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[bookmark: _Toc102511517]1.0 Introduction

This project will identify whether the situational leadership theory is a viable leadership style for the construction industry by producing questionnaires and interviews carried out in the workplace settings then analyse results obtained and conclude if situational leadership is beneficial. There are many theories within the industry and a wide variety of research studies that have been conducted to establish this. I will base my decision on the research I gathered and evaluate the data of my own qualitative research to acquire a conclusion.  

[bookmark: _Toc102511518]1.1 Aim 

The aim of this study is to identify the benefits of situational leadership in the construction industry by carrying out independent research such as questionnaires and surveys as well as gathering previous literature within this field of research.

[bookmark: _Toc102511519]1.2 Objectives

To research literature to discover the benefits of using situational leadership.
To discover if situational leadership would be a beneficial leadership style within the construction industry.
To successfully obtain data from my own independent research.

[bookmark: _Toc102511520]2.0 Literature review of situational leadership

This study aims to identify and survey the literature surrounding situational leadership. I will identify flaws in the research as well as critically analyse the current literature and synthesise it into a summary.

[bookmark: _Toc102511521]2.1 What is situational leadership.

Situational leadership is a theory based on the findings of Hersey and Blanchard which is based on and effected by the situation and circumstances leaders find themselves in.  They believed that the leadership style was dependent on situational factors.  If a leader can recognise these factors and adapt to them, they will be more likely to influence those they lead positively than if these factors were ignored.  Situational leadership theory advocates that leaders should change their style based on the competence and commitment of their work force. Situational leadership is split into 4 parts; Delegating, Participating, Selling and telling and all parts of the parabola have both a y and x axis. The X axis looks at task and directive behaviour given by management and the y axis looks at the supportive behaviour and relationship given by the management to workforces. All the factors get rated on a scale of high to low and the model is commonly used to set both firm yet supportive tasks. According to the model it develops individuals and workgroups to establish empathy and to bring out the best in their people (Thompson and Vecchio, 2009). 
This theory helps determine an individual’s performance readiness for any tasks they face in any situation. The Situational leadership model is a timeless repeatable framework for leaders to match their behaviour with the performance needs of the group they are attempting to influence. The style of method is used significantly in management coaching programmes, and can be explained as changing management styles to match current situation.

Leadership styles are highly discussed and studied subject in the field of management due to its contribution on influencing employee’s productivity and success. There are many different types of leadership styles, however situational leadership has been explained as one of the most effective styles of leadership that can change from situation to situation to provide the best leadership at that time (Team tactics in shared leadership, 2021). 
On the other hand, the literature has shown that situational leadership could cause confusion within an organisation, as a situational leader may constantly change their approach to address each teams needs. This can have negative complication to the workforce if they feel they aren’t being provided the same encouragement-support ratio. 
Furthermore, the literature only focusses on short term goals and as a result this may overlook the long term goals. This then sparks a debate whether situational leadership is as effective if it cannot meet the demands of long term goals. There seemed to be a gap in the literature as most studies were done on short term tasks. 

There is a substantial amount of literature supporting and using situational leadership as a short-term strategy yet there’s not much on using it as a long-term intervention. Therefore, there’s a gap in the literature providing this information regarding if it is less or more beneficial to it just being used as a starting point. (Blanchard, Zigarmi and Nelson, 1993)) carried out a retrospective study of situational leadership after 25 years. They found that at the time the situational leadership model was being developed, the literature used and reviewed in their study is considered broad enough. It is possible to take into consideration researcher bias as one of the researchers is the creator of the theory, however, given its primary purpose have they all been expected to entertain contrarian views? 
Further research has been conducted studying situational leadership to test the prescriptions for effective leadership as specific in Hersey and Blanchard’s situational leadership theory. The interaction between the theory, leader behaviour and follower readiness hypothesised by the SLT was not supported. In addition, no support was found by Hersey and Blanchard’s most recent (1988) predictions regarding best to worst leadership styles for given readiness levels, they also found the findings were more consistent in traditional leadership research instead. Therefore, there is some research against situational leadership, yet some studies such as (Hidayat, Hardhienata, Patras and Agustin, 2020) most recent research determined a positive correlation between situational leadership and self-efficacy when researching teacher improvement, suggesting that the use of situational leadership increases individuals’ set of beliefs held over their ability to complete tasks. 

[bookmark: _Toc102511522]3.0 Research Methodology 

To determine whether situational leadership is a viable tool within the construction industry, I have chosen to undertake both primary and secondary research. My decision behind this is to synthesize existing data that can be sourced from resources such as text books, the internet, peer-reviewed journals and libraries, in order to compare the lack of literature and data readily available regarding situational leadership within the construction industry, therefore it is integral to the research that I compare the secondary research method with the primary source, as it allows me to compare with individuals working within the construction industry, if situational leadership theory is beneficial to the world of construction.  
Having completed some secondary research, I have discovered that there aren’t many cases of situational leadership being utilised within the industry, therefore it is unknown whether this leadership style would be a suitable option for this business. However, with the use of primary research it allows me to collect and explore directly from the target respondents. My primary research will allow me to use both qualitative and quantitative methods such as questionnaires and/or surveys to gather large quantities of data to compare with previous statistics linked to my analysis. However, as readily known primary research can typically take anywhere from weeks to months to gather information and can be extremely expensive, whereas secondary sources are typically exhausted first before any primary research is conducted. Therefore, it is crucial for this research to compare both the positives and negatives surrounding the conduction of primary and secondary resources and how they vary with data surrounding the situational leadership theory. For that reason, I believe that this project and the use of both primary and secondary research will be beneficial to the construction industry due to the current lack of existing research available surrounding my chosen topic. 
[bookmark: _Toc102511523]3.1 Primary research. 

The objectives of the primary research are to: 
Find out if industry professionals know what situational leadership theory is.
Find out whether industry professionals find Situational leadership theory a viable option.

[bookmark: _Toc102511524]3.1.1 Qualitative research method 

I have chosen to use a qualitative method for my primary research as it will provide a more in-depth answer to the questions I am asking. I believe this because the questionnaires I have generated will be handed out to industry professionals that have years’ experience and in-depth knowledge of the construction industry. The individuals answering the questionnaire work for the company I currently work for, which is Tilbury Douglas construction, who are a tier 1 construction company. This research will be limited in its scope as only my current company will be used so the results will be restricted however a number of sub-contractors are used so it will give some wider detail around the construction industry itself again although limited.
[bookmark: _Toc102511525]3.1.2 Questionnaire 

I have chosen to gather information through the use of questionnaires as they are an effective mean of gathering large amounts of quality information effectively. Questionnaires also provide a number of advantages such as being inexpensive, practical, scalability, comparability, easy analysis, validity and reliability and respondent anonymity. This questionnaire will be an online self-completion form, which I believe will provide greater insight to what each individual thinks about the situational leadership theory style. However, due to the time constraints this research method best suited myself as it is a quick and effective process, which allows me to gather large quantities of data from work colleagues, who are readily available to meet my demands. However, I am also aware that the questionnaire research method has its disadvantages such as analysis issues, accessibility issues, survey fatigue, lack of personalisation, skipped questions and dishonest answers. 
Questionnaires are highly used to gather data, firstly, as mentioned they can be sent out quickly and turnaround can be relatively short. I am able to reach my audience in the moments that matter. Questionnaires allow respondents to consider their responses, which is a distinct advantage over face-to-face or telephone methods. Besides these great perks, the cost of questionnaires is low and actionable items produced by the data can produce a high return on investment. User responses can be precoded, eliminating transcription errors. The data is already in an electronic format, allowing for easy analysis without the hassle of digitizing data.  It is also cost effective and time saving using this platform and environmentally friendly as there is no requirement to print the document.
[bookmark: _Toc102511526]3.3 Secondary research 

The literature was very informative and valuable in finding out what the good and the bad is surrounding the situational leadership theory. These were in the form of articles from online resources, which include the work of authors such as Blanchard, Zigarmi and Nelson.  There is also a large amount of information regarding the Blake and Mouton’s managerial grid and the Hersey and Blanchard Situational Leadership Theory.

[bookmark: _Toc102511527]4.0 Analysis of Primary research

The aim of this research is to prove whether the situational leadership theory is a viable option for the construction industry.   This is not the only management theory I have looked at as this has allowed be to contrast and compare different theories.
[bookmark: _Toc102511528]4.1 Response

I asked all Project and Site Managers (11) that work for the same company as I do to complete the questionnaire I had created, all of the managers have achieved a degree with some having a masters and some have also gained chartership. All managers kindly completed the questionnaire. 
[bookmark: _Toc102511529]4.2 Years of Experience

Within the questionnaire the managers were asked how many years’ experience they have within the management set up and how many in construction.  The reason for these two questions was to establish if there was a difference between younger managers and their more experienced older colleagues and if skills had been gained outside the construction industry and transferred within.  This would also allow me to establish if on-going training has allowed those who have been in the industry longer to also have the opportunity for continued professional development.
[bookmark: _Toc102511530]4.3 Literature and qualitative answers

Having looked at a vast amount of data on the managerial styles within the construction industry it is obvious there is not one style that will fit all and this can mean that the type of style employed by managers can be as a result of previous training they have received, previous qualifications gained and what studies were done during this training, and what influences there have been on their career for example have their previous managers and mentors influenced them to one style.  
However, from looking at these various theories it has become apparent to me that the two main influences on managers are the task and the people and how they deal with both.  These are not the only two influences but are seen by many to be the most important and it is how managers deal with these two behaviours that can have the most influence on their workforce and the project they are carrying out.  This is in line with the theory of Blake and Moulton which is both people and task lead.  In contrast to this Hersey and Blanchard developed the situational leadership style which suggests no leadership style is better than another and is driven by a number of factors such as workplace, team and individual and how they respond to the leadership shown.  This research then formed the basis of my questionnaires around situational leadership and whether it is a suitable style for the construction industry.
In order to carry out a survey via questionnaire, I firstly had to establish how many managers were working on the site I was to use as my research what their e-mail addresses were and this was done via the companies directory.  Eleven questionnaires were sent out to the relevant managers with an explanation of my reasoning and request and eight responses were received.  One reminder was required and by doing this I received the other three giving me a 100% response rate.
I was also interested to establish if any of the managers had worked in different industries in a management role and had brought these skills with them to the construction industry, it was established that two persons had previously worked outside the construction industry.
It was also important to me that I didn’t make this just a yes or no answer questionnaire as I wanted more depth to the answers to allow me a better understanding of how managers saw situational leadership and if they had an understanding of it.  By keeping it anonymous it would also allow the participants the freedom to answer freely.
I also wanted to establish the time served in construction again this would allow me to look at the age in service and have an understanding as to if there was an influence on years in the role as to the understanding of the leadership style and as mentioned above if continued professional development had been successful or utilised to any degree.  It would also give and understanding if styles of leadership change as you spent more time in management.


[bookmark: _Toc102511531] Figure 1. Pie chart showing response to questions 1,2,6 and 7.


Figure 2. Bar chart showing questions 9 and 10 of questionnaire.  


[bookmark: _Toc102511532]4.4 Conclusion
The exercise of using a questionnaire was a successful one as it showed that more that 50% of managers currently employed by the company were aware of situational leadership and agreed it was good for the construction industry.  As I had encouraged participants to reply with their thoughts and not just yes and no it showed that managers had different options as to its benefits with replies such as “It allows employees and input” and “standardises leadership across the industry”.  This gave a positive feedback however there was also a reply to question 4 “All individuals are different and have different styles” showing that not everyone saw this as the correct leadership model.  It also raised the issue of training and that one manager believed that greater training for all staff would be a benefit and improve understanding.
[bookmark: _Toc102511533]5.0 Discussion

The aim of the questionnaire was to establish if the managers within the construction industry were aware of situational leadership, understood what it referred to and supported its aim and part of the leadership style within the industry.  It was also to try and give an understanding to the demographic of managers and whether their years of service in construction and their years of service in management played a part in their acceptance of it as a management style within construction.
The questionnaire was also to help me have an understanding from my peers and supervisors as to how they viewed this type of leadership and if they supported it and more that that if they felt it could be a positive influence on the management within the industry.  Although this was a small selective survey it did highlight that there was still a gap in learning and understanding and room for improvement.
It was a positive outcome that all persons responded and showed that they possibly saw this as a good thing as they were willing to engage and answer the questions, not one question was left unanswered.  I feel that this meant that managers were open to the discussion around different methods of leadership and those that were aware of situational leadership supported it.  It also showed that a number of mangers felt that any training should be expanded to all employees to allow them the buying to the style and further advance it within the company and standardise it as the leadership style across the company.
Out of the eleven managers only one stated that they did not believe that this style was beneficial they saw management as an individual trait and that the style was dependent on the person and their personality and individual style.  They inferred that each person should be allowed to manage in a different way which suits them.
As the survey was anonymous it is impossible to tell if the younger managers are more aware or more receptive to situational leadership or if the time served in construction plays a part in their thought process and answers given. Question seven was the question with the most positive response with only 1 person or 9% of those questioned stating they believed the traditional management ways were still the best option for the industry.  This would suggest that 10 people or 91% believe that change is a good thing and are open to it.
There is no doubt this process will help me now and going forward, it has allowed me to research different management and leadership theories to expand my knowledge and understand the influences on my own style.  It has also shown me what influences my behaviour and how I manage in work and that I can now look at my own style and see that the way I lead people is very much in line with situational leadership even though I did not know it.
By using the questionnaire, it has enabled me to see that my peers and superiors on the whole support this style of leadership and agree that it has a place within the industry thereby helping to clarify things for me that it is a style worth pursuing.

[bookmark: _Toc102511534]6.0 Reflection
I have carried out research into whether the situational leadership theory is a viable leadership style for the construction industry.  I have done this by researching the theory using online resources and by carrying out a survey via a questionnaire with work colleagues within Tilbury Douglas who are in leadership/management positions.  From this research I have found that situational leadership is used widely in the construction industry along with alternative leadership models such as Blake and Mouton’s managerial grid theory.  It is also apparent that a number of leaders use this style of leadership having not researched situational leadership but unconsciously use it as their natural way of leading their teams.  By this I mean that they have the experience and maturity to lead teams and have the personal characteristics and behaviours that naturally lead them to employ this theory in their work.  This is shown via the questionnaire where several people had not heard of the situational leadership theory but are excellent leaders of their teams.
One of the aims of this research was also to establish if situational leadership was of benefit to the construction industry.  Again, I have no doubt it is of great benefit and is established as a leadership model within construction, however there is still further work to be done to get it fully established and continued professional development would be a way to further embed it within the industry.
The work I have done has been a limited study via a questionnaire and has only taken the views of a small number of people, if I was to do this research again in the future I would look to engage with more people and widen the research by not just using my own company but contacting other firms and their leaders to establish if situational leadership is their go to leadership model and if so how they are implementing it within their work force.  A wider study would also allow a greater understanding as to managers understanding and knowledge of situational leadership.   It would also have been helpful to be able to interview participants, but this was not realistic at this time.  This would have given more depth to the answers and a clearer understanding of the participants knowledge and how they believed it was of a benefit to the industry.
As I structured the questions to include time in management and time in construction I was also able to match whether the time in service changed the views of the leaders questioned.. What this meant was I was able to see if the younger dynamic to the management in the company were more aware of and more supportive of situational leadership in the industry.  From the answers gained I was able to say that the younger members had a better knowledge of the subject but it was also pleasing to note that those older more experienced members of the team were also open to change and encouraged further development of this style and openly encourage continual professional development and widening the learning pool.
Overall I have been encouraged by the research I have dine and can see how over the coming years I can further develop my skills and learning, this will help me implement this into the work place and as I gain further experience my leadership skills will improve and make me a better more complete manager.  The questionnaire has also been of value as it has showed that managers within the company I work overall are aware of the theory around situational leadership and see it as a positive and of benefit to the industry as a whole.
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Questionnaire:

Is situational leadership a viable tool for the construction industry?

1. Do you understand what situational leadership theory is?
A. YES
B. NO.
 
2. Do you think it is a good option for the construction industry?
A. YES
B. NO

3. If so why do you believe it is a good option? 

Answer:

4. If not why do you believe it is not a beneficial management tool?

Answer:

5. How do you think situational leadership could be used effectively? 

Answer:

6. Do you believe this should become a common practice within the industry? 
A. YES
B. NO

7. Do you believe traditional leadership is a more suitable option?
A. YES
B. NO 

8. If so why do you believe traditional leadership is a better option?

Answer:

9. How many years’ experience do you have in management? 
A. 1-4
B. 5-10
C. 11-20
D. 21 +

10.  How many years’ experience do you have in the construction industry?
A. 1-4
B. 5-10
C. 11-20
D. 21+


Years in construction 	1 to 4	5 to 10	11 to 20	21+	4	3	3	1	Years in management 	1 to 4	5 to 10	11 to 20	21+	2	3	5	1	Years  in experience (Years)  


Numer of people 




yes	
Q1	Q2	Q6	Q7	7	6	8	1	No	
Q1	Q2	Q6	Q7	4	4	3	10	
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