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Abstract 

In such complex technological industry as constructions where contracts are estimated 
with million Euro budgets, where competition is fierce and penalties are high, it’s essential for 
contractors to ensure all management activities facilitate project success. This thesis aims to find 
out whether project manager’s leadership style has impact on construction project outcome, and 
if project managers should emphasize task-motivated or relationship-oriented leadership style in 
order to facilitate project success. 

As conducted theory review has shown there has been some prior research on leadership 
style impact on project outcome. Researchers have generally agreed that project manager’s 
leadership style is one of the project success’ factors. But studies of particular styles’ impact on 
construction project outcome mostly presented results with regard to transactional and 
transformational leadership which describe leader’s ability to cope with tasks when organizations 
are facing considerable change. However research lacks studies on task and relationship 
motivation of construction project managers. 

A sample of 24 Russian construction project managers was surveyed on their leadership style 
(task-motivated or relationship-oriented) and on success rate of construction projects completed by 
each respondent. Results have shown that there is moderate correlation between leadership style of 
construction project managers and that in order to facilitate construction project success, project 
managers should adhere to task accomplishment before establishing good interpersonal relationships 
with involved people. 

This study contributes to leadership in construction by showing that task motivated leadership 
style is more associated with project success in construction than relationship oriented leadership 
style. Thus, construction project managers should put more effort on task accomplishment than on 
establishment of good relationships with others. 

Key Words: leadership style, construction, project management.  
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1. INTRODUCTION

1.1 Background
Construction industry is one of the oldest industries in the world.  Today construction 

industry in Russia is constantly growing: according to Russian state statistics agency Rosstat 
investment attracted to construction during January – September 2011 account for 159 bil Euro 
which is 4.8% more than during the same months in 2010. 

Toor & Ofori (2007) outlined that construction industry is unique due to the considerable 
challenges in various contexts that the industry poses (p. 621). The researchers put emphasis on 
such industry-specific challenges as poor social image of construction industry, fluctuating 
construction activity, greater private-sector participation in infrastructure projects, globalization 
of the construction industry leading to increased foreign participation in domestic industries, 
growing size of projects, the need to integrate an increasingly large number of construction 
processes, multi-project environments, etc (ibid., p. 622). In this regard, the researchers state that 
construction project management deserves to be a distinct discipline (ibid., p. 621). 

With its large scale and huge budget projects construction is a very complex process with 
many different sets of activities and a lot of participants involved. In order to handle the 
challenges of construction more and more companies adopt project management approach in 
accordance with the PMI standards ‘A guide to the Project Management Body of Knowledge’ 
(PMBOK Guide). According to this standard project manager is responsible for the project 
execution. It is project manager who leads the project from the initiation phase and ensures the 
project is done within predetermined time, budget and with required quality. 

For each construction project there is a project team assigned, and the project manager is 
in charge of the result produced by the project team. But it’s not only project team members who 
are involved into the construction project execution. The more complex the project is, the bigger 
quantity of interested parties it involves. Typically there are following groups of participants in 
the construction project: 

Client/investor who awards a contract for construction of certain object to the company, 

Project sponsor/sponsors – those who initiate the project, supervise the project and to whom 
the project manager reports; 

Project manager who leads the project from initiating phase until handling the built object to 
the client, 



Project team members who perform sets of activities for project execution and report to the 
project manager, 

State or local authorities and representatives of different state and social organizations whose 
interests may be harmed by the construction project and/or whose approval is necessary for 
certain activities, 

Vendors and contractors who deliver machinery, equipment, materials and works. 

This list shows that to deliver project successfully, project manager has to possess certain 
techniques or qualities that will enable him deal with all groups of people effectively, i.e. 
Influence the client and project sponsors, manage team members, resolve conflicts with social 
organizations, approach authorities, influence vendors, etc. All these activities require great 
interpersonal skills, and bring to the leadership aspect of manager’s job. It takes leadership to get 
project team and other parties perform right actions in order to achieve goals set for the 
construction project. Thus it’s very important to determine if there is a leadership style of project 
managers that is most likely to contribute to construction project success, and define such style. 

1.2 Problem discussion
Ammeter & Dukerich (2002) found out in their research that leader’s behavior is of 

significant importance for construction project success (pp. 3-10). However, still there hasn’t 
been enough attention paid by researchers to leadership styles and behaviors of construction 
project managers and their impact on project performance (Odusami et al, 2007, pp. 519-520). 
One of the reasons for that may be due to complex technical nature of the industry, traditionally 
construction project managers had been viewed more as technical specialists and managers 
whose primary functions are administrative thus ignoring relationship related part of construction 
managers’ job. Today as more and more construction companies are turning to project 
management and conducting leadership trainings for their management thus getting more 
educated in this field, significance of interpersonal aspects of project managers’ job become 
realized. Toor & Ofori (2007) investigated that researchers start paying more attention to 
leadership in construction (p. 623). Different aspects of leadership styles and their connection to 
construction project success were examined by several researchers: Ammeter & Dukerich 
(2002), Chan et al (2004) Yang et al (2011), and others, however still research doesn’t have an 
answer on which leadership style facilitates construction project success. 

To deliver project successfully a construction management company must ensure their 
project manager has not only necessary technical knowledge and project management skills but 
also can lead in a way that will let achieve the goals of the project. 

1.3 Problem formulation and purpose
Construction industry is characterized by fierce competition and large scale projects that 

often have budgets of billions Russian rubles. These factors along with recent crisis of 2008-



2009 that disrupted many Russian construction companies has made construction companies put 
more requirements to construction project managers. Since project manager is in charge of the 
end result of the project, he/she has to put all efforts on managing project team and dealing with 
other interested parties to achieve the project goals. In particular, according to PMBOK Guide 
such goals include conforming to predetermined project budget, schedule and quality. 

With so many people involved into the project execution, project manager has to be 
competent not just in administrative side of job but also in ‘people’ side that deals with 
influencing others. In such complex industry there are many factors that determine project 
success or failure but as previous research shows (Ammeter & Dukerich, 2002, pp. 3-10) 
leadership behaviors of construction project managers are the significant predictors of the project 
success.

In one of the latest researches Toor & Ofori (2007) promote the need for ‘authentic’ 
construction leaders as opposed to traditional task-oriented approach in construction project 
management (p. 620). 

 Thus, the question to answer is: 

Should construction project managers adopt traditional task-oriented leadership style, or 
should they be motivated by relationship in order to facilitate construction project success? 

1.4 Hypothesis formulation
Overview of prior research on impact of project manager’s leadership style on 

construction project outcome shows that in general most researchers admit that there is 
connection between leadership style and construction project success. However, there is no clear 
evidence about any particular leadership style that contributes most to the successful outcome of 
construction projects. In particular, there has been no research about difference in impact of task-
oriented vs relationship-oriented leadership styles on construction project success. Admitting that 
task vs relationship approach being evaluated through LPC scale, the following null hypothesis 
can be formulated: 

H0 There is no interrelation between project manager’s LPC score and construction 
project success score.

Nevertheless, this study aims to find out whether project managers should put more 
emphasis on task or if they should develop relationship-oriented styles in order to bring project 
to success. As the author’s experience as a project manager suggests, task approach has proven 
itself to be much more efficient in construction project where stakes are usually high and 
requirements are strict and tough. Construction projects are characterized with high level of 
technology and require strict approach. 

Following from the above, the following hypothesis can be formulated for the purpose of 
this research: 



H1 Project manager’s leadership style has impact on construction project outcome. Task-
oriented leadership style is more favorable for construction project success. 

1.5 De limitations
Project management is widely implemented in many other industries different from 

construction. This research is of primary interest for construction project managers, though 
professional from other fields might find it useful too. 

Since construction industry is very complex there are many factors that influence project 
execution. This thesis focuses only on people side of the construction project management.  

Finally, research has been conducted in Russia so cultural differences in management 
must be taken into consideration. 

1.6 Thesis’ structure
In order to develop the proper research method, the following sections will include 

review of theory related to leadership styles in general with the focus on either relationship or 
task orientation, and recent research of leadership in construction, together with latest studies of 
impact of leadership style on construction project success. Later on, in section 3 research method 
for the study will be developed. Last sections provide analysis of collected data and draw 
conclusions for the study. Appendix includes the questionnaire that was sent to the respondents 
and combined results of the survey. 

2. THEORY

2.1 Definition of Leadership and Leadership styles
In their work, managers perform a variety of activities. Main of them are planning, 

organizing, and controlling. While these activities have mostly administrative role, leading is the 
part of manager’s job that deals with interpersonal side of management (DuBrin, 2010). 
Leadership thus is about motivating, inspiring, creating vision, coaching people, etc in order to 
ensure high level of organizational performance. 

While leadership in organization has been widely discussed throughout the time of 
development of schools of leadership, project leadership has only started to appear in literature 
during the last few years. A Guide to the Project Management Body of Knowledge (PMBOK® 
Guide) which is the main set of standards for project managers didn’t include project leadership 
until 2008. Even in its 4th edition published in 2008 PMBOK® Guide defines project 
management as ‘the application of knowledge, skills, tools, and techniques to project activities to 
meet the project requirements’ (PMI, 2008), though doesn’t provide any definition for project 



leadership at the main text. Nevertheless, text at the appendix G1 does say that project leadership 
is an important project management skill and, in particular, that  

Leadership involves focusing the efforts of a group of people toward a common goal and 
enabling them to work as a team. In general terms, leadership is the ability to get things done 
through others. Respect and trust, rather than fear and submission, are the key elements of 
effective leadership… 

… Throughout the project, the project team leaders are responsible for establishing and 
maintaining the vision, strategy, and communications; fostering trust and team building; 
influencing, mentoring and monitoring; and evaluating the performance of the team and the 
project. 

Project management and project leadership have also been researched by Bech (2001) 
who appeals to distinguish between the two terms (pp. 96-111). He suggests that project 
management is about 'hard' elements of the project which means it deals with time, schedules, 
reports, diagrams, etc., while 'soft' elements as people are assigned to leadership. Another 
important difference is that while management considers an organization as a whole (see Fig. 1), 
leadership focuses on individuals who perform their job within organization (see Fig. 2). 
Nevertheless, according to Bech (2001), project management and project leadership are 
interrelated and have to be applied in combination, with equal attention paid to both (pp. 96-111) 

                      

Figure 1. Project Management (Bech, 2001)                Figure 2. Project Leadership (Bech, 2001) 

Figure 3. Project Management and Leadership (Bech, 2001).



Thus, Bech (2001) puts emphasis that both management and leadership activities should 
be adopted by project managers on equal terms in order to enhance procedures and outcomes of 
projects. 

2.1.1 Overview of leadership styles

In order to develop feasible research method, I will further provide a short review of 
different leadership styles promoted by scientific schools of leadership, analyze them with the 
focus on relationship or task orientation features, and then choose the best fitting one for the 
purpose of this research. 

As a management discipline leadership has been most actively developed during the 20th

century starting from the time when the Trait school of leadership has evolved. Representatives 
of this school believed that there are certain personal characteristics that make somebody a 
leader, and that differentiate a successful leader from the mediocre one (Stogdill, 1948; Mann, 
1959). Later, Turner (1999) developed trait approach and revealed seven traits of effective 
project leaders. In general, trait approach meant that leadership can’t be learnt but the ability to 
lead is given or not given to a particular person. Thus, trait approach doesn’t provide for the term 
of leadership style. 

However, Trait school was followed by the Behavioral school, adherers of which 
suggested that certain attitudes and behaviors can be adopted by leaders in order to raise leader’s 
efficiency. The set of certain attitude and behaviors form a leadership style. This approach was 
developed by Turner (1999, pp. 58-67)) who identified four leadership styles: autocratic, 
democratic, laissez-faire, and bureaucratic. 

Further development of leadership theory was marked by evolvement of the Situational or 
contingency school in 1960-1970s. Its adherers argued that leaders should not be devoted to a 
certain style but have to adopt their behavior to the particular situation. Applied to project 
environment, it means that different leadership styles should be used at various project stages 
(Turner, 1999, pp. 58-67). Contingency school recognizes four leadership styles: directive, 
supportive, participative, and achievement-oriented (DuBrin, 2010). One of the branches of 
Situational theory was Fiedler’s (1987) contingency model. Fiedler evaluated Leadership styles 
using Least Preferred Co-worker scale by assessing with what employee a leader could work 
least well, and recognized the following Leadership styles: 

Task motivated. They are individuals whose primary needs are to accomplish tasks and whose

secondary needs are focused on getting along with people. In a work setting, they are concerned with

achieving success on assigned tasks, even if at the cost of having poor interpersonal relationships with

coworkers. Such leaders gain self esteem through achieving their goals. They attend to interpersonal

relationships, but only after they first have directed themselves toward the tasks of the group.



Socio independent leaders. In the context of work, they are self directed and not overly

concerned with the task or with how others view them. They are more removed from the situation and

act more independent than task or relationship motivated leaders.

Motivated by relationships. These individuals derive their major satisfaction in an organization

from getting along with people interpersonal relationships. Such leader sees positive qualities even in the

co worker she or he least prefers, even though the leader does not work well with that person. In an

organizational setting, such leaders attends to tasks, but only after she or he is certain that the

relationships between people are in good shape.

Fiedler believed that managers have one of these leadership styles and should work in 
environments to which their style fits best. 

Charismatic school of leadership investigated how leaders interact with their followers 
and transform them in order to achieved desired results. This approach evolved in 1980-1990s 
and concentrated on research of how leaders cope with their tasks when organizations are going 
through considerable changes. The most prominent representative of this school was Bass (1990) 
who identified two styles of leadership – transformational and transactional. 

The latest approach to leadership is the competence school that is based on studying 
competencies of leaders and identifying what specific competencies contribute to more effective 
leadership. Dulewicz and Higgs (2003) recognize three leadership styles: engaging, involving 
and goal-oriented, and prescribe certain level of 15 competencies to each of them. 

Thus, for four schools of leadership there have been identified corresponding leadership 
styles. Table 1 summarizes my analysis of leadership styles, provides brief characteristics for 
each of them. It can be noticed that each leadership style is either associated with certain 
attitudes and behaviors peculiar to the relationship approach or to the task approach that’s why 
the last column was added to the table to match every style with task-oriented or relationship-
oriented style for the purpose of research. 

Table 1. Leadership styles according to different schools of leadership 

School Leadership styles Leadership styles description Relationship-
oriented vs Task-

motivated 
Autocratic Leader retains most of the authority 

Leader makes decisions 
Heavy emphasis on task 
accomplishment 

Task-motivated Behavioral 

Democratic Decision-making shared with the team 
Teamwork approach, openness to team 

Relationship-
oriented 



members’ opinion 

Laissez-faire Decision making by subordinates 
Least possible guidance to team 
members 

-

Bureaucratic Decision making in accordance with 
established norms and procedures 

-

Directive Direction setting, leader emphasizes 
formal activities (planning, organizing, 
controlling) (DuBrin, 2010) 

Task-motivated 

Supportive Leader is concerned with team 
members’ well-being, creates 
emotionally supportive climate 
(DuBrin, 2010) 

Relationship-
oriented 

Achievement-
oriented 

Leader sets challenging goals, pushes 
for work improvement, sets high 
expectations from team members 
(DuBrin, 2010) 

Task-motivated 

Situational 

Participative Aligning people, creating inspiration 
and visibility, giving emotional support 
and encouragement (DuBrin, 2010) 

Relationship-
oriented 

Transactional Focus on routine transactions, rewards 
for meeting standards (DuBrin, 2010) 

Task-motivated Charismatic 

Transformational Raising people’s awareness, helping 
people look beyond self-interest, 
helping people understand the need for 
change, committing to greatness 
(DuBrin, 2010) 

Relationship-
oriented 

Engaging High level of critical analysis and 
judgment, vision, strategic perspective, 
managing resources, emotional 
resilience and motivation; low level of 
empowering (Dulewicz & Higgs, 2003) 

Relationship-
oriented 

Competency 

Involving High level of vision, emotional 
resilience, motivation, influence and 
conscientiousness (Dulewicz & Higgs, 
2003) 

Relationship-
oriented 



Goal-oriented High level of engaging communication, 
empowering, motivation, influence; low 
level of managing resources (Dulewicz 
& Higgs, 2003) 

Task-motivated 

2.2 Project manager’s Leadership style and construction project success

2.2.1 Construction projects’ overview

Today more and more construction companies in Russia are adopting project 
management approach. Due to very complex nature of construction industry, project approach 
with its clearly defined management tools and techniques that can be adopted by a manager for 
each type of project in any environment (as stated by PMBOK Guide), considerably contributes 
to putting construction in order. Also, since construction contracts are valid for only limited 
predetermined period of time and have clearly determined goals, project approach is applicable 
to construction industry due to definition of project as a ‘temporary endeavor undertaken to 
create a unique product, service or result’ (PMBOK Guide, 2008). 

There are several types of construction contracts: 

E- engineering

EP – engineering and procurement

EPC – engineering, procurement and construction 

EPCM – engineering, procurement, construction, management

 Each type is defined by the scope of project and hence by the level of complexity. At ‘E’ 
type contract the project consists only of design and engineering activities, at ‘EP’ contract the 
contractor in addition to design takes all procurement of materials, machinery and equipment, 
and ‘EPC’ contract adds all construction works to the scope of the project. 

The most complex type of project is ‘EPCM’ type (which is also called ‘turn-key’) when 
a construction company is the general contractor and is responsible for all project activities. 
Typically, such project has the following major phases: 

Initiation – Concept design – Engineering surveys - Basic design – Approvals and 
permits – Detailed design – Procurement and Construction – Start up – Commissioning – Final 
acceptance by the Client 

At each phase there’s assignment to a person in charge. Thus, client and project sponsor 
initiate the project, Chief architect is responsible for the concept design, chief engineer if 
responsible for basic and detailed design, etc. However, there’s one person who is in charge of 
the whole project outcome – the project manager. PMBOK Guide (2008) provides the following 



definition: ‘Project manager is the person assigned by the performing organization to achieve the 
project objectives’. 

And since there are a lot of stakeholders involved in construction project, both within and 
outside the performing organization, project manager has to deal with them all during project 
execution: ensure project team does their best for project realization, vendors deliver goods in 
time, project sponsor/client is satisfied, authorities issue approvals and permits, resolve conflicts 
with public agencies, etc. In order to succeed in ‘people’ side of the project, project manager has 
to complement management tools and techniques with leadership.  

2.2.2 Defining Project success

Turner (2008) defines project management as ‘the process by which projects are 
successfully delivered, whatever ‘successfully’ means. This section is dedicated to overview of 
research on what contributes to project success (project success factors), and how to investigate 
if the project was a success (project success criteria). 

According to Turner (2008), 

project success factors are those elements of the project and its management which can 
be influenced to increase the chance of a successful outcome – they are independent variables 
through which we try to influence the achievement of project success, 

while 

project success criteria are the measures (both quantitative and qualitative) against 
which a project is judged to be successful – they are the dependent variables which we judge 
whether or not we achieved a successful outcome. 

Typically, project success has been evaluated through measuring adherence to 
predetermined budget, schedule and quality (Kerzner, 2003). However during latest decades this 
approach has been reviewed in management literature. 

De Wit (1988) reported the results of the study on construction project success matching 
certain success factors to the correlating criteria (Table 2). 

This framework includes not only classic dimensions of project success but also Client 
satisfaction and follow-on work. This brings to a though that project success can be measured 
both from the performing organization perspective and from the Client perspective. Turner 
(2008) developed this framework by stating that ‘project success is in the eye of the beholder’. In 
particular, he argues that depending from the interested party, project success can be evaluated 
based on different criteria, however for some criteria it takes time to have possibility of 
evaluation. His view of possible project success criteria is presented at Table 3. 



Table 2. Project success factors and correlating project success criteria (De Witt, 1988) 

In 2004 Shawn et al recognized ‘need for a management tool that would account for 
subjective as well as objective metrics in assessing project success’, and elaborated questionnaire 
for project success assessment (Appendix 1). This questionnaire goes beyond classic model of 
measuring success through evaluating cost, budget and quality, and is designed for being replied 
by the project manager which is the main responsibility center of the project. 

Table 3. Possible project success criteria, interested stakeholders and time horizon 
 (Turner, 2008) 

2.2.3 Project manager’s Leadership style as the project success factor

During the next years there has been extensive research regarding project success, and in 
particular, construction project success. Chan et al (2004) reviewed latest research on the issue 
and elaborated the model for construction project success factors (pp. 153-155). They outlined a 
number of groups of factors affecting construction project success:  



Project related factors 

Procurement related factors 

Project management factors 

Project-participants related factors 

External factors 

Their combined model for all factors affecting construction project success is presented at 
Figure 4. It can be noticed that among Human-related factors they list such leadership 
competencies as project team leader’s experience, motivating skills and working relationship 
with others. However, this framework ignores project manager’s leadership style. 

Figure 4. Factors affecting construction project success (Chan et al, 2004) 

Nguyen et al (2004) conducted research of the most significant project success factors in 
construction industry of Vietnam and found out that the following contributed the most to the 
successful outcome of construction projects: 

Comfort - money, resources, efforts and leadership should always be available 
throughout the project's life; 

Competence - utilization of up-to-date technology, proper emphasis on past experience, 
multidisciplinary/competent project team, and awarding bids to the right designer/contractor;



Commitment - all project members and affected people are strongly interested in 
projects; 

Communication - need to establish an effective information system for construction 
projects so that every right and concerned person can access and share ideas. 

Turner and Muller (2005) in their literature review of project leadership and project 
success found out that research literature mostly ignores project manager and project manager's 
leadership style as one of project success factors. 

However a number of researchers studied correlation between leadership styles and 
project outcomes in different industries. 

Some research have been done during last few years with regard to impact of leadership 
on outcome of construction project. 

Ammeter & Dukerich (2002, pp. 3-10) investigated impact of several management 
factors as leadership, team building, project image, planning and project controls, etc. on 
perceived and actual construction project performance and revealed that only leaders’ behavior 
had powerful and pervasive role in project success.   

Odusami et al (2003, pp. 519-527) found out there is significant relationship between 
leadership style and construction project success. 

Yang et al (2011, pp. 258-267) investigated interdependence between project manager’s 
leadership style, teamwork and overall project performance and found out that all three factors 
are highly correlated. They research shown that transactional and transformational leadership 
styles result in improvement of team communication, team collaboration, and team cohesiveness 
which in turn will contribute to project success due to positive relation of teamwork and project 
performance. 

3. METHOD

3.1 Research approach

In order to establish feasible research approach, research objectives have to be 
determined. 

In Introduction the following hypothesis were stated: 

H0 There is no interrelation between project manager’s LPC score and construction 
project success score.



H1 Project manager’s leadership style has impact on construction project outcome. Task-
oriented leadership style is more favorable for construction project success. 

According to Hair et al (1995), there are two types of research to be conducted: 
confirmatory or exploratory research. While exploratory type should be used in order to define 
possible relationship in most general form, confirmatory studies aim to test (confirm) 
prespecified relationship. 

Kothari (2004) suggests the four types of research to choose from depending on research 
objectives: 

1 – exploratory or formulative type – used to gain familiarity with a phenomenon or to 
achieve new insights into it; 

2 – descriptive research – to portray accurately the characteristics of a particular 
individual, situation or a group; 

3 – diagnostic studies – to determine the frequency with which something occurs or with 
which it is associated with something else; 

4 – hypothesis-testing research type – to test hypothesis of a casual relationship between 
variables. 

Thus, in order to test the hypotheses, confirmatory (or hypothesis-testing) research type 
should be used within this study. 

Feasible research approach for hypothesis testing suggested by Jenkins (1985) is opinion 
research where data are collected by asking people about their opinions, attitudes and beliefs via 
interviews, questionnaires, etc. For this study, main data were collected through questionnaires, 
and supported by interviews to ensure that respondents are feasible candidates for the survey. 

Kothari (2004) suggests there are two research approaches: quantitative and qualitative. 
Qualitative approach to research provides researcher’s subjective impressions and insights on the 
issue based on assessments of attitudes, opinions and behaviors. Quantitative approach is based 
on measurement of quantity or amount. It ‘involves the generation of data in quantitative form 
which can be subjective to rigorous quantitative analysis’. 

For this study, the number of successfully completed construction projects with each type 
of project manager’s leadership style has to be identified. Thus, quantitative approach has to be 
adopted. 

3.2 Survey andmeasurements

As follows from the above developed research approach, this study is confirmatory, 
hypotheses-testing quantitative research of people’s opinions. Jenkins (1985) suggests using 
surveys, interviews etc. for such type of research.  



For assessment of leadership style impact on project success we have to introduce and 
measure two variables: leadership style and project success. Since we are evaluating whether 
leadership style has impact on project outcome or not, leadership style is independent variable 
while project success is dependent variable. Thus questionnaire has to be developed so that both 
leadership style and project success could be assessed.  

As above theory review has shown there has been some prior research on leadership style 
impact on project outcome. Those studies mostly presented results with regard to transactional 
and transformational leadership while this study aims to decide between task vs relationship 
orientation of construction project managers. Thus tools used in prior research cannot be 
implemented in this study. 

According to Turner & Muller (2005) the most widely used questionnaire for leadership 
style assessment lately has been the Multifactor Leadership Questionnaire (MLQ) developed by 
Bass in 1990. This questionnaire tests three leadership styles: transformational, transactional and 
non-transactional laissez-faire style (Bass, 1990). The MLQ is not feasible enough for this study 
since the purpose of current research is to assess task-or-relationship focus of project managers. 

In this regard the Least Preferred Co-worker scale (LPC scale) developed by Fiedler in 
1987 can be applied for this research. It measures leaders’ style by asking them about a co-
worker that he/she had the most difficulties in getting the work done. In particular, a manager has 
to give assessment of 18 pairs of opposite characteristics of such person, grading from 1 to 8, in 
the following manner (full LPC survey is a part of the research questionnaire in Appendix 1): 

So, the total result score can range from 18 till 144. Results are interpreted on the basis of the 
score:

57 or below – low LPC – task-motivated Leadership style.

58 to 63 – middle LPC –socio-independent style. 

64 and above – high LPC – relationship-oriented Leadership style. 

For the purpose of this study it is important to outline that with the lower is LPC score, 
the higher is the leader’s task motivation, and visa versa. 

            Scoring
Pleasant 8  7  6 5 4 3 2 1 Unpleasant   
Friendly 8  7  6 5 4 3 2 1 Unfriendly   
Rejecting 1  2  3 4 5 6 7 8 Accepting   
Untrustworthy 1  2  3 4 5 6 7 8 Trustworthy   

etc.           



Thus, questionnaire tests task-motivation or relationship-orientation of leaders which is 
part of the goals of this study. One of the advantages of this survey is that it evaluates personality 
and is believed to be stable and not change over time. 

The second part of the study is evaluation of success of a construction project completed 
by each leader. Project success has been traditionally measured based on three key performance 
indicators (KPI) of cost, schedule and quality (PMBoK Guide, 2008). However some researchers 
argue that this approach to project success measurement is insufficient. Turner (2008) has stated 
that ‘project success is in the eye of the beholder’ and presented project success criteria matching 
the interested stakeholders. 

Shawn et al (2004) recognized need for comprehensive tool for measuring project success 
which will embrace not only objective and easily quantifiable metrics of schedule, cost and 
performance, but also subjective metrics that evaluate project success from the point of view of 
different stakeholders. Questionnaire developed by Shawn et al is directly custom made for 
construction industry which is another advantage for using it within this study. 

In particular, respondents are given a set of the statements which they are asked to agree 
or disagree with using Likert scale from -3 (strongly disagree) to +3 (strongly agree). Statements 
are divided into sections, where each section stands for construction project success criteria: 
Cost, Schedule, Quality, Performance, Safety, Operational environment. In this manner authors 
believe to have embraced all essential construction project success criteria. Moreover, each 
respondent is asked to provide his/her evaluation of each statement’s importance for determining 
the overall success of the project (low, medium or high importance, either Not applicable). 
During calculation of the each project success, these evaluations are awarded weights from 0 
(not applicable) to 3 (high importance). The authors of the survey (ibid.) describe the scoring 
process as follows: 

1. The value for each individual response is the product of the “agreement” rating (-3 to 
+3) and the importance rating (1, 2 or 3). 

2. A composite score for each of the six survey sections (cost, schedule, performance, 
quality, safety, and operating environment) is calculated by dividing the sum of the 
products in step 1 for each section by the sum of the importance values for that section. 

3. In order to consider differences in the relative value of the six survey sections from 
project to project, the respondent is asked to assigned relative importance weighted 
percentages to each section such that the six weightings total 100%. 

The six survey section scores are multiplied by their relative weighting to calculate the final 
composite survey score. 



The total project success score thus can range from -3 to 3. For the purpose of this study 
it is important to outline that the higher the project success rate derived from the survey, the 
more successful is the construction project outcome. 

Thus the aggregate questionnaire used in this paper will consist of two major parts: part 1 
will assess respondent’s leadership style and part 2 will evaluate project success rate of recently 
completed project under the leadership of the respondent. Also, the questionnaire will include the 
preface part with general questions for evaluation of feasibility of every respondent for this study 
and also for discovering respondents’ gender, age, experience, education, etc. 

3.3 Sampling and data collection

The study aims to assess project manager’s leadership style impact on construction 
project outcome. Both LPS scale and Shawn et al’s (2004) questionnaire require direct answers 
from construction project managers. That’s why the sampling consisted of search for 
construction companies that use project management approach and selection of project managers 
with at least one completed project experience. Such experience is needed to measure project 
success as described in Survey and Measurements subsection.  

During the search it was discovered that many construction companies in Russia have 
implemented project management approach. Preference was given to companies that have 
general contractor functions with EPC/M contracts, so their project managers have 
comprehensive picture of the construction project, opposite to companies that only perform 
certain activities within big construction projects. 

Most potential respondents at first briefly interviewed on their position, experience and 
willingness to complete the survey. This was done in order to prevent surveying of those who are 
ineligible for this study. After that Questionnaires were sent to the potential respondents by e-
mail, though most of the respondents were contacted in person do to the author’s vast 
connections in construction industry. Personal contact contributed to rather high response rate of 
80%: out of 30 questionnaires sent, 24 were answered. 

Respondents were asked to complete the questionnaires by themselves and send them 
back by e-mail; the purpose of the study was explained in order to facilitate interest in the survey 
and the response level. 

Questionnaires were chosen between the three survey instruments of mailed 
questionnaires, interviews and phone surveys for the number of reasons. The first and the 
greatest is the feasibility of LPC scale and project success evaluation questionnaire for the 
purpose of this study. Other reasons include time saving, high accuracy of information, lowest 
relative cost and overall reliability and validity (Forza, 2002). 

Data collection was conducted for three dimensions: 



1 – general information about respondents such as age, gender, experience, education, etc; 

2 – respondent’s leadership style (task-oriented or relationship-oriented); 

3 – recently completed construction project outcome (project success). 

3.4 Data Analysis Methods

The goal of this study is to figure out whether there is interrelation between construction 
project managers’ leadership style and construction project outcome, and if a project manager 
should be motivated by task or by relationships in his/her job in order to facilitate successful 
outcome of the project. 

For this purpose two mutully exclusive hypothesis were stated. Data analysis should be 
conducted so that one of the hypothesis is rejected while another one is accepted.  

Motulsky (1995) states that selection of the appropriate statistical test depends on 
answers for the two questions: 

1. What kind of data have been collected? 
2. What is the goal of the test?  

When the purpose is to quantify relationship between the two variables (leadership style 
and project success in case of this study), and collected data represent rank, score or measurment 
(from Non-Gaussian Population), the researcher should decide on Spearman correlation. At the 
same time, use of Spearman correlation is more valid in case of small sample (ibid.). Result of 
the estimation (Spearman correlation coefficient, rs) is interpreted as follows: 

Table 5. Interpretation of Spearman correlation coefficient (rs) 

Value of rs Interpretation 
rs=0 The two variables do not vary together at all. 
0 < rs < 1 The two variables tend to increase or decrease 

together. 
rs= 1.0 Perfect correlation. 
-1 < rs< 0 One variable increases as the other decreases. 
rs = -1.0 Perfect negative or inverse correlation. 

Taking this into account, hypotheses of this study can be restated: 

H0 There is no interrelation between project manager’s LPC score and construction 
project success score: rs = 0; 

and 



H1 Project manager’s leadership style has impact on construction project outcome. Task-
oriented leadership style is more favorable for construction project success: -1 < r s< 0. 

3.5 Control variables

The model for hypotheses testing will include control for three contextual factors, namely 
respondent’s age, experience as a project manager and number of completed projects. This will 
be done in order to eliminate effects from other variables except those being correlated. 

4. RESULTS

4.1 Descriptive statistics of sample

Because of the scrutinous selection of the respondents, all 24 questionnaires were filled in 
by construction project managers who have at least one completed construction project, which 
provides very good basement for research. 

Out of 24 respondents, 37.5% (9 people) were women, and 62.5% (15 people) were men. 
83.3% (20 people) of respondents held Masters degree and the rest 16.7% (4 people) held PhD 
degree. Educational background of construction project managers was diverse, however majority 
had degree in Engineering (20 people, or 83.3% of respondents), and others studied Economics 
(1 person, 4.2%). Law (1 person, 4.2%) and Finance (2 people, 8.3%). This can be explained by 
technical focus of the industry and high requirements to project managers on technical 
knowledge; many project managers came to profession after working as engineers. 

On average, respondents have 8.08 years’ experience as construction project managers 
(median= 6.50) with 3.54 completed projects (median = 3). Average age of the respondent is 
37.75 years old (median = 35.5); the youngest respondent is 26 years old and the oldest one is 
57. 

Mean value of the LPC score of the respondents is 51.42 (median = 46). With the score 
57 or below standing for task-oriented leadership style, the surveyed sample can be characterized 
as mostly motivated by task, with the lowest LPC score of 38 and highest of 80. Standard 
deviation of LPC score is quite high with the value of 11.632. 

Average project success rate is 1.8247 (median = 1.8819) which indicates that projects 
completed by the respondents were on average successful with minimum project success rate of 
0.56 and maximum of 2.80. 

Consolidated descriptive statistics of data are presented in Table 6 below. 



Table 6. Descriptive statistics of sample (quantitative data). 

Sample = 24 Age Number of completed 
projects 

Experience 
as PM 

LPC 
score

Project success 
rate

Mean 37,75 3,54 8,08 51,42 1,8247 
Median 35,50 3,00 6,50 46,00 1,8819 
Std. Deviation 9,071 2,359 4,201 11,632 ,57895 
Minimum 26 1 3 38 ,56
Maximum 57 8 15 80 2,80 

4.2 Correlation

Table 7 reports the Spearman correlation between the independent and dependent 
variables and control variables of this study – construction project managers’ leadership style, 
construction project success, respondent’s age, experience and number of completed projects. 
Data for calculations are derived from appendix 2 – Survey results. 

Table 7. Spearman correlations between the research variables and control variables. 

It can be concluded that project success rate is moderately, negatively correlated with 
LPC score. This brings to rejection of null hypothesis since under null hypothesis rs=0, while 
results show rs=-0.394, p=0.055, t=0.95. 

Since -1 < -0.394< 0, project success rate increases while LPC score decreases. As 
outlined previously in this text, as decrease of LPC score means that project manager’s task 



motivation grows. Thus, the more task motivated construction project manager is, the more 
successful is construction project. 

Moreover, as can be seen from the Table 8, when controlling for respondents’ age, 
experience and number of completed projects, correlation between LPC and project success 
becomes even more significant with the value of -0.536 (0.012 significance level). 

5. ANALYSIS

The major findings of this study can be formulated as follows: 

1. Construction project manager’s leadership style has moderate impact on 
construction project outcome; 

2. Task-motivated leadership style facilitates construction project success more than 
relationship-oriented leadership style. 

These findings support previous research (Odusami et al, 2003; Turner and Muller, 2005; 
Yang et al, 2011) in proving the dependence of project success from the construction project 
manager’s leadership style. 

However, they put in doubt Toor & Ofori’s (2007, p. 621) initiative in declaring a need 
for authentic leaders who put more accent on people side of leadership as opposed to the 
traditional construction project management approach of task-orientation. 

Main application of these conclusions is that in construction industry, project managers 
have to primarily concentrate on task accomplishment and only then on getting along with 
people. Achieving success on assigned task is more important than interpersonal relationships. 
Such approach facilitate construction project with greater possibility than relationship-oriented 
approach where leaders put establishment of good relationship with the team on the first place 
and only then pay attention to task. 



Previous researchers of impact of project manager’s leadership style tend to agree that 
such dependency exists and project leadership style is one of the project success factors. 
However, little research have been done for assessment of particular leadership styles’ impact on 
construction project outcome, and that which have been done studies transformational and 
transactional leadership styles which describe project managers’ possibilities to lead through 
change. 

However, in such complex industry as construction with complex technology, huge 
budgets and a lot of stakeholders involved, it is necessary to understand whether project 
managers should concentrate on task accomplishment or on establishment of interpersonal 
relationships with stakeholders. 

Findings of this research underline the importance of a project manager’s leadership style 
for successful realization of construction project. This may force construction project sponsors 
pay more attention to their project managers’ leadership style when choosing between 
candidates, and also make project managers develop certain behaviors and attitudes for task 
motivation that will result in their professional growth along with growth of successfully 
completed projects’ portfolio. 

This study fills in the blank in previous research and provides basis for further study of 
impact of task-motivated leadership style on project outcome. However a number of issues has to 
be taken into account. Research was conducted on rather small sample of 24 respondents and 
should be supported by results from a bigger sample. Also, all responses were from Russian 
project managers, so the study describes the trend that is present in Russian construction 
industry. Due to national and cultural differences, responses from other countries for the same 
survey could differ significantly. 

6. CONCLUSIONS

The study aimed to answer the following question: 

Should construction project managers adopt traditional task-oriented leadership style, or 
should they be motivated by relationship in order to facilitate construction project success? 

In such complex industry as construction where conflicts occur on a regular basis, and a 
project manager has to make uneasy choice between keeping good relationships with people or 
success on assigned tasks, it’s essential to know what policy will contribute to overall project 
success with greater possibility. 

Research resulted in finding moderate dependency of project success on project 
manager’s leadership style. At the same time, task motivation facilitates construction project 



success more than relationship orientation. This means that project managers should put more 
emphasis on task accomplishment than on establishment of good interpersonal relationship. 

This study contributes to the previous research literature on construction project 
managers’ leadership style impact on construction project success by putting accent to task 
motivation as opposed to relationship orientation of project managers. This lets to extend the 
field of research of the topic. The study also shows that project managers’ age, experience in 
years and in number of completed projects should be controlled for since such research technique 
impacts the significance of correlations between the LPC score and construction project success.   

Further research on the topic is needed to prove the results, preferably on a bigger sample 
and within different countries. 
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APPENDICES

Appendix 1 – Questionnaire

Survey of project manager’s leadership style on cosntruction project success 

Preface: 

1. Please specify your position __________________________________________ 

2. Company occupation: ________________________________________________ 

3. Your age: _________  4. Gender: ______________5. Experience on position: 
________ years 

6. Your degree, major: ___________________________________________ 

_____________________________________________________________________ 

Part 1 of the survey evaluates your leadership style. 

INSTRUCTIONS: Think of the person with whom you can work least well. He or she may be 
someone you work with now or someone you knew in the past. He or she does not have to be the 
person you like least well, but should be the person with whom you had the most difficulty in 
getting a job done. Describe this person as he or she appears to you. 

            Scoring

Pleasant 8  7  6 5 4 3 2 1 Unpleasant   

Friendly 8  7  6 5 4 3 2 1 Unfriendly   

Rejecting 1  2  3 4 5 6 7 8 Accepting   

Tense 1  2  3 4 5 6 7 8 Relaxed   

Distant 1  2  3 4 5 6 7 8 Close   

Cold 1  2  3 4 5 6 7 8 Warm   



Supportive 8  7  6 5 4 3 2 1 Hostile   

Boring 1  2  3 4 5 6 7 8 Interesting   

Quarrelsome 1  2  3 4 5 6 7 8 Harmonious   

Gloomy 1  2  3 4 5 6 7 8 Cheerful   

Open 8  7  6 5 4 3 2 1 Closed   

Backbiting 1  2  3 4 5 6 7 8 Loyal   

Untrustworthy 1  2  3 4 5 6 7 8 Trustworthy   

Considerate 8  7  6 5 4 3 2 1 Inconsiderate   

Nasty 1  2  3 4 5 6 7 8 Nice   

Agreeable 8  7  6 5 4 3 2 1 Disagreeable   

Insincere 1  2  3 4 5 6 7 8 Sincere   

Kind 1  2  3 4 5 6 7 8 Unkind   

           Total: 

Part 2 evaluates outcome of construction project completed under your leadership.  

Please respond to the following statements by indicating the extent to which you agree or 
disagree with the statement. Circle the appropriate number that most closely corresponds to your 
choice: 

-3 – Strongly Disagree 
-2 – Disagree 
-1 – Somewhat Disagree 
0 – Neutral or Undecided 
+1 – Somewhat Agree 
+2 – Agree 
+3 – Strongly Agree 

After choosing your response, please indicate how important you feel this issue is in determining 
the overall success of the project. Circle the appropriate response that most closely corresponds 
to your evaluation: 

A – Low Importance 



B – Medium Importance 
C – High Importance 
NA – Not Applicable 

Cost                       
Overall project cost performance was 
met based on baseline goals, targets, 
or expectations. 

-3 -2 -1 0 1 2 3 A B C NA 

Rework costs were well managed. -3 -2 -1 0 1 2 3 A B C NA 
Budget contingencies were well 
managed. -3 -2 -1 0 1 2 3 A B C NA 

Net profit targets were met. 
-3 -2 -1 0 1 2 3 A B C NA 

Market competition was well 
understood. -3 -2 -1 0 1 2 3 A B C NA 

                      
Schedule                       
Overall project schedule performance 
was met based on baseline goals, 
targets, or expectations. 

-3 -2 -1 0 1 2 3 A B C NA 

Material availability was well 
managed. -3 -2 -1 0 1 2 3 A B C NA 

Equipment availability was well 
managed. -3 -2 -1 0 1 2 3 A B C NA 

Labor availability was well managed. -3 -2 -1 0 1 2 3 A B C NA 
Schedule float management was 
optimized. -3 -2 -1 0 1 2 3 A B C NA 

                      
Quality -3 -2 -1 0 1 2 3 A B C NA 
Overall project quality objectives were 
met based on baseline goals, targets, 
or expectations. 

-3 -2 -1 0 1 2 3 A B C NA 

Customer satisfaction was evidenced 
by direct feedback. -3 -2 -1 0 1 2 3 A B C NA 

Customer satisfaction was evidenced 
by the opportunity for follow-on work. -3 -2 -1 0 1 2 3 A B C NA 

The customer’s true goals and 
expectations were properly reflected 
in contract performance incentives. 

-3 -2 -1 0 1 2 3 A B C NA 

                      
Performance                       



Project operational performance goals 
were met. -3 -2 -1 0 1 2 3 A B C NA 

 A formalized method was established 
for managing project performance 
data (metrics). 

-3 -2 -1 0 1 2 3 A B C NA 

 Project performance data (metrics) 
updates were accurate throughout the 
life of the project. 

-3 -2 -1 0 1 2 3 A B C NA 

Project performance data (metrics) 
were in good alignment with informal 
customer feedback. 

-3 -2 -1 0 1 2 3 A B C NA 

The performance data (metrics) were 
predictive of the final project 
outcomes. 

-3 -2 -1 0 1 2 3 A B C NA 

 Project personnel participated in the 
formulation of performance 
measurements. 

-3 -2 -1 0 1 2 3 A B C NA 

 Project personnel remained cognizant 
of performance measurements 
throughout the project. 

-3 -2 -1 0 1 2 3 A B C NA 

                        
Safety                       
 Overall project safety performance 
was met based on baseline goals, 
targets, or expectations involving 
OSHA total recordable injury rate. 

-3 -2 -1 0 1 2 3 A B C NA 

Overall project safety performance 
was met based on baseline goals, 
targets, or expectations involving 
OSHA lost or restricted workday 
rates.

-3 -2 -1 0 1 2 3 A B C NA 

Project safety performance was 
commensurate with the experience 
levels of the craft workforce. 

-3 -2 -1 0 1 2 3 A B C NA 

Hazard mitigation measures were well 
managed by the project team. -3 -2 -1 0 1 2 3 A B C NA 

 The trades and labor personnel were 
supportive of project safety practices 
as evidenced by the frequency of 
complaints and/or grievances. 

-3 -2 -1 0 1 2 3 A B C NA 

                        
Operational Environment                       
 Vendors and subcontractors complied 
with project schedule requirements. -3 -2 -1 0 1 2 3 A B C NA 

Vendors and subcontractors complied 
with project documentation -3 -2 -1 0 1 2 3 A B C NA 



requirements. 
The deployment of new technologies 
improved project performance. -3 -2 -1 0 1 2 3 A B C NA 

The management of rework and repair 
conformed to baseline 
targets/expectations. 

-3 -2 -1 0 1 2 3 A B C NA 

 Regulator involvement (e.g., EPA, 
NRC, OSHA) was effectively 
managed, minimizing delays, rework, 
or harmful publicity. 

-3 -2 -1 0 1 2 3 A B C NA 

 The training and experience gained 
on this project by the project team 
improves the marketplace 
qualifications of 
the organization. 

-3 -2 -1 0 1 2 3 A B C NA 
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