give
positive feedback or reinforcement to that individual. The manager should
seeeach finished job asan opportunity to praiseor giverecognition. Thiscan
work wonders on staff morale and motivation, leading to improved perfor-
mance and job satisfaction.

Oftenitisagood ideafor the manager to ask subordinatesto report back
when goal's have been achieved. This puts the onus on them to confirm that
action has been taken and reduces the amount of routine follow-up for the
manager.

Sdf-development

Animportant part of self-managementistheability of managersto supervise
their own development. They must be able to improve themsalves as man-
agers, taking responsibility for the process; learningwithout being taught for
much of the time- and choosing the means by which to doit. Aswith many
things, thisisn't too difficult once the techniques have been understood; it is
within most people's grasp to learn how to learn.

Indeed, alot of adviceon sdlf-directedlearningor learningfor capability,as
it isincreasingly called, has been offered to managersin recent years. Some
publicationsgive more than advice — and providedetailed self-devel opment
programmes. An example is A Manager's Guide to Sdf-Development by
Pedler, Burgoyneand Boydell (1986), which sets out diagnosticteststo help



190 The Prattice d Congtruction Manegement

managers identify their strengths and weaknesses and set themselves goals
for self-development; it then provides a series of practical exercises for
developing a range of skills and abilities.

Sadly and despite the availability of such information, much of the
organised provision of management development remains 'traditional’ and
teacher-centred, geared to learning facts and figures. Whilst such learning is
useful, itisinadequate for producing the highflyersthat industry desperately
needs.

An important point about self-directed learning is that it involves much
more than cultivating better study skills. It has a lot in common with
problem-solving — a process all managers are familiar with and know
something about. Indeed, the motivation for much of thelearningisthat the
manager has a problem to solve and wants to know how to tackleiit.

Thefirst step isto learn how to learn — and to recognise the value of both
‘off-the-job' learning and 'experiential’ (or 'action’) learning (see Chapter
15). Although much of what the manager needs to learn can be gleaned
within the workplace - and a great deal of effectivelearning happensin this
way - there are many thingsfor which the answers cannot be found there -
and the manager has to look further afield.

Cox and Cooper (1988) stress the importance of giving young, able
managers early experience of ‘chalenging and extending assignments- 'red
consultancy' assignmentsthat have practical value to the organisation and
for which the developed managers are given total responsibility. These
assignments should often be set in unfamiliar functions or industries — thus
widening the managers knowledge and their ability to cope with complex
and changing environments. This really is experiential learning!

I ndependent lear ning for managers

There has been a growing trend towards hel ping managers to improve their
understanding and skills in an independent way, avoiding heavy reliance on
management teachers. Although self-directed learning has been viewed as a
major step in this direction, it has often taken the form of fairly prescribed
pieces of private study, in which it is gtill the trainer/developer who decides
the learning objectives, provides the study materials and evauates the
manager's work.

Independent learning can be much more ambitious. It can involve man-
agers in deciding their own training needs, setting learning goals and
choosing topics or ‘problems’ they want to tackle. It alows them to decide
when and where to study, what resourcesare needed and how to assesstheir
learning. Self-assessment is perhaps the most radical departure from con-
ventional management training and development and raises many problems.
Nevertheless, this challenging idea is being applied on some management
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development programmes and has been taken very serioudly in the further
and higher education sectors. For a review of the opportunities that inde-
pendent learningpresentsand its practical difficulties, see, for example, Boud
(1988).

Sdlf-assessment of |earning can involvemanagersdecidingwhat standards
they wish to achieve, selecting the criteriaon which assessment isto be made
and grading their own work. One of the strong argumentsin favour of self-
assessment isthat it helpsto develop managers self-confidence and reduces
their dependency on trainers and management devel opers. It also hel psshift
thefocusfrom the content of what is being learned to the more fundamental
issue of thelearning processitself. Managers develop a commitment to life-
long learning and can initiate new learning whenever the need for it is per-
ceived. Independent learning has become a major thrust in management
development in the 1990s.

Anyone who is good at managing others might be expected to be good at
managing themselves. Frequently this is not the case. Indeed, it has only
recently dawned on most management trainers and commentatorsthat alot
of managersare quite inefficient when it comes to managing their own time
or organising their daily agenda. It turns out that managers who expect
othersto ddiver results on time often fail to meet their own deadlines!

Today's most effective managers have salf-knowledge; they know their
own gyle and appreciate their strengths and weaknesses. They have a Sg-
nificant grasp of time management techniquesand havelearned to gaugethe
effects of their own behaviour on others. They know when to talk and when
tolisten; when to befirm and when to beflexible. They havegrasped why and
how to prioritiseurgent and important tasks. They get on with thingsinstead
of putting them off and they know how to communicate clearly and suc-
cinctly. They have learned how to minimise interruptions and distractions,
handle stressful situations and delegate effectively. Managers who are
competent at managing themselves are able to demonstrate commitment
without anxiety, be assertive without being aggressive and be hard working
and conscientious without being a victim of undue stress.

Perhapsthe greatest triumph of self-managementisacquiringtheability to
manage one's own development. Independent learning is promising fresh
scope for managersand others to take charge of their own personal devel-
opment and decide on their own career goas; such managers know how to
set targetsand standards for themselves, how best to achievethem and how
to evauate their own learning.



Chapter 13
Personnel Management and HRM

Per sonnel management or human resour ces management?

The department which supports line management in dealing with employees
and employment relationships has traditionally been called personne man-
agement. In the mid-1980s, the term human resources management (HRM)
started to take over. Thiscoincided with an important changein thinking, in
which the role of personnel management shifted from one of mediating
between employees and senior management, to one of supporting corporate
strategy by integrating business goals and people management (Pemberton
and Herriot, 1994).

As these authors point out, the emergence of HRM seemed to offer a
lifdline to personnel staff ‘who had long felt undervalued by line managers.
The low status of personnel work had arisen from the view of some people,
especidly line managers, that personnel management was little more than a
clerical job - keeping the people recordsstraight and adding little value.

But human resources is the language of dave owners of the eighteenth
century who treated labour as a disposabl e resource. Pemberton and Herriot
argue that HRM needs a radical re-think that takesit back to its roots. Its
strategic role should be based in its established position as broker between
senior management and employees, bridging the gap between business con-
cerns and employee needs, in away which shows how peopl€'s potential can
best be unleashed for the benefit of both business and employees. Thisview
recognises that people cannot be treated as smply a factor of production.
They are at the heart of the organisation and the management of peopleis
morecentral to businesssuccessthan the managementof materials, money or
plant. People can act on resourcesin a way that resources cannot act on
people.

For these reasons, the author prefers the term personnel management,
despite the widespread use of HRM. It isinterestingto note that theleading
body for personnel professionals, the Institute of Personnel and Develop-
ment, in its 1994 position paper People make the difference, avoided the term
human resources management and instead used people management
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throughout this publication. In doing this, the Institute also underlined the
fact that the responsibility for managing people is shared between line
managersand personnel specialists.

Congruction personnd

Because much of itswork is one-off and it lacksa factory base, construction
is labour intensive compared with most industries. Its personnel costs are
highin relation to total costs. Thisis another reason why labour remainsan
important asset, especidly in the building sector of theindustry, and effective
management of people is a key part of every manager's job. Personnel
specidistsare increasingly employed to support and advise managers.

Even when construction is capital intensive, asin many civil engineering
projects, the management of people is still a critical factor. Studies have
repeatedly shown that differences in productivity between companies, and
even between departments within a company, cannot be solely explained by
variationsin manufacturing methods. Rather, they result from differencesin
the way people are managed.

Technology has made the human factor more important, not less so.
Disastersshow the negativeaspect of this— how human error is magnified as
technical scale increases. Technology is no protection against people's mis-
takes or poor judgement. understanding human behaviour and how to deal
with peopleis thereforea crucial aspect of management.

Personnel management is often misunderstood and undervalued in the
constructionindustry. Thisis becausepersonnel work isnot very 'vishle and
its contribution to the businessis difficult to measure. Also, it evolvedin a
piecemed and somewhat haphazard way, so that it can lack a clear identity.

Moreover, many aspects of personnel management are not easily sepa-
rated from genera and production management, and rightly so! One of the
prime tasks of managementisto use people's skills effectively. In thissense,
all managersare personnel managersand should work within awedl thought-
out personnel palicy.

The personnd function

Personnel departments hardly exist in many construction firms, but the
personnd function is present in every firm. It is the process of channelling
human energy and skills into achieving business results. Almost every
manager isinvolved in this.

As organisations have become larger and more complicated, work has
been broken down into more manageabl e, specialised jobs. The jobs which
are labelled personnel management are those which specialise in designing
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and operating systems and procedures for recruiting, employing and devel-
oping people.

Because of fluctuations in workload, high labour turnover and casual
employment, personnel practices and policies have tended to lag behind
those of most industries. Also, the industry includes many small firms that
cannot afford to employ full-time personnel staff. However, someone still
has to do the personnel work. Normally it will be other managers - line
managers concerned with production or genera management. Some do the
personnel work well, but others admit that they neglect this part of their
role because other tasksfill their time. These other tasks seem more urgent
or important, or appear to have a more direct impact on productivity. The
growing body of legislation on employment and other personnel issues has
gradually forced organisations to take the personnd function more
serioudly.

Even among larger firms which do employ personnel staff, there is no
typica personnel department. The form it takes usualy reflects the firm's
specia personnel problems. For instance, most large civil engineering com-
panies have operated safety policies and employed safety officersfor many
years, because they recognised that they had a safety problem. Similarly,
somefirmswere running training schemeslong beforetheindustrial training
legidation. Likethefootball clubs, they had recognised the value of intensive
training for getting the most out of their human assets.

Conversdly, labour relationshave been comparatively goodin building, so
most firms have not felt the need to employ industrial relations specidists.
They have been dow to formulatewritten labour policiesand proceduresfor
consulting with workers and unions.

In nearly every case, firms have concentrated on those aspects of personnel
management which have hel ped them solve their particular problems. Some
construction companies, mainly thelarger ones, haveeventualy rationalised
their personnel work and brought it under the control of a single manager or
director. When this has happened, personnel management has been able to
offer a more integrated and long-range contribution to the running of the
business. Figure 13.1 shows a possible structure for a well-developed per-
sonnel department.

The tasks of personnd management
The main areas of personnel management are:

Employment planning

Staff devel opment

Health and safety

Industrial relationsand employment.
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Personnel Director

Personnel policy
Strategic planning
Organisationaldevelopment
Employment planning,
forecasting and budgeting

I Personnel Manager Safety Manager
I r =
Recruitment, selection Operative training Site safety Industrial relations
Employment contracts Staff development Safety in premises Union liaison
Transfers, promotions Liaison with CITB Occupational health Disputes, grievances |
and retirements Management Liaison with HSE and dismissals
Salary/wages policy development inspectors | Welfare facilities '
| b . |

Figure13.1 Exampleof a personnd department structure.

These are dealt with in the remaining chapters. However, a well-established
personnel department will becomeinvolved in other issues, such as:

® Strategic planning

@ Organisational development
® Employeeremuneration

e Counsdling.

These issues are discussed later in this chapter.

Some of the tasks are more strategic than others. For instance, personnel
managersincreasingly take part in budgetary control and produce staffing
budgets. Thisisimportant in an industry which relies heavily on labour.

But personnel staff contribute to many day-to-day tasks as wdl, such as
induction, dismissds, grievance handling and advice on pay. The personnel
manager hasto balance the immediate and tangible operational problems -
which can be very time-consuming — with the long-range, more nebulous
concerns of senior management.

If the strategictasks of personnel management are neglected, its potential
will not be redlised and it will indeed become little more than a clerica
function. At its best, personnel management contributes to the overal run-
ning of the business, hel ping managersto use their most important asset to
the full.
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Per sonné policy

A firm which has a system of personnel proceduresislikely to have a sound
personnel policy. Themore people-orientated firmswill try to ensure that the
policy reflects the needs and ambitions of employees. This meansthat social
as well as economic goals have to be considered when formulating and
reviewing company policy. Each company's policy will reflect its particular
priorities and problems.

Anexample of apersonnel policy statement for alarge construction firmis
given below.

Per sonnd policy statement

This policy recognises that the successful achievement of the company's objectives
of profitability and devel opment depends on its ability to provide employeeswith
satisfying and rewarding employment.

The palicy will be implementedin accordance with generaly accepted employ-
ment practices and current employment legidation and the need to avoid unfair
discriminationof any kind.

General policy

)
@
©)

(4)

All employeeswill be kept informed of the company's practicesand policies
and of the termsand conditionsof their employment.

The company will establish and maintain suitabl e procedures through which
employeescan expresstheir views on dl mattersaffecting their employment.
The company will create and encourage an atmosphere of mutua under-
standing and co-operation, in which al personnel fed a sense of involvement
and freedom to expressconstructiveviews to management.

Procedures will be established, and made known to employees, governing
disciplinary action and the rights of employees to raise grievances and dis-
putes with management.

Employment policy

@
@
©)
4

®)

The company's recruitment and sel ection procedureswill take account of the
need to match individual abilitiesand preferencesto the post concerned.
The performance standardsexpected of employeesand their progresstowards
achieving them will be made known to them by their managers.

Wherever possible, posts will be filled by internal promotion, unlessexisting
personnel are unableto provide the necessary expertise.

The company will offer aternative employment to, or terminate the
employment of, employeeswho, after adequate warning and the opportunity
to improvetheir performance, fail to reach the company's standards.

The company will comply with all statutory requirements regarding the
employment and termination of contract of all employees.
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Staff development policy

@
@

©)

)

All managers will keep themsdves informed of the career expectations and
training needs of their employees and will counsel them as necessary.
Regular appraisal of all employeeswill be undertakenin order to identify
individual development needs and career potential, and to help employees
make their best contribution to the company, whilst obtai ning maximum job
satisfaction.

The company will provide suitable opportunities for staff development,
having regard to individual needsfor promotion and increased responsibility,
subject to the availability of suitable training opportunities.

The company will assist and encourage employees who wish to obtain rele-
vant technical, professional and management qualifications.

Industrial relations policy

@)

2
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@
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Thecompany will recognise the right of a union to represent and negotiateon
behaf of a specific group of employees, providing a mgjority of those
employees wishes to be so represented.

The company will encourage employees to become members of recognised
trade unions. Where practicable, such unions will be those taking part in
collective bargaining in the industry.

The company will comply with agreementsand procedures established by
collective bargaining and contained in relevant working rule agreements.
The company will operate conditions of employment no lessfavourablethan
those provided by competitors.

Every attempt will be made to maintain good relations and provide proper
facilitiesfor consultationand co-operation with union representatives.

Remuneration and employee services policy

@

@
©)

The company will remunerate employees and provide benefits at a leve
commensuratewith performanceand responsibility, having regard to current
lega requirements, government policies and market forces.

The company will adequately insure al employees during the period of their
svice

All personnel will be given assistance in periods of sickness or hardship.
Pension arrangementson retirement will be on termsno lessfavourable than
those offered by competitors.

Health and safety policy

@
@
©)

The company will maintain a high standard of safety and health and take
every practicablestep to safeguard the health and safety of its employees.

The company will comply with al statutory health, safety and wdfare
requirements.

The company will providea high standard of welfarefacilitiesfor employees.
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Strategic planning and or ganisational development

Oneof thestrategicjobsof personnel management isto take part, with other
managers, in a continual analysisand review of the organisation's structure,
culture and operations. The personnel manager can help to develop per-
sonnel forecasting and budgeting techniquesand to improve administrative
functions, aswdl assupplyingforecastsof staffingneeds, labour availability,
wages budgets, and so on.

Personnel managerscan play animportant part inidentifyingthe strengths
and weaknesses of the organisation and assessing the effectsof socid, legd,
economic and other changes. Personnel staff can help to develop and
implement strategiesand timetablesfor organisational changeto ensurethat
the organi sation survivesand becomesbetter at doing the thingsit isdesigned
to do. To achieve this, the personnel manager may recommend improve-
mentsto the structure of the organisation, its departments and work groups.
He or she will advise on management style, job designs and organisational
‘climatée'.

Theclimateof thefirmisdifficult to analyse, but somemeasureof it can be
obtained by seeing how conflicts are resolved, how people are treated and
what levels of trust, co-operation and participation exist. These factors are
important, for they can affect efficiency and hence the profitability of the
business.

Personnel managers may have moreskill — or smply moretime-than line
managers, for monitoring the organisation and the match betweenits tasks
and people. Becausethey are not directly involvedin operations, they can be
more objective.

Employee remuneration

Personnel staff can help thefirm to devel opeffective payment systemsand to
review them to cope with outsideinfluences, such as government policy, the
labour market and wage agreementswith the unions. The personnel manager
must know how national and local agreements affect the company's
employeesand see that they are applied.

A salary structure must be established for the many employees not cov-
ered by national wage agreements. Guidelinesmust be laid down for salary
increases, benefits and incentives, and how to link these to staff perfor-
mance.

A system may haveto be devel oped for assessing the relativeworth to the
company of different peopleand jobs. Thiscould involve job evaluation and
merit rating techniques, whereaspectsof ajob or an employee's performance
are ranked, classified or given a pointsrating, on which remuneration can be
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based. In productivity bargaining employees agree to make changesin work
practices which will lead to greater efficiency in return for improved pay,
benefitsand working conditions.

Personnel staff may also be asked to produce inter-firm comparisons of
saaries and benefits, so that the company continuesto offer conditions that
will attract the right calibre of employee.

Counsdling

The word counsdling has become popular, asin investment counsellingand
career counselling. Managers have increasingly recognised that counselling
their employeesis an important part of the personnel function.

However, the manager's power over subordinates sometimes makes
counsdllingdifficult or impossible. Personnel staff may bein a better position
to counsal employees becausethereis no "authority barrier' between them.

Counsdlling methods are rooted in psychotherapy and owe much to Carl
Rogers, who pioneered client-centred therapy in the United States. Rogers
(1951) stressed the importance of certain qualitiesin the counsellor, espe-
cidly:

® Empathy - the counsdllor triesto see the problem through the eyes of the
‘client’, the person being helped.

® Genuineness— the counsellor is honest, sincere and puts up no facade.

@ Congruence- the counsdllor uses hisor her fedlingsand is open with the
client.

® Acceptance - the counsdllor regards clientsasimportant and worthwhile,
whoever they are and whatever they have done.

These qualitiesmust be conveyed. The person being helped must experience
them to benefit from the relationship with the counsellor.

Counsdlling skills are not easy to separate from general socid skills, but
experienceof counsallinghas helped clarify our understanding of how warm,
trusting relationshipsdevelop between people (Hopson, 1984). Counselling
embodies the bdief that individuas benefit and grow from this kind of
relationship and that, properly managed, it helpsthe individual to become
more independent.

Counsellorsare unlikely to be successful if they cannot see other peoplée's
viewpoints, have radicaly different vaues, are poor listeners, make harsh
judgementstoo easily, are unableto be ‘open’, get emotionally involved, or
fed they have to put on an 'act'.

Hopson argues that once counselling relationshipshave been established,
clientswill bewillingto talk through and exploretheir thoughtsand fedings.
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This process helps them clarify their difficulties and uncertainties, and to
explore options for changing their situations. Given support, people are
likely to become more prepared for, and capable of, dealing with their
problems.

Unless counselling is properly managed, there is a risk that it may
encourage clients to become dependent on their counsellors. They turn to
their counsdllorsevery time they have a problem. So, counsallingmust try to
build self-reliance.

Adminigtration and records

Summary

Construction firmswhosepersonnel proceduresare wel developed will have
reliable records, providing information for planning purposes and for
employee administration. These records must comply with the data protec-
tion legidation.

Most firms need records of:

e persona information about employees (such as experience, qualifica-
tions, health and the nameof a personto contact in the event of ilinessor
accident);

staffing levels and productivity;

wages and overtime;

absence, sickness and accidents;

statutory requirements and returns.

Personnel staff will be responsiblefor devel opingand using suitablemethods
of datacollection, storageand retrieval,including the use of computer-based
information systems. They will haveto interpret and present informationin
the way that best facilitatesdecision-making and control.

Sometimesthese taskslead to a proliferation of recordswithout achieving
theintended results. Care is needed to ensure that personnel administration
remainsa means to an end and does not become a tiresome ritual.

Human resource management is the term many businesses now use to
describe personnel management. HRM embodies the unsatisfactory notion
that employees are a resource — a factor of production. In construction, the
terms personnel management and personnel manager are till in widespread
use.

The personnel function is present in every firm, but a personnel depart-
ment will normally be found only in the larger firms which can afford to
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employ specidlists. Personnel management has been prone to conflicting
assessments, becauseitscontribution to production is not awaysvishble. But
in companies which recognisethat peopleare their primary asset, personnel
management playsa key role.

The main tasks of personned management are to obtain and retain
employees of suitable calibre, to develop their potential and to help the
organisation to manage people effectively. Some personnel tasks are more
long term than others and the manager must try to balance immediate
demands with more strategicissues. An experienced personnel specialist can
help senior management to keep the organisation in tune with changing
demandsand conditions.



Chapter 14
Employment Planning

The author uses the term employment planning in preference to human
resources planning (see page 192). The purposeof employmentplanningisto
maintain an adequate supply of suitably experienced labour. Thiscan be a
major problem for an organisation, especidly in the construction industry.
The scope for such planning in construction firms varies, but broadly
involves the following.

Analysing and describing jobs and preparing personnel specifications.
Assessing present and future staffing needs.

Forecasting labour supply and demand, and preparing budgets.
Developingand applying proceduresfor recruiting, selecting, promoting,
transferring and terminating the employment of staff.

Complying with the requirements of employment legidation.

o Assessing the cost effectiveness of employment planning.

Contractors need forecastsof future staffing requirementsand thelikelihood
of meeting them, but the task is extremdy difficult. Both future workload
and the labour market are highly unpredictable. Most firms have to be
satisfied with cautious, short-term predictions and hope that trends don't
change too much. However, failure to attempt any forecast of future
workload and labour needs leads to staffing problems and organisational
inefficiency.

Organisations need people of the right calibre doing the right jobs. This
demands reliable recruitment and selection procedures, followed by
mentoring, training and monitoring of individuals career progress.

Staff selection has always relied heavily on judgement and hunch, some-
times based on little more than a short, badly-planned interview. Y et there
are other selection methods which can help.

Group problem-solving sessions are sometimesused to assess candidates
sKills. They enableselectorsto judge how applicants contribute to teamwork
and cope with pressure. To build up a redlistic picture of the applicant, as
many selection methods as possible should be used.
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Forecasting and budgeting

Forecastsof future labour needsand thelikelihood of achievingthem should
take account of:

Natural wastage due to retirement and labour turnover.

Promotions, creating vacanciesat lower levels.

The company's plansfor growth, diversification, etc.

The availability of labour having the necessary sKills in the right
location.

One of the problemsin forecasting is obtaining reliable information. Man-
agers are often reluctant to make predictionsand may be sceptical of fore-
casting, bdieving it to be a waste of time. Careful data collection and
analysis, including areview of existing personnel, are essential for forecasting
both the demand for labour and its supply.

Some of theinformation must comefrom outsidethefirm. The state of the
labour market can be assessed from published statistics and help can be
obtained from job centres and recruitment agencies.

Employment plans must remain flexible. Events rarely turn out as
planned! The demands for the firm's work may fluctuate unpredictably.
Economictrends may go into reverse, or technical innovations may force the
firm to review its methods. Such changes don't invalidate planning. On the
contrary, uncertai nty makes planningall the moreimportant if thefirmisto
survive. Every construction firm needs an accurate pictureof itslabour force
and the labour market. Unfortunately, only the larger companies will have
the resourcesto produceit.

Present labour force

Many operativesare employed on atemporary basis, from project to project,
but technical, clerical and managerial staff will be more stable. The firm
needs to know quite a lot about its present employees. It helps to have:

® A skillsanalysis, showing where the firm's strengths and weaknesseslie.
One person leaving or absent through sickness can create serious
problemsif no one ese has the same kills.

® A successon plan, showing who can take over if someone leaves the
company. This particularly applies to more senior posts.

® Trainingplans,specifying what training is needed by employees. Thiswill
usualy becarried out in conjunctionwith somekind of appraisal scheme.

® A labour turnover analysisfor each occupation, indicating problemslike
excessve lossesin one department or specialism.
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In construction, wherethereis a rapid movement of labour, the stability of
the workforce can be monitored using the ratio:

Number of employees with one year's service or longer «

Number of employees one year ago 100

Thelevd of detail in such planning will vary from firm to firm.

Employment planningwill help an organisation to know if it is overstaffed
in some sections and understaffed in others. This makes it possible, with
retraining, to transfer employees from one part of the business to another,
rather than dismissing and recruiting staff. Whatever the picture, the firm
will inevitably have to look outsidefor some of its labour needs.

External labour supply

There is a lot to consider when assessing the external labour supply,
including:

® Local population profile. Its density, distribution and occupational
composition.

® Pattern of population movement. Thisisimportant if the people coming
into or leaving the area are in the occupationsthe firm needsto tap.

® Career intentions of local school and college leavers. Whether there are
suitably trained young people wanting careersin construction.

® Local employment levels. How particular occupational groups are affec-
ted by the demand for labour.

® Levd of competition for recruits. Whether thefirmisableto attract people
of theright calibre.

@ Patterns of travel and local transport arrangements.

These factors are especialy important when a contractor is starting upin a
new area.

Producing the plan and an action programme

Mullins (1996) points out that a reconciliation of the supply and demand
data not only formsthe basisof the plan but of apersonnel action programme.
The latter is the starting point for increasing, decreasing or changing the
composition of the workforce, through recruitment and selection, training
and staff development, transfers, redeployment and redundancies. Figure
14.1 shows some key relationships between the processes involved. A vital
part of planningis the setting of target dates for achieving these actions. In
larger firms, computer programs are used to model the organisation's per-
sonnel planning options.
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Figure141 Matching peopleto jobs some key processes

Unfortunately, many companiesthese days are going through downsizing
or restructuring, leading to redundanciesrather than new jobs. Perhaps UK
companieswill follow thelead of their US counterparts, some of whom have
goneto great lengthsto help redundant staff find new jobs. AT&T took out
newspaper advertising, promoting their former employeesand their skillsto
other businesses(Stoner et al., 1995).

Planning for projects

Project staffing must be planned too. The manager must forecast project
workforcerequirements, taking into account theavailability of variouskinds
of labour (including sub-contract 1abour), the need to avoid sharp fluctua-
tionsin staffing levels and the overall resource pattern for the project.
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Even when unemployment is high, certain typesof labour may bein short
supply and the organisation may have to train people to meet its needs. A
shortage in just one trade or occupation may make nonsense of a contract
programme and add considerably to the project duration or cost. Recog-
nising such problems at the outset can lead to better balancing of work and
reduce peak labour needs.

Site labour should be built up and run down in a planned way, avoiding
sudden changesin the numbersof each trade on site. This means scheduling
project activitiesso that cumulative needsdo not exceed thelabour available
and do not fluctuate too much. Such planning will not guarantee high
productivity or good labour relations, but its absence can lead to poor
performanceand strained relations.

The number of employees that can work simultaneously on a project
without productivity falling is limited, but there should not be too much
reliance on overtime to make up for labour shortages. Regular overtimeis
usually expensive and output during overtime working is often lower than
that achieved during normal hours.

Recruitment

Job specifications

Before recruiting an employee, the job requirements should be carefully
analysed. The purpose of the job should be questioned and whether it might
be better to transfer someonefrom elsewherein the organisation or reallocate
parts of the job to other employees. A vacancy may ill emergefrom this
exercise, but it may bear little resemblanceto the job of the previous post-
holder, and other jobsmay have been rationalised or enriched in the process.
For thisreason, it isimportant to draw up an accuratejob specificationat the
outset.
Normally a job specification includes:

® adescription of the job;
® a specification of the kind of personlikely to do the job well.

Producing a job specification is not a one-off exercise. Jobs change for
technical, legal and organisational reasons. In construction, some jobs are
more easily defined than others. The work of a plastererisfairly stableand
can beeasily measured, but the site manager's roleis moredifficult to assess.
Management work can vary considerably from project to project and it is
more difficult to define criteriafor assessing it.

Job specifications have several uses. They help in recruitment and selec-
tion by giving a clearer pictureof thefirm's needs, makingit easier to locate



Employment Planning 207

and choose suitable applicants. They give employees a clear statement of
what they are expected to do and what they can expect not to do. By com-
paring the job specification with information obtained from the applicant,
the firm can discover any deficiencies and hence identify training needs.
Specifications are sometimes used in productivity negotiation and job eva
luation to establish standards of performance on which to base wage struc-
tures.

On the other hand, job specifications are time-consuming to produce and
can discourageflexibility. Peoplemay be unwillingto dowork whichisnot in
the specification. Unions may use these documentsto enforce demarcations
which areinconvenientand costly to the employer. In construction, the one-
off nature of projects means that jobs have to be adaptable and job
specificationsmay thereforebeignored. At best, they aredifficult documents
to draft and largefirmsmay employ speciaist job analystsif they want them
prepared properly.

Job descriptions

Typicdly, a job description will contain some, if not all, of the following
details:

Thetitle of thejob

Thetitle of the job holder's manager
Thejob location

The purpose of the job

A description of the job content

A list of responsibilities

Details of subordinates (if any)
Standards of performance expected
Working conditions

Prospects.

Yeopeeeene

If a firm intends to take job specifications serioudly, it must give some
thought to standardising the words with which it describes objectives, tasks
and responsihilities. If a word is used in different job descriptionsto mean
different things, much of the value of the descriptionislost.

A job descriptionmay state what level of performanceisexpected from the
employee. This is often left out of manual worker descriptions, but may
appear in managerial job descriptions under such guises as 'key results
expected.'

A job description is only a means to an end. A compromise must be
reached between a comprehensive but unwieldy description, and a vague
summary which makesit hard to distinguish one job from another.
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Personnel specifications

These describethekind of person likely to performajob well. They are often
difficult to produceand the help of a skilled job analyst may be needed when
attempting thistask for thefirst time. VVarious schemes have been developed
for analysing personal characteristicsand skills, and these usudly centre
around headingslike:

Physical characteristics. Such as strength, health and appearance.

Education. Schooling, further education and qualifications.

Job experience. Previous employment, responsibilitiesundertaken.

Intelligence. Ability to think anayticaly, capacity for difficult mental

work.

Interests. Inclination towards social, practical, physica or intellectual

activities.

® Personal qualities. Such asreliability, salf-confidenceand ability to work
with others.

® ecial skills.

Other breakdownsinclude factorslikeimpact on others and motivation, but
the ability to think creatively is often neglected!

The kind of analysis used will depend very much on the job. Some attri-
butes, such as physical strength, are important for manual construction jobs
but not for technical or clerica ones.

Belbin (1993), discussing team member selection, makes a very important
point. He notes that the characteristics often identified in personnel specifi-
cationsand subsequently used in selectionare based on dligibilityfor thejob,
not suitability. Eligibility criteriafor entry to a job include:

® Qualifications

¢ Relevant experience

® References

® Acceptability at interview.

Bdbin argues that suitability criteria should be used. These would be
performance criteria, not entry criteria. They include;

® Aptitude and versdtility

® Assessments (which measure potential performance)

® Rolefit with those adjacent to job (becauseworking with othersisakey
determinant of performance).

Belbin cites a study in which he and his colleaguesexamined the differences
between high performers and low performersin a job for which they were
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equally qualified. It turned out that the entry criteria(necessary to securethe
job) were not rel ated to the performancecriteria(by whichexcellencecoul d be
assessed). There was no match between digibility and suitability for the job.
Belbin identified some of the difficulties in relying on entry criteria.

References can be unreliable because they may distort the merits of appli-

cants, whereas assessments compare candidates using the same yardsticks.

Experience sometimes channels behaviour down a particular path, when
what mattersin the job is having a wider range of behaviour. Qualifications
are sometimessought asa compensationfor poor aptitude (only sometimes).
Those who impressat interview are not always the easiest to work with.

Recruitment procedures

The purposeof recruitmentisto bring jobsto theattention of job seekersand
persuade them to apply. Most firms use severa recruiting methods,
depending on the type of job. The more common methods are described
below.

Personal introductions and contacts

Thismethod has been widdy usedin theconstructionindustry and with some
auccess. But it cannot berelied on to producethe right applicantsat theright
time.

Vacancy lists outside premises

This method is used on some construction sites. It is an economica way of
advertising vacanciesbut the information may not reach the right people.

National pressadvertising

This reaches large numbers of people looking for jobs, but only a small
proportion of readerswill be suitable or interested. Much of the effort and
cost of national advertising are wasted.

Advertisementsin the technical press

These reach a specific group and thereislesswaste. A minimum standard of
applicant is more assured. However, some publications are infrequent,
causing delay.

Advertisementsin the local press

Theseare mostly read by local peopleseekingloca employment. Thismay be
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Job centres

satisfactory for routine jobs, but may be inappropriate for more specialised
posts, for which a wider range of applicantsis sought.

These can produce applicants quickly and, with computer back-up, from a
wide area. They tend to produceapplicantswho are unemployed, rather than
employed people who are looking for a change.

Commercial employment agencies

These have become quite popular in some areas, notably London, and for
certain kinds of vacancy. They reduce the administrative burden on the
employer, but can be expensive.

Management selection consultants

These are mainly used to obtain applicants for senior posts, often in con-
fidence. The consultant's skills should ensure that a high calibre of applicant
reaches the final stage of selection. Again, this serviceis expensive and not
dwaysrdiable.

Visits to educational establishments

Some of the larger construction firms regularly visit schools, colleges and
universities, to seek out potential employees. Thismethod only producesnew
entrants to the industry but is a sound, active way of exploring the labour
market. It aso providesan opportunity to put acrossa favourable company
image.

Internal advertisement

Many construction firms try to fill more senior posts from within the orga-
nisation. They prefer senior staff to have had experience of the organisation's
methods and culture. This does, however, exclude able outsiderswho might
bring new ideas and enthusiasmto the business.

Per sonnd salection

Sdlecting people for jobsis a very important process. For the applicant, it
could be one of the most important eventsin hisor her life. Choosing the
right personfor ajobis not easy. In the past, selection has relied a great deal
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on experience and judgement, and the results have not aways been

successful. Firmshavetried to take someof the guesswork out of selectionby

usingawider rangeof techniquesand by giving thoseinvolved moretraining.

Personnel selectionisonly asmal part of most managers jobsand thereisa

lot they can learn about selection techniques, if given specialist guidance.
The selection processinvolves the use of:

Biographical information
Interviews

Sdlection tests and questionnaires
Group methods

Work try-outs.

Because the content of jobsdiffers, it is not always necessary or appropriate
to use all these methods but, as a rule, the more techniques used, the more
reliable the processislikely to be. Thisis because each method has different
strengths.

Biographical information

Information about the candidate's experience and personal history can be
obtained from either a carefully designed application form or curriculum
vitae (CV), and from references or testimonials.

The application form provides a basis for comparing applicants and
usualy givesa reasonably factual summary of what an applicant hasdone. It
will not, however, indicate how wel he or she has done it. Moreover,
applicants will emphasise the detailsthey consider most relevant to the job
and play down those which are inappropriate or which suggest they may be
unsuitable. Occasionaly, a questionnaire is used to obtain more depth of
information about the candidate's background and experience. Failing this,
applicants should be encouraged to give extra information on separate
sheets. Application forms are often poorly designed, alowing too much
space for some kinds of information and far too littlefor others.

The organisation can either ask applicantsto fill in an applicationform or
invitethem to submit acurriculumvitae. The CV hasthe advantagethat it is
tailored to the applicant's background and experience. From the organisa-
tion’s point of view, comparing applicantswill be difficult becausethey will
structure their CVs in different ways.

References are a useful source of biographical dataif used with care. The
referee must be honest and should be familiar with the individual's recent
work performance. Many people are reluctant to give unfavourable refer-
encesand tend to play down the applicant's weaknesses. Selectorsshould be
aware of such biasesin referencesand testimonials. Somecompaniesdevisea



212 The Practice of Condtruction Managemernt

Interviewing

detailed questionnaire so that the referee has to make specific judgements
about the applicant, but thisis a time-consumingtask and not very popular
with referees.

Clearly, biographical detail sare important in selection, but they should be
interpreted with care. Some of the information they contain may not be
reliable or relevant to the job.

Interviewsare used almost universally in staff selection, although they vary
from a casual conversationto alengthy interrogation. The applicant may be
faced with asingleinterviewer or a panel of interviewers, sometimesas many
as a dozen. Fortunately, this does not happen very often!

The strength of a pandl interview of, say, three selectorsis that a more
balanced approach is possible. However, panel interviews are often rather
formal, makingit hard to create rapport with the applicant, who may then
havedifficultyin talkingfregly. The success of a panel interviewreliesalot on
the chairperson's sill in managing the progress of the interview and
controlling the others.

The one-to-oneinterview is often morerelaxed than the panel kind, but its
effectiveness as a selection method relies on one interviewer's ability and
judgement. An insensitiveor biased interviewer can damage the company's
image and applicants job prospects. One-to-one interviews are, however,
easier to organise and take less time. For thisreason, they are often used.

There may be more than one interview, especialy for senior posts. The
purpose of the first interview is to short-list the more promising of the
applicants.

The interview can vary in leve of formality. One way of describing this
formality is the extent to which the interview is structured or open. In a
structured interview, the interviewer usualy followsa checklist of questions
designed to givean overall pictureof theapplicantin fairly factual terms. The
open, unstructured interview does not rely on set questionsand the selector
tries to get applicantsto talk, to find out about their attitudes, motivation
and so on.

A combination of these two approaches often gives a good balance
between the two kinds of information. Some interviewers prefer to start
informally to establish somerapport with theapplicant, beforeswitchingto a
more formal approach to dlicit particular information.

Choosing the right questionsand giving the candidate the opportunity to
answer fully are probably the most important features of an interview.
Unfortunately, these features are frequently missing. Questions that merely
dlicit a yes/no response are unlikely to throw much light on the applicant's
suitability. The interviewer should try to ask open-ended questions which
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force the applicant to give more comprehensive answers. With careful
preparation, the outcome of theinterview is likely to be more positive.

The interviewer may record ratings of each applicant against the main
selection criteria. These may appear in a job specification. Without such
ratings, it is difficult to compare candidates from memory after hours of
tiring interviews, especidly if they have been held over severa days. Even
with the ratings, comparison is not easy, because each candidate will have
different strengths and weaknesses, making an overall judgement difficult.

The usesd interviewing

Although some research suggests that interviews are very inefficient and fail
to dicit a clear picture of the candidate, the interview does make an
important contribution to selection:

® |t helps the interviewer to gain someimpression of the applicant's suit-
ability for the post. Whilst the pictureof the applicant will belimited, the
interviewer can gain someinsight into the candidate's impact on others
and whether he or sheislikely to fit into the team.

e® |t providesan opportunity to clarify and expand on pointsin the appli-
cation form, such as details of the candidate's previous experience.

® |t helpstheapplicant to assessthejob and thecompany. Thisisimportant
because selection will only be successful if both parties are satisfied with
the appoi ntment.

The weaknessesd interviewing

Despitethe popularity and widespread use of interviewing, it has some ser-
ious drawbacks:

o Few people have been trained in interviewing. They tend thereforeto use
poor interview techniques and do not appreciate the limitations of the
method and of their own sKills.

® Interviewersvary in their ability to make judgements about people. In
particular, they may have difficulty judging applicants who differ from
themin age, sex, race, palitics, accent, background or generd intelligence.

® Peoplewho are biased, or given to extreme viewpoints, tend to be poorer
interviewersthan those of a moderate disposition.

® The interviewer may be able to identify specific personal qualities of
applicants without being able to arrive at an overall evaluation of their
suitability for the job.

® Interviewersare seldom totally objective. Their judgement is affected by
whether they takealiking to theapplicant. Fletcher (1981) citesa study of
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the Canadian Armed Forces which showed that most interviewersmade
up their minds about applicantsin thefirst four minutes of the interview!
They may interpret the rest of the interaction in such a way that it
supports their first impressions.

® Interviewersare not very good at predicting an applicant's job perfor-
mance. Moreover, interviewing experience does not seem to make them
any better at this.

e |tisdifficultfor the applicant to be objectiveabout the company, thejob,
the interviewer, and even him or hersdlf.

e Applicantsoften find it difficult to talk freely. Indeed, many interviewers
find it difficult too! It isatense, artificial occasion, when both applicant
and interviewer are trying to present themselvesfavourably.

® The information available is usualy too limited, and the setting too
unnatural, to enable good judgements to be made. Judgements are
sometimesmade on irrelevant information. Many firmsrely too much on
the interview, instead of using several selection methods.

® Theapplicant's job performance depends on numerous factors, some of
which are unrelated to the candidate's qualifications and past experi-
ences. Thesefactorscannot alwaysbe assessed at the timeof theinterview
(see Belbin, 1993).

Some guidelinesfor the interviewer

The interviewer must manage the interview competently. Interview plans,
identifying key areas for questioning, are available. However, interviewers
will often prefer to compiletheir own.

Interviewersshould:

® prepareasthoroughly as possiblefor theinterview; inexperienceand lack
of planning can show up as poor questioning, hesitancy and a tendency to
be too formal or too casual;

® try to be aware of their prejudices, in so far as they might affect their
judgement;

® try to put candidates at ease, listen to them without interrupting and
make some encouraging responses;

® ask the right questions, concentrating on matters relevant to the appli-
cant's job performance; it is easy to waste time on unimportant topics;

® avoid asking leading questionsand try not to make judgementsuntil after
the interview;

e rate the applicant against important criteria of job performance.

Stress interviews

One specia kind of interview, known as the stress interview, is sometimes
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used for jobswhich require the job-holder to copewith stress. The applicant
is deliberately put under pressure, to see how he or she responds. In most
interviews, however, stressis counterproductiveand the applicant should be
put at ease. Fletcher pointsout that the stressinterview may not i ndi cate how
well the applicant would normally cope with stress, since the interview itself
has personal importancefor the applicant.

e Wil Selection tests and questionnaires

Many of these are psychological tests which give quantifiable answers. The
appeal of using them is that some objectivity is possible and applicants
scorescan becompared. They arequitewiddy usedin the UK for many types
and levels of selection, especially in large organisations. Construction firms
have been dow to adopt them, but thelarger contractors havetried them and
the Construction Industry Training Board has used certain testsin appren-
tice induction.
The main types of test and gquestionnaire measure:

® Attainment. Acquired knowledge or skill in a particular field, such as
engineering.

o Intdlectual ability. The capacity to acquire knowledge, especidly of an
abstract type, and to solveintellectua problems.

® Personality. The complex of characteristics by which an individud's
uniquenessis recognised. Some types of personality test yield no quan-
titative data and only give some description of the individual's char-
acteristics. Others give a numerical measure of specific characteristics,
such as 'sociability’ and ‘emotional stability’, which may be quite
precisely defined (British Psychological Society, 1981).

® Interests. Areas of activity or thought which are especidly attractive to
theindividual.

® Aptitudes. Specid capacities, such as mechanical ability.

For some purposes, attainment tests are excluded from the genera category
of psychologica tests, since they do not strictly measure psychological
attributes. For most purposes, the scores obtained can be of some use in
predictingan individua's behaviour or performancein a given setting.

The construction and refinement of a psychological test is a lengthy and
technical process. The value of a test dependson the care with which it has
been constructed, administered, scored and interpreted. Used correctly by
peopletrained in administeringthem and interpreting their results, tests can
provide useful information about job applicants, but their use by untrained
people has caused concern.

Psychological testing is a form of measurement, but is different from the
measurement of physical qualitieslike length or weight. A test scorecan only
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validity

Reliability

indicate one person's standing relative to others in respect of the attribute
being assessed. A score can only be evaluated by comparingit with scores of
an adequate sample of the population to which the person belongs. The
processof collecting representative scoresfrom different groupsiscalled the
standardisation of the test. Thisis an important stage in test construction.
Testsvary in their validity and reliability.

Thisis the extent to which a test measures what it is supposed to measure.
Thisisobvioudy important. Differencesin individual scoreson the sametest
areonly vaid if they reflect differencesin the attribute the test isintended to
measure.

Thisistheextent to which atest givesconsistent results. Themorerdiablethe
test, thelessthe scoreswill fluctuatewhen the test isadministered in different
circumstancesor by a different tester.

Theinformation obtained from psychological tests can be mideading, unless
the following guidelinesare adhered to:

® Only well-designed tests should be used. A good test can overcome the
problem of applicants giving the answers they think the selectors will
favour.

e Thevadldity and reiability of atest must be known.

® Testsshould besuitablefor the peoplebeing assessed and theinformation
required. An unsuitable test could discriminate against people from
culturesor groupsfor whom it was not designed.

® The tester must strictly adhere to the instructions. The procedure for
administering certain kinds of tests can be taught to people without
psychological training and there are facilitiesfor this.

® Theinterpretationof test scoresdemandsspecia skillsand should only be
done by a psychologist.

Attempts by untrained peopleto interpret test scorescan be misleadingand
dangerous, resulting in misinterpretation of results or 'labelling' the indiv-
idual as a particular type. Moreover, a test is not a once and for all
measurement. If tests are to be used, people should be regularly reassessed.

The British Psychological Society stresses that psychological tests only
provide part of the information necessary for assessing an individual. A
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person's test score is only a starting point and should be interpreted in
conjunction with other information about theindividual.

Group methods

With this technique, groups of applicantsare brought together to discuss a
topicor investigatea problem. Thethememay bechosenfrom current affairs
or from thefirm's businessactivities. Thisisavery difficult and stressful task
for the applicantswho are being asked to co-operate with their rivals!

Selectorsobservethe group at work to gaininsightsinto applicants social
and problem-handlingskills. For instance, it is possible to see whether an
individual:

puts forward ideas effectively;

adoptsa leading or following role;

persuades othersto listen to hisor her idess;
gets on well with people;

copes with conflicting views within the group.

Typicaly, a group session might focus on a broad organisational issue, like
productivity, or something specific, such as recycling. Simple discussion
exercises will provide the selectors with information about applicants' atti-
tudes. Specific, problem-centred exercises can give valuable information
about applicants' skills.

These exercises may take less than an hour, or considerably longer. The
selectors anadlyse each candidate's contribution, taking into account the
number and quality of hisor her inputs to the group and whether they were
well communicated and positive. The extent to which theindividual helpsthe
group to make progress with the problem, or preventsit from doing so, may
be a useful indicator of the candidate's future performance, if appointed.
Aspects of the applicant's personal approach and outlook on life may
become apparent, as wdl as certain qudlities, such as salf-confidence and
initiative.

Selectorsshould beaware that applicantsmay not behave normally during
the group encounter, which is artificial and sometimesvery stressful. Some
applicants may perform better under pressure, but many may not achieve
their usual performance. Thisisan important limitation of group methods,
for it may discriminate against able candidateswho only perform wel when
they have settled down in the job and are not under pressure. For somejobs,
particularly in management, the ability to work under pressureand influence
comparative strangers, may be an important quality. Selectors should,
however, gtill beawarethat an individual who leadsin one group may adopt
aquitedifferent rolein another. Often, the role adopted dependson whether
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the problem the group is tacklingis personally important to the individual.
Moreover, an applicant who, for example, disagreesa lot or is disruptive,
may neverthelesscontribute many valuableideasto the group. In any event,
group methods should only be used in conjunction with other selection
techniques.

Work try-outs

Summary

Also called work sampletesting or proficiency testing, thistechniquerequires
thejob applicant to performatask or tasksrelevant to thejob. In thecaseof,
say, atiler or mason, typist or engineer, straightforward tasks can be set -
fixing sometiles, typing aletter, and so on — and the applicant's performance
judged. It isdifficult to set a proficiency test of thiskind for amanagerial job,
where performance depends on detailed knowledge of the job and on
establishing a working relationship with a team. However, an attempt to
introduce this method into managerial selection has taken the form of
decision-taking, in-basket exercises, in which applicants tackle ssmulated
managerial or administrativetasks.

Work by Robertson and Kandola (1982) suggests that work sample tests
compare favourably with conventional selection testing. They found that
work sampletestsinvolvingmanual skills, asin craft work and typing, can be
very good predictors of the applicant's job performance. It must be
remembered, however, that the applicant is not performing the task under
normal conditions. A candidate who really wants the job might perform
poorly because the situation is too stressful.

Employment planning includes a range of tasks aimed at satisfying the
staffing needs of an organisation, taking into account its future plans and
changesin itsworkforce. Likeall planning, it must be flexible.

In construction, the rapid movement of labour between projects and
between firms makes employment planning necessary and challenging.
However, most organi sationshaveto besatisfied with cautiousand relatively
short-term forecasts of staff needs, because construction markets fluctuate
unpredictably. Even in timesof recession, thereare often localised shortages
of specific craftsand other Kills.

Thefirst step in recruitment and selection of personnel is to consider the
jobsthat needfilling. Attention must be given to both thecontent of jobsand
the sort of people likely to do them well. Job specifications provide this
information and have a number of uses, but they have their drawbackstoo.
They can createrigid job boundariesand discourageflexibility.
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The selection processis vital for obtaining employees of the right calibre
and matching them to suitable jobs. Here, the knowledge and skills of a
personnel specialist can help managersto copewith the problemsinherentin
selection. One of the difficulties is that job specifications and selection
methods often put too much emphasis on digibility criteria and neglect
suitability criteria, which are the better predictorsof performance.

Companies have reassessed their approach to personnel selection which, in
the past, relied heavily on interviewing. Now, they are using a range of
techniquesin an attempt to get better results. However, the sel ection process
has not proved very reliable in predicting the people likely to be high per-
formers. Applicants performance subsequent to selection is affected by
many factors, some of which havelittleto do with their abilitiesor previous
experience.

Part of the selection processinvolves taking a hard look at present staff,
with aview to promoting them. But when a company appoints fewer external
applicantsto vacant posts, it loses opportunitiesfor bringing freshideasinto
the organisation.

Employment legidation has imposed new obligations on organisations,
such as the provisions relating to redundancy and dismissa, and this has
added to the complexity of staff planning.



Chapter 15
Staff Development

The author has used the term staff development to describeall the processes
by which employees competencies are assessed and developed. The alter-
native term human resourcesdevelopment is not used (see pages 192-3).

Performance appraisal

Performance appraisal is the regular review of the way employees are
performing in their jobs. In construction, these reviews are carried out with
varying degrees of commitment. In most firms, appraisal techniquesare not
used. Only among larger firms are formal appraisal schemes likely to be
found.

Appraisal objectivesaren't dwaysclearly defined and a single schememay
serve several purposes, such as.

® Agreeing performancetargetsfor the next period.

® |dentifying employees strengths and weaknesses, so that training needs
can be defined.

® Tdling employees how wel they are doing.

® Counsdlling individuals about their job performance, problems and
career development.

o |dentifying employees with promotion potential.

There are a number of problems with appraisals. It is difficult to sdect
suitable criteria for the review and to design valid and reliable assessment
methods. The manager's ability to make accurate and consistent judgements
of subordinates depends on many factors. Many managersare reluctant to
carry out appraisals. Specific problemsinclude:

® Central tendency in rating employees performance, where managers are
reluctant to giveeither very favourableor very bad reports, especidly the
latter.
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® Recent behaviour bias, where the manager isinfluenced by themost recent
actions of the subordinate.

® The manager's lack of experience and skill in forming judgements from
observations.

® Inconsistency in assessment standards, so that some individuas are
appraised more harshly than others.

® Difficulty in defining the factors being assessed.

® |nadequacies in rating scales and whether managers know how to use
them reliably.

® Thepurpose of the appraisal and how the appraiser feelsabout it. A single
appraisal cannot be reliably used for different purposes. Managers tend
to vary their assessments depending on the purpose of the appraisal. For
instance, therating given for assessingan employee's salary increase may
differ from that given if the purposeisto decide whether or not to make
theindividua redundant.

External factors also make appraisal difficult, such as the frequency with
which a manager can observe subordinates at work. For instance, a chief
surveyor, responsible for five surveyors who spend most of their time on
different sites, will see comparatively little of their performance.

A case study in staff appraisal

The company is a divison of an established congtruction firm, operating on an
international scde. Asthefirm's palicy isto promotefrom within, thefirm evolved
a daff gppraisal scheme It gppliesto al fortnightly and monthly paid staff.

The appraisd is basad on an annud review mesting, in which the manager
discusseswith each subordinatethe past year's achievementsand future prospects.
The personnel department issuesguiddinesfor the conduct of appraisals.

The manager records the appraisal of each subordinateon aform (Fig. 15.12).
The employee dso makes a self-assessmenton a persona appraisal sheet. Thisis
used in the review medting as a badis for discussion.

Managers have the option of usng target-setting, in which they review sub-
ordinates performancesagaingt annud targets. Individua performance (whether
or not targets have been used) is rated on afour point scde

(1) Marginal/unsatisfactory
(2 Sdtisfactory

(3) Good

(4) Outstanding.

Appraiserscan decide how to conduct the review, but are expected, by theend of
the meeting, to tdl subordinates what they think about their performance and
potentid . Managersmust takeinto account thesubordinate's leve of respongbility



222 The Practice of Construction Management

Staff performance appraisal Period ending

Employee detalils:

Name
Department/project location
Job title

CURRENT PERFORMANCE

Duties and responsibilities Performance Manager's comments
rating

Motivation and commitment

Special circumstances

Overall performance during review period
FUTURE DEVELOPMENT

Employee's achievements and strengths

Areas for development

INDIVIDUAL DEVELOPMENT ACTION
PLAN

Knowledge needs
Skill needs

Work experience needs

Appraisal prepared by Date Job title

Figure 15.1 Example of a staff appraisal form.
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and expeaience and the difficulty of any targets set. They mugt check the con-
ddency o ther ratings.
The review mesting should result in:

an asssssmant o the individud's performance;
® idettificationd problemsand opportunities;
® recognition o soope for improvemert;
o aplan for devdoping the subordinate.

The firm condders the counsdllingagpect of the megting to be important and the
subordinateis given a chance to discuss problems and seek advice

After the medting, plansare implemented as soon as possible. Thesemay indlude
jobchanges, training or persond assgnments. Progressis monitored and plansare
revieved a the next mesting.

Some peopleclaim that formal review meetings are unnecessary, as there
should be a continuous dialogue between manager and subordinate. How-
ever, other pressures often makeit difficult for manager and subordinate to
sit down quietly and discuss matters. The formality of the review forcesthem
to tackle the problem thoroughly. Nevertheless, the difficulties inherent in
appraisals have led to widdly varying opinions about their value.

A specia problem with appraisalsis how to measure the effect of external
factors. The employee's relationship with the manager and with colleagues,
and the demands of the job, are just a few of the factors affecting perfor-
mance.

Appraisals tend to be one-sided, focusing on the employee's strengths,
weaknesses and training needs. A more constructive approach might be to
look at atask and ask the work group how they tackled it as a team. What
made it easy or difficult for them?What did they learn from it? This sort of
appraisal could become part of organisational review. In this climate,
people would fed less threatened and be more willing to discuss difficulties.
The approach would be especidly apt in the context of self-managing
teams.

Education and training

The words training and education are often used rather loosely to describe a
variety of ways of helping people become better at their jobs. Education can
mean the narrow process of learning a fixed syllabusin order to pass an
examination. It can a'so mean the broad process in which an individual's
whole outlook on life is shaped by a succession of varied experiences. The
term training usually refers to learning a specific task or job, the skillsand
behavioursof which can normally be quite precisaly defined.
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Educational objectivesare harder to expressin behavioural terms because
thelearningisoften complex and the resultsdifficult to measure. Educational
objectives can be expressed in vague, abstract terms, concerned with
improving the learner's understanding and self-awareness. The emphasisis
on future potential as well as present performance. In a sense, education is
person-centred, whereas training is job-centred.

Thisdifferenceisvery apparent when one comparesthetraining of acrane
driver with the objectivesof a degree course in construction management.
Many training objectivesare short-term. Indeed, some can be achieved in a
few daysor even hours. Educational objectives, on the other hand, are long-
term and may take months or even years to achieve.

Themethodsused in training are usually more mechanisticthan those used
in education. Mechanistic learning relies a lot on stimuli and responses,
reinforced with plenty of practice, whereas the more organic methods of
education are less easy to control. They are concerned with developing the
individual, and the outcomes are difficult to predict or measure.

Training is essentialy practical and job-related. Most of the learning is
about work methods, skillsand procedureswithin afirm, trade or profession.
Educational activities are broad-based and more conceptual, aimed at
developing theindividud's critical faculties.

However, these differencesshould not mask the fact that both education
and training are concerned with human development. They are com-
plementary and they overlap. Almost every training activity has some edu-
cational impact on the learner, just as many educational programmes help
thelearner to do a job better. The educational element in the training of an
engineer or quantity surveyor will, however, normally be greater than in the
training of a scaffolder or joiner.

Development

The terms staff development and human resources development (HRD) are
now used by personnel specialiststo describea rangeof activitieswider than
those traditionally linked with education or training. They recognise that
learningtakesplaceall thetime, as peopleexperience new situationsand cope
with fresh problems. Learningis not confined to the classroom and, indeed,
the most important learning often takes place elsewhere. In staff develop-
ment, the focusis on changing people rather than just teaching them.

Most construction firms acknowledgethe need for staff development, but
they differ markedlyin how they think it should be done. Somefirmsspend a
lot of money and even set up their own development programmes. Other
firms smply carry on their business, believing that employees will develop
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themsalves, learningby their experiencesand mistakes. Thereissomevalidity
in this approach too.

Systematic staff development

The government put more pressure on firmsto undertake staff devel opment
when it passed the Industrial Training Actin 1964. Thisand later legidation
led to an increase in the amount of staff development.

The Construction Industry Training Board (CITB) has worked hard to
improve the quantity and effectivenessof trainingin the industry. However,
some companies have paid lip-service to staff development and have barely
met the CITB’s minimum training recommendations. Staff development is
often given low priority and tackled in a piecemeal fashion, without looking
at long-term needs. The result is that time and effort are wasted.

Effective staff development is most likely to be found in firms that
recogniseits potential for improving company performance.

Systematic staff devel opment involves the following processes.

| dentifying development needs

The underlying goa is to make the firm more efficient by making its
employees more competent. But it is important to redise that some devel-
opment objectivesare short-term, whilst others are long-term. The organ-
isation needs a supply of reliable, skilled people — operatives, engineers,
buyers, and so on - to maintainits present workload. Peopleneed to learnthe
skillsfor dealing with current projects, because these are the foundation of
long-term success.

But thefirm also needs peoplewho can steer it into the future; peoplewith
the knowledge and skillsto recognise new opportunitiesand to develop and
exploit them - peoplewho are adaptabl e and innovative. Training hasalways
tended to focus on current needs, but the emphasisis steadily switching to
preparing people to cope with the future, where different knowledge,
attitudes and skillswill be needed.

Employees, particularly senior professionals and managers, will increas-
ingly need to understand creativity and creative problem-solving techni-
ques, and they will need a knowledge of future studies methods (see
Chapters 8 and 11). Training employees in these areas has often been
neglected in the past.

The types of development needed and the people needing them must
therefore be analysed. Different groups will have different needs.
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Planning development programmes

Plans should relate to specific objectives, reflecting the differences between
the present and desired knowledgeand skillsof staff. Thought must be given
to how best to meet training needs, keeping in mind any constraints.
Development programmes should be flexible enough to meet the specific
needs of individuals, provide a timetablefor learning activities, and specify
where they will take place.

I mplementing development activities

Development programmes must be redlistic. The award of a new contract
may mean that a manager who was to attend a training programme is no
longer available. On-site methods of training are usually flexible enough to
cope with this kind of problem, but most external courses are not. Efforts
must bemade to ensurethat the methods, content and timing of devel opment
activitiesmeet the needs of both thefirm and participants. Recordsshould be
kept of the progressmade by learnersso that the programme can bechanged
if it istoo difficult or too easy, or isin someway failingto meet participants
needs.

Evaluating programmes

It is now common practice to evaluate development programmes and
incorporate the lessonslearned in future activities. Moss (1991) summarises
four kinds of evaluation:

® Reaction evduation — the immediate responses of trainers and partic-
ipantsto the programme or itscomponents. In-house aswedl asexternally
provided training is evaluated by participants in this way, especialy in
quality-driven organisations which have adopted the concept of the
internal customer.

@ Learning evaluation - changesin participants knowledge, attitudes and
abilities. For some kinds of learning, changes can be quantified by
comparing participants scoreson tests administered beforeand after the
programme.

e Peaformance evaduation — changes in the participants subsequent job
performance. Again, for some types of learning this can be measured
quantitatively.

® Impact evauation - the effectiveness of the programme in terms of the
changes participants generatein their organisations or departments.

Thisanadysis of training evaluation reflectsimportant work by Peter Warr
and hisassociatesin the late 1960s (Warr et d., 1970). Theseauthors had the



Learning

Seff Devdopment 227

same basic framework, but used the phrase outcome evaluation to describe
the common purpose of the three activities which Moss calls learning,
performance and impact evaluation. Outcome evaluations are the ones that
realy measurewhether development objectiveshave been met. Thedifficulty
is how to attribute longer-term outcomes (measured perhaps a year or more
later) to a specific development programme. Thisis because participants are
continually exposed to new experiencesand are learning about and changing
thingsall the time.

Senior managers must take responsibility for devel opment programmesbut,
in larger firms, the tasks of designing and running specific programmes are
carried out by personnel or training staff.

Despite a bewildering array of systems and methods used in developing
people, thereis only one underlying aim — to encourage people to learn, so
that they realise their potential and make the organisation better at doing
what it does. Learningis not an occasional or one-off activity for employees.
In a changing world, where knowledge quickly becomes obsolete, the best
way to help both individualsand companies, is to encourage employeesto
become salf-directing, life-long learners, able to decide for themselveswhen
to abandon old ideas and information, and seek out new.

Thisisespecidly truefor moreexperienced staff who can beexpected, with
guidance, to learn how toidentify their own devel opment needsand how best
to meet them. Managers should recognise that human development is a
continuous process of personal growth and adaptation, demanding much
more than an occasional attendance at a one-day conference or seminar.

Approachesto learning

Psychologists define learning as a change in behaviour as a result of
experience. Learning happens al the time, sometimes without the learner
being aware of it.

There have been two conflicting assumptions about the way people learn:

® They actively seek out information and organiseit.
® They passively absorb the information presented to them.

These assumptions have influenced the kinds of questionsthat experimental
psychologists have asked and therefore the answers they have obtained (see
Table 15.1). Behaviourist psychologists, interested mainly in observable,
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Table151 Comparison d activeand passvelearning methods.

Pessivelearning Activelearning
Assumption Learner Smply absorbs Learner sssks out and
information presented by restructuresinformationto
others gan freshingghts
Teeching Qyle Expert tutor putslearner Tutor is resource provider,
through step-by-step sounding board, fecilitetor
ssguence
Focus Content Process
Approach Traditiond, teacher-centred.  Innovative and learner-
Programmed ingtruction centred. Learner chooses
method and route through
learning materid
Psychdlogica Behaviourist Cognitive

orientation

measurable behaviour, have argued that learning involvesthe slow, passive
accumulation of knowledge. In their experiments, they have not alowed
learnersto organisetheir own learning, but have decided themselves how the
material should be ordered and presented. Not surprisingly, they reported
that people have only one way of learning.

This passive learning school has made quite an impact on tutors,
encouraging them to break down information into small bites, to be taught
step-by-step. They have stressed the importance of specifying behavioural
objectives, so that the learner's progresscan be monitored. They aim to see
that learners gradually progress from the familiar to the unfamiliar. This
suits some people, but others find it useless or counterproductive.

A famous behaviourist psychologi<t, B. F. Skinner, did much to encourage
programmed | earning using teaching machines, with routines based on small
stepsand feedback of results. Thefocusof behaviourist researchwason what
people learned, not how they learned.

Although learning has its passive eements, most psychologists now
recognise that this is only part of the story. Psychologists of the active
learning school, which has arisen out of Gestalt psychology, maintain that
learners are actively involved in the process. Learning, they say, involves
more than taking in information. 1t means restructuring information in new
ways to give fresh insights. These psychologists see close links between
learning and problem-solving. Their focus has been on how people learn.
They have shown experimentally how learners seek out rulesand regularities
in information, how they interpret it using these rulesand how they some-
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timesmodify therulesin thelight of new data. They haveshownhow learners
test hypotheses, make decisionsand solve problems.

Because these psychologistsassume that learnersare actively involved in
the process, their experiments have given learners maximum control over
their learning. They have found that people have different learning styles.
For instance, people tackleproblemsin variousways. Someare impulsivein
coming to conclusions, whilst others are reflective. People tend to become
reflective as they grow older. Especially relevant to staff development is the
work of Pask and hiscolleagues. They devised a range of complex tasksand
found that some people work best step-by-step, learning some material in
depth before proceeding to new ground. These they called serialist learners.
Others prefer a more globa approach, identifying an overall framework
beforefilling in the details. These they called holist learners. They found that
whatever tasksthey weregiven, learnersconsi stently adopted oneor other of
these learning strategies.

Of particular importance are Pask’s findings on the mis-matching of
teaching and learning styles. When seridist learners are put with seridist
tutors (or holists with holists), learningis very effective. But when serialists
are taught by holists(or viceversa), they perform badly. When holistsare put
through the tightly-structured learning programmes of the seridist, their
creativity is severely limited. It is therefore important to let people choose
their learning methods. This demands more of the tutor, not less, because
learnersdemand a wider range of learning resources.

Left to their own devises, seridistsand holists may not achieve complete
learning. Serialiststend to collectirrelevantdetail and fail to seethewood for
thetrees. They recall individual piecesof informationwel, but not theoverall
picture. The holist starts building relationshipsas soon as learning begins,
but cannot remember details.

According to Pask, holists can tolerate more uncertainty than serialists.
But Holloway (1978) argued that they are tolerating different kinds of
uncertainty — the serialist is unsure about the framework; the holist is
uncertain about the detail .

It would beinterestingto seeif serialistsmake better operations managers,
sincethey haveto copewith detailed information, and whether holists make
better strategic managers, snce they are concerned with broader issues.
Becauseof thisdifferenceinlearningstrategies, it may bequite miseadingto
assume that an effective technical manager will make a good general man-
ager. Similarly, employees turned down for junior management might
eventually have made excellent senior managers!

Approachesto staff development

Staff development has improved over the years, but many development
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activities have remained rather conventional, with heavy reliance on passive
learning, using lectures and other teacher-centred activities. The tutor is
expected to know what staff need to learn and how to teach them, putting
them through formal coursesor programmes of instruction. The content of
these has often been rather rigid and general, with the tutor controlling the
learning.

Thelearnerismainly passive; he or shedoesn't need to know how tolearn,
only how to be taught. It is assumed that an engineer, manager or joiner
needsto know the samethingsas other engineers, managersor joiners. Little
attention is paid to the differences between individual jobs and people.

Moreover, the emphasis is on teaching facts rather than skills. This
approach beginsat school and continuesinto further education and parts of
mid-career development. Y et much of the knowledge taught is largely irre-
levant to the individual's needsin later life. For instance, very few people
need to use algebra, calculusor quadratics in their work.

Regretably, too many coursesstill assume that the learner:

iswilling to be dependent on tutors;

respects tutors' authority and trusts their expertise;
viewsthe learning as a meansto an end (such as a diploma);
acceptsa competitiverelationship with other learners.

Under these conditions, the learner is expected to do little more than listen
(sometimes uncriticaly) to the tutor, take notes, remember facts and,
sometimes, pass examinations.

Thereis growing concern about this approach, for thereis little evidence
that it really helpsto achieveindustry's future supply of competent staff. In
fact, it hasn't been easy to demonstrate that it is necessary at al. Edward de
Bono has argued that the time spent on teaching mathematics, for instance,
could be reduced to one tenth if the focuswas on mathematicsfor ordinary
life. The time saved could be used for learning socia skills, the use of com-
puters and how to think effectively (de Bono, 1980). Anyone needing more
advanced maths could learn it during their vocational training.

In the 1970s, many industries started to move away from the traditional
approach, searchingfor ways of making staff development more active and
realistic. Some construction firms followed this trend, but the industry has
been rather dow to adapt.

Under various titles, like project-basedlearning and experiential learning,
attempts have been made to bring about such changesas:

® Shifting the emphasis from the content of learning to the learning
process.
® Stressing skills and attitude formation, instead of facts.



Action lea

Staff Development 231

e Shifting some of the learning from the classroom to the workplace.

@ Stressing sKills for coping with new situations, rather than for main-
taining current practices.

® Altering the tutor's role from subject specidist to 'learning manager’,
helping partici pants to take charge of their own learning.

Here, the role of the tutor includes mentoring, providing trainees with
resourcesand acting asa catalyst. | nstead of acting as subject expert - telling
people what they need to know - the tutor concentrates on creating an
effective environment for learning. Here, people learn something because it
helps them solve a problem or do their jobs better. They learn at their own
speed, using the material sand methodsthey prefer (Burgessand Fryer, 1978;
Fryer, 1994b).

Thisapproach doesnot suit all learners(nor for that matter, all tutors), but
many peoplelikeit. It bringsmorelearning into the workplace whereit can
be readily related to rea problemsand realistic circumstances. It meansthat
tutorsincreasingly meet the learnerson the learners own ground.

Actionlearning or experiential learningisan approach in which peoplelearn
by doing things, instead of passively listeningto a lecture or reading a book.
However, action learning still involves finding things out, so reading and
listening are part of the process.

David Kolb (1974) showed how learning is a cydlic activity, demanding
four activitieson the part of the learner:

® Becominginvolvedin new experiences.

® Observing and reflecting on experiences from various view points.
® Turning these observationsand reflectionsinto ideas.

e Findingwaysof testing the new ideasin practice.

Two kinds of reasoning are needed — deductive and inductive. Inductive
reasoning makes generalisations from particular experiences. Deductive
reasoningistheapplication of agenera ideato a specificcase. These types of
reasoning can be related to Kolb's model of learning, as shownin Fig. 15.2.

One of the strengths of action learning is that it integrates theory and
practice, showingthat both are necessary for learningto take place. The gulf
between ideas and action has aways been a source of misunderstanding
between the construction industry and the education system serving it.
Action learning can help to remove this barrier.

The main features of action learning are:
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Figure15.2 Cyclic model of learning (adapted from Kolb, 1974).

® Learning takes place under conditionsthat are real, or simulate reality
closdly.

® Thelearningenvironment is risk-free, but not anxiety-free.

® Activitiesare learner-centred and emphasise both individual and team
work.

® Learnersare encouraged to share ideas and experiences.

@ The tutor guides rather than teaches, helping participants to develop
learning sKills.

The approach adopts activelearning assumptions. peoplewant to learn and
learn best when working on relevant problems, at their own pace, using the
methodsthey prefer. They need skillsfor diagnosing gapsin their ability and
knowledge, collectingand analysing data, formulating questionsand finding
answersto complex problems.

Action learning relies heavily on the learner making sense of his or her
experience. But experiencecan be unreliable, ambiguous and hard to inter-
pret. It isrooted in the past; what worked yesterday may not work tomorrow.
So, an important part of action learningis training people to interpret and
capitalise on their experiences.

Typically, an action learning programme takes place within an organisa-
tion and involvesthree groups- the employees being devel oped, some senior
gtaff from the company and a team of tutors, often from a loca college or
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university. The programmeis usudly part-time and may extend over many
months or even a year or more.

The programme centres around solving problems which the senior man-
agers judge to be important to the organisation. The employees being
developed tackle the problems with guidance and support from the tutors.
The programme is flexible and can be changed as it evolves. Employees
submit progress reports and recommendations to senior staff at specified
intervals. | deasare then tested out in the company. The solutionsmay not be
perfect, but alot of learning occurs on the way.

Action learning has been widely used in management devel opment where
its potential isconsiderable. Its methodsand content are especidly suited to
the development of management skills. It is also a useful approach to staff
development in small firms which cannot take advantage of more formal
training programmes(Fryer, 1979¢).

The farming approach

Parallel with the shift of attention from passiveto activelearning, interest has
grownin theideathat devel oping peoplehas muchin commonwithfarming.
The farming approach emphasi sesthe organisation's attitudes towards staff
development and the importance of establishing the right climatefor people
to develop. Like the farmer, the company does what it can to create the
conditionsin whichitsemployeescan 'grow' and then hopesthat nature will
co-operate over the uncontrollablefactors.

Theideaisnot new, but has attracted fresh attention, after being eclipsed
in the 1950s and 1960s by a preoccupation with the technical aspects of
industrial work. At that time, the traditional approach was the norm -
putting learnersthrough rather rigid programmesof instruction. That kind
of development has morein common with manufacturing than with farming.

The farming method need not replace more formal programmesif these
are working successfully, and may usefully complement them. But in firms
wheresize or other limitationsprevent the use of costly training schemes, the
farming approach can be used on its own. The company givesits employees
the opportunity to gain as much as possiblefrom their own experiences, in a
climate of encouragement, co-operation and sdf-help. The employees
develop themselves as they struggle along. They learn from their mistakes,
which the firm accepts as part of the cost of learning. The yied from this
method can be high.

Selfdirected learning

In a fast-changing world, where knowledge quickly becomes obsolete, the
best way to develop employeesis to turn them into self-directing, life-long
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learners. They decide when to abandon old information and ideas, and look
for new.

As a development method, self-directed learning concentrates on helping
employees to develop confidence in their learning abilities and in their
capacity for making independent judgements. The self-directing employee
knows how to identify learning objectives and how to achieve them. Staff
development becomes a continuous process of personal growth and change,
in which employeesfind that:

® learning is a natural activity, to which they have developed a sense of
commitment;

® they enjoy being responsiblefor their own development;

e they can exerciseimagination, ingenuity and creativity in both their work
and learning.

Thischangesthe tutor's role. Instead of being a teacher, the tutor's jobisto
develop the individual's ability to manage his or her own learning. This
approach isinvaluablein the context of developing employee empowerment
and self-managing teams.

Open learning

Open learningis an approach to human devel opment, which grew rapidly in
the 1970s and 1980s and is till popular. Itsaimisto help peoplelearn at a
time, placeand pace which suitsthem best and to give them a wider choice of
study methods. It triesto remove or minimisethe barriersto learning - travel
difficulties, absence of local courses, domestic commitments, persona dis-
ability, work demands, inability to get time off work and the rigid content
and programming of most courses.

Many organisations are now involved in open learning, which received
great stimulusfrom the pioneeringwork of the Open University, the Council
for Educational Technology and the National Extension College. Both
individual colleges and consortia of colleges have taken up the challenge of
open learning and have produced many varied and imaginative learning
packages.

Open learningmakesuse of private study at home and at work, supported
where possible by face-to-face or telephone tutorials and practical work. It
can involve tailor-made workshops and flexible access to colleges, training
centres, equipment and multi-mediaresources. It makes use of a wide range
of learning materials.

Capability learning
A lot of vocationa training is shifting its focus from knowledge-based
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learning towards capability learning. Capability is defined by John
Stephenson as.

‘an dl-round human quality, an integration of knowledge, skills and persond
quditiesused effectively and gppropriatelyin. .. varied, familiarand unfamiliar
dreumgtances.

Stephenson and Weil (1992) define capable people as those who have con-
fidence in their ability to:

take effectiveand appropriate action;

explain what they are about;

live and work effectively with others;

continue to learn from their experiences ... in a diverse and changing

society.

Learning for capability addresses the often heard criticism that people who
acquire knowledge do not alwayslearn how to useit in their jobs. Indeed,
quite acommon complaint among theindustry's employersisthat graduates
lack important personal qualities and genera sKills; that they understand,
but are not trained to act, in their professional roles. There is some truth in
this, because many courses have tended, in the past, to concentrate on
imparting knowledge and understanding to students, at the expense of
teaching them skills.

Capability can belooked upon as a combination of many general skillsor
competencies. However, capability is, in a sense, greater than the sum of the
competenciesand reflectsthe learner's ability to integrate a number of areas
of skills and understanding. Experience has shown that the competencies
whicharevauedin capability learning need to bedealt with in the education
and training of professionals. They apply in varying degrees to all people
employed in the industry.

Staff development methods

Coaching and learning from experience

Peoplelearn agreat deal at work by trial and error and by seeing how others
cope with problems. Watching others and taking advice from them are
valuable ways of acquiring knowledge and skills. There is no problem of
transferring what has been learned from training situation to workplace.
On the other hand, experience can be misleading. Coaching meanshelping
people at work to assess their own performance, think through their diffi-
cultiesand find suitable solutions. Many people havea contribution to make



236 The Practice of Construction Management

in coaching others, but the learner's own manager is often in the strongest
position, having regular contact with the learner and detailed knowledge of
the individual'swork.

Construction industry managers value coaching and learning at work, but
many managersfind it difficult to coach their subordinateseffectively, either
because of lack of timeor because they lack the necessary skills (Fryer, 1977,
1994b).

Computer-aided learning and beyond

Information technology and telecommunications are already playing an
important part in education and training. They can put vast amounts of
information at the learner's disposal and can be used interactively to help
people develop new skills. But, more importantly, the telecommunications
revolutionis set to revolutioniseall kinds of learningand change the face of
training and higher education.

Provision already ranges from the powerful but relatively static CD-rom
and computer-based, authored teaching package to dynamic, interactive
programsand networks. Y et almost anything that can bewritten about these
developments will be out-of-date within a year or two, such is the pace of
progress.

What isclear isthat the new technology isset to fundamentally change the
education and training system itsdlf and will challenge all the old ways of
helping peopleto learn. As Plant (1995) points out, the last generations of
twentieth-century students are aready throwing off their dependence on
tutorsand 'are learningto learn for themselves, becoming detectives, hunting
for contacts and data on the Net, in countless webs of connection'.

Projectsand assignments

A wide range of projects and assignmentsare used in both college courses
and in-company training programmes. Companies have used work-based
projects for many yearsin their management development programmes. |f
carefully designed, projectsand assignmentsare really valuable. They involve
the learner — whether student or employee - in actively tackling red-life
problems, developing useful skills and learning about processes and proce-
duresin organisations.

One of the strengths of such activities — their redism — is a potential
weakness. Learners, immersed in real activities, may not critically anayse
their experiences and actions, so that their learning becomes superficial or
even mideading. The process therefore needs to be managed by tutors or
mentors who really understand what learning from experience is about.

Another problem with assignments and projects, when used in company
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training programmes, is that they may be undertaken on top of a normal
day's work. It is not uncommon in management training programmesfor
learners to find that they have quite ambitious projects to tackle, but
insufficient time to carry out the work. The company must make alowance
for thisand the tutor or mentor should help the learner to set prioritiesand
exercise time management.

Managed effectively, good projects can help students or employees to
develop sdlf-reliance and the capacity to think for themselves. For projects
whicharepart of acourseleadingto an award, the use of learningcontractsis
becoming popular. A learning contract is an agreement reached between the
learner and the person(s) supervisingthe project. It isset up at the beginning
of the project and stipulates the aims and objectives of the project and the
activities the learner will carry out to achieve these. Often, the learning
contract will cover other matters, such as how the finished project will be
assessed.

Group projects can offer the added dimension of helping peopleto learn
about work groups and develop their team skills. They bring both the
benefitsand problems of group work (see Chapters 7 and 8).

Lectures

Thelecture has been widdly usedin educationand training. It hassomevaue
for imparting knowledgeand changing attitudes, but itscontribution to skills
training is limited. A major criticism of the lecture is that it requires the
learner to be mainly passive.

Many of the functionsof alecture can just aseasily be achieved by giving
thelearner abook or articleto read. However, good lecturescan givea quick
overview of an unfamiliar subject and guidethelearner's privatestudy. They
givethe learner a chanceto ask for clarification; books cannot. The lecture
may have some ‘inspirational’ value, although a good book can usualy
provide this too.

Role-playingand smulation

These techniquesare valuablefor changing peopl€'s attitudes, helping them
to see other peopl€'s viewpoints, and developing their problem-solvingand
socia skills. The activities usudly happen off-the-job but are designed to
reproduce the work setting as closdly as possible. A useful feature of role-
playingisthat learnerscan be asked to 'be themselves or to adopt another
role, thusgaining insightsinto other peopl€e's pointsof view. Again, feedback
is essentia, from the tutor, other role-playersand, sometimesvideo record-
ings.

For role-playingand simulationto beeffective, thefollowingwould apply.
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® The activity used must provide a redlistic scenario.

® Theactivity must be designedto meet different participants needs, which
will not al be the same.

® Thetrainer must prepare the learning activity thoroughly.

® A clear briefing must be given. Any constraints or rules of the game
should be explained.

® The trainer must know how to evaluate participants performance and
should give them feedback.

® The trainer should use video facilities, where appropriate, to provide
additional feedback and should help participantsinterpret that feedback.

A balance needs to be struck between a structured and open learning
experience. Some structure may be essential but excellent learning can also
occur when there are no objectivesand no rules. A lot dependson the group
and their perceptions of the activity, the task they are involved in and the
whole training set up.

Sensitivity training
The purpose of sengitivity training isto heighten people's awareness of their
own and other peopl€e's behaviour and how they influenceone another. They
learn to think andfeel differently about socid situations.

TheT-group or training group is the basicform of sensitivity training. The
group usually meets under the following conditions:

® Thegroup has no structure and no task, except to study and interpret its
own behaviour.

® The tutor is passive, makes no judgements and only comments when
clarifying what is happening.

The skills needed by the tutor have much in common with those of
psychotherapy, especialy the client-centredkind developed by Carl Rogers.
Careful screening should be carried out to ensure that only 'suitable’ indi-
vidualstake part. Tutors should also ask themselveswhether their objectives
could be achieved in aless threatening way, such as arole-play.

Sensitivity training is not easy to evaluate. Some participants benefit a
great deal, whilst others are unaffected by the experience. Some actually
suffer. A few people find the experience so disturbing that they need psy-
chiatric treatment.

Mentoring

Mentoring describes ways in which one person can help another to learn
from their work. It isa processwhichisquite wdl establishedin management
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development, but it can be valuable in most kinds of staff development or
training. The mentor is often the manager of the person being trained,
although this isn't essential and, indeed, is sometimes undesirable. The
mentor acts as:

® Rolemodel (sometimescalled a competencemodd) — providing vision and
inspiration, setting expectations of performance and demonstrating
professional behaviour.

® Instructor - passing on knowledge, insights, wisdom or perspective to
another or providing challenging tasks or ideas.

® Coach — making suggestionsfor improvement, offering encouragement,
building self-awareness and self-confidence, and providing feedback on
the learner's performance; hel ping when things go wrong.

® Counsdlor - actively listening to the learner's difficultiesand offering
suggestions.

® Assesor - helping to evaluate the learner's performance so that suitable
credit can be given either towards a qualification or career advancement.

The use of mentoring increased during the early 1990s, spurred on by a fast-
growing interest in learning in the workplace, or work-based learning.
Clearly, the successof mentoring depends on the skills of the mentor and on
hisor her relationship with the learner. Among the many skillsmentors need
are the ability to:

help people change their ideas, attitudes, values and behaviour;
encourage planning, analysis, experimentation and increasing autonomy;
show positiveregard for people, even when things go wrong;
empathise with and show understanding of people's feelings,

deal effectively with negative behaviour or mistakes,

give learners scopeto think and decide for themselves.

Although it seems obviousthat mentoring should include giving advice, this
should be done sparingly. Learners can become too dependent on the men-
tor. They can only learn to become truly independent and think for them-
sdlves if they make the most of their own decisions. The mentor should
therefore avoid taking over problems and solving them for the learner. In
particular, the mentor should encourage the learner to set his or her own
targets and goals (Fryer, 1994b).

M anagement development

The education and training of managers has expanded rapidly since the
1950s, accompanied by a startling growth in the numbers of management
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colleges, business schools and courses. Impetus for this came partly from
industry and government and partly from professional bodies, such as the
Institute of Management and the Foundation for Management Education.

During the period of expansion, many management development pro-
grammes were rather conventional. They often embodied the concept of the
'idel manager' centred around the basic management functions. Their
approach reflected what Handy (1975) called an instrumental philosophy,
which sees learning as deductive, proceeding from theory to application.
Teaching tends to be expository. Inductive thinking and creativity are the
province of the teacher and researcher; the manager is concerned with
deduction and application.

Handy contrasted this approach with what he called an existential view.
Thisfocuseson helping peopleto formulatetheir own ideasand developtheir
unigquetalents. Existentia tutors tend to talk of teaching people rather than
subjects, of giving feedback rather than examinations, of progress rather
than achievement, and of general ams rather than specific objectives.

New approaches to management development, such as action learning,
embody much of this philosophy. Action learning was largely pioneered in
management courses by people like Reginald Revans. Techniques like role-
playingand simul ationhave been widdy tested on managers, becauseof their
vaue in developing interpersonal, problem-solving and information-hand-
ling skills. A recent example of innovative management development is
described in Box 15.1.

Two reports, The Making of British Managers (Constable and McCor-
mick, 1987) and the so-caled Handy Report, The Making of Managers
(Handy, 1987), were important position statements on management devel-
opment as the UK approached the 1990s. The Making of British Managers,
commissioned by the CBI and the Institute of Management (then the BIM),
reported that British managers lacked the education and development
opportunities of their competitors. Indeed, the study found that the great
magjority of UK senior and middlemanagershad had no formal management
education and training. The Handy Report provided international compar-
isons and aso concluded that most UK management development lacked a
systematic approach and was approached on an individual, ad hoc basis.

Some of the issues requiring particular attention in UK management
devel opment seem to be:

® aneed for greater professionalism;

@ a better understanding of new technologies;

e aneed for skillsfor managing innovation and change, including flexible
approaches to organisational design;

® a better understanding of socia issues like employee participation,
empowerment and equal opportunities,

® asever, aneed for better leadership and communicationskills.
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Innovation in management development

In 1993, Shepherd Construction Ltd and Leeds Metropolitan
University collaborated to develop a unique postgraduate diploma/
MSc in construction management. Key featuresof the coursearethat it
incorporates a high level of work-based learning, uses work-based
projects supported by mentoring as learning and assessment vehicles
and gives managerscredit for prior learning experiences (Blackburn
and Fryer, 1996). Perhaps the most important characteristicof the
schemeisitsinherent flexibility — enabling the learning experienceto be
tailored to suit each participant's current knowledge and future work
needs.

Shepherd senior managersplay amajor rolein deliveringthe 'taught'
element of the schemewhich comprisessaven short units occupying17
days, spread over a year. They aso operate the company's mentoring
scheme and jointly oversee the students' work-based projects and
learning contracts.

The company selects the participants for the course and decides the
core content of the modules according to its business needs. The
university provides specialist tutoring, jointly oversees work-based
projects, assesses participants work and ensures that academic quality
standards are maintained.

Increasing national interest in work-based learning, mentoring,
learning contracts and accreditation of prior learning means that
innovative programmeslike thisare likely to become more popular.

Shepherd Construction was awarded a National Training Award in
1996 for its in-house management development programme.

Box 15.1 A unique management development programme.

Strategic management development (SM D)

The practice of downsizing, to create leaner, flatter structuresin organisa-
tions, has in many cases resulted in real shortages of managerial expertise.
McClelland (1994) suggests that this has created a need for a more strategic
approach to management devel opment. Strategi c management devel opment
is the name given to the process of integrating management devel opment
with the formulation of competitive strategy. Its purpose is to ensure that,
despite management shortages, competent managers are identified and
mobilised in pursuit of business goals.

One view is that SMD is just another name for a process already well
established in organisations; that the systematic planning of management
development to meet long-range objectives is normal practice. In fact, it
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often isn't, as the report The Making of British Managers has shown (see
above).
SMD can help to clarify the framework of management development, by:

@ identifying more clearly the strategic management needs of the organi-
sation;

® concentrating management development activities where they will best
support the achievement of major business goals;

® raising awarenessof the need for management to be future-oriented and
proactive;

e making a clearer distinction between the management development
needed at operational and strategic levelsin the organisation.

Organisational devdopment (OD)

In some large companies, staff development is now viewed as part of the
larger process of organisational development (see Chapter 11). Stoner et al.
(1995) describe OD as a long-term, more encompassing processthat aimsto
move the entire organisation to a higher level of functioning, while greatly
improving its members performance and satisfaction. So, the emphasisis
till on devel oping people, but within the context of the whole business. OD
would therefore include activities like team building (Chapter 9), creative
problem-solving(Chapter 11) and processconsultation. Processconsultation
uses consultants to help team members understand and improve the ways
they work together, tackling issues like group cohesiveness, goal-setting,
team problem-solvingand intergroup relations.

What is especialy important for OD, and especialy for activities that
foster innovation and creativity, is a permissive organisational climate that
encourages experimentation with new ideas and new ways of doing things.

Continuing professonal devdopment (CPD)

All employees need to regularly update their knowledge and skillsand learn
new things. But the need is perhaps greatest in the professions, whose
members are affected by numerous and substantial developmentsin tech-
nology, legidlation, contractsand many other areas. These devel opmentscan
be highly complex and take time to assimilate. This has led the major pro-
fessional institutions in the construction industry to collaborate in finding
more reliablewaysto provide continuing professional development for their
members. The CPD in Construction Group has worked hard to encourage,
rationalise and evaluate CPD provision, so that by the early 1990s, most of



Staff Devdopmeat 243

the main professiond institutions had introduced formal CPD requirements
for their members.

The focus of CPD must include both the short-term and long-range
development needs of employees. Development activities can take many
forms, ranging from one-day coursesto job rotation at work, from distance
learning to working party membership. The main concerns are about the
effectiveness of these CPD activities and their costs. There has still been
rather heavy reliance on short, updating courses, delivered in conventional
ways, and employershave to ask themsalves whether a one-day conference
costing £180 per del egateand comprising adozen specialistsgivinga seriesof
short lectures, has redlly led to any significant behaviour change or skill
learning among their staff. CPD needs to shift more of its focus towards
action-centred and work-based learning, or at least the kinds of learning
intervention which actively involve people and don't have them passively
listening to others.

Congruction Indugry Training Board (CITB)

The CITB advises firms on training, assists with the cost of training by
providing grants and operatesits own training centres, with courses aimed
mainly at craft workers and operatives. Firms above a certain sze and
registered with CITB make a mandatory contribution to the industry's
training costs through a levy system - sharing between them the cost of
CITB’s training support and grant aid. This helps maintain training stan-
dardsin anindustry whoselabour forcemovesaround, not only from project
to project but between companies and in and out of sdlf-employment.

In the early 1990s, the recession and changesin government financingvia
the Training and Enterprise Councils (TECs) and Local Enterprise Com-
paniesin Scotland (L ECs) significantly reduced CITB’s incomeand it had to
review itsstrategy. It has developed a fresh approach to craft and operative
new entrant training and secured major funding from the TECs and LECs,
with smaller amounts from the European Social Fund, Department of
Employment and other sources.

There were over 65000 firms registered with the board in 1996, but
turnover isfast. In a typica year, 20% or more of firms are lost from the
register, mostly due to the recession, whilst as many or more new firmsjoin.
Membersinclude buildingand civil engineeringcontractors, building services
contractors and a wide range of specialist trades, including demolition and
scaffolding. CITB is aware of the difficultiesfaced by smaller firms and
specidist contractors and has been trying to improveits provision for those
companies. One such provision is the network of national Group Training
Associationsand regiona and locd training groups. Thelocal groupsenable
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Summary

over 2000 small firms to share the cost of training advice and support, with
acoess to specialist staff whom they couldn't afford to employ on their own.

The board has made a significant contribution to the development of the
National Vocational Qualifications at craft and operative levels and has,
through its representation on the Construction Industry Standing Con-
ference (CISC), helped to maintain continuity between these and the NVQs
for technical, professional and managerial occupations. CITB hasa so taken
action to help providetraining for self-employed operatives and labour-only
sub-contractors.

Hel ping employeesto achievetheir maximum potential isacentral activity of
the business. Staff development is necessary to maintain existing levels of
skillsin the business, but it becomesvital when the organisation hasto keep
pace with change.

Implementing staff development is difficult, costly and hard to evauate.
Benefits are seldom ‘visble in the short-term and are obscured by other
changesin the longer term, so long-range planning of development coupled
withan act of faith, are essential. Firmsdiffer in the degree of formality with
whichthey tackle staff development. Some, like thefarmer, smply encourage
their employees to grow; others put them through tightly-structured
programmesof instruction.

The development process begins with performance appraisal, in which
employees achievementsare reviewed and training needs identified. Devel-
opment plans are put into action using a wide range of approaches and
methods. Increasingly, the methods favoured are those which involve the
employeein active, problem-based|earning, undertaken at least partly within
the redlistic setting of the workplace.

New approaches to development concentrate on helping employees to
learn appropriateskills and attitudes; they encourage them to take charge of
their own development, learn how to identify their own goals, and locatethe
means for achieving them; they emphasise the need for flexible learning
provisions, which can be tailored to theindividual's needs and preferences.

If thefirm hasa personnel department, one of its responsibilitieswill beto
advise on training priorities, help produce devel opment plans and securethe
resourcesfor meeting them. Increasingly, staff devel opment activitieswill be
integrated with the broader processes of strategic management and organi-
sational development. They will focus on helping employees to manage
changeand improve organisational performancein a turbulent environment.



Chapter 16
Health and Safety

Construction sitesare dangerousplaces. Roughly 80 to 90 peopledie on them
every year (more than in al the manufacturing industries put together).
Thousands of construction workers are injured every year, many serioudly.
In the Health and Safety Executive's reporting period 1994/95, there were
about 2700 major injuries and a further 11000 'over three-day' reported
injuriesin construction (HSC, 1995b). These figuresinclude employees and
sdf-employed persons. The fatalities rate per 100000 employees in con-
struction fell dightly in thefirst half of the 1990sand the major injuriesrate
per 100000 fell rather more; but any noticeablefal in the actual number of
deaths and major injuries was more a reflection of the industry not working
to full capacity.

The statistics give no cause for complacency. Falls from a height (often
from scaffolds or roofs) are the industry's biggest problem, accounting for
almost 50% of fatalitiesand 40% of seriousinjuries. Fatalitiesresultingfrom
being trapped followinga collapse or overturn are also a major concern; up
to a quarter of construction fatalities are in this category (HSC, 1995b).
Other construction safety problems are people being hit by falling objects
and injuries caused by the misuse of site transport, hoists and other
mechanical plant (see Fig. 16.1). Interestingly, some of the statistics reflect
other changes, such as theindustry's workload and employment patterns. In
the ten years to 1996, the number of reported ‘over three-day' injuries to
employees fell disproportionately from over 16000 to under 10000 a year,
whilst annual figures for salf-employed construction workers more than
doubled, from about 700 to 1500.

Againgt this background, managers have to take their safety responsi-
bilitiesvery serioudy and it was not surprisingthat the Construction (Design
and Management) Regulations1994 (CDM Regulations)wereintroduced, in
an attempt to bring a more comprehensive and strategic approach to
construction health and safety.

Construction managers must take every reasonable step to protect the
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Figure 16.1 Distribution of fatal accidentsby type (typical anaysis).

health and safety of employees, comply with statutory requirements and
improve standards wherever they can. Economic pressures to cut project
times and costs militate against this, but managers must make health and
safety a high priority. They must encourage responsible attitudes to health
and safety and increase people's awareness of the dangers.

Thisinvolvesthe use of many management skills and techniquesdiscussed
earlier in this book, including the following.

Clear communication.

Good organisation.

Persuasion and education.

Rewarding employeesfor safe practices (operant conditioning).

Setting readlistic targets for employees to achieve, under appropriate
working conditions.

Attitudesto safety

The attitudes of construction workers and managers towards safety is
undoubtedly a major factor in the poor accident record of the industry.
Many managers see construction as a rough jaob for tough, self-reliant
people. Some of them believe that building to tight deadlines at low cost is
incompatiblewith high safety standards.
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Construction workers accept that their work is demanding and risky,
athough they usualy underestimate the risk. Group norms may cause
individualsto ignore safety measuresfor fear of appearing cowardly or weak
to their workmates.

Some managers and workers try to avoid complying with safety regula-
tions and sometimes make collusive arrangements to avoid them. In one
instance, employees were given a bonus to undertake hazardous work
without safety equipment, on a Sunday, when it was known that neither the
safety officer nor safety representative would be present (Shimmin et al.
1980).

Although examples like this may be uncommon, the use of bonus pay-
ments to increase productivity encourages workers to take short cuts and
skimp on safety measures. For these workers, the benefitsof risk-takingseem
to outweigh the potential costs.

It will need more than legidationto make construction safer. Attitudesin
the industry have to change. Thisincludes clients and designers attitudes
towards safety. The CDM Regulations 1994 were intended to bring about
attitude change aswdl ascompliance. Certainly thereisevidencethat clients
are taking the health and safety performanceof contractors more seriously
when awarding construction contracts.

The Health and Safety Executive (HSE) has played an important part in
attitude change. For instance, it hasargued thecasethat clientsshoul d expect
to pay a'safety premium’ on construction; that if arock bottom price means
that peoplewill die or beinjured, then the priceistoo low. The HSE hasalso
helped to change attitudes by arguing that safety measures can be cost-
effective. Thisis because the costs resulting from accidentsand fatalitiescan
be higher than the cost of preventive measures.

Team approach to health and safety: the CDM Regulations 1994

T o persuadethe wholeconstructionindustry, includingitscustomers, to take
site safety and health more serioudly, the EC introduced, in 1992, the Tem-
porary or MobileSites Directive, which has been implementedin the UK as
the CDM Regulations 1994. The regulations require clients and al the
members of project teams to work together to maintain health and safety
standards on projects.

The regulations place duties on clients, designers, other professionals,
contractors and site workers, so that health and safety must be planned and
managed through all stages of a project. Specialist contractors and sdlf-
employed sub-contractors must co-operate with the main contractor and
providereevant information about the risks created by their work and how
they will be controlled. Under the regulations, al employeeson sites should
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be better informed and have the opportunity to be more involved in health
and safety.

Despiteeffortsby the HSE to promote the new regul ations, there has been
considerableopposition, not least among the professions. Alexander (1995)
has argued that the regulationswill add another costly layer of bureaucracy,
leading to confrontation and legd battles, rather than making construction
sitessafer.

The CDM Regulationsapply to al notifiable construction work and to
non-notifiablework that involvesfive or more people on siteat any onetime.
They aso apply to al design and demoalition work.

The regulationsidentify the role of planning supervisor, the person with
overal responsibility for co-ordinating the health and safety aspects of the
design and planning stages and the early stagesof the health and safety plan
and the health and safety file. Clearly, all parties to the project need to
understand their obligationsand the HSE has published an approved code of
practiceto aid theimplementationof CDM Regulations(Health and Safety
Executive, 1995).

Health and safety plans and files

CDM requiresthat a detailed health and safety plan be drawn up before site
work begins. Theremust bea pre-tender safety plan, availableto contractors
tendering for work. This must identify, among other things, the risks to
workers as far as these can be predicted at the tendering stage. The main
contractor, once appointed, must draw up a health and safety plan for the
construction phase. This must include al the arrangements for managing
health and safety throughout the construction stage.

The planningsupervisor is responsiblefor ensuringthat a health and safety
fileiscompiledduring the progressof thework. Thisisarecordfor theclient/
user and identifies the risks that have to be managed during maintenance,
repair or renovation. The client must make thisfile available to anyone who
will have to work on any future design, building work, maintenance or
demolition of the structure.

Formal enforcement of the CDM Regulations

TheHealth and Safety Executivesaid that it would help theindustry to cope
with theintroduction of the CDM Regulations, by givingadviceand visiting
major clients, professional practices and larger contractors. However, the
Executive madeit clear that formal enforcement would be used where there
was a high risk of accident or ill-health (Nattrass, 1995). Nattrass gives
examples of where HSE might issue Improvement Notices — or possibly
Prohibition Notices. They include:
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® Failure by a client to appoint a planning supervisor in an obviousy
complex or risky project.

@ Failureby adesignerto provideadequateinformation at thedesign stage.

@ Failure by aclient to ensurean appropriate construction phase plan has
been prepared before construction begins.

@ Failureby aprincipa contractor to cover obvioudy high risk aspectsin a
construction phase plan.

Theseexamplesclearlydemonstratethe HSE’s intent toensurethat all parties
play their role in maintaining health and safety standards on projects.
Interestingly, thegrowthin project partnering arrangementswill complement
this process, health and safety being one of the areas of common objectives.

High-risk activities

Sted erection

Demolition

Someoccupationsare morerisky than others. Not surprisingly, steel erection
and demolition account for many fatalitiesand serious accidents. Collapses
of falsework, scaffolds, hoistsand cranes aso account for many injuriesand
deaths. But trades like painting and decorating are also hazardous, because
of poor workplace access and inadequate working platforms.

Some of the most dangerous activitiesidentified over the years are given
below.

Common accidentsinvolvefalsfrom structures and accessladders, collapse
of partialy-erected structures which are unstable, and materials or tools
being dropped from a height. Stedl erectors have traditionally resisted
wearing safety bets, a problem made worse by lack of anchorage points.
Erectors may aso be unaware of the extent to which partially-erected
structures are stable or unsafe. To prevent accidents from materialsfalling
from structures, barriers and warning notices must be used to limit access
beneath steelwork during erection.

Accidents include premature collapse of unstable, partially-demolished
structures and materials falling from structures (often outside the site
boundary, injuring passers-by). Lack of information about the structural
character of a building being demolished has been a serious problem, but in
1995, it becamecompul sory to prepare health and safety filesfor buildingsto
comply with the CDM Regulations 1994. This should help to reduce this
problem in the future.
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Scaffolding

Excavations

Falsawork

Maintenance

Roofwork

Poor working practices in the erection, maintenance and dismantling of
scaffoldshave to someextent been overcomeby better training. Failuretotie
scaffolding and mobile scaffold towers into structures has caused many
collapses.

Refurbishment projectscan pose specia problems, asclientsmay not wish
to have scaffold fixtures penetrating window openings, disrupting user
comfort and property security. On multi-contractor sites, the principal
contractor must co-ordinate the use of scaffoldsand ensure that modifica-
tionsare carried out competently and inspections performed regularly.

Collapse of the sdes of unsupported excavations and sudden collapse of
structures adjacent to excavations are among the hazards. Uncovering toxic
material and striking el ectric cablesare dangersduring digging and working
in excavations. Unfenced or poorly protected excavationspose risksnot only
for employeesbut the public, especidly children.

Temporary structuresaren't dways designed ascarefully as permanent ones,
because they are temporary. This is more of a problem for smaller
contractors who lack staff with good engineering expertise. Some of the
worgt accidents in the industry's history have involved collapses of large,
temporary structuresto bridgesand viaducts.

Because maintenance operations are often short-term, short cuts are taken,
like skimping on access equipment. More attention to maintenance at the
design stage can reduce such problems, by including proper access ways,
cradles and anchorage points for safety equipment in the permanent
structure.

Most accidentsinvolve operatives falling from unguarded edges of roofs or
fallingthrough roofsthat lack loadbearing strength. Roofersoftenignorethe
statutory requirements and work without roof ladders, edge barriers and
crawling boards, etc. Injuriescommonly involve not only roofers but other
trades working on roofs.
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Site transport

Many seriousaccidentsare caused by heavy goods vehiclesand earth-moving
equipment. A lot of incidents happen whilst vehicles are reversing. Other
causesare poor sitelayout, carel essunloading, tanglingwith overhead power
lines and people riding on vehiclesin insecure positions.

Painting

Painting has a poor safety record. Work proceeds quickly, requiring access
equipment to be moved frequently. Safety precautionsare neglected to avoid
delays. Painters often receive minimal supervisionand havelittleexpertisein
the use of cradles and access towers. Painting also has its own health risks.
Some specialised paints emit toxic and inflammable vapours, causing
problems mainly when workingin confined, badly ventilated spaces.

Health

Safety hazards have overshadowed the health risks to construction workers.
Thisis partly becauseemployersand employeeshave not been fully aware of
the health risksand partly becauseof an attitude among someemployersthat
health is the worker's own responsibility. Moreover, health hazards are
difficult to control because site conditionsare so variable.

There have been rdatively few systematic studies of the health of
construction workers, but the main hazards are known. They include dusts,
toxic substances, radiation, vibration, noise, changes in atmospheric
temperature and pressure, and inadequate welfare and hygiene.

Whilst occupational health hazards are becoming more widdy under-
stood, many new materials and processes are exposing employees to fresh
health risks. Fortunately, employers are beginning to redise that safe-
guarding workers health makes economic as well as human sense.

Theindustry isawareof the established hazards such asworking with lead
paint and in compressedair, but other riskshave remained hidden. Asbestos,
especidly the blue type, has received a lot of attention in the industries
producing it (mining, milling and processing) but the risks to construction
workers handling asbestoswere neglected for a long time.

It only became widdy known in the 1970s that prolonged exposure to
dusts from dlica and certain hardwoods can cause serious lung disease.
Handling wet concreteand mortar can cause skin complaintslike dermatitis,
| whilst welding and oxyacetyleneburning can create toxic fumes.

The structure of the industry, fragmented into many small units, has
aggravated the problem becauseheal th saf eguardsoften rest withsmall firms
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who cannot afford occupational health measures. These firms might, how-
ever, be able to agree to share such facilities (Health and Safety Executive,
1983).

Employees have shown little concern for their own health and many new
employees are unaware of the risks. Many workers devel op rheumatic and
arthritic conditions after long exposure to cold and wet weather, because
they wear inadequate clothing.

Theindustry has undoubtedly neglected occupational health issuesin the
past in comparison with other industries, which have provided much better
facilities. This situation is partly a result of the temporary nature of the
industry's production base. The position is improving and legidation is
helping ensure that at least some of the occupational health problems are
tackled. Relevant regulationsinclude the COSHH Regulations 1988, 1994,
the Workplace (Health, Safety and Welfare) Regulations 1992 and the
Personal Protective Equipment at Work Regulations1992.

Many ailments occur too frequently in construction workers to be
explained by non-occupational factors. These include lung cancer, respira-
tory diseases, stomach cancer, muscle and joint conditions, arthritis and
dermatitis. Unfortunately, statistics rarely indicate the causes of these ill-
nesses. Many chronic, dow-devel oping diseasesdo not becomenoticeablefor
years, by which time they are seldom traced back to their causes.

Many hazards not only affect workers directly involved in risky opera-
tions, but others doing harmless jobs nearby. On multi-contractor sites,
control is especialy difficult.

Oneof theimplicationsof the Health and Safety at Work Act 1974 isthat
theindustry needsto focus on the general well-being of itsworkersand not
just on preventing accidents. This concern should include the mental and
physical welfare of employees and should recognise that many health pro-
blems arise from a combination of factorsinsideand outside the workplace.
Changesin work patterns and family life have put more pressure on people.
To copewith this, they often eat, drink or smoketoo much. Thismay reduce
theeffectsof stress but exposes them to other health hazards. Many physical
and mental illnessesare linked, so a broad approach to health seems essen-
tid. Inthelate 1970sand early 1980s, many medical peoplewere beginningto
turn their attention from waysof curingill-health to strategiesfor promoting
posi tive health.

Contral of Substances Hazardousto Health Regulations 1988, 1994

The purpose of the COSHH Regulationsis to protect employees from the
dangers of hazardous substances, such as solvents, glues, cement, plaster,
bitumen, fillers, and brick and slicadust. Lead and asbestosare covered by
separate regulations.
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The regulations require employers to identify the substances employees
may be exposed to, assess the hazards they may cause and eliminate or
control the risks. They must provide suitable training and monitor the
effectivenessof their control measures. Wherever possible, employersshould
not rely on the use of personal protectiveequipment as theforemost method
of minimising exposure to a hazardous substance.

Employees must take reasonabl e steps to safeguard themselvesfrom risk,
including the use of protectiveclothing and equipment, reading instructions
and COSHH information sheets, adopting safe working practices and
familiarising themselves with emergency procedures.

Physical health hazards

Cust s

Toxi cf unes

Dusts from many sourcesare a prominent hazard in construction. Particles
less than 5 microns in diameter pass through the body's defencesinto the
lungsor stomach, affectingthe body in variousways. Silicaand asbestosdust
can permanently damagelung tissue, whilst lead in dust (from rubbing down
lead paintwork, for instance) is absorbed into the lungsand entersthe blood
stream, causing poisoning.

Silicosisis caused by inhaling small particles of quartz-containing stone.
Asbestosis, lung cancer and mesothelioma (tumour of thelining of the chest
or abdominal cavity) are potential diseases for de-laggers and demolition
workers. Even the hazardous blueasbestosor crocidolite, seldomusedin new
work, is still encounteredin demolition and alteration projects.

Cement dust, especialy with chemical additives, is a respiratory hazard,
although dust levels are usually low, especidly if ready-mixed products are
used. Therisk of cement burns and dermatitisis greater.

Many other dustsirritate the throat and eyes, damagethe lungs or poison
the body. They include dusts from some untreated hardwoods, as well as
timbers treated against rot and insects. Particles of fibre glass, resin-based
and plagtic fillers, and bricks and blocks which have been cut, can also be
harmful.

L ead poi soning has becomelesscommon, but can still occur during welding,
cutting or burning off old lead-painted structures. The lead in fumes is
readily absorbed into the body. This has been a hazard for demolition
workers. It is less of a problem in new work, but organic chemicals are
creating fresh hazards all the time. Building services operatives are at risk
from welding, flame-cutting and |ead-burningfumes.
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The use of internal combustion enginesin confined spaces puts people at
risk from carbon monoxide poisoning. Paint solvents and cavity-insulation
materials can give off toxic fumes. Stringent precautions are needed when
using solvents and other chemicals, especialy when working in an enclosed
area. A forced ventilation system may be needed.

Vibration and noise

Skin troubles

Radiation

Theuseof vibratory toolscan giveriseto numbnessof thefingers, commonly
known as'white finger' or 'dead hand', and to genera systemic effects, such
as weakness. The first gn is usualy whitenessin the fingertips and numb-
ness when the hands are cold. Some workers are more susceptible than
others, but al employees at risk should be given information about the
condition. It can dowly spread to other parts of the circulatory system.
Severe numbness and weakness, after long exposureto vibration, can cause
accidents as wdl as health problems.

Noise can cause hearing damage, the risk dependingon the noiseleve and
length of exposure. Drivers of heavy machines and operators of drilling
equipment powered by air compressorsare at serious risk, especidly if the
work is confined, asin tunnelling. There has been considerableprogressin
reducing noise problems through the use of acoustic enclosures, muftles and
ear defenders.

Individual reactions to substancesvary considerably but cement, tar, bitu-
men, paints and varnishes, some woods (especialy hardwoods), epoxy and
acrylicresins, solvents, acidsand alkalis, are common causesof skin diseases.
Tar warts, for instance, areaform of cancer which can become seriousif not
diagnosed and treated.

Operatives should be made aware of the hazards and encouraged to use
protective gloves, barrier creams and skin cleansers. Workers often use
solvents and strong detergents to remove chemicals from the skin and
unknowingly substitute one source of skin trouble for another.

Dermatitis is quite prevalent among construction workers. Its signs
include reddening and blistering of the skin. Early treatment isimportant.

Radiation from lasers and from non-destructivetesting and welding is an
increasing risk for construction workers. Protectionfromionising radiations,
such as X-rays, is very important. Although the work should be undertaken
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by qualified operatives, the manager must ensure that unauthorised
personnd stay away from the restricted area.

Loca exposureto radiation resultsin reddening or blotchingof the skin,
whilst acute general exposure may cause nausea, vomiting, diarrhoea, col-
lapse and even death. Prolonged exposureto small dosescan cause anaemia
and leukaemia.

Laser beamscan damagethe skin and particularly the eye. Thelensof the
eye focuses the intense light on the retina, causing burning. Since lasers are
likely to be used increasinglyin surveyingand other construction operations,
their use must be properly supervised.

Theeffectsof many of these hazardscan be reduced if the recommendations
of the Personal Protective Equipment Regulations1992 are followed.

The common law on health and safety

Sincetheearly 1970s, theimportant changesin the health and safety at work
law have been statutory. However, the common law isimportant too, asit is
the foundation of statute law and gives employees recourse to damages if
they are injured or contract diseasein the course of their work.

Employers have common law liabilities towards both their workers
(personal liability) and third parties (vicariousliability).

Personal liability

Anemployer whofailsto take reasonabl ecare to ensure the safety and health
of an employee can be sued for damagesin the civil courts, but only if the
employee has suffered an injury or loss. This contrasts sharply with the
system imposed under the Health and Safety at Work Act 1974, where
criminal proceedingscan be taken if safety standards are breached, even if
no-oneis hurt.

Injured workerscan only claim damagesif theinjury happened during the
normal courseof their work. Thiswould include, for instance, injury caused
in a motor accident whilst a worker was being driven to sitein the firm's
minibus. One employee successfully claimed damages when he got frost-bite
driving the company's unheated van!

The employer only has to take ‘reasonable care’ and is not expected to be
over-protective to workers or guarantee their safety. In one case, the court
refused damages to a worker injured in a rush to get to the works canteen.
Theemployee hasto show that theemployer's failureto take reasonable care
caused the accident and that it would not have happened otherwise.

The responsibility for accidents cannot dways be attributed solely to
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employer or worker. If both are partly to blame, the damagesawarded are
reduced by the amount of the worker's contributory negligence. Con-
tributory negligence can apply when a worker is partly to blame for the
extent of an injury, even though he or she didn't cause the accident. An
examplewould be an operative working below scaffolding who neglects to
wear a hard hat and is struck on the head by afalling object. The courtsare,
however, generadly reluctant to penalise employees for this kind of
negligence.

Vicariousliability

An employer is responsible for the negligence of employees if they cause
injury or lossto another employee or a third party. Theinjured person can
sue both employer and employee, but has the sometimesdifficult problem of
provingthat the employee caused theinjury during the'normal courseof his
employment’ (Field, 1982). If a mobile crane runs over the architect who is
inspecting the site, there will belittledifficulty in bringing a claim. But if the
crane driver borrows his employer's lorry to fetch hislunch box from home
and runs down the architect on a public road, proving the employer's
vicarious liability will be more difficult.

In Conway v. George Wimpey (1951), theemployer was not held liablefor
theinjuriesreceived by a hitch-hiker who wasgiven aliftin acompany lorry.
Thegiving of thelift wasnot for the purposesaof the employer's businessand
was in contravention of company rules.

However, it is hard for theemployer to guard against such liabilities, even
outside working hours. In Harvey v. O’Dell (1958), an employer was held
liable for injuries to an employee who was riding on the back of the store-
keeper's motorbike, returningto sitefrom their lunchat a local café. Because
theemployer had not made proper eating arrangementson this'outside' job,
the trip to the café was held to be'incidental’ to their employment.

Occupiers liability

Under the Occupiers Liability Acts1957,1984, employershavealliability to
ensure that all premises on which their business is being conducted are
reasonably saf e placesfor employees, visitorsand personsother than visitors.
This obligation is important for sub-contractors working on a main
contractor's premises and for main contractors working on a client's
premises.

Employers must be aware that their duty extends, for example, to
trespassers and they must take reasonable care that non-oneisinjured, for
instance, by a guard dog. A specia concern is the safety of children, and
contractors have to take precautionsto prevent children entering construc-
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tion dites, during or after working hours, where they are at risk. This
requirement is underlined in the CDM Regulations 1994.

The Health and Safety at Work etc. Act 1974

The employer'

Every employer hasacommonlaw duty to take reasonablecare of employees
and anyone ese who may beinjured as a result of the employer's activities.
However, common law does not require the employer to prevent accidents
from happening — it smply establishesliability if they do.

Becauseof this, many statutes have been passed making the employer take
positive action to prevent accidents in the workplace and promote the wdl-
being of workers. An employer who failsto comply with the statute law may
becriminaly liablefor dangerous practiceseven if no accident has occurred.
Anexampleof thiswould bethe persistent useof unguarded machinery. Acts
like this have included the Mines and Quarries Act 1954, the Factories Act
1961 and the Offices, Shops and Railways Premises Act 1963. Each dealt
with one industry or part of an industry.

In 1972, the Robens Committeereported that thereshould be one pieceof
legidation, covering all employees in al industries, providing preventive
health and safety policiesand involvingworkersin the making of health and
safety palicy.

Theoutcomewasthe Health and Safety at Work etc. Act 1974 (HSW Act).
It brought about somefundamental changes. Unlike previousstatutes which
applied to placeslike factories, mines and offices, the 1974 Act emphasises
the responsibilitiesof people - employersand employees. It coversvirtually
al employees.

The Act also protects other peoplewho may be affected by an employer's
activities and imposes obligations on the manufacturers and suppliers of
equipment and materials.

The powers of the health and safety inspectorswere widened by the Act,
which also aims to increase awareness of the need for safe and healthy
workplaces.

s duties

Under the HSW Act, employers have a duty to protect workers health and
safety and must, so far as is reasonably practicable:

® provideand maintain safe systems of work and plant;

e ensure safety and absence of risks to health in using, handling, storing
and transporting materials, tools or components;

® giveheathand safety information, instruction and supervisionas needed;
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@ providesafe, healthy workplaces and accessto them;
® provide employees with a safe, healthy working environment, and
adequate welfare fecilities.

Aswell asbeing responsiblefor premisesover whichthey havedirect control,
employers have to provide a safe system of work when employees are
workingin other people's premises. Thisisimportant in the refurbishment or
ateration of buildingsor structures.

The employee's duties

Employees have a duty to take reasonablecare for the health and safety of
themselvesand of other people who may be affected by what they do or fail
to do. They must co-operate with their employers over statutory safety
provisions. An employee must not interfere with safety measures or misuse
health or safety equipment.

Drake and Wright (1983) point out that if employees neglect their duties
under the HSW Act, they could be fairly dismissed under the provisions of
the employment legidation.

Safety policy

Every firm must preparea safety policy, keepit up to date, and bringit to the
attention of employees. The policy must be in writing, except for firms
employing less than five people. Their safety policy can be oral. The HSW
Act doesnot dictatethe content of the palicy. Itsaimisto encouragefirmsto
work out solutions tailored to their own health and safety problems. How-
ever, the Health and Safety Executive publishes guiddines. If a serious
accident occurs, the employer's safety policy will often be the starting point
of the inspector's investigation. Workers safety representatives may also
take a careful look at the policy.

Most safety policiesfor construction firms begin with a general statement
of intent and then detail the responsibilities of the various levels of man-
agement. A policy should set standards and specify how they will be
achieved. Companiesemployingmorethan 20 workersmust appoint a safety
officer, who will assess risks and organise the firm's safety measures.

The safety policy should define responsibilitiesfor:

® monitoring the firm's safety activities,

® maintaining contact with sources of advice, such as manufacturers,
employers federationsand the Health and Safety Executive;

® organising health and safety training;

e respondingto the work of safety representatives and committees.
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The policy should explain how these responsibilitieswill be carried out. This
will reflect the scope of the firm's work and should include:

® procedures for dealing with risks, including inspections, plant main-
tenance and guarding of machinery;

precautions against specia risks created by the firm's work;

accident reporting and investigation procedures;

provision and use of protectiveclothing and equipment;

safe routinesfor introducing new equipment, materialsand methods;
emergency proceduresfor dealing with explosion or fire;
arrangementsfor communicating with workers about health and safety
matters;

a system for identifying safety training needsand implementing training;
ingpections, auditsand other arrangementsfor checking health and saf ety
measures.

Administration of health and safety legislationand standards

The HSW Act created the Health and Safety Commission (HSC) and the
Health and Safety Executive (HSE). Broadly, HSC formulates policy and
HSE implementsit. The aims of HSC/E include:

® defining a framework of law and standards, in particular by proposing
reform of existing legidation and participating in standard-setting in the
European Community and with other international bodies;

® promoting compliance with the 1974 Act and related measures, particu-
larly through inspection, advice and enforcement, thus protecting
employees and the public from safety and health risks;

® investigation of accident and health problems and related activities,
including assessment, research and information services.

A full description of HSC/E aims and activities can be found in the
Commission's annual reports (seg, for instance, HSC, 1995a).

Role of the health and safety inspectors

There are about 20 HSE area officesin the UK, each of which has a con-
struction team. Theinspectorsgive adviceaswel as enforcing the legidation
affecting construction operations. Consultants are employed to advise on
specidist problems. Although the inspectorsare thinly spread in construc-
tion, they have considerablepowersand can:

® enter premises (including construction sites) at any reasonabletimeaor, if
thereisa hazard, at any time;
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e takewith them a police officer, if obstruction is expected;

@ direct that the premisesor part of the premises beleft undisturbed while
investigationsare carried out;

® make any examinationsand investigations, and take whatever measure-
ments, recordings, photographs or samplesthey need;

@ require any involved person to give information, answer questions and
sign a declaration;

® inspect or take copies of any relevant document, such as a record or
register, or an entry in such a document;

@® requireany other person to provideassistance.

In addition, inspectorsare given any other powers necessary for exercising
their duties. They can giveinformation to employeesor their representatives
to keep them informed about health and safety matters. Thismay beinfor-
mation about the employer's premises or activities, or about any action the
inspectorshavetaken or intend to take. The sameinformation must be given
to the employer.

If an inspector considers that the statutes have been or are likely to be
contravened, he or she can serve an improvement notice on whoever is
responsible. This requires that the problem be remedied within a specified
time.

If thereisa risk of serious personal injury, the inspector can prevent or
stop an activity by issuingaprohibition notice. Thiscan takeimmediateeffect
or can be deferred if, for example, the hazardous operation is not due to
commence straight away. Prohibition noticescan stop al work on a site, but
more often they apply to specific operations. A notice can be served on an
individual if, for instance, he or sheis not wearing eye shieldswhilst using a
grinding whedl.

Over 2500 noticeswere served by constructioninspectorsin the year 1994/
95. About 2200 of these were immediate prohibition notices (HSC, 1995b).
I nspectorscan prosecuteemployersand employeesand the penaltiesinclude
fines and imprisonment. In the period above, about 500 convictions were
obtained following proceedings by construction inspectors.

The Congruction Indusgtry Advisory Committee (CONIAC)

The Health and Safety Commission created advisory committeesto look at
the particular problems facing the major industries. CONIAC is the com-
mittee for construction. Its aim is to give the industry a chance to help
identify areas where action is needed and to contribute to practical solutions.

CONIAC working partieshavelooked at problemslikeattitudes to safety,
the wearing of safety helmets, health and safety in small firms, and the
contribution of the design team and client to site safety.
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Anearly concern of thecommittee wasthe provision of guidanceon safety
policies, and it published a guidance lesflet Safety Policies, in 1982.

A further CONIAC initiative was Site Safe 83, a campaign aimed at
bringing about a permanent changein attitudes to safety by creating greater
awareness. One of the worriesisthat, despite campaigns like this, the safety
messageis not getting through to small firms (Health and Safety Executive,
1983).

In the 1990s, CONIAC has been particularly activein the development of
the CDM Regulationsand their implementation. The committee has had to
tackle fears within the industry and its professions that the new regulations
would create unacceptablebureaucracy and extra work.

Condruction regulations

Whilst the HSW Act deals with general duties, there are also detailed reg-
ulations which apply to construction. In particular, the Construction
(Hedlth, Safety and Welfare) Regulations 1996 (CHSW Regulations) have
replaced the bulk of the earlier Construction Regulationswhich cameinto
forcein the 1960s. They don't, however, replace the Construction (Lifting
Operations) Regulations 1961. These are to be dealt with in a separate
consolidation of al the UK lifting legislation, expected around 1998.

The CHSW Regulations consolidate, modernise and smplify the earlier
reguirements, completing the implementation of the EC Temporary or
M obileSites Directive 1992 and concluding the updating of health and safety
in the construction industry. They apply to most construction work and
reflect the particular processes, working practices and hazards of the
industry, which are wide ranging and complex. Their scopeis broad and they
give protection to everyonewho carries out construction work, and to people
other than employeeswho may be affected by such work.

Whereasthe CDM Regul ationsprovideaframework, within which parties
to a project can exercise judgement about what is reasonably required, the
CHSW Regulations are prescriptive, targeting specific hazards, systems of
work, competenciesand so on. They can provide a ready-made agendafor
drawing up a Health and Safety Plan under CDM (Joyce, 1995).

The CHSW Regulations 1996 cover, amongst other things:

Safe places of work and safe accessto and from work places.
Prevention of falls; safety of scaffolding, ladders, harnesses, etc.
Protection of workersand others against falling objects/materials.
Avoidance of collapse of structures.

Safety measuresfor excavations, cofferdams and caissons.

Safe arrangementsfor traffic routes, vehicles, gates and doors.
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® Preventionand control of emergencies.
e Provision of welfarefacilitiesfor washing, changing, resting, etc.
@ Training, inspections and reports, and site-wide issues.

The Construction (Lifting Operations) Regulations 1961 will continue to
cover the safe use of lifting appliances, including hoists, cranesand excava-
tors; safe workloads, etc., until about 1998.

Other regulationswhich affect construction include the so-called ‘six-pack’
regulations, introduced in 1992 to satisfy EC Directives. These are:

The Management of Health and Safety at Work Regulations1992
Work Place (Hedlth, Safety and Welfare) Regul ations 1992
Provisionand Use of Work Equipment Regulations 1992

Personal Protective Equipment at Work Regulations1992

Manual Handling Operations Regulations1992

The Hedlth and Safety (Display Screen Equipment) Regul ations 1992,

Although most of these regulations have wide application, the Work Place
(Health, Safety and Welfare) Regulations have only limited relevance to
construction (Francis et al., 1995).

There are many other regulationswhich affect construction and apply to
other industries as well. These include regulations dealing with control of
pollution, explosives, asbestos, flammable liquids and gases, woodworking
machinery, abrasive whedls and noise at work.

Safety representativesand committees

Under the Safety Representatives and Safety Committee Regulations 1977,
recognised trade unions can appoint as many safety representatives as they
seefit. Thisflexibilityisto adlow for the extent of a site, local conditions, the
groups of operativesto be covered, the number of unionson the siteand any
specid features, such as shift working. The recognised unionsare thosewhich
take part in collective bargainingin theindustry.

Procedures for appointing safety representatives and safety committees
have been agreed through themajor national joint councilsand areembodied
in the national working rule agreements.

Site safety representatives should normally be employed by the main
contractor and should have been with the firm, or a similar one, for two
years. The employer is required by law to give safety representatives paid
time off to carry out their safety duties and undergo safety training. The
employer must help safety representatives, by providingequipment like dust
and noise meters.
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The national joint councils for building and civil engineering have
approved a basic training scheme, designed to enable safety representatives
to carry out their duties properly.

An employer must set up a safety committee if two or more safety repre-
sentatives make a written request for one. The employer must consult with
the unions party to the national working ruleswho havememberson thesite,
and make arrangementsfor the committee, taking account of sub-contract
employees on site. Safety committees give representatives a chance to meet
management on an equal footing. Committees normally comprise equal
numbers of workforce and management representatives.

Functionsof safety representatives

The role of the safety representativeis to:

® inspect the workplace, or that part of it to which hisor her appointment
refers, at three-monthly intervals, or more frequently if there have been
substantial changesin site conditions;

® investigate potential hazards and ook into employees complaints;

® invedtigate dangerous occurrences and examine the causes of serious
accidentsinvolving deaths, broken limbs, loss of eyesight, and so on, or
anything that results in prolonged absence from work or pennanent
damage to a worker's health;

® receve information from the Hedth and Safety Executive and its
inspectors, and view relevant documents belonging to the employer,
except individual medical records which are confidential; any dispute
about disclosure of information can be referred to the industry's joint
machinery;

® discusswith the employer issues arising from investigationsand genera
matters of site safety, health and welfare;

® represent employees at safety committee meetings, where applicable.

Safety representatives are not legally responsible for health and safety on
sites. They cannot be held liable under'civil or criminal law for anything they
do or fail to do whilst acting as safety representatives. They are, however,
liable as operatives when carrying on their normal trade.

Functionsof safety committees
The main functions of safety committees are to:

@ monitor working arrangements on site with regard to health, safety and
welfare
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o help develop site safety rules, safe systems of working and guidelinesfor
especidly hazardous operations;

® study accident trends and safety reports;

investigate the causes of serious accidents;

® examine matters raised by safety representatives as a result of their
activities.

The work of safety committees must be properly publicised to all workers
and copiesof the minutesof meetingsmade availableto everyone. The HSE
has recommended that on non-union sites, management should take the
initiativein setting up safety committees.

Protective equipment

Employers must provide operatives with special clothing and equipment,
such as the following:

o Protectiveclothing for working in rain or snow, and for working with
asbestos products, when adequate ventilation cannot be provided.

® Respirators for working in dangerous fumes and dusts, where proper
ventilation cannot be provided.

® Eyeshieldsor protectors when cutting or drilling concrete, bricks, glass
and tiles, shot blasting concrete, welding or using hand-held cartridge
tools.

® Ear protectors for any noisy operation, especidly when using wood-
working machinery.

The Personal Protective Equipment at Work Regulations 1992 (known as
PPE), part of the seriesof health and saf ety regul ationswhich implement EC
Directives, wereamended in 1993 and 1994 and replacea number of old and
excessvely detailed laws. PPE covers safety helmets, gloves, eye and ear
protection, footwear, safety harnesses and waterproof, weatherproof and
insulated clothing. Self-employed operatives also have a duty to obtain and
wear suitable PPE where thereis a risk. Training is important; employees
must know how to use equipment effectively. Equipment must also be
properly maintained and properly accommodated when not in use. These
regulationsdo not apply when PPE is provided under certain other regula-
tions, such as the COSHH and Noise at Work Regulations.

Many of the regulationsare difficult to enforce and the manager must be
dert. Thewearing of safety helmetsis covered in the national working rules.
Operatives must wear hard hats wherever thereisa risk of head injury. Staff
not covered by the working rulesare usually required by their conditions of
employment to wear safety helmetsand protectiveclothing.
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Noise should, where possible, be reduced at source using sound-reducing
covers, exhaust muffles and screening. Ear defendersshould bea last resort.
Regular maintenancecan help cut down noise. Specia care is needed when
operatives are exposed to noisefor long periods, even awhole day. Workers
at risk from adjacent operations may need ear or eye protection too.

In spiteof amodest downwardtrendin injuriesand deathsin theearly 1990s,
construction work remains very hazardous. The occupational health risksto
constructionworkersalso continueto causeconcern. An underlying problem
isthat safety, health and welfare have not been taken seriously enoughin the
past. Thiswas partly an attitude problem, linked with employees percep-
tions of the industry, and partly ignorance of the risks.

Legidation has been necessary to prevent employers and employees
skimping on health and safety either for convenienceor to cut timeand costs.
The HSW Act 1974 was a major breakthrough, creating the Health and
Safety Executive with its inspectorate and imposing wide-ranging duties on
employersand employees. Other legidation has made detailed provision for
construction health and safety, reflecting the industry's unique work
processes and problems.

The most important development in the 1990s was the implementati on of
the Construction (Design and Management) Regulations1994 which aim to
tacklethe underlying causes of the industry's poor record. They place sub-
stantial responsibilities and functions on clients, designers and other pro-
fessionalsinvolved in construction projects. The role of planning supervisor
has been created to ensure that heath and safety are considered from
inception to completion. The regulations require al those involved in a
project to collaborate in planning, co-ordinating and managing health and
safety throughout all its stages.

Although many of the industry's health risks are now better understood,
thereis gtill alot of scopefor improving occupational health measures. One
of the problemsis that ill-health resulting from construction work may not
show up for yearsor even decades, makingit difficult to link causeand effect.

The HSE and its Construction Industry Advisory Group have tried to
tackletheissuesof health and safety in smaller firms, wherelack of resources,
expertiseand reduced levels of supervision makeit difficult to enforce stat-
utory or even commonsense measures to protect employees, sdlf-employed
operatives and the public.



Chapter 17
|ndustrial Relations

The construction industry has enjoyed a good industrial relations record.
Rel ationshi ps between employersand unions have mainly been quite infor-
mal, with fev major disputes. Construction firms have operated simple
labour policies, with few written rules and procedures. Some people believe
that industrial relationshave been good because construction work is varied
and interesting. Others attributeit to the fragmentation of bargaining power
caused by the industry's structure and employment policies.

However, since the 1960s the industry has had to take industrial relations
more serioudly, becauseof theemployment legidation and, to a lesser extent
in the 1990s, union pressureon larger projects. Managers have realised that
labour relations means much more than coping with isolated disputes and
gtrikes. It involvesawholerangeof problemsstemmingfrom therelationship
between management and the workforce.

Usualy there is some conflict of interests between the two, which can
become apparent in various ways. Grievances can show up as action by
individual employees, such as absenteeism, bad timekeeping, restriction of
output and even sabotage. If dissatisfaction is widespread, conflict may
become organised. Stoppages, overtime bans and working to rule are forms
of organised conflict, although these wereless commonin the early 1990s

In UK industries, between the mid-1940s and mid-1960s, power in the
unions gradually shifted down the line to the shop stewards. Unofficia
strikes became common.

The accent has since shifted and the legal position of individual workers
has improved considerably. Employees are now better protected by statute
and haveless need to turn to their unionsto fight for their basic rights. The
unions therefore have more time to engage in productive discussions with
management.

In 1963, employees were given the right to receive the main terms and
conditionsof their employment in writing. In 1965, the system of redundancy
payments was started and 1968 saw the first legidation covering race rela
tionsat work. Job security improved in 1971, when employeeswere given the
right not to be unfairly dismissed and in 1975 laws appeared covering sexual
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discrimination at work. Following entry into Europe, Britain has acquired
lawson equal pay (1970) and union consultation prior to redundancy (1975).
In 1974, the Health and Safety at Work etc. Act brought practically all
employees under the same safety code.

There are different opinions about how far the law should intervene in
industrial relations, or whether it shouldinterveneat all. Despitetheincrease
in legidation, the backbone of British industria life is ill the system of
collective bargaining, which is more flexible and responsiveto change than
thelaw. However, the law does providea framework — afloor of rights- on
which bargaining can be based.

Many techniques are used to regulate industrial relations, ranging from
joint consultation and site bargainingto job enrichment and human relations
training. Some activities are aimed at settling disputes, whilst others are
intended to prevent them arising.

The downward trend in industrial action since the early 1970s seems to
reflect not only developmentsin employment law, but a number of other
changes, including government measuresto restrict union power, risinglevels
of unemployment and changesin union tactics(Langford et d., 1995).

Employers associations

Most employers associations have severd functions, of which industrial
relationsisusually animportant one. They may also act astrade associations
and provide their member companies with a wide range of lega and com-
mercial advice. They also represent theinterestsof employersin deaingswith
government committees.

In the construction industry, these associations are usualy known as
employersfederations. There are alarge number of federations representing
specidisttrades within construction. Over the years, some have merged, thus
strengthening their resources and their bargaining power.

-. The Building Employers Confederation (BEC)

The Building Employers Confederation has represented the interests of
building contractors for over a century, mainly under its former name, the
National Federation of Building Trades Employers (NFBTE). As well as
providing services to member firms, it deals with major issues beyond the
scope of individual companies, such as political and economic pressureson
theindustry. Industrial relationsis a key part of the confederation's work,
but its other functions as a trade association are important too.

In 1995, BEC changed its constitution. Member companies no longer
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beong directly to BEC but to one of its five member organisations — the
National Federation of Builders, the National Contractors Group, the
House Builders Federation, the Federation of Building Specidist
Contractors and the British Woodworking Federation.

The confederation identifiesits role in the following way:

® To represent the common interests of members to the government, the
European Commission and other decision-taking bodies.

® To negotiate the industry-wide agreements which affect members.

® To provide advisory services to companies belonging to the member
organisations.

® To supply common support servicesto member organisations.

The regiona and local association structure, representing regiona
contractors and local builders, is maintained through the National Federa-
tion of Builders.

Oneof BEC’s most important functionsis collective bargaining. Through
its representation on the National Joint Council for the Building Industry
and the Building and Civil Engineering Joint Board, it negotiateswage rates
and conditionsof employment with the unions. By helpingto maintain parity
among workers, the confederation saves its members from many disputes
and disagreements, and helps avoid breaches of employment law.

The Federation of Civil Engineering Contractors(FCEC)

The FCEC performs a similar role to BEC. It isan influential body, repre-
senting theinterestsof large and medium-sized civil engineeringcontractors.
It takes part in collective bargaining with the unions through the Civil
Engineering Construction Conciliation Board for Great Britain and the
Building and Civil Engineering Joint Board. It is party to the national
working rulesfor operativeson civil engineering projects.

Trade unions

Theroleof atrade union isto promote the interestsof its members, mainly
by negotiating better termsand conditionsof employment. Some unions are
craft or general unions, representing one or more groups of craft workersor
labourers. Others are (or attempt to be) industrial unions, representing the
interestsof al workersin a particular industry. Over the years, there have
been many mergers between unions as they have struggled with difficult
problems and attempted to strengthen their bargaining power.
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Union of Congtruction, Alied Trades and Technicians(UCATT)

The general aim of the union is to promote the social and economic well-
being of its members and of construction workers generaly. It is strongly
committed to strengthening free collective bargaining and has tried to
achieve the position of industrial union for construction workers. Whilst
many now recognise UCATT asthe principal building union, others are yet
to be convinced.

UCATT wasformed when several building trades unions, going through a
crissof survival, decided to amalgamate. A merger in 1970 brought together
the Amagamated Society of Woodworkers, the Amalgamated Society of
Painters and Decorators, and the Association of Building Technicians.
UCATT wascompletedin 1971 by a merger with the Amalgamated Union of
Building Trades Workers.

UCATT had adifficulttimeat first, but it did prevent the disintegration of
trade unionism in the industry caused in large measure by the growth of
labour-only sub-contracting (the lump).

UCATT isthe principal union represented on the National Joint Council
for the Building Industry. Its membershipin 1996 was about 100000 and had
stabilised after fallingin thelate 1980s. At that timethe union started to take
in self-employed members, in response to the growth of this practicein the
industry. It now providesa raft of servicesfor genuine self-employed mem-
bersand has fought for their rights. In 1996, the union initiated discussions
with the mgjor contractors, aimed at moving self-employed operatives back
to direct employment. This coincided with the Inland Revenue clampdown
on the employment status of the estimated 800000 holdersof 714 and SC60
tax certificates.

Transport and General WorkersUnion (TGWU)

The TGWU cameinto being in 1922 with the amalgamation of 11 unions.
This general union has grown at an astonishing rate, more than 70 unions
having joined it, makingit thelargest unionin Britain. Sincetheearly 1960s,
its influence has spread across nearly al occupational interests, including
building and civil engineering.

The union has seats on the National Joint Council for the Building
Industry but has lessinfluence than UCATT in the building sector. But in
civil engineering, the TGWU tends to dominate the bargai ning scene on the
union side.

TheTGWU isprimarily alabourers' union and has strong support among
unskilled and semi-skilled construction workers. It has made some progress
in expandingits representation of craft trades.
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General, Municipal, Boilermakers and Allied Trades Union (GM B)

A signatory to both the building and civil engineering working rule agree-
ments, the GMB has about 20000 civil engineering and building-related
members, mostly public sector employees. They represent about 2.5% of the
union's total membership.

The union has received media praise for 'its enlightened approach to
industrial relations and its expertise on health, safety, recruitment and their
EC regulatory backdrop. In 1994, the union was involved in an innovative
‘partnership deal’, in which four unionswereinvited to join a European-style
consortium, led by Hochtief, Siemens and Costain, in a bid to build and
operate the high speed Channel Tunnel Rail Link.

In 1995, the GMB launched a recruitment campaign aimed at the half a
million plus directly employed and self-employed construction workerswho
arenot currentlyinaunion; and it negotiatedwith major contractors bidding
for design-build-finance-operate contracts to discuss drawing up new
working agreements covering both construction and operation.

Callective bargaining

The Trade Union and Labour Relations(Consolidation) Act 1992 describes
collective bargaining as negotiation between one or more trade unionsand
employers associations, relating to one or more of the following:

Termsand conditions of employment.

Engagement, non-engagement, terminati on of employment or suspension.
Allocation of work or dutiesof employment.

Matters of discipline.

Workers membership or non-membership of a trade union.
Facilitiesfor trade union officials.

Machinery for negotiation or consultation.

In the building sector, collective bargaining between the employers and
unions takes place through the National Joint Council for the Building
Industry (NJCBI) (Fig. 17.1). This body evolved from earlier negotiating
councilsin 1926 and gives equal representation to employersand unions.

Bargaining usualy centres around two types of agreement, which can be
made at national, regiona, local or site levels.

® Substantive agreements relate to wages, conditions, allowances and
holiday entitlements.

® Procedure agreements relate to methods for resolving disputes and
differences, and cover other matters like redundancies, dismissals and
union representation.
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Figure17.1 Cdllectivebargaining in building and dvil enginearing.

Agreements can sometimes include elements of both. For instance, site
stewardsmay negotiatea bonusscheme (substantive) in which arrangements
for agreeing revised bonus targetsare laid down (procedural).

Substantive agreements also deal with such matters as overtime rates,
specid rates, pension schemes, apprenticeshipsand paid leave of absence.
Because employees have to travel to sitesor work away from home, travel-
ling, subsistence and lodging allowances are also an important part of the

Wage.

The two main building employers associations- the Building Employers
Confederation and the Federation of Master Builders (FMB) — have been
competing with each other in the labour relations field. BEC represents
employers interestson the NJCBI and is the more influential associationin
industrial relations. The FMB has tried to represent smaller builders in
labour relations but has had difficulty in gaining suitable representation on
the NJCBI.

Lack of unity on theemployers sideislargely caused by the widerangein
sze among building firms, from the small, local maintenance and jobbing
buildersto the large, international contractors.

When its attempts failed in the late 1970s to gain representation on the
NJCBI, the Federation of Master Builders reached an agreement with the
Transport and General Workers Union to set up an alternativejoint nego-
tiating body, the Building and Allied Trades Joint Industrial Council
(BATJIC). This fragmknted the industrial relations system of the industry
gtill further. BATJIC’s first national agreement was published in 1980.

The unions have problems too because of the wide spectrum of skillsand
tasks they represent. The principal craft union, UCATT, is comparatively
weak compared with the labourers' main union, the TGWU, and this has
madeit difficult to agree a sound wages structure in the industry. National
negotiationstake place against a backclothof conflictinginterestswithinand
between the unions.
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National working rule agreements

Some contractors have direct collective agreements covering wages and
conditions, but most follow one of the national working rule agreements.
These are formulated through collective bargaining at national level. A few
contractors operate outside any agreement and offer a'catch rate' based on
local supply and demand for labour.

In construction, there are two main agreements, but neither covers spe-
cialist trades, whosework often representshaf or moreof thecontract value.
These main agreements are:

® The National Working Rule Agreement for the Building I ndustry. These
rules are the outcome of many years of negotiation. They establish
minimum rates of pay, conditions and hours of work for the building
trades and for unskilled and semi-skilled operatives. There are regiona
variationsfor some rules.

e The Civil Engineering Construction Conciliation Board Working Rule
Agreement. This applies to specific forms of construction work, notably
roads, bridges, power stations and the civil work on off-shore drilling
rigs.

The exigence of the two agreements, coupled with the BATJIC agreement
and othersfor specialist trades, has hindered unity in theindustry. Themain
difference between the major agreements is that the working rules for
building recognise two distinct groups — craft workers and labourers -
whereas the civil engineering agreement contains one basic pay rate for
‘general operatives (or labourers), with plusratesfor skill.

Since the early 1970s, the Buildingand Civil Engineering Joint Board has
co-ordinated the building and civil engineering sector agreements, but
changesin the industry meant that by 1989 the agreements covered less than
half the workforce.

Furthermore, this body could not represent theinterestsof all the specialist
trades, such as plumbing, electrical and asphalt work, which have separate
agreements. It is unlikely that the éectricians, for instance, whose members
work in many industries, would see any advantage in aigning themselves
with the construction industry's bargaining system.

Negotiation in bargaining and conciliation

Effective negotiation depends on a mix of toughness and friendliness,
formality and informality. Appealsfor reasonablenessand co-operation are
among the approaches used in bargaining. Negotiators who have reasonable
goalsoften do better than those with extravagant goals. Some understanding
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of the other party's problems and viewpoint is essentia if satisfactory
agreements are to be reached.
Maddox (1988) identifiessix stepsin a negotiation:

The parties take some time to get to know each other.

Each party statesits goalsand objectivesin general terms.
Negotiations are started; specific issues are presented and discussed.
Conflicts emerge; each side tests how far the other will give way.
Issues are reassessed and there is a move towards compromise.
Agreement is reached and affirmed.

Experienced negotiators often rely heavily on friendly, behind-the-scenes
talks and sometimesthe final agreement is carefully stage-managed, so that
neither side loses credibility with its members.

Employee participation and industrial democracy

Employee participation and industrial democracy are approaches to the
empowerment of people, aconcept outlinedin earlier chapters. The potential
gainsinclude greater employee commitment and satisfaction; and enhanced
decision-making - leading to higher productivity and improved competi-
tiveness. The underlying issue is raised expectations. The generd rise in
education standards, coupled with other social changes, have led many
employees to expect closer involvement in the decisions which affect their
working lives.

There are several approaches to employee participation. Employers gen-
erdly favour methods which involve employees at an individual or small
group level and with issues close to the work face. Most EC member states
have some statutory provision or agreed systemsfor employee participation
at the workplace. Thus, employees participate in quality circles, joint com-
mittees on work processes, TQM initiatives and so on (Farnham, 1993).
Germany has the most ingtitutionalised system of workplace participation,
embodied in the processof co-determination.

But, as Farnham points out, unions prefer the more global approach of
collective bargaining, promoting a concept closer to industrial demaocracy.
UK employers are generdly not keen on the idea of collective bargaining
which shifts its focus towards corporate decision-making. True industrial
democracy goes beyond callective bargaining and involves employeesin the
corporate management of their organisations, as in the appointment of
worker directors.

These concepts can be difficult to apply in construction because of its
employment practices — employee mobility, casual employment, use of self-
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employed labour and labour-only sub-contractors. These practices mean
that many employeesare not sufficiently committed to one employer to have
any sustained interest in participation.

One technique which can work in such situations is joint consultation. A
committeeis usually set up by the employer and unions as a forum to bring
representativesof management and the workforcetogether, usually in equal
numbers. Membership can change as people move on. Mostly, joint con-
sultation focuses on workplace issues like methods of working and work
flow, standards of work, targets and incentives, and job restructuring. It
rarely deals with strategic issueslike marketing decisions, investment plans
and capital financing.

Effectiveconsultation can create enough employeeinvolvement to satisfy
the needs of most construction workersand also be valuablefor exchanging
information, feedback and ideas about a wide range of issues. For profes-
sional and manageria staff, who may have a greater sense of being stake-
holdersin the business, other approaches to participation are needed.

Employment and workplacerelations

Contracts of employment

A contract of employment can be oral or inwriting, but most contracts these
daysareinwritingand the Employment Protection (Consolidation) Act 1978
requiresthat, within 13 weeks from the commencement of employment, an
employer must give an employee a written contract of employment, stating:

® the names of the employer and employee and the date on which
employment began; and, if any previous employment counts towards
continuous service, the date on which the continuous period of employ-
ment began, must be given;

the title of the job;

the wage rate or pay scale, or method of calculating pay;

the intervals at which the employeeisto be paid (e.g. monthly, weekly);
details of hours of work;

holiday entitlements, including public holidaysand holiday pay;
details of any sick pay and pension rights;

thelength of noticethe employeeisentitled to receiveand obliged to give,
to end the contract;

whether there is a contracting out certificate for the State Pension
Scheme.

Instead of supplying a written statement, the employer can refer to a
document containing these details, but it must be accessible. Usualy, this
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document will be an agreement arrived at by collective bargainingand thisis
the casefor construction workers covered by national working rules.

The contract of employment should outlinethe relevant disciplinary rules
or refer to a document containing them. 1t should also specify a person to
whom the employee can appeal if he or she has a grievance. Written
particulars need not be given to employeeswho work less than 16 hours a
week.

A contract of employment states the terms and conditions of an indivi-
dual's employment. The terms are bilateral — part of the agreement between
theemployer and the worker. Theconditionsare unilateral. They arerulesor
instructions imposed by the employer. The firm can change a condition at
any time, but a term can only be changed if both parties agree.

Terms are usualy stated in agreements (including collective agreements)
and in certain statutory provisions. Conditions are usualy found in the
firm's procedures, rules and job descriptions.

Termsand conditionscan easily be confused, becausethey often relate to
the same aspect of employment. For instance, a term of contract is that the
worker is entitled to, say, four weeks annual holiday. It is a condition of
contract that heor shehasto take oneor moreof thoseweeksin thewinter. A
term will specify that employees work 37 hours a week, but it isa condition
that they start work at 8 am. and finish at 4.30 p.m.

Expressand implied terms

Express terms are those stated in the agreement between employer and
employees. They cover pay, bonus payments, working hours and overtime,
etc. However, such terms have to beinterpreted redlistically.

An implied term is one which is not expresdy stated, often becauseit isso
obviousthat the partiesdid not think it necessary to mentionit. Termsmay
beimplied from accepted practicesin an industry or by the terms contained
in national agreements.

Discrimination and equal opportunities

Legidation has helped remove some of the discriminatory behaviour and
inequalitiesof opportunity, reward and treatment which have been prevalent
in many industries, including construction. But it has not achievedenough; a
fundamental change of attitudes within the industry and society is needed.
This has begun to happen, but thereis a long way to go. Attitudes towards
men's and women's rolesand about issueslike race and disability are deeply
rooted in the patriarchal systemsof Western society and influencethe culture
of construction. Attitudes and norms of behaviour are passed on from
generationto generation through the complex processes of socialisation and
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education, by parents, teachers, the mediaand so on (Srivastava and Fryer,
1991).

S0, evenin the mid-1990s, many maleconstruction personnel continueto
have very traditional views of men's and women's roles and some till view
women predominantly in the rolesof homemaking and child rearing. Thisis
very disturbing when one considers that the education system should have
embraced discrimination and equal opportunities issues a generation ago
when important legidation on discrimination came into forcein the 1970s
(see beow).

Discrimination based on inappropriate attitudes has been responsiblefor
the so-caled 'glass ceiling’ which has prevented many women, black people
and peoplewith disabilitiesfrom being promoted to senior positionsin most
industries, not just construction. Women, black people and disabled people
are also under-represented on construction courses. For instance, scarcely an
eighth of construction studentsare female. Architecturefares better; about a
third of its students are women.

It is more difficult to comment on the effects of sexual orientation on
employment opportunities, since gay, lesbhian and bi-sexual people don't
necessarily disclose their sexua orientation. But it is clear that some
employers and co-workers are prejudiced towards this group and that dis-
crimination may occur if a person's sexual orientation is known to hisor her
manager.

For a host of reasons, women and other under-represented groups often
don't find construction careersappealing, except for certain professionslike
architecture and landscape architecture. So, fewer members of these groups
enter theindustry and, when faced with discriminationin theworkplace, very
few reach the most senior positions.

The cost of this problem is that the construction industry is deprived of a
huge number of talented peoplewho could beattracted toit. The problemis
now well defined, particularly in the area of women in construction, but is
gtill along way from being resolved.

Legidation has attempted to eiminate discrimination and promote
equality of treatment but with limited success. Statutes include:

The Disabled Persons (Employment) Acts 1944 and 1958
The Equal Pay Act 1970

The Rehabilitation of Offenders Act 1974

The Sex Discrimination Act 1975

The Race Relations Act 1976

The Disability Discrimination Act 1995.

European law isincreasingly subordinating UK legidation and the EC has
adopted a number of Directives on equal opportunity matters, including
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equality of treatment and equal pay. The Equa Treatment Directive, for
example, outlaws discrimination on the grounds of sex in recruitment and
selection for jobs, working conditions, and training and promotion oppor-
tunities.

In 1994, the Employment Department published Equal Opportunities. Ten
Point Planfor Employers, which offered adviceon how to provideequality of
opportunity to ethnic minorities, women and people with disabilities. The
ideasal so have relevance to ex-offendersand other groups. It isimportant to
recognise that thereis more at stake than equal opportunities— thereisareal
need for equal treatment in every aspect of employment relationships.

Women in construction

Andrew Gale hascarried out some pioneering work sinceabout 1987 and has
made a thorough analysis of the factors influencing the employment of
women in construction. Vauable work has also been done by several other
researchers, notably, Clara Greed (who carried out an important study of
women in surveying) and, more recently, Angela Srivastava and Susanne
Wilkinson.

Gale (1995) points out that discrimination against minority groups can
occur in severa ways— for instance as earningsdifferentials or occupational
segregation. An exampleof thelatter is the presenceof many morewomenin
clerica jobsthan in engineering or management. He also remindsus of J. F.
Madden's concept of cumulative discrimination, whereby current dis-
criminatory behaviour is caused and sustained by the impact of previous
discrimination (whereby, for instance, men occupy nearly al the top
management jobs).

Discrimination against women embodies a number of stereotypica views
about them — that they cannot do heavy work, that they won't like the rough
conditionson site, and so on. Thereislittlefoundation to these beiefs, yet it
prevents many women from enjoying successful careersin both construction
management and the trades. Gale citesevidence that thisis an international
problem, not uniqueto the UK - and he refersto a study by a femae con-
struction company director who found that even employerswho claimed to
favour employing women did not employ any women at al in trade or
manual jobs.

Srivastava (1996) found that even though individualsand organisations
clamed to be encouraging women to enter construction, there remained
many obstaclesto women's full participation—including being in aminority,
the behaviour of co-workers and the attitudes and behaviour of managers.
‘Beingin aminority' ismoreimportant than it sounds. Somehow the absence
of a'critical mass of women in a work group can makeit very hard for the
few whoare thereto achieveequal treatment and havetheirinput to theteam
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taken serioudly. Thiscritical massmay often bequite small, perhapsafifth or
aquarter of the group's membership. The notion of critical massneedsmore
investigation, but it almost certainly appliesto any minority in a group and
therefore has relevancefor other forms of discrimination.

Unless thereisa significant change of attitudes towards women and other
groups who are under-represented in the industry, no real changein beha-
viour and organisational culture within construction will take place. The
industry will continue to waste valuable human assets and perpetuate, often
unwittingly, unlawful discrimination. Change in provision of facilities is
important too. For instance, under the Disability Discrimination Act 1995,
employersare expected to take any reasonablemeasures to remove barriers
to equal opportunity in their recruitment and employment practices. So, for
example, an employer would find it difficult to reject adisabled job applicant
on the grounds that there was no suitable access to the workplace, if the
problem was the absence of a ramp which could reasonably be constructed
adjacent to the steps.

Disciplinary procedures

Guidelinesfor asound disciplinary procedureare givenin an ACAS code of
practice. The codeis not legdly binding but describes the kind of employ-
ment practice which an industrial tribunal would look for if considering a
clam for unfair dismissal.

A disciplinary procedure should normally:

be in writing;

state the categories of employeesit appliesto;

providefor matters to be dealt with quickly;

describe what actions may be taken;

state the level of management which has the power to use particular

penalties;

make sure the employee knows a complaint has been madeand isableto

state hisor her casein the presence of a union representativeor colleague;

@ provide that no employee is dismissed for a first breach of discipline,
except for gross misconduct;

® ensurethat disciplinary action is not taken until the circumstances have
been fully investigated;

o givetheemployeeafull explanation of any penalty imposed and aright of

appeal, specifying the procedure.

Disciplinary proceduresvary from firm to firm. They usualy alow for two
spoken warnings before the offender isfinally warned in writing. The accent
should be on helping the individual to improve, rather than on punishment.
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Gross misconduct should be defined in the rule book and contract of
employment. Usually it includes theft, drunkenness and insubordination,
athough it can bedifficult to decide how dishonest, drunk or disobedientan
employee must be, before his or her misconduct becomesgross.

The manager should aways have a witnesswho can testify that a warning
has been given. The employer should keep a full record of disciplinary
actionsand warnings, because the firm may later have to contest a claim of
unfair dismissal.

Grievance and disputes procedures

Dismissal

A system also has to be provided for employees complaints. Without this,
minor irritations can grow into major disputes.

A grievance procedure normally dea swith individual complaints, whereas
a disputes procedure appliesto group complaints. In both cases, the proce-
dure should bein writing, stating where complaintsshould be directed and a
point of appeal if conciliationfails. It should alow aggrieved employeesto be
accompanied by union representatives or colleagues when complaining to
management and should set time limits for resolving the complaint. Full
detailsshould be recorded.

Difficult disputes involving a group of workers may be referred to an
outside body if agreement cannot be reached. ACAS will help, and the
Building Employers Confederation hasits own conciliationservicewhichits
membersmay try first.

A dismissal can take placein three ways

® Theemployer terminatesan employee's contract of employment, with or
without natice. If the employee resigns, thisis not normally a dismissal.
In Elliott v. Waldair (Construction) Ltd (1975), an employee drove a
heavy lorry. It was thought that thiswork wastoo hard for him, so hewas
told to drive a smaller van. He resigned because his overtime earnings
would havefallen. It was hdd that the order to drive a different vehicle
did not constitute a dismissal.

® Theemployeeterminatesthe contract, with or without notice, becauseof
the employer's conduct. This is sometimes called a 'constructive dis-
missal'.

e Theemployeeis employed for afixed term. Dismissal takes placeif the
term expires without being renewed, although certain fixed-term
contracts are excluded.
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Far and unfair dismissal

When a genuine dismissal has taken place, it is often necessary to establish
whether or not it wasfair. The Employment Protection (Consolidation) Act
1978 identified five grounds for fair dismissal:

Lack of ability or qualifications for the work. The employer must act
reasonably and may be expected to give the employee the opportunity to
make good the deficiency in skillsor qualifications.

Misconduct. This would include theft, unreasonable lateness or pro-
longed absence from work. The employee's conduct outside work may
aso give grounds for fair dismissa if it could harm the employer's
business.

Redundancy. Employers must, however, show that they have acted fairly
in deciding who to make redundant, have considered providing alter-
native employment, and have consulted the unionsif applicable.

The employee would be breaking the law if he or she continued working. If,
for instance, alorry driver has had hisor her driving licence taken away
and the employer cannot find other work for the driver, the dismissa
would befair.

Any other substantial reason. This usually involves commercial reasons.
In Farr v. Hoveringham Gravels Ltd (1972), it was a company rule that
employees must live within reasonabledistance of the works. They dis-
missed a manager who had moved to live 44 milesaway. It was held that
thedismissal wasfair becausesomeonein hisposition might be called out
in an emergency.

Termination of contract

Sdlwyn (1980) identified five ways in which a contract of employment may
end, without it amounting to a dismissa:

Resignation. The employee clearly and unambiguously gives notice of his
or her intention to resign.

Congtructiveresignation. Theemployeeactsin away which showsthat he/
she no longer intends to be bound by his/her contract.

Frustration of contract. It becomes impossiblefor the employee to con-
tinue working. Thiswould include, for instance, the employee being sent
to prison.

Consensual termination. The parties agree that the contract will end if
certain eventshappen. A civil engineer was given a year's unpaid leave of
absenceto attend a course. It was agreed that if he did not return at the
end of the period, hiscontract would be ended.
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® Project termination. A person is employed only for the duration of a
project.

Inits broader sense, industrial relationscoversevery aspect of the relation-
ship between employer and employee. This relationship has dways been an
uneasy one, although construction has had better employee relations than
most industries.

Since the 1960s, employers have been under pressureto take labour rela
tionsmore serioudy, partly because of quitea rapid shift in attitudes to work
and towards employers, and partly because of a string of new employment
laws aimed at improving employees basic rights. Amongst other things,
employees have the right not to be unfairly dismissed and not to be dis-
criminated against on grounds of married status, race, sex and trade union
membership. They are entitled to safe, healthy working conditions, time off
for public duties, and financial and other help if made redundant.

Since the management of peopleis central to business success, managers
must handleindustria relations skilfully. The techniques used range from
collective bargaining at industry leve, to local bargaining and grievance
handling on site.

In construction, collective bargaining is quite fragmented, because there
are many employers federationsand unions, representing numerous occu-
pational skills. Thiscreatesmany anomaliesin wageratesand conditionsand
thereis a need for rationalisation.

Individual employers have to comply with substantial statutory require-
ments on employment, including provisions relating to employment con-
tracts, discrimination, disputes, disciplinary rules, redundancies and
dismissals.

The 1990s have seen a wider acceptance of the need for equality of treat-
ment of employees and job applicants, and the stamping out of dis
criminatory practices. Many organisations havetried to implement an equal
opportunities policy, although there are still many obstacles to overcome.
Oneof theseistheattitudes of people, in particular of some senior managers
whose positions themsealves resulted from discriminatory selection proce-
duresin the past.
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