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Abstract  The construction industry is multidisciplinary by nature, operating within many boundaries and collaborating 
closely with many players, including designers, constructors, owners, and government agencies. Project and organization 
success depends on well-developed interpersonal skills working at different hierarchy levels to meet varying leadership and 
performance demands. Leadership styles can be represented with differing combinations of three main decision-making 
styles: 1) Autocratic, 2) Participatory, and 3) Free-rein. This study hypothesizes that varying managerial positions require 
different combinations of leadership styles to achieve high levels of performance and successful career. This study surveys 
eighty-two project executives and managers to identify their preferred leadership style for construction managerial positions. 
The statistical results indicate that both project executives and managers prefer to have more autocratic managers and 
superintendents at project manager positions and a more participatory leadership for project executives. Demographic factors 
surveyed, also include current executive and manager levels of education, length of employment, and leadership program 
attendance to understand the career path of a managerial position in construction.  

Keywords  Leadership, Construction Professional, Decision-Making, Construction Management 

 

1. Introduction 
Good leadership is essential if a company is to achieve 

high levels of performance and implement a culture of 
productivity improvement. The construction industry, 
especia l ly  cons t ruc t ion pro jec t  management ,  is 
multidisciplinary by nature and successful project 
completion requires the contributions of many players, 
including designers, constructors, owners, and government 
agencies, all of whom initiate requirements and collaborate 
closely with each other [1]. Construction professionals and 
subsequently construction organizations benefit from 
employing individuals with well-developed interpersonal 
skills that smooth the way when dealing with the many 
different stakeholders and at different levels within the 
company hierarchy. The use or misuse of these skills during 
project execution impacts project performance outcomes 
either positively or negatively. Consequently, a successful 
executive is generally pictured as possessing intelligence, 
imagination, initiative, the capacity to make rapid (and 
generally wise) decisions, and the ability to inspire 
subordinates [2]. Construction firms specialize by residential, 
commercial, industrial, and heavy and highway construction. 
The term “construction manager” who is responsible for  
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project management describes project leaders but is used 
loosely without consistently accepted definition [3] due to 
the uniqueness of project type and delivery system. However, 
in general, construction industry managerial and/or 
supervisory positions can be classified hierarchically into 
specific job categories: 1) project executive, 2) project 
manager, 3) superintendent, 4) office engineer, and 5) field 
engineer.  

In 1939 Kurt Lewin led a group of researchers to identify 
different styles of leadership [4]. This early study has been 
very influential and established three major leadership styles: 
1) Autocratic, 2) Participatory, and 3) Free-rein [5]. The two 
extremes of this spectrum are the autocratic pattern type, 
which is a manager- or boss-centric leadership style, and the 
free-rein pattern type, which is a subordinate-centric 
leadership style. Between these extremes is the participatory 
pattern type that incorporates both these leadership patterns, 
allowing subordinates to be involved in decisions while also 
benefiting from the manager's input.  

The optimum degree or combination of leadership styles 
varies for each managerial position, and different levels of 
managerial positions have unique and dominant leadership 
patterns beyond the traditional contributory responsibility 
for efficient and effective project management [1]. Often 
overlooked outside the industry is that modern construction 
management processes involve complex financial matters 
and demanding interpersonal skills, with managers engaged 
in activities such as bidding, cost control, labor and contract 
negotiations, project planning, and so on. Unlike a 
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managerial position in the manufacturing industry, 
construction professionals must deal with a wide range of 
tasks and processes for each construction project. 
Managerial personnel in the construction industry not only 
supervise subordinates in their own organizational hierarchy 
but also provide purpose, direction, and motivation to 
contracted crafts people working for trades sub-contractors. 
The need for improved leadership skills in the Architecture, 
Engineering and Construction (AEC) industry is gaining 
attention. In January 2001 ASCE began a new quarterly 
publication titled Leadership and Management in 
Engineering. At the June 2003 Top1000 Contractors 
Leadership Forum 2003, industry leaders stressed the need 
to “push responsibility down” and “develop leadership teams” 
[6]. Like other efforts, the objective of leadership 
development is not solely focused on the ability to satisfy 
conflicting requirements in support of organizational success, 
but also the ability to successfully grow professional careers.  

2. Study Objectives and Overview 
The main objective of this study was, based on using the 

experiential perspectives of the project manager and project 
executive, to identify preferred leadership behaviors of those 
individuals holding managerial and supervisory positions in 
construction management. Data obtained from this study will 
contribute to advancing the study of position specific 
managerial leadership development linked to factors, 
including job responsibility, hierarchical relationship within 
the organization, and contractual relationship beyond the 
organization. The survey results were addressed based on 
Tannenbaum and Schmidt’s (1973) continuum of leadership 
behavior as shown in Figure 1 [2]. 

One hundred and seventy four (174) survey forms were 
hand distributed to construction professionals in 90 
construction companies mostly in the southeastern United 
States during a construction career fair. The companies were 
categorized into four areas: 1) general contractor, 2) 
design/build, 3) engineering firm, and 4) specialty contractor. 
The study explored the appropriate and preferred 
decision-making styles as the optimum style for different 
construction managerial positions. This recognition of the 
fact that leadership styles contribute to the knowledge of 
professional managerial achievement is a key indicator for 
the identification, development, and enhancement of 
leadership in the construction industry. To recognize and 
support the various professional career paths within the 
industry this study also gathered demographic information 
including education level, length of employment and 
leadership program attendance. This background 
information was incorporated into the analysis portion for 
the understanding of the career path.  

3. Literature Review 
The topic of leadership attracts instant attention among 

those in charge of business organizations, conjuring up 

images of powerful, dynamic individuals who command 
victorious armies or direct corporate empires. However, 
serious academic studies of leadership failed to emerge until 
the twentieth century [7]. One of the first scientific studies of 
leadership was initiated by Kurt Lewin [8], who led a group 
of researchers seeking to identify different leadership styles. 
Goetsch and Davis (2006) mentioned five leadership styles 
in quality management for production, processing, and 
services: autocratic, participative, democratic, goal-oriented, 
and situational leaderships [9]. An autocratic leader makes a 
decision and announces it. In this case, the manager 
identifies a problem, considers alternative solutions, selects 
the one he or she considers most appropriate, and then 
reports this decision to subordinates for implementation [2]. 
In contrast, participative leadership involves the use of 
various decision procedures that allow other people to 
influence the leader’s decision, including consultation, joint 
decision-making, power sharing, and decentralization [7]. 
Democratic or Free-rein leadership is the indirect 
supervision of subordinates, allowing others to function on 
their own without extensive direct supervision. Subordinates 
are allowed to prove themselves based upon performance 
rather than meeting specific supervisory criteria [10].  This 
is the ultimate self-managed team. While these three 
leadership styles (autocratic, participative, and democratic) 
show very distinct characteristics, the last two styles 
(goal-oriented and situational) use a combined leadership 
among the first three styles to achieve a goal or to resolve a 
situation [9].   

Mendez et al. (2013) also used the three leadership styles 
in their research in identifying the most effective leadership 
style found in small construction businesses in Mexico [11]. 
With 49 samples, their statistical analyses showed liberal 
leadership styles such as democratic or free-rein were more 
effective, whereas the autocratic leadership was found to be 
less effective for small construction businesses. Mendez et al. 
(2013) claimed that the results were consistent with other 
similar studies conducted for the small construction 
businesses. 

Toor and Ofori (2008) focused on the authentic leadership 
in the construction industry to emphasize the need for 
authentic leadership development for construction 
professionals [12]. The authentic leaders can be described as 
a leader, who uses his /her personality and character, leads 
with heart, and shows high level of self-discipline [13].  
Toor and Ofori (2008) assert that the project managers in the 
construction industry need to develop the authentic 
leadership style to overcome challenges and to successfully 
operate the complex construction projects [12]. 

Transactional and transformational leadership styles that 
was originally developed by Burns (1978) and advanced by 
Bass (1985) have been also applied in the study of 
construction industry leadership style [14, 15]. Giritli and 
Oraz (2004) utilized the transactional and transformational 
leadership styles and their six components (coercive, 
authoritative, affiliative, democratic, pacesetting, and 
coaching) in order to identify the leadership styles observed 
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in Turkey [16]. Chan and Chan (2005) also used the similar 
leadership styles to evaluate them among building 
construction professionals in four countries (Australia, China 
– Hong Kong, Singapore, and United Kingdom) [17]. In this 
study, it was found that the transformational leadership with 
a major factor of “Inspirational Motivation” is more 
frequently used in the construction industry [17]. 

Decision-making is directly relevant to all the processes 
inherent in interpersonal and social leadership [18], largely 
because making decisions is one of the most important 
functions leaders perform [7]. Many of the administrative 
activities performed by managers, especially among 
construction professionals, involve making and 
implementing decisions, including the selection of 
subordinates, resolving conflicts between different 
stakeholders, and dynamically handling changes. Leadership 
is not about the individual manager's personality, although 
this inevitably affects their style, but their behavior [19] and 
is primarily aimed at boosting organizational activities both 
efficiently and effectively. The construction industry has its 
share of research concerning teamwork and leadership [20]. 

In every company and across many different disciplines, 
each managerial position requires different decision-making 
(leadership) behaviors. Tannenbaum and Schmidt (1973) 
suggest a continuum of leadership behavior that describes 
how a manager can manipulate the degree of authority and 
the amount of freedom available to his subordinates in 
reaching decisions within the three major leadership styles, 
as shown in Figure 1 [2]. Actions towards the left of the 
graph are characteristic of autocratic decision-making, while 
actions toward the right represent managerial positions that 
maintain a low degree of control, allowing subordinates 
free-rein to make decisions themselves.  

Project participants in the construction industry primarily 
consist of owners, designers, and constructors. Owners can 
be individuals seeking a home for their growing family, a 

large organization responding to a change in technology, a 
municipality seeking to improve its infrastructure, or a 
developer working to make money by filling a perceived 
market need [21]. Designers are the architects and engineers 
who produce the principle designs on which the construction 
projects are based. Constructors have responsibility for all 
the actual construction activities, including those performed 
by sub-contractors, specialty constructors, individual 
building trades, suppliers, and so on. From the perspective of 
the organizational hierarchy of a construction project, 
project-related positions can be broken down into project 
executives, project managers, office engineers, 
superintendents, and field engineers, and these positions are 
mainly project-related. Each position has unique 
responsibilities and makes contributions to different areas at 
different times under different situations using different 
decision-making skills.  

Every discipline requires its managers to carry out broadly 
similar duties, though the precise nature of those duties will 
depend on the company's business. For instance, an engineer 
or architect normally manages projects associated with 
designing specialized equipment or structures [22]. In the 
construction industry, although some responsibilities are 
duplicated by job category, each managerial position deals 
with different participants in support of the construction 
project and construction organization goals. Therefore, 
construction professionals need specialized interpersonal 
skills and leadership behaviors, especially when it comes to 
decision-making in the different managerial position. A 
problem solution or decision is intrapersonal and 
interpersonal. Most direct relevance to processes of 
leadership is the interpersonal or social aspects of 
decision-making [18]. Decision-making behaviors are also 
directly related to the individual's professional achievement 
in his or her career.  

 
Figure 1.  The Continuum of Leadership Behavior (Adopted from Tannenbaum and Schmidt, 1973) 
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4. Research Methodology 
To identify the leadership style considered appropriate for 

each managerial position from the perspectives of the project 
executives and managers, as well as the career path of 
professional achievement in construction professionals, this 
study used a three step approach: (1) design a survey tool to 
gather sample population demographics and response data 
on preferred leadership style for a specific managerial 
position; (2) assimilated data collection for qualification, and 
(3) analyze the collected data and report the results. 

4.1. Design the Survey Tool and Develop the 
Questionnaire 

This survey tool was designed in two parts: 1) Informative 
Questions and 2) Best Leadership Style Questions. The 
survey questions were structured with closed-ended formats 
and included the partial application of Likert-scale, 
categorical, and multiple-choice formats. Informative 
questions were used to find the general career path and the 
relationship between leadership style and professional 
achievement based on the educational and industrial 
backgrounds of the pool of construction professionals. 

The survey questions on Best Leadership Style were 
designed to determine preferred leadership styles in each 
managerial position using the three major decision-making 
leadership behaviors: 1) Autocratic, 2) Participatory, and 3) 
Free-rein. To analyze an in-depth stratification of leadership 
styles a scale similar to that used for the Continuum of 
Leadership Behavior [2] was adopted with the identical 
seven different levels as shown in Figure 1. The 
questionnaires allowed participants to select from among 
seven different leadership levels made up of subdivisions of 
the three major behaviors for 1) their own leadership style 
and 2) what they considered ideal for each of three 
managerial positions: superintendent, project manager, and 
executive. 

4.2. Sample Selection and Distribution 

Table 1.  Survey Sample Information 

Description Number % 
Distributed 174 100 
Returned 94 54 

Not Returned 80 46 
Returned Incomplete 

(Not Used for Date Analysis) 5 3 

Improper Responses 
(Not Used for Date Analysis) 7 4 

Used for Data Analysis 82 47 

The sample pool consisted of 174 construction 
professionals and employees in full time positions at 90 
companies primarily located in the southeastern United 
States. The sample pool was composed of contractors, 
subcontractors, engineering professionals, and consultants. 
To maximize the response rate, the distribution of survey 
questionnaires was conducted individually and accompanied 

with a personal explanation and a request to return 
completed questionnaires.  

Table 1 summarizes the survey response rates. Survey 
questionnaires were distributed to the construction 
professionals attending a construction career fair and 
collected by the researcher after the event. Of the 174 survey 
questionnaires distributed, 94 were returned for a 54% 
response rate.  

4.3. Data Collection and Qualification of Responses 

To qualify responses for data analysis, researchers 
examined these respondents’ answers with two critical 
standards, 1) whether the respondent had provided or 
completed the basic information section, and 2) whether the 
answers to the questions were nonsense or illogical. Five 
respondents failed to complete the informative questions for 
the demographic analysis and seven respondents answered 
questionnaires illogically. For instance, one respondent 
completed the questions on current position, years in current 
position, and years in the construction industry by answering 
"project executive", "1 year", and "1 year", respectively. 
Incomplete demographic data and illogical responses 
disqualified 12 returned surveys. The remaining 82 
respondents, 47% of the distributed surveys, were therefore 
used for the data analysis to justify an appropriate leadership 
style for a managerial position, as shown in Table 1. 

5. The Reflection of Leadership by 
Positional Duties 

To emphasize the distinctive characteristics among the 
three managerial positions: Project Executive, Project 
Manager, and Superintendent, this section summarizes the 
typical job duties of each position. This comparison of job 
functions for each managerial position will provide a clear 
understanding of details of what is needed to fulfill different 
leadership styles.     

5.1. Project Executives 

In general, a project executive deals with department 
managers, project managers, and clients to achieve the 
organization’s goals. Examples of these duties are: 

● Procure construction opportunities for the company 
by managing the company's relationships with existing 
clients 
● Provide overall leadership and direction on 

construction projects with different departments within 
the company 
● Establish, promote and maintain a mentoring 

relationship with all members of the company  
● Ensure the quality, profitability and success of 

projects by making sure all deliverables are completed on 
time and within budget 
● Maintain pro-active and communicative relationships 

with clients and key project personnel 
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5.2. Project Managers 

In general, a project manager (PM) deals with project 
owners, project related department managers, 
superintendents, subcontractors, and field staff to deliver a 
successful project and is responsible for the safe completion 
of his or her projects within budget, on schedule. At the same 
time the PM must meet the company's and customer’s 
quality standards, deliver value and satisfy their customers or 
clients. It is his or her responsibility to initiate any action 
required to achieve these objectives and to ensure that all 
project activities comply with both the contract documents 
and company policies. The Project Manager's duties will 
vary as required to support the Project Superintendent and 
other personnel assigned to the project and are likely to 
include:  

● Planning: coordinate plans and supervise field staff, 
subcontractors and craft activities for the entire project 
● Operations: liaise with other department managers to 

ensure all required materials, equipment, and inspections 
support the project schedule 
● Scheduling: oversee job scheduling, maintain a Job in 

Progress Report, establish the project schedule and update 
it as required 
● Control: communicate with field managers to ensure 

efficient and productive work 

5.3. Superintendents 

On final insight gleaned from the job responsibilities 
involves the role of project superintendent and their 
preferred leadership style. A general superintendent deals 
with project managers, foremen, suppliers, and field staff to 
manage personnel and materials on the job site and 
coordinate schedules, safeguarding the company's profit 
margin. The superintendent is the company's representative 
on site, with the responsibility and authority for daily 
coordination and direction of the project. He or she ensures a 
safe job site and that the project aligns with scope, budget, 
schedule, quality and other project requirements. To 
accomplish this, the superintendent produces a day-by-day 
plan for the construction project and ensures that daily and 
weekly activities are consistent with this plan via the 
following general activities: 

● Supplies information to accounting department so 
that records of costs can be maintained 
● Keeps constant check on all trades, overseeing 

workmanship and materials 
● Supervises personnel both directly and indirectly 

through the foremen 

6. Analysis of Survey Responses 
Data was extracted from the qualifying responses and 

divided into four construction organizational business 
categories, each of which was analyzed separately. The 
categories used were general contracting (45%), design/build 

(24%), specialty contracting (11%), and other businesses 
(20%), as shown in Table 2. 

Table 2.  Type of Business Where Respondents Worked 

Business Type Number Percentage (%) 
General Contractor 37 45 

Design/Build 20 24 
Specialty Contractor 9 11 

Other Business 16 20 
Total 82 100 

All respondents held a bachelor degree, with one 
exception and that being an associate degree, and 27% of the 
respondents had completed graduate degrees either in 
engineering, construction management, or an MBA. Table 3 
summarizes the education levels of respondents. 

Table 3.  Education Levels of Respondents 

Education Level Number Percentage (%) 
Associate Degree 1 1 
Bachelor's Degree 59 72 
Graduate Degree 22 27 

Total 82 100 

6.1. Demographic Analysis of Higher Managerial 
Positions  

The first part of the questionnaire asked for the 
respondent's career standing within the construction industry 
in order to determine whether years of experience, seniority 
within the company, or educational background were related 
to the respondent's perceptions of the type of leadership style 
and professional achievement required for managerial 
positions. These informative questions provided a general 
picture of the level of career achievement for the respondents, 
ranging from entry level positions to company executives. 
Appendix 1 shows the summary of the demographic analysis 
for project executives and managers, presenting the 
distribution of their educational levels, majors, and whether 
they participated in leadership programs. It should be noted 
that this analysis did not include data for superintendent due 
to limited sample collected. 

According to the data, respondents working as project 
executives and project managers in the construction industry 
had an average of 19.4 years and 12.0 years, respectively, of 
construction industry experience. They had held their current 
position as a project executive or project manager for an 
average of 6.2 years and 7.2 years, respectively. Based on the 
demographic data shown in Appendix 1, the typical career 
path in the construction industry recognizes broadly the 
progresses from a college graduate to an executive. A college 
graduate with a bachelor's degree majoring in construction or 
engineering may start their career as a field engineer or office 
engineer position in the construction industry. After 5 years 
or so they are likely to have gained sufficient experience to 
become a project manager, and within an average of 13 years 
to become a project executive. One third of those occupying 
the higher managerial levels have participated in leadership 
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programs, 75% of project executive levels and 76% of 
project manager levels. This rate can be assumed to be 
reflective of the importance leadership training has in the 
construction industry. Of the self-reported project managers 
24% had graduate degrees, increasing to 40% for those at the 
executive level.  

6.2. Best Leadership Style 

The second part of the questionnaire designed to examine 
the respondents’ perspectives of “Best Leadership Style,” at 
each construction industry managerial position. Due to the 
limited sample pool, these results are primarily from the 
project executives and project managers’ point of view. 
Because project manager’s leadership style influences 
project success [23], it is surmised that individual project 
manager/executive experiences reflect the appropriate 
leadership style and offer support for future study. To 
minimize misunderstanding of leadership styles and align 
responses, a description was provided of the three main 
leadership styles, Autocratic, Participatory and Free-rein, in 
Table 4, and each respondent was asked to assess how 
effective each type of decision-making would be for each 
level of managerial position, especially project executive, 
project manager, and superintendent. 

The selection of leadership style for each managerial 
position was subdivided into seven different levels, as shown 
in Figure 1, on a similar scale to that used for the Continuum 
of Leadership Behavior [2]. The collected data reveals that 
the perspectives of project executives and project managers 
differentiate on appropriate leadership styles. 

Appendix 2 shows the survey results on preferred 
leadership styles from executives and project manager’s 
perspective. The results clearly indicate that the executive 
and the manager perceive different leadership styles of the 
three positions. The last two columns of the table contain 
basic statistics (mean and standard deviation) of the 
one-to-seven scale results. The statistic was used to develop 
distribution curves which visualize the trend of the preferred 
leadership styles in the subsequent sections. The statistic was 
also utilized to compare the two mean values of the scale for 
each of the three positions between the viewpoints of project 
executive and project manager. The details will be contained 
in the following series of analysis sections. 

6.2.1. Preferred Leadership Style for Project Executive 

Project executives generally have trusted relationships 
with others, and it evidences itself in presenting a 
combination of boss-centered and subordinated-centered 
leadership trending toward to a more intensive participatory 
leadership style. 

The scale mean values are close to the mid value of the 
scale which is 4 (3.82 from project executive and 4.11 from 
project manager). In the participatory leadership, the leader 
provides a flexible and adaptive environment to employees 
in the decision making process. Although the leader allows 
employees to be independent of making decision, the 
problem identified by the leader is presented to the 
subordinates. In other words, the leader involves the whole 
process of decision-making and encourages the subordinate 
to suggest solutions. In this way, the project executive can 
establish a mentoring relationship with all members of the 
company. 

To visualize the survey results with continuous 
distribution curves, two statistical distribution curves 
(Normal and Gamma distributions) were drawn based on the 
mean and standard deviation values. Figure 2 presents two 
charts where the left and right side charts represent the 
preferred project executive leadership from an executive and 
manager’s point of view, respectively. 

It is obvious from both charts that the highest frequency 
falls on somewhere in the mediocre scale for both Normal 
and Gamma distributions.  

6.2.2. Preferred Leadership Style for Project Manager 

The results indicate that construction industry project 
managers are in positions that require a focus on control, and 
thus their preferred leadership styles consequently tend 
towards an autocratic, boss-centered leadership style.  

The mean scales from the executive and the manager were 
found 3.71 and 3.47, respectively. However, the variance for 
this result is lower than that for the project executive position, 
meaning that the managerial people’s leadership style 
preference for the project manager position is stronger than 
that for the project executive. In Figure 3, the Normal and 
Gamma density curves visually describe the frequency 
distributions of both preferred leadership style from the 
executive and manager’s point of view.  

Table 4.  Description of Leadership Style Used in Survey Questionnaire 

Leadership 
Style Autocratic Participatory Free Rein 

D
es

cr
ip

tio
n 

● Leader makes most decisions 
● Employee is given little freedom 
to act on their own 
● Net result is that employees are 
totally dependent upon leader 
● Boss-centric 

● Leader involves employees 
in project decisions 
● Employees have some 
independence of action 
● Leads to a more adaptive, 
flexible employee structure 

● Allows employees to make decisions 
and have almost complete freedom 
● Role of leader is to provide necessary 
resources to employees 
● Subordinate-centric 
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Figure 2.  Preferred Leadership Style for Project Executives 

 
Figure 3.  Preferred Leadership Style for Project Managers 

6.2.3. Preferred Leadership Style for Superintendent 

 
Figure 4.  Preferred Leadership Style for Superintendents 

The third position analyzed was the superintendent 
position. In contrast to the higher two managerial positions, 
the survey result clearly indicates that the preferred 
leadership style for this position is more inclined to the 
autocratic type. The executives tend to like their 
superintendents to work in a participatory-to-autocratic way, 
while the managers tend to like them to show a more 
autocratic leadership. The scale average values were found 
3.35 and 2.71 with standard deviation of 1.41 and 1.53 from 

the executive and manager’s point of view, respectively. The 
frequency distribution curves are presented in Figure 4. 

6.3. Statistical Analysis 
The average scale values and the distribution curves 

presented in the previous section indicate that both project 
executive and manager seem to have the same opinion in 
terms of their preferred leadership style for all the three 
managerial positions. To ensure and verify the claim 
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statistically, the scale values collected were subjected to 
normality tests (i.e., comparison of two means – two sample 
t-test). The statistical hypothesis setting is as follow: 

H0: Both project executives and managers have the same 
opinion on the preferred leadership style for each of three 
positions. 

H1: Project executives and managers do not have the same 
opinion on the preferred leadership style for each of three 
positions. 

The t-test was conducted with a 95% confidence level. 
The test results are shown in Table 5.  

Table 5.  Two Sample T-Test Results for (a) Preferred Leadership for 
Project Executive, (b) Preferred Leadership for Project Manager, and (c) 
Preferred Leadership for Superintendent 

 
The t-statistic values for all three positions (-0.61, 0.92, 

and 1.28) were found to fall on the region out of the critical 
area (i.e., H0 rejection area), and this simply indicates that 
there is no statistically significant difference in the mean 
scale values between the two samples. Therefore, it can be 
concluded that, for all three positions, both project 

executives and managers have the same opinion on the 
preferred leadership style.  

7. Future Study 
This study is aimed specifically at recognizing the issue of 

appropriate leadership styles for diverse managerial 
positions from the perspective of construction professionals 
currently working at senior project manager and executive 
levels. The survey data provides interesting new information 
that can serve as a benchmark for new types of leadership 
education based on the type of managerial position, 
management responsibilities, job function, and interpersonal 
collaborations with industry stakeholders.  

Although, the data collection is limited by sample 
population access and location, this study will establish a 
new approach to the leadership and decision-making.  . 
Extending this study with a sufficient sample pool, an 
extended region, and different types of firms, departments, 
and projects can strengthen the findings of this study on the 
understanding and direction of leadership programs being 
developed by academia and industry.  

The study does provide promise that future studies with 
broader relationships, such as different types of firms, 
departments, project types, tasks, and so on, could have a 
significant impact in further the understanding of appropriate 
leadership styles at different managerial levels. The study 
not only provides a vision for employee promotion, but also 
an insight in how future studies can explore hierarchical 
leadership styles. 

8. Conclusions 
This study initiates the issue of appropriate leadership 

styles for diverse managerial positions from the perspective 
of construction professionals currently working at senior 
project manager and executive levels in the construction 
industry. Leaders are often only slightly elevated above their 
peers in terms of legitimate authority, particularly in the 
construction industry. As a consequence, much of their 
leadership style relies on influence and persuasion, rather 
than on authority and commands [24]. The findings of the 
study support and reflect the different duties, responsibilities, 
and relationships of the different managerial positions based 
on personal recognition of senior managerial positions in the 
construction industry. The traditional view of leaders who 
set goals, make decisions, and direct troops reflects an 
individualistic view [25]. Professionals, especially those in 
managerial positions in the construction industry, often need 
to deploy different leadership styles that reflect appropriate 
hierarchical perspectives depending on the management 
position they hold within the company. Construction is a 
heavily pre-planned activity that aims to minimize waste, 
time, and costs.  

Construction personnel rely on having well-developed 
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interpersonal skills in order to deal with the many different 
stakeholders and departments they work with. These 
collaborations must also function at different levels in the 
hierarchy and meet varying performance requirements. Thus 
as identified by the data analysis of this study reveals that 
higher level managerial personnel prefer their 
superintendents to lean toward more autocratic leadership 
styles while they prefer project executives and managers to 
lean toward a more participatory leadership style.  

The understanding of relationship among desired 
leadership styles at different managerial levels in the 
construction industry can achieve high levels of performance 
in general duties, responsibilities, and relationships of higher 

managerial positions, including executive, manager, and 
superintendent.  

The findings of this study of leadership styles suggest that 
there are a number of alternative combinations in which a 
construction professional can consciously conduct him or 
herself to both accomplish project objectives and succeed 
professionally as analyzing their own current leadership and 
decision-making. Additionally, this research suggests how 
leadership development programs can work to prepare and 
guide qualified professionals in continued leadership 
education and professional growth and advancement with the 
enhancement of societal value. 

Appendix 
Appendix 1.  Construction Professional Demography 

Demography N N % % 
Construction Career (yr) 

Current Position Total 

Pr
oj

ec
t E

xe
cu

tiv
e 

  
(N

=2
0)

 

Educational level 
Graduate 8 

20 
40 

100 
6.4 18.8 

Bachelor 12 60 7.4 21.3 

Major 

Construction 5 

20 

25 

100 

8.4 17.0 

Engineering 9 45 6.4 20.1 

Other 6 30 7.2 24.6 

Leadership Program 
Yes 15 

20 
75 

100 
8.4 21.4 

No 5 25 3.4 17.8 

Pr
oj

ec
t M

an
ag

er
 

(N
=1

7)
 

Educational level 
Graduate 4 

17 
24 

100 
4.8 12.3 

Bachelor 13 76 7.9 12.3 

Major 

Construction 9 

17 

53 

100 

5.9 11.4 

Engineering 4 24 12.3 15.8 

Other 4 24 5.0 10.8 

Leadership Program 
Yes 13 

17 
76 

100 
5.7 10.8 

No 4 24 12 17.3 

Appendix 2.  Preferred Leadership Styles 

Decision & 
Leadership Style 

Makes 
decision 

and 
announces 

it 

Sells 
decision 

Presents 
ideas and 

invites 
question 

Presents 
tentative 
decision, 
subject 

to 
change 

Presents 
problem, 

gets 
suggestions, 

makes 
decision 

Limits, 
asks group 

to make 
suggestion
s, makes 
decision 

Permits 
subordinates 
to function 

within 
limits 

defined by 
superior 

Descriptive 
Statistics 

Scale 1 2 3 4 5 6 7 

Scale 
Mean 

Scale 
Standard 
Deviation 

Project 
Executive 

Perspective 
Autocratic (Boss-centric)                           Free-Rein (Subordinate-centric) 

 % % % % % % % 
Project Executive 11.8 11.8 11.8 29.4 23.5 5.9 5.9 3.82 1.67 
Project Manager 0 5.9 17.6 76.5 0 0 0 3.71 0.59 
Superintendent 11.8 11.8 23.5 47.1 0 0 5.9 3.35 1.41 

Project 
Manager 

Perspective 
Autocratic (Boss-centric)                           Free-Rein (Subordinate-centric) Scale 

Mean 

Scale 
Standard 
Deviation 

Project Executive 0 5.9 17.6 52.9 11.8 11.8 0 4.11 1.02 
Project Manager 5.9 5.9 35.3 47.1 5.9 0 0 3.47 0.90 
Superintendent 17.6 41.2 11.8 29.4 0 0 0 2.71 1.53  
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