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Abstract
This study investigated how diverse project leadership styles affected the success of projects within the large construction organization, those operating in the hybrid and the digital environment by using a Balfour Beatty case. This study addresses the research objectives through identifying the leadership style in project management and exploring its applicability within complex UK infrastructure projects. This research focuses on the contingency leadership theory, which is linked to the transformational, transactional, servant, and situational leadership perspectives. This study evaluated the challenges regarding stakeholder complexity and digital transformation in construction. 
This study adopted the systematic review approach by using secondary data sources and considering journals, articles, organizational reports, and industry publications. By using the secondary databases, this study developed a case-study methodology aligned with the research objectives. These themes address the leadership patterns and the performance outcome regarding time, costs, quality, and stakeholder satisfaction.
The findings demonstrate that no single leadership style certifies project success. An effective performance relies on leaders' capability to adapt their behaviours to project contexts. “Transformational leadership” increased adaptability, collaboration, and shareholder engagement. At the same time, “transactional leadership” supported compliance and cost control, while situational and servant leadership focused on workforce engagement, trust, and responsiveness. 
This research concludes that adaptive, context-sensitive leadership is necessary to manage complex construction projects in digitally enabled environments. It also contributes to project management and leadership theory by refining contingency-based models and providing practical guidance for companies seeking to develop project delivery through implemented leadership capability development. 
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[bookmark: _Toc220594496]1. Chapter 1: Introduction and Rationale
[bookmark: _ldd3yt1z9zrt][bookmark: _Toc220594497]1.1. Research Background
The “digital transformation”, hybrid work, and competition are also reflected in the “global project management environment”, particularly in industries such as construction, energy, and professional services.
[image: ]
[bookmark: _ji7m4d2k441t][bookmark: _Toc220168291]Figure 1.1: Readiness of a leader
(Source: Deloitte Insights, 2023)
Effective leadership has become a central issue; for instance, a 2023 survey found that only 23% of organizations believe their leaders can lead through disruption, as shown in Figure 1.1 (Deloitte Insights, 2023). Also, in a more recent “evidence-based study” across various industries, it was found that “leadership style” has a significant relationship with project success factors of time, cost, and quality (Altaher et al. 2024). Indeed, data on the “UK job market” also show that only 4.3% of UK vacancies were fully remote in 2023, compared to 0.44% in 2019 (Vacancysoft.com, 2023). In light of this, the project investigates the impact of different “project leadership styles” on success in the UK construction industry with reference to a single large contractor, Balfour Beatty, who undertakes projects in complex and hybrid contexts.
The strategic importance of leadership in the “UK construction” is increasing as the volatility of projects is increasing. Industry statistics indicate that, in Q4 2023, construction output had fallen 1.3%, as a result of inflation, “supply chain disruption” and workforce shortages, adding further pressure on “project delivery performance” (Ons.gov.uk, 2023). As projects become more complex, the “leadership capabilities” are significant to the effectiveness with which a contractor can coordinate planning, “communication and risk management”. Deloitte’s 2025 Outlook for the “global engineering” and construction recognizes that the adoption of digital, “sustainability reporting” and dispersed workforces has all contributed towards increased complexity of projects, requiring organizations to rethink their “leadership behaviour” and team structure (Deloitte.com, 2025).
In this regard, Balfour Beatty offers strong empirical evidence. The company’s 2023 “Annual Report” indicated that the business has a £16.5bn order book, meaning that there is delivery responsibility on a very large scale across highways, rail, defense, and “energy infrastructure” (Balfour Beatty, 2023). The same has been highlighted in Figure 1.2 below. 
[image: ]
[bookmark: _itr2rdf3dh8q][bookmark: _Toc220168292]Figure 1.2: Highlights of Balfour Beatty
(Source: Balfour Beatty, 2023)
“Distribution coordination tools” now underpin decision-making and “stakeholder alignment” that drive leadership practice, as project teams arise as hybrid roles across several “geographic locations” and under various engagement modes. The strategic briefing also stated that weak coordination increased “operational risk” and leads to delays and rework costs across megaprojects (Balfour Beatty, 2024). Likewise, McKinsey stated that “ineffective coordination” and leadership increased rework, delays, and cost overruns by 15-18% in “large infrastructure and capital projects”, a direct financial consequence of poor execution skills in leadership (Mckinsey.com, 2023). Therefore, despite the amplifying pressures, little academic research has explored the contexts of “specific leadership styles” used to drive project success through the major contractors in the UK, based on their “hybrid work structure” and employment model, indicating strong ground for knowledge development.
[bookmark: _sfmsxzzg0guj][bookmark: _Toc220594498]1.2. Research Rationale
[bookmark: _8ynnv78muz2r][bookmark: _Toc220594499]1.2.1. Theoretical Justification
Previous research indicates that project leadership style has a direct effect on project outcomes, including quality, cost, schedule performance, and stakeholder satisfaction (Altaher et al. 2024). Leadership models such as transformational, transactional, servant, and situational leadership are still the most widely recognized frameworks to explain leader–follower dynamics and project success (Fareed et al. 2023). It has been established that project leadership style has an effective role on project outcomes, drawing eponymous project leadership theories to account for leader-follower dynamics and project performance, such as transformational and transactional leadership (Altaher et al. 2024). Moreover, there is empirical indication that transformational leadership promotes team motivation, knowledge-sharing, and layout project collaboration (Han and Zhang, 2024). Also, it has been noted that while transactional leadership gives structure, clarity, and control, which is essential in construction when set to a schedule (Fauzan and Andreas, 2024). Additionally, as evidenced by a developing body of research, the consideration of leadership competencies has been of value, as it relates to sustainability and sustainability performance in construction projects (Afzal and Tumpa, 2024).
Even with the existing knowledge, research on leadership remains siloed in regards to how leadership styles function under contextual forces such as digitisation, remote coordination or uncertainties in supply chains (Fokina et al. 2023). A large proportion of this research has examined leadership in somewhat isolation, without integrating moderating factors such as context, team composition or digital or remote work contexts (Cserhati and Schimmer, 2025). Results are still mixed because some research shows that transformational leadership improves decision-making under uncertain conditions in complex environments, yet others find little added value in using transformational leadership while working under conditions of rapid disruption or technology barriers (Cserhati and Schimmer, 2025). 
This leads to an essential lacuna: in particular, there is no net assessment of when and how styles of leadership manifest across diverse industries, specifically in the UK construction sector, modes of “remote or hybrid contexts” and dynamics of teams (Han and Zhang, 2024). The literature recognises the relationship of leadership style to project performance, but does not provide detailed insight into the functioning of leadership in “UK construction organisations” operating in hybrid working practices. The extant literature is less concerned with large contractors where leadership impacts safety, time, ‘stakeholder engagement’, and the coordination of digitalisation (Afzal and Tumpa, 2024). The literature is not particularly concerned with large contractors like Balfour Beatty, where impacts are greater for measures of time, safety, and “stakeholder satisfaction”. Academics call for the need to draw on the intersectionality of contextual leadership mechanisms, which will strengthen theory and enhance generalisability to “project-based industries” (Fareed et al. 2023). Hence, this study proposes to approach a significant theoretical gap by analysing how leadership styles will contribute to measurable success in “hybrid UK construction contexts”.
[bookmark: _pdxosor2otwh][bookmark: _Toc220594500]1.2.2. Practical Justification
Managers are unsure about the “leadership style” that promotes project success in “global hybrid contexts”. Besides, “inadequate leadership” is a contributor to cost and schedule overruns, which diminishes “competitive advantage”. Delays in the “construction industry” also place financial penalties and “reputational risks” on large contractors such as Balfour Beatty plc. Addressing this gap with a concentrated investigation of the prevailing “unhealthy leadership behaviours” will provide evidence-based insights on improving “leadership capability” in order to improve project success rates, specifically within the “UK construction industry”.
In the “UK construction industry”, managers encounter risk and uncertainty through their operational practices, while leaders still have indistinct leadership practices for “hybrid project delivery”. Deloitte found that 85% of leaders surveyed for the “2024 Human Capital Trends” report said that hybrid ways of working create problems which extend to measuring productivity, as well as team performance. This will limit confidence in “management actions” for designing and managing workforces” (Deloitte Insights, 2024). According to IDC, as construction companies will escalate pressure to employ leadership at the pace of investment in “digital technologies.” If “leadership capacity and capability” do not develop, then that will create gaps in capacity to the extent that productivity slows down; and those gaps will not reduce optionality for organisations on the journey to “digital transformation” (Idc.com, 2023). Similarly, McKinsey’s research on “capital projects” details execution shortfalls of typically 15-18% in the delivery of large projects. Research indicates that weak “leadership and poor coordination” will mean greater schedule and cost variance in the execution of capital projects. These execution shortfalls will negatively affect contractor margins and client trust (Fjeldstad et al. 2024). The “Economist Intelligence Unit” risk assessment issues some warnings about the consequential implications of “poor leadership integration” in situations of multi-stakeholder delivered programmes. According to literature, many programs are experiencing a slow escalation of risk and governance failure, contributing to “public value loss” affecting significant infrastructure investments (Economic Intelligence, 2024). Recognising this gap in managerial steering of hybrid supervision, conflicts, and rework will create an opportunity for large contractors in the UK to integrate improvements in terms of productivity and safety.
[bookmark: _glpq9r6c9bv3][bookmark: _Toc220594501]1.3. Research Contribution and Motivation
This study aims to address the “theoretical gap” and the “practical gap” identified in Sections 1.2.1 and 1.2.2 to further the understanding of how “leadership styles impact” observable project success in hybrid construction settings. Theoretically, it addresses existing gaps in the fragmented literature on leadership styles investigated without moderating conditions: team structure, digital coordination, and hybrid working (Cserhati and Schimmer, 2025). Investigating the leadership styles of “transformational, transactional, and servant leadership” in relation to the contexts of digitalisation, distributed teams, and uncertainty extends understanding beyond leader–follower thinking and noted “contextual contingency” of contemporary project delivery (Han and Zhang, 2024; Afzal and Tumpa, 2024). Thus, the study contributes to the knowledge of leadership theory in “project-based arrangements”, describing the boundary conditions, such as hybrid working and large-scale contracting, that affect when some “leadership styles” provide value. Therefore, it directly responds to scholars' calls to enhance theory and applicability in practice in project-based industries (Fareed et al. 2023).
The research makes an empirical contribution in its use of secondary data, with a multi-case, comparative analysis of Balfour Beatty, and other comparative “UK contractors”, to identify the influence of leadership. Case study research designs are considered useful, as they facilitate in-depth exploration of complex, contextually situated “organisational behaviour”, leading to an improved understanding of leadership in practice, rather than merely an abstract theoretical interaction (Altaher et al. 2024). Furthermore, undertaking comparisons across several “hybrid construction projects” allows for the identification of regular patterns of influence on leadership, and ties leadership styles to project outputs such as time, cost, safety, and “stakeholder satisfaction”. This is an important empirical contribution because existing research has not explored the “leadership capabilities” of large UK contractors, whose use is crucial if success in projects where digital coordination, schedule reliability, and “operational safety” are relied on (Afzal and Tumpa, 2024). With the use of data from contractor reports, performance indicators, and other publicly available project documents, this study offers evidence-based insights into how leadership determines success in a complex “hybrid project delivery”.
In practical terms, the research provides actionable benefits for managers struggling to understand how to implement “leadership decisions” in hybrid environments. As noted in Section 1.2.2, managers feel uncertain about which leadership behaviours enable productivity, coordination, or “risk management”, and poor leadership creates cost overruns, delays, and reputational risk for large contractors (Fjeldstad et al. 2024; Deloitte Insights, 2024). By building a “structured framework” to connect leadership style to a measurable outcome, including when transformational, transactional, or “servant leadership” is most useful, the study enables decision-makers to have clearer criteria for developing leadership capability, reducing rework, and enhancing client confidence.
This research contributes to new knowledge because no previous scholarship has sought to integrate leadership style, “hybrid project coordination” and megaproject context in the UK construction industry. In synthesising theory, “case-based evidence” and practitioner relevance, this study has advanced leadership scholarship and provided practical use for organisations operating under the increasing “digital and operational pressure” of hybrid constructions.
[bookmark: _x5beugsy2mbk][bookmark: _Toc220594502]1.4. Research Aim, Objectives and Questions
Aim
This research aims to investigate the effects of different project leadership styles on the success of projects in the “UK construction sector”, specifically in reference to Balfour Beatty, and under remote and hybrid working conditions”.
Objectives
· To identify and categorise the main “project leadership styles” explored in the project management literature and examine their applicability in Balfour Beatty.
· To evaluate the extent to which “project leadership styles” enhance “project success factors” such as time, cost, quality and stakeholder satisfaction in Balfour Beatty’s “construction projects” in particular and during hybrid or remote working conditions.
Questions
· How do different “project leadership styles” affect project success outcomes, specifically the variables of time, cost, quality and “stakeholder satisfaction” at Balfour Beatty in hybrid or remote project environments?
[bookmark: _wye6a2ps8u31][bookmark: _Toc220594503]1.5. Dissertation Structure
The remainder of this dissertation is organised into the following chapters. 
· Chapter Two consists of a “critical literature review” regarding project leadership styles, project success criteria, and hybrid project delivery in construction, identifying both conceptual groundings and empirical gaps related to hybrid project delivery. 
· Chapter Three presents the research methods and methodologies for “systematic literature review” related to the research design, data sources, case selection criteria, and analysis processes. 
· Chapter Four shows the data analysis, “comparative analysis of leadership styles” and leading performance indicators across selected hybrid construction projects. 
· Chapter Five discusses the implications of findings as they relate to “theory and practice”, addressing the theoretical implications of factors discovered and applicability for managers. 
· [bookmark: _f8h6718227ch]Chapter Six concludes the dissertation with a “discussion of contributions”, limitations, and recommendations for future research.


[bookmark: _7wrdqgr5work][bookmark: _Toc220594504]2. Chapter 2: Literature Review
[bookmark: _dsvvn1e3ir40][bookmark: _Toc220594505]2.1 Introduction
In this literature review, the influence of “leadership styles” on project results, especially in “hybrid workplaces”, is explored. It ties directly to the aim, objectives and research questions of the study and evaluates theoretical frameworks, models and sector-specific evidence. It is structured by looking at leadership styles, how these styles or behaviours of leaders affect the chances of project success and how the use of hybrid working influences the ability of leaders to influence the success of their projects. 
[bookmark: _lzg2l1l7s485][bookmark: _Toc220594506]2.2 Project Leadership Styles in Construction 
[bookmark: _78sljpuus652][bookmark: _Toc220594507]2.2.1 Conceptual Foundations of Project Leadership
Although “project leadership” and “project management” are often seen as related, they are in fact two very separate roles that require different skill sets. “Project management” is focused on the processes or controls needed to manage projects, such as the steps of planning, organising, scheduling and allocating resources. In contrast, “project leadership” focuses on people and how to influence them (Ghafory and Sahnosh, 2024). Arguably, “project leaders” play a much more important role than “project managers” because they provide the overall vision and motivation to the project team, as well as deal with the volatile and complicated human factors that contribute to the success or failure of projects.
In the construction industry, the role of a “project leader” is expanded (Peng et al., 2022). For instance, leaders of contractor companies, such as Balfour Beatty, are expected to lead and manage in an environment that contains “multiple stakeholders” with varying interests and levels of uncertainty, complexity, and rapid pace. The “behavioural practices” of project managers and not just their administrative abilities are crucial to the success of high-risk, time-critical megaprojects (Rehan et al., 2024). The existing literature demonstrates that the success of a project depends more on how well the “project manager” can influence the team and adapt to changes than on just how carefully they plan (Susanto et al., 2023). Figure 2.1 has helped in highlighting the leadership success factors. The image shows how behaviour, technical skills, “manager skills” and “transformational leader behaviour” (i.e., all types) contribute to successful leader behaviour and project success in construction.
[image: ]
[bookmark: _3ig39tq6i64f][bookmark: _Toc220168293]Figure 2.1: Leadership Success Factors
(Source: Susanto et al., 2023)
Therefore, to achieve success in the construction industry, project leadership must be viewed not only as a theoretical concept but also as a crucial set of “behavioural skills” required to deliver on an organisation’s strategic goals in an environment of extreme pressure.
[bookmark: _Toc220594508]2.2.2 Theoretical Perspectives
Leadership in project contexts is similar to other areas of project development. However, unlike in other areas, leadership in “project growth and leadership” in the construction industry has been viewed as more than simply the sum of its parts or the characteristics of individual leaders. This means there is a great deal of variation in the construction environment, so it is impossible to create a “single leadership model” that will work in all construction environments. Therefore, the idea of “contingency theory” is required when assessing how different types of leaders perform in a construction environment. 
Contingency Theory of Leadership
The basic premise of “contingency theory” is that there is no one way to lead, and that the type of leader who will be most effective in a specific context depends on how well their style of leadership fits within the framework of that specific “construction environment” (Eposi et al., 2021). Research from Cui and Mo (2025), demonstrates that the effect of “supportive leadership” on employee behaviour dramatically differs when applied to the new generation of workers compared to previous generations. Figure 2.2 highlights the model of contingency theory for leadership. As shown in Figure 2.2, “effective leadership” results from the alignment of people with tasks and structures, and the integration of technology in both the “internal and external environments” of the construction industry.
[image: ]
[bookmark: _ml42sy5swqrt][bookmark: _Toc220168294]Figure 2.2: Contingency Theory of Leadership
(Source: Eposi et al., 2021)
So, whereas an individual’s view of how they lead should adhere to the overall universal nature of leadership, through the treatment of one another equally. Researchers have determined that for effective leaders to accomplish their goal of reaching an acceptable level of “worker safety” compliance in a hazardous “construction work environment” is needed. Hence, they need to adjust the support they provide to workers based on the employee characteristics.
The reason for choosing contingency theory to explore “project delivery and stakeholder satisfaction” at Balfour Beatty is that the construction industry operates in highly dynamic and volatile environments with multiple stakeholders (customers, regulatory bodies, and employees) that have differing expectations and requirements. Additionally, Balfour Beatty has projects with very different scales, complexities, and “methods of delivery” which require leaders to change their behaviours in response to those differences. “Contingency theory” states that there is no one style of leadership that will always guarantee success, however, the effectiveness of any style of leadership is determined by whether it fits the situation in which it is used. Hence, of this, “contingency theory” provides a sound “theoretical framework” for exploring the impact of leadership on cost, time, quality, and customer satisfaction.
[bookmark: _nr9f6p7s06fu][bookmark: _Toc220594509]2.2.3 Transformational and Transactional Leadership
The research into project leadership details the differences between “Transformational Leadership” and “Transactional Leadership”. “Transformational Leadership” is focused on transforming teams into “motivated groups” that exceed expectations by creating a team-oriented culture and developing individual team members (Han et al., 2025). Research supports that TFL drives project completion through two critical mediating variables, such as team-building and teamwork (Ali et al., 2021). Further research shows that this leadership creates an environment of “team reflexivity”, agility and resilience, making this model of leading a project critical during the challenges and “changes of the construction industry” (Han et al., 2024).
In contrast, “Transactional Leadership” relies on “rewards and management-by-exception” and consequently enforces compliance with few opportunities for motivating outstanding effort. Omer et al., (2022), point out the danger associated with applying this leadership passively, where the potential for “negative behaviours” exists in cases of “passive management-by-exception”. Although “transactional leadership” can preserve an organisation’s baseline stability, the limited range of performance associated with it fails to address the need for innovation or “ongoing growth and development” of organisations and their employees (García Martín et al., 2023). Although “transactional leadership” limits an organisation’s ambition, “transformational leadership” is an essential component of “continuous improvement” needed to meet the ever-increasing demands of the construction industry.
[bookmark: _xvjhrvbq5anx][bookmark: _Toc220594510]2.2.5 Servant and Situational Leadership
“Servant Leadership (SL)” provides a vital counterpoint to purely “performance-based models” by being fundamentally people-oriented. The main focus of this leadership is to support “Team Growth” and Wellness First, with the end result being Trust and Teamwork, keeping in mind the “Organisational Citizenship Behaviour (OCB)” (Siddiquei et al., 2025). Figure 2.3 illustrates the “multi-level model” of the “servant leadership”.
[image: ]
[bookmark: _l2wqx0sr3mds][bookmark: _Toc220168295]Figure 2.3: The multi-level model of Servant leadership
(Source: Siddiquei et al., 2025)
Siddiquei et al., (2025), further linked SL with developing “Team Resilience” which is essential for “high-reliability construction teams”. Ellahi et al., (2022), however, identified the positive impact of SL on “Motivation and Effectiveness” in Teams thus posing to be relevant in Hybrid Environments. 
“Situational Leadership” however, enables leaders to be flexible by adapting their style of leadership to the “competence level” of their employees in the work environment. According to Pincus (2024), “situational leadership” is a significant factor in determining the degree of need fulfilment. It is also incredibly beneficial in helping leaders manage the changes that occur during different phases of a project. As projects transition from the design phase to the execution phase, the types of leadership approaches employed by leaders must also be modified (Anwer et al., 2022). The use of “Situational Leadership” thus allows organisations that utilise hybrid or remote workforces to provide support by changing their levels of “communication intensity” and providing higher levels of support based on where employees are located and the level of complexity associated with their tasks (Meirinhos et al., 2023). 
[bookmark: _9kk96k2sn81v][bookmark: _Toc220594511]2.2.7 Digital Leadership in Hybrid/Remote Environments
In hybrid construction environments, the need for digital leaders goes beyond technical adoption; it necessitates a cultural change. Mohamad et al., (2025), found that digital competencies foster improved communications and integration. However, most managers lack a clearly defined structure to develop their digital competencies. Figure 2.4 below has helped in highlighting the “digital leadership attributes”.
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[bookmark: _ehmu4tupqw7l][bookmark: _Toc220168296]Figure 2.4: Digital Leadership Attributes
(Source: Mohamad et al., 2025)
The work by Zulu et al., (2023), further demonstrates that “organisational resistance” and fragmented digital strategies continue to hinder successful transformation. Besides, Soomro et al., (2024), stated that “shared leadership” and “shared knowledge” through collaborative “digital leadership” are the foundations of successful leadership. 
[bookmark: _uk1bv5n5a97n][bookmark: _Toc220594512]2.2.8 Leadership Styles Most Applicable to Balfour Beatty
The leadership styles most relevant to Balfour Beatty need to provide a balance between controlling and people-oriented behaviours. Research has proven that “transformational and participative styles” bring the best in terms of improving performance in construction compared to the transaction-based leadership styles (Kalambayi et al., 2021). Along with supporting transformational and participative styles, Olugboyega et al., (2023), believe that for effective project leadership, it is necessary to have adaptive, communicative and integrative leadership behaviours that match a project’s complexity. Hence, Balfour Beatty cannot succeed using “transaction-based control” alone. “High-risk hybrid project environments” of Balfour Beatty requires transformational vision.
[bookmark: _won1n0q1o94x][bookmark: _Toc220594513]2.3 Leadership Influence on Project Success Outcomes
[bookmark: _al39xotc0kwt][bookmark: _Toc220594514]2.3.1 Defining Project Success in Construction 
The factors contributing to project success in the “construction industry” are much greater than the traditional model of the construction “iron triangle”. While time, costs, and quality remain vital focus areas of industry practitioners, as indicated by Kumar et al., (2023), an increased emphasis has been placed upon construction communication and collaboration among “construction stakeholders and partners”. Both Kumar et al., (2023), and Ibrahim et al., (2024), indicate that many “construction industry practitioners” hold the outmoded position that technical performance is the sole definition of success in “construction projects”. However, Ibrahim et al., (2024), also advocate for a more integrated approach to performance metrics, arguing that existing systems continue to be fragmented and focus more on outputs than on value or return to all stakeholders.
[bookmark: _sksq2ryibt2b][bookmark: _Toc220594515]2.3.2 Leadership Effects on Time Performance 
Leadership plays a pivotal role in the efficiency of schedules and in reducing delays during construction projects. According to research by Ssenyange and Kudakwashe (2023), “transformational leaders” increase the coordination of team members, speed up group decision-making, and lessen the effects of “schedule slippage”. The authors further state that “transformational leaders” inspire and empower their teams to resolve conflicts faster, which subsequently increases team productivity. “Transactional leaders”, however, provide a high level of clarity and structure for their teams. Besides, the reliance that transactional leaders place on compliance creates barriers to the “timely adaptation” of their projects. Misbahuddin et al., (2024), provide further evidence that “positive relationship” between the “transformational behaviours” of leaders, which include communication, problem-solving, and engaging teams, and the speed at which projects are delivered in a complex and uncertain environment. The authors also found that while the behaviours of “transactional leaders” create stability through procedures, they cannot mitigate the negative effects of “unexpected disruptions”. Both of these studies identify an important tension, as both “transformational flexibility” and “transactional discipline” are combined by the leader, and time performance is enhanced. 
[bookmark: _ooz2349oyjki][bookmark: _Toc220594516]2.3.3 Leadership Effects on Cost Performance
According to Gao et al., (2024), the leadership of leaders is a critical measure for improving “cost performance”, as they influence how resources are used, and waste is reduced. It also determines how employees are held accountable for performing their jobs efficiently. The research finds that leaders who build “psychological contracts” with their employees positively impact “employee behaviour” by encouraging responsible decision-making, which results in reduced waste from construction and demolition activities. In addition to this research, Castro et al., (2022), indicate that leaders who have “high emotional intelligence” build trust and demonstrate strong “interpersonal abilities” by reducing the amount of rework, disputes and hidden costs associated with “poor communication”. These studies support the conclusion that “cost efficiency” is based on “leadership behaviour” and the ability to motivate employees by increasing their responsibility and supporting their productivity.
[bookmark: _bjehtyhdakan][bookmark: _Toc220594517]2.3.4 Leadership Effects on Quality
Through their influence on workmanship, safety culture and the awareness of risk, “leadership behaviours” strongly influence the “quality outcomes”. “Effective leadership” on design teams has been shown to improve coordination between the “team members” and therefore reduce “design errors” (Elforgani et al., 2024). Therefore, quality is driven by effective leadership and is not purely based on technology. According to Elosta and Alzubi (2024), the safety leadership of employers increases the “safety behaviours” of workers, which increases the commitment of workers to adhere to “quality practices” on the project. Senthamizh Sankar and Anandh (2024), further showed that having a “supportive and safety-oriented leader” decreases the number of defects and rework. By combining the results of the three studies, it is clear that communication, accountability and team culture are what allow for “continual quality performance”.
[bookmark: _fxsqhk2hmqkd][bookmark: _Toc220594518]2.3.5 Leadership Effects on Stakeholder Satisfaction
Leadership behaviours that foster improved communication, trust and quality of relationships with stakeholders are the primary drivers of “stakeholder satisfaction”. Transformational Leaders increase “stakeholder confidence” through transparency and meaningful “stakeholder engagement” (Thuy, 2024). However, transformational behaviours alone are not sufficient in developing a high-quality “Leader–Member Exchange” (LMX), which is the key to fostering stakeholder commitment. A strong LMX fosters the free flow of information, minimises misunderstandings, and helps build credibility with stakeholders and partners. Even visionary leaders without strong relational depth have a difficult time maintaining “stakeholder satisfaction” over time.
[bookmark: _9ozss3itjqrs][bookmark: _Toc220594519]2.3.6 Challenges of Hybrid and Remote Leadership
There are many hurdles when managing hybrid and remote teams in the “construction industry”, including poor coordination, communication and trust. According to Samuelson and Stehn (2023), “digital transformation” exposes deficiencies in leadership ability. Many leaders lack the skills needed to manage their dispersed teams effectively, resulting in “fragmentation of communication”, reduced cohesion and psychological safety. There is also reduced coordination due to the inconsistent implementation of “digital workflows”. This lack of consistency causes delays and misalignment. In addition to these gaps, the authors contest the commonly held view that implementing digital tools inherently yields improved performance. Therefore, the “hybrid work environment” requires leadership to reevaluate their impact and adjust their behaviours to include new competencies that are digital, relational and adaptive.
[bookmark: _8unctw1rei33][bookmark: _Toc220594520]2.3.7 Summary on which Leadership Styles Drive the Four Variables
Research shows that “transformational leadership” always tends to outperform the other leadership styles when it comes to “project-based results”, such as faster than originally planned completion times, the successful expenditure of limited funds, on-time and on-quality delivery of the projects, and overall stakeholder satisfaction. Transformational leaders utilise motivational strategies, develop good communication habits, and encourage teamwork (Ali et al., 2021; Han et al., 2025; Thuy, 2024). “Transactional leadership”, on the contrary, provides important benefits of stability and structural clarity. However, due to its lack of flexibility and adaptability to rapid changes and complex environments found in construction, “transactional leadership” can actually hinder success (Omer et al., 2022). Servant Leadership and Situational Leadership styles can positively affect “employee satisfaction”, resilience and alignment to an organisation’s objectives. Thus, the effectiveness of these leadership styles relies on their ability to match the “organisational culture” and ultimate objectives (Siddiquei et al., 2025; Anwer et al., 2022). Under “hybrid work environments”, “digital leadership” and “shared leadership” become increasingly important and will provide evidence to refute the argument that traditional leadership by itself can produce the best performance (Mohamad et al.,2025; Zulu et al.,2023). 
[bookmark: _7tj2aai8mm4x][bookmark: _Toc220594521]2.4 Leadership in Hybrid and Remote Project Environments
[bookmark: _8qugqtnxz70f][bookmark: _Toc220594522]2.4.1 Evolution of Hybrid Work in UK Construction
“Hybrid working practices” are new to the construction industry because of the pandemic. Balfour Beatty published its “Chain Reactions Report” in 2017 and highlighted that the construction sector was behind all other sectors in “digital capabilities” and technology use by its workforce (Balfour Beatty, 2017). Balfour Beatty also indicated that the construction industry needed to invest in technology and develop better skill sets to “handle future changes”. COVID-19 has now accelerated this expectation of an increased digital presence. Another study stated that within the next decade, the “construction industry” will experience a period of increased “infrastructure expansion” related to the growing integration of digital technology (Aston.ac.uk, 2022). This statement supports the notion of construction being transformed through “hybrid working” as a result of the increase in the use of “digital technology”.
Although there is an emphasis on using “digital technology” to create efficiencies and provide oversight, construction continues to face challenges associated with fragmented communications between various parties and businesses. “Hybrid working” is therefore a progress and contradiction, and while the “construction industry” supports and accepts the increase in the use of digital technology, cultural and “operational inertia” continue to impede true hybrid adoption and implementation. 
[bookmark: _szvmwqc0g8i][bookmark: _Toc220594523]2.4.2 Challenges Leaders Face
“Hybrid construction environments” increase the challenges of leadership rather than mitigate them. Remote monitoring technologies limit the ability of leaders to see “real-time behaviour”, enable leaders to identify risks immediately and allow for rapid correction of behaviours that deviate from the desired state. Anwer et al., (2022), found that when teams are located in “dispersed locations”, leadership effectiveness decreases as a result of a loss of the immediacy of communication and a weakening of the coordination between team members. When a team is receiving digital updates, there is no hint of tone, and therefore no warning signal for the team. The teams that are working in multiple locations experience “inconsistent expectations”, “inconsistent motivation” and inconsistent engagement. Kadher et al., (2024), demonstrate that when leadership support is inconsistent or perceived as punitive, “safety behaviour” is negatively impacted. This is even more pronounced in a “hybrid environment” where the presence of leaders is often interrupted. Leaders must balance ensuring that the site is safe and that they are present to support the “remote workers”, who are under different “psychological and physical conditions”. While hybrid models are intended to improve integration through the use of “digital workflows”, Anwer et al., (2022), argue that without a clear understanding of how to establish “strong leadership structures”, digital systems can create more interruptions than efficiencies. Additionally, it becomes increasingly difficult to reinforce “continuous safety learning”. Ultimately, “hybrid environments” reveal weaknesses in operations due to weak and unintentional leadership. 
[bookmark: _rut8tf1n5pjj][bookmark: _Toc220594524]2.4.3 Skills Required of Leaders
Effective leadership across hybrid project models involves a greater need for “emotional intelligence”, trustworthiness, and interpersonal skills (Castro et al., 2022). The impact of these skill sets on the success or failure of “hybrid projects” is direct, not just indirect. Therefore, for leaders in construction, “emotional intelligence”, trust, conflict management, and “psycho-social support” are critical components of their leadership role and provide an essential foundation for building an effective leader. Additionally, by applying “emotional intelligence”, construction leaders offer their dispersed workforce psychological safety. They support “virtual collaboration” and help to mitigate the risk of miscommunication or disengagement.
According to Mohamad et al., (2025), core competencies needed for “hybrid coordination” in construction include “digital competence”, structuring workflows digitally, and integrating multiple systems within one environment without overwhelming their teams. Unfortunately, many construction managers do not have “systematic training” in these core competency skills. Therefore, they experience ongoing skill deficits or “capability gaps” related to the application of “digital leadership competencies”. As a result, adaptability will become an essential competency for “construction leaders” as they transition from onsite to “virtual management” to maintain similar expectations for their employees. The complexity of “hybrid management” increases when a “construction leader” attempts to coordinate team members with different communication styles and schedules.
As a result, “emotional intelligence” and digital competency are fundamental components to success in hybrid leadership; therefore, technical proficiency or expertise alone does not guarantee a successful outcome.
[bookmark: _w2dx6d8wpi75][bookmark: _Toc220594525]2.4.4 Hybrid Working at Balfour Beatty
Balfour Beatty’s aggressive pursuit of “digital strategy and hybrid worker support” through its partnership with AWS and Procore. It aided in the conversion of its processes from paper-based to “cloud-enabled Construction 4.0 tools” and permitted the instantaneous sharing of information, improved collaborative decision-making and “enhanced coordination” within a “global supply chain”, among other benefits (Ashcroft, 2024). During this time, the company has developed stronger “remote coordination” practices under the leadership of Leo Quinn and was recognised for its leadership in the industry at the “London Build awards” (Balfour Beatty, 2022). The cultural shift that Balfour Beatty has undergone is reflected in its transformation from a “traditional contracting company” to an organisation that leverages technology and collaboration as part of its culture. As a result, company leadership now anticipates that all managers will achieve a combination of “technical capability and interpersonal case studies” across their geographically dispersed teams. Despite the visible changes that are occurring in the organisation, and the fact that the “digital transformation effort” stated that it would be fully completed by 2027, it is evident from the 2017 “Chain Reactions report” that many of the organisation’s most recent efforts were not fully realised (Balfour Beatty, 2017). Therefore, it appears that the “digital transformation” will continue to remain more of an aspiration than a fully realised goal. 
[bookmark: _wd2libbwuanu][bookmark: _Toc220594526]2.5 Strengths and Weaknesses of Existing Literature
Quantitative research is abundant in relation to “construction workplaces”. The application of numerous established “leadership theories”, including “contingency theory”, LMX, transformational and “servant leadership” has also been successful within the construction environment. In addition, literature specific to construction incorporates the complexities of this industry, including issues related to safety, “team dynamics,” and overall industry complexity. However, significant weaknesses still exist in the literature. Notably, the majority of studies do not include research focused on the “UK Construction Industry”, with limited focus on the hybrid or “remote working environment”. The bulk of the research focuses on “traditional pre-COVID leadership models” without incorporating aspects of the digital transformation. The predominant methodological designs and data collection methods used by the past studies within current research have included “cross-sectional designs” and self-report data, which also limit researchers’ ability to draw causal conclusions. As a result, current empirical evidence is not reflective of the realities of modern “digitally-supported construction environments”.
[bookmark: _iw68ekkqvhp3][bookmark: _Toc220594527]2.6 Research Gap
There is a distinct lack of knowledge or gap in the existing review regarding how preference for certain leadership styles functions in a “construction environment” that is a hybrid or remote (i.e., digital workplace), especially within a UK context. The vast majority of existing research has been conducted on traditional “site-based constructions”, whereby the team members are located on site and work together physically. As a result, there is a disconnect between these types of studies and findings and the type of project teams operated by Balfour Beatty, which are “digitally enabled”, remote and dispersed. In addition, most studies were done before widespread “digital technology use” and therefore, did not consider the challenges associated with “virtual team coordination” or the need for developing an organisational culture of “psychological safety” in an online environment. Finally, these models do not accommodate the demands of “Construction 4.0 leadership behaviours”, so there is a gap in research that explains how preferred leadership behaviours impact construction success in a hybrid environment. 
[bookmark: _v4uvz4id3xn][bookmark: _Toc220594528]2.7. Conceptual Framework
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[bookmark: _mlwufigx7x1x][bookmark: _Toc220168297]Figure 2.5: Conceptual framework
(Source: Created by the Author using MS Word)
The various types of leader styles including “Servant and Situational Leadership”, “Transformational and Transactional Leadership” and “Digital Leadership” are all “independent variables” according to the type of situations in which they will be used (“Contingency Theory”). Therefore, in the case of “Hybrid or Remote conditions” (dependent variables), there are hybrids to consider when looking at the effectiveness of the leadership style being used. The framework illustrates how successful outcomes occur within “Balfour Beatty Construction Projects”.
[bookmark: _sm00tam2mzlx][bookmark: _Toc220594529]2.8. Summary
In particular, the chapter examined “several leadership theories”, construction-specific leadership behaviours and their influence on time, cost, quality and “stakeholder satisfaction”. It highlighted the tensions between the transformational and transactional leadership approaches, the absence of leadership capabilities to address the growing digital-agile leadership gap and the contradictions regarding the evidence of “hybrid-working”. As such, it provided the theoretical framework used in this study for analysing leadership behaviours through contingency and LMX approaches. Overall, the literature review confirmed the need for research that focuses on the role of hybrid leadership in UK construction contractors, on how this influences contractors’ project success and how it provides a “methodological framework” for studying Balfour Beatty’s “hybrid leadership practices”.


[bookmark: _Toc220594530]Chapter 3:  Research Methodology
[bookmark: _Toc220594531]3.1 Introduction
This study describes and justifies the research methodology that is used to address the research question, aim, and objectives that are outlined in Chapter 1. This study also adopted the systematic review approaches by using the secondary data and also outlined the research design, data collection process, technique, and consideration for research quality and ethics. 
[bookmark: _Toc220594532]3.2 Research Philosophy, Approach, and Design 
Research approaches offer a systematic way to evaluate the philosophical concept, research approach, and research strategy that are considered for this study. This selection is linked to the research aim and objective, how project leadership style affects the project success at Balfour Beatty within the UK construction industry. 
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[bookmark: _Toc220168298]Figure 3.1: Research Onion
(Source: Saunders et al., 2019)
[bookmark: _Toc220594533]3.2.1 Research Philosophy
The “interpretivist philosophy” is adopted by this research. Interpretivism relies on the assumption that companies realize they are “socially constructed” and changed by experiences, perceptions, and human interaction (Lim, 2023). From the ontological viewpoints, this research assumes that there is no objective about leadership effectiveness. At the same time, “epistemological viewpoint” is created through evaluating meanings associated with existing industry and organisational evidence. This philosophical tactic is suitable for the current research because project leadership in the construction sector involves trust, communication, and stakeholder engagement, which are engaged by remote and hybrid working practices. 
[bookmark: _Toc220594534]3.2.2 Research Approach
This study considered the “inductive research approach” for developing the qualitative insights of project leadership style and its effect on project success. An “inductive approach” considers the pattern and insights from the qualitative data, compared to testing the hypothesis (Saunders et al., 2019). As this study does not seek to statistically test the theoretical approach. This study aims to address the pattern in how diverse leadership styles are linked with the success of a project. This approach is suitable for this study because leadership practices at Balfour Beatty may vary across the various projects (Zhao et al. 2022). By using this research approach and through using the multiple secondary data sources, this study develops the themes and ensures the “flexibility of leadership effectiveness in the UK construction project environments.” 
[bookmark: _Toc220594535]3.2.3 Research Strategy
The “case study” is adapted to the research strategy. The “case study research” is defined as an examination of a temporary condition in its real-world context (Mtisi, 2022). This strategy is significant as it helps to evaluate the detailed exploration of “project leadership style within Balfour Beatty’s operational environment.” 
[bookmark: _Toc220594536]3.3 Justification for Case Study Methodology 
A case study methodology is a significant approach for this study, because this study seeks to answer how the diverse project leadership style affects the project success at Balfour Beatty. As per the view of Yin, (2018), the case study approach is suitable for this study to evaluate the complex organizational relationship. In the UK construction industry, leadership effectiveness is closely aligned with project complexity and stakeholder relationships. 
The case study approach's capacity to offer a thorough and relevant understanding of leadership techniques is one of its primary advantages. It led the exploration of leadership mechanisms, situational aspects, and the “decision-making process” that encourage project results, including cost, time, stakeholder satisfaction, and quality. Besides, case studies formulate “practice-based evidence” which is highly suitable for managers operating in “project-based organisations”. 
The use of systematic secondary data is significant for this research due to the availability and the independently verified data regarding Balfour Beatty in the construction sector (Siamuzwe-Manase et al. 2024). Various secondary data sources, such as “Google Scholar, project case studies, and annual reports”, offer strategic insights. Systematic secondary data aids in increasing the credibility and reliability of research findings. 
The "multi-case design" is accepted by evaluating several project-level cases in Balfour Beatty. It enables replication logic and pattern identification, focusing on analytical Generalizing (Burnard, 2024). Utilising three to five access offers a balance between breadth and depth, which is suitable for an MBA dissertation. Secondary data may lack specific process information or be biased toward successful projects.  
[bookmark: _Toc220594537]3.4 Case Selection and Sampling Strategy 
[bookmark: _Toc220594538]3.4.1 Sampling Logic
This study adopted the “purposive sampling strategy” to select various cases, and this sampling strategy is relevant for this study because the main aim of this research is to examine the effect of “project leadership style on project success” within Balfour and the UK construction sector (Hossan et al. 2023). Compared to the “simple random sampling”, this “purposive sampling” is useful for this research, which aids in developing the findings on the leadership and the project management theory in the construction sector. On the other hand, the “purposive sampling” leads to a detailed exploration of leadership practices in real project contexts. At the same time, the sampling logic is informed by the “systematic review approach” that engages screening, structured identification, and selection of appropriate case evidence from the literature. 
[bookmark: _Toc220594539]3.4.2 Case Selection Criteria
Inclusion-Exclusion Criteria
	Criteria Type
	Inclusion Criteria
	Exclusion Criteria

	Relevance
	Case considers the “Balfour Beatty projects within the construction”
	Cases or “studies are unrelated to the Balfour Beatty”. 

	Leadership Focus
	Evidence from project leadership styles. 
	Studies emphasising solely on technical operational “project management tools” without leadership discussion. 

	Working contents 
	Evidence reflects remote and hybrid working practices where such context is reported. 
	Situations where there is no background information regarding working arrangements

	Credibility of Sources
	“Peer-reviewed journal articles”, papers will be selected.
	Non-academic sources, such as “blogs, magazines, and unpublished reports,” will be selected.

	Project Outcomes
	Studies discuss the project success measures, such as time, cost, and quality. 
	Studies that do not align the project leadership with the project outcome. 

	Language
	Articles published in English.
	Non-English publications are due to limitations.

	Publication Period
	2015 to 2025
	Before 2015, published articles will be excluded.

	Accessibility
	This study will select full-text-based articles
	Without an abstract.


[bookmark: _Toc220594595]Table 3.1: Inclusion-exclusion criteria
(Source: Self-Made using MS-Word)
[bookmark: _Toc220594540]3.4.3 Case Profile Overview 
The primary case investigated in this research is Balfour Beatty, a leading “UK-based construction” and infrastructure organisation. The research emphasises several project-level cases with Balfour Beatty to enable an in-depth analysis (Siamuzwe-Manase et al. 2024). These cases lead to the various types of construction and infrastructure projects that are delivered in the UK, leadership approaches, and consideration of remote and hybrid practices. Detailed case studies also include the cases, industry, size, project background, key focus, primary data sources, outcome, etc., which are presented in Chapter 4. 
[bookmark: _Toc220594541]3.4.4 Case selection and background 
This research uses the multiple case study design to evaluate the project leadership in large UK construction organisations.
Case study 1:  Balfour Beatty is considered the main case study due to its leading market position and involvement in the UK infrastructure project (Balfourbeatty.com, 2025). 
Case study 2: Laing O’Rourke is a major engineering and construction-led organisation and is known for its digital manufacturing abilities (laingorourke.com, 2025). 
Case study 3: Morgan Sindall Group PLC is a diversified construction group with a focus on the UK regional presence (Morgansindall.com, 2025).  
Case study 4: Kier Group PLC is a major UK infrastructure and construction company offering public sector projects across utilities, transport, education, and healthcare sectors (kier.co.uk, 2025). 
[bookmark: _Toc220594542]3.5 Data Sources and Data Collection  
[bookmark: _Toc220594543]3.5.1 Types of Secondary Data Sources 
This study used the various secondary databases such as "Scopus, Web of Science, ProQuest, PubMed, ScienceDirect, and Google Scholar". These databases also proved the peer-reviewed journal, article, and reliable studies regarding the project leadership style and its effect on the project success in the UK construction industry (Ahmed et al. 2021). This study also examines the various types of data sources to ensure a credible systematic review. This study also used the company's annual report to understand Balfour Beatty's strategic priorities and long-term performance. These sources provide a higher level of data but lack operational details. This research focuses on 4 companies as case studies for comparison with Balfour Beatty’s project success. focuses
Although the depth of study differs, independent insights on project performance and leadership techniques were supplied by the business press and construction trade journals.  Market and industry market research delivered sector benchmarks (Smith and Sepasgozar, 2022). Organisation’s websites and press releases supplied the project-specific aggregated data. In addition, press releases and company websites supply project-specific information.
[bookmark: _Toc220594544]3.5.2 Data Collection Process 
Search strategy 
A clear and systematic search strategy was integrated to address secondary data identifying "project leadership styles" and project success in the UK construction industry, with particular focus on Balfour Beatty. Academic databases such as Scopus, Google Scholar, "PubMed, and Web of Science" were utilised along with industry sources. This search focused on the key literature, published between 2015 and 2025, to ensure relevance in the context of remote and hybrid working practices. Key articles were also reviewed to address the relevant sources. 
Search terms 
The search terms considered "transformational leadership", "project leadership styles", "remote teams", "transactional leadership", "construction sector", and "Balfour Beatty UK". 
[bookmark: _Toc220594545]3.6 Data Analysis Approach 
This study has developed case study analysis based on secondary data sources, such as the company's annual report, website, and others. This data analysis approaches aid in ensuring the systematic, transparent process of the study (McGrath-Lone et al. 2022). This analyst was guided by the development of a conceptual framework, which focuses on the project leadership style and the project success outcome. Through using the coding process, this study has developed a case study approach to the research objectives and questions. The “structured case analysis” template was used for each case in chapter 4, project background, leadership approach, project outcomes, and leadership approach. This structure certified consistency across cases. Data from several sources were coded and grouped into themes regarding working context, leadership style, and success aspects, including cost, time, quality, and stakeholder satisfaction (Unegbu et al. 2025). Moreover, three established 4 case study analysis techniques, such as cross-case synthesis and case analysis, were utilised to address patterns. 
[bookmark: _Toc220594546]3.7 Research Quality and Rigour 
This study maintained the research quality, which aids in maintaining the reliability and validity. Construct validity was increased by the use of multiple secondary data sources (Shaheen et al. 2023). Internal validity was supported through systematic, framework-guided case study analysis. External validity has been gained through analytical generalisation by using the replication logic across several project-level cases in Balfour Beatty. 
[bookmark: _Toc220594547]3.8 Ethical Considerations 
[bookmark: _Hlk216707293]This research employed only widely available secondary data, dropping problems of privacy and informed consent. All sources are correctly mentioned to evade plagiarism (Lalwani, 2025).  In order to avoid reputational impairment, data are reported honestly and independently. The work aims to investigate both ethical values and university moral strategies.
[bookmark: _Toc220594548]3.9 Chapter Summary 
This chapter outlined research methodology, including case study design, philosophical approach, and analytical approach. It justified case selection and certified research quality for analysing how project leadership styles encourage project success at Balfour Beatty. 

[bookmark: _Toc220594549]Chapter 4: Data Analysis 
[bookmark: _Toc220594550]4.1 Introduction 
This study presents the findings of the research through examining the various case studies, which are drawn from the large construction organizations that are operating within UK infrastructure projects. The purpose of this chapter is to organize the secondary information that offers the empirical foundation for the analysis. This study mainly focuses on the organizational context, leadership practices, and the project outcomes across the selected cases. The findings are represented as three emphasized case studies developed from publicly available secondary sources such as company annual reports, governance disclosure, sustainability, industry publications, and reputable financial and construction sector media. The selected organizations operate as “tier 1 contractors” in the “UK construction and infrastructure market” and are associated with complex, high shareholder engagement, project portfolios, and enhanced dependency on hybrid and digital working practices. This chapter focuses on “Balfour Beatty as the main case study” alongside the “Laing O’Rourke and Morgan Sindall Group PLC” as comparative cases. These organizations offer the relevant information for evaluating the leadership approaches and project delivery practices within the UK “infrastructure and construction environment”. 
[bookmark: _Toc220594551]4.2 Case Study 1: Balfour Beatty (Main case) 
[bookmark: _Toc220594552]4.2.1 Introduction and Background 
Balfour Beatty is the UK's largest Tier-1 building and infrastructure company, headquartered in London and functioning across the UK, the USA, and the global marketplaces. This firm offers main infrastructure and construction-related projects, considering “transport networks, highways, rail, energy, utilities”, and multifaceted building projects (Balfourbeatty.com, 2025). In the construction services, Balfour Beatty is considered in asset management, infrastructure investment, and positioning as both a contractor and an infrastructure operator. 
A total of 27,000 employees is working in this business organization. The total sales growth rate of this business highlighted the 8.23 B. Market capitalization of this Construction company is indicated as £3.43 B (Balfourbeatty.com, 2024). This “Balfour Beatty” holds a robust strategic position for the government and the public sector infrastructure programmes, such as HS2, National Highways scheme (Balfourbeattyvinci.co.uk, 2025). Key competitors of this company include O'Rourke, Morgan Sindall Group PLC, Skanska UK, and Costain.  Balfour Beatty was operating in a challenging context through skill shortages, supply chain disruptions, and an increasing shift towards digital practices across construction projects. 
[bookmark: _Toc220594553]4.2.2 The Challenge or Opportunity 
Balfour Beatty faced a complex operational and leadership issue associated with the delivery of large-scale infrastructure projects in the demanding and volatile construction settings. The UK construction industry saw a 25% increase in material prices between 2020 and 2023, paired with a skills shortage that impacted delivery assurance and productivity (Rics.org, 2024). These pressures affected "Tier-1 contractors, including Balfour Beatty," that manage programme risk and workforce ability in their annual reports. Balfour Beatty was providing high-scale infrastructure projects across energy, transport, and utilities. Oyekunle et al. (2024) opined that unsuccessful coordination can lead to agenda slippage and budget overproduction.  Communication failure is a major issue. Most of the hybrid team depends on the digital stage, which increases the hazards of mistakes. The rapid implementation of "digital construction tools " and remote coordination platforms following COVID-19 created both opportunities and risks. 
The situation was strategically crucial because project underperformance in cost, time and quality directly affected reputation, profitability, and future contract awards in highly competitive “public-sector” procurement segments. For instance, “UK infrastructure clients” focus on contractor ability in digital delivery, collaboration, and social value. Failure to implement leadership tactics for hybrid working conditions risked enhanced scheduled delays, rework, and decreased client confidence that could underpin Balfour Beatty’s market position. The environment also represents an opportunity. Balfour Beatty’s 2023 Annual Report reported £17.7 billion in order backlog and continued investment in digital engineering, modern methods of construction, and leadership development programmes (Balfour Beatty, 2023). By focusing on people-cantered leadership and discussing leadership linked with digital project delivery. 
[bookmark: _Toc220594554]4.2.3 The Approach and Implementation 
To address the issues of the delivery of complex infrastructure projects in an increasingly hybrid regulated environment. Balfour Beatty adopted the strategic approaches that focused on leadership capability and digital transformation. Balfour Beatty’s Crossrail project in London” indicated the significance of the leadership in achieving project objectives (learninglegacy.crossrail.co.uk, 2025).  Han et al. (2024) outlined that transformational leadership, which improves team flexibility, directly influences the excellence of the project result. The key action of this company was developing its operating model, based on consistent project governance, clear accountability, and increased leadership capabilities across the project teams. Balfour Beatty focused on its “Right First Time” delivery principles that aim to mitigate waste, improve cost predictivity, and increase quality outcomes (Balfourbeatty.com, 2025a). Shazi et al. (2015) indicated that trust is a vital factor of the collaboration and information exchange within project teams. For mitigating the major issues in the project, leaders should adopt an inclusive and transparent behaviour to ensure trust and collaboration.  Balfour Beatty invested in digital delivery and data integration and considered the adoption of BIM, a digital project dashboard to progress coordination across teams (Olaseni, 2022). In addition, Balfour Beatty focused on people development and leadership training through safety leadership. This action helps this company to mitigate environmental complexity. 
[bookmark: _Toc220594555]4.2.4 Outcomes and Results 
The strategic focus on leadership development and digital change led to measurable developments in operational performance. As per the report of 2023, the organization reported revenue of £9.6 billion, instead of growth from £8.9 billion in 2021 (Balfour Beatty, 2023). Moreover, by applying adaptive management tactics such as situational and transformational leadership, the officialdom focuses on communication, teamwork, and the policymaking process, especially in multifaceted infrastructure plans. Project delivery performance was developed with budgets and timelines enhancing met through risk management, structured planning, and early shareholder involvement. The effectiveness of these actions was measured utilizing several KPIs, such as project completion rates (Ibrahim et al. 2024). Qualitative metrics, including leadership effectiveness and employee feedback, indicated stronger trust and collaboration. 
[bookmark: _Toc220594556]4.3 Case Study 2:  Laing O’Rourke (Comparative case) 
[bookmark: _Toc220594557]4.3.1 Introduction and Background 
Laing O’Rourke is a global construction management company, headquartered in the UK. The organization works across several sectors, including building, infrastructure, and offering end-to-end project delivery from project and engineering to keep and construction. Laing O’Rourke has started major projects with “Heathrow Terminal 5”, Crossrail, and the “Tottenham Hotspur Stadium redevelopment” (Asite.com, 2026). The administration occupies a position in the “UK construction industry”, opposing other tier 1 contractors, including Balfour Beatty and Kier Group. Laing O’Rourke distinguishes itself through offsite engineering, progressive digital engineering that aims to increase efficiency, cut risk, and develop excellence. Along with that, Laing O'Rourke operates in a highly competitive and volatile market setting associated with increasing labour costs and enhanced regulatory scrutiny (Laingorourke.com, 2022). The organisation was managing high-scale and complex infrastructure projects and enhancing its presence globally, especially in the Middle East and Australia.  
[bookmark: _Toc220594558]4.3.2 The Challenge or Opportunity
“Laing O’Rourke” faced a major operational and strategic issue linked to the delivery of large, complex infrastructure and building projects in the UK market under enhanced cost pressure, skill shortages, and the tight regulatory and sustainability requirements (laingorourke.com, 2025). Similar to Balfour Beatty, which operated in complex stakeholder arrangements, with strict safety standards and growing expectations for digital construction solutions. Traditional construction methods are linked with delay, cost overruns, and heavy dependence on site labour, and increase the project risks (Islam et al. 2025). The major issue was the need to develop productivity, quality consistency, and cost certainty. Industry reports also indicated that large UK construction projects frequently exceed the initial budget by 20 to 30% and face schedule delays due to inefficiencies in the delivery process (Ons.gov.uk, 2022). 
This challenge also provides a strategic opportunity for the business. Advancements in digital engineering, “design for the manufacturers and assembly (DFMA)”, and the off-site construction helped this business to mitigate waste, develop safety, and increase schedule certainty (laingorourke.com, 2025a). This benefit also considers the strong leadership, cultural changes, and the coordinating teams across the on-site and off-site environment. As a result, Laing O’Rourke’s challenge is linked with a sturdy focus on how leadership and digital capability affected the project performances in the complex and hybrid environment. 
[bookmark: _Toc220594559]4.3.3 The Approach and Implementation 
In order to identify operational inefficiencies and increasing complexity in high infrastructure projects, Laing O’Rourke implemented a strategy centred on offsite manufacturing and digital engineering. The key creativity was the improvement of its "Design for Manufacture and Assembly (DfMA)" approach that aims to change building actions from traditional on-site environments to measured factory surroundings (Siemens.com, 2026). The organization invested in digital construction platforms, especially “Building Information Modelling (BIM)", to enable realistic collaboration across dispersed teams. These tools lead designers and engineers to work from shared digital models and develop rework. Laing O'Rourke focused on its internal engineering ability by implementing manufacturing, design, and construction functions to support faster decision-making. Leadership practices were implemented to support "cross-functional teamwork" and innovation (Attah et al. 2024). Project leaders have been trained to implement collaborative and transformational attitudes, promoting continuous development, knowledge sharing, and workforce engagement. The company also invested in “skills development programs” focused on digital literacy to certify that workers could adopt new technologies and working practices. 
[bookmark: _Toc220594560]4.3.4 Outcomes and Results 
Action taken by Laing O’Rourke led to measurable developments in the project delivery performances, particularly focusing on the large UK infrastructure and commercial projects. The adoption of the “DFMA, off-site manufacturing, and digital engineering” aids in developing the cost certainty and the safety outcome (laingorourke.com, 2025b). Industry reports and the company highlighted that off-site manufacturing approaches mitigated program time up to 20 to 30% on various projects, such as “Grange University Hospital, South Wales” (laingorourke.com, 2021). It aids in developing the build quality due to factory-controlled conditions (Ons.gov.uk, 2022). 
Success was measured by using the KPIs such as safety performances and productivity levels. Laing O’Rourke reported that mitigations in on-site labour requirements led to lower accident rates and improved the health and safety performances (Vithanage et al. 2022). From a leadership perspective, increased coordination among design, manufacturing, and construction teams boosts fast decision-making and better risk management approaches. These outcomes developed this company’s competitive position in the UK construction market and indicated how integrated leadership can progress performance in the large-scale construction environment. 
[bookmark: _Toc220594561]4.4 Case study 3: Morgan Sindall Group PLC (Comparative case) 
[bookmark: _Toc220594562]4.4.1 Introduction and Background 
Morgan Sindall Group PLC is the largest UK construction and regeneration company that operates across infrastructure, building, urban regeneration, and property services. This company was founded in 1977 and is listed on the “London Stock Exchange” (Morgansindall.com, 2025). This company delivers projects in various sectors such as transport, energy, water, healthcare, and housing.  7,236 employees are employed in this business organization. Total sales of this business highlighted 4.55B (Wsj.com, 2025). In this context, Morgan Sindel has a robust position in the UK construction market in the public sector. Strong revenue growth rate of this company also indicates strong growth in the long-term frameworks and repeat clients (Annualreports.com, 2024). Key competitors of this company also include “Balfour Beatty, Laing O’Rourke, Kier Group” and others. Morgan Sindall, as a case study, operated in a challenging environment with cost inflation, skill shortages, and sustainability pressure, which is important for maintaining project performance. 
[bookmark: _Toc220594563]4.4.2 The Challenge or Opportunity 
Morgan Sindall faced the challenges of managing the project performance and the workforce coordination within a volatile construction environment. Compared to other major UK contractors, this company faced the pressure from increasing material and labour costs and skill shortages (Siamuzwe-Manase et al. 2024). Many projects were delivered through a long-term public sector framework and required a high level of transparency, collaboration, and stakeholder engagement. These challenges were important because ineffective leadership and coordination led to schedule delays, cost overruns, and mitigated the client satisfaction (Purushothaman et al. 2024). This situation also led to significant opportunities for Morgan Sindall to digitally support the leadership practices to increase project delivery performance and aid in maintaining the strong market position in the UK construction projects. 
[bookmark: _Toc220594564]4.4.3 The Approach and Implementation 
“Morgan Sindall Group PLC” implemented a strategy emphasised on operational decentralisation, people-centred leadership to enhance project complexity and sustainability demands in the “UK construction sector. The organization focused on its business model by associating its six autonomous segments and enabling local leadership teams to make faster project-level decisions (Obi et al. 2025). In order to collaborate and improve productivity, Morgan Sindall invested in digital construction tools such as "Building Information Modelling (BIM)" and data-led project reporting platforms. These applications of these technologies enhanced collaboration across teams. However, Morgan Sindall placed a strong focus on workforce engagement and leadership development. The firm applied “structured leadership training programmes” emphasizing emotional intelligence, collaboration, and focus on team performance (Soklaridis et al. 2022). Through these combined technological, strategic, and leadership approaches, Morgan Sindall integrated a resilient delivery model to increase shareholder relationships, project outcomes, and long-lasting organizational performance. 
[bookmark: _Toc220594565]4.4.4 Outcomes and Results 
The operational and strategic approaches integrated by “Morgan Sindall Group PLC” have led to the development of financial stability, project performance, and shareholder confidence (Morgansindall.com, 2026). The organization reported a consistent revenue growth across its infrastructure and construction division that reflects increased delivery ability. Operationally, the integration of technological construction tools and manufacturing methods developed productivity, decreased rework, and focused on coordination across teams. Safety performance has improved with a decrease in accident frequency rates and stronger compliance with health and safety standards. “Client satisfaction scores” indicate developed trust and relationship management results (Khattak et al. 2026). Success was measured using KPIs, including project delivery against cost targets and time, and employee engagement scores. Morgan Sindall also increased social value consequences and advanced ESG ratings. These results demonstrate how the business's independent delivery plan, digital change, and leadership enhanced its flexibility and project accomplishment in stimulating construction situations.
[bookmark: _Toc220594566]4.5 Case Study 4: Kier Group PLC (Comparative Case)
[bookmark: _Toc220594567]4.5.1 Introduction and Background
Kier Group Plc is a Major UK based construction and infrastructure company, and the headquarters of this company is in England. This company engages in the provision of infrastructure services, construction, and property development (kier.co.uk, 2025). 10,218 employees are working in this organization. Total sales of this business were highlighted as 4.08 billion (Wsj.com, 2025a). This business operates across various sectors such as utilities, transportation, education, and healthcare. Kier is well-known for providing large public sector projects such as rail infrastructure, highways, and others. This business competes with various firms such as “Balfour Beatty, Morgan Sindall, and Laing O’Rourke”. This company faces the challenges in the construction market that are shaped by skill shortages, digital transformation, and enhanced use of hybrid and remote project management practices. 
[bookmark: _Toc220594568]4.5.2 The Challenge or Opportunity
“Kier Group PLC” faced major challenges regarding project delivery performance, leadership consistency, and financial pressures across its construction portfolio. The corporation recorded large losses in 2018–2019, including a pre-tax loss of £245 million (Constructionnews.co.uk, 2019). It has been driven by cost overruns, weak project controls, and delayed issues on large contracts. Various projects suffered from margin erosion due to inappropriate risk pricing and limited coordination across teams. Besides, the organisation addressed an opportunity to develop results by focusing on leadership accountability and developing communication across project teams (Maqbool and Amaechi, 2022). Failure to identify these issues led to continued financial instability and weaker competitiveness against organisations such as Balfour Beatty and Morgan Sindall. 
[bookmark: _Toc220594569]4.5.3 The Approach and Implementation
Kier focused on the strategic programmes that emphasizes on leadership development and operational improvement to recover these issues. Kier enhanced investment in digital construction methods such as BIM and implemented project reporting systems to develop coordination and decision-making across dispersed teams (Kim et al. 2022). Leadership development approaches were introduced to promote clearer communication, collaborative attitudes, and powerful shareholder engagement. 
[bookmark: _Toc220594570]4.5.4 Outcomes and Results 
The outcome of Kier’s leadership and the governance reforms were largely positive and showed effective development between 2020 and 2023. This business generated £137 million pre-tax profit in 2022, and the net debt portion of this business has significantly declined in 2022, which aids in developing the financial performance of the organization (kier.co.uk, 2022). This company reported a higher level of on-time and on-budget project delivery. The adoption of digital tools such as BIM aids in improving coordination across project teams and mitigates rework costs (Alnajjar et al. 2025). Digital collaboration of this company can positively affect the project success, such as time, cost, quality, and customer satisfaction in the UK construction projects. 
[bookmark: _Toc220594571]4.6 Cross-Case Observations
	Dimension
	Balfour Beatty
	Laing O’Rourke
	Morgan Sindall
	Kier Group

	Core challenge
	Complex infrastructure delivery under cost inflation and hybrid work 
	Productivity loss from traditional construction methods 
	Workforce collaboration in a decentralised project organisation 
	Financial instability and weak project controls. 

	Key strategy
	Digital delivery, leadership development, governance standardisation
	BIM integration, DfMA, and offsite manufacturing. 
	Workforce management and decentralized decision-making process 
	Organisational restructuring, performance monitoring

	Leadership approach
	Transformational, adaptive, and digital leadership 
	Innovation-oriented leadership 
	People-cantered and decentralised leadership 

	Governance-focused leadership 

	Digital capability
	Dashboards, BIM, and implemented data systems 
	Manufacturing and BIM platforms 
	BIM, project reporting tools
	BIM and integrated reporting systems

	Outcomes
	Develop Revenue growth 
	 Mitigated build time and progress cost certainty 
	Robust client satisfaction and operational stability. 
	Developed financial performances and project control. 


[bookmark: _Toc220594596]Table 4.1: Cross-Case Comparative Analysis
(Source: Self-made by using MS-Word)
Cross-Case Observations
Across all four organisations, leadership effectiveness is considered a key aspect influencing project performance in environments associated with cost inflation and skill shortages (Afzal, F. and Tumpa, 2024). Laing O’Rourke and Balfour Beatty focused on digital leadership and innovation-oriented delivery models, while Morgan Sindall and Kier Group highlighted more on people-centred leadership to develop collaboration (kier.co.uk, 2022). Another major finding was that adaptive leadership is combined with the situational, transformational, and transactional approaches, which are more significant compared to depending on a single leadership style. Laing O’Rourke achieved productivity through offsite manufacturing, and Morgan Sindall gets the opportunity from decentralised decision-making and workforce engagement. Kier developed its performance through governance reform. When Balfour Beatty focuses on leadership development. 

[bookmark: _Toc220594572]4.7 Data sources and citation 
The case studies in this chapter depend on publicly available, credible, and secondary data to certify reliability. Company-published materials such as investor presentations, annual reports, and press releases from Balfour Beatty and Morgan Sindall Group PLC were utilized to investigate organizational contexts, project outcomes, and leadership approaches. Reputed financial news sources such as "Financial Times, The Wall Street Journal", provide independent insights into market performances and competitive pressure. Industry reports and academic journals provide the theoretical alignment with leadership and the project management approaches. 
	Data source type
	Purpose in analysis

	Company reports
	Address the leadership approaches, strategies, and project outcomes. 

	Financial news sources
	Evaluate the company’s performance, market position, and external pressure. 

	Academic journals and databases 
	Support theory development 

	Market research and trade journals 
	Offer industry context and digital switching trends. 


[bookmark: _Toc220594597]Table 4.2: Overview of secondary data sources
(Source: Created by learner in MS Word)
[bookmark: _Toc220594573]4.8 Chapter summary  
This study provides three case studies, such as “Balfour Beatty, Laing O’Rourke, and Morgan Sindall Group PLC”, that explore how diverse leadership approaches affected the overall project performances within the UK construction organization in the hybrid and digital environment. These findings revealed that these case studies faced similar issues, such as project complexity, cost, workforce coordination, and increased use of digital technology, but there were different leadership approaches and implementation processes. Balfour Beatty placed a strong emphasis on digital and adaptive management to handle high organisation programmes, though Laing O’Rourke focused on innovation-led and manufacturing-style tactics to develop control and efficiency. Morgan Sindall is engrossed in people-cantered management and decentralized policymaking to improve plan delivery and collaboration. These results offer a basis for Chapter 5 when the results are discussed using management and management theories. 


[bookmark: _Toc220594574]Chapter 5: Discussion and Analysis 
[bookmark: _Toc220594575]5.1 Purpose and Positioning 
The main aim of this chapter is to interpret and discuss the findings through linking the themes to the theories, concepts, and the various empirical evidence that are reviewed in the literature chapter 2.  Discussion synthesis evidence across the studies aids in explaining how particular leadership styles affected the success of the project within the large construction organisation, with specific reference to Balfour Beatty and the hybrid project environment. Chapter 2 addressed transactional, servant, transformational, situational, and digital leadership as dominant constructs in contemporary leadership literature (Altaher et al., 2024, Ssenyange, 2023, Suvvari and Sawalkar, 2024). These were theorised to influence project results by changing communication quality, team motivation, trust, and stakeholder engagement, especially under conditions of technological change and project complexity (Whyte et al. 2022). Chapter 4 certified these propositions, portraying that “participative and transformational leadership styles” were associated with developing collaboration and stakeholder satisfaction in high-scale infrastructure contexts.  Findings also highlighted the significance of digital leadership in the hybrid and remote construction environment, where leaders focus on the virtual coordination tool and the decentralized decision-making process. The literature review argues that traditional hierarchical leadership approaches are insufficient for the digitally enabled project teams (Eposi et al. 2021, Purwadi, 2024). The scope of this chapter is analytical rather than descriptive. It uses cross-case patterns from chapter 4 instead of reformulating individual studies and enables generalisable insights into leadership impact in the megaprojects of UK construction. By implementing findings with theoretical constructs, this study generates refined theoretical integrations. 
[bookmark: _Toc220594576]5.2 Analytical Framework and Logic 
This chapter used the Contingency theory of leadership as the main theoretical lens, which is supported by the “transformational, transactional, situational, servant, and digital leadership” theories, as discussed in Chapter 2. The main idea of the contingency theory indicates that there is no best leadership approach. Leadership effectiveness depends on how leaders’ behaviour links with the project context, such as stakeholder demand, project complexity, and the usage of the remote working arrangements (Eposi et al., 2021). This theory is suitable for interpreting the leadership practices at Balfour Beatty. Literature review considers the various leadership styles, project success outcomes, contextual conditions, and the Relational factors such as trust, communication, EI, and collaboration. 
The analysis in this chapter follows the hybrid structure. It is organized by theme, but each theme is aligned back to the theoretical construct from Chapter 2. This approach led to strong alignment with LR when also implementing findings across the case evidence presented in Chapter 4. For instance, themes regarding cost and time performance are evaluated through “transactional and transformational leadership” lenses (Ali et al., 2021; Omer et al., 2022) when stakeholder and quality satisfaction are investigated utilising “emotional intelligence” and servant leadership. Issues aligned to hybrid working challenges are evaluated using “contingency theory” and digital leadership (Mohamad et al., 2025; Samuelson and Stehn, 2023). 
[bookmark: _Toc220594577]5.3 Cross-theme discussion: Comparison with Literature 
[bookmark: _Toc220594578]5.3.1 “Transformational and Transactional Leadership” in Project Performance Control
The project management literature posited “transformational leadership” as a key aspect of amazing project performance, especially through vision sharing, motivation, and empowerment (Ali et al., 2021; Han et al., 2024). The “transformational leadership” is aligned to develop teamwork, adaptability in volatile project environments, and resilience. Omer et al. (2022) argued that “transactional leadership” focuses on performance monitoring, compliance, and reward structures that can balance operational delivery but can limit innovation and discretionary effort. García Martín et al. (2023) stated that hybrid models that blend “transformational and transactional attitudes” are most effective in complex construction projects. 
Transformational leadership characteristics, such as vision statement, empowerment, and cross-functional teamwork, were strongly related to better schedule dependability, safety consequences, and investor satisfaction throughout the Balfour Beatty case developments (Ssenyange, 2023). This was especially true for large infrastructure projects with intricate stakeholder interfaces. “Transactional leadership” behaviours with compliance audits and milestone-based performance controls were also evident, especially during high-risk construction stages. 
These findings are connected with Altaher et al. (2024) and Ssenyange (2023), who portray that “transformational leadership” develops project success by increasing communication, trust, and shareholder engagement, while “transactional leadership: supports time compliance and cost. The Balfour Beatty case certifies that “transformational leadership” increases commitment and adaptability.  
García Martín et al. (2023) suggest that “transactional leadership” hinders innovation, and Balfor Beatty projects portrayed that “transactional mechanism” remained crucial during late-stage construction execution, especially where compliance with environmental safety requirements was non-negotiable. The effectiveness of leadership style varied by complexity and project phase. “Transformational leadership” yielded the greatest performance benefits during early-stage design coordination, where “transactional leadership” proved most effective. 
While transactional leadership maintains execution, transformational leadership improves adaptability and stakeholder alignment. However, their efficacy varies according to project phase, risk situation, and legislative level of severity.
[bookmark: _Toc220594579]5.3.2 Emotional Intelligence, Trust, and Situational Leadership
EI, trust, and the interpersonal competencies are recognized as project leadership capabilities (Castro et al., 2022; Thuy, 2024). High EI leaders are equipped to manage the conflict, boost psychological safety, and boost collaboration in the complex project environment. In addition, from the past literature of Siddiquei et al. (2025), it has been seen that trust is identified as a mediating factor that aligns the leadership behaviour to the team performances. 
Balfour Beatty case findings indicated that the project leaders boosted the EI, particularly empathy, self-awareness, and conflict resolution competence, which achieved the cross-organizational coordination, particularly in the joint venture (Basra et al. 2025). Montenegro et al. (2021) indicated that emotionally intelligent leaders develop stakeholder relationships, directly affecting the satisfaction and the quality. Zeberga et al. (2025) argued that a project where the communication process was formalized but the emotionally detached leads to slow conflict resolution. 
These findings boost the conclusion of Castro et al. (2022) and Siddiquei et al. (2025), who identify the EI and trust as performance multipliers in project leadership. Basra et al. (2025), trust and communication as critical success factors in the organizational environment. 
Most of the literature indicates that trust building is considered a leadership trait, but the Balfour Beatty cases indicate its structural dependence on the governance arrangements, a digital collaboration tool. It indicated that relational effectiveness is not solely behavioural, but also focuses on the organizational architectures. It can be stated that trust is most effective when leaders focus on consistent communication in fragmented project teams. Trust is considered a coordination mechanism that mitigates delays and conflicts. EI and trust aid to rise teamwork and flexibility, but the presentations rely on a helpful governance structure and the communication scheme. 
From the findings of the past literature review of Pincus, (2024), Anwer et al. (2022), it is indicated that situational leadership theory argues that effective leaders adopt their behaviour as per the team performances and the environmental uncertainty. This perspective is highly related to construction projects, which consider the distinct project life-cycle phases. 
Findings from the Balfour Beatty projects highlighted that leaders adopted a thorough leadership style throughout the project life-cycle. "Participate, and coaching approaches" are mainly used during early design and planning stages (Ssenyange, 2023). More "directive leadership" was applied during the design and planning stages. Leadership ability was shaped by the remote and the hybrid working arrangements. The project indicated the high leadership flexibility that achieved the robust schedule recovery and developed higher stakeholder satisfaction during supply chain disruptions. 
These findings are linked to the contingency and the situational leadership theory Eposi et al., 2021; Meirinhos et al., 2023). Those articles confirm that adaptive leadership style increases the project outcome. As per the view of Ssenyange (2023), Participative leadership also boosts stakeholder commitment. Leadership adaptability is constrained by organizational governance. A rigid hierarchical and contractual structure also limited the leader’s ability (Mihajlov and Mihajlov, 2025). Situational leadership was the most effective when decentralized authority and flexible governance frameworks existed. 
“Situational leadership progresses” when the organizational system boosts the adaptive and decentralized decision-making process. 
[bookmark: _Toc220594580]5.3.3 “Servant Leadership, Stakeholder Engagement, and Team Wellbeing” in Hybrid & Remote Construction Environments
“Servant leadership” emphasizes welfare, empowerment, and cooperative growth, aligning leaders as organizers rather than supervisors (Siddiquei et al. 2025). It is strongly connected to psychological safety, team flexibility, and stakeholder belief in high-risk and security surroundings. 
“Balfour Beatty project” managers who implemented the behaviour of servant leadership with coaching, active listening, and welfare advocacy, which reported on developments in safety culture, workforce engagement, and retention (Altaher et al. 2024). Behaviors of “servant leadership” were less dominant during the late-stage delivery phase. 
These findings link with Siddiquei et al. (2025) and Ellahi et al. (2022), certifying that “servant leadership” focuses on morale, trust, and resilience in construction teams. They extend Purwadi’s (2024) findings by portraying that “servant leadership” boosts team performance, workforce sustainability, and safety culture. When “servant leadership theory” associates sustained people-first leadership across contexts, the Balfour Beatty cases indicate that its effectiveness is associated with regulatory risk exposure and project delivery pressures.
Servant leadership formulated performance benefits during shareholder engagement, early-stage mobilisation, and workforce development phases (Del Pino-Marchito et al. 2025). Under extreme time limitations or legal risk exposure, where command-and-control processes took over, its efficacy decreased. This implies that servant leadership is not always ideal, but rather dependent on the phase.
“Servant leadership” focuses on welfare and trust but offers maximum value during early engagement and mobilization phases. Chapter 2 addressed adaptability; digital leadership is crucial in hybrid construction settings (Mohamad et al. 2025). Samuelson and Stehn, (2023) argued that traditional hierarchical leadership is inadequate for remote coordination. 
[bookmark: _3bf2hjigo2su]Han et al. (2024) outlined that "transformational leadership" progresses team agility under the hybrid condition. Muneer et al. (2022) indicated that communication management is important for maintaining cost control and quality. For instance, "HS2 phase one and the Thames Tideway Tunnel" indicated how digital tools and trust-based leadership boost coordination during remote working. Findings confirmed that a hybrid environment required that leaders combine digital competence with relational leadership. Digital tools alone do not determine the success of the organization. Some literature predicts that digital integration develops performance. Findings portray that digital systems enhance fragmentation without leadership ability. 
Hybrid leadership is effective when the leaders actively boost the structural communication and boost the psychological safety (Heffner Jr, 2025). Hybrid project success relies on leadership capability. 
[bookmark: _Toc220594581]5.4 Integration to Conceptual Model or Propositions 
This section implements the empirical findings from Chapter 4 with the conceptual framework developed in Chapter 2, which was associated with “contingency leadership theory” and supported by “servant, transactional, and transformational leadership” constructs. The original model suggested that leadership style influences project success results (cost, quality, and time) with remote and hybrid working conditions. The findings support the proposed relationships. “Transformational leadership” was associated with developed collaboration, adaptability, and stakeholder satisfaction that confirm its direct positive influence on project success (Ashcroft, 2024). Servant and situational leadership increase workforce engagement, trust, and support their role as leadership approaches. 
This analysis indicated the original model that required refinement. Leadership effectiveness suggests the need to implement the moderating variables, such as government structure and regulatory intensity (Gichuki et al. 2024). In addition, “trust, emotional intelligence, and digital capabilities” are considered as mediating mechanisms, where the leadership approaches affect the outcomes in the hybrid working environment. A revised conceptual pathway positions the leadership style. The dependent variable is the project's success. Mediated variables are the relational and the digital capabilities, and the moderators are the organizational and the project-level conditions. These findings indicated that no single leadership style ensures success. Effective project delivery at Balfour Beatty relies on hybrid, adaptive leadership that links with situational and organizational demand. 
[bookmark: _Toc220594582]5.5 Robustness Considerations
Substitute explanations for project achievement include procurement constructions, administrative maturity, and technological willingness (Mokhlespour et al. 2024). Some performance developments can reflect powerful governance systems. This research depends on secondary sources, including corporate reports, academic literature, and industry publications.   Credibility is established through the triangulation across the peer-reviewed studies and the large-scale projects that indicate the leadership performance relationship and enhance the confidence of the findings. 
[bookmark: _Toc220594583]5.6 Practical Synthesis 
First, Balfour Beatty needs to promote “transformational leadership” to develop innovation, teamwork, and shareholder satisfaction, especially on complex projects. Second, “transactional leadership” needs to be utilised during delivery phases to focus on quality performance and cost control (Tsapnidou et al. 2024). Third, leaders should build trust and emotional intelligence, which aids in progress communication and team engagement in the hybrid work settings. Fourth, digital leadership capability should be developed to ensure technology that promotes progress coordination (Peng, 2022). Collaboratively, these practices can aid in developing the schedule reliability, mitigate cost overruns, and increase client satisfaction levels across the projects. 
[bookmark: _Toc220594584]5.7 Chapter Summary 
This chapter portrays a dynamic connection between existing leadership literature and findings, especially supporting the effectiveness of “transformational, transactional, and servant and situational leadership” in construction projects. Literature shows that leadership effectiveness relies on hybrid settings on contextual fit. This study developed the contingency leadership theory through addressing trust, emotional intelligence, and digital capabilities as mediating mechanisms and the project phase and the organizational settings as significant moderators. The theoretical and managerial implications developed in Chapter 6 are supported by these changes. 


[bookmark: _Toc220594585]Chapter 6: Conclusion 
[bookmark: _Toc220594586]6.1 Introduction 
This chapter summarizes the overall study and highlights its key findings, clearly evaluates the theoretical contribution, managerial implications, limitations, and directions for future study. The purpose of this study is to analyse how research indicates the concept of project leadership in the construction environment under hybrid and remote working conditions. The main aim of this study is to evaluate how diverse project leadership styles affected the project success outcomes, such as time, cost, and stakeholder satisfaction. To attain this aim, this research adopted secondary information and the multiple case method in chapter 4 and cross-case comparative examination in chapter 5 through advanced leadership models and contingency-based outlines. 
6.2 [bookmark: _Toc220594587]Brief summary of key findings  
This research identified several reliable, literature-related visions into the ways in which leadership affects project achievement in big construction firms such as Balfour Beatty. Transformational leadership developed collaboration, adaptability, and stakeholder satisfaction, especially in hybrid and complex project settings, and supported findings that vision and motivation increase performance outcomes. “Transactional leadership” was most effective for safety compliance, cost control, and scheduled discipline, especially during execution phases.  In addition, Servant and situational leadership increased trust, engagement, and workforce resilience, where the teams are operating under uncertainty. Hybrid and digital working condition developed the significance of the EI, communication, and trust, as technology alone does not progress the outcome with effective leadership capabilities. 
[bookmark: _Toc220594588]6.3 Theoretical Implications  
This research contributes to project leadership theory by extending "contingency leadership theory” and integrating with “transformational, transactional, servant, situational” leadership perspectives in a large construction project. 
Contribution 1: Clarifying the Theoretical Base
In the context of the “contingency theory”, this study supports the fundamental idea that there is no one leadership style that can accurately predict the success of a project; rather, the success of a leader depends on how well they relate with the project's context, complexities, and stakeholder needs (Eposi et al. 2021). The findings extend this viewpoint by portraying that “transformational leadership” increases collaboration and adaptability, especially in uncertain and complex settings (Han et al. 2024; Ali et al. 2021). Besides, “transactional leadership” supports safety and cost control during the execution phase (Omer et al. 2022). The findings also support the “servant leadership” that focuses on workforce engagement and trust (Siddiquei et al. 2025). These results support the contingency theory by associating digital and relational abilities to influence leadership-performance relationships.    
Contribution 2: Boundary Conditions and the contingencies 
This study addresses the several boundary conditions that indicate the leadership performance relationships. Transformational leadership indicated the robust effects in the projects through the high uncertainty and the stakeholder complexity that are aligned with the Han et al. (2024), but the weak effects in the highly reputed construction environment. In this context, transactional leadership ensures superior performance outcomes in the context of cost predictivity and confirms the findings of Ssenyange (2023).  In addition, servant leadership was most effective, where the psychological safety and workforce retention were significant. In addition, from the findings of Mohamad et al. (2025), the effect of digital leadership was contingent on the organizational digital maturity and the governance structure. 
Contribution 3: Mechanisms and Process Insights
This research portrayed theoretical comprehension by portraying mechanisms through which leadership influences project results. “Transformational leadership” develops performance and adaptability by increasing psychological safety and shared vision (Ali et al. 2021; Han et al. 2024). “Transactional leadership” operates through compliance mechanisms and reinforces clarity that balances project delivery in regulated construction settings (Omer et al. 2022). Digital leadership operates by structuring communication flows and decreasing coordination costs in hybrid environments (Samuelson and Stehn, 2023).  
Contribution 4: Integrative Refinement of the Conceptual Model
The conceptual model was improved in Chapter 2, which was refined in Chapter 5, indicating the empirical evidence. In addition, leadership styles are no longer direct predictors of project success alone. Emotional intelligence, trust, collaboration, and digital capability are considered mediating variables. Project phase, regulatory complexity, and digital maturity were identified as moderators that aid in shaping leadership effectiveness. It also aligns with the Eposi et al. (2021) and the “transformational leadership research” (Han et al. 2024). 
Literature Positioning and Generalisability
These findings focus on the major studies on leadership adaptability in the construction (Ali et al. 2021; Ssenyange, 2023) through a focus on digital leadership and the hybrid working conditions in the contingency frameworks. Generalisability to small firms may be limited, and the refined model also provides a strong theoretical foundation for understanding the effectiveness of leadership in the complex project eco-system. 
[bookmark: _Toc220594589]6.4 Managerial Implications 
1. Implement a mixed leadership approach and “servant leadership practices” to increase workforce resilience. 
Balfour Beatty's need to train project leaders to blend “transactional, transformational, servant, and situational” leadership characteristics that rely on complexity and project phase. This matters because the findings show “transformational leadership” develops stakeholder satisfaction and collaboration, when “transactional leadership” supports quality, cost, and compliance (López et al. 2025). This organisation can implement this by including a leadership diagnostic in project mobilisation and introducing coaching linked to project life-cycle phases. Cost variance, quality defects, scheduled adherence, and stakeholder satisfaction scores should be used as metrics to monitor a company's position. Balfour Beatty should influence leaders to focus on workforce welfare, empowerment, and support. This matters because servant leaders develop engagement, trust, and retention, especially in long-term infrastructure projects (Ramlan et al. 2025). It is implemented through introducing welfare approaches, mentoring programmes, and an inclusive decision-making process. For monitoring, retention rates, safety performance, and welfare survey scores, metrics can be used. 
2. Integrating Digital Leadership with Trust-Based Communication Capability
This firm should develop leaders' digital coordination and virtual team management skills. This matters because evidence demonstrates that technology alone does not develop performance unless leaders structure workflows and communication processes. It is implemented through offering digital leadership training and setting standards for digital collaboration protocols. Key Metrics consider the “information response time, platform adoption rates, rework frequency,” and others. This project needs to invest in the leadership development programme, which focuses on the EI, trust building, and collaborative communication.  It matters because the findings confirm that leadership affected the performances through relational mechanisms, such as psychological safety, trust, and team collaboration in the hybrid working environment (Kukah et al. 2022). This strategy will be implemented through the use of the leadership workshops, a structured feedback mechanism in the performance management. The Metrics also consider the conflict incidents, team engagement score, and the collaboration effectiveness ratings. 
3. Link leadership style with the project phase and the governance context
The Balfour Beatty project should adjust the leadership behaviours from design to execution and the handover stages. It matters because the findings reveal that transformational leadership is most effective during early-stage uncertainty (Manchanda, 2025). “Transactional leadership” develops the delivery control during execution. It was implemented through introducing leadership transition checkpoints and ensuring the leadership KPIs align with project phase objectives. Key Metrics also consider the design rework rates and change order frequency. 
[bookmark: _Toc220594590]6.5 Limitations and directions for future research  
This research has several limitations. It depends on secondary data sources, including industry reports, academic studies, and corporate disclosures, which can introduce publication bias (Purwadi, 2024). Therefore, the case evidence is concentrated in the UK construction sector and large infrastructure projects that limit the generalisability of findings. Besides, measurement hinders causal inference. 
Future research should refine the conceptual model across the various industries and countries by using the mixed method and the longitudinal design to examine how leadership effectiveness is considered over time. At the micro level, research could explore how individual leaders and employees adopted the digital tools, and boost trust in the virtual and the hybrid team (Nurhidayah and Muliansyah, 2024). At the Macro level, future work should focus on governance structure and leadership skills. In addition, future studies should focus on the primary data collection with objective performance metrics such as financial outcome and workforce analytics. 
[bookmark: _Toc220594591]6.6 Closing statement 
This research examines leadership theory by portraying that project success in complex and hybrid construction environments relies more on adaptive leadership than a single leadership style. By integrating “transformational, contingency, servant, and digital” leadership, practical guidance is delivered to develop cost, time, and quality. These insights are suitable for large infrastructure organisations. 
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