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Rather than compromise a key objective, parties should look for things which they

could do for their opponent, activities that would benefit each party, rephrasing of

position so others can also consider alternatives. Take a break before agreeing ¢
compromise, a short period to relax or continue discussions informally can help freg
up the mind for other alternatives.

Obliging, accommodating and giving up (low assertiveness, high level of co-operation)

While one party gives up something, they receive nothing in return. Thoughts thgg
motivate such action include ‘there is little positive to be gained from engaging in the
conflict’ and ‘the encounter will be stressful, emotional and uncomfortable’,
Although such action may help short-term group relations, there is little benefit fo
the obliging party. Such behaviour results in increased pressure on the individua]
Repeatedly failing to gain successful outcomes from conflicts may threatep
resources and job security. Such action should only be used where something is
gained in return.

Collaborating and integrating (high level of assertiveness and co-operation)

This style is characterised by assertive interaction that is used to increased partici-
pation, helping to ensure that individual and group objectives are maintained,
Integrating strategies have a greater potential for win—win type outcomes. Through
interaction, conflict, challenges and evaluation, parties explore a range of sugges-
tions, other than just those initially proposed. The members search for solutions that
have benefits for all. The process means that parities must explore the issues to
identify underlying concerns and attempt to find mutually acceptable solutions.
Such behaviour challenges immediate incompatible proposals. In the long-term, the
parties learn from each other and have a better understanding of each other’s per-
spectives and insights. Although the initial levels of emotional debate tend to be
high, the process avoids stress that results from long-term disputes. The benefit of
the solution tends to result in member satisfaction that reduces long-term tension
and strengthens relationships.

Three dimensions of conflict management

While the grid developed by Kilmann and Thomas (1975) is useful, Gorse (2003)
found that when conflict emerged and was managed in task groups members did not
only balance concern for self and others, they also had to consider the task. Gorse
proposed that there are three main dimensions to conflict that need to be balanced
when attempting to manage conflict. Long lasting, strong working relationships
would be developed by parties who have a high concern for others, high concern for
the task and high concern for themselves (Figure 6.5). The group task needs to be
achieved, people need to undertake their own activities and co-operate with others
so that they can achieve their individual goals. By working together the individual
goals of all of the members and the group goal is achieved.
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Figure 6.5 The three-dimensions approach of conflict management (Gorse, 2003, p. 180).

Conflict management and construction

Loosemore et al. (2000) claim that construction professionals should be encouraged
to engage in functional conflict and that an indiscriminate attempt to reduce conflict
in construction incurs an opportunity-cost for clients and professionals. Their
research, which focused on the construction phase and conflict between the con-
tractor and architect, and contractor and subcontractor, found that the contractors’
attitudes were receptive to functional conflict, although not as strongly as they
originally thought. The findings suggest that most conflicts were managed by
exploring alternative solutions, different perspectives, and encouraging all partici-
pants to engage in discussions and co-operate. Such behaviours were believed to be
most likely to result in win—win solutions. However, a considerable proportion of
the conflict-handling style used by the construction managers was not considered to
offer such positive benefits. Too much emphasis on compromising, and obliging by
the site manager, restricted the potential development of mutually beneficial solu-
tions. While site managers are often considered to be unco-operative and lacking in
concern for others, the style of conflict management that was least used was the
dominating style, which places concern for self before others.

The conflict management behaviour observed by Loosemore et al. is not
uncommon in work groups. Work by Farmer and Roth (1998) who examined a
range of student and work-groups found that the most common conflict manage-
ment strategy used was collaboration (integration), followed by accommodation
(obliging), compromise, competing and the least used style was avoiding. While
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many anecdotal reports suggest that the construction industry is adversarial, much
of the research suggests that the way conflict is handled is rather typical, however,
the research also shows that there is considerable room for improving the way that
conflict is managed.

Conlflict and disputes

A distinction is often drawn between conflict and dispute. Conflict exists where
parties have different understandings and perspectives, or differences of interest and
opinion. In this context conflict can be managed, possibly preventing it from
becoming a dispute. Disputes occur as a result of conflict escalation. Where dif-
ferences are unresolved, matters often become adversarial, formal and often involve
additional third parties (legal representation). In situations where parties are unable
to resolve their differences they enter into a dispute. During disputes parties tend tq
communicate in a defensive manner, attempting to protect their organisation’s
interests. Disputes rarely result in a satisfactory outcome; in major disputes parties
invest considerable time and resources defending their case, and legal and technical
experts may be employed in an attempt to show who is right and who is wrong,
Little time is devoted to moving practical matters forward or rebuilding relation-
ships, and at the end of the dispute one or both of the parties will have to pay for any
additional dispute services and methods used.

Emmitt and Gorse’s (2003) model of conflict management strategies (Figure 6.6)
illustrates the problem of not dealing with conflict early. As those engaged in
conflict move from conflict management to the more extreme litigious methods of
dispute resolution, the involvement of third parties increases and the potential cost
of the original conflict escalates. Projects are delayed and costs increase as the
dispute becomes more serious. The involvement of third parties does little for the
performance of the project.

Figure 6.6 shows a number of methods for resolving disputes. The complex
multidisciplinary nature of the construction industry has a reputation for being
adversarial. A considerable number of cases are taken to Court every year. In recent
years there has been increased emphasis on alternative dispute resolution (ADR)
methods such as mediation and adjudication. With the introduction of the Housing
Grants, Construction and Regeneration Act (1996) a process to refer disputes to
adjudication should be written into all construction contracts. This has considerably
increased the number of disputes being settled by adjudication rather than litigation.

The following list provides a brief outline of processes that can be used to resolve
disputes.

® [nformal discussion. An informal meeting can be useful to resolve many disputes.

The lack of formality can encourage parties to talk openly.
. ® [Formal recorded meetings. Formal discussions may be used to bring matters to a
head. Holding a formal meeting lets the parties know that the situation is being
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Figure 6.6 Conflict management strategies against time and cost (Emmitt and Gorse, 2003, p. 167).

taken seriously. However, when matters become formal and are recorded, par-
ties are much more guarded about what they say.

@ Negotiation. Rather than adopting a formal meeting, a forum may be set up so
that the parties can attempt to find a way out of the problems, look for mutual
benefits that can be gained from resolving the problem in a different way, or the
parties may look for compromises in order to overcome the problem.

@ Mediation. Where a relationship has broken down or experiences difficulties, a
mediator can be brought in to help discussions. By listening to each side a
mediator attempts to find a way out of the problems, looks for mutual benefits
or helps the parties to rebuild the relationship. Having a third party to lister? to
one party, then transfer information to another party, helps to convey logical
and rational information without negative emotion.

® Expert determination. If a dispute has arisen over a specialised or technical
matter an independent expert can be appointed to make a decision or advise the
parties on the matter. '

@ Adjudication. Under the Housing Grants, Construction and Regeneratpn Act
(1996) all construction contracts have a clause that refers disputes to adjudica-
tors. If a construction contract does not have an adjudication clause the Scheme
for Construction Contracts applies, which means that disputes are referred to
adjudication. Adjudicators are appointed under the terms of a contract to lis.ten
to the parties and make a decision within a short time (28 days in constructlo.n
contracts). Generally, the costs of adjudication are considerably less than arbi-
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tration or litigation. The decision of the adjudicator is enforceable under th
terms of the contract. The process is private and information about the dispute ie
not reported to the general public. Adjudicators’ decisions are binding ang
enforceable, at least until they are referred to Court.

® Arbitration. Arbitration is governed by the Arbitration Act 1996. Where dispute
are referred to arbitration the processes governed by the Act are IegallS
enforceable. During the arbitration process, which can last a considerable timey
experts and lawyers can represent the parties. Arbitration can be an expenSive‘
process, but it is a private process and information about the dispute is not in th
public domain. One advantage of arbitration over litigation is that the arbitratoi
can be appointed from a technical profession (e.g. engineering or construction)
rather than a legal profession.

® Litigation. Referring matters to Court can be very costly and time consuming
Judges adopt strict procedures and ensure each party has an opportunity t(;
present and defend their case. Lawyers, solicitors and barristers will represent
most pal.ﬂties and experts may be called and cross-examined. Third party invol-
vement .1s considerable and the costs associated with litigation are often dis-
proportionate to the problem first presented; however, the decisions made are
final, subject to appeal.

Summary

Within highly complex industries such as the construction industry, conflict needs to
be embraced and managed. Conflicts should be exploited so that benefits are gained
but must also be managed so that relationships do not suffer. In the event tha£
conflict results in a dispute, consideration should be given to the type of dispute
resF)lution process that is most appropriate. In order to obtain a satisfactory reso-
lution the parties involved in the process should be selected with care. Issues such as
legal and technical expertise required and the extent of third party involvement must
be properly considered before entering any such process.

Conflict management exercise

There are a number of factors that should be considered when engaging in conflict
management. Different situations require different approaches. Using the conflict
management profiles (Figure 6.8) each member of a team or group can complete
the charts to provide an indication of how they believe they and other members
behave.in groups when dealing with conflict. The charts cover such things as
aggression, assertiveness, intuition, support, relationships, etc. The charts can be
used .to provide two different perspectives of a person’s conflict management
techniques: a self perception and perceptions from other members of the group.
Once the charts are completed, the individual self perceptions can be compared

Conflict and Conflict Management 107

Extent that responses to
emotive issues are
intuitive or thought out

Quick

Intuitive
response

| | ] X

Slow
X
Little . Lot of
thought Considered  ¢hought

response

Figure 6.7 Example of completed conflict management profile.

and cross-examined against the perceptions that other members provided for the
same person.

The charts do not provide an answer to how conflict should be managed — they
provide an insight into different approaches that can be used. Through group dis-
cussion and evaluation the charts can be used to uncover the perceptions and
observations of conflict management behaviour. Group discussions that follow the
completion of the charts can be used to enquire as to the reasons why people behave
the way they do and what they believe they will achieve by their actions.

In addition to the charts that look at conflict, there are also some charts which
collect information about the nature of the group and the relationships. These
factors should also be used to promote discussion. Conflict and conflict manage-
ment may be context dependent and a cross-examination of behaviour and context
may reveal that different techniques are more or less likely to work in different
situations.

The charts can be used following a particular group experience where a level of
conflict or disagreements emerged. It may also be useful to consider groups where
conflict did not emerge as members of the group may believe that personal and
group management techniques were used to such effect that conflict did not
manifest.

An example of how to complete the charts when doing a self perception (how you
think you behave) or perception of the behaviour of others.

1. Read the statement at the top of the chart

2. Read the statement on each axis (Fig. 6.7).

3. Place a mark in the position that relates to your behaviour or the person being
observed (see crosses in Fig. 6.7).




Group member name or ID

108 The Practice of Construction Management

Self perception Yes/ No.
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Figure 6.8 Conflict management profiles.
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4. Each person should complete the charts based on their perceptions of them,.
selves and other members in the group.

5. It is expected that perceptions may vary.

6. Once all the charts have been completed, collect them together.

7. The differences between self perception and other members’ perceptions can be

discussed.

8. Then the positive and negative aspects that each person may bring to engaging
and managing a conflict episode should be discussed.

9. The discussion should then consider whether the effectiveness of the techniqueg
uncovered would vary depending on context.

Chapter 7 |
[ndividual/Group Behaviour and

Teamwork

personality and individual behaviour

‘The manager needs to understand what affects people’s behaviour and performance

at work: why people are sometimes hard working, lazy, trusting, miserable or
content.

This behaviour is partly determined by personality, the set of characteristics by
which we recognise a person’s uniqueness. These characteristics are relatively
enduring, but aspects of an individual’s personality may change as a result of
experience or circumstances.

We tend to label people as types — friendly, hostile, domineering, shy, etc. —
because they have a general disposition towards 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 situational terms, but label others in
terms of their personality.

Although some people are more rigid than others, most psychologists now agree
that personality is 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.

Individuals and groups

There are also organisational factors which influence the individual’s behav-
iour — the structure of jobs, the tasks performed and the group to which the indi-
vidual belongs.

Individual behaviour is strongly affected by the workings of groups, and man-
agers must understand group processes if they are to manage effectively. Organi-
sations use groups to fulfil most of their purposes. Through gangs, project teams,
committees and meetings, organisations distribute tasks and responsibilities, orga-
nise and monitor work, reach decisions, solve problems, gather and exchange
information, test out ideas, negotiate and settle conflicts, and agree terms and
conditions.

It is now widely accepted that individuals will behave differently, and even change
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Group cob S

Group cohesiveness is the degree of solidarity and positive feelings held by indivi-
duals towards their group (Stoner et al., 1995). One of the earliest researchers of
group behaviour, Michael Argyle, described a cohesive group 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 cohesive groups
and that members tended to spend more time with the group.

Mullins (2002) has summarised the factors which appear to influence group

cohesiveness:

® Membership — the size and permanence of the group; the compatibility of
members.

® Work environment — the kind of task; the group’s physical setting;
communications and 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).

Argyle argued that the amount of interaction among group members and the length
of time they stay in the group are also important for cohesiveness to develop. This is
an interesting point, because project organisations are made up of teams which
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 cohesiveness is important. It leads to greater interaction among members,
creates a climate of satisfaction and co-operation, and can result in lower absen-
teeism and labour turnover (Argyle, 1989). These factors can lead to high pro-
ductivity. But there can be problems if group members are cohesive simply because
they are all alike. Belbin (1993, 2000) and others have argued that groups need to
contain a mix of different types of people, because effective group work requires a
range of different skills and behaviours.

Satisfaction, group cohesion and performance

While groups must build and establish networks and relationships, they need to deal
with the task in hand. Many studies have shown that effective groups need to
balance task and social interaction. Discussing tasks and proposed solutions in a
critical way will have an emotional effect on others. This may weaken relationships.
Where criticism is raised, supportive communication may need to be used to
maintain the professional relationships. However, it is also difficult to criticise close
friends. Where relationships become too close, the functional conflict that is
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necessary in problem solving may be reduced. Groups that are often too cohesjy,
can suffer a reduced productivity due to the amount of social interaction that tak

place. Cohesive groups may suffer from groupthink, being reluctant to Chal]enes
others when they disagree with their ideas, proposals and suggestions. A balanfz
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Figure 7.1). *
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Figure 7.1 Satisfaction, group cohesion and performance.

Norms

Norms are shared attitudes, shared ways of behaving, shared beliefs and feelings

_w1thin a group. They encourage the conformity and predictability which are

Important 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:

® The work. The best methods, how fast to work and what standards to aim for.

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

® Behaviour. Co-operation, sharing things, what jokes to tell and where to go for
lunch.

® Clothes and appearance. How to dress at work and outside work; the wearing of
safety helmets and protective clothing,

® Language. Use of technical jargon, slang and bad language.
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Norms develop as the group tries to solve its social and work problems. The more
dominant members have most influence over norms. People new to the group have
jittle impact and tend to shift their behaviour towards the norm.

This shift towards group norms can occur because:

e individuals are under pressure from other group members to conform; if they
don’t, they may be ignored or rejected;

@ individuals think the majority view must be right, especially 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 people’s
goals or beliefs are 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. This is important in construction. With new projects, norm-
building often starts from 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 members to operate effectively unless they can be reasonably sure what
responses they can expect from their colleagues. Of course, groups vary in the
‘tightness’ of their standards; some are much more free and easy than others. Some
members are tolerated even though they don’t always 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 influence this process. They should realise that indivi-
duals 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 experiment in
which a series of groups were asked to make a judgement about the length of a line.
All but one of the group members had, 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
showing acute embarrassment at doing so. But the rest gave in to group pressure and
gave the answer they thought was wrong. They mainly did so either because they
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
individuals not only to give opinions that conflict with their true feelings, but also
change statements of fact.
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Encouraging interaction

Roles

‘Th.e work of social psychologists on small groups has given managers some usef
insights. For instance, it has been shown that arranging group members in g circ]m
e\

buyer, chargehand or clerk. For every position there is a role — the activities and
patterns of behaviour typical of people in that job.

People’s behaviour depends on many factors, defined by their and other people’s
expectations.

tasks performed, ways of behaving towards people, attitudes and beliefs, the clothes
worn and even aspects of the individual’s lifestyle.

Managers tend to behave like other managers, architects like other architects. A

should behave.

' Selection helps to perpetuate role behaviour, People are selected for management
jobs t?ecause they look the part — or may be turned down because they don’t! Self-
selection operates too. If people don’t like the look of managers they have seen, they

 —— |
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probably won’t apply for a management job. Several other processes encourage new
job-holders to behave like the established ones, including training, imitation and
coaching.

People only conform up to a point. Their individuality still shows through. This is
because most people belong to several groups — family, work and leisure — and
therefore have various roles to perform.

The other people in an individual’s group are that person’s role-set, the people
with whom he or she has regular dealings — colleagues, bosses and, where applicable,
subordinates. Managers can have quite large role-sets.

People experience role conflict when members of their role-set put different
pressures on them. The site supervisor who has to choose between a course of action
which will please the manager and another which will suit the workers, is suffering
from role conflict.

Role ambiguity occurs when people cannot agree about what a role should be. For
the individual this often means a lack of clarity about the scope of his or her job. The
writer found that poor role definition was quite common among construction
managers (Fryer, 1979). Variations in the type and size of projects, the people
involved, company rules and contractual procedures, accounted for much of this
uncertainty.

When people experience role conflict or role ambiguity, they may become tense
and unhappy, dissatisfied with their jobs, less effective in their work or even with-
draw 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
also result from differences between people’s individual needs and job demands.
Many site managers like 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 care over
selecting people for jobs. This may mean putting more emphasis on individual needs
and interests in staff selection. Interestingly, during the early years of people’s
careers, there is a tendency for their goals to change to fit their roles better. This is
especially true of vocations like architecture, where the training period is long.
Moreover, Argyle points out that as people become more influential in their jobs,
they may change organisational goals to be more compatible with their own.

Observing and 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 including in their
courses techniques for studying group behaviour, known as interaction analysis.
These help those taking part to:
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® understand their own behaviour better;
® improve their social skills;
® analyse, understand and respond more positively to other people’s behavioy;

One way to study group behaviour is to watch a group at work. The observer cap
either participate in the group or observe it from the outside. Psychologists haye
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 analysis), the social relationships within groups (socig.
metry) and what people say to one another (content analysis, behaviour analysig_
and so on).

R. F. Bales developed one of the earliest methods of content analysis which used
twelve categories, six related to the group’s task and six to the social relationg
between group members (Figures 7.2 and 7.3).

Bales’ method is still used today in studies of group interaction (Gorse 2002). Ip
behaviour analysis, observers normally use a chart listing the behaviour categorieg
and the names of the group members. The observer has to record, for each cop-
tribution to the discussion, the speaker’s identity and the kind of behaviour used.
When the group has finished, the observer totals the contributions of each indivi-
dual in each category. The analysis can be extended to include non-verbal beha-
viour, such as gaze, facial expression, posture and so on. Analysis is not always
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 sets is:

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 obstacle in the path of a proposal or idea
without offering an alternative or a reasoned argument. This kind 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/herself to
the risk of ridicule or loss of status. This would include admitting a mistake.
Testing understanding — trying to find out if earlier contributions have been
understood.

Summarising — restating concisely the content of earlier discussion.

Seeking information — seeking facts, opinions or clarifications.

Giving information — offering facts, opinions or clarifications.

Shutting out — excluding, or trying to exclude, another member of the group.
Bringing in — a direct and positive attempt to involve another member.
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CATEGORY DESCRIPTION
Types of communication act and response

SHOWS SOLIDARITY - raises others status, gives help, Socialle.motion.al acts:
offers praise and reward for effort and contribution, offers Positive Gtz.motlonal
reactions

i upport . _
st b Builds relationships

2 E SHOWS TENSION RELEASE - friendly jokes, expresses'light
humour, laughs with others, smiles, shows satisfaction with
other peoples contributions

3 D AGREES - shows passive acceptance, expresses
understands, concurs, complies

4 C GIVES SUGGESTION - gives firm statement of direction, _ Tafs!( :cts:t .
osal, implying autonomy for others Gives info’, direction or
makes prop P attempts to answer

5 B  GIVES OPINION - evaluates, analyses, expresses feelings, questions
wishes, opinion or perspective

6 A GIVES ORIENTATION - gives information and facts._ repeats
statements to show and confirm understanding, clarifies,

confirms
7 A ASKS FOR ORIENTATION - asks for information, repetition, Ta;k acts: _
asks for confirmation, requests further information and facts Seeks information
or asks
8 B  ASKS FOR OPINION - asks for evaluation, opinion and questions

analysis, asks for expression of feeling

9 C ASKS FOR SUGGESTION - asks for direction, possible‘ways
of action, firm proposal. Asks person to make a suggestion

Social emotional acts:
Negative emotional
reactions
Threatens relationships

10 D DISAGREES - factual or formal disagreement, shoyvs passive
rejection, does not express any frustration or emotion,
becomes formal, withholds help

11 E SHOWS TENSION - not only disagrees, but expresses
concern and tension, withdraws out of field, expresses
negative emotion

12 F  SHOWS ANTAGONISM - deflates others status, defends or
asserts self, becomes aggressive, becomes personal or overly
critical

d )
i D. Problems of decision

E. Problems of tension management
F. Problems of integration

A. Problems of orientation
B. Problems of evaluation
C. Problems of control

Figure 7.2 Bales interaction categories (adapted from Bales, 1950).
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EXAMPLE OF CODED INTERACTION FROM SITE MEETING

Project: West London 1. Contractor: Fast Build Date of observation 8/6/0
4

Structural engineers section

: : ‘ -g. <speaker>. Each sentence, or g
act, x_s categonsgd in brackets at the end of the sentence €.g. (3) agreement. Notes regardi’r)]eeCh
emotion stated in square brackets e.g. [2] shows suppo °

<Structural engineer> Yes (6)
;Pro;ecrt] manage,:> The deflection must be outside the design limits (7), it doesn’t look safe (10)
an we have another look at it after this meeting (5) (als 1 i i :
SRR g (5) (also) [11] and think about putting some extrg
<Structural engineer> OK [3]
<Project manager> Iltem 5.2 (6)

Figure 7.3 Sample of speech coded using Bales IPA method.

These categories are fairly easy to understand, but they can sometimes be difficult to
separate. For example, if a group member states an opinion which conflicts with
S(?meonc? else’s, it may be hard to decide whether he or she is giving information
dlsagreem'g, attacking or making a proposal. Accurate analysis depends on training’
anfi practlce, but the framework is good enough to be useful for trainers in team
building exercises (Clark, 1994).

. The technique often reveals that group members spend a lot of time exchanging
1nf0r1?1ation and the remaining contributions are often rather self-centred and
r%egatlve — disagreeing, defending, attacking and blocking. Members spend more
time putting forward their own ideas, than supporting or building on others’ ideas,

to make more effort to Support and build on one another’s ideas
better results the next time round.

group.members and a self-study of internal feelings. The advantage of participant
study is that observations are not just limited to observations of overt interaction,
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but they also capture the participants’ own feelings and values of themselves and
other individuals within the group. While the method can enquire into areas of
group interaction that the IPA system cannot, it requires the participants to com-
plete a number of forms. The time required for each individual member to under-
stand and complete the SYMLOG self-study is about three to four hours for a group
of five; larger group sizes require more time (Bales 1980). The SYMLOG group self
study system involves three steps:

(1) A period of informal observation by each member of the group.

(2) A period during which each group member, working alone, completes an
observation form which describes the behaviour observed.

(3) A meeting of the group during which the observations are compared.

The system uses three-dimensional diagrams that show the relationships of group
members to each other. While the SYMLOG method has not received as much
attention as the Bales (1950) Interaction Process Analysis Method, its use in
studying small groups is increasing.

Simple Multiple level Observation Techniques (SMOT)

Rather than opting for the complicated SYMLOG system offered by Bales, it is
possible to create a simple observation method that still captures events from a
number of different perspectives.

The following steps can be useful in devising simple multiple observation methods
and tools.

(1) Focus of data to be collected. Decide on the topic or areas of interest that will be
observed, e.g. amount of interaction and participation (how often people
speak, who they speak to and how often they talk to that member), identify
aspects of interaction that are to be observed, e.g. issues that develop through
interaction (how conflicts emerge, how leadership develops, how decisions are
made, etc.). Do not choose too many issues (one or two is fine).

(2) Context and group situation. Select a group to study, and the context or
situation in which they will be studied (e.g. a group or team solving a problem,
or working through a task, or negotiating, or meeting).

(3)  Perspective 1. Observation. Ask a person to observe the group. Ask them not to
engage in the group discussion, but to sit and observe the process — simple data
collection sheets can be devised so that the observer can collect the data easily,
e.g. number of times a person speaks, who they talk to and when the topic of
research emerges.

(4)  Perspective 2. Collect perceptions from group members. Following the group
interaction give all group members a questionnaire. The questionnaire should
ask how all the other members of the group interacted, reacted and behaved.
Focus the questionnaire on the research topic.
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(5)  Perspective 3. Ask individuals to state how they interacted. Ask members to
how they interacted with others, how they sent messages and ho i
responded, prompt the participant to focus on the aspect of interest.

(6) {’erception 4. Ask individuals to reflect and state the Jeelings that emerged gy,,.;
interaction. Ask members to state how they felt when interacting with o "
and when certain situations or events manifested themselves.

moniFor the group. This is not always necessary and can be considered ¢
Invasive on the group and may change their behaviour. If a video recordin 0~0
taken of the group’s activities both the observer and the group members oS
use the video to review the data captured. u

(8) 4naly.se the data. An immense amount of data can be collected from o
situation. Ask members and the observer to analyse the data individually thne
ask' them to analyse the data as a group. Finally, ask the group to reﬂec’t aen
‘ review Fhe analysis. It is normal to find that differences are found between tr}lld
‘ perceptions of what happened and what the video data showed or the obserVere
found. Differences of opinion may be quite diverse; however, participamS
develop greater understanding of what is happening during group activities :

Such Foc?ls can be used to research interaction, leadership, power, authority, conflict
nego.tlatlon, teams and sub-teams, decision-making, dominant and reluct’ant com:
municators, and many other aspects of group behaviour. While it may be possible to
study more than one of these aspects at any one time, researchers should be careful
to focus their research so that the data collected are manageable and meaningful

Summarising individual and group behaviour

In a ‘labour-intensive business like construction, managers need a good under-
.stand.mg of human behaviour. Many factors influence the way an employee behaves
In a given setting. Personality is one of them, but not necessarily the most important
Il}deed, an individual’s characteristic way of behaving often alters in response to.
dlfferent people and problems. Moreover, 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 orga-
nisations have rules which govern what people can and cannot do, so groups have
norms, which dictate what behaviour is acceptable and unacceptable within the
gro'up. Individuals often conform to group norms, even when this conflicts with
their personal preferences. Some people deviate more from norms than others; they

.‘ are often the independent thinkers. ’
: People perform various roles in the organisation. These roles cause them to shift
‘ their behaviour towards that of other people doing similar Jjobs. The way people

behave may not be the way they want to behave, but how they think others expect
| them to behave.

W they

therg

(7)  Perception 5. Video or record the interaction (optional). Use a video recordey t
0
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A number of techniques have been developed for analysing group behaviour.
When these are used in training sessions, they can help group members to evaluate
their behaviour, leading to improved group performance.

Teamwork

The mid 1980s saw an upsurge of interest in teamwork in the construction industry.
This focused both on teams working in individual firms or practices and, more
importantly, multi-disciplinary project teams, where ineffective teamwork had led to
mistrust, communication breakdown and faulty management.

Since the energy a team can devote to its work is finite, it follows that time spent
dealing with the shortcomings of the team and its workings is time lost to real work.
So, it is important for the industry’s managers to know about teamwork and, in
particular, about how to build a team fast and maintain its performance throughout
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 manage-
ment. 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 managers to rethink what they are doing
and how they are doing it. Projects have grown more complex — technically, orga-
nisationally and contractually — and it has become increasingly difficult for an
individual to possess all the know-how to manage a project from inception to
completion. We are having to acknowledge that large-scale modern building
requires a team effort, simply to share out the total project into manageable tasks, to
keep customers and society happy and to maximise the chances of a project’s success
in what is often a fiercely competitive environment.

Such success is embodied in project goals, which have traditionally been expressed
in terms of the design, quality, cost and speed of erection of a building, but other
criteria have increasingly been introduced, such as energy efficiency, flexibility for
future adaptation and costs-in-use. Moreover, major new issues about sustainable
development 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 the economy and business practice will
cause the industry’s managers to further reappraise the priorities for teamwork
among the professions.

In the construction industry, creating good project teams isn’t always easy. This is
because project teams are temporary, fask-force groups, whose members are
brought together only for the duration of the project (and some for only part of the
duration) and then disbanded on completion. At the best of times, such teams can be
difficult and frustrating to manage.

Of course, teamwork isn’t always the answer. Some professional tasks don’t need
it —and to use it would be inefficient. Many of the routine tasks that professionals
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carx."y out are best discharged independently and only require intermittent co
nation. There is a well-established maxim which says that if an individual ca
Job perfectly well, don’t give it to a team.

Nevertheless, even the fairly disparate tasks which can be performed by diffe
professionals working in isolation, need to be co-ordinated — and teamwOrlr(EI-]
essential for integrating specialist work into the total scheme of things. s

.Mo.reover, as Baden Hellard (1988) points out, the network of human relatjq
ships in a project team becomes a network of contractual relationships that is at t}? i
root of many disputes. Disputes are far more likely to arise from deficiencieg iy
organisation and communication between the different groups than from failure "
technology, materials or problems arising from unforeseen circumstances. 3

There are several other reasons for giving special attention to teamwork in ¢q
struction: "

~Orgg
ndo,

® Location. The specialists who make up the project team are not located in th
same place and do much of their work away from the site and away from On:
another. They only meet intermittently to exchange information and to solve
problems and co-ordinate their actions.

® Different firms. Team members work for different parent businesses, each of
which has its own values, goals, strategies, ways of working and 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 peop.]e
to its ranks; they are likely to have different interests, skills, backgrounds and
personalities. These differences can be reinforced by the pattern and focus of
education and training adopted by each profession.

® Late involvement. Team members are often appointed at different stages
sometimes after key decisions have been made. This can make it difficult t(;
Create commitment to the project and, if meetings are infrequent, it can take a
long time before the team can function fully.

® Teambuilding. Project teams are not usually put together in a systematic way —
but rather in an idiosyncratic way, depending on who is available (and when),
who has the necessary experience for this particular type of building, who
rscommends whom and so on. Moreover, many of the participants are ‘part-
.tlme’, in the sense that they are also contributing to other projects or they are not
involved in the project for its full duration. All this makes teambuilding difficult.

® Delegation. Project managers and senior managers in parent companies who
employ members of the project team aren’t always good at delegating. Thus,
some members may feel their hands are tied and that they lack the responsibility
to commit themselves to major decisions, without consulting their bosses. When
this happens, team effectiveness can be drastically reduced.

Tlless issues are set against a backcloth of inter-professional problems, including
differing perceptions of status, power and role among the professions; lack of
mutual respect, understanding and trust; and a reluctance on the part of some
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professions to adapt to new roles and relationships to 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.

Managers should receive training in teamwork skills.

Teams should be much more carefully selected.

Clear goals need to be set for the team, so that they develop a common purpose.
Adequate resources should be made available to the team.

Good communication between team members needs to be established from the

outset.
The team members need to develop mutual trust and understanding.

@ Simple but effective procedures should underpin the actions of a team.

Features of 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 qualities they have observed in highly
effective teams include:

@ Persistence. The team perseveres in its efforts and is obsessive in pursuing its
goals, but it is also creatively flexible in getting there.

® Tenacity. The team is very tenacious and is inventive in removing obstacles —
whether people or situations — which lie in its path.

® Commitment to quality. Team members are committed to quality performance
and excellence in teamwork, with high expectations of themselves and of other
people.

® Inspiration. The team has strong vision and sense of purpose; it knows where it is
going and has a realistic strategy for achieving its aims.

® Action-orientation. The team makes things happen, responding rapidly and
positively to problems and opportunities. Team members are optimistic even
when the going gets tough.

® Strong leadership. The team has a really effective leader who fights for support
and resources for the team.

® Excitement and energy. Members are lively and thrive on success and the
recognition it brings.

® Accessibility and communication. Members proclaim strongly what they stand
for, but welcome outside help and advice.

® Commitment to success. Team members are committed to the success of their
organisation and thrive on the responsibility and authority delegated to them.

® Drive. The team is never complacent; members are continually striving for ways
of doing things better.
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® Flexibility. The team likes to work within guidelines and principles, rather thap
rigid rules, thus maintaining the important quality of being adaptable.

) 'Prioritising. Team members can distinguish between what is important and what
is urgent.

® Creativity. The team prides itself on being innovative and will take risks to
achieve significant results.

® Influence. The team has a significant impact on parent organisations because of
its credibility.

® Co-operation. Teams always 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 thejr
contribution, competence and knowledge.

For comparison, two other lists of desirable team characteristics are summarised in
Table 7.1, 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 site team to exhibit
all these characteristics would not be realistic. But the lists help to pinpoint problem
areas and aspects of teamwork on which managers can focus when trying to make
practical changes in a team’s performance.

Table 7.1 Some characteristics of effective teams.

People smile, genuinely and naturally People care for each other

There is plenty of relaxed laughter People are open and truthful

People are confident — a ‘can do’ group There is a high level of trust

They are loyal to the team and to one
another

There is strong team commitment

® They are relaxed and friendly, not tense ~ @ Feelings are expressed freely
and hostile

@® They are open to outsiders and interested @ Conlflict is faced up to and worked

in the world around them through
They are energetic, lively and active @® Decisions are made by consensus
They are enterprising and use their @ Process issues (task and feelings) are
initiative — proactive not reactive dealt with

@® They listen to one another and do not ® People really listen to ideas and to
interrupt feelings

(Adapted from Nolan, 1987) (Adapted from Adair, 1986)
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Teamwork roles

Meredith Belbin has also provided valuable insights into teamwork by looking at
the roles people perform in teams. His research shows that people play a team role in
their work groups as well as a technical or functional role. The team role defines a
person’s contribution to the team’s internal functioning. Belbin argues that most
people have a preferred role, which will to some extent reflect their personalities,
values and attitudes — and their roles are not static. People often carry out a number
of roles or a kind 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 7.2.

Team leadership

Whilst leadership has been discussed in Chapter 4, the comments which follow draw
attention to aspects of leadership specific to 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 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.

Adair (1986) summarises a 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):

® [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 stage in 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 gets into its stride.

® Informing — providing the team with helpful information or opinions. Like
regulating, this will mainly apply when the team is established in its work.

@ Supporting — creating a climate which holds the team together and helps mem-
bers to contribute effectively, by giving encouragement, showing trust, relieving
tensions in the team, etc. This function is needed all the time.
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Table 7.2 Belbin’s nj tes ad: . ) . '
¢ Team roles (adapted from Belbin, 1993). Managing team members’ performance — defining success criteria for the team,

@
Role title Description and team Allowable weaknesses showing interest, keeping performance on course and rewarding significant
contribution achievements.
W @ Looking inwards .- continuglly.anal.ysing how t}ie team is.working and iiow it can
o, ginative, . Ignores details. Too Pre-occup;q, be improved, taking an objective view of what is happening and what is likely to
unorthodox. Solves difficult to communicate effec[ively_ d happen.
peakletns, ® Looking outwards — creating links with other parts of the organisation and the
ReSOHrCC Extrovert, enthusiastic, Over-optimistic. Loses interest outside world, ensuring a two-way flow of information, resources and support
Investigator communicative. Explores quickly. between the team and others.
opportunities. Develops
Contacts. Hastings and his colleagues emphasise the need for team leaders to create the right
Co-ordinator Mature, confident, good Can be seen as manipulative climate for effective teamwork, by being more aware of their own behaviour and
chairperson. Clarifies goals, Delegates personal work, attitudes, demonstrating their values and expectations and putting forward an
promotes decision-taking, i exciting vision of what the team can achieve. They also suggest that, wherever
delegates effectively. possible, leaders should influence the composition of their teams and should spend
Shaper Challenging, dynamic, thrives on  Can provoke. Hurts people’s plenty of time with team members discussing the kind of climate and ways of
pressure. Has drive and feelings, working which could best contribute to joint success. The values and qualities
courage, associated with such team leaders include: unshakeable confidence and trust in the
Monitor sigani, a3 ; . . team; persistence and positiveness; optimism tempered by toughness and realism; a
evaluator S:eze;ilS:;‘iizilsc}ilci;:::fﬁratei Rty ability to inspire sense of urgency; accessibility and an openness to ideas.
. y. others. Overly critical. . : . 3 y
—— Co-operative, mild, perccpfive iy o Day (i994) points ou‘t that an important leadership role of .pro-]ect managers is
diplomatic., Listeii i buil)ds ) nceasg/e 1i1 ?lruiich situations, that Qf li?tegi'ator, p.ulhng t'og'ether the e:ffc?rts of the orga'nisations z.in(.i people
averts friction, calnis wateis an be easily influenced, contrlbuting toa pr.o_]ect. This 1nv.olv.e§ unifying a group of d1vers§ spemalists, who
' may have different ideas about priorities — and, perhaps, tunnel vision.
Implementer Disciplined, reliable, conservative, Somewhat inflexible. Slow to
i efﬁciént. Turns ideas into respond to new possibilities,
practical actions. Team leadership and the self-managed team
Completer Painstaking, conscientious, Inclined to worry unduly.
anxious. Searches out errors, Reluctant to delegate. Can i The leadership qualities identified above are reasonably consonant with the ideas of

Delivers on time. pick. empowerment and self-managed teams, but they imply certain features of hier-

Specialist Single-minded self-starting Contributes on narrow fron archical structure and the kind of organisational culture which goes with it. Stewart
? % ront. . & o ‘ s .

dedicated. Provides knowledge Dwells on technicalities, (1994) questions whether existing organisation structures and cultures provide a

and skills in rare supply. Misses the big picture. suitable basis for empowered, self-managed teams. She discusses the need for an
i empowerment culture within organisations. Pointing out that even modern organi-
sations, with their flatter pyramids and shorter chains of command, are still hier-

r

® Evaluating — helpin : P . . . .
st gb teslt)ing ;he team to monitgi the effectiveness of 1ts actions and archical, Stewart suggests that team leaders can create new cultures and structures
function ,w]ly " & tor consensus, taking note of team processes, etc. This by inventing their own team hierarchies and thejr own roles — so that they play a
task 1"l become more important as the team approaches completion of a supporting, rather than figurehead, role.
‘ ' One implication of such action would be the reappraisal of some of the leadership

functions stated earlier. Leaders might spend less time initiating, regulating and
evaluating their teams; they would spend more time looking forwards and outwards
to anticipate events and obstacles and creati, . ‘ being able and less time looking inwards and mainaging teeim performance. In their inverted
high performance. € an environment that encourages pyramid structure, these mane.lg.ers give up their .top role oi‘ command aild .see

themselves at the bottom, providing a firm foundation for their teams. In this kind
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of structure, Stewart argues, leaders use the experience and skills of their front i,
i team and deploy important new management skills, which include: ¢

® FEnabling - ensuring the team has all the resources it needs to be fully empowereq

® Facilitating — removing blocks and delays which prevent staff from doing the'.
best work. "

® Consulting — with staff to harness their knowledge and experience and use it i
both operational and strategic ways. 1

) Cdlaborating — going beyond consultation to collaborate fully, freely and Openly
with team members, harnessing all their expertise towards the 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 members develop and play a fuller role.

® Supporting — giving help when it is needed and being especially 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 all situations or suit all team
members. But for the leader who really believes in empowering a team, they
represent the kind of shift that is needed. This is no abdication of leadership, for it

leaves many important tasks for the leader to perform. Stewart calls these the eight
Es of empowerment:

® Envision. Ensure the staff have a shared vision of the goals.

® Educate. Train staff to use their own Judgement, make decisions, develop
understanding and special skills.

® Eliminate. The barriers to empowerment.

® EXxpress. 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; ensure training happens.

® Evaluate. Including self-evaluation; monitor what happens, appraise and 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 leadership

Construction organisations are increasingly recognising the value of training their
me.inagers and other employees in teamwork skills. There are many approaches to
this, but an interesting example is where team members are brought together, away
from the normal pressures of their work, and given the opportunity to analys’e their

.
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teamworking methods and ponder on how they might improve them. Nolan (1987)
argues that teams benefit from a regular workshop or teamwork course of this kind,
because it provides them with some commonly agreed processes and structures and
a common language, which the team can subsequently use.

Nolan describes the Synectics’ Innovative Teamwork Programme (ITP), an
example of a training technique developed by his organisation, which specialises in
teamwork training. Participants bring tasks from their workplace and these are used
as vehicles for learning in group and individual training sessions. This makes
learning more relevant and helps people tackle real problems back in their jobs. The
emphasis is on creative problem-solving and on developing in individuals respon-
sibility for their own actions.

Group sessions are video-taped and replayed, giving participants a chance to see
themselves in action — and the group is able to analyse each person’s behaviour and

~ contributions. Used in this way:video is a powerful learning tool; a tape can be

Other

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 this with
earlier versions.

The role of the trainers is quite a humble one, because their main responsibility is
to set up a relaxed, non-threatening environment conducive to learning; to be
positive and encourage risk-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. As in many of the modern approaches to training, these trainers don’t
impose their views on the participants, don’t even do most of the talking, but
basically set up a learning event and allow it to happen. If feedback is given by the
trainer, it is constructive and positive and it accepts the ideas of participants as ‘true
or valid for them’. The trainer at all times respects the autonomy, experience,
competence and self-respect of course members.

George Prince, co-founder of Synectics, has concluded from his studies of
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 really wins anything’ in a meeting, except that too early a criticism of an idea
often results in it being dropped. He identifies other discouraging behaviour, such as
pulling rank, acting distant, insisting on early precision or proof, being impatient,
making fun of the person who puts forward the idea, or not listening. On the other
hand, groups which treat every suggestion as a starting point and try to build on
them are often much more productive and creative (Prince, 1995).

teambuilding exercises

Adair (1986) classes teambuilding activities as either substitute team tasks — business
games or outdoor activities — or real tasks, such as a weekend conference devising a
major business plan. He argues that such activities are crucial in making a group




132

The Practice of Construction Management

into a high performance team, particularly because they reinforce valuable informal
relationships and mutual understanding among team members.

Since the 1950s, a variety of courses have been devised under the banner of
Outward Bound or Adventure Training, with the common feature of using outdog,
activities to focus on developing individual and teamwork skills. Laings are among
the construction firms which have used this kind of activity. It is very popular With
many managers, but some don’t like it at all. Among the strengths of outdogy
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 questions the
relevance of such training for managers and others working in a commercial ang
creative environment. Adair points out that business games and outdoor activitjeg
are 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 irrelevang
diversions and not taken seriously.

Nolan quotes Reginald Revans’ argument that business games and outdoor
activities have more to do with solving puzzles than problems. A puzzle entails
finding an already known solution, whereas a problem involves finding a solution
where none yet exists. Since management is about creating the future of organisa-
tions, training ought to be about solving problems, not puzzles.

The concept of a business planning conference, where the task is real, has the
benefit of providing an immediate and relevant task. However, participants may
become so immersed in the reality of the problem that the training value of the
exercise is overlooked.

Also, if the conference is 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 progress in the team’s performance, but this is difficult because improve- =
ments aren’t always easy to assess and many other factors are at work in influencing
the team’s achievements. Moreover, as with many kinds of management develop-
ment, the benefits of 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 select
their own criteria for evaluation. This is probably the best form of teamwork eva-
luation. Careful reflection and discussion can lead to major insights into the com-
plexities of teamworking and the team’s situation; they can also create a better
understanding of the values, attitudes and concerns prevalent among the team
members.
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Summary

Not until the 1980s did the merit of good teamwork become firmly established in
management thinking and in most other areas of human activity. In the construction
industry, sound teamwork is now widely regarded as crucial for the achievement of
increasingly complex and interrelated social and economic goals, not only within
departments and organisations, but on widely dispersed sites and (most impor-
tantly) within multi-professional teams, which perform major aspects of project
management.

Most of the characteristics of effective teamwork are now well 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, more likely
to be highly motivated, cohesive, flexible, tenacious and committed to success and
quality. Good team leaders create the right climate for teamwork, lead by good
example and spend time with their teams negotiating ways of working which con-
tribute to joint success.

Some leaders are keen to empower their groups and help them become self-
managing teams. To do this, the leader must undertake a thorough reappraisal of his
or her own roles, skills and attitudes, team members’ roles, the group culture and the
implications of empowered teams for the organisation.

Teamwork training is now taken very seriously and many approaches have been
tried. The most effective techniques seem to be those which involve participants
working in groups on realistic and relevant problems, sometimes in the workplace
but often away from the job, where the day-to-day pressures and interruptions can
be temporarily forgotten. The very best teams learn to evaluate their own perfor-
mance and to choose the criteria on which to judge their own achievements. Such
teamwork is likely to be increasingly valued in an industry which finds itself under
growing pressure from its customers to deliver a better co-ordinated service.

Exercise

In a group, look at the different skills and attributes of each member and identify the
roles that each member would be best suited to when running a complex con-
struction project. Consider who would be the best members to plan, start-up,
monitor, check progress, control, give instructions, chair meetings, ensure
relationships are maintained, supervise (safety and quality), handle disputes, bring
the project to an end and close, plus any other aspects of project management.
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People and work
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People have mixed feelings about work. To some it is liberation, to others slavery. I
industrial societies, much of the work consists of ready-made Jobs. Many of th}:m
don’t offer much scope for individual expression or fulfilment. Yet, work is unde.
niably important. Robert Kahn and his colleagues asked nationwide samples of
American workers the same question over a period of more than 25 years:

I~f you were to get enough money to live as comfortably as you'd like for 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 even if they
didn’t need a wage. Seventy per cent of all workers surveyed said they have met some
of 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
?;gllr)lg a job keeps them from being bored and gives direction to their lives (Kahn,
Kahn defines work as human activity that produces something of recognised
value. All elements of this definition are important to the worker’s well-being:

® The activity itself.
® The experience of making something.
® The fact that the activity or product is valued by the worker or by others.

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

For many people in an industrial society, there is no alternative to paid
employment; nothing to replace it for providing activity, meaning, reward and social
status. The industrialisation of society has reduced many people’s jobs to merely
making a living. For them, work is just a means to an end. But for most people,
having a job means much more than just earning a wage. They want to work, even if

they don’t need to. They might not do the job they do now, but they want work of
some sort.
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Many features of work are important. It can create dependence or autonomy,
danger or safety, isolation or belonging, monotony or variety. The social reformer,
Gandhi, argued that the object of work is less the making of things than the making
of people. Work brings people together to co-operate, in direct contact with mate-
rials, giving them knowledge of those materials, engaging the whole person, mind
and body. Work gives people a sense of belonging to society, of having something
positive to do, of having a purpose in life.

Of course, work is not the only 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 different needs. Senior
contracts managers may achieve status and power through their jobs, steelfixers may
not. However, steelfixers may get satisfaction from making something with their
hands, whilst contracts managers sit at their desks worrying about the piles of

" paperwork. Some people satisfy 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 is a means to an end.

Employee performance

Within any group of people performing the same Jjob, some will do it better than
others. This applies to all employees, whether operatives or managers, engineers or
clerks. One reason is that the better workers are more skilled or more experienced.
They have more ability. Another explanation is that the high performers are willing
to work harder. They have more motivation.

Other factors affect job performance too (see Fig. 8.1). Employees must have a
clear idea of what the job requirements are — role clarity. Misunderstandings about
what they should or should not be doing can lead to wasted effort and poor per-
formance, even if the employees are able and highly motivated.

Employees’ personalities can also have a bearing on performance. If their char-
acters are ill-suited to their jobs, they will not be so successful. Managers whose jobs
involve co-operating with people and influencing their behaviour, are unlikely to be
successful if they are arrogant, intolerant or poor listeners.

Performance can suffer if any factor is weak. The most able employees will not
work well if their motivation is low. The most highly motivated workers will not be a
success, if they lack the skills or personality needed for the job.

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 managers themselves!
But human performance depends on many other variables, including the task and
the individual’s level of alertness, anxiety and fatigue.

In most tasks, people set themselves standards which they are content to achieve.
Often they don’t exceed these targets, even though they are capable of doing so. The
level individuals set for acceptable performance depends on the situation, and on
their past successes and failures. It is not always possible to predict how successes or
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Other employees

Ability and skill Motivation

Experience Feedback

Human
performance

Task Stress

Personality Environment

Other factors Role clarity

Technologies

Figure 8.1 Factors affecting human performance.

failures will affect people’s future performance, but psychological experiments hay,
suggested that successful performance leads to an increase in the standard:
employees set themselves, whilst failure leads to a decrease. However, there are
exceptions to this. For instance, continued success may eventually lead to boredom
and an unwillingness to expend further effort.

Many psychological experiments have shown that performance is influenced by
people’s expectations. For instance, in one well-known experiment, C. A, Mace
improved subjects’ performance at 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 given Jeedback comparing their
pe.rfo'rmance with other people’s, or with their own earlier achievements. Objective
criteria for measuring performance are needed to achieve this.

F'or many operative and clerical tasks in construction, measurement is fairly
straightforward and is relied on in management control, estimating and bonusing,

?annot always say how much harder. We can see that a manager’s performance has
improved, but cannot say by how much.

Human performance partly depends on skills. People develop hundreds of skills
during their lives, including highly developed skills for listening, observing, under-
standing and dealing with social situations. Some skills are used so often’ and so
naturall.y that people don’t recognise them as skills at all. People are very versatile at
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Skilled performance depends on organisation, awareness of a goal, and feedback.
But even a well-organised sequence of activities directed towards a specific objective
is not enough, if the individual receives no feedback.

FeedbaCk

There are two kinds of feedback. Intrinsic feedback comes from the individual’s own
senses. Extrinsic feedback comes from other people. Both provide the individual
with information and, if used properly, can enhance motivation. Feedback can serve
as a reward, providing strong motivation to continue a task, because it gives
information about progress towards a goal. For this reason, feedback is important
for both effective performance and learning. Its importance may not be recognised
until it is missing and performance has declined as a result.

Intrinsic feedback

Normally, intrinsic feedback is automatically present and is immediate. In con-
struction, the operative receives constant feedback from sensations like 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 surroundings cannot 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 be impaired.

Gould (1965) conducted an experiment in which subjects were able to watch
themselves on a monitor as they performed a task. Selectively blocking out parts of
the intrinsic feedback (by excluding them from the picture on the screen) always
impaired performance, although the subjects did slowly adjust to the lack of feed-
back. Other experimenters have reached similar conclusions. It seems that;

® performance is disrupted when any part of feedback is eliminated or distorted;

® when feedback is missing, performance improves with practice, but onlyuptoa
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 seriously disrupt speed and quality of people’s work. People adjust to lack of
feedback in the same way that they learn new skills, but they rarely achieve their full
potential.

Extrinsic feedback

Feedback from others is very important and can provide strong motivation, leading
to high performance levels. If this feedback is augmented from another source, its
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value is increased. For instance, Smode (1958) gave two groups the same task. Ong
group was given a feedback report after each trial. The other received a report and y
display of their cumulative score. From the outset, the group receiving the €Xtry
feedback performed much better and continued to do so, even when conditiong
returned to normal.

One of the problems with extrinsic feedback is that it is often delayed; the busy
manager forgets to tell an employee how well he/she is doing; bonus payments are
received a week after the work was done. This feedback ‘lag’ is most serious whep
the individual moves on from one task to another, so that feedback is received whep
it is too late to influence behaviour at that task. If the individual is carrying out
similar tasks over a long period, the feedback lag is less serious.

Ability and skills

[t is quite commonly believed that some people are inherently more able than others,
Psychologists increasingly think that ability depends more on matching people tq
tasks and giving them proper training, than on any inherent factor. An individual’s

ability in a particular task is affected by many factors, of which one of the most
important is the level of skill attained.
Understanding the stages in the acquisition of skills can help the manager to:

® devise suitable training programmes and Job experiences for new recruits and \
less skilled employees; and .‘

® monitor their progress as they acquire skills. |
|

The stages of skill development, although not necessarily sequential, are sum-
marised 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 the task they are learning and its purpose.

® Perceptual organisation. The learner begins to sort out the important informa-
tion from the less important, recognising patterns in incoming information, e.g.

A is usually followed by B, rarely by C and never by D. i

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

® Timing. This is an important feature of skilled behaviour and often the last to be
learned. Skilled workers become expert at timing their actions and this is the first
aspect of skill to be lost 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.
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Learning does not stop here. Fitts and Posner and others have shown how skill
continues to improve until limi\ted by the age of the operator or the constraints of the
task. To maintain automatic performance, especially in complex tasks, regular
practice is needed. This would apply to driving a large crane or excavator. Operators
may think their performance remains at peak, but what deteriqrates is their ability to
cope with incoming information. The less practised operator is l.ess able to respond
effectively when the demands of the task suddenly increase, as in an emergency.

In considering human performance, there are those who would argue that this
should also be looked at in the context of the project and the wider organisation(s)
involved in the project. At this point, it is important to mention that the UK con-
struction industry has developed what are called Key Performance Indicators (KPI)
(DETR, 2000). N .

A key performance indicator is the measure of performance of an activity that is
critical to the success of an organisation. Its purpose is primarily to enable mea-
surement of project and organisational performance throughout the construction
industry. The KPI framework consists of seven main groups:

Time

Cost

Quality

Client satisfaction
Client changes
Business performance
Health and safety.

In order to define the KPIs throughout the lifetime of a project, it is suggested that
five key stages need to be addressed. These are:

® Commit to invest. Client decides in principle to invest in a project, sets out the
requirements in business terms, and authorises the project team to proceed with
conceptual design .

® Commit to construct. Client authorises the project team to start the construction
of the project

® Available for use. Project is available for substantial occupancy of use. This may
be in advance of the completion of the project

® End of defect liability period. The period within the construction contract during
which the contractor is obliged to rectify defects.

® End of lifetime of project. The period over which the project is employed in its
original, or near original, purpose ends. This is a theoretical point over which
concepts of full life costs can be applied.

Details of the KPI groups and their associated indicators (and definitions for these
indicators) can be obtained from the KPI-DETR document (DETR, 2000) entitled
KPI Report for the Minister of Construction.
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Performance and stress Individual factors

Stress can be defined as the demands that a task and the environment make op ,
individual. The structural engineer uses the term in a similar way to describe h
demands made on materials. s

It has been found that people perform best under intermediate stress. If aJ] th
demands of the task and environment are removed, the individual becomes bOrede
less alert and may even fall asleep! Hopefully, this will not happen too often op sit i
When the work is too demanding or working conditions are very unfavourable.
people also perform poorly. o
' I'Jeopk can cope with a range of physical conditions and can tolerate wide var
1e.1t10ns In temperature, lighting, noise, ventilation and humidity. But extreme ph ;
sical and social conditions are stressful, g

When the job demands and working conditions are reasonable, the employee is

most likely to find the work stimulating and challenging, and will put in maximup
effort.

Job stress

Unlike physical and chemical hazards, job stressors respect no occupationg]
bo.undaries. Therefore, the potential for exposure to this class of health risk is
ubiquitous. There are many reasons why organisations should take account of stresg
and do something about it. These include:

® Organisations have the social responsibility to provide good quality of working
life.

® Excessive stress causes illness.

® Stress can result in an inability to cope with the demands of the job which, of
course, creates more stress.

® Excessive stress can reduce employee effectiveness and therefore organisational
performance.

A model of job stress and health is depicted in Fig. 8.2. The model shows that job
stressors can produce acute reactions and strains, which can lead to chronic illness.
Although job stressors are listed as a single category, usually they are grouped into
s.everal broad categories such as: factors intrinsic to the job; role in the organisa-
tion; relationships at work; career development; and organisational structure/cli-
mate.

From the model presented, it can be seen that the factors that influence (mod-
erating factors) job stressors include personal characteristics (e.g. personal traits),
non-work factors (e.g. family matters, financial issues, social relationships), and
buffer factors (e.g. social support, coping skills, physical exercise). The moderating

factors operate to strengthen or weaken the relationship between job stressors and
health outcomes.

Age =

Gender
Job stressors Marital status

Job tenure

Job title Acute reactions
Physical environment Type A
Role conflict personality
Role ambiguity Self-esteem Psychological linesses
Interpersonal conflict Job dissatisfaction
Job future ambiguity Depression
Job control Work related
Employmgnt Physiological disability
opportunities Somatic .
Quantitative work load complaints Physician-
Variance in work load ——L-— diagnosed
Responsibility for Behavioural problems
people Accidents
Underutilisation of Substance use
abilities Sickness absence
Cognitive demands
Shift work

Non-work factors Buffer factors
Domestic/family Social support from
demands supervisor co-workers
and family

Figure 8.2 Model of stress/health relationship (from Murphy, 1995, pp. 41-50).

The model also highlights the complexity of the problem of stress, as it cuts across
work and non-work domains. These cross-cutting effects suggest that the study of
job stress, and the design of stress management interventions, should be approached
from a multidisciplinary perspective. It is only through this that an accurate picture
of the nature of stress and how it should be managed could be produced.

People react to excessive stress in various ways:

® They work faster. They act without weighing up all the available information and
allow more errors to happen.

® They work out priorities. They filter incoming information, discard some or set it
aside for later attention, delegate some tasks to subordinates and concentrate on
the important ones themselves. Many people work fairly effectively in this way.
Managers often have to.

® They put all work in a queue. Jobs, important or trivial, just wait in line. This
evens out the individual’s workload, but causes delays. Some delays lead to
costly mistakes, but others may be productive. In some tasks, human perfor-
mance improves if information has been absorbed before being acted on.

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

mance later on.
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The causes of stress do not necessarily have a cumulative effect. Stress involves mg
factors which interact in various ways. For example, if someone is doing a job whilcl
involves reading, a small amount of extraneous conversation will be more disruptivh
the.m a. loud mechanical noise. Lack of sleep produces a low level of arousal, but 10u§
noise increases it. So, a noisy workplace would offset tiredness.

Optimal stress

It is not easy to specify an optimum level of stress. Its effects can change as g task
progresses. Normally, moderate levels of stress produce the best performance, gq a
d.emanding task should be counterbalanced by favourable environmental condi.
tions, and vice versa. Talking to fellow workers or listening to the radio can make
the performance of a routine task more efficient, but would hamper a demandip

task which needed concentration (Fitts and 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 bill of quantities for
/! errors, usually result in a steady fall in alertness and performance. Tasks of this kind

are becoming more common, as routine operations become automated.
' A typical task in which fatigue occurs is mechanical excavation, where the driver
1s continually adjusting controls in the cab. At first, performance improves as the
| operator adapts to site conditions. But efficiency declines if the task goes on for too
) long. The continual demands of this ‘tracking’ task cause fatigue and loss of
attention. The longer the task goes on without a break, the more the worker makes
mistakes. Performance can be improved by adding variety to the work, using fre-

quent rest pauses and giving feedback on performance.

Anxiety

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

. People become too anxious if the Job they are given is too 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. This may be harder to remedy.

Stress and its management

Many factors beyond the task and working conditions also act as stressors. What an
employee finds stressful depends on his or her characteristics, the situation and the

—————
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interaction between the two (Payne et al., 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, biofeedback and medita-
tion. 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 factors cannot be designed out of some jobs, work
environment and organisational factors can be modified, through organisational
change, job enrichment and job redesign. Murphy sees stress management methods
as a useful support to these techniques, but not as a substitute. The organisation
must still tackle the causes of excessive stress. Whilst some people doubt whether
techniques like job enrichment can increase productivity, it seems that they can help
to reduce stress.

In summary, the following can be offered as ways in which stress can be managed
by an organisation.

® Job design. It is important to clarify roles, reducing the danger of role ambiguity
and conflict and giving people more autonomy within a defined structure to
manage their responsibilities.

® Targets and performance standards. It is important to set reasonable and
achievable targets that may stress individual workers but do not place impossible
burdens on them.

® The placement of people in jobs. Organisations need to take care in placing people
in jobs that are within their capabilities.

® Performance management processes. There is a need to have performance man-
agement processes that allow meaningful dialogue to take place between man-
agers/supervisors and individuals about the latter’s work, problems and
ambitions.

® Counselling. It is important to give individuals the opportunity to talk about
their problems with a member of the HR /personnel department, or through an
employee assistance programme if one exists.

® Management training. It is important to provide management training in per-
formance review and counselling techniques and in what managers can do in
order to alleviate their own stress and reduce it in others.

® Work-life balance policies and strategies. Having work-life balance policies is
important. This could be operationalised to take account of the pressures on
employees who have responsibilities as parents, partners or carers, and which
can include such provisions as special leave and flexible working hours.

Information technology

One of the technologies which is having an increasing effect on employee perfor-
mance is information technology. IT is changing work practices and hence
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employees’ attitudes towards work. It is changing the nature and content of ing;
vidual jobs and work groups; the tasks of supervision and management; and th~
hierarchical structure of work roles. ¢
On the positive side, this ‘new work’ (as it was sometimes dubbed in the 1990
may offer more employees work which is less repetitive, less boring; tasks Whic
empower them and involve them in constant learning; roles which require them ¢,

do more problem-solving, decision-making, innovation and other higher-Orde
thinking. |

Motivation

Miller (1966) and others point out that what constitutes motivated behaviour ig very
diverse. Its study encompasses biochemistry, sociology, psychology and anthrg.
pology, to name just a few.

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

Even in psychology, many kinds of explanations have been put forward, some
more plausible and useful than others. A contingency approach seems mogt
appropriate — what motivates one person will not necessarily motivate another. For
each individual, what motivates depends on the circumstances and how the person
perceives them.

Although some theories are more soundly constructed than others, there is ng
single theory which explains all motivated behaviour. Most introductory psychol-
ogy books expand on some or all the ideas mentioned below, but vary in the way
they categorise them.

Approaches to motivation

Needs and drives

Drive-reduction theory

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 satisfy primary needs, is also
motivating. This anxiety drives people to strive for success, power, social approval
and money. Mowrer maintains that the need for security keeps most people in their
jobs.

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

==
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Self theory

Snyder and Williams (1982) claim that people have a basic need to maintain or
enhance their self-image. They suggest that this theory could provide a unifying
theme for a range of cognitive theories of motivation and be a useful addition to
operant conditioning theory (see below).

Other needs theories

There are numerous needs theories. Some, such as Murray’s (1938), list about 20
needs. Others list a few arranged in a hierarchy. Maslow’s hierarchy ( 1954) is per-
haps the best known to managers.

Maslow claims that needs operate in a kind of hierarchy, where reasonable
gratification of one level triggers the next level to operate. These needs include basic
necessities like food, clothing and shelter, which lead to physical well-being and
security. Then there are higher needs, like affection, respect and self-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 competence (White, 1959).

Cognitive theories

These relate motivation to cognitive processes like thinking, perception and mem-
ory. They include the following.

Cognitive consistency theories

Motivation depends on how the individual perceives the world. An example is
Korman’s theory (1974), which argues that an individual is motivated to behave in
ways consistent with his or her self-image. Festinger’s cognitive dissonance theory
(1957) is another well-known example.

Expectancy theories

Examples are Vroom (1964); Porter and Lawler (1968). Motivation is seen as a joint
function of expectancy — a belief regarding the probability that a particular course of
action will lead to a particular outcome — and valence — the value an individual
attaches to each probable outcome. If the most probable outcome is highly valued,
motivation will be high; if the likelihood of achieving the most valued goal is low or
if the most probable outcome is not highly valued, motivation will be low.
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Expectancy theories assume that people always make rational choices, but the
evidence throws doubt on this (Wason, 1978 and others).

Instrumental conditioning

The theory of instrumental conditioning looks at the relationship between perfor-
mance and rewards. The general assumption is that people will work harder if
rewarded for their efforts (B. F. Skinner, 1953). The reward, and hence the moti-
vation, is extrinsic to the task. Skinner found that if a reward is given when people
behave in a certain way, they are more likely to repeat that action. There is solid
evidence to support this.

To establish a desired level of behaviour, managers must reward improvements in
performance, until eventually they reward only behaviour which closely approx-
imates to the desired behaviour, and finally only the behaviour itself. Rewards
should be given regularly until the desired behaviour is well-established. Ideally, the
reward should follow the desired behaviour fairly soon.

A reward is anything valued by the individual. Some people prefer tangible
rewards, others a word of praise or hint of promotion (Higgins and Archer, 1968),
Moreover, what the individual regards as rewarding varies over time.

Even if employees don’t want a monetary reward, money can be motivating if it
helps them buy the rewards they do want. In this role, 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, there is a graduz?l
decline in performance. But rewards given unpredictably lead to continued moti-
vation to repeat the task. This is how gamblers are rewarded; they do not know
when they are going to win and they do not always win.

Second, Skinner noted that when a person’s behaviour is ignored, there is a
tendency for it not to be repeated. Thus, the absence of a suitable reward can cause
performance to decline, unless something else takes its place.

Reward systems often have unpleasant connotations, implying that some ?or}-
trolling person offers rewards to some less influential person. In practice, extrinsic
motivation operates continuously in all aspects of human relations and is a two-way
process. Construction managers and workers reward, or fail to reward, one another
all the time (Fryer and Fryer, 1980).

Intrinsic motivation

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

We become curious about a task when it is unclear, uncertain or unfinished. Qur
attention is maintained until the problem is solved. Operatives are motivated in this
way when they have an unusual construction detail to work out. But motivation of
this sort will only be sustained if employees are given tasks which are slightly dif-
ferent from, or a little harder than, those they have done before. If a task is too easy,
employees become bored. If it is too difficult, they become frustrated. Either way,
motivation suffers.

Setting challenging tasks for subordinates demands ingenuity and imagination 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 look for opportunities to restructure
tasks to provide people with a challenge. 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 managers
in the firm.

Sense of competence

It seems that most employees are motivated by a need to become more competent.
Bruner argues that unless people become competent at a job, they will find it dif-
ficult to stay interested in it. To achieve this sense of competence, employees must
have some measure of how well they are doing. This relies on having a clear target
and some feedback on performance. A vague task, stretching far into the future,
offers little scope for measuring progress. Its effect on motivation will be small.

The need for competence may vary with age, sex and background, and managers
must be sensitive 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, 1979), but may not recognise how much their
needs differ.

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

The need to co-operate

Many people need to respond to others and work together towards common
objectives. They satisfy this need in different ways. Some are natural leaders whilst
others contribute to the group by offering helpful suggestions, by evaluating ideas or
simply by doing what is asked of them.

Managers must be tolerant and flexible; it is in cultivating these varied but
interlocking roles that they help their subordinates to get a sense of working
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together. If individuals can see how they contribute to their team’s effecti\/enesS
they are likely to become more motivated. Construction work is often Organiseq S(;
that it is carried out by small gangs. Tasks like bricklaying, which often depenq on
co-operation, will encourage motivation, if properly managed.

Goal-setting theory

® Difficult goals lead to higher performance than moderate or easy goals.

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

® Feedback about the person’s goal-directed behaviour is necessary if goal-sem’ng
is to work.

® Employees need to be committed to achieving the goals.

Bruner argued that if tasks are too difficult, there is an adverse effect on motivatiop,
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 achieve a goal. But of course lack
of skills is not the only reason a task may be too hard. Some of the obstacles may be
beyond the employee’s control. The manager must ensure that such obstacles can be
resolved and that targets are therefore feasible.

Locke has suggested that goal-setting should be viewed as a motivational tech-
nique rather than a motivation theory.

Motivation and job satisfaction

There is a widely held view that if people are satisfied with 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.

satisfaction, rather than be the result of it. Also, removing the causes of dis-
satisfaction does not automatically lead to satisfaction!

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

‘—*
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F,‘nancial incentives

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

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

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

Honesty. The scheme must be seen to be fair.

Agreement. The terms must be fully accepted by workers and management.

Targets. These must be reasonably attainable.

Size of task. Bonus should be based on small parcels of work, enabling the

operative to assess progress and bonus earned.

Group size. Bonus should be related to individual effort (although, in practice,

rewarding a small group can be effective and can encourage co-operation).

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

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

® Scope of scheme. As many tasks as possible should be bonusable.

For a discussion of the types of incentive scheme and their implementation, see
Harris and McCaffer (2001).

Sub-contractors

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

The manager, having no direct authority over sub-contract operatives, must
identify ways of supporting the sub-contractor’s own efforts to get high perfor-
mance levels.

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 prospects for 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
value unless the sub-contractor’s own management is making an effort too.
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Job design

Job design is about improving motivation and performance at work. Some peq 1
thought machines would help, by automating dull, monotonous work out of exI? '
tence. But the replacement of human energy by machines has created problemg tol&

It has encouraged specialisation and the deskilling of many jobs, making it harq to '
provide varied, interesting (and hence intrinsically motivating) work. We have paig

a price for our technical progress. Some would argue that the price has been tog

high. What can be done to make work more meaningful? Several techniques hy,,
been tried. ¢

Job enlargement

This involves 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 tagk
1s repeated less often.

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

In 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 terms of human satisfaction might not be great. Many of the
more skilled construction Jobs already offer variety and interest.

Job enrichment

Whether job enrichment succeeds is hard to evaluate. There is some evidence that
workers are more satisfied, but production levels are not always higher. The aim is
to promote productivity by providing challenging jobs. One difficulty is that if
people are given more responsibility, their bosses will have less. The effects of job
enrichment on higher management levels must 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 are enriched and this must also be
taken into account.

I |

Motivation and Human Performance 151

Er gonomiCS

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
reduce frustration. This will not be achieved if the purpose of the exercise is only to
achieve efficient and cost-effective production. To maximise productivity and
satisfaction, there must be a trade-off between technical efficiency and the
employee’s well-being. In ergonomics, human satisfaction should be a key
consideration.

Job rotation

A rather more straightforward way of enlarging people’s jobs is to move them
around the business. This can widen the range of their work, creating interest and
motivation, but its value may be short-lived if they see it as moving from one boring
job to another. It is also costly to move people from 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 is unlikely to lead to a substantial
change in 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 bonds which exist
within the organisation.

Job rotation has another function — in staff development. In a study by the writer,
construction managers said they valued job rotation as a way of developing man-
agers (Fryer, 1977).

Time management

Put simply, time management refers to the development of processes and tools that
increase efficiency and productivity. Time management is often thought of, or
presented as, a set of time management skills; the theory is that once we master these
skills, we will be more organised and efficient.

Over the years, practitioners and students of time management have attempted
to analyse and understand the time use of those persons who want to become more
efficient on the job, in their home lives and in the other activities that they under-
take. Some sets of common precepts have emerged. These include the need for
prioritisation, the creation and use of lists, and the assigning of activities to parti-
cular time slots on an individual’s calendar (Macan, 1994). All these approaches
are based on the premise that activities can be organised longitudinally and com-
pleted in manageable bits, allowing a person to work through the obligations of the
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day to achieve desired goals. However, there have been studies that examined the
relationship between traditional time management behaviours and the concept op
polychronicity (Slocombe and Bluedorn, 1999). Polychronicity is the extent to
which people prefer to engage in two or more tasks or events simultaneously. Thyg
polychronic behaviour, at first glance, appears not to fit the more traditional Step:
by-step, one-thing at a time suggestions that characterise efficient time manage.
ment. Rather than prioritising and ordering activities one by one, polychronic time
use is characterised by overlaps of activities, interruptions, and the dovetailing of
tasks.

In business, time management has morphed into everything from methodologieg
such as Enterprise Resource Planning through consultants’ services such ag
Professional Organisers. There are people who find management tools, such ag
Project Information Management (PIM) software and PDAs (Personal Digita]
Assistants), useful for managing their time more effectively. As an example, PDAg
can make it easier to schedule and keep track of events and appointments.

There are useful personal time management skills. These include:

Goal setting
Planning
Scheduling
Prioritising
Decision-making
Delegating.

The typical manager’s day is full of activities, some of which are planned beforehand
and some of which are new and need to be addressed as they arise. This makes time
management difficult. However it is important that managers are able to make the
relevant effort to consider some of the following issues:

® Planning and organisation. Organise your same-day appointments geo-
graphically. Arrange any errands to coincide with any outings. Also, organise
materials for a meeting the day before to gain more time on the day of the
appointment. Resolve to do today what you wanted to do tomorrow. Make a
catch-up list of tasks you have avoided or put on the ‘back-burner’ and rank
them from the most important to the least important. Resolve to do at least one
task from this list each day.

@ Set priorities and focus on goals. Determine what is most important — prioritising
is the key to mastering the use of time.

® Work breakdown. Break down a major project into smaller component tasks that
can be done in a short time. Target a date to complete each of these.

® Avoid interruptions. Be able to set aside a period of the day as ‘off-limits’ during
which time you will not be interrupted. Use this time to work on your top
priorities. Time your calls strategically. Make your contacts with colleagues,
staff and clients productive, but crisp. Be able to schedule free time. Find at least
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one day each week during which you do no work or business at all. You will geta
better perspective on your work after you have time away from it.

® Delegation. Be able to assign tasks to another or others to give you more time to
‘handle the tasks which only you can do. Effectively multiplying your time is the
ultimate time management technique.

® Establish work habits. There is a need to have a routine to take care of the work
activities. If not, it is more difficult to focus, to get things done, to schedule
activities, and to control distractions. With an effective routine, one can increase
efficiency and get more things done.

Summary

Human performance is complex and difficult to control. Whether or not an indi-
vidual works hard or works effectively depends on many diverse factors, such as
skills, age, personality, past experience and motivation. The type of task, develop-
ments in technology, the job design, the feedback given and the organisational
setting are also important. Moreover, all 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 seems that an individual’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 perfor-
mance. Indeed, some evidence shows that poorly motivated people performing
badly can be more satisfied than highly motivated workers doing good work.

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

Discussion

Discuss the important aspects of organisational and project strategies that are likely
to contribute positively to the reduction in stress levels of employees.

Discuss the strategies that a construction manager might employ as part of effective
time management.
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The long-term decision is to some extent a stab in the dark, an attempt to decide policy
some distance in the future based on today’s standards and events. Immediate, opera-
tional decisions require no crystal-ball gazing. A problem presents itself and the manager
makes a decision with most of the facts available, It is perhaps unfair to say that long-

@
Problem-Solvin g and
e o ° term decisions are ‘neglected’ but rather that they are ‘shelved’ — until today’s long-term
Ry DeCISlOH-Maklng decision becomes tomorrow’s immediate decision.

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

‘ As a site manager with too few supervisors under me, I have had to make the decision
to spend an afternoon in the office, scheduling and programming, when I know full well
that labour is idle or not fully employed on site. I have had to balance the effects of 50
per cent production against the possibility of a total lack of direction, or no materials on
site with which to work. But in all honesty, I invariably end up scheduling and planning
at home! That is, these items take second place to the immediate decisions.

Consider too my contracts director. He feels it his duty to oversee existing contracts

. Chapter 9

So a decision reached in minutes may be preceded by many hours of collating and

and seck out new work at the same time. But if one of his contracts is doing badly, he will
feel that time spent in finding new work will be to the detriment of the existing contract.

The site manager will be Judged on the performance of the contract to date, rather
than on the final result, and is therefore unlikely to plan too far ahead if the problems of
today are pressing.

analysing information. Even a key business decision may be reached quickly, byt Our industry is subject to change at short notice, often negating weeks of preparation

/! only after prolonged consideration of information, a process which may have been znd g) lanmngi The fagtors influencing a long-term decision may have changed before it
f spread over weeks or months and involved other staff. A5 USRIl Eted,
¢ Problem-solving has not d
{ enjoyed the same stat : g0 b
{ decision-making. Prob| I e 1 U8 I management thinking as Clearly, managers face a dilemma, but the situation can be eased. The same manager
q\ b 1 £ oS0 Ymg occurs all the time as people try to achieve their had these suggestions for striking a better balance between long- and short-term
§ goals, find they cannot do so directly and search for Wways round the problem. Much decisions:

problem-solving, though quite elaborate, is performed without the individual’s

awareness of the process. ) .
P If I had more intermediate supervisors, I would delegate more and my time could be
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Some problems do not involve a decision, because there is only one

L)

which are less structured but have long-term consequences. The manager must
guard against this and get priorities right. But routine problems cannot be ignored.
They can be urgent too!

The conflict between short-term and long-term decisions is a real one, as this site
manager lucidly describes:

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 already been made as part of a longer-term view.

Types of problem and decision

Management problems come in all shapes and sizes. They vary with the type of
work, the rate of external change, the levels of management involved and so on.
Some problems are easily resolved; others need a long and difficult period of creative
thinking and decision-making. Igor Ansoff developed one of the best known ana-
lyses 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 pro-
Jects, scheduling routine tasks and co-ordinating sub-contractors.

Strategic decisions are about long-term problems, risks and uncertainties. Senior
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managers have to decide about markets and clients. They must review Objective
and consider new techniques, to guarantee the firm’s long-range survival, The
must have a policy about sub-contracting work and employing direct laboy;

® Administrative decisions bridge the gap between operating and strategic decisi()ns
and deal with how the firm functions effectively. Some of these decisiong are
about organising the business: what decision-making to centralise and decep,
tralise; how to structure responsibilities, work flow, information flow, ang
location of facilities. Others are about obtaining and developing people ang
resources, and the financing of operations and capital assets.

Important decisions come mixed up with trivial but time-consuming demands.
Somehow the manager must strike a balance between them. On a single day, a seniop
manager may have to make a decision about the firm’s future, reconcile a confligy
between two members of staff and advise on a host of operating problems, The
strategic decisions are the ones most likely to remain hidden, or be pushed aside. The
manager must actively pursue them.

Some managers write down their problems and arrange them in order of Priority,
However, importance and urgency do not always coincide. Managers must try to
delegate routine decisions to give themselves more time for important ones. These
are not always obvious and managers may have to search for the opportunities and
threats looming up. 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 level, leaving the main strategic
problems to their seniors. However, viewing the site as a separate organisation, some
of the manager’s decisions are strategic in relation to the project goals. The site
manager must strive to balance the immediate and long-range issues, albeit 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 bonus to pay for
sweeping up, how soon to call up a delivery of timber — a routine will be worked
out for dealing with it.

® Non-programmed decisions. These are the difficult ones. They relate to problems
which are novel and unstructured. There is 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 decisions are taken under pressure. The manager hasn’t time to 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. Decision rules
evolve when a problem occurs regularly. Once a problem has been solved, the
manager knows, more or less, what to do if it happens again.

B —
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gtages in problem-solving and decision-making

Problems and decisions vary so much in complexity and importance that the
manager needs to be flexible to cope with them. On site, some of the problems are
technical and can be quantified. Others, like some sub-contract problems, are
organisational or contractual and demand Judgement and compromise. The
manager may have to decide what is reasonable rather than right.

Managers must know when a problem should be tackled alone and when to
involve others who have some special 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-solving and decision-making pro-
cesses, but for many simple problems the steps are passed over quickly and without
much conscious thought. A decision can emerge without anyone being sure when it
was made or who made it; indeed, without anybody realising a decision was reached
at all.

More complex problems must be approached systematically.

Deciding priorities

Problems rarely crop up one at a time, but come in thick and fast, important ones
mixed up with trivial ones. The first step is to decide which problems need to be
tackled first. This is not easy. Information will be incomplete and it will be difficult
to judge priorities objectively.

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 helps to write the problem down in simple
language, identifying causes and the desirable outcome (although defining an
acceptable solution is not always 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 more likely to lead to novel solutions.

Collecting information

Information is gathered, often from many sources. Opinions must be separated from
facts and accuracy of data checked. Some of the information can be converted into
numbers, graphs and diagrams, which make the problem more visual (but perhaps
more abstract).

Major or complex problems may have to be tackled piecemeal to make them
manageable. For instance, with materials wastage it may be necessary to tackle one
cause of waste at a time (say, multiple handling) or one material (presumably one
causing high wastage costs).




158 The Practice of Construction Management

Generating choices

Drucker has pointed out that one choice is to do nothing. Even this requires 5
decision, for it will produce an effect, Just like any other course of action.

Reaching a decision and acting on it

Choosing between the alternatives is not easy. The full facts are seldom available, g,
the manager simply doesn’t know which decision is best and has to fall back op
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 fits into
the wider picture. The person on the spot — the site manager, for instance —
understands the local situation better than the senior manager, who may be very
experienced, but is distant at head office. However, the senior manager is better able
to judge the effect of a local decision on the whole firm and must decide when 3
decision needs this wider perspective.

Once implemented, 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. Skills and principles previously learned can be used in
solving problems, but people may persist in using solutions that worked in the past,
but which are no longer appropriate.

Lack of skills for dealing adequately with any part of problem-solving can lead to
poor results. Managers who are good at generating ideas will not necessarily be able
to solve a problem if they cannot diagnose it properly in the first place.

Human reasoning and problem-solving

Before the development of experimental psychology, philosophers thought that all
human thinking followed the laws of logic. We now know this is not the case. People
are not always logical or rational. Instead, they often solve problems intuitively.
They don’t always know how they arrived at a solution, but are fairly sure it is
correct.

‘
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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 idea of
the alternatives and the kind of solution wanted. The other view is that the manager
solves problems in a much more inzuitive way. The manager rarely has perfect
knowledge and cannot operate entirely rationally.

Some interesting research on human reasoning has been carried out by psychol-

processes — deduction and induction. Deduction involves drawing specific inferences
from a general set of Statements, as in:

All construction workers are mortal.
Alex is a construction worker.
Therefore, Alex is mortal.

However, consider:

All construction workers wear safety helmets.
Alex is wearing a safety helmet.
Therefore, Alex is a construction worker.

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 allows people to base useful conclusions on hunches. Strictly
logical reasoning cannot be used in this way.

Induction involves generating a rule based on some specific instances. An example
is “All construction workers wear safety helmets’ based on seeing a number of
operatives wearing hard hats. Inductive inferences can always be disproved, for
instance, by the appearance of a construction operative not wearing a hard hat.

Much of the time people do not reason logically, unless they have had special
training. Wason argues that instead of looking at people’s abilities to reason logi-
cally, it is more productive to study how they perform when 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-sol-
ving. The results have been surprising. They show that people faced with difficult
problems may 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 hypothesis of
reasoning. They argue that for simple problems, people can state accurately how
they reached a solution. For more difficult problems, they cannot always do so.
How people say they solved a problem may bear little resemblance to how they
really did. They cannot recall how they reached the solution and therefore tailor
their explanations to fit the result. Wason says this is like the intuition of mathe-




160 The Practice of Construction Management

maticians who ‘know’ when a solution is correct and work out a proofafterwards_ I
is interesting that research on logical reasoning should result in statements abOm
intuition and irrational thought.

Don Norman made some interesting comparisons between the reasoning cap.
abilities of human beings and computers. People make elementary errors in pep.
ception, 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 masterpieceg ang
understand language. Almost all the things computers 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 this is that errorg give
clues to how people think. Indeed, psychologists have devised many experimepg
intended to cause people to make mistakes so that they can study human thoughy
processes.

Some of the strengths of people and computers are compared in Table 9.1. We are
lucky to have the best of both worlds. We can use computers for tasks that people
are poor at or find boring. This gives people more time to concentrate on thoge
creative tasks which they do better than computers.

Table 9.1 Comparison of human and computer attributes (adapted from Norman, 1978).

Computers People

Fast at computation Flexible

Accurate Have vast stores of information and learned

Good at computation strategies

Good at storing and manipulating Good at applying things already known
information Good at exploiting new situations

Good at storing abstract data (codes and Capable of insight
figures) Good at intuition

Good at making logical inferences
Known memory capacity

Can tackle novel problems

Rigid Slow at computation
Prone to errors of perception, logical
reasoning and recall

Artificial intelligence (AD

AT uses computational approaches to simulate the characteristics of intelligent
human thought and behaviour. One of the applications of Al is in the development
of expert systems, which can emulate human judgement and expertise — diagnosing
problems, recommending alternative solutions, identifying possible strategies, and
so on. Itis likely that computers and hence robots will eventually be able to do many
of the things humans can do.

*
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It appears that human skills and 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. Parts of these
programs, like the actions of a scaffolder tightening a coupling, or a crane driver
slewing right, are repeated a gain and again. These sub-routines are under the control
of higher-level instructions called executive programs, which decide the overall plan
of action and call upon the various sub-routines at the right points in the process.

Critics of this computer analogy stress that Al programs have not yet come
anywhere near modelling the complexity of human cognitive processes. The human
mind is so elaborate that even the most advanced AT models leave major aspects of
thinking unexplained. But one should remember that a model does not have to be
complete or correct to be useful. Its value lies in its ability to foster new under-
standing and stimulate research that extends our knowledge (Smith, 1993).

Group decision-making

A lot of interest has centred on whether groups make better decisions than indivi-
duals. The conclusion is that there are benefits and drawbacks. Some groups are
very creative and produce consistently good decisions. Others never get things
together.

Managers should avoid Judging the value of group decision-making solely on the
quality of decisions reached. The Very process of co-operating to solve a problem
can have a powerful effect on employees’ satisfaction and motivation, and this may
outweigh the disadvantages of a few poor decisions.

Hunt (1992) and other writers have summarised the advantages and dis-
advantages of group decision-making.

Advantages

More skills and 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 satisfaction.
Groups sometimes average their answers and eliminate extreme positions (but
see ‘Group polarisation’ below).

Disadvantages

® Members may be too alike.

® Members may be so different that they cannot communicate with, or under-
stand, one another.

® Averaged answers may end up as ineffective compromises.

® Decisions often take much longer to reach.
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@ Members may not identify one another’s skills and experiences, so that thej,
contributions are wasted.

@ Discussions go off at a tangent, wasting time and effort and creating frustratiop
and annoyance.

@ Some members don’t understand the problem as well as others.

@ Time is lost dealing with personal clashes and social issues.

@ Some members dominate the others and do not listen to their ideas. The morg
passive members stop making suggestions.

@ If there are too many in the group, some will not get a chance to express thejy
views.

Despite these problems, the trend towards group decision-making, sometimes calleq
management by committee, has continued. For one thing, organisations have
become larger 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 effective at decision-making if certain
guidelines are followed:

Give the group a clearly 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 as individuals.

Give the group a task which needs a variety of skills and experiences.

Teach group members about group processes.

Appoint a good leader who will co-ordinate the group and keep it on course.
Restrict the size of the group. Five or six is often about right.

Don’t give a group a decision which only justifies one person’s attention.
Decisions should be assigned to groups only when there is a clear benefit to the
members or the organisation.

The problem-solving abilities of a group depend to a large extent on the interaction
within the group (for further discussion, see Chapter 7).

, When unanimous agreement is a problem in decision-making: groupthink

Cline (1994) is one of the few researchers who has investigated what happens when
group members seem to agree, but probably do not. The findings show that, during
difficult tasks and stressful situations, members of the group are more inclined to
pursue relationship goals supporting each other than to deal with the problem and
enquire about the risks involved. Also, individuals may avoid disagreeing or asking
for further information as they feel that their view is inferior, or they believe that if
they offer a different point of view they may offend or upset other members of the
group. When those considered to hold more senior or authoritarian positions in the
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group put forward a view, some members of the group may be so fearful that they
will not put forward their true opinion, even if asked to. Some members within a
group may have such a desire to be part of the team included in future projects, and
so worried about rejection or conflict, that they may withhold potentially important
information so that they don’t offend influential group members. Pressure to agree
may be so strong that group members may continue to agree blandly whilst
unwittingly consenting to their own destruction.

‘Groupthink’ is an expression used to describe a group that feels that they are
moving forward agreeing on issues, when privately some members of the group are
not in agreement, but do not express this. Cline (1994) suggested a few ways of
avoiding ‘groupthink’. This included asking questions, noting an absence of
disagreement (which serves as a warning to group members to reassess alternatives)
and being aware that the risk of illusory agreement heightens as external stress

~ increases. Hartley (1997) also points out that a seemingly unanimous agreement by

the group may disguise a silent minority.

Group polarisation and ‘the risky shift’

Groups often make more risky decisions than individuals. This was discovered in the
late 1950s. It came as a surprise because it had been assumed that committees and
other groups tend to stifle individual boldness and produce cautious, unimaginative
decisions (Taylor et al. 1982).

Various explanations were put forward for this risky shift. The most successful
was by Brown (1965; 1986). He suggested that risk is valued in Western culture. We
admire risk-takers more than people who are timid and cautious. People discover
that there are others in their group who are prepared to take higher risks, so to
maintain their self-image, they shift their level of risk-taking towards the higher
level.

However, the shift is sometimes towards caution. A group may make a safer
decision than the individual members would have done. Brown’s explanation is that
caution is also valued in some situations (as in investment decisions).

In the late 1960s, it became apparent that an effect called group polarisation 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 judgements tend towards
the risky pole, a risky shift occurs. When individuals are tending towards the cau-
tious pole, there is a cautious shift. This effect has been amply shown by experi-
ments.

Brown identified another factor which contributes to the polarisation effect. He
argued that individuals tend to support the dominant group opinion 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
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been found that trade union mass meetings produce more milita
ballots among members. Similarly

targets, discussion results in even higher targets,

Complexities of group decision-making
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considerable. Group chemistry has the potential to release the best that every
member has to offer, generating ideas and synthesising view points, or it can stifle
contribution contaminating the group product (Hirokawa and Poole, 1996). To
assist the group’s effectiveness, an examination of the nature of the task, perceptual
barriers, procedures and methods used during decision-making is needed. Decisions
made by groups where members are prevented from participating fully do not make
use of the group’s decision-making potential and these decisions can result in
adverse consequences (Hartley, 1997). Failing to consider issues of group interaction
and behaviour when making decisions can lead to disasters. There are a few notable
examples of institutional group behaviour that can help contextualise poor decision-
making processes, for example Capers and Lipton’s (1993) research into the beha-
viours of engineers involved in the development of the Hubble Space Telescope, and
the many studies and theories now emerging from the Challenger space shuttle
(Hirokawa et al., 1988; Cline, 1994; Hirokawa er al., 1996). In all of the examples
reported, members within the teams knew the problems that caused the disasters
before the projects were launched. Probably more interesting is that the specialists
within the teams had the knowledge to solve the problems, yet for some reason this
information was not used. The behaviours reported in such disasters are often
common in everyday groups, although the consequence of ignoring information,
blocking contributions and not considering others does not always lead to such
major disasters.

The phenomena of ¢ groupthink or risky shift’ are closely related to such issues and
should also be considered.

Groupthink is where individuals within the group believe that all other group
members are in agreement and, even though the individual does not agree with the
opinions expressed, they choose not to disagree or put forward their alternative
view. The individual feels that their opinion is inferior to those of the other members
of the group, or that it will not receive a favourable response. Often when groups
seem to be in unanimous agreement individual members may be suppressing
alternative views, and may even agree when they actually disagree.

Risky shift often occurs in group situations. Research has shown that groups are
more likely to decide on courses of action that involve greater risks than an indi-
vidual would. The more flamboyant, dominant and courageous members of the
group may appear more interesting and exert greater influence on other group
members, encouraging others to take increased risks. Also, it is often perceived that
the individual is protected in a group and if things go wrong they will not be held
personally accountable. The lack of individual responsibility may contribute to
groups accepting greater risks.

Video observation and reflection on group decision-making

Although a vast range of what-to-do and what-not-to-do decision-making models
do exist, they all have their limitations (Jarboe, 1996). Rather than overwhelming
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practitioners with the vast array of decision-making models, attempts should be
made to develop a better understanding of the group decision-making process.

No amount of theoretical discussion seems to have quite the same impact as g
study of one’s self in a decision-making and problem-solving context. Possibly one
of the best methods for evaluating a group decision-making process is to video.
record group meetings and allow the members to investigate and evaluate thejr own
and others’ performance (Gorse and Whitehead, 2002). Previous research on video
feedback has found that it can also affect future group behaviour. Weber’s (1971 )
research on team building and the effects of video feedback on group interaction
found that simply exposing groups to video footage of earlier meetings moderateq
subsequent behaviour. Over a series of meetings, control groups that did not receive
feedback during the experiment increasingly engaged in less co-operative behavioygg
and became more negative. Members in groups who watched footage of their pre-
vious interaction reduced their communication dominance and encouraged otherg
to participate in the group. Thus, when individuals observe their own behavioyy
they become much more aware of the group’s behaviour and how they influence ang
affect other members of the group.

During the discussions prior to examination of video footage of group decision-
making people are prone to making very simple generalisations about specific fea-
tures that they believe have the greatest effects on the group and decision-making
(Gorse and Whitehead, 2002). As the participants take part in group decision-
making (which is video recorded) and then later observe themselves engaging in the
group decision-making process, they become more aware of their own action and
behaviours that affect other members of the group. Early observations by the
participants tend to concentrate on the interaction behaviour of themselves, others
with whom they engage, and those who affect their individual contributions. This
self-interest results in criticism, defence and general statements regarding manner-
isms and behaviours used by themselves. Some participants suggest that their
behaviour is different from what they imagined. Participants have noted char-
acteristics that they were satisfied and uncomfortable with. The first important
discovery is that perceptions of how one behaved can be quite different from that
observed.

As participants are allowed to analyse the video data using various quantitative
methods (e.g. counting the number of times a person contributed, the number of
times a person spoke, offered a suggestion or disagreed with another) and quali-
tative methods (e.g. making notes of how conflict developed and how problems were
resolved) they discover factors that affect the group’s discussion, and ultimately the
group’s decisions. Examinations of interaction often reveal that participation within
the group is not distributed evenly. There are dominant group members, those who
participate less or are reluctant to communicate, members to whom most of the
group interaction is addressed. Thus, the skewed interaction is used to inform the
group’s initial decisions. Participants may realise that some members are more likely
to offer direction, others show emotion and disagree more than other members.

Once data on the number of times a person speaks to or interrupts another are

eS|
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collected, group members often re-examine the video data attempting to determine
how members dominated discussions. Those less willing to contribute also become
subjects of interest. Attempts are made to disclose why individuals did not con-
tribute; whether they were blocked, suppressed, chose not to contribute, became
free-riders (or loafers). Observations often uncover different styles of interaction
behaviour that seem to be more effective in encouraging others to engage in inter-
action.

Following the identification of unequal participation, discussions develop over
the strengths and weaknesses when compared with a more balanced level of con-
tribution. Proposals then emerge on how greater contribution from less dominant
members can be achieved. The group’s investigations are often iterative, with
members reviewing the text, examining the video and discussing observations a
number of times and changing behaviour between meetings. As well as observing
others both during the process and using the video data, participants can also reflect
on the internal feelings experienced, providing an extra dimension to the exercise.

The learning process equips the participants with a greater awareness of factors
that will affect their own and others’ ability to influence and contribute to decision-
making processes.

The video exercise has potential to be used as an in-house company training tool.
With relatively minor alterations, practitioners can engage in a decision-making
process that focuses on an aspect of decisions at work. Using video and audio
recording techniques described above, Conflict Management Profiles (Fig. 6.8) and
the Quantitative Analysis and Direction (QuAD) tick sheet (Fig. 5.4) participants
can be encouraged to evaluate their own and other colleagues’ behaviour. With the
aid of a facilitator to control monitoring equipment and subsequent discussions, the
exercise develops greater awareness of oneself and others during the group decision-
making. Such training has the potential to improve understanding of multi-
disciplinary decision-making processes.

Suspending judgement in problem-solving

When managers think about a problem, their purpose is not to be right, but to be
effective. The education system instils in us the idea that we should be right all the
time, but the manager only needs to be right in the end. The danger of trying to be
right all the time is that it puts the manager’s thinking in a straitjacket. It shuts out
ideas that are not right in themselves, yet could trigger an original approach to the
problem. An effective solution could depend on identifying this fresh angle.

Approaches to thinking stressed by people like 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 the
logical arrangement of information, but with where it will lead. De Bono stresses that
we have been taught to reject silly or impractical ideas; we judge ideas as useful or
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useless almost as quickly as we think of them. The impractical ideas are pushed g
so quickly that further thinking which they might have generated is cut off. Inste.lde
we immediately channel our thinking into well-trodden paths that often end (.1 y
unimaginative solutions, “ith

If managers suspend judgement, ideas survive longer and may breed further jgq,
If a manager resists the urge to label an idea as good or bad, subordinates may ?ds'
safer in making suggestions — suggestions the manager might find very helpful. 14 e'el
which don’t fit into the manager’s current framework of ideas may surviy, ;-
enough to show that the framework itself needs modifying,

In lateral thinking, the manager suspends judgement because exploring an ideg ;
much more productive than evaluating it. The longer the idea survive °
likely it is that it will lead to a fresh insight

(S ]0ng

S, the mOI‘e

Creative problem-solving (CPS)

There are a large number of techniques which can be used by managers and otherg
lpd1v1dually or in groups, to generate and evaluate original and imaginative SOlu:
tions to problems. VanGundy (1988, 1992) provides an excellent summary o

f
of them. 3

their own and others’ ideas, so that they can explore Very unusual, even fantastic
ideas without fear of ridicule. ,
Brainstorming, also known as information showering, is one of the better known

techniques and uses spontaneous group discussion to generate more ideas and better
solutions to problems.

For brainstorming to be effective:

® the problem must be stated clearly and simply;

® participants should not criticise one another’s ideas;

@ self-criticism is discouraged;

@ all ideas are recorded, preferably in a way which allows everyone to see them;
® free-association of ideas is encouraged;

® quantity of ideas is important — they should come thick and fast;

® building on and relating to previous ideas is encouraged.

————
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It is vital to get rid of such barriers in CPS sessions. Participants must Jree-wheel,
letting go of inhibitions and allowing themselves to think freely about 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.

Participants should actively develop one another’s ideas, allowing one idea to
spark off another. In normal meetings, this rarely 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 overcome initial
anxiety and lack of self-confidence. Ideas 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 tolerance for their colleagues’ ideas. It can also lead to improved
morale because there is more interaction and everybody feels they are making a
contribution.

Alex Osborn is credited with founding the technique of brainstorming. His pro-
cess was elaborated by Parnes and is now known as the Osborn—Parnes creative
problem-solving process. The CPS process can be used by individuals 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 first think broadly (as in brainstorming) and then analytically, before finally
homing in on the chosen course of action.

Another creativity development programme, Synectics, deliberately brings toge-
ther people with different expertise to work on a problem. The techniques 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 analogies in
complex ways (Gordon, 1961). Gordon points out that often the really productive
ideas result from noticing the points of similarity between otherwise unrelated
phenomena.

Other idea generation tools

There are many methods that are used to help groups generate ideas, evaluate
alternatives and solve problems, a few of those most commonly used are identified
below:

® Autribute listing. Very useful for tackling product or process problems. A pro-
blem and its objectives are clearly stated. Next, all the attributes of the problem
are listed. Witholding all evaluation, each attribute is systematically modified
until ideas for a solution emerge.
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@ Reverse brainstorming. The same as above, but generates ideas that would Mmake
the problem worse.

@ Role storming. Each person is asked to brainstorm an issue from anothey
person’s perspective.

@® Idea writing. This is used to explore the meaning of ideas generated. The Procesg
is normally undertaken in four stages: (1) Divide into subgroups; (2) Each
member writes responses based on an idea, topic or suggestion; (3) Responge
forms are shared and exchanged and (4) Each member then reads their initig)
response and a group discussion follows.

® Delphi method. Experts work independently listing their individual ideas. The
ideas are then reported to all group members and then ranked in order of yge.
fulness and, finally, the ranking of ideas is reconsidered.

® Focus group. A group directly affected by an issue or that has a specific interest jp
a topic are brought together to gather responses and thoughts.

® Buzz groups. Large groups are divided into smaller groups to generate ideas on g
topic and then bring their ideas back to the larger group forum where they are
evaluated.

@ Brainwriting. Members generate ideas silently. In one variant, each member
writes down one idea on a card and passes it on to the next member. The process
is used to help members to build on ideas and stimulate thought. Following
brainwriting consensus mapping can be carried out. In consensus mapping, cards
from members can be sorted into various classifications to develop more
informed solutions.

Before selecting and using the above methods, which either deal with problems using
groups or individuals in isolation, it is important to consider factors that affect
individual and group performance.

f Will the problem-solving process inhibit members’ contributions?

These are the factors to be considered before selecting and using idea generation and
decision-making tools:

® Individual’s confidence when working alone, when working in groups.

® Members’ abilities to use communication methods (reading, writing, talking,
presenting skills, mathematical computations and language).

@ Reluctant and dominant communicators. A socially inept member may be the
sole expert in the team, yet they may find it difficult to contribute their ideas.
Alternatively the dominant person may have little relevant knowledge, yet can be
highly influential.

® Members’ ability to identify relevant knowledge and expertise within a group-
Regardless of skewed participation, groups are capable of recognising individual
expertise (Littlepage and Silbiger, 1992); however, plenty of legal decisions show
that some professionals do liec and exaggerate.
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® Members’ ability to control and deal with differences of opinion and conflict.

@ Members’ ability to ask questions, explore options and make detailed enquiries.

@ Informal and formal leadership. Those who are socially liked or respected often
assume such roles; members of groups may try to please these members by
agreeing with them without fully considering proposals.

@ Members’ ability to build on others’ ideas. Sometimes hopping on another
person’s idea is frowned upon, yet such behaviour can be successful, rewarding
to the group and should be encouraged.

® Members’ ability to think laterally and come up with ideas that are based on a
very different approach. Those with minimal experience and expertise often
propose unconstrained solutions.

@ Risk — note that groups tend to take riskier decisions. The belief that no one
person will be accountable if the decision goes wrong is considered to be a key
reason for the riskier decision. Should one person assume sole responsibility for
the group decision, possibly reducing such effects?

@ Problems of groupthink, individuals may withhold contributions.

@ The effect of taking turns in groups reduces the amount of contributions that a
member can make.

In order to deal with some of these issues it may be necessary to use a combination of
the methods previously described. Different approaches can be used to allow people
to work alone and/or in groups, use methods that develop ideas that build on
another person’s idea and/or produce alternative approaches to ideas, select tech-
niques that use facilitators or experts and/or allow groups to work unaided. There
are benefits to be gained from both working in isolation and in groups. While some
group members may suppress others, the combined discussion of two or more
people may develop a proposal that none of the members could have individually
envisaged.

Summary

Problems crop up in an endless stream, important ones mixed up with trivial ones.
When a problem can be solved in various ways, a decision is needed. Decisions vary
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 is
important 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 thought. Many
decisions are reached intuitively rather than logically. A common difficulty is that
people classify problems too soon, failing to collect and interpret all the relevant
information. Lack of skill in any stage of problem-solving will lead to poor decisions
and solutions.

Group decision-making has benefits and drawbacks. It is most effective when
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there is a clear task with specific objectives, and when participation hel
group’s commitment to the task. Groups may reach a riskier or safer

Chapter 10
‘ they would have as individuals.

[ )
There is a wide range of creative problem-solving techniques for generating ang Managlng Change

‘ evaluating new ideas. They help remove the barriers to creativity, leading to Moy,
b imaginative solutions to problems. ¢

PS secure the
decision thay

Exercise

Within a group, propose a fictional or real problem, which is related to a Particylg,
situation, and identify a number of problem-solving and decision-making techpj. In the late 1990s Sir John Egan’s report, Rethinking Construction, issued a challenge
ques that would be suitable for exploring the problem and options available. Discuygg to the construction industry to commit itself to change, change that might lead to
why the techniques selected are more suitable than other techniques. ~ dramatic improvements in overall performance. As such it was a wake up call to the
‘ construction industry, setting out five key drivers for change:

Committed leadership

A focus on the customer
Integrated processes and teams
A quality driven agenda
Commitment to people.

s Namely, annual reductions of 10% in construction cost and construction time,
reductions in defects in projects and reportable accidents together with increased
A productivity and turnover, and profits of 10% per year. Whilst the report was not
S e without its critics, these statements of intent were backed up by radical proposals to
" change the processes and culture that were endemic in the industry. Integrated teams
and supply chains, coupled with an emphasis on delivering value rather than lowest
| price, provided the platform for delivering improvements, much as they were per-
' ceived to have done in other industries.
=| Four years later, Egan (2002) reported that change was ‘already underway’ and,
consistent with his ethos of continuous improvement, he proposed further strategic
. : targets that focused on the factors that underpin the successful delivery of projects.
| Namely, teamwork, stakeholder collaboration and education. There could be no
doubting, therefore, Egan’s desire to place the workforce and their concerns “at the
| heart of the industry’s agenda’.

To achieve cultural change within any organisation, long-term people-oriented
strategies are required —a fact recognised in The Respect for People Working Group
(2002) report, 4 Framework for Action. The report features key Action Themes, i.e.
equality and diversity, the working environment, health, safety and career devel-
opment and lifelong learning, and reiterates the business case for investing in people.

When organisations are operating in a stable, predictable environment, there is
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.

|| & Importantly, Egan set targets against which efficiency gains could be compared.
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Future studies

Future studies is a developing discipline which uses a number of quantitative ang

qualitative methods to study change. These methods range from forecasting baseq

on trend extrapolation, which mostly uses numerical data, to more judgememal

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 Unpre.
dictable — it can only be assessed in terms of possibilities and probabilities. Ag the
possibilities are almost endless, a whole range of futures can be posited, from highly

8 optimistic to totally pessimistic. Trend extrapolation, in particular, can be very
| misleading, because past trends may be totally unreliable as a guide to what will
: happen in the future.

! Whilst acknowledging the difficulties associated with predicting the future, May
bl (1996) recognises that successful firms increasingly need to respond to changing
i markets. May suggests a method of classifying the ways of thinking about the
! future. Futures techniques are placed on a continuum between those that are cop-
‘ gt cerned with foreseeing the future and those that aim to help managers to create the
[ future. Techniques concerned with the management of change, e.g. impact-assess-
% ment, cost benefit analysis, scenarios and risk assessment, are centrally positioned
il on the continuum as these are deemed to be useful in situations where it is difficult
| either to foresee the future or plan a pre-determined goal with any certainty. May
examines in detail the techniques associated with foreseeing, managing and creating
the future.

[ The process of 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 government measures.
Other pressures come from within the organisation. They include new attitudes to
i work and industrial conflict. Any effort to change the organisation must take
" account of both external and internal forces.

External pressures

Companies are experiencing unprecedented pressure to change the processes,
structures and functional divisions of their organisations. The forces for change
‘ include the following:

@ Increasingly complex and onerous client requirements.
! @ Globalisation of the world economy.

.
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@ The impact of Internet-based information and communication.
@ Public pressure for efficiency improvements and best value.

® The growth of public private partnerships.

@ Public concern about the environmental impact of business.

Winch (2000) suggests that the internationalisation of construction clients and
construction firms, together with economic imperatives, underlie the changes cur-
rently taking place in the construction industry. The British construction industry is
relatively successful in international markets but Winch believes that it faces
important challenges. Sustained client commitment to a best value ethos, re-
definition of professional roles, greater understanding of whole-life building per-
formance and the potential of concessions contracting and renewed focus on

organisational capability and the control of the production process are advocated.

[Inside pressures

The manager must take account of the organisation’s climate or ethos, because it
creates pressure for change. The norms, values and attitudes of managers and other
employees are among the factors affecting its ethos.

An organisation’s climate can be assessed by looking at the following.

Workers’ perceptions of 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 managers and workers.

The ways in which employees are rewarded.

The climate can centre around power, relationships or achievement. In a power-
oriented climate, the decisions are centralised, communication channels are clearly
defined and authority is clearly established and frequently used. There is little room
for individual discretion.

In a relationship- or affiliation-oriented climate, the firm is organised along more
democratic lines. Workers participate in problem-solving and are encouraged to
bring their difficulties to the manager.

The climate is said to be achievement-oriented when senior managers formulate
objectives, but allow groups to work out their own procedures and rewards. Top
managers expect high performance from employees and give them feedback on their
achievements.

Planning organisational change

The firm’s problems must be thoroughly investigated before any action can be
taken. Managers must agree on the scope of the problems and the need for change.
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Data must be collected and analysed with care and presented in a suitable form
employees affected by the changes or involved in putting them into action.
' The goals of change should be realistic and clearly stated. Where possible, the
should be quantified, so that progress can be measured. Many attempts to chap 3
organisations have failed because the purpose was not clearly stated and i,
. understandings arose among employees who had to implement the change. Thepe
should be a clear statement of the timescale for change and the activities needed ¢,
achieve it. The process cannot be monitored or controlled unless there is a clear plag
. of action.

to

\ Implementing change

] Change can be structural, technical or social. Structural changes introduce new
I systems of authority, work flows, rules and decision-making systems. Technigy
B change stresses new work methods and layouts, the use of computers and so on.
. Social changes include such things as the modification of social skills, changes iy
attitudes and organisational cultures and new approaches to motivation.

Lo Systems thinking stresses that these variables are interdependent. For example, g
AR change leading to decentralised decision-making will affect the attitudes and skill
, ’ ‘ needs of more junior managers. Similarly, the introduction of a technical change,
e such as a management information system, may change the structure of the orga-
e nisation and alter the tasks and skills of some employees.

' Different firms adopt different strategies for coping with change. Some firms lack
‘ 4 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 relationships along conventional lines, making reference to organisa-
12 tion charts and manuals. Unless a new department has been set up, problems with
change tend 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 is
set up to deal with the demands of change, a communications problem arises
| between the new and existing departments. In the hierarchic firm, people are not
encouraged to move freely across functional boundaries. In flexible firms, these
problems hardly exist.
Once changes have been introduced, they must be closely monitored for some
time to ensure that they are working properly.

Managing change

| Change can be implemented at various levels. At the organisational level, it involves
‘ activities like strategic management, marketing and organisational development. At
‘ the individual level, it involves changing employees’ attitudes and helping and

encouraging them to develop creative and adaptive skills (Fig. 10.1). To integra

e
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Figure 10.1 The organisational change process.

these levels of change, the composition and tasks of groups and departments may
have to be altered.

Strategic management

Terms like strategic management, strategic planning and corporate strategy tend to
be used interchangeably. The term strategic management is used here as the
umbrella term. Grundy (1994) defines strategy as:

A pattern in the decisions and behaviour of an organisation, team or individual in
creating and responding to change.

Although strategic management usually focuses on the organisational level, Grun-
dy’s definition is revealing because it stresses the human elements of strategic change
(decisions and behaviour), that they are organised (patterns) and that they occur at
various levels (including teams). Indeed, Edgar Schein’s concept of the psycholo-
gical contract was built on the premise that there is a consensus between manage-
ment and employees about the organisation’s mission, goals and the strategies for
achieving them.

Many people find this hard to accept — seeing strategy as the prerogative of top
management. But this belief needs to be reviewed in the light of modern manage-
ment thinking, with its emphasis on participation, empowerment and ethical and
social 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 organisation is heading, why, and how it
plans to get there.
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Deciding how to get there is given names like strategic planning or Corporay,
planning. One analysis uses strategic planning as the overarching level which diVides
into:

® Corporate planning — planning that can’t be delegated'.

® Business planning — decisions that are critical to sustainable competitiye
advantage.

® Functional planning — to develop the organisation’s core competencies, the
sources of its competitive advantage (Hax and Majluf, 1994).

Strategic management establishes the mission of the organisation and its long-terp,
goals, assesses its strengths and weaknesses and searches for the opportunities ang
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 gogs.
This also impacts on marketing.

Wheelen and Hunger (2002) break down strategic management into: envirop.
mental scanning, strategy formulation, strategy implementation, and evaluation
and control. Strategy formulation includes establishing the organisation’s mission
and long-term goals, leading to strategies and policies. These strategies and policies
are the basis of strategic planning. Figure 10.2 summarises the elements of strategic
management using Wheelen and Hunger’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 standing, the organisation’s structure and sys-
tems, and employee strengths and 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.

The aim is to collect reliable data and identify the environmental factors which
will most influence the business — and how they may impact on it. The main diffi-
culty is, of course, uncertainty — data is unavailable or unreliable; things change all
the time; today’s opportunities may become tomorrow’s threats. The changes
themselves are complex. As Wheelen and Hunger (2002) acknowledge, environ-
mental scanning can be the source of reasonably reliable data on the present
situation and current trends, but intuition and luck are needed to predict accurately
if these trends will continue.

Strategic planning

The plan describes how the organisation will try to meet its strategic goals. It can bé
broken into a hierarchy of sub-plans using the kind of breakdown suggested by Hax

Managing Change 179

Environmental scanning

External Internal

Opportunities Strengths
Threats Weaknesses

v

Strategic planning

Establish mission

> Decide long-term goals
Develop strategies
Formulate policies

A

Feedback

Strategy implementation

Programmes
- > Budgets
Procedures

v

Review and control

Performance

Figure 10.2 The strategic management process.

and Majluf above. This ensures that issues like markets, competitive advantage,
financial constraints, resources and employee competencies are systematically
examined, making the plan as realistic as possible.

However, because its timescale is long, it is impossible to exercise strategic
planning in too great a detail. Too much detail would, in fact, make the plan too
rigid. Like all plans, the strategic plan must be flexible enough to meet unexpected
events. Much of the process will rely more heavily on the experience and judgement
of managers than on quantitative techniques.

Implementing the plan

The plan must be disseminated throughout the organisation. Co-ordinated, goal-
directed action cannot occur if employees don’t know what the plan is. The plan is
divided up and allocated 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 this information is vital to effective implementation.
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Review and control performance meet those wants. A firm’s marketing policy must be flexible, to cope with market
changes.

Amongst the most notable changes in the UK construction industry is a move
away from traditional contract procurement towards partnerships and alliances.
Indeed, current literature is replete with case study examples of successfu] part-
nerships. Hence it comes as little surprise that a considerable number of clients and

The strategic plan, like any plan, must be continually monitored, and correctyy,
action taken if performance varies from it. Systems must be set up to provide reliab]e
feedback. ]

There are a number of broad options open to a firm when reviewing its IOHg-term

plans: contracting organisations are now adopting a partnering strategy within thejr
| commercial relationships, as evidenced by the Building 50 Top Clients’ review
‘ ® Containment. Attempt to maintain present workload in existing market(s), (2003).

‘ | ® Expansion. Try to increase workload in present market(s). P hegg (1999) draws compar isons'be.tween partner ing andl r elati.ons.hip. rl?ar keting,
;I ® Contraction. Reduce current workload. which is very.much focused (.)n bu1l.dmg strong relat10nsh1p§ with individual cus-
i “| ® Diversification. Try to enter new market(s). These can either replace o be tomers. In. th1.s new commercial environment, Pheng recognises the need to place
| additional to present ones. trust, dedication to common goals and a shared understanding of each other’s
individual expectations and values at the centre of a contractor’s marketing strategy.
I Benchmarking has become an increasingly popular management tool for undey. Moreover, Walker (2000) suggests that a wider view of the ‘customer’ is needed. No
i standing how value is delivered for customers (Winch, 2001) and ijs widely longer should the client be seen as the ‘paying customer’, but as a ‘stakeholder’
) acknowledged as having gained momentum in the construction industry since the alongside all those in the community who are directly affected by construction
.I L mid-1990s. Pickrell er al. (1997) define benchmarking as: projects. He argues that an awareness of the community makes marketing and

| \,:“/' ! . i N business sense.
il f’ a continuous process of establishing critical areas for improvement within an Organi- A successful marketing strategy, therefore, must recognise the interplay between

'z sation, investigating the extent to which others carry out the same or similar tasks more
i efficiently, identifying the techniques that give rise to better performance implementing
H them and measuring the outcome

external, social, political and economic environments both at home and abroad, as
these determine the opportunities for work and thereby potential profit (Yisa et al.,
1996). Indeed there are many examples today where UK contractors have seized

As such, benchmarking has proved to be a flexible tool that can be used in isolation upon opportunities to increase their activities in other parts of the world. As
l i or to support other strategies (Garnett and Pickrell, 2000). Further details on Pettinger (1998) points out, there is no such thing as a closed market. Every market
’;r N benchmarking and Key Performance Indicators can be accessed on the KPIZone is open to global competition.
website.

‘ Wheelen and Hunger observe that benchmarking has been found to produce best
results in companies that are already well managed.

In smaller firms, strategic planning is often neglected owing to pressure from
recurrent operational problems, some of which are quite important and urgent. It

The elements of marketing

Market research

must be actively pursued, with time set aside for it. This may mean delegating other This involves identifying the market structure and systematically collecting infor-
tasks and responsibilities. The degree of formality adopted in strategic planning will mation about markets, clients, competitors, competitive pricing and general trends.
reflect the size and circumstances of each firm. Several trends are important in arriving at marketing decisions, including political,
economic and social trends. Trends aren’t always reliable because there can be
There are various tools and techniques for helping to deal with the uncertainties and discontinuities or step-changes, which alter the expected future dramatical]y,
' risks associated with strategic management. Future studies has already been men- Unless contractors undertake field research, which often requires the services of
tioned. Another is risk management, a discussion of which can be found in Chapter 11. an outside agency, information will normally be collected via desk research. Data

. can be gathered from internal sources, €.g. accounts records, sales reports and
' customers records, or from external sources, e.g. government statistics, trade

Mar ketmg associations, business magazines and the business pages of the national newspapers
(CBPP, 2002).
A company’s survival and success depends on its ability to satisfy its customers. Today, much of this information is available at low cost or freely accessible via the

Marketing identifies what clients want and how the company can most profitably Internet. Information about customers and competitors can quickly become out-of-




182

The Practice of Construction Management

date, therefore the Internet has become a valuable tool for contractors. For
example, up-to-the minute financial information, in the form of annual reports ang
financial statements, can often be viewed on-line together with press cuttings aboyg
a firm’s activities.

Marketing strategy

Pearce (1992) defines marketing strategy as that part of corporate strategy and
business planning which considers the needs of customers, identifies the customerg
on whom the firm should concentrate its efforts, anticipates their needs and plang
how to go about satisfying them. The data used in this process comes frop
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 relationships with those custo.
mers. In an industry like construction, where products and services cannot be djs-
played in shops, this seems a thoroughly sensible approach to marketing.

A marketing strategy should ultimately answer the question “What business are
we in?” and this analysis must be based on sound research and imaginative thinking,

SWOT analysis

One of the first stages in developing a marketing strategy is normally to carry out an
audit of the firm’s strengths, weaknesses, opportunities and threats — a SWOT
analysis, as it is usually called. Managers can exercise some control over most of the
firm’s strengths and weaknesses, 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 responds in 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 is a key market strategy decision; it
identifies what business the firm is in. It is, of course, essential to let potential clients
know where the firm is positioning itself in the market-place.

A unique selling proposition (USP) is an exceptional characteristic of a service or
product which clients know separates it from services or products offered by
competitors.

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 aré
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much more active in pursuing business opportunities and, apart from giving
assiduous attention to all kinds of marketing information, one way is to build good
relationships with clients at personal and corporate levels.

This makes use of the human preference for working with people we know and
trust. It gives the contractor a more thorough understanding of the customer’s
business needs and can also give rise to earlier information about the client’s
building needs.

Engquiries and contracts

An enquiry can literally be an enquiry from a potential client or it can be any project
a firm is interested in undertaking. An enquiry which may lead to a firm’s first
contract with a new client is especially important. It could lead to further business
direct from the client, without competition, so such a relationship helps a contractor
to keep down the costs of abortive tendering. The sooner the contractor makes
contact with the customer, the more influence can be exerted over the customer’s
decision-making and this can benefit the contractor.

Meetings with clients

These can take several forms, including initial face-to-face contact with customers to
establish personal and corporate relationships, formal interviews, tender presenta-
tions and contract negotiations. Selection interviews are now commonplace prior to
awarding a contract. Contractors and professional consultants make a presentation
to the client 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 pre-
sentation skills training in their management development programmes.

Corporate identity

The phrase ‘corporate image’ has been largely superseded by ‘corporate identity’,
which can be defined as the way a company expresses to the outside world what it is
and what it stands for. A company’s corporate identity reflects its mission or
objectives and its products and activities. Corporate identity is demonstrated
through the communications and publicity materials the firm produces, the
appearance of its buildings and sites, and the behaviour and appearance of its
employees. The attitudes of managers and other employees are very important. They
will be visible in many communications the company has with clients and 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 brochures, sometimes accompanied by
CD Roms, to help communicate their corporate identity and give positive
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information to potential and existing clients. If the firm operates in several Marke
segments, it will usually have different brochures for each, probably with an Over.
arching company brochure. Preece and Male (1997) recognise that different Pro.
motional strategies are required for established key clients, prospective clients and
for those who may influence the client’s decision. Personal recommendationS
however, from previous satisfied clients and professional advisers are always high]§
influential. Accordingly, they advocate the use of testimonial, or third Party
endorsement, in brochures that are informative and attractively designed.

Other marketing activities

A number of other activities can support the marketing effort. They include
advertising, press coverage, sponsorship, entertaining, exhibitions and other formg
of publicity. These activities are expensive; they need to be carefully targeted ang
their cost-effectiveness assessed. An advertisement aimed at potential customers jg
useless if it appears in a publication that those clients don’t read! Advertising in the
right place can help to establish a firm’s corporate identity, by giving details of
successful projects and conveying information about the company’s philosophy and
standards. In all advertising, the critical factors include repetition, timing, careful
wording and good layout of ‘copy’.

Marketing audit

The purpose of the marketing audit is to 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 understanding of marketing. The
outcome should be a report summarising what can be learned about the organisa-
tion’s marketing efforts and how they might be improved.

The audit can be carried out annually to coincide with the preparation of the annual
report, but it may be advisable to do it less frequently. After all, any audit is a dis-
ruptive process, which unsettles people and interferes with the smooth running of an
important business function. There is an argument for having no set frequency and
only performing an audit when there are signs that it is needed (Pearce, 1992).
Nevertheless, when the audit is carried out, it must be done thoroughly and may lead
to major changes in marketing activities.

Organisational development

Companies affected by continuous and rapid change may draw up a formal pOlliCY
for dealing with it. Organisational development (OD) is a term used to describe
formal approaches to organising change. Ways of implementing OD include:
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® Employing consultants to advise on change.
@ Setting up a specialist department to do the work.
@ Integrating the change process with the mainstream activities of the firm.

Each approach has its strengths and drawbacks. Consultants bring new ideas and
expertise into the organisation, but their services are costly and they will not know
the business as well as the employees do. Staff may resent outside interference,
especially when the consultants start telling them what to do. Most important of all,
perhaps, the people who benefit from the exercise — the ones who develop new skills
and gain real insights into the organisation’s problems — are the consultants
themselves and not the firm’s employees.

For this reason, many firms prefer to get as many as possible of their own per-
sonnel involved in change, so that they can learn from the experience, as well as
becoming committed to new systems and methods.

Whether internal OD work is best done by a specialist department or spread
through the organisation, depends to some extent on the firm and its problems. Line
managers may be too busy to devote time to development work. Specialists will have
the time but, like the consultants, may lack a detailed understanding of how the firm
operates. If the specialists design all the changes, those who have to implement them
may lack commitment. They won’t understand the need for change and how it might
benefit them.

Sometimes the firm combines the talents of its line managers (thus gaining their
ideas and commitment), a specialist department (which can offer both the time and
techniques for developing and implementing the changes), and outside consultants
(who will see the problems more objectively, having experienced other change
activities).

The difficulty here is how to co-ordinate people and get them to trust and share
their ideas with one another. In some organisations, the OD specialists are isolated
from other employees — the people who will have to implement and live with their
ideas. To overcome these difficulties, OD specialists need to have good social skills
and be prepared to network extensively.

An increasingly popular way of using consultants without losing the benefit of
employee involvement, is to alter the role of the consultants, so that they ‘facilitate’
change rather than carry out the work themselves. The consultants act as mentors,
helping the organisation’s employees to learn the skills for engineering and coping
with change.

It is widely believed that people resist change. Perhaps it is more accurate to say
that there is a time lag between the introduction of a new idea and people’s attitudes
catching up with it. Certainly, the social aspects of change present special problems.
To introduce a new process or alter a work 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 (2002) and others
have pointed out, OD may involve changing the organisation’s culture.

When specialists and consultants are involved, no single person is likely to have all
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the knowledge and skills needed to cope with the whole change programme, Map Performance Improvement
consultants who are experts in designing a computer system or setting up ap Minimal Major
, automated production process, would not know where to begin to help or Persuagq Radical o
employees to adapt to them. It is therefore essential that OD is a team effort, usin :
people with a wide spectrum of skills. It usually means that any development muygg
be tackled as a multidisciplinary task at three levels: organisational, group apq
individual.
‘ Modifying individual and group behaviour is often the most important and time.
consuming part of a change programme. It involves creating the right Organisationg
. climate, in which two-way exchange of ideas is actively encouraged. It is important
| that managers and workers trust one another and know that the other group wjjj
, listen to them.
, “ Employees who know their jobs well often have worthwhile ideas about what the Incremental
K firm ought to be doing and what changes are needed. If managers are receptive tq ' Existing Process
!'l: these ideas, the firm may become more efficient and employees will feel valued and Scope

i
i

Change

Continuous
improvement

New Process

Figure 10.3 The process change continuum (adapted from Love and Li, 1998).

' 4.’"" f Business process pe-engineerin (e-commerce) applications to improve information flow throughout the supply
I ‘ k 5 chain (Elliman and Orange, 2000; Ruikar er al., 2003). For example, Ruikar lists
N BPR is a technique which became more widely known among UK managers in the reduced project cost, reduced time wastage, reduced errors and the avoidance of
g | early 1990s. It involves the organisation in a radical rethink and redesign of businegs disputes amongst the many benefits that e-commerce offers the construction sector.
it processes aimed at making major improvements in key performance areas, like cost, Hence the value of initiatives like BPR is that they can help focus managers’
¥ time and quality. This process sounds similar to OD and the two processes are quite attention on the need for change and the ways to achieve it. |

| A “ difficult to separate. Both can be approached in different ways; both can lead to
N major changes. BPR is perhaps a little more focused. ’

t i Leading BPR proponents Hammer and Champy (1994) claim that the outcome of Changing people’s attitudes
'I d re-engineering a business process can be dramatic; it can lead to narrow, task-
‘ oriented jobs becoming multidimensional, to functional departments losing their Corporate planning, marketing and organisational development will fail unless the
il reason for existing, to workers concentrating more on customers’ needs than bosses’ policies they introduce are accepted by employees. People will adapt to new stra-
needs and managers behaving more like coaches than supervisors. Almost every tegies more willingly if they have been properly consulted and involved in decision-
g aspect of the organisation changes. making.
As with many new management concepts, BPR describes actions that many Many factors have a bearing on attitude change and there is a spectrum of ways of
would see as long-established aspects of the manager’s job. Love and Li (1998) influencing people. Education and persuasion are the more socially acceptable
doubt whether BPR approaches to change can improve the performance of projects. methods. Education is normally the mildest form of social influence. One of the aims
j Whilst traditional BPR may lead to improvements within an organisation, i.e. intra- of education, at least in Western society, is to give people information in a rea-
organisational processes, the fragmented nature of the construction industry is sonably unbiased way and present as many viewpoints as possible. Even so, the
perceived to be a barrier to inter-organisational change. They suggest that material chosen and the way it is presented involves value Jjudgements. Implicit
‘ improvements in project performance can only be achieved if the concepts of lean biases may be passed on, without the receiver being aware of it. The purpose of |
' construction, concurrent engineering, continuous improvement and process re- education is to develop people who will help to steer organisations into the future. \
' engineering are embraced by multidisciplinary teams. Improvement is likely to be a Persuasion, like education, is considered socially acceptable by most people. If
continuous process rather than the radical improvements sought by BPR (see Figure managers are to do their jobs properly, they will have to persuade employees to
10.3). accept new methods of working, adapt to new technologies, be more safety con-

Elsewhere BPR has focused attention on the use of electronic commerce scious, and so on.
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Propaganda comes further along the spectum of influence methods. It is
considered very ethical, but companies, governments and advertisers do resort ¢
from time to time. It can involve censoring or doctoring information, concealj
source or using emotive language. The aim is to get the message accepted and
upon.

However, in a pluralist society, propaganda is no more likely to be effective i
changing attitudes than education or persuasion, except amongst poorly educagg d
and insecure individuals. Propagandist activities may go on within an Organisatjgy,
or a whole industry and this can sometimes cause difficulties for those trying
foster good labour relations.

Extreme forms of social influence include indoctrination, brain-washing and
torture. Clearly, they are beyond the scope of the manager’s job! The manager s Jefy
with education and persuasion.

Nog
0 it
ng jtg
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Making persuasion work

There are two conflicting views about the effectiveness of persuasion. One is that
people are very malleable and can easily be persuaded to change their attitudes and
beliefs. The other is quite the reverse — that people are stubborn and resistant tq
change.

These opposing views partly result from early research on persuasion by social
psychologists at Columbia University and experimental psychologists at Yale. They
studied persuasion in different ways. The Columbia centre used surveys to monitor
the effects of media campaigns on the public. The Yale psychologists concentrated
on laboratory experiments with individuals.

The Columbia group found that only about one in 20 of the population were
affected by persuasive communications, but the Yale group found that between a
third and a half changed their attitudes. The Yale experiments showed that per-
suasive communications can be very powerful if there are no conflicting influences.
The Columbia studies found that personal contact is more effective for changing
opinions and behaviour than mass media campaigns. This is not a problem in small
firms, but large organisations often have to use impersonal, formal communica-
tions. This may be ineffective unless supported by opinion leaders. These are popular
or respected employees who take an interest in developments by 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 demonstrated in
many studies. People take much more notice of those they admire or identify with,
than they do of impersonal communications, however well these are formulated.
For instance, researchers found that Towa farmers took more notice of their
neighbours’ opinions about a new seed corn than they did of information from a
government department.

Formal communications are not a waste of time, but are more likely to be suc-
cessful when supported by opinion leaders and when the audience is already mildly
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interested. For example, a circular letter from the managing director can help
awaken latent ideas or beliefs. It creates favourable conditions, in which personal
persuasion by those closer to the work is more likely to succeed.

Persuasion can be more successful, especially in larger organisations, if:

@ cmpowerment is used to include everyone in the change process, even those who
are indifferent or antagonistic to change;

@ the communicator considers the individuality of those at whom persuasion is
aimed: differences in their goals, values, attitudes and beliefs, lifestyles;

@ the goals for change, as presented, are SMART: specific, measurable, achievable,
relevant, timed,

@ the communicator arouses a moderate level of anxiety about the proposals. 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’
anxieties about the subject being communicated. Employees who are anxious about
redundancy, may become unco-operative if put under pressure to accept new
working practices which they feel would increase the likelihood of redundancies.
Similarly, employees worried because they can’t cope with 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 people than it does on
calmer ones.

Encouraging dialogue

Attempts to change attitudes in organisations are unlikely to meet with total and
instant success — and this is just as well! In a free 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 change if, 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 recrimi-
nation. This encourages independent thinkers as opposed to conformers (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 sug-
gestions are welcomed and taken seriously, the firm is more likely to have an
innovative and enthusiastic workforce, well equipped to face the future.
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Managing creativity

The old view that creativity was mainly a matter for the arts has gone. It is
widely agreed that creativity is necessary in all fields and is central to busg
success. In stable conditions, creativity helps businesses to improve their vitality ang
competitiveness, avoiding stagnation. When rapid change is the norm, Creativity i
vital, helping firms to drive change, innovate boldly and meet new demandg ang
trading conditions energetically.

Moreover, as we move into the tertiary era, core questions emerge that demap d
serious creative thinking. For instance, ‘what should replace the managemep,
principles and practices learned in industrial society in the new organisations that
prevail in our (so-called) post-industrial society?” (Davis and Scase, 2000).

Creativity is about pushing forward boundaries in ways that are origing; and
effective. The best ideas are not just original but often radical. In business, Creativiy
involves looking for archetypal ideas, keen insights, fresh perspectives and new
opportunities. These translate into new products and services, unique designs, novel
ventures and fresh markets. Creativity demands a rethink of current policies and
practices and can lead to better use of resources (Fryer, M., 2002).

Managing this creativity is about finding ways to encourage creative behavioyy
among employees. It used to be thought that creative talent was enjoyed by only a
few, but current thinking is that most people have creative potential. The man-
agement skill is in tapping this ability for the benefit of the organisation and all jts
stakeholders.

Although exceptional creativity may depend on special knowledge and talents,
much of the creativity found in businesses stems from the actions of ordinary people,
using well understood skills and know-how. Research has shown that commonplace
qualities like determination and perseverance, curiosity, hard work, independent jud-
gement, willingness to take risks, tolerance of ambiguity and a readiness to challenge
orthodox thinking are central to most creative achievements. Many of these char-
acteristics can be regularly observed in highly motivated employees, suggesting that
management action aimed at boosting motivation may be one key way to stimulate
creativity at work.

Creativity pioneer E. Paul Torrance (1995) found that highly creative people are
more likely to really enjoy their work and enjoy thinking deeply about things. They
also tend to have a strong sense of purpose, are not afraid to express a minority
viewpoint and are prepared to challenge established wisdom. They often seek
autonomy, are attracted by complexity and display self-confidence. Davis and
Scase, among others, also stress the importance of autonomy, seeing it as a major
feature of the creative process in organisations.

If managers can encourage or support qualities like these in their staff, they are
more likely to release the kind of new thinking that leads to positive change and
future business success.

It takes about a decade working in an occupation for someone to become highly
innovative or ‘expert’ in their field (Stein, 2002). Once they have developed this

Doy,
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expertise, they tackle complex problems and issues more effectively than do
beginners. For example, they are better at recognising patterns, thinking in terms of
underlying principles and seeing analogies (Weisberg, 1993). So, helping employees
to develop expertise can contribute directly to their creative skills.

However, there are many barriers to creative thinking, some personal and some
organisational. Innovative ideas are not likely to be produced unless both kinds of
obstacle are tackled. Organisational barriers include unnecessary or outmoded
customs and procedures, as well as an inappropriate organisational ethos. Nothing
kills creative thinking faster than an atmosphere where new ideas are frowned on or
ridiculed. This is especially important because some of the best ideas often involve
moving way beyond current thinking; or else, going off at a tangent (as in Edward de
Bono’s popular concept of lateral thinking).

Indeed, some exploratory ideas may seem quite bizarre, even ludicrous, but if they
are rejected at the outset, their potential for suggesting something really worthwhile
will never be realised. Rejecting unusual ideas is highly damaging to any business
that wants to foster innovation. Personal barriers to creativity include resistance to
change and other unhelpful habits. Habits lead us to become more set in our ways,
yet creative thinking demands challenging assumptions, breaking with old ways and
thinking differently.

Developing creative thinkers

The task for the manager is to encourage more creative thinking among as many
employees as possible, whilst paying particular attention to employees who show
exceptional potential or whose occupations depend more heavily on fresh thinking
and new ideas. Increasingly, creativity is likely to involve teamwork (M. Fryer,
2002), so management action and staff development that build team skills and
flexibility also contribute to creativity training. Indeed, Taylor Woodrow Chair-
man, Robert Hawley, has pointed out that creative feats of engineering are routinely
achieved by project teams in the construction industry (Hawley, 2003).

Many creativity training courses concentrate on creative problem solving, taking
participants through the well-defined steps of the process — problem finding, fact
finding, idea finding, solution finding and so on. Other courses deal with the so-
called creativity tools or techniques, which use analogy, metaphor and other
procedures to spark new thinking.

However, the courses need careful evaluation. They can be very expensive, and
high cost and slick packaging don’t guarantee quality. Also, few courses are com-
prehensive. Most tend to be limited in scope and fail to address the full complexity of
creativity or the problems organisations face in implementing it. The Creativity
Centre, a UK organisation based in Leeds, has tried to address these problems
seriously and offer a more balanced service.

Apart from creativity courses, managers can help by paying more attention to the
way that they organise the firm or construction project; and the way they treat
employees. VanDemark (1991) offers some useful guidelines, stressing that
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organisations need to create a stimulating and challenging environment, with cleay
articulated goals. Managers need to be dynamic and ‘people-oriented’. This ta
with UK research, which also supports an employee-centred management Style
(Fryer, M., 1994). Fryer explains that the behaviour and attitudes of managers negg
to be similar to those of student-centred teachers, who are more successfy] in
developing creativity in their students than are their mainly task-oriented COHeagues_

VanDemark also points out that younger organisations are more conducjve i
creativity. They have important qualities of openness, flexibility and fluidity. There
is enthusiasm and a willingness to experiment. Older organisations, especially ¢
they grow larger, tend to get bogged down with bureaucracy and rigid managemeng
structures. In these organisations, people may become protective of their territOry
and unwilling to tolerate change, which they see as a threat. In construction, tep.
porary projects are a positive feature because they are fluid and provide the scope
for flexibility that creativity needs. .

West, among others, has stressed the importance to creative success of g
supportive and challenging work environment, where managers offer not only warm
support and flexibility, but also intellectually demanding work (West, 1997). Earlier
research also suggests that people respond creatively to a challenge.

So, managers need to nurture their teams, foster motivation, stretch their staff
and encourage and reward independent ideas. They need to protect their most
creative employees from the ridicule of others long enough for them to try out and
modify their more extreme ideas. Unfortunately, managers aren’t always sufficiently
sensitive or knowledgeable to provide this kind of support.

There is a common belief that creativity rests on some mysterious processes and
thrives in informal, unstructured settings. But the evidence suggests otherwise.
Creative people use specific thinking strategies, for instance:

lligg

@ scenario building — building mental pictures of current and alternative states of
affairs in order to select the most promising option;

® attention-directing devices — helping to generate and evaluate fresh ideas at every
stage from identifying problems to implementing solutions;

® metaphor and analogy — identifying useful connections between previously
unrelated ideas (Fryer, M., 2002).

Creative people make use of extensive knowledge and a raft of well-established
skills, and often work best when there are tough constraints on their actions.

Summary

The need for organisations to face up to change has been stressed throughout thlg
chapter and elsewhere in this book. The impact of information technology dﬂ]
telecommunications and the globalisation of trade are just a few of the irreversiblé

|
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trends which are changing the structure of work and the shape of organisations,
Information technology is altering the nature of clerical work, and office jobs are
changing fast.

People’s expectations and values are changing. They demand more from their jobs
and 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 changes which are beyond their control, but
they must also shape the environment in which their firms operate — they must
engineer change and involve their teams in 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 marketing.
These strategic activities give the company a clear idea of where it is going and how
to get there. If the impact of change is likely to be great, the company may introduce
a programme of organisational development or business process re-engineering. E-
commerce is providing managers with new tools to improve communication and so
foster effective multidisciplinary working.

No programme of change will succeed unless accepted by the people who will be
affected by it. Changing the organisation involves changing people. Employees may
have to be persuaded to alter their work practices, learn new skills and change their
attitudes. They must learn to live with change.

Creativity is central to the survival and success of all kinds of construction
organisations. Creative skills are not the preserve of the few; these skills are widely
distributed in the population. Today’s managers need a sound understanding of
how to nurture inventive behaviour, releasing employees’ full potential to contribute
new ideas to the business. In particular, managers need to focus on improving the

organisational ethos and the motivation and expertise of staff, as these have a major
impact on innovative thinking.

Exercise

Book mark the following industry specific Web sites:

Constructing Excellence

Strategic Forum for Construction
Housing Forum

IT Construction Best Practice
CITB Construction Skills

DTI Construction Sector Unit

Choose three Demonstration Projects in the M4I Projects database that employed

best practice in working relationships and analyse the features that were common to
all.
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Notes

' As firms adopt practices such as partnering, empowering staff and allowing the
significant decision-making, employees will develop a growing interest in the Mis.
sion, goals and long-term plans of the business. Perhaps corporate planning cap’; b
delegated, but it could be co-determined.

e

Chapter 11
value and Risk Management

Best value
Whilst the achievement of best value in construction has long been the aim of clients
and contractors alike, today it has become a platform for radical performance
improvement in the public and private sector. In the public sector, the ‘Best Value’
initiative launched by the UK government seeks to raise standards and provide
better quality provision at reasonable cost (CBPP, 2002). The Housing Corporation
describe this challenge as ‘thinking the unthinkable’ so that new and innovative
ideas can be developed (Bennett, 2002). Hence there has been a noticeable shift in
government procurement policy towards value for money and not lowest price alone
(OGC, 2002). In the private sector, however, the concept of best value is not used in
quite the same context, as informed clients resort to new techniques to maximise
investment opportunities. But in essence both the public and private sectors are
seeking the same outcomes — effectiveness, efficiency and economy.

Not surprisingly, in these post-Egan days, such ideas no longer remain the pre-
serve of clients and their professional advisers. The boundaries between the con-
sultant and contractor are becoming increasingly blurred, largely due to the growth
in partnering and collaborative relationships. Additional demands are being placed
on contractors in their dealings with clients, and the techniques used in achieving the
client’s objectives and in managing the supply chain are becoming ever more
sophisticated. Best value in construction, therefore, is relevant to all project stake-
holders.

CIRIA (1998) published a report, Selecting Contractors by Value, in which they
identified the opportunities for contractors to add value through better:

@ teamwork

programming

design and specification

care of the environment
budgeting

management of risk and value.

Two techniques that are increasingly being used to add value and improve project
success are value and risk management. For some, this split between value and risk
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is artificial. Rather than perpetuating a cyclic process of adding things in (becayg r
risk) and taking them out (because of value), many practitioners argue that
concepts should be combined. But it is not entirely clear from practice ho
might best be achieved and opinion remains divided as to whether value cons
a subset of risk management or vice versa.

The discussion that follows considers risk and value management Separatgly
(drawing extensively on Ellis and Wood’s research presented at the RICS COBR A
2001 and 2003 conferences), prior to a discussion of the likely benefits of bringing all
project stakeholders together in a collaborative workshop.

bOth
W thig
tltuteS

Collaborative agreements

In the wake of the Egan Report, the Movement for Innovation and the Construction
Best Practice Programme, many see alliancing and partnering as the panacea for aly
the construction industry’s problems (Standing, 2001). Certainly, such approaches
are aimed at improving productivity, profitability and value and reducing
confrontation and dispute. In short, the creation of win—win situations.

Collaborative agreements are said to avoid the waste of resources that traditiong|
fragmented and adversarial relationships engender, and encourage innovation,
which leads to the enhancement of value. Value management (VM) and value
engineering are techniques for enhancing value within a project by defining what
will deliver value in the specific project, engineering a best value solution to meet
those defined value parameters, and then delivering that solution cost effectively,

VM studies take place at strategic, tactical and technical levels. The aims and
objectives of the different levels are shown in Fig. 11.1

The contribution of the contractor’s expertise to such activities is helpful in the
enhancement of project value and long-term collaborative agreements can provide
greater opportunities for such involvement. The benefit to the client of such colla-
boration is real and obvious. Any financial benefit to the contractor may be less
casily identified and obtained (Standing, 2001). Pain/gain share arrangements
within partnering are generally fixed against agreed target costs. Standing contends
that in the UK there are no formal value-based incentives.

However, the trend towards partnering is the most radical shift in procurement
thinking for many years and the move away from a purely cost-driven process now
has the backing of the largest construction clients in both the public and private
sectors.

Value management

The CBPP (1998) define value management as a structured approach that seeks t0
- establish what ‘value’ means to a client in meeting a perceived need, by clearly
defining and agreeing the project objectives and establishing how they can best bé
achieved.
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Aim Objectives

Strategic Intervention

Agree business & user
requirements & select
best business option

Strategic: Define business and
user requirements, objectives,
success criteria and select
preferred business option

Tactical Intervention Tactical: Develop project
Develop brief for the functional requirements, select
selected option & agree preferred technical solution,

concept develop implementation plan

Technical Intervention Technical: Optimise technical
Optimise technical solution and implementation
solution and route to plan
delivery

Figure 11.1 Aims and objectives of value management (Locke, 2002).

Having originated within USA manufacturing, the business technique of Value
Engineering (VE) was first applied to UK construction projects during the mid-
1980s. Kelly and Male (1988) concluded that VE had a place within the industry, but
that its form would need to be adapted to suit UK practice — a view subsequently
endorsed by the CIOB in a Technical Information Sheet (Palmer, 1990) advocating
that value studies should take place in the early concept stages of the design process.
Since then the technique has evolved into a much broader based approach that seeks
to achieve best value and the term Value Management has become popular. Kelly
and Poynter-Brown (1990) were among the first to recognise that value management
was a natural progression for the QS and an opportunity to develop leading edge
skills. Moreover, authors (Kelly et al., 1993; Green, 1994) began to identify a range
of possible value interventions and to adopt more sophisticated techniques of
analysis such as SMART (Green, 1992) and FAST (Kelly and Male, 1993). Today,
these services have become commonplace amongst cost consultants and contracting
firms and have been found to have widespread application throughout the project
lifecycle (Fig. 11.2).

Value management is applicable to all construction projects and complements
Private Finance Initiative schemes, two-stage design and build, prime contracting
and other partnering-style arrangements throughout the project life cycle. There is
also agreement that with the growth of facilities management, the emphasis on
capital spend is becoming less important than operational spend. s

= |
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Cost Reduction

Net Saving

Value Enhancement

Cost of Change

"

Cutline Detail Construction ey,
Proposals Design

Figure 11.2 VM benefits through the project life cycle (adapted from Kelly and Male, 1993).

Value management and enhanced team-working

The shift in focus away from lowest cost to value enhancement in recent years is
attributed to people looking for better ways of working, bringing about a growth in
non-traditional procurement techniques. Value management has a key role to play
in these new approaches. The CBPP state that value management can:

integrate a variety of proposals from stakeholders with client’s own objectives;
identify revenue-earning potential and features that are likely to attract funding;
accelerate the development of a project performance brief;

achieve consensus from disparate groups of stakeholders; and

inspire confidence that the chosen project team was focused in the requirements
of the client, end-users and other stakeholders.

Moreover, the technique has applicability throughout the supply chain. Value
Stream Mapping seeks to maximise cost reduction, quality and delivery, and
minimise lead times and waste (CBPP, 1998). However, it is widely acknowledged
that a common spin-off arising from all VM interventions is enhanced team-
working and the development of closer working relationships.

Value management interventions

Much has been written about the processes and techniques involved in Value
Management (ICE, 1996; Defence Estates Organisation, 1998; BRE, 2000), but
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whilst the length, approach and detail may vary according to the nature of the
project, the time available and the timing and purpose of the specific intervention,
some form of workshop is universally the norm. To gain maximum benefit from the
workshop activity, pre-planning, appropriate facilitation and adequate follow-up
are essential.

Pre-workshop

Two aspects of pre-planning are vital, i.e. the value manager briefing and the
briefing of the workshop participants. The former is necessary to ensure that the
value manager understands the client’s key functionality aspects. The latter, so that
the participants, who are influenced by their own professional traditions and
backgrounds and who are often ‘solution-driven’, understand both the need for a
broader, functional, analytical approach to value management and the essential
multi-disciplinary nature of the activity.

Workshop

As with all group activities, clear guidance and easily understood objectives are
essential. Thus construction managers, charged with facilitating value management
sessions, must follow a clear agenda. The Job Plan approach, comprising infor-
mation/analysis, creativity, evaluation and development is commonly used,
although there is no necessity to adhere rigidly to these basic methodological stages.
During the first stage, some form of functional analysis and prioritisation is
required, although Ellis et al. (2003c) found that the approach adopted by facil-
itators varies according to the experience, training, understanding and openness of
the workshop team, the needs of the particular project and the view of specific
clients. The need to think creatively, to identify innovative alternative solutions and
generally indulge in some ‘out of the box’ thinking is arguably the key aspect of
value management. During the creativity stage, alternatives are generated that
enhance value, through effective brainstorming sessions. A variety of techniques can
be adopted. Amongst the most novel are those that use the de Bono concept of the
‘different hats’, in which participants are asked to adopt different personas and
produce appropriate suggestions. They may be asked to adopt the persona of Mr
Silly or Mr Sensible! Evaluation of the options produced relies on ranking, in the
form of a numerical sorting scale or decision matrices. Whatever the method used,
engagement is the key and the livelier the workshop, the more involved participants
become and the better the result.

Post-workshop

Detailed development of the most likely options may need some form of evalua-
tion post-workshop in terms of cost, re-design, implications on time, etc. Where
further development work is undertaken, it is important that what is to be done,
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the time scale for action and who is responsible for the action, are Clearly 100%
identified. .. | Appoint Confirm budgst }b’ Agree Package
Without question, there is much to be gained upstream by the application of VM | HBG & Cost Plan Programme & S/IC
methodologies, but there is little evidence as yet to support the contention thag b T
contractors are fully embracing these new techniques (Ellis et al., 2003c). v \dentity Key Spocialists
| p— i e
1 A case study in value management if necessary e
’ The project comprises the demolition of office accommodation in the centre of Select Key Project Team /
Leeds and the design and construction of a new seven-storey office block wity Y Specialists through Key Specialists i
| basement car park, a retail shell unit at ground floor level and new mains service VE Elemental SfSHSSROE i e
| : . 3 Breakdown stage route firm-up tender
and external works. Davis Langdon, project managers for the development, wepq
. responsible for the management of a two-stage tender process using JCT98 wity, S
| Contractor Design. Following receipt of competitive bids in Stage 1, based upop Y | 155t information b=
' preliminary costs and an overall overheads and profit margin, HBG Constructioy Client-led cost _ | for Package 3 1
| were invited to work as part of the project team and ‘firm up’ the contract sum, appartionmant £ PR g 9
' Figure 11.3 shows the activities that comprise the Stage 2 contract sum develop. %
‘ | ment. v S/C Package o |
L ! During the second stage process, value management workshops were held with VE Workshops Tenders §
the whole team to identify areas of potential improvement. The workshops were '
b ! aimed at improving value and various proposals categorised as priorities were Confirm interfaces
i [' E designated to members of the team to review and report back. The general process is X Sadd
1" illustrated in Fig. 11.4. Agree changes Contingencies
b : The benefits arising from the VM process are: ;g:z Sﬁzgi L ¥ |
\ ‘ Update Cost Plan
N @ The alignment of design and construction processes with business needs. i ‘
l i ® Improved project definition and an increased certainty of outcome. ey :
I o o . ) e ] ; ; B Finalise Contract |’
8 ® A shared understanding of value and the creation of an environment to optimise Value within client |*
1 value. budget
y @ The promotion of innovation and the development of new ideas and team D% \‘
I building.
( Figure 11.3 Contract sum development.
! The value management process is acknowledged as having forced parties, who
would not ordinarily engage in direct communication, to co-ordinate their efforts.
In part this is attributed to the two-stage tendering process, which provides greater services resides solely with the contractor. On the contrary, it appears that the client
opportunities to work with the client, fostering a teamwork approach, and making it continues to dictate whether or not value management exercises are implemented.
possible to draw upon specialist knowledge and focus on ‘buildability” issues earlier Indeed it is frequently the individual within any organisation and their experience of
. in the project. the service that appears to be a determining factor in the uptake of VM.
, In summary, value management is viewed as a proactive process aimed at max-
imising the value of a project by managing the development from concept to use.
‘ Not only are clients becoming more knowledgeable and conversant with value and Risk management
' risk management but project stakeholders are also recognising the benefits of
1‘ maintaining client involvement throughout the process. Risk management is normally associated with health and safety. Largely due to
‘ It would be erroneous to infer that the decision to provide value management CDM regulations, there is an imperative upon all parties to the construction process




