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ABSTRACT 

 

As more organisations are moving towards projects to achieve their business objectives, the demand 

on competent project managers is growing steadily. These needs underpin the growing research 

interests from both academic and practitioners alike in the arena of project leadership competence. 

Furthermore, when compared to general and organisational leadership, there is a dearth of research 

done on leadership in the context of projects, which adds to the significance of such study.  

 

The main objective of this research is to analyse the relationship between different project managers’ 

leadership competency profiles prevalent in construction and international development projects and 

their linkage to project success. In other words, the research aims to answer the following question: 

“are we assigning the right project managers for the right project types?” As companies grow and 

prosper, counting on the intuition and experience of senior management to identify the right project 

manager for the right project becomes obsolete. To ensure a better project performance, it is essential 

then to formulate a systematic process that helps Human Resource Management build a pool of 

project managers based on their leadership competency profiles and match them with the appropriate 

project type. The authors of the present study hope that their effort would slightly contribute towards 

that aim. 

 

In order to achieve the determined objectives, this study examines and compares the leadership 

competency profiles of project managers in two case-studies involving construction and international 

development projects, two sectors which are totally disparate in terms of project nature, scope and 

outcomes. A qualitative study employing semi-structured interviews was conducted with eleven 

project managers in NESMA, a construction company based in Saudi Arabia and the United Nations 

(UN) agencies of UNICEF and UNDP located in New-York, Sweden, Morocco and Lebanon. While 

there are several schools of leadership existing, this study focuses on the competency based school 

and particularly the framework developed by Dulewicz and Higgs (2003) for organisational change 

projects and later extended for other application areas by Müller and Turner (2007, 2009). 

 

Based on the qualitative results, the findings demonstrate that the predominant leadership style in 

NESMA resembles the goal-oriented style with high intellectual, resource management and 

achieving competencies exhibited across most projects. In case of the UN agencies, the leadership 

style of most project managers was identified as engaging with higher emotional competencies 

exhibited in dynamic project environment and multiple stakeholder influence. By focusing on 

successful projects only, the leadership competency profiles of the most effective project managers 

were identified in both case-studies. Certain competency profiles showed as highly related with the 

different success dimensions. Finally, the study concludes that effective leadership competency 

profiles vary according to the project type and to the desired success dimension. 

 

Keywords: project leadership style, competency profile, project type, project success criteria  
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1 INTRODUCTION 
 

If you want to build a ship, don't drum up people to collect wood and don't assign them, tasks and 

work, but rather teach them to long for the endless immensity of the sea. 

 - Antoine de Saint-Exupéry 

 

In just a few words, Saint-Exupéry manages to convey the true essence of leadership. The quote 

brings to the surface the ongoing debate between task-oriented and people-oriented leadership styles. 

Perhaps leadership is one of the most researched and discussed topics in the arenas of academics and 

practitioners alike (Dulewicz and Higgs, 2005). Since the days of Confucius, as early as 2,500 years 

ago, until today, different views and theories on leadership styles have been put forth. It has always 

been a riveting arena of research, as despite the vast literature available on this topic, it is not easy to 

reach a consensus on the commonalities that underpin effective leadership (Cleland, 1995), thus 

leaving room for more academics and practitioners to make their standpoint on this topic.  

 

Most authors who write about leadership find it challenging to draw distinctions between leadership 

in permanent organisations and leadership in projects as the latter raises more challenges due to the 

very unique and temporary nature of projects. Even though Engineering and Construction and 

Information Technology sectors may have been the pioneers to move towards project based 

approaches, recent industry reports (KPMG, 2002) show evidence that most organisations are 

embracing project management practices. However, owing to the very nature of projects, leadership 

in the context of a project involves additional challenges to general leadership in terms of 

organizational structure, multiple stakeholders and complexity of cross functional teams (Cleland, 

1995). Some authors argue that the task of group leaders tends to be more demanding in projects’ 

environment due to the high challenge of project group work, problem-solving issues, 

communication barriers, unclear role obligations and complex coordination demands (Regenburg and 

van der Veen, 1990). Despite extensive literature available on general and organisational leadership 

and its direct contribution towards successful business performance, the subject of project 

effectiveness from people’s perspective especially leadership and its contribution to project success 

across different sectors is still in its infancy and therefore calling for further research in this area. 

  

There is no doubt that the success of individual projects is decidedly fundamental to the success of 

the organisation. This is highly evident by the number of studies undertaken towards determining the 

critical success factors of a project (Baker, Murphy, & Fisher, 1988; Morris, 1988; Pinto & Slevin, 

1988). But what is worth noting is that earlier researchers failed to associate project success to a 

project manager’s competence and leadership style. Traditionally the success of project management 

was always attributed to using the right tools and techniques. However, in recent years, more authors 

started to trace the explicit link between project managers’ leadership competencies and project 

success (chief among them are Crawford, 2001; Lee-Kelley et al., 2003; Keegan and den Hartog, 

2004; Müller and Turner, 2007; Geoghegan and Dulewicz, 2008; Prabhakar, 2008). Furthermore, it 

is becoming more evident that various situations call for different managerial approaches, and thus 

specific competencies and project leadership styles are more applicable for certain project types than 

others. However, it remains a challenge to determine which combination of competencies, and 

accordingly the project leadership style, best fits each project type and contributes to project success.  
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Müller and Turner (2007, 2009) looked into the interaction of the project manager’s leadership style 

with project type, and their combined impact on project success. The authors demonstrated that 

different leadership styles are appropriate for different types of projects. Yet they recognized the fact 

that the research model does not include all possible attributes of projects and also can be extended to 

other sectors. This study will aim to capitalize on the work accomplished by earlier researchers in the 

arena of project manager competencies and leadership styles (Dulewicz and Higgs, 2003; Müller and 

Turner, 2007) project categorization (Turner and Cochrane, 1993; Crawford and Pollack, 2004) and 

project success criteria (Shenhar et al., 2001; Westerveld and Gaya-Walters 2001; Chan et al., 2002; 

Khang and Moe, 2008) by undertaking an in-depth qualitative research which will aim to explore 

leadership styles and their impact on project success in the construction and international aid sectors. 

 

The significance of the present study is the attempt to delve into the leadership styles of project 

managers in two disparate sectors positioned at either ends of the project management spectrum. The 

study compares and analyses how projects are managed and perceived in two contrasting sectors in 

terms of project nature, scope and outcomes. In addition, the study also attempts to bridge the 

research gap identified in the literature by linking project managers’ competencies to the success of 

projects in these sectors. There is a dearth of research material with respect to international 

development projects when compared to construction projects especially related to project leadership 

styles and the competencies required in this area which this research will attempt to cover.  

1.1 RESEARCH OBJECTIVES 

This research study is undertaken with the aim to determine the following objectives: 

 

1. Study the leadership competency profiles of the project managers in construction and IDP, 

identify their respective leadership styles (based on the competency framework of Dulewicz and 

Higgs, 2003) and analyse the linkage of the different leadership competencies to project success. 

2. Evaluate and compare the qualitative results from the first case study in the construction industry 

against the conclusions of the quantitative results of Müller and Turner (2007, 2009). 

3. Utilize the findings of the second case study gathered from the international aid sector as an 

exploratory study to extend the above competency framework to a new area of application 

namely the international development projects. 

1.2 RESEARCH QUESTIONS 

While achieving the objectives outlined above, the authors will aim at answering the following key 

question: 

“How do the project managers’ competency profiles / leadership styles, and their linkage to project 

success, vary across different project types in Construction and International Development Projects?”  

 

However, in order to answer the main research question, the authors will address the following sub-

questions: 

- What leadership competencies are significantly stronger in IDP vs construction projects? 

- What are the different leadership styles identified (based on the competency profiles) among the 

two sectors? Is there a certain leadership style that is prevalent in both sectors? 
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- What are the prevalent leadership competencies of successful project managers in both sectors? 

The unit of analysis of the study is the project leadership style based on the competencies profile of 

the project manager.  

1.3 RESEARCH METHODOLOGY 

The study will make use mainly of qualitative data analysis gathered on two stages. First, an in-depth 

literature review will help collect and analyse the necessary background information on the different 

leadership styles and their contribution to projects success according to projects types. This will help 

the authors identify the knowledge gap and set the ground for further exploratory study based on 

existing theories and validated research models. At the second stage, the authors will collect 

qualitative data using semi-structured interviews with eleven project managers involved in the 

implementation of projects in both sectors under consideration. The semi-structured interview will 

provide the opportunity for an in-depth discussion of the competencies underpinning the leadership 

styles of the project managers and their perceptions on project performance. Moreover, brief self-

completion questionnaires were also used to collect additional primary data providing concurrent 

validity to the analysis used in this study. 

1.4 SCOPE AND DELIMITATIONS OF THE STUDY 

The scope of the study has been adjusted to the available timeframe and, therefore, the research will 

focus on two main case studies in the construction and international aid sectors respectively. Based 

on the methodology chosen for this research, the outcome of the study will be more subjective in 

nature thus making it difficult to generalize the findings across the construction or the humanitarian 

sector. One of the limitations for semi-structured interview is that the usefulness of the data depends 

considerably on the respondents’ knowledge and familiarity with the concepts under discussion 

(Bryman & Bell, 2007). Also in the current study, the project managers assessed their own leadership 

styles and the views of the team were not taken into account, thus providing a subjective analysis. 

However, the authors hope that the qualitative analysis and findings of the study will form a valid 

basis for further quantitative research which could validate their findings and help corroborate the 

research with extensive empirical data. 

1.5 ARCHITECTURE OF THE STUDY 

After the introduction chapter, the thesis covers chapter 2 which focuses on the literature review 

exploring the various leadership schools particularly the competency framework adopted for this 

study, project classification framework, and project success criteria. Chapter 3 discusses the 

underlying philosophy of the study long with the research methodology and the data collection tools. 

A brief background of the case studies along with steps taken to ensure the validity and reliability of 

the study are also presented in this chapter. Chapter 4 covers the analysis of the quantitative and 

qualitative data resulting in the classification of project types, the evaluation of project performance, 

and the identification of the leadership styles prevalent in the two case studies. In chapter 5, the 

authors discuss the results in light of the existing literature and draw the linkage between the 

different competency profiles and project success. Finally, chapter 6 concludes the study with a 

summary of the research findings, theoretical and practical implications of the study, and areas for 

future research. 
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2 LITERATURE REVIEW 
 

2.1 OVERVIEW ON PROJECT LEADERSHIP 

Leadership is probably one of the most researched and discussed topic in the arenas of academics 

and practitioners alike. Numerous theories and school on leadership have been formulated and the 

attributes of successful leaders have been developed and discussed throughout the ages and across 

different civilizations. Towards the aim of analysing the leadership profiles of the different project 

managers sampled in this study, the authors will introduce a brief overview on the notion of 

leadership, the modern schools in leadership styles and finally the different project leadership styles 

across the project types. This literature review on the development of leadership styles will underpin 

the authors’ choice of the competency school to develop and analyse the different leadership styles of 

the project managers in question. 

 

2.1.1 Theories of Leadership 

Leadership has several connotations and means different things to different people. Probably the first 

notion on leadership has been recorded 2,500 years ago when Confucius listed the four virtues of 

effective leaders (love, proper conduct, piety, the doctrine of the mean). Out of these virtues, three of 

them have emotional connotation and are related to the early theory of Barnard (1938) who 

suggested that leaders have both cathectic and cognitive functions. The cathectic functions deal 

mainly with emotional and motivational aspects such as building relations, setting objectives and 

commitment; whereas cognitive functions are more concerned with managerial aspects such as 

providing guidance and directives.  

 

Henry Fayol, often credited with the creation of the first theory of management, was one of the first 

pioneers in the field of leadership in the early 1900s. Fayol emphasized the importance of the 

leadership qualities of successful managers over technical knowledge and believed that leadership 

and personal power of the leader greatly influence organizational success (Humphreys and Einstein, 

2003). In the 1960s, Mcgregor argued that leadership is affected by four main variables related to the 

characteristics of the leader, the followers, the organization, and the nature of the tasks to be 

performed (Mcgregor, 1960). In their classical managerial grid, Blake and Mouton (1964) classified 

leadership behaviour into two main dimensions related to task and people. The task-oriented leaders 

emphasize production and technical aspects of the tasks, work relationships and goals; whereas the 

people-oriented leaders have more concern for people with a great emphasis on the human aspects of 

work and the interpersonal relationships. 

 

In the modern history of social sciences, different theories on leadership have evolved resulting in 

several definitions and various schools of thought. The PMI body of knowledge (2004) defines 

leadership as the development of vision and strategy and motivating people towards achieving them. 

On the other hand, Partington (2003: 84) concluded that most traditional views on leadership have 

common elements which are emphasized in the following definition as “the ability to influence the 

activities of a group of followers in their effects to set and achieve goals”. Partington further 

identified four main approaches to the study of leadership each having its own research tradition, 

purposes and underlying assumptions as follows: 
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- The Trait School (1940s):  

This school, which was prominent until the late 1940s, believes that successful leaders are born, not 

made; and share the same personal characteristics. It tries to identify the common traits of effective 

leader by focusing on three main areas: ability, personality and physical traits. In a relatively recent 

study, Kirkpatrick and Locke (1991) found six consistent leadership traits namely: drive and 

ambition, desire to lead, honesty and integrity, self-confidence, intelligence and technical knowledge. 

However, one of the main limitations of this school is that it tries to generalise a set of common traits 

across all leaders irrespective of the various variables that may influence the leader’s behaviour and 

effectiveness.  

 

-  The Behavioural or Style School (1940-60s): 

This school, popularised by Blake and Mouton in the 1960s, believes that leadership behaviour can 

be learned and that effective leaders behave in the same way but do not necessarily share the same 

traits, thus differing from the above trait school. It tries to identify the behavioural styles of effective 

leaders and characterize the leadership style against a matrix with 6 main parameters: concern for 

people, production, authority, decision-making, decision-taking, and flexibility. However, this school 

suffers from a one-size-fits-all approach and ignores the fact that appropriate leadership styles are 

required for different situations (Partington, 2003). 

 

- The Contingency School (1960-70s): 

These theories, that became prominent towards the end of 1960s, suggested that effective leadership 

depends on the situation and that leaders must help the team in the process of achieving their goals. 

This approach assesses the characteristics of the leader, identifies the key contingency variables of 

the situation and then matches the leader to the situation. One of the main theories of this school is 

the “path-goal” theory advocated by House (1971) and further extended by Robbins (1997). This 

theory identifies four leadership styles: directive, supportive, participative and achievement-oriented 

leaders and provides a richer model for leadership effectiveness than the previous schools yet does 

not fully cater for all possible situations. 

 

- The Visionary or Charismatic School (1980-90s): 

This school emerged in the 1980s from studying successful business leaders thriving through times 

of organizational change. Bass (1990) identified two main leadership styles for this school: 

transactional (cognitive or task-oriented) and transformational (cathectic or people-oriented). 

Transactional leaders identified the needs of the subordinates and exchanged rewards for the 

appropriate levels of performance. On the other hand, transformational leaders went beyond 

transactions to communicate their values with the subordinates and enable them to rethink the ways 

they do things. The author also proposed four behaviours namely charisma, inspiration, intellectual 

stimulation and individual consideration associated with transformational leadership. Bass (1990) 

also developed the prevalent Multifactor Leadership Questionnaire (MLQ) to assess leadership styles 

within the organisation. 

 

In the late 1990s, researchers went ahead to distinguish between the level of emotional and 

intellectual intelligence and their distinct impact on leadership behaviour, thus giving rise to two new 

schools. 
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- The Emotional Intelligence School (1990s): 

This school, advocated by Goleman et al., (2002), stresses on the importance of the leader’s 

emotional intelligence over other traits. The distinguishing trait of this school is not the intelligence 

of the leaders, but their emotional response to situations. The proponents of this school argue that the 

leaders’ emotions are contagious and driving these emotions in the right direction can heavily impact 

on the success of the organisation. This school identifies 19 leadership competencies grouped into 

four dimensions and also suggests six leadership styles: visionary, coaching, affiliative, democratic, 

pacesetting and commanding. The first four styles are termed as resonant and will lead to better 

performance whilst the last two are termed as dissonant and are advised to be used with caution 

under specific conditions. Goleman further claimed that a significant margin of leadership success is 

attributable to the emotional intelligence quotient (EQ). However, Woodruffe (2001) was sceptical 

about this fact and challenged the popularity of the emotional intelligence concept as being unproven 

and often unreliable since it is mostly based on self-assessment questionnaires. The issue of mono-

source and/or self-perceptions’ bias was however undermined by Crampton and Wagner (1994) who 

concluded that this would pose a relatively small risk to research results.  

 

- The Competency School (2000s): 

Competencies first emerged with Boyatzis (1982) as a response to organizational changes and to 

wider changes in society. The new school became prominent in the 2000s as it encompasses the 

previous five schools and looks into the leader’s competence defined as knowledge, skills, and 

personal attributes that lead to superior results (Crawford, 2000). The re-emergence of personal 

attributes as a component of leadership is also evident in the works of Hogan and Hogan (2001). 

Dulewicz and Higgs (2003) identified four types of competence that influence the leadership style 

namely; Cognitive, Emotional, Behavioural, and Motivational. This school argues that the leadership 

style is primarily based on the leader’s competencies profile which is a combination of personal 

attributes such as sensitivity and intuitiveness and areas of competency in terms of technical skills 

and knowledge (Geoghegan and Dulewicz, 2008). This school provides as such an alternative lens to 

measure the effectiveness of leadership through the impact of leaders on their followers. Turner and 

Müller (2005) stated a broad consent that the competency school is the most comprehensive as it 

encompasses most of the earlier views. Leadership competencies exhibited by managers are, 

therefore, believed to be at the base of their managerial styles and form the key factors towards 

successful business performance. 

 

Having discussed the development of modern leadership theories and the various schools, it is 

important to note that recent research approves the idea that successful projects are led by individuals 

who possess a blend of technical and management knowledge, but beyond both, leadership skills 

(Zimmerer and Yasin, 1998). This view substantiates the competencies’ approach especially in the 

unique and challenging context of projects which will be further discussed in the next section.  

 

2.1.2 Project Leadership 

In order to maintain a competitive edge in the modern business environment, organisations are urged 

to operate efficiently and innovatively, mainly through projects. In response to the new challenges, 

companies are investigating their hierarchical functions in favor of a project-oriented environment 

for more flexible and efficient operations. The new trend is discussed by Aalto (2000) where he 

argues that companies having very few projects with external clients are tempted to abandon the 
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functional organisation and move towards a projectized organisation. Beyond the traditional function 

as product or service provider, these projects are used nowadays as a means for implementing 

strategies and carrying out organizational change (Maylor, 2001). Authors are even discussing the 

phenomenon of “projectification of societies” in an attempt to highlight the importance of projects in 

delivering almost every aspect of modern life (Haniff and Fernie, 2008). In parallel, more scholars 

are abandoning the traditional definition of projects as "a temporary endeavor, undertaken to create a 

unique product or result" (PMI, 2004) towards a more dynamic perception of projects as temporary 

organisations (Lundin and Soderholm, 1995). The new vision towards projects calls for a new breed 

of project managers with defined leadership skills in order to ensure reliable successes in delivering 

different types of projects. 

 

The unique character of projects as a temporary organization goes beyond the triple constraints of 

time, cost and quality and dictates the collaborative efforts of all contributors, within and outside the 

organisation, under the integrative leadership of the project manager. Leadership in the context of a 

project is entirely different and provides several challenges. Several authors (Davis, 1967; Bennis, 

1984 as quoted by Cleland, 1995) attempt to form a distinction between management and leadership, 

but a successful project is deemed to have the right balance of both (Bech, 2002). According to 

Cleland (1995) project leadership is defined as “a presence and a process carried out within an 

organizational role that assumes responsibility for the needs and rights of those people who choose to 

follow the leader in accomplishing project results”. Project leaders are therefore “expected to 

actively moderate discussions, encourage mutual understanding, and integrate different sources of 

expert knowledge” (Bierhoff and Müller, 2005). These views corroborate with Bass’s (1990) 

argument that not all leaders are well suited for the rapidly changing environment of projects and, 

consequently, certain leaders tend to perform better in stable conditions.  

 

According to Gehring (2007), project leadership is more challenging than organizational contexts; 

firstly due to the temporary nature of projects not providing enough timeframe for continuous 

leadership improvement. Secondly, in many cases project managers are responsible for the outcomes 

of the project but lack full authority over team members especially in the case of matrix 

organizations thus making project leadership critical. Finally, most project groups include specialists 

and subject experts who are motivated by their individual contributions and, therefore, they are hard 

to lead as they tend not to follow a systematic approach towards project management. Keegan and 

den Hartog (2004) argued for the need of a transformational leadership style for projects rather than 

transactional, yet their prediction remained without empirical support.  

 

Despite the extensive literature available on effective management leadership and its direct 

contribution to successful business performance, not many authors explored so far the projects 

environment and attempted to trace the link between the project manager competencies and project 

success. Having said this, several academics have listed over the years the critical success factors of 

a project (Baker, Murphy, & Fisher, 1988; Morris, 1988; Pinto & Slevin, 1988 as quoted by 

Geoghegan and Dulewicz, 2008) but few have associated explicitly the project success to the project 

managers’ competence profile or their leadership style. 
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2.1.3 Competency Framework adopted for this study 

In general, it is becoming more evident in the academic literature that different situations call for 

different managerial approaches, and thus different competency profiles and project leadership styles 

are more appropriate for certain project types than others. A main criticism of early work on 

leadership styles is that they are depicted mostly in black and white terms. The autocratic/task-

oriented and democratic/relationship-oriented styles that are usually described are extremes, whereas 

in practice leadership styles vary along a continuum and leaders will be somewhere between the two 

(Bolden, 2003). Therefore, project based organisations are invited to encourage a variety of 

leadership styles within its pool of project managers (Müller and Turner, 2007). The best-fit project 

managers across the various types of projects depend on their own interpersonal skills and technical 

competence on one hand, and the characteristics of the project and its environment on the other 

(Crawford, 2000).  

 

The emotional side of leadership has been ignored for a long time giving more importance to the 

rational side. However, recently most organizations are now focusing on the psychological and 

sociological aspects of leadership (Kleim, 2004) and competency modelling has become a common 

method to identify the requirements of successful leaders because it provides a more general 

framework that encompasses both the emotional and rational aspects of leadership. Competency 

frameworks are largely considered to be the roadmap to successful projects and organizational 

leadership since they demonstrate the specific actions and behaviors that lead to the success of 

leaders. Shippmann et al. (2000) argue that the main objective of competency frameworks should be 

to provide measurable actions and behaviors associated with successful leadership functions. 

 

Based on earlier works (Boyatzis 1982; Goleman 1996,2002), Dulewicz and Higgs (2003) shortlisted 

fifteen personal competencies and categorized them into three main groups that define leadership 

styles based on the emotional, managerial, and intellectual competence profiles of projects leaders: 

- Intellectual Competence (IQ): includes three main components i.e. critical analysis and 

judgment, vision and imagination, and strategic perspective 

- Managerial Competence (MQ): includes five managerial dimensions i.e. resource 

management, engaging communication, empowering, developing, and achieving 

- Emotional Competence (EQ): comprises of seven emotional dimensions i.e. self-awareness, 

emotional resilience, intuitiveness, interpersonal sensibility, influence, motivation and 

Conscientiousness.  

 

In further research, these authors managed to show that among these three competencies, the 

Emotional competency (EQ) is of greater impact on the effective leadership performance as 

suggested by the early schools of Confucius, Aristotle, and Barnard. Several studies showed that the 

level of different leadership competence defines the leadership style adopted by the project manager 

and, therefore, directly relates to the project success in different contexts. Based on their list of 

fifteen competencies and three categories, Dulewicz and Higgs (2003) defined three types of 

leadership styles in the environment of organizational change (Fig. 2.1), as follows: 

 

- Engaging Style: Focused on producing radical organizational change in relatively short time 

through engagement and commitment; transformational in nature and relies on empowerment 

and involvement of the team members 
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- Involving Style: Suitable for a transitional phase in the organization without radical changes 

to the business model or structure 

- Goal oriented Style: Focused on achieving clear goals and objectives in a relatively stable 

environment; transactional in nature and requires high intellectual competence 
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Fig. 2.1– Competence Profiles and the Three Styles of Leadership (Dulewicz and Higgs, 2003) 

H=High, M=Medium, L=Low 

 

In the recent years, most of the leadership research has been focusing on the competence school and 

the corresponding leadership schools. The model has been eventually extended from the 

organizational change projects (as originally suggested by Dulewicz and Higgs) to other areas of 

applications such as engineering and construction, as well as information and telecommunication 

technology projects (Müller and Turner, 2007 and 2009). In addition to suggesting that different 

projects require different success criteria and that project managers perform differently against these 

different criteria based on their traits; they also determine effectively by an in-depth research that not 

only the project manager’s style influences project success but also different leadership styles are 

appropriate for different types of project. In their latest research, they map out the leadership 

competency profiles of successful project managers in projects of different type. The results of these 

researches indicated the prevalence of certain competencies for successful project managers across 

all types of projects such as critical thinking (IQ) and three emotional competencies namely: 

influence, motivation and conscientiousness; whereas the importance of other competencies varied as 

per project type. The authors further concluded that project managers need to emphasize the soft 

dimensions of leadership specific to their types of projects. 

 

Based on the above, the authors of this present study have chosen to critically use the competence 

profile framework developed by Dulewicz and Higgs (2003) in order to assess the project managers’ 

leadership styles with regard to their competence profiles across two different sectors. Having 

specified the main framework for the study, the next section will go on to discuss the different 

project types and classifications specifically in the contexts pertinent to this research i.e. construction 

and international development projects.  
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2.2 PROJECT TYPES: CONSTRUCTION VS. IDP 

2.2.1 Classification and Categorization of Projects 

Normally the concept of one-size-fits-all is emphasized more by the bodies of knowledge towards 

management of projects, namely similar project management methodologies, tools and techniques 

can be applicable across different projects (PMI 2004, APM 2006). However in reality, different 

typologies of projects exist with several researchers actively contributing to the area of project 

classification. Typically projects are classified based on the industry to which they belong e.g. 

pharmaceutical, manufacturing and so on. Based on the inherent and unique characteristics of the 

sectors, the projects assume their distinctiveness as well. In addition, several typologies exist to 

classify projects based on innovation or the degree of change they introduce (Zaltman et al., 1973; 

Blake, 1978; Wheelwright and Clark, 1992 as discussed by Shenhar and Wideman, 1997).  

 

Shenhar (2001) classified projects along the dimensions of four levels of increasing Technological 

Uncertainty and three levels of Project Management Scope. The matrix provides a realistic picture of 

the intensity of project management required for dealing with the risks associated with different 

levels of technology. In addition, Turner and Cochrane (1993) introduced the Goal versus Method 

matrix where they classified projects into four types: earth, fire, water and air based on how well 

defined the goals and methods are. Recently, Crawford et al., (2006) advocates, based on attributes, a 

project categorization system, one step ahead of classification, in order to prioritize projects to 

maximize returns on investment and to assign competencies to help projects to succeed. 

  

For the purpose of this study, the authors have primarily chosen to categorize projects based on the 

hard and soft dimensions framework proposed by Crawford and Pollack (2004), whose seminal 

paper was the culmination of earlier works of several researchers who attempted to distinguish 

between hard and soft issues in projects (Williams, 1999; Jafaari, 2001; Thiry, 2002). The underlying 

philosophical basis of this framework centers around the hard/soft dichotomy where objectivist, 

scientific approaches (hard component) are rooted in positivist and realist theories emphasizing the 

search for objective knowledge while the subjectivist, social approaches (soft component) stem from 

interpretivist and constructivist schools of thought, emphasizing the inter-subjective creation of 

knowledge (Crawford and Pollack, 2004). According to the authors stated above, the seven 

dimensions that form the basis of the analysis are goal/objective clarity, goal/objective tangibility, 

success measures, project permeability, number of solution options, degree of participation and 

practitioner role and stakeholder expectations 

  

When compared to the other typologies available for classification discussed earlier, this framework 

provides a wider range of attributes against which projects can be measured and categorized. The 

numerical scale associated with this framework also helps in the positioning of projects in terms of 

hard and soft characteristics. This framework suits the purpose of this research which attempts to 

analyze and compare two case studies from two contrasting sectors that encompasses projects on 

both extremes of the hard/soft scale. The different criteria presented in the model will be elaborated 

when discussing the nature and characteristics of projects in each sector in the upcoming sections.  
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2.2.2 Projects in the Construction Industry 

World Construction Industry is one of the biggest and most booming industries in the whole world. 

In every country construction plays a major role in the national economy and welfare of society, due 

to the major projects that touch the daily life of people from the development of residential housing 

to urban infrastructure and public facilities. The construction industry trends all over the world show 

a rise in its rate of growth. In economic figures, the industry contributes by around 10% towards the 

global GDP, consumes more than 50% of the strategic world resources, and provides potential 

employment for almost 7% of the global workforce (Economy Watch, 2009). However, the 

importance of the industry lies mainly in the function of its constructed products by providing the 

ground for industrial production and, therefore, its long term implication on national economies 

cannot be measured on the basis of market value or employability alone (Hendrickson, 1998). 

2.2.2.1  Nature and Characteristics  

Due to the high level of complexity involved, construction projects tend to be one of the most 

challenging environments to deploy effective project management techniques. The construction 

projects environment is characterized by a high level of uncertainty and unpredictability relative to 

static production industries (Dainty et al., 2005) which challenge the performance of the project 

manager and his ability to orchestrate a wide range of technical and administrative expertise. 

Construction project managers have a major role to play in the overall quality and cost of the project 

as well as the quality of the individuals with a direct cost impact up to 10% of the project cost 

(Herbert et al. 1970, quoted by Toor and Ofori 2008). However, in many instances, the project 

manager may even find himself coordinating and controlling a mixed selection of functional 

specialists across the organizational matrix with minimal or no direct authority (El-Sabaa, 2001). 

Such inherent characteristics of construction projects raise the challenges for project managers and 

continuously test the quality of their managerial practices. 

 

On the other hand, the very nature of projects as temporary organizations with clear objectives, finite 

period and well-defined range of activities has direct implications on the project management team. 

For instance, it is a common practice in construction projects to have a group of professionals 

working together as one team for the duration of the project then disbanded and redeployed 

elsewhere within other functions or projects in the organization (Atkins and Gilbert 2003). With the 

relatively short-term period of interaction among the project teams presenting one of the greatest 

challenges to managing the performance of individuals within the team, it has been argued therefore 

that the behavioral characteristics of construction project managers are more likely to be complex 

and diverse compared to most other professions. Dainty et al. (2005) developed a simplified model 

underpinning a higher performance of construction managers with two core competencies: team 

leadership and self-control. The two main behavioral characteristics highlighted by the study reflect 

the need to build and sustain effective teamwork and manage stressful situations caused by time 

pressure and technical challenges, which are common features in a typical construction workplace.  

2.2.2.2  Project Lifecycle 

Since construction projects can be managed in a variety of combinations, organisations opt for 

different structures depending on the objectives of the management. In mega-construction projects 

the organizational approach of the project may change as the project advances. A project undertaken 
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by a functional organization structure at the feasibility stage may turn into matrix during the planning 

and procurement phases and finally take the shape of an independent project-oriented structure 

during implementation (Hendrickson, 1998). The extent of project management autonomy and 

whether the decision-making process is centralized or decentralized is crucial to the organization and 

the project management team with direct implication on the project leadership style adopted by the 

project manager. Consequently, it is worth noting the changing nature of the organizational structure 

as the project life cycle evolves and its implications on the project leadership. 

 

Fig.2.2 - Project Life Cycle of a Constructed Facility (Hendrickson, 1998) 

 

Due to the differences in the nature of the tasks at each phase of the project (Fig. 2.2), it is difficult to 

declare one project leadership style as appropriate across the project lifecycle. Therefore, different 

approaches would probably be necessary to accommodate the various phases of the project 

development. Rowlinson et al. (1993) looked at the variations of leadership styles employed by 

project managers in different circumstances and noticed that the same project manager can adopt a 

supportive style in the pre-contract stages then turn into directive style as construction progressed. 

This view corroborates with the work of Frame (1987) who advocates that leadership styles and team 

structures vary with different phases of the project life cycle. He argues that most project managers 

tend to start with laissez-faire, democratic styles during feasibility and design stages respectively, 

moving towards more autocratic leadership style during project execution and finally exercising a 

bureaucratic style in the close-out stage.  

2.2.2.3  Project Leadership in construction  

Despite the high interest in the construction industry and the countless studies on construction project 

management in both the academic and practitioner’s literature, the project manager’s leadership 

profile was not explicitly considered as a project success factor until recently. Due to the complex 

nature of construction projects and the high level of technical and managerial features required, 

construction project leadership was traditionally perceived around power, authority, and task-

orientation (Toor and Ofori, 2008). However, the increased level of internationalization coupled with 

greater technical and cross-cultural challenges in construction projects call for a new breed of project 

leaders. In a study paper addressing Hong Kong construction managers, Rowlinson et al. (1993) 

suggest a direct link between the Chinese leadership style, being more relationship-oriented than its 

Western counterpart, and the Hong Kong record in completing projects to budget and in seemingly 

impossible times. Pheng (1995) extended on the argument and highlighted the 84 virtues for effective 

project leaders extracted from Lao Tzu’s teachings, 2,500 years ago, and their relevance to modern 

construction project managers. Most of the attributes highlighted in the study are again emotional; 

they focus on raising the self-awareness and present a method for leadership through 

guiding/educating others in harmony with the natural law. These various perspectives on different 

leadership styles and their appropriateness for construction projects, in addition to the soaring debate 
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between task-oriented versus people-oriented approaches, make it even more interesting to compare 

construction projects with a totally different industry where such approaches naturally apply. This is 

partially the objective of this study which aims at contrasting project leadership perspectives of 

construction with the humanitarian sector, i.e. the international development projects which are on 

the opposite side of the project management spectrum. 

 

2.2.3 International Development Projects (IDP) 

According to the United Nations Development Program, human development is about “expanding 

the choices people have, to lead lives that they value. And it is thus about much more than economic 

growth, which is only a means - if a very important one - of enlarging people’s choices”. However in 

reality, this goal still seems very far-sighted given the un-abating levels of poverty and prevalent 

economic disparities within developing countries. However this does not deter the humanitarian and 

non-governmental organizations, which, despite the global recession, are striving to mobilize funds 

and resources to achieve redistribution of global wealth to promote worldwide growth. These 

organizations work towards their objective by concentrating on short-term relief activities and 

medium to long-term development projects (Huseman, 2001); the latter forming the topic of interest 

in this research. 

 

At the dawn of the millennium, world leaders under the guidance of the United Nations put forth the 

Millennium Development Goals (MDGs) to respond to the world’s main development challenges. 

Now, with only six more years left for the 2015 deadline to achieve these goals, there is an 

accelerated need for the global community to refocus its attention and broaden the development 

agenda. This redoubling of efforts to reach the goals will only lead to increased activity in the IDP 

sector to create sustainable growth by prudent financial investments and utilising indigenous 

resources and talents.  

 

2.2.3.1 Nature and Characteristics  

Projects are undeniably, the preferred medium of delivery of international aid and support to 

developing countries. Yet, the International Development Project sector is not given the due 

recognition it deserves in the project management literature, unlike its well discussed counterparts 

like construction, manufacturing and IT sectors (Crawford and Bryce, 2003). The industry sector 

despite its project oriented approach is viewed as non-traditional project management given that 

there are no global standards, certifications or body of knowledge within PMI dedicated for IDP 

(Ahsan and Gunawan, 2009). The PM standards, as found in the Guide to the Project Management 

Body of Knowledge (PMBoK, 2004), cater mainly for visible and tangible projects as found in 

construction, aerospace and shipbuilding industries and less for IDP thus leading to a growing 

criticism by experts and practitioners in the IDP sector (Steinfort and Walker, 2007). 

 

IDP may refer to a single project or a series of projects targeted to bring about a desirable change in a 

society. In general these projects are aimed to alleviate poverty and improve the living conditions of 

people especially in the developing countries. The main objective of IDP is to provide long-term and 

sustainable solutions to developing countries. According to the Brundtland Report issued by the 

United Nations (1987), sustainable development is defined as ‘development which meets the needs 

of the present without compromising the ability of future generations to meet their own needs’. The 
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project is truly developmental in nature if only it can prove to sustain itself in the long-run even after 

the international support and participation is withdrawn. 

 

International development projects usually involve bilateral or multilateral agreements between 

various countries with the project implementation carried out by ‘recipient’ countries or through 

other NGOs that play the role of implementing partner for the ‘donor’ countries (Crawford and 

Bryce, 2003). These projects prove to be an entirely different breed of projects when compared to 

domestic projects as by involving different countries, governments and organizations, they bring to 

the project environment a mix of different cultures, legislations, political rules and regulations and 

above all diverse teams. They also differ from the usual commercial or industrial projects on basis of 

their objectives and key stakeholders (Ahsan and Gunawan, 2009). In the words of Kwak and Dewan 

(2001), IDP projects are formulated with certain objectives in mind like poverty reduction, human 

development, environment revitalization and management, finance, private sector and infrastructure 

development unlike commercial projects that are geared more towards increasing profitability.  

 

Another important characteristic that demarcates IDP from the commercial projects are the 

stakeholders involved in these projects and their inherent complexities. Unlike the two key 

stakeholders, the client and contractor involved in commercial projects, IDP involves three separate 

key stakeholders, the NGO that funds the project, the implementing unit and the target beneficiaries 

of the project who benefit but do not pay towards the project (Ahsan and Gunawan, 2009). In 

addition, owing to the high socio-economical impact, these projects tend to be highly political thus 

involving higher stakes and attracting a wide range of stakeholders (Crawford and Bryce, 2003). It is 

worth noting that the more the number of stakeholders is involved, the higher the complexity of the 

project becomes. Diallo and Thuillier (2002) identify around seven stakeholders in an IDP: 

coordinator, task manager, supervisor, project team, steering committee, beneficiaries and 

population. The project team is usually under the leadership of the coordinator who is deemed as the 

head of the project management unit. Ahsan and Gunawan (2009) construct an ID network model 

(Fig 2.3) comprising of the various stakeholders with the various communication channels between 

them (dotted lines represent likely communication).  

 

 
Fig 2.3: ID network model (Ahsan and Gunawan, 2009) 

 

When International Development Projects initially took shape, most of these projects were 

infrastructure construction type projects resulting in tangible outcomes and thus easily classified as 

‘hard’ projects. However in recent decades, these projects have undergone a complete 
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transformation. According to Crawford and Pollack (2003), projects are termed as ‘soft’ when they 

are rooted in subjectivist and social approaches and enveloping themes like community perception, 

environmental impacts, social impacts, stakeholder benefits, value management, legal acceptability 

and communications. On the basis of above claims, these development projects can be deemed as 

‘soft’ as in addition to delivering tangible outcomes, they also can be conceived “as a ‘means’ to 

some developmental ‘end’” (Crawford and Bryce, 2003). Under the project classification of Turner 

and Cochrane, IDP fits into the quadrant with well defined objectives but not well defined methods 

(Ahsan and Gunawan, 2009). 

2.2.3.2  Project Lifecycle 

International Development Projects like any other project go through the typical project life cycle of 

conceptualization, planning, implementation and closing. Youker (2003) proposes two views of the 

IDP life cycle depending on the donor or the recipient with a financing phase introduced for the 

recipient country. Youker has broken the entire life cycle into three major phases: Planning, 

Executive and Ongoing operations. In a recent research on IDP, Ahsan and Gunawan (2009) have 

studied the project life cycle of five different organizations and propose a project life cycle that will 

fit both the donor and the recipient country. In the proposed cycle, the phases shared by both the 

donor and recipient are similar in name however the activities that comprise these phases will vary 

depending on the involved parties. Almost half of the project duration is taken by the first three 

phases of the lifecycle as shown in Fig. 2.4).  

 

 
Fig 2.4: Proposed ID Project life cycle (Ahsan and Gunawan, 2009) 

 

It is in the executive phase of Youker’s life cycle model and Phase 4 of the proposed life cycle model 

by Aksan and Gunawan that implementation planning along with project management activities is 

performed. It is also this phase that the authors of this paper are interested in as this is where the 

project manager who is also termed as national project coordinator (NPC) or project coordinator is 

appointed to take control of the implementation of the project during this phase.  

2.2.3.3 Project Leadership  

As this present study is focusing on the leadership competencies of the project manager, it is 

interesting to read what the literature offers in terms of characteristics for the project manager in 

international development projects. According to Lavagnon et al. (in press), the role of the NPC is 
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not to create a project plan as in traditional PM, but to redefine or re-plan the project in order to 

avoid cost overruns and scope creeps. In their seminal work on IDP success dimensions, Diallo and 

Thuillier (2002) talk about project coordinators positioned as a political player as he barely takes part 

in the design of the project and will have to diplomatically conduct himself during the 

implementation adhering to the decisions of other stakeholders who have more control than him, for 

example, the task manager located in the donor’s agency. Muriithi and Crawford (2003) also 

emphasize that managerial success in the IDP environment requires political skill and the project 

gains more advantages based on the ability of the project manager to develop political connections. 

The authors project the notion that project managers are more of problem solvers. As IDPs are more 

exposed to stringent monitoring and reporting requirements because of the bureaucracy involved in 

such projects, project coordinators are more conscious of project management success in terms of 

project completion and adherence to objectives rather than project success which is termed as project 

impact on the stakeholders involved (Lavagnon et al., in press). This leaves the IDP project managers 

in very precarious situations given their increased accountability and limited autonomy in project 

implementation. The above discussion raises the crucial question of how much leadership can the 

project coordinator exercise in the international aid sector when he is more occupied with managerial 

activities required to meet his ‘perception’ of project success.  

2.2.3.4  Construction vs. IDP 

There is no doubt that the construction industry, being one of the pioneer industries to implement 

projects, displays a maturity of project management when compared to the aid sector that implements 

IDP. Construction projects have well defined objectives and project tools and methodologies to 

achieve them. In relative comparison, IDP fares as a poor counterpart to construction projects. When 

mapping these projects in the goal vs methods matrix (Turner and Cochrane, 1993), one can see that 

construction fits into the Type I category whereas IDP fits into the Type II category (Fig 2.5) 

 

 
Type II Type IV 

Methods  

well defined  

 

No 

 

 

 

 

 

 

 Type I Type III 

Yes 

 

 

 

 

 

 Yes No 

 Goals well defined 

       Construction                               IDP 

 

Fig 2.5: Goal vs Methods Matrix (Adapted from Turner and Cochrane, 1993) 

 

The positioning of the construction and IDP on the seven dimensions of the hard and soft framework 

(Crawford and Pollack, 2004) is based on the nature and characteristics of the projects discussed in 

the above sections (Fig 2.6). Both the project types include a mix of hard and soft elements to certain 
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degree; however in relative comparison, the extent of these differences positions them on opposite 

ends of the framework. For example, IDP is more subjected to external influences based on political 

and environmental influences unlike the construction projects; hence it is positioned in the rightmost 

corner in external influences dimension. This study will be interested in analysing the influence of 

these hard and soft components of the respective project types on leadership styles adopted by 

project managers in both sectors.  

 

 
Fig 2.6: Hard and Soft dimensions framework (Adapted from Crawford and Pollack, 2004) 

 

Having discussed leadership especially in the context of projects and also looked into the projects 

types and nature in the two sectors that this study will be based upon, the upcoming section will 

proceed to discuss the different aspects of project success and explore its linkages with project 

leadership. 

2.3 PROJECT SUCCESS 

In an era where projects are becoming prolific, project success matters immensely. More and more 

organizations are turning towards projects to cope with the highly competitive business environment. 

There is no doubt that their success is explicitly linked to that of the projects they implement. Well 

into the 1970s, project management focused mainly on the iron triangle of time, budget and quality; 

in addition to some functionality aspects. However, we come across projects with cost or schedule 

overruns, not meeting the requirements but still the projects are labelled as successes by some groups 

of people. The Sydney Opera house is an oft-quoted example of a project gone awry in every sense 

of project management but was perceived as a huge success by the people that no tourist wants to 

leave Australia without seeing it. Project success is therefore viewed differently by different people 

which only goes to prove that there is indeed truth in the following line of Prabhakar (2008) : “There 

is wide divergence of opinions in this field; the only agreement seems to be the disagreement on 

what constitutes ‘project success’”. 

 

IDP Construction 
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Before we delve deeper into project success, it is important to note that Crawford (2000) has 

identified the two major strands to project success – how success is measured (success criteria) and 

the factors that facilitate project success (success factors). Another distinction worth noting is that 

several authors (Cooke-Davies, 2002 based on De Wit, 1988; Collins and Baccarini, 2004) have 

classified project success criteria into two components: project success which is measured against 

overall objectives of the project and project management success measured against the triple 

constraints of time, cost and quality; thus implying that delivering project success is more difficult 

than delivering project management success. 

 

2.3.1 Critical Success Factors  

Critical success factors in project management are defined as the “few elements where things must 

go right” to contribute to project success (Kerzner, 1987 in Jugdev and Müller, 2005). Having said 

this, critical success factors may not guarantee the success of projects but it is common knowledge 

that lack of these factors may lead to the project failures. It is therefore of no surprise that several 

authors have contributed towards defining critical success factors lists and models in an attempt to 

significantly increase the potential of project success. 

  

The work of Murphy et al. (1974) was the most extensive and authoritative research done on success 

factors and remains the most cited work in this area. Their work formed the basis for the notion that 

project success is a matter of perception which most authors agree with. They later identified 10 

crucial factors and 23 necessary but not sufficient project management characteristics for perceived 

success (Baker et al., 1988). The next seminal work on success factors was conducted by Pinto and 

Slevin (1988) where they identified 10 project success factors which has now become a classic piece 

of work. It is evident that the 80’s and 90’s are identified as a period of intense research into success 

factors with more authors (Morris and Hough, 1988; Andersen et al., 1987; Belassi and Tukel, 1996) 

compiling CSF lists and frameworks to encompass broader issues of stakeholder involvement and 

satisfaction. In recent years, Cooke-Davies (2002) put forth a new way of grouping success factors 

based on whether it contributed to project success or project management success. This was followed 

by research by Westerveld (2003) whose findings demonstrate that different types of projects require 

different types of success factors. Hyvari (2006) compared the rankings of importance of success 

factors with a relevant cross industry study and found that there is variation both across studies and 

project phases to the relative importance of the success factors.  

  

In summary, it is fairly evident that project success is a much debated topic and no general consensus 

has been reached on a definite set of factors deemed as critical for project success. This lack of 

agreement only confirms that project success is relative and dependent on one’s perception. Critical 

success factors have evolved from simple lists of “hard” factors to more complex and comprehensive 

frameworks and models that incorporate both “hard” and “soft” elements. The importance of the 

factors varies depending on the different stages of the project life cycle and inter-relationships 

between the factors must also be taken into account.  

 

Having discussed the different views existing in the literature on critical success factors for projects, 

this study will proceed to discuss in the next section the contribution of project leadership towards 

project success. 
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2.3.2 Project Leadership as Success Factor  

Historically, research focused on project management efficiency using a variety of tools and 

techniques, at the expense of behavioral and interpersonal factors (Zimmerer and Yasin, 1998). 

Cooke-Davies (2002), after providing a comprehensive list of key success factors makes up for his 

omission of human factors by acknowledging that every success factor has a human dimension that 

cannot be ignored. He concludes his research by saying “it is people who deliver projects, not 

processes and systems”. However this view was not echoed by most authors (Murphy et al., 1988; 

Pinto and Prescott, 1988; Belout and Gauvreau, 2004) who had written about project success factors. 

Pinto and Slevin (1998) produced a classic list of 10 project success factors which was later 

questioned by many authors for not overtly referring to the contribution of project managers as a 

success factor. 

 

After a comprehensive literature review of critical success factors, Turner and Müller (2005) found 

that effective leadership in contrast to general management literature is seldom identified as critical 

success factor in projects. In 2007, as part of their commissioned work for the PMI, they tried to 

trace an explicit link between project managers’ leadership competencies and project success. This 

view is shared by Geoghegan and Dulewicz (2008) when they identify that a stream of authors 

(Anderson et al., 1997; Pinto and Trailer, 1998; Rees et al., 1996; Hogan, 2002) recognized the 

required competencies and traits of an efficient project manager but failed to link these skills and 

characteristics to project success. Crawford (2001) in her seminal work about profiling competent 

project managers talks about the lack of recognition of leadership in the success factors list even 

though it appeared consistently in the high ranking category for project manager competences. 

 

Turner (1999) provided a focal point in the literature when he proposed a strategy to successfully 

implement projects which includes “people” among the seven forces model. He recognized the 

project management team and leadership as part of the people force necessary for project success. 

When Lee-Kelley et al., (2003) set out to find the Project Management Knowledge Areas critical to 

project success, they found that the project manager’s leadership style greatly influenced the project 

manager’s perception of success on that project. This led them to conclude that there is a significant 

relationship between the leader’s perception of success and his leadership style as his inner 

confidence and self-belief are likely to influence his ability in delivering a project successfully. 

Leadership and personal attributes of the project manager was yet again proposed as a success factor 

in the model identified by Kendra and Taplin (2004) where success factors were grouped into four 

types: micro-social, macro-social, micro-technical and macro-technical. Geoghegan and Dulewicz 

(2008) conducted a recent empirical study in which they were able to support a hypothesis where 

leadership dimensions demonstrate a positive relationship with certain project success variables. 

 

It is evident that recent literature shows a trend towards linking project leadership and project 

success. However, in order to evaluate the direct implications of project leadership on project 

success, it is important to look into how success is evaluated in projects, especially in construction 

and international development projects which are the scope of this study. This will be discussed in 

the upcoming sections. 
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2.3.3 Projects Success Criteria  

Over the years, there has been constant change in defining the criteria for project success and its 

underpinning factors, thus fuelling continuous arguments in that arena. The criteria always varies 

depending on who is assessing the project success and this opinion is also echoed by Stuckenbruck 

(1986) who believes that project success criteria must reflect different views. Lim and Mohammed 

(1999) put forth the macro and micro views of project success depending on perspectives of the 

stakeholders concerned; however their criteria list is not exhaustive and focuses only on project 

completion and satisfaction. Freeman and Beale (1992) in their extensive review of project 

management literature identified several success criteria for projects of which the most frequently 

used are technical performance, efficiency of execution, managerial and organisational implications, 

personal growth and manufacturability and business performance.  

 

Jugdev and Müller (2005) have portrayed effectively the trends regarding project management 

success in figure 2.7. The framework shows period 1 and 2 focusing primarily on success related to 

just the project-lifecycle. More comprehensive CSF frameworks were developed in period 3 but what 

is expected resembles period 4 where project success is assessed with input from stakeholders and 

beyond the project phases extending to product lifecycle. It is therefore only reasonable that project 

success would no longer be project-centric but evolves to a broader perspective encompassing 

organizational and stakeholder perspectives, customer satisfaction, strategic objectives, value 

creation, team development, knowledge management, continuous improvement, and finally the 

environment.  

 

 
Fig 2.7: Measuring success across the project and product life cycles (Jugdev and Müller, 2005) 

 

This view is clearly evident in the works of Shenhar et al. (2001) where the authors move from a 

traditional view of project success criteria to a broader framework to match the complexity in today’s 

project management environment. They identified four major distinct success dimensions – project 

efficiency, impact on the customer, direct business and organisational success and preparing for the 

future (Table2.1). Müller and Turner (2007b) have also performed extensive studies on success 

criteria from the perspective of project managers and had decided to supplement the success criteria 

list of Westerveld and Gaya-Walters (2001) based on practitioners views and the sponsor’s 

perspective of success as well. 
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Table 2.1: Success dimensions (Shenhar et al., 2001) 

 
 

However, despite the extensive literature available on project success (Atkinson, 1999; Cicmil and 

Hodgson, 2006; Andersen et al., 2006, Collins and Baccarini, 2004) there is no general consensus on 

one acceptable set of project success criteria. In addition, different perceptions of project success by 

different stakeholders involved can also lead to the ambiguity when it comes to deciding on the 

project success criteria (Lim and Mohamed, 1999). 

 

This ambiguity in success criteria only gets further accentuated when moving to different sectors 

where the project nature, scope and outcomes vary to a great extent as we can see below. The next 

sections will have a closer look on project success criteria in the sectors within the scope of this 

study i.e. construction and international development projects. 

2.3.3.1  Project success in Construction 

Success is always subjective to perception, more so in the construction industry where there are 

different parties involved namely the client, architect, contractor and various surveyors and 

engineers. Each party involved will have his own perception of project success and the criteria by 

which the success is evaluated. In the traditional view, a construction project is deemed successful if 

it delivers the constructed facility within the triple constraints of project management (time, cost and 

quality) while meeting the client’s satisfaction. Even though success plainly put is attainment of goal, 

there is still ambiguity in deciding whether a project is a success or not. There is no doubt that a 

sector like construction, with maturity of project management, can easily replicate success in its 

projects.  

 

Saqib et al. (2008), following a literature review, classified the critical success factors influencing 

construction projects into seven categories namely Project Management Factors, Procurement-related 

Factors, Client-related Factors, Design team-related Factors, Contractor-related factors, Project 

Manager-related Factors and Business and Work Environment-related Factors. Under project 

manager related factors, these authors emphasize that skills and characteristics, competence, 

commitment, experience and authority, decision making effectiveness contribute greatly to the 

success of the project.  

 

On the other hand, to evaluate project success in the construction sector, Chan et al. (2002) 

conducted a comprehensive review of literature related to success criteria for construction projects 
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resulting in two main classifications: objective and subjective. Objective criteria deals with hard, 

tangible and measurable attributes like time, cost and quality along with profitability, technical 

performance, completion, functionality, health and safety and environmental sustainability. On the 

other hand, subjective measures deals with attributes like satisfaction, absence of conflicts, social, 

professional image and aesthetics. Figure 2.8 presents the integration of both hard and soft criteria 

for project success. Bryde and Robinson (2005) also emphasize that contractors and clients should 

agree on success criteria prior to project start-up.  

 
Fig 2.8: Criteria for project success (Chan et al., 2002) 

 

However, it is evident that these success criteria are mainly relevant to the construction industry and 

may not be entirely applicable to the humanitarian sector where new sets of success factors and 

criteria may come into focus as discussed below. 

2.3.3.2  Project Success in International Development Projects (IDP) 

The success of IDP is fundamental to the socioeconomic progress of the recipient country and also 

serves towards assessing the effectiveness of contribution of the donor countries and agencies. 

However the concept of IDP success is quite a challenging subject. The success rate of these projects 

is observed to be below the acceptable levels considering the amount of financing that go into these 

projects. This low success rate can be explained by several challenges encountered in the 

implementation of these projects. It is not unusual to see these projects end up as failures or have 

their scope considerably scaled down (Kaba et al., 2009). According to Youker (1999), some of the 

problems encountered in IDP are lack of shared perception and agreement on the objectives of the 

projects by staff and stakeholders, lack of team and management commitment, unclear lines of 

authority and responsibility, lack of adequate resources, poor or no analysis of risk factors, poor 

feedback and control mechanisms for early problem detection and delays caused by bureaucratic 

administration systems.  
 

Very little is found in academic literature as to what constitutes success for IDP and especially on the 

linkages of leadership competencies of project managers to project success. Diallo and Thuillier 

(2004) were the first ones to embark into this territory in IDP with their groundbreaking work 

covering the success dimensions of IDP from the perceptions of the African project coordinators. 

The researchers outlined a comprehensive set of evaluation criteria for project success that 

encompassed both the stakeholder satisfaction and project completion within the triple constraints of 

time, budget and scope. They also identified the influence of trust, communication and interpersonal 

relationships on project success. However the competencies of the project manager, especially in 

terms of personal characteristics and leadership style were not taken into consideration as project 

success factors.  
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Kwak (2002) identified several success factors of IDP that covers legal, political, economical, social, 

and corruption issues. He also addressed the responsibilities of the project manager towards creating 

a cohesive team to accomplish the project objectives which can be construed more of a managerial 

competency as outlined by Dulewicz and Higgs (2003). When discussing about project success 

factors, some authors (Khang and Moe, 2008; Lavagnon et al., in press) along the lines of Baccarini 

(1999) distinguish between project success and project management success; thus indicating that 

project success is based more on the perception of the stakeholders involved, turning it into a 

subjective evaluation. Some of the critical success factors identified by Lavagnon et al. (in press) for 

successful implementation include flexible project planning, project management structure and 

selection of the right team. Khang and Moe (2008) provide a comprehensive list of success factors 

and criteria relevant for the different life cycle phases of the project where the success criteria of one 

phase feeds into the next phase as success factors. The authors also talk about project success 

influenced by the individual competencies related to project manager, team members or the 

institutional competencies of the project team. The critical individual competencies identified by the 

authors cover technical, interpersonal and administrative which falls under the managerial and 

emotional competencies identified by Dulewicz and Higgs (2003).  

 

It is also interesting to note that Kaba (2009) has explicitly linked project success to the 

competencies of the person in charge of the project. He outlined the differences between a traditional 

manager and a leader and claimed that the ideal combination of managerial and leadership skills are 

required to implement the IDP successfully. It is fairly evident from his work that the project leader 

on IDP is required to have both emotional (motivation, influence) and managerial (managing 

resources, communication, achieving) competencies to contribute to the project success. He also 

advocated the necessity of vision in the project leader, which is in direct contradiction to the 

conclusions of Müller and Turner (2007) that vision is not necessary for project managers and, in 

many instances, it may be detrimental to the project success. The authors of this present research 

claim that the outcome of the case studies undertaken will shed further light on this on-going debate.  

 

From the literature review on IDP, it is evident that very few authors have linked project manager 

competencies to project success in IDP. This could be mainly because project leadership as a success 

factor is fairly a new concept in general project management. Secondly the volatile and turbulent 

environment of IDP is perhaps not conducive to fostering leadership qualities in project managers 

seeing that this is an environment rife with political and bureaucratic issues, especially with the 

project manager selected very late in the project life cycle and more concerned with executing the 

day to day activities of the project implementation. Having said this, this is where this present 

research, focusing on a particular case study within the humanitarian sector, will attempt to provide 

further understanding of what leadership competencies and styles are prevalent within the projects 

undertaken by this NGO and whether the project success is influenced by the adopted leadership 

style. 

2.3.3.3  Project success criteria adopted for this study 

As discussed in the previous sections, authors have approached projects success criteria differently 

according to the sector in question. A comparative summary in table 2.2 presents the criteria put 

forth by the researchers previously discussed in the above sections and illustrates the final list that 

will be used during the course of this research to identify the project manager’s level of achievement 
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in their projects and their perception of “project success”. This will enable the authors to link the 

level of success of the projects to the different leadership profiles of the project managers. 

2.4 PROPOSITIONS FOR THIS STUDY 

The authors of this study have presented the various schools of thought on leadership and particularly 

focused on studies related to competency based leadership and linkage of project manager leadership 

to project success. Continuing on the work of earlier researchers, the authors would like to draw the 

following propositions to facilitate the process of understanding leadership styles across two 

different sectors that differ in the nature and characteristics of projects.  

� The leadership styles of project managers, based on their competency profiles, vary across 

construction and international development projects 

� Different leadership competency profiles are appropriate for different project success criteria 

In order to obtain empirical proof for the above propositions, we will examine project leaders in two 

different sectors by conducting qualitative studies as covered in detail by the oncoming chapters.  

2.5 SIGNIFICANCE OF THE STUDY 

In the modern business world where projectification is the key for success, a core question should be 

raised by any organization looking ahead to thrive and succeed: “Are we assigning the right project 

manager for the right project type?”  

 

It is evident to the authors of this study that no answer can be provided by studying the project 

leadership profiles, categorizing the project types, or listing the critical success factors each apart. 

Research should focus on connecting the dots by linking the three issues and highlighting the 

relationship between the different project manager’s leadership styles and the level of projects 

success, across different types of projects. Only then a comprehensive answer could be formulated 

and analyzed. In this literature review, the authors provided a brief yet informative account on the 

recent interest and abundant research in the topic from practitioners and academics alike. 

Nevertheless, the leadership competencies are so versatile and project attributes are so diverse that 

there is always an opportunity for more research, either by developing new frameworks or applying 

the existing ones to new areas of application; the latter has been opted for in this study as explained 

earlier. 

  

One of the authors of this study has been directly involved in several mega-projects in the 

construction industry in the Middle East. He has worked for several years in close daily contact with 

project directors and construction project managers, and has noticed how certain project managers 

excel in one project then underperform in the next one. This phenomenon is more likely to take place 

when the assigned projects are of different types. As companies grow and prosper, counting on the 

intuition and experience of senior management to identify the right project manager for the right 

project becomes obsolete. It is necessary then to formulate a systematic process that helps human 

resource management build a pool of project managers based on different leadership profiles and 

matching them with the appropriate project types. The authors believe that this study has direct 

practical implications by contributing towards that effort. 
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Table 2.2 - Project success criteria adopted for this study 

(Shenhar et al., 2001) (Müller & Turner, 2007) (Chan et al., 2002) (Khang and Moe, 2008) Final List 

Customer satisfaction 
The customer is using the 
product 

End-user satisfaction with the 
project’s product or service 
Meeting user requirements 

Aesthetics 
Project end outputs are accepted and 
used by target beneficiaries 
Project has a visible impact on the beneficiaries 

Satisfaction of end-user / target 
beneficiaries with the project's 
product or service 

  Project team satisfaction 
Professional Image 
Productivity 
Profitability 

  
Satisfaction of project team 
(productivity / project profitability / 
professional image / etc.) 

Fulfilling customer needs 
Solving a customer's problem 

Client satisfaction with the 
project’s results 

Satisfaction 
Completion 

Project has good reputation 
Client satisfaction with the project’s 
results / good project reputation 

 
Other stakeholders’ satisfaction 
Supplier’s satisfaction 

Absence of conflicts 

key stakeholders informed & satisfied 
with project progress 
Project assets transferred, financial 
settlements completed, and team 
dissolved to the satisfaction of key 
stakeholders 

Key stakeholders informed & satisfied 
with project progress/completion 

Project assets transferred, financial 
settlements completed, and team 
dissolved to the satisfaction of key 
stakeholders 

Meeting schedule goal 
Meeting budget goal 
Meeting technical specifications 
Meeting functional performance 

Meeting project’s overall 
performance (functionality, 
budget and timing) 

Time, Cost & Quality 
Technical performance  
Functionality 

Resources mobilized and used as planned 
Activities carried out as scheduled 
Outputs produced meet the planned 
specifications and quality 
Good accountability of the resources utilization 

Meeting project’s overall 
performance (functionality, budget 
and timing) 

Commercial success 
Creating a large market share 

Meeting the project’s purpose 
Educational, Social & 
Professional Aspects 

  Meeting the project’s purpose 

Creating a new market 
Creating a new product line 
Developing a new technology 

Reoccurring business with the 
client 

  
Project has good change of being 
extended as result of success 

Future business: open new market / 
reoccurring business with the client 

  
Meeting the respondent’s self-
defined success factor 

    
Meeting the respondent’s self-
defined success criteria 

    
Environmental 
sustainability 

  
Environmental Acceptance 
(sustainability, environmental 
friendliness, energy use, etc.) 

    Health & Safety   Health & Safety records 

        IDP 

      
Project has built institutional capacity 
within country 

Project has built institutional 
capacity within country 

      Project's outcomes are likely to be sustained Project's outcomes are likely to be sustained 
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3 RESEARCH METHODOLOGY 

3.1 INTRODUCTION 

Having highlighted the overview of the study and established the background for the research topic 

in the literature review section, this chapter outlines the next step of how to answer the research 

question. Besides outlining the underlying philosophy on which this current study is based on, it also 

defines the research strategy and the method of data collection utilized for the purpose of this 

research.  

3.2 RESEARCH PHILOSOPHY: REALIST 

According to Saunders et al. (2007), there are three underlying perspectives of research: ontology, 

epistemology, and axiology. While ontology deals with the researcher’s view of the nature of reality 

or being, epistemology depicts the view of what constitutes acceptable knowledge. Alternatively, 

axiology represents the researcher’s view of the role of values in research. The three concepts are 

interlinked together in determining the underlying philosophy of the research methodology which 

varies between the two extremes of positivism and interpretivism. The Positivist paradigm believes 

that the world is external and objective whereas the observer is independent from the observant. In 

terms of epistemology, positivists consider that only observable phenomena can provide credible 

data and facts for interpretation while they focus on causality and fundamental laws that could be 

generalized. On the other hand, the Interpretist paradigm believes that the world is socially 

constructed and subjective and therefore the observer is affected by the context as being part of what 

is observed. On the epistemological level, the interpretivists believe that science is driven by human 

interest, and that subjective meanings and social phenomena are the driving motives behind actions. 

They focus on the details while looking at the totality of each situation and the underlying reality 

behind these details.  

 

However, in the continuum between these two extremes, there is a Realistic philosophy which 

believes that the nature of reality is objective and exists independently of human thoughts and beliefs 

but at the same time it can be interpreted through social conditioning (Saunders et al., 2007). The 

realistic paradigm combines that of positivisms in terms of objectively observing phenomena and 

collecting credible data; and that of interpretivism by focusing on reality explained within a context 

(or contexts) and considering that reality can vary from what is described under different 

circumstances. Since the present study is looking for reality within a specific framework, it starts 

with formulating a research question that stems from a review of the current literature while trying to 

validate an available theory across different contexts (construction and humanitarian sectors). It is 

therefore valid to position this study under the Realistic research philosophy.  

3.3 RESEARCH APPROACH: INDUCTIVE 

A positivist philosophy leads normally to deductive research approach which starts with developing a 

research question based on a thorough review of the available literature, then develops a testable 

hypothesis or theory which is tested by collecting and analyzing empirical data that leads to 

confirming or rejecting the hypothesis based on the research findings (Saunders et al., 2007). An 

important aspect of deductive research approaches is the use of quantitative data with a clear and 

well structure methodology that allows future researchers to replicate the same test processes with 

different data samples and validate the research findings in different contexts (Bryman and Bell, 
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2007; Saunders et al., 2007). On the other hand, the interpretivist paradigm is inductive in nature and 

tends to collect qualitative data through small samples and in-depth investigation. The inductive 

research process starts with developing a research question, reviewing the literature then collecting, 

analyzing and interpreting the empirical data based on which a new theory is developed. The 

inductive approach is less concern with the need to generalize and adopts a flexible structure to 

permit changes of research emphasis as the research progresses (Saunders et al., 2007). By looking 

into the two disparate sectors, the authors of this study are interested in gaining a deep understanding 

of the specific research contexts rather than a general theory, and therefore the inductive approach is 

deemed to be appropriate for the purpose of this research.  

 

As the present study being positioned under the Realistic-Inductive approach, the researchers have 

opted for establishing multiple case studies with data gathered mainly through a mixed method of 

survey and semi-structured interviews in two main organizations (construction and humanitarian 

sectors). The rationale behind the research design and the data collection methods are discussed in 

the following sections. 

3.4 RESEARCH STRATEGY: QUALITATIVE  

Research strategy refers to the way a research is conducted and is classified into quantitative 

research that emphasizes quantification in the collection and analysis of data and qualitative 

research that emphasizes words rather than quantification. Based on ontological and epistemological 

considerations discussed above, the research strategy adopted for this study is qualitative research.  

 

This strategy normally emphasizes that theory emerges out of the collection and analysis of data 

(Bryman and Bell, 2007). This is further corroborated by practitioners of grounded theory who stress 

on the importance of allowing theory to emerge out of one’s data. But some authors like Silverman 

(1993 as cited in Bryman and Bell, 2007) argue forcefully that qualitative research can be employed 

to test theories that are specified in advance of data collection. This view is also agreed by Bryman 

and Bell (2007) as they are of the opinion that qualitative research in any case covers testing of 

theories in the course of the research process. It is this aspect of qualitative research that the authors 

of this current study have pursued as they are dealing with project leadership theories advocated by 

previous researchers (Dulewicz and Higgs, 2003; Müller and Turner, 2007, 2009). The current 

research also emphasizes numerous other features of qualitative research (Table 3.1) like studying 

the point of view from the participants, gaining a contextual understanding and dealing with rich and 

deep data.  

 

Table 3.1: Common contrasts between Qualitative and Quantitative approach (Bryman and Bell, 2007) 

Quantitative Qualitative 

Numbers 
Point of view of researcher 
Researcher distant 
Theory testing 
Static 
Structured 
Generalization 
Hard, reliable data 
Macro 

Words 
Points of view of participants 
Researcher close 
Theory Emergent 
Process 
Unstructured 
Contextual understanding 
Rich, deep data 
Micro 
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Behaviour 
Artificial settings 

Meaning 
Natural settings 

3.5 RESEARCH DESIGN: CASE STUDY 

Once the research strategy is in place, the focus moves on to research design that provides the 

framework for the collection and analysis of data. Bryman and Bell (2007) identify five prominent 

research designs namely experimental design, cross-sectional design, longitudinal design, case study 

design and comparative design. Since the current study is based on studying leadership styles in a 

specific context, the ideal research design suited for this purpose is a case study design. 

  

A case study is described as in-depth study of a specific instance for gaining a better understanding 

of a general principle (Cohen et al., 2000). In the words of Yin (1994), a case study is defined as an 

empirical inquiry to understand the workings of a contemporary phenomenon within its real-life 

context. Case studies either focus on a particular case or several cases as in a multiple-case study and 

are used in situations that are not conducive for statistical analysis. Normally this research method is 

used to accomplish various aims like provide description - descriptive, test theory- explanatory or 

generate theory – exploratory (Cohen et al., 2000). In this particular research, the authors have 

proceeded to use multiple-case study as an explanatory tool to test leadership theory from earlier 

researchers thus focusing on analytical generalization which involves connecting the case study 

findings to the theory (Yin, 1994). This usage of case study typically falls into the typology of 

instrumental case studies as classified by Stake (1994 cited in Cohen et al., 2000) where a particular 

case study is examined in order to gain insight into an issue or a theory.  

 

Even though they were primarily associated with the field of sociology, case studies are now 

frequently used as research methodologies in organizational and management research where the 

emphasis has been on interpretive and subjective dimensions. One of the main reasons prompting the 

authors to adopt this research method is that case studies investigate and report the complex dynamic 

and unfolding interactions of events, human relationships and other factors in a unique instance. 

Another rationale behind using this research method is that case-studies can establish both cause and 

effect and one of their key strengths is that they can used to study effects in real contexts (Cohen et 

al., 2000). 

 

The subtlety and complexity of a situation can easily be recognized and captured by case studies; 

however, they have some weaknesses to contend with like any other research method. Its sympathy 

to interpretive paradigm has always been subjected to criticism and given their uniqueness; they do 

not easily contribute to the positivist view of reliability (Nisbet and Watt, 1984 as quoted in Cohen et 

al., 2000). Another frequent criticism is that the use of a single case may yield results that may not 

provide a generalized conclusion however Yin (1994) counters this criticism with his forceful 

argument that if the research objective is met, even a single case could be considered to be 

acceptable.  

 

Weighing the pros and cons of this research methodology, the authors have proceeded to use 

multiple-case study with the focus on more than one organization in this case. In accordance with the 

roadmap proposed by Eisenhardt (1989) for executing this type of research, the authors will adapt 

and follow the steps relevant for their particular case studies. 
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Figure 3.1: Roadmap for case study research (Adapted from Eisenhardt, 1989) 

 

Yin (1994) identified at least six sources of evidence in case studies for data collection namely 

documents, archival records, interviews, direct observation, participant-observation and physical 

artefacts. The one preferred by the authors and used mainly for this study is semi-structured 

interview which is explained in the data collection section below. 

3.6 DATA COLLECTION TOOLS – Semi Structured Interviews & Questionnaires 

The flexibility of interviews makes them the most widely used data collection tool for qualitative 

research. The two main types used in this type of qualitative research are unstructured and semi-

structured which are encapsulated under the term qualitative interviews. These interviews provide a 

source of rich and detailed answers and a deeper insight into the thoughts of the interviewee. In order 

to minimize the disruption to work seeing that the interviews are conducted during business hours 

and as the time of the interviewees is highly valuable and accountable, semi-structured interviews 

were preferred to unstructured ones. These interviews when compared to totally unstructured ones 

use a list of questions on fairly specific topics thus working towards a clear focus and a certain 

degree of structure (Bryman and Bell, 2007). This need for some structure serves to be useful 

especially with multiple case study researches in order to ensure comparison between the cases. 

These interviews follow a script to a certain extent but however still provide flexibility. The 

interviewer has the latitude to ask questions that were not originally included depending on the 

direction the interview is progressing thus unearthing some additional and interesting information 

(Bryman and Bell, 2007). 

 

As the opinions and perceptions of project managers on leadership and project success are highly 

significant for this study, semi-structured interviews were conducted with project managers. In some 

cases, senior managers (portfolio managers) were also interviewed to obtain their views on the 

success levels of the different projects and also to ascertain what competencies they look into while 

assigning project managers to different project types. Based on the literature review performed for 

this study, questions for the semi-structured interviews were formulated into two different categories 

as shown in Table 3.2.  
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Table 3.2: Category of questions 

Category of questions Framework utilized 

To assess the leadership competencies and identify the 

project leadership style exercised by the project 

managers 

Dulewicz and Higgs (2003) 

To assess project success as perceived by the project 

managers 

Müller and Turner (2007, 2009) 

 

However prior to conducting the semi-structured interviews, more data on the projects and project 

managers’ perception on project leadership and success were collected using a self-completion 

questionnaire. This strategy of combining two or more methods of data collection in the study of 

some aspect of human behavior is termed as triangulation (Cohen et al., 2000). This process helps to 

analyze the richness and complexity of human behavior from studying it from more than one 

standpoint and also providing concurrent validity which will be discussed further in section 3.10. 

Bryman and Bell (2007) also emphasize on the logic of triangulation where ‘the specificity and 

accuracy of quantitative data is combined with the ability to interpret idiosyncrasies and complex 

perceptions provided by qualitative analysis”. They further illustrate by drawing on the example of 

research conducted by Hochschild (1989) that such mixed methods can also be used to fill in the 

gaps in the findings where the researchers cannot rely on purely quantitative or qualitative method 

alone for their research.  

 

This aspect of mixed methods of data collection is utilized by the authors of this current study by 

making use of a questionnaire to collect data prior to the interviews. The questionnaire is categorized 

into 2 sections – the first one collecting demographical data about project managers (official title, 

years of experience) and that of the projects (size, duration, contract value). The second section 

gathers information regarding nature and characteristics of the projects, project success ratings, and 

relevant leadership competencies for a successful project manager based on the perceptions of the 

project managers.  

 

In addition to these findings, semi-structured interviews as explained above were conducted to 

enable the interviewees to elaborate on their perceptions and provide contextual information and 

their personal interpretation of their answers provided in the questionnaire. The questions of the 

semi-structured interviews were formulated in a manner to capture the actual leadership practices and 

processes applied by the project managers in their work-place. This further allowed the researchers to 

compare and contrast between the perceptions of the project managers and how they actually behave 

in projects.  

3.7 TYPES OF DATA 

The data collected for this research mainly falls into two categories – primary and secondary data. 

Primary data refers to data collected from a primary source whereas secondary data refers to data 

published already and is available indirectly (Remenyi et al., 2005). In this particular study, primary 

data was collected through the data collection tools mentioned in the earlier sections via 

questionnaires and semi-structured interviews. The data was collected remotely by emailing the 

questionnaires to project managers. An intermediate approach was also taken by conducting the 



37 

 

interviews over telephone and Skype (VOIP). In case of secondary data, corporate websites and 

brochures were mainly used to collect data about the organizations and projects.  

3.8 SAMPLING 

The suitability of the sample adopted certainly plays a deciding role in determining the quality of the 

research (Cohen et al., 2000). Qualitative sampling is often used for small scale research especially 

in case study research where there is no desire to arrive at generalized conclusions. The sampling 

strategy used in this particular study was judgement sampling where the authors have purposely 

selected the most productive sample of the wider population to answer the research question. This 

forms the rationale behind selecting such samples for this particular study.  

 

Since the research focuses on construction and international development projects, the organizations 

selected for the multiple-case study were a construction company and international aid agency 

respectively. Here the authors decided to go for convenience sampling when selecting the 

organizations based on their personal contacts. One of the researchers is from a construction 

background and this led to the selection of his former company for the construction case-study. In the 

case of international aid projects, UN agencies located in Stockholm, Sidney, Hanoy and Beirut were 

contacted and finally the authors narrowed down to UNDP as this agency entailed the largest number 

of on-going projects and several project managers showed interest in assisting with the research 

request.  

 

Once the organizations were selected, the project managers were selected from the construction 

company based on their availability and recommendation by the senior management. Within UNDP, 

there was more of a snowball sampling in effect. Based on the difficulty to locate project managers 

within UN agencies, the authors relied on the support of the initial subjects to locate more project 

managers for the interviews. A brief description of the organizations is provided for better 

understanding towards this study. 

 

Organization A: NESMA 

Nesma and Partners Contracting Company is the engineering and construction arm for Nesma 

Holding, a Saudi owned company that operates in twenty three different business areas 

(www.nesma.com). Backed by Nesma Group as parent company, Nesma owns and operates several 

subsidiaries and joint venture companies with an annual turnover of US$ 1.50 billion and in 2008, 

the company achieved an annual revenue exceeding US$ 900 million (Nesma and Partners Corporate 

Presentation, 2009). 

 

Starting as a medium scale civil contractor in 1981, Nesma gradually grew to become one of the 

leading general contractors in Saudi Arabia, with a focus on three types of services: civil and 

building works, industrial and infrastructure works, and electro-mechanical works. As stated on its 

official website (www.nesma-partners.com), the vision of Nesma is to lead the Saudi Arabian market 

in the civil and industrial sectors. In order to achieve this objective, Nesma strategy is first to affiliate 

with large petrochemical Clients in Saudi Arabia such as Saudi Aramco and Sabic; and second to 

enhance the company portfolio by successfully delivering large projects in the field of power, oil and 
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gas. The result is a fast growth in capital and 35% forecasted manpower increase in the coming four 

years to become an employer of 15,000 people by 2012.  

 

Over the years, Nesma proved to be a dynamic and fast-growing firm, managing a project 

management team comprised of highly skilled professionals and establishing an excellent track 

record of business relations with international firms and foreign partners. The firm developed a 

significant and well diversified project portfolio, in both the private and public sectors, by delivering 

a wide range of projects from residential compounds and commercial towers to constructing and 

commissioning industrial facilities and mega power plants. This exposure to diversified sectors 

within the construction industry, in addition to the significant experience in design-build fast-track 

approach to priority projects, provides Nesma with a definite competitive edge over its peer 

construction firms in the country. The exigent standards, high quality and fast-track nature of 

projects in the Arabian Gulf region, in addition to the variety of projects undertaken by Nesma, make 

of this company an exemplary setting to explore and validate project leadership styles for 

construction projects managers. 

 

Organization B: UN Agencies 

UNICEF 

The United Nations International Children's Emergency Fund (UNICEF) was originally established 

in 1946 to meet the emergency needs of children in post-war Europe and China. In 1953, the 

organization was extended to meet the long term needs of children and women in developing 

countries worldwide. Today UNICEF, known as an intergovernmental organisation (IGO), is one of 

the largest development agencies working exclusively with children; it is widely present in over 150 

countries and interacts closely with local communities, governments, as well as other UN agencies, 

NGOs, and the private sector. UNICEF enjoys a unique position among children’s aid organizations 

with a global authority to introduce changes for the welfare of children, women, and their 

communities. 

 

The organization depends mainly on funds contributed voluntary by individuals, businesses, 

foundations and governments and has improved the lives of millions of children through its approach 

of using low-cost, highly effective solutions in response to emergencies and conflicts. It is the 

world’s largest provider of vaccines for developing countries, supports child health and nutrition, 

good water and sanitation, quality basic education for all boys and girls, and the protection of 

children from violence, exploitation, and HIV/AIDS (www.unicef.com.au). 

 

The overall management and administration of UNICEF takes place at its headquarters in New York, 

with more than 200 country offices to carry out UNICEF's mission through a unique program of 

cooperation developed with host governments. In addition, there are eight regional offices to guide 

their work and provide technical assistance to country offices as needed.  

 

UNDP 

The United Nations Development Programme (UNDP) is the United Nations official global network 

for the planning and implementation of international development projects. The UNDP, founded in 

1965, is a worldwide non-profit organization that mainly advocates for improving and sharing 
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knowledge, experience and resources among countries and governmental agencies in order to help 

people in developing countries lead a better life. Today, the UNDP has regional and country offices 

in 166 countries, working in close coordination with local governments on their local issues and 

national development challenges. The local Country Offices are responsible for implementing and 

monitoring projects in developing countries, whereas the Administrator in the United Nations head 

office (New York) is responsible for providing the strategic guidance and leadership for the 

organization as a whole. 

 

For the 2008-2009 bienniums, the UNDP has a regular resources funded budget of $778.7 million 

(UNDP, 2008) which reflects the need to consolidate and strengthen the ongoing initiatives and to 

support programme countries in their efforts to achieve the “Millennium Development Goals” 

(MDGs), including the ambitious and overarching goal of cutting world poverty in half by 2015. 

UNDP furthermore helps developing countries to attract and use aid effectively, and throughout their 

projects and initiatives, they aim to promote the protection of Human Rights and focus on the multi-

sectoral challenges of poverty reduction, democratic governance, crisis prevention and recovery, and 

environment and sustainable development.  

In the 2008 executive financial report, the first function is entitled Executive Direction and 

Leadership and defined as the “activities that enable senior management to define the executive 

direction for the organization, based on long-term vision and mandate outlined in the strategic plan” 

(pp. 26). This function is directed towards providing an effective organizational leadership, and 

enabling UNDP managers at all levels to lead their staff towards well defined and specific goals in a 

transparent and accountable manner. It is interesting to note that despite the fact that a substantial 

majority of the UNDP objectives are implemented through projects; the report did not include any 

specific initiative to develop or strengthen the project leadership competencies across the UNDP 

projects.  

In the view of the UN agencies in general, leadership attributes are mainly essential for the high level 

organizational management and it is only associated with the overall direction and strategic goals of 

the organization. On the other hand, the project manager is appointed by the implementing partners, 

and he is responsible to run the project activities on day-to-day basis and within the constraints laid 

down by the Board (UNDP.org.lb, 2009). However, in line with more recent researches on project 

leadership and given the range and magnitude of projects undertaken by the UN Agencies, the 

project leadership styles exhibited by projects mangers is definitely playing an important role in how 

projects are effectively managed and outcomes are achieved. And hence, the significance of the 

present study to shed the light on the different leadership styles exercised in implementing UN 

projects and their relevant consequences on projects outcomes. 

3.9 DATA ANALYSIS 

Data analysis is not an easy task in qualitative research as identified by Miles (1979 cited in Bryman 

and Bell, 2007) who is of the opinion that the richness of the qualitative data though attractive proves 

to be cumbersome when paving analytical paths. The analysis adopted in this particular study may 

suggest overtones of analytic induction where this kind of approach enables the authors to 

accommodate existing theories of leadership and using data collection to either confirm or negate the 

propositions in place (Bryman and Bell, 2007). Furthermore Yin (1994) suggests that when existing 
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theory has been utilized to formulate research questions and objections, these theoretical frameworks 

can be used to organize and direct the data analysis. He further states that this hypothesis-testing 

approach is related to explanatory case-studies which is what has been employed in this research. For 

this study, the analysis was split into two categories: 

 

Data Analysis: Within case 

As a first step, based on the literature review, data from each case-study was collected and 

categorized into the following dimensions: 

• Leadership competencies 

• Leadership Styles 

• Project types 

• Project success criteria 

 

At every instance, the authors took care to ensure that the context was not lost when the data was 

categorized. Based on pattern matching, the analytical procedure advocated by Yin (1994), the 

pattern of outcomes was attempted to be matched with what was predicted by the conceptual 

framework.  

 

Data Analysis: Across cases 

Comparison of the outcomes across the multiple case-studies was studied to arrive at 

similarities/differences between the two cases as illustrated by figure 3.2. 

 

 

 

  

 

 

 

Fig 3.2: Data analysis across cases 

3.10 RELIABILITY AND VALIDITY OF DATA 

There is no doubt that reliability and validity play an important role towards establishing and 

evaluating the quality of the research. Reliability refers to the consistency of the results of the 

undertaken research whereas validity is used to determine whether the research measures what it 

intended to gauge (Bryman and Bell, 2007). However, some authors (Maxwell as cited in Cohen et 

al., 2000) believe that these concepts are rooted in positivist perspective and hence should be 

redefined for their relevance towards qualitative research. As a result several authors have put forth 

several theories in relation to these issues, some (Mason, 1996; Kirk and Miller, 1986 as cited in 

Bryman and Bell, 2007; Yin, 1994) adapting reliability and validity for qualitative research, others 

providing alternative criteria for evaluating qualitative research. Lincoln and Guba (as cited in 

Bryman and Bell, 2007) put forth two criteria, trustworthiness and authenticity to assess qualitative 

study. However their use of ‘dependability’ that contributes towards trustworthiness corresponds 

Within Case 

Analysis 1 

Within Case 

Analysis 2 

Cross Case 

Analysis 
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closely to the concept of ‘reliability’ in quantitative research. Hammersley (as cited in Bryman and 

Bell, 2007) further suggests relevance as important criteria for qualitative research. 

  

The authors of the present study have adopted the framework of Yin (1994) more suited for case-

studies to ensure that the data collected was appropriate, meaningful and useful for making 

inferences. Within this framework, emphasis is given to construct validity, internal validity, external 

validity and reliability. Not all strategies provided to address the above concepts were being followed 

in this research. The below table 3.3 displays the framework and the approach taken by the authors to 

ensure reliability and validity of this research. 

 

Table 3.3: Validity and Reliability framework for case-studies (Source: Yin, 1994) 

Dimensions Strategies Approach taken by researchers 

Construct 

Validity 

 
(Establish correct 
operational 
measures) 

• Use multiple data 
sources 

 
 
 
 

• Establish chain of 
evidence 

 
 
 

• Have key 
informants review 
draft of case study 

A combination of primary data sources 
(questionnaire and semi-structured interviews) and 
secondary data sources (projects documents, 
executive reports, brochures, programme policy and 
procedures) were used in this study. 
 
The authors availed the use of databases using 
appropriate software to follow the derivation of 
evidence from initial research questions to ultimate 
case study conclusions. 
 
A brief summary of every interview was sent to the 
interviewees to ensure that the authors did not 
misinterpret the interviewees’ intentions. It also 
provided an opportunity for both parties to 
clarify/elaborate issues where needed. 

Internal validity  
 
(establish causal 
relationships) 

• Pattern matching 

• Logical model 

This research makes use of theoretical propositions 
put forth by Dulewicz and Higgs (2003) and Müller 
and Turner (2007, 2009). This along with the unit of 
analysis adopted for this research provides the 
internal validity where the collected data are tested 
and analyzed in concurrence with above theories.  

External validity  
 
(establishing the 
domain to which a 
study’s findings 
can be generalized) 

• Use replication 
logic for multiple 
case studies 

This study uses multiple-case studies to study 
leadership competencies, the associated leadership 
styles and their link to project success across 
different project types in construction and 
international development projects. The case studies 
may cater for literal replication by predicting similar 
results or theoretical replication by providing 
contrasting results but for predictable reasons (Yin, 
1994) 

Reliability  

 
(data collection 
procedures can be 
repeated with same 
results) 

• Develop case study 
database 

The interview transcripts, questionnaires and other 
secondary data were maintained separately using 
appropriate software for easy retrieval of data and to 
promote reliability. 
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3.11 ETHICAL CONSIDERATIONS 

Ethics refer to the behavior of researchers in relation to the subjects involved in the research; thus 

playing an important role in deciding the integrity of the research (Saunders et al., 2007; Bryman and 

Bell, 2007). Saunders et al., (2007) break down ethical issues into three subsections which the 

authors of this present study adopted while conducting their research. 

 

• Ethical issues during the initial access stages 

In case of the construction projects, the company was approached formally through the 

proper channels and adequate time was given for the management to come back with their 

consent. In case of international development projects, project managers were contacted from 

various regional offices of UNDP individually. Most project managers consented readily to 

help with the research; in cases where needed, the researchers ensured to provide official 

endorsement from the course coordinator requesting formal consent. The purpose of the 

research, the activities required by the participants as to filling the questionnaire and 

answering interview questions, the time required were clearly indicated in the mails sent to 

each of the project manager. The project managers were clearly informed of their right to 

privacy indicating that they had the right to refuse to answer any of the questions or withdraw 

anytime from the interview process.  

 

• Ethical issues during the data collection stages 

Permission was taken beforehand from the interviewees and senior management to record the 

interviews. The organizations agreed to the disclosure of their names in the report; however 

the names of the project managers were asked to be kept confidential. In some cases, certain 

aspects of the projects, regarding clients involved and budget disclosures were also not 

permitted and the authors have taken these requests for anonymity fully into account. 

However, authorization to quote the interviewees was obtained to be used in the reports. The 

researchers ensured that interviews were conducted at a time convenient for the interviewees 

and that interviews strictly adhered to the timeframe allocated.  

 

• Ethical issues related to the analysis and reporting stages 

Utmost care was taken by the authors to ensure that at no point any misrepresentation of the 

data was done during the analysis or the reporting stage. The authors endeavored to maintain 

objectivity and the integrity of information obtained from both the primary and secondary 

sources of data. No data was intentionally transformed to suit the outcome of the research.  

 

In summary, the authors strived to maintain a balance between the values of free scientific inquiry 

and the dignity of individuals concerned in this research (Cohen et al., 2000). Thus the authors can 

easily verify, based on the ethical principles advocated by Diener and Crandall (as cited in Bryman 

and Bell, 2007) that there was no harm to participants, no lack of informed consent, no invasion of 

privacy and no deception involved in this research. 
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4 ANALYSIS 

4.1 INTRODUCTION 

As highlighted in the previous chapters, this research focuses on two case studies – the first case-

study comprising of a construction company named NESMA in Saudi Arabia and the second case 

study focuses on UN agencies that encompasses of UNICEF and UNDP organizations in this 

particular instance. In this chapter, we have attempted to capture the competencies of the project 

managers demonstrated in these two case-studies along with understanding the leadership style that 

was exercised in the organizations. Based on the data collected through questionnaires and semi-

structured interviews, along with secondary sources where available, the following aspects shall be 

covered in this analysis. Table 4.1 provides a brief description of the steps of the analysis covered in 

this chapter along with the data source. 

Table 4.1 Analysis steps 

Source Steps of Analysis Outcome 

Questionnaire + 

Websites + project 

documents 

Firstly, we will look briefly at the projects of the various project managers 

to get an understanding of the contract value, project size, the team size and 

scope of the project. 

Overview of 

Projects 

Questionnaire + 

Semi-structured 

interviews 

Next, we shall identify the nature of projects based on the goal-and-method 

framework of Turner and Cochrane (1993) and soft-and-hard dimensions of 

Crawford and Pollack (2004). 

Project 

Classification 

Questionnaire + 

Semi-structured 

Interviews 

As the main objective is to identify the leadership style in place, we will be 

looking into the key competencies displayed by the project managers while 

handling their projects. The 15 competency framework of Dulewicz and 

Higgs (2003) will be used in this step. The competency profiles obtained 

from the questionnaire will be triangulated against the competencies data 

obtained during the interview analysis. 

Competency 

Profiles of 

Project 

Managers 

Questionnaire + 

Semi-structured 

Interviews 

Next the leadership styles based on the competencies will be identified.  Leadership 

Styles 

Questionnaire + 

Semi-structured  

Interviews 

Finally the success of the projects as perceived by the project managers will 

be covered in this last step of the analysis.  

Project success 

4.2 OVERVIEW OF PROJECTS  

The company overview of NESMA and UN agencies has already been explained under methodology 

chapter (see section 3.8). In this section, the various projects that have been considered for this case 

study will be mentioned briefly. Questionnaires were provided to the various respondents selected 

for this study in which they were asked to provide short descriptions of their last completed/current 

project. Additional details regarding the projects were gathered during the actual interviews with the 

respondents and also from secondary data sources like company web-site and project documents. 

The tables provided in this section will contain a brief overview of the various projects in terms of 

project description, project value, experience of the project manager and project team size. The 

objective of this section is to provide a contextual meaning to the answers of the respondents in terms 

of their respective projects.  
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NESMA: 

In this company, around ten project managers were approached and finally six of them were 

interviewed, of whom, five were project managers and one was a senior programme manager. The 

senior programme manager was taken into account to provide insights into what NESMA considers 

as key competencies in successful project managers and what factors are taken into consideration 

when assigning project managers to different project types. The authors were further interested to 

compare how the perceptions of project managers regarding project leadership and success varied 

from that of senior management. 
 

The project managers approached for this study varied in terms of experience, ranging from a couple 

of years to over two decades of managing projects. The selection also provided a mix of projects 

with different sizes varying from pure execution projects to EPC (Engineering, Procurement and 

Construction) types of contracts involving high levels of complexity. The NESMA projects are 

coded as NESP_01, NESP_02 and the interviewees as NES_01 and NES_02 respectively for the 

purpose of this study. Table 4.2 provides the overview of NESMA projects considered for the 

analysis. 

Table 4.2 Overview of NESMA Projects 

Project Value 

(USD) 

Proj. Mgr 

Experience 

Team 

Size 

Description 

NESP_01 15M 2 30 Substation Building 

Lump Sum Turnkey Contract (LSTK) for the construction of 
three Substation buildings. Briefly the scope of work includes 
design, engineering, procurement and construction, and 
commissioning of 230 KV substation buildings which are part 
of a major petrochemical complex being constructed by Saudi 
Kayan in Jubail, Saudi Arabia.  

NESP_02 264M 3 150 Northern Region Cement Plant Project 

Design, construction, testing and commissioning of a new 
Greenfield Cement Plant with a capacity of 6,000 ton/day 
including a captive power plant, residential village & 
recreational facilities for senior staff, labor colony, mosques, 
school, clinics, restaurants, gymnasium, sport halls and open 
playgrounds; in addition to all associated equipments, 
auxiliaries and utility infrastructure.  

NESP_03 700M 21 127 Kaust University Projects 

Awarded by Saudi Aramco, the projects include design, 
engineering, procurement, construction and commissioning 
(LSTK) of three major utility plants, and roads network with 
associated underground utilities; in addition to four bridges 
over the campus water canal.  

NESP_04 60m 6 44 Effluent Treatment Area, Flares & Incinerators 

The work comprised of construction of an effluent treatment 
area with all associated tanks, pumps and equipments, 
polyethylene and ethylene ground flares, LP flare, a 48,000 m

3 

retention basin and the biggest two incinerators in Gulf region 
with their stacks including all E&M utilities and tie-ins. 

NESP_05 45M 8 150 Riyadh DHT Project 

Construction of Diesel Hydrotreater Unit in Aramco refinery in 
Riyadh. The scope of work included construction of the 
complete plant including all Civil and Infrastructure works, 
Heavy foundations, Buildings, Structural steel erection, 
Mechanical / equipment erection, Heavy lift, Electrical, 
Painting, Insulation, in addition to final commissioning. 
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UN Agencies: 

A total of six projects were chosen from UNICEF and UNDP for the UN case-study. The project 

managers interviewed from these agencies are currently based in New-York, Stockholm, Morocco 

and Lebanon. While few of them had moved ahead to take on new responsibilities, most of them are 

still working in the capacity as project managers. The projects that the interviewees discussed were 

completed or nearing completion stage which made it convenient for them to talk about success 

criteria related to these projects. The UN projects are coded as UNP_01, UNP_02 and the 

interviewees are denoted by UN_01, UN_02 for the purpose of this study. Table 4.3 provides an 

overview of the various projects considered for the interviews.  

Table 4.3 Overview of UN projects 

Project Value 

(USD) 

Proj. Mgr 

Experience 

Team 

Size 

Description 

UNP_01 60K 3 13 Rapid Response Mechanism  

Under the direction of the Regional Chief of Human Resources, 
East Asia and Pacific Region, and with input from the Regional 
Chief of Emergency, support the planning, implementation and 
mainstreaming of the Emergency Rapid Response Mechanism 
to ensure a predictable and coordinated emergency staffing 
response for the survival and well-being of children and 
mothers. 

UNP_02 3.5 M 10 10 Global Rapid Response Mechanism 

Strategic planning and design, and conceptual development of 
Rapid Response Mechanism: Create blueprint, standard 
operating procedures (SOP) and policy for global framework 
for rapid response, based on decentralization through regional 
pillars (pilots in East and West Africa and South America) 

UNP_03 55M 8 120 UNICEF Intersectoral programme in Angola 

Whole project dealing with different sectoral programmes in 
education, health, protection, water, HIV prevention etc.  

UNP_04 30K 12 16 Technicians Training Programme 

The training programme for technicians (600 technicians) on 
good practices in refrigeration is part of a comprehensive 
approach to reduce the CFC consumption in the refrigeration 
servicing sector 

UNP_05 2M 4 7 Integrated Waste Management for the Olive Oil Pressing 

Industries in Lebanon, Syria & Jordan 

Establishing an integrated waste management system for the 
olive oil production sector 

UNP_06 300K 6 8 12 Countries Pilot Project for the development of National 

Implementation Plans for the management of Persistent 

Organic Pollutants (POPs) – Lebanon 

The project aimed to strengthen national capacity of Lebanon to 
meet its obligations under the Stockholm Convention, thus 
enabling Lebanon to reduce and eventually eliminate POPs 
emissions. 

4.3 PROJECT CLASSIFICATION 

As discussed earlier in the literature review under section 2.2.1, the project classification methods 

adopted for this study were based on the hard/soft dimensions of Crawford and Pollack (2004) and 

the Goals and Matrix method of Turner and Cochrane (1993). The objective of this section is to 

highlight the nature and characteristics of the projects observed under the different sectors and 
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emphasize on their differences to justify the selection of these sectors for this study. However, the 

impact of these project classifications on the project leadership styles will be outside the scope of this 

study. The findings are presented from both a quantitative and qualitative approach. 
 

4.3.1 Hard / Soft Nature of projects – Quantitative analysis 

The eleven respondents belonging to both NESMA and UN agencies were asked to complete a 

section of the questionnaire rating the hard/soft nature of their projects on a scale of 1 (hard) to 5 

(soft). The questionnaire template is provided in the Appendix A for further clarification.  

Table 4.4 Hard-Soft Dimensions of Projects 

Criteria
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Goal Clarity 1 2 2 2 2 1.8 1 3 3 1 1 1 2

Goal Tangibility 3 1 1 2 2 1.8 3 5 4 5 2 5 4.8

Success Measures 4 2 3 3 2 2.8 2 3 1 3 2 1 2.4

Project Permeability 2 1 2 1 1 1.4 2 2 4 3 3 5 3.8

Solution Options 2 1 3 2 2 2 4 4 4 5 3 4 4.8

Practitioner Role 2 1 2 2 2 1.8 2 1 4 1 2 3 2.6

Stakeholders Expectations 2 1 2 1 1 1.4 5 2 1 3 3 3 3.4  
 

From the above table 4.4, it is clearly evident that the construction projects in NESMA are inclined 

towards the harder dimension than the UN projects. The two sectors show a remarkable difference 

between the projects in terms of goal tangibility, project permeability, solution options and 

stakeholders’ expectations. On the other hand, the differences are less evident on the level of goal 

clarity, success measures and practitioner role. The only criteria where construction projects show a 

softer dimension than the UN projects is in success measures and this could be attributed to more 

formal and stringent monitoring and evaluation of project success in the international development 

projects, whereas in NESMA, project success evaluation varies between projects and is perceived 

differently by the various stakeholders involved.  

 
Figure 4.1 Hard and soft dimensions of UN projects 
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Figure 4.1 and figure 4.2 show the pictorial representation of the hard and soft nature of the various 

projects with frame 6 (fig 4.2) showing a summary figure of NESMA projects overlapped with UN 

Projects. The last frame clearly aids in the recognition of the challenges presented in managing UN 

projects which are subjected to external influences with goals being relatively intangible, and 

alternative solutions adding to the complexity of the projects when compared to their counterparts in 

NESMA construction company.  

 

 

Fig 4.2 Hard and soft dimensions of the NESMA and UN projects 

4.3.2 Goal and Method Matrix – Qualitative Analysis 

The following section briefly explains the classification of the projects based on the information 

gathered from the semi-structured interviews. From a qualitative analysis point of view, the projects 

of the two case-studies, are classified into four categories of Goal and Method Matrix (Turner and 

Cochrane, 1993) based on how well defined the goals and methods are. This section further 

emphasises the differences in characteristics of the projects between the two sectors. The authors 

found it unfeasible to adopt the same model used in the questionnaire for the qualitative analysis 

especially with difficulty permeating from interpreting the interviewees’ responses and therefore 

opted for this model which facilitates easier classification with two dimensions and four categories.  

 

NESMA: 

NESP_01: This is a lump sum turnkey contract with NESMA responsible for the full delivery of the 

project for a prominent client in Saudi-Arabia. This was a recurring business deal and NESMA was 

well aware of the well established procedures and specifications of the client. The project, being 

three replicated substation buildings had clearly specified deliverables and therefore was classified as 

Type I, with well-defined goals and methods.  

NESP_04, NESP_05: In these projects, NESMA was only a sub-contractor responsible for 

executing the design and construction drawings furnished by the respective clients. Once again, these 
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clients are strategic business partners of NESMA with recurrent business deals and well established 

project management processes. As a result, both goals and processes were understood and well 

defined at the onset of the project, leading once again to the classification of these projects as Type I. 

 

NESP_02: This project is a design, procure and construct contract for a complex industrial facility 

with associated deliverables. Despite the client and NESMA team being clear about the required 

project deliverables, this project being first of its kind for the teams led to ambiguous processes and 

systems put in place for the project delivery. Technically the project was also very challenging at 

different levels and NESMA had to identify the right international partners to team with to face these 

challenges throughout the project lifecycle leading to the classification of the project as Type II. 

  

NESP_03: This contract was a fast track project involving stringent deadlines with direct interests of 

the Saudi Royalty in the project. The design had to be developed at a very early stage and at a quick 

pace which did not give the opportunity to involve all stakeholders concerned with the project in 

order to define the desired project deliverables clearly at the project onset. However the project was 

handled by experienced project management team putting in place well defined project management 

processes, thus ensuring the project was delivered up to the required standards and client satisfaction. 

This led to the project being classified as Type III. 

 

UN Agencies: 

UNP_01: This project was responsible for planning and implementing the emergency rapid response 

framework in Asia Pacific Region. The project was a short-term one with well defined goals but the 

project consisted of implementing the framework following a newer approach compared to what was 

originally done in UNICEF. Consequently, the methods adopted were not entirely clear and well-

defined at the onset of the project and thus resulted in classifying this project as a Type II project. 

 

UNP_02: This project was responsible for putting a global rapid response framework in place to deal 

with emergencies in Africa and South America. From the interview, it was clear that the project had 

well established systems and processes in place; however since this project depended on funding, the 

goals kept changing based on the availability of funding. The interviewee further elaborates:  

“Part of my job like 25% of my job was to fundraise to keep going unlike the private sector where you have a 

predetermined budget, this was an ongoing budget work where you have to revise and tap your ambitions 

depending on how much money in the pipeline” 

Based on this, this project was classified as Type III having well defined methods but shifting goals. 

 

UNP_03: This was a project based in Angola that employed an intersectoral approach to provide 

adequate services like health, education, water, sanitation etc. Despite the well established goals in 

line with the Millennium goals advocated by the UN, the armed conflicts in the region posed several 

challenges to the project in terms of establishing processes and methods to carry out the project. 

Hence this project was classified as Type II with well defined goals but not well defined methods.  

 

UNP_04: This project, falling under Type I advocated awareness of ozone depletion and provided 

training to technicians to reduce the CFC consumption. Based on a small budget and small team but 

run by an experienced project leader, the project had well established goals and methods put in place, 
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thus ensuring the project was completed well ahead of the designated timeline and well within 

budget without many challenges.  

 

UNP_05 and UNP_06: Both these projects, executed in Lebanon, made exclusive use of consultants 

towards developing policies and preparation of reports. The projects, despite their well defined goals, 

encountered challenges especially when it came to collecting data and also due to assisting the 

respective ministries with issues not directly related to the project. As a result, there was consequent 

shifting in processes and methods of the project due to conflict of interest with the ministry 

requirements which fell beyond the scope of the project. In addition, the project being executed 

nationally led to the project processes being approved by both the ministry officials and UNDP 

country office which led to constant changes and adaptations of the procedures involved. These 

projects were classified under Type II. 

 

Figure 4.3 displays the classification of both the NESMA and UN projects under the Goal vs Method 

Matrix. 

 

 
Type II Type IV 

Methods  

well defined  

 

No 

NESP_02; 

UNP_01; UNP_03; 

UNP_05; UNP_06 

 

 Type I Type III 

Yes 

NESP_01; NESP_04; 

NESP_05; 

UNP_04 

NESP_03; 

UNP_02 

 

 Yes No 

 Goals well defined  

Fig 4.3 Classification of projects under Goal vs Method matrix 

4.4 LEADERSHIP IN THE CASE-STUDIES 

4.4.1 Leadership in NESMA 

It is important to note that the matrix organizational structure at NESMA has a deep and direct 

impact on the project leadership attributes exhibited by its project managers. In project-based 

organizations, the project manager has all the resources he needs on site and under his direct 

command, which enables him to play the role of a project champion. However, at NESMA, the 

various project departments are linked to their head office counterparts, having significant input in 

the project progress with regular coordination and support at critical stages in terms of those 

functions. With the HVEC (high value engineering centre) located in the head office, most of the 

critical cost-saving decisions, especially in terms of engineering, procurement, and heavy equipment, 

are dealt with in the head office and under the direct authority of the project sponsor. This leaves the 

project manager to focus on the execution tasks on site and the day-to-day activities.  
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The role of the project manager also changes depending on the type, size and complexity of the 

project. In the case of small size projects, project managers basically handle all aspects of site 

activities due to the absence of the higher architect, or the organisation that will be available in a 

complex project. However, depending on the scale of the project, the larger projects with more 

complex structures have more opportunities for leaders. In the case of mega-projects, as it is the case 

with some projects at NESMA, the project manger role becomes less active in the construction 

activities themselves and more involved in managing the project from a helicopter point of view.  

“On these large and complex projects you just cannot get involved in the details the way you want to in terms 

of the breadth of the scope. In fact, you’re forced to be a leader whether you like or not, because you just 

don’t have the time to get in the details and you have to rely on your team. Of course, whenever there are 

issues you dive into the detail immediately and you have to do that to solve the problems. But the day to day 

work of your teams, you just don’t have time to get into the detail. You have to trust your teams to get on with 

it.” (NES_03)  

 

During the course of the interviews, it became clear that, although there is no formal attempt at 

NESMA to distinguish between a project manager and project leader, the concept of leadership as 

moving beyond the mundane tasks and activities while trying to emphasize the people side of 

management is embedded in the culture of the organization and nurtured by senior management 

across the different project. The themes of motivation, sharing, supporting, and leading by example 

were recurrent in the discussions and often instantly accompanying the subject of leadership; 

“In leadership you should know how to motivate your team, how to emphasize the urgency of reaching the 

targets or meet your milestones; showing always the good and bad examples in terms of running the site and 

sharing the information so that the team around you can support you at any time”(NES_05) 

 

In order to sustain the leader-people relations (vs. manager-subordinate), NESMA senior 

management takes special care to maintain homogeneous and successful projects teams, often 

formed with a personal blend under the hardship of remote locations and deserted construction sites, 

then move those teams between projects at the same time to the same projects. This fact was 

particularly evident with project team NES_04: 

“…we were really successful in our project so we were promised (by the client) if we get any new projects in 

the future they will be asking for the same team that worked with us because we were very successful as a 

team.” 

 

4.4.2 Leadership in UN agencies 

Before addressing the questions of the interview, respondents belonging to the aid agencies UNICEF 

and UNDP, were first asked to comment about the organisation structure and working culture in their 

respective agencies, in order to provide a better understanding of project leadership in this context.  

 

From the responses of some interviewees, it was understood that United Nations being governed by 

member states can contribute to a whole range of varied and disparate views as most member states 

are different entities with totally different agendas. Very often, the UN policies become the lowest 

common denominator by which these member states operate and this does not give the UN much 

leverage or enough ceiling to operate. UNICEF and UNDP, still being UN agencies, can be 

considered, to some extent, to be independent entities with separate funding arrangements. However, 
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at the end of the day, despite gaining some independence from the UN in terms of policies, systems, 

rules and regulations, these agencies with their broad base of over 150 countries and employing over 

thousands of people, end up basically portrayed as political organisations. Under such situations, 

leadership as exercised in these organisations especially in projects can rarely be defined as a concept 

with clear boundaries and responsibilities.  

 

One of the interviewees from UNICEF explained that the organisation was hierarchical in nature, 

exhibiting leadership levels in more of a diamond shaped structure. The bottom of the structure was 

made up of low ranking professionals, the top consisting of senior professionals, managers and 

directors with the middle management comprising the remaining and major bulk of the diamond. 

Such a hierarchical model constitutes a top-down leadership approach where in the words of the 

interviewee (UN_01):  

“…the higher you are, the more senior you are, the more leadership capabilities you are expected to have; as 

you climb the ladder in the organisational framework, you obtain people management responsibilities” 

 

Project leadership in headquarters and country offices: 

However, it is important to note that the UN agencies have projects carried out directly from the 

headquarters situated in New York while most of them are executed through country offices located 

across the globe. This fact has organisational and cultural implications on the leadership styles 

exercised across the various projects. For projects carried out from the headquarters, the project 

leaders will have to be politically aware and judicious of the organisational culture present given the 

hierarchical way of management. As one interviewee (UN_02) comments:  

“…working within administration of UN headquarters takes you about a year to realise that there is a world 

here that you need to understand………there is the blueprint, but you need to get a bit savvy and politically 

astute without compromising your own integrity and remembering why you joined UNICEF…. to make a 

difference to women and children. I think too many people lose that in the first year and they become creature 

of the organisation and not a servant to the children.” 

 

Though project leadership is defined by the personality of the immediate superior or line manager in 

charge, a culture more supportive to project leadership was recognised in the headquarters where the 

project managers were more empowered to take decisions for their team. On the other hand, projects 

in the country offices often face higher complexity owing to the fact that these project managers in 

the field work with local governments or government agency representatives thus dealing with more 

bureaucracy and political pressure. Projects in the country offices are at times executed directly by 

the agencies themselves but in most cases embedded with the local ministries in charge. In the latter 

case, the project leaders, along with reporting to the UN programme management are now under the 

authority of the country political officials as well, as emphasized by the comment below:  

“I think the big difference is that the project managers in the field work with governments very often and 

government or agency representatives so they have to be diplomats in that sense and they also have to feed the 

beast as they call it” (UN_02)  

 

As a project manager in the country office (UN_06) states that working in UNDP projects affiliated 

to the local ministries, he is required to do tasks beyond his responsibilities and outside the scope of 

his project as the ministry requires it to be done. He also has to be aware and careful in balancing his 
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act so as not to incite any problems between his agency and the ministry which adds further burden 

to his job as conveyed below: 

“But you always have to take in consideration that if you take a stand against the minister office or the 

director general it will eventually have an implication on your career. Which is the same thing with UNDP 

but at the ministry level things tend to take more on a power struggle and you get caught in the middle, so you 

try to avoid being in such situation as much as possible. That’s why you end up saying “you know what? 

Forget that I run that idea if you don’t want, you don’t want…” 

 

The above statements illustrate how project managers in the UN country offices have limited 

authority in their projects due to the multiple authoritative stakeholders having heavy influence on 

the decisions and project management processes.  

 

4.4.3 Distinction between leaders and managers from a Project Manager perspective  

From the interviews, it was evident that these project managers understood very well that managing 

projects alone was not desirable in a project but leadership qualities exhibited in projects was also 

critical. The respondents especially the ones with several years of project management to their credit 

were more likely in a position to differentiate between leadership and management. As one 

interviewee (NES_03) in the construction industry commented: 

“My previous organisation distinguished from project managers to project leaders; these were like people 

who had worked through that project management role and were now ready for the bigger complex projects 

with bigger teams and require as the term suggests more leadership than management. And I found myself in 

that role for quite some time now where I am a leader rather than a manager. And I feel my role is to create 

an enabling environment for my team to succeed.” 

 

This view was corroborated by a senior project leader in one of the UN agencies in his interview 

(UN_02) where he distinctly draws the line between leaders and managers: 

“I would make the distinction first and foremost between managers and leaders. So I think there are examples 

where people come within the organisations and turn out to be great leaders. They could be informal leaders 

obviously when there are official managers and there are others who are appointed – they may be great 

technical people and for that they just come to a point where they are appointed as managers when they in 

fact have few or very limited mgmt skills.”  

 

The interviewees pointed out the fact that project teams can deliver excellent results owing to good 

managerial skills but if those results were achieved at the expense of the people working under the 

manager, he or she turns out to be poor leader. It was perceived by the interviewees that project 

leaders should be assessed not only by the output and performance of their projects but also by the 

well-being and satisfaction of the team. This key factor was also highlighted by a senior programme 

manager who when asked about the qualities that defined a successful project manager, mentioned 

that project leaders in addition to being good managers need to build on the team spirit thus enabling 

his team to enjoy working in their jobs. According to him, that was an important parameter on the 

performance of his project managers was evaluated:  

“It is very easy for a project manager to be on the job site and just take a stick and start ruling the job. But at 

the end of the day, he will lose all his staff. I need a project manager that will make a team on the job site, a 

family that will make people enjoy the job. This is an important parameter for me.”  
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4.4.4 Competency Profiles of Project Managers 

In this section, we study the competency profiles of project managers grouped in three main 

categories intellectual, managerial and emotional competencies. The questionnaire, which listed the 

fifteen competencies across the three dimensions, required the project managers to rank their 

leadership competencies as low, medium or high based on their perceptions. In order to facilitate 

handling of these competencies for qualitative analysis, each dimension has competencies grouped 

together as following:  

Intellectual Competency 
IQ1 - Decision- making/ judgement 

IQ2 
- Vision/Imagination 

- Strategic perspective 

Managerial Competency 

MQ1 
- Resource management 

- Achieving 

MQ2 

- Engaging communication 

- Empowering 

- Developing 

Emotional Competency 

EQ1 

- Motivation 

- Influence 

- Conscientiousness 

EQ2 

- Self-awareness 

- Emotional Resilience 

- Interpersonal sensitivity 

- Intuitiveness 

 

For each category, we look into the quantitative data collected from the questionnaire in both sectors 

and triangulate it against evidences of these competencies found in the qualitative interviews 

conducted with the same project managers.  

4.4.4.1 Intellectual Competency (IQ): 

The intellectual dimension comprises of the ability to make sound judgements and decisions, 

establishing sound priorities for future, having clear vision of the future and balancing the short and 

long-term considerations from a strategic perspective (more details on the dimensions are available 

in Appendix A).  
 

Quantitative Analysis: 

Most of the respondents ranked themselves high in the intellectual dimension (Table 4.5), especially 

the critical analysis and judgement and strategic deemed unanimously crucial for the success of a 

project manager. The other two competencies vision and imagination and strategic perspective were 

also considered important but to a lesser extent. It is interesting to note that both NESMA and UN 

project leaders rank the same when the average of the IQ scores was calculated. 

Table 4.5 IQ Classification – Quantitative Analysis 
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Strategic Perspective 2 2 2 3 3 2 3 2 3 3 2 3 3

IQ2 Score 67% 83% 67% 83% 100% 80% 67% 67% 100% 100% 67% 83% 81%

Intellectual 

(IQ)
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These results suggest that project managers handling high value contracts and large-scale projects as 

in construction requires them to have critical thinking capabilities and objective judgement to handle 

the various challenges arising in such projects. On the other hand, these very same qualities along 

with higher strategic perspective were considered important by the respondents from the UN 

agencies as the projects in question were subjected to high volatility and external influences.  

 

Qualitative Analysis: 

In this section, the authors of this present study have analysed the interviews of the various project 

managers belonging to both the case-studies with respect to the intellectual attributes exhibited in 

their projects and have attempted to identify where each project manager fits in the intellectual 

dimension.  

  

NESMA: 

In construction projects the decision making process varies significantly depending on the criticality 

of the decision, the project manager seniority, and the type of contract with client/consultant. Senior 

management is mainly involved when issues have contractual implications i.e. scope creep, variation 

orders, or client relations. In this case, upper management approval becomes mandatory irrespective 

of the project manager seniority.  

 

In general, project managers with a limited level of experience or seniority are deemed to focus on 

project execution tasks dealing with internal parties and execution team on site. In terms of site 

activities, the construction project manager at NESMA is often found to be on top of his team 

exercising a top-down managerial style when it comes to technical issues and managing resources: 

“You have to keep everybody informed but not involved”, says NES_01, “If you take a decision they 

have to implement it but you are responsible for it.” However, this authoritative approach of the 

project manager seems to be inversely proportional to the size and level of complexity of the task at 

hand. When assigned to a role where technically he is unable to cover all aspects of the job, the 

project manager tends to rely more on the technical expertise of his project team and, eventually, the 

top-down control shifts towards a flat structure where team managers are actively involved in the 

decision making process: 

“Don’t expect a project manager to have enough knowledge in terms of technical information; he needs to 

rely sometimes on the project engineer and take his opinion from a technical point of view, then analyze it and 

present it to the project sponsor -if it is really critical- in a global way, introducing cost, schedule impact, and 

mitigation strategy if required so that a critical decision can be made.”(NES_04) 

 

On a senior level, the project manager has the opportunity to look into the bigger picture and not just 

the day to day deliverables regarding the project. Senior project managers are the face of company 

with the client, and therefore they maintain a strategic vision for the project and they become 

involved in pursuing future business opportunities with the client, yet without losing contact with 

what is happening in the field: 

“Sometimes you have to make a decision on the spot and so you need to keep pretty well informed. You need 

to keep your finger on the pulse, you need to know what the main drivers are and have some sort of vision of 

reality in terms of your project. And at any particular time you could be at a high level meeting with the client 

at senior level and you have to make your decision on the spot. This happens. You try to avoid this and give 



55 

 

yourself as much time to your decisions as possible. But sometime you absolutely have to give the answers 

required and you have to hope you go the right way.” (NES_03) 

  

UN Agencies: 

In UN projects carried out from the headquarters, project managers are provided with more 

flexibility in coming up with innovative and creative solutions to implement projects in a better 

manner. As one respondent puts it, when solutions and initiatives are backed with proper evidences, 

it is easier to convince the senior management to accept the decisions and points of view of the 

project manager. This kind of wisdom comes with experience and the leadership skills of the project 

manager in taking decisions and convincing his team and superiors to see the benefit of these 

decisions. One other interviewee states that initiatives get full backup and support when operational 

details are linked to the strategic planning of the division which clearly proves that project managers 

in these contexts think and act outside the scope of their projects and in terms of strategic perspective 

thus adding more value to the project and enhancing their leadership capabilities as well.  

 

However in projects executed by the country offices, it was recognized that the level of decision 

making authority depends on the type of the projects. If the project is direct execution (DEX), the 

project managers have a margin of freedom in taking decision in coordination with the UNDP 

country office. However when the project is embedded with the local government, termed as national 

execution (NEX), the ministry officials become influential in the decision making process and the 

project managers are only responsible for being the initiator of decisions, based on resources and 

consultants available to them. As this interviewee, working in the country office, comments 

(UN_04):  

“Since the project is implemented by the ministry of environment, we report directly to the director general 

and the minister himself when there is a decision to be made. For example, to select the consultant or the 

agency to implement the project there is always a procedure to follow. UNDP HQ recommends consultants to 

us, and then we decide who is the most suitable for our country because the government, represented by the 

minister and the director general, is the decision maker. But the project manager is the initiator of any 

decision to be made.” 

 

The above statement only illustrates that these project managers function more as a coordinator with 

limited authority for day-to-day activities rather than a strategic decision maker with a long term 

vision for the project. As one other project manager (UN_06) in the country office puts it, project 

managers do have independence in certain aspects of their projects but when it comes to major 

decisions, crucial events, the decision making authority goes to the programme and country 

management office. 

“It is not easy to wear hats, ministry and UNDP HQ. You have to always make sure that you have the consent 

of both…but sometimes you get into situations, that one says yes and the other says no. and this is where it is 

very difficult to choose sides. It comes to your personal judgment in each situation if you want to make it an 

issue or let it go.” 

 

Table 4.6 lists the project managers in three categories (rarely exhibited, demonstrated, significantly 

exhibited) based on the extent of the intellectual competencies displayed in their projects.  
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Table 4.6 IQ classification – qualitative analysis 

Intellectual competencies (IQ) 
Rarely 

exhibited 
Demonstrated 

Significantly 

Exhibited 

- Decision- making/ judgement 

 

 UN_03;UN_04 NES_01;NES_02; 

NES_03;NES_04; 

NES_05; 

UN_01;UN_02; 

UN_03;UN_06; 

- Vision/Imagination 

- Strategic perspective 

NES_01; UN_04; 

UN_05; UN_06 

NES_02; NES_04; 

NES_05; 

UN_01;UN_03 

NES_03; 

UN_02; 

4.4.4.2 Managerial Competency (MQ): 

This dimension deals with the managerial skills required to organise and coordinate resources 

efficiently and effectively, communicate clearly, encourage team to take initiatives, solve problems 

and assume broader visions, develops the competencies and skills of the project team and display 

unwavering determination to achieve objectives and targets.  

 

Quantitative Analysis: 

The project managers of the UN agencies ranked themselves exceptionally high in managing 

resources and achieving goals and targets (MQ1 dimension) when compared to their NESMA 

counterparts. This could be attributed to the strict budgets and limited resources available for these 

projects under consideration. These UN agencies also made use of external assessors for independent 

and unbiased evaluation of the project outcomes along with formal project management 

methodologies (PRINCE2) which encourages the project managers to optimize resources effectively 

and work towards achieving their goals and objectives.  

In the MQ2 dimension when it involved empowering and developing the team, the NESMA project 

managers ranked higher than their UN counterparts and this could be attributed to more autonomy 

and independence enjoyed by these project managers in the NESMA environment.  

Table 4.7 MQ Classification – Quantitative Analysis 
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Managing resources 3 3 1 3 3 3 2 3 3 3 3 3 3

Achieving 2 2 2 3 3 2 3 3 3 3 3 3 3

MQ1 Score 83% 83% 50% 100% 100% 83% 83% 100% 100% 100% 100% 100% 97%

Empowering 2 3 3 2 2 2 3 2 3 3 1 3 3

Developing 2 2 2 3 3 2 2 2 3 3 1 3 2

Engaging Communication 3 3 3 3 3 3 2 2 3 3 2 3 3

MQ2 Score 78% 89% 89% 89% 89% 87% 78% 67% 100% 100% 44% 100% 81%

Managerial 

(MQ)
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Qualitative Analysis: 

NESMA: 

As the main person responsible for delivering the project from inception to the final handing-over, 

the project manager role encompasses a significant range of managerial responsibilities dealing with 

design and technical issues, client and suppliers’ coordination, periodic progress meetings for design, 

procurement, construction, and technical issues. All these require a special capacity for resource 

management and communication skills that project managers need to employ on daily basis in their 

decision making to keep the project running properly and achieve the desired outcomes: 

“From a managerial perspective, you should know what you’re doing in terms of technical approach, you 

should be fully aware on the job in terms of correspondence, design criteria or issues. You should know how 

to dedicate roles and responsibilities to your team, make sure they are following the procedures, it is 

managing the work. You can be a good leader, know how to emphasize and push people to the limit, but you 

cannot proceed without being a good manager, you need to have both skills on the table to be part of your 

day-to-day activities.”(NES_05) 

 

However, respondents seemed to have a different view with projects on larger scale and with a 

higher level of complexity. In this case, the resource management and achieving skills were 

downplayed in favour of empowering the key managers and developing the project team for better 

performance. In such projects, the key managers have more authorities and they are actively involved 

in the decision making process as their input is crucial towards the project’s outcomes. Here the 

project manager avoids making mundane decisions by having his team competent and making their 

own decisions, the project leader can then step in and resolve issues where decisions are required on 

a bigger picture: 

“I should only be making decisions that my managers don’t feel comfortable with making. And sometimes 

there is conflicts or trade-offs if you make a decision something might suffer and something might benefit. And 

different departments on your project might have these conflicts between them. So that’s a clear case where 

you can step in and prioritize and give a strategic decision for the overall project.”(NES_03) 

 

In terms of team and career development, most of the interviewees agreed that due to the time 

constraints of fast-track projects and the temporary nature of project teams, it is sometimes difficult 

for the project manager to ensure that all his team members and key resources are having a proper 

chance for proper career development; “Really we needed people who could hit the ground running 

and immediately contribute to the project moving forward”, said NES_03, “…there wasn’t so much 

time or opportunity for formal training.” In this sense, the role of the project manager is limited to 

the yearly appraisal where each team manager has the chance to note the kind of training 

recommended for his staff, which will be eventually decided upon by the human resource 

management in the head office. However, both NES_02 and NES_05 showed a clear awareness that 

professional development does not necessarily have to be delivered through formal training session, 

a project leader should be able to influence his team with the benefit of experience when working 

with people and giving them feed-back on specific areas where they feel the need for improvement. 

On the other hand, NES_03 pointed out the important benefit of considering career development as a 

means to motivate the project staff and encourage them to operate at full capacity, sometimes higher 

than their current role: 
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“When I am dealing with key managers, I would always look at them in a role higher than they are 

at the moment, the next level of promotion if you like. If I get them to perform at that level obviously 

it is going to have tremendous benefits for the project. But also it is beneficial to them… projects are 

part of people career path and at the end of the project they want to take away benefits, more 

seniority; they want tangible results from the project.” The respondent went ahead to explain how he 

arranged several promotions within his project team and they ended up delivering a higher 

performance to the benefit of the project: “…so I recognized potential contribution and made sure 

that promotion is also a key way of motivating your staff. In fact, it’s one of the best.” 

 

UN Agencies: 

In case of the UN projects, the findings suggest that project managers are well equipped to deal with 

the managerial aspects of the tasks involved in the direction and leading of projects. With respect to 

resource management and meeting objectives and goals, most project managers in this sector 

exercise a great deal of expertise and managerial skills as they are aware of the tight budgets and 

resource constraints these projects usually involve. Since most projects rely on external funding, the 

project managers are hard-pressed to finish the project within stipulated timeframe and achieve the 

targeted results in order to ensure subsequent funding and also to ensure their contracts in the 

agencies for future projects. However, there are exceptions and this contrast is highlighted by one 

other respondent who believes that deadlines are not crucial and sometimes projects need to be 

approached beyond the managerial point of view especially if quality and stakeholder satisfaction has 

to be met. This comes into effect especially when projects are deployed in countries where 

governmental bureaucracy and low efficiency plays a major role in compromising the stipulated 

project timeline. 

 

With regards to empowering and developing the team, the project managers are well aware of their 

responsibilities and input towards fostering and strengthening the team capabilities. One of the 

interviewees (UN_06) commented that as a project leader, when he spots the potential in a team 

member, he becomes responsible for nurturing and developing that person by giving them room to 

learn and progress. By also providing them specific roles and encouraging them to undertake more 

responsibilities, the project manager will aid towards enhancing the performance of the individual 

members and thus raising the contribution of the team as a whole. This thought was also echoed by 

another respondent (UN_02) who speaks on the subject of initiatives for project team development as 

follows: 

“There are some people if you give them some leverage, they will elevate themselves, and they just 

need some room and space to do great things. And another thing…….is giving an opportunity, if they 

are interested in something like building a database, make sure you find something like a course or a 

seminar on that particular issue or ask them to look for it themselves and create space to find some 

time to fit in capacity building which is extremely important.” 

 

The importance of involving the staff in decision making, on operational issues more than strategic 

decisions, was seen by most project managers as a positive factor towards building team 

cohesiveness. The project managers, well aware that teams in such agencies comprised of people 

with professional and specialist skills, utilised the team as a sounding board thus helping them to 

approach problems with different outlooks and background. In addition, communication and 
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negotiation skills were seen crucial and highly beneficial to the project manager while conveying the 

operational aspects of the project to the staff and also resolving conflicts or issues with team 

members and other implementing partners. Table 4.8 shows the classification of the project managers 

belonging to both NESMA and UN agencies in the managerial dimension.  

Table 4.8 MQ Classification – Qualitative Analysis 

Managerial competencies (MQ) 

 

Rarely 

exhibited 

Demonstrated Significantly 

Exhibited 

- Resource management 

- Achieving 

 

 NES_02;NES_03; 

UN_01;UN_02; 

UN_03; UN_06; 

NES_01;NES_04; 

NES_05; 

UN_04;UN_05; 

- Engaging communication 

- Empowering 

- Developing 

NES_01;NES_04; 

UN_01 

NES_05; 

UN_04;UN_05 

NES_02;NES_03; 

UN_02;UN_03; 

UN_06 

 

4.4.4.3 Emotional Competency (EQ): 

The emotional dimension includes various competencies like self-awareness, emotional resilience, 

motivation, sensitive to needs and perceptions of others, influence, intuitiveness and clear 

commitment. 

 

Quantitative Analysis: 

In analysing the results of the emotional competency dimension, it can be seen that project managers 

belonging to the UN agencies score higher than their NESMA counterparts with the main difference 

highlighted by the self-awareness competency. This could be suggestive of the male dominated 

construction industry whereas mixed gender environments lead to temperance of emotions and 

feelings. The clear demarcation in the ranks between management and labour, especially in 

construction work sites may also be another contributing factor. On the contrary, UN teams are 

mostly comprised of professional and specialist groups in which the project manager is expected to 

behave in a professional manner in full control of his emotions. In all other respects, both sectors 

seem to display the same level of competencies as per the quantitative analysis. 

Table 4.9 EQ Classification – Quantitative Analysis 
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Motivation 3 3 3 3 3 3.0 2 2 2 3 3 3 3

Influence 2 3 3 3 2 2.6 3 3 3 3 2 3 3

Conscientiousness 2 3 2 2 2 2.2 1 1 3 2 3 2 2

EQ1 Score 78% 100% 89% 89% 78% 87% 67% 67% 89% 89% 89% 89% 81%

Self-Awareness 3 3 1 2 1 2.0 3 2 3 3 2 2 3

Emotional Resilience 2 3 2 1 1 1.8 3 1 2 3 3 2 2

Sensitivity 2 2 2 1 1 1.6 1 1 3 3 1 3 2

Intuitiveness 2 3 2 1 2 2.0 2 2 3 3 1 3 2

EQ2 Score 75% 92% 58% 42% 42% 62% 75% 50% 92% 100% 58% 83% 76%

Emotional 

(EQ)
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Qualitative Analysis: 

NESMA: 

The self-awareness and interpersonal sensitivity of the project manager become extremely important 

when dealing with a large and heterogeneous workforce, comprising of different cultures, languages 

and backgrounds. This is specifically the case in most of NESMA projects where diversity is an 

intrinsic part of the company culture and considered an important ingredient in its success. One of 

the interviewees commented on the cross-cultural work environment at NESMA: 

“Let me start by saying that leadership in this part of the world is different from leadership in the western 

world… here things are different: people working together have different cultures and different backgrounds 

coming from different parts of the world, we communicate in English but in some cases there is 

misunderstanding or the message cannot be passed 100% correctly. We don’t work with locals. All teams are 

expatriates and we have almost 8 nationalities to deal with.” (NES_02) 

 

The project manager went ahead to elaborate on the special emotional and interpersonal skills 

required from him under such circumstances: 

“You have to deal differently with people from different cultures. You can empower some people but not 

everybody. Some people you cannot give direct orders in an authoritative way, you have to be much more 

emotional, so it depends on the people’s cultures and their respective characters.” (NES_02) 

The view on interpersonal sensitivity was further supported by respondent NES_05 as illustrated by 

his comment below: 

 “Sometimes the subordinates if they have a good idea I will listen, sometimes, even if I am not convinced, I 

give them the option to implement their idea to a certain level. We sit together and get a feedback to analyse it 

and show them whether this solution was good or not. Sometimes people would change their mind once they 

try their solutions”. 

 

Although the multi-cultural work environment is a common feature for NESMA projects, not all 

project managers choose to respond in the same way. Other respondents hardly touched on the issue 

of approaching people differently, and emphasized more on the influence and conscientiousness 

skills essential to succeed in such dynamic work environment.  

 

On the other hand, most of the respondents recognized motivation of the project team as a vital 

element in maintaining the high spirit and desired work pace especially under tough working 

conditions where staff and labour would lose at times the necessary motivation to keep the progress 

on track. With regards to project staff, respondent (NES_04) explained the importance of the 

aggressive spirit usually pertinent to project teams in construction sites determined to achieve their 

targets when compared to remote management from head office:  

“If you are comparing to a project manager in the head office, yes he is not going to have the same motivation 

that you feel in the guys doing the job on site, because of the front-end consultant/client day to day business, it 

is different approach so you find people on site more aggressive on meeting targets comparing to a project 

manager in head office.”  

 

On the level of labour, NES_05 identified three main tools used to motivate his people and make 

sure they perform at peak capacity throughout the project duration: incentives, awareness, and 
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acknowledgment. Incentives are used on periodic basis in order to boost the production capacity 

under certain circumstances or to meet specific targets or milestones. NESMA projects being mostly 

in remote locations, and often under the harsh conditions of the desert, “people are mainly there for 

fast money and gaining incentives is one way of getting it.” However, it is also important to raise the 

awareness towards common goals. In general, the interviewees stressed the importance of explaining 

to the team the need to meet certain targets, what is the reason behind them as a team in meeting the 

target, giving them enough criteria and basically keeping them informed with enough reasons in 

relation to a bigger picture, for a heavy lift crane to come on time for instance, the aim is basically to 

take them out of the day-to-day routine and make them aware of a specific target they need to 

deliver. The same eventually has to go from the project team to the lowest level of resource in the 

organization so that everybody feels they belong to one team and they have a common target. The 

third tool being acknowledgment, a successful project leader has to encourage his people by taking 

interest in what they are doing and acknowledge their achievements: 

“Be free with your praise and recognize a job well done. And in difficult circumstances where the teams are 

up against it make it clear to them that you also know the difficulties and we’re all in it together. So that they 

understand they’re not alone in this, they’re part of the team.” (NES_03)  

 

UN Agencies: 

Some of the project leaders interviewed dealt with developing a global program for UNICEF in rapid 

response and emergencies. The very nature of their projects required these project managers to not 

only be self-aware of their own strengths and weaknesses but also to regulate their emotions and 

feelings when they are out in the field performing their project duties, especially in times of 

emergencies. As one senior project manager (UN_02) emphasizes: 

“You have negative feelings, you have frustration, you experience all that and you have to be aware of it and 

then you have to manage it. It is about being professional it is about not screaming, slamming lockers, livid 

about it……….it is about making sure you carry yourself in a way that is consistent with certain professional 

standards and also something that the team should be aware of. I think you coming into a team and seeing 

how the people behave, you also adjust to it”.  

 

It was clearly evident for majority of these project managers that working in such agencies and in 

such projects it meant harnessing energy in a positive way. There were power struggles, there were 

fights to be won, but the project managers were aware of doing it in a smart way and not expending 

all their energy just to prove people wrong. In the end, they were confident that their performance 

would speak for themselves. Most of these project managers, especially the ones with experience to 

their credit were of the opinion that being emotionally resilient and keeping the bigger picture in 

mind by constantly reminding themselves of the reason they were in such agencies in the first place 

to make a difference to the world helped them to concentrate and focus on what needed to be done. 

As a consequence, they were also setting an example for their team and ensuring that petty struggles 

and disputes were set aside thus ensuring that harmony and team cohesiveness prevailed in the team.  

 

It was interesting to note that the respondents had different opinions on how they motivated the 

teams. For project managers working in emergencies, the nature of their work had ebbs and tides 

when they switched from emergency to development mode. During emergencies, the team performed 

full capacity without any need for any motivation as there were lives at stake. However during 
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development mode, there was the need for motivation, as one interviewee (UN_01) stated, “…but at 

the same time when the tide goes out and when we will be doing preparedness work, it is then you 

have to be reminded of what you are doing.” Under such instances, some project managers 

motivated the team by encouraging them to participate in decision making, some leading by example 

and ensuring that the team shared their vision while some project managers showed appreciation for 

the team by acknowledging team members in reports and giving them opportunities to take on more 

responsibilities. There were high evidences of the project managers providing an involving and 

engaging environment that incited the team members on motivating themselves. 

 

Interpersonal sensitivity was also highlighted in the actions of the project managers especially when 

they discussed their decision making processes. Most of them involved the team in decision making 

and were open to receiving inputs and ideas from their team members. On the other hand, influence 

was highly observed in project managers working in headquarters whereas the project managers in 

country offices were more interested in maintaining the status quo rather than exerting their influence 

and providing a rationale for differing view or opinion. 

 

This was a sector that involved higher stakes given that these agencies dealt mostly with saving 

human lives. Also it was an environment rife with political pressures and interventions. This imposed 

the constraints on most project managers to take decisions only based on complete information and at 

times backed with previous experiences and rational thinking rather than intuitive or emotional 

perceptions. With regards to conscientiousness and commitment, for most project managers, this was 

their chosen vocation and it counted more than a job. It was their own passion towards humanity that 

prompted them to choose and apply for jobs within these agencies and hence without doubt, these 

project managers displayed personal commitment and dedication when it came to performing their 

duties.  

 

Table 4.10 shows the EQ competencies displayed by project leaders across both NESMA and the UN 

agencies. 

Table 4.10 EQ Classification – Qualitative analysis 

Emotional competencies (EQ) 

 

Rarely 

exhibited 

Demonstrated Significantly 

Exhibited 

- Motivation 

- Influence 

- Conscientiousness 

UN_01;UN_05 NES_01;NES_04; 

UN_03;UN_04; 

UN_06 

NES_02;NES_03; 

NES_05 

UN_02;  

- Self-awareness 

- Emotional Resilience 

- Interpersonal sensitivity 

- Intuitiveness 

NES_01; 

NES_04;  

 

NES_03;NES_05; 

UN_01; UN_04; 

UN_05 

 

NES_02; 

UN_02; UN_03; 

UN_06 

 

4.4.4.4  Comparative analysis of the competency profiles 

A methodological triangulation, by using questionnaire in addition to interviews, as already 

discussed in the methodology section under 3.6 has been employed in this study to reduce the 

introduction of subjective bias that might arise in the qualitative analysis. The results arising from the 

quantitative analysis regarding competency profiles, leadership styles and success criteria will be 

used solely for triangulation purposes in this chapter. The discussion chapter will mainly focus on the 

results arising from the qualitative section.  
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Table 4.11 Comparative Analysis of Competency Profiles (Quantitative and Qualitative) 
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IQ1 H H H H H H H H H H H H H H H M H M H H H H
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MQ1 M H M M L M H H H H M M H M H M H H H H H M

MQ2 M L H H H H H L H M M L L H H H H M L M H H

EQ1 M M H H H H H M M H M L M H H M H M H L H M

EQ2 M L H H L M L L L M M M L H H H H M L M H H

High Match Low Match

UN_06NES_01 NES_02 NES_03 NES_04 NES_05 UN_01 UN_02 UN_03 UN_04 UN_05

 

From the table 4.11, it was established that there was a 50% match between the quantitative and 

qualitative results for the competency profiles of NESMA project leaders; whereas a 36% match was 

evident in the cases of the UN project leaders. Moreover, the extreme disparity as illustrated by the 

legend low match (L to H or H to L) is five times more in UN projects when compared to NESMA 

projects. This could be attributed to the NESMA environment which empowered its project leaders 

to exercise more freedom in decision making and encouraged critical thinking so there was a closer 

match between how they perceived themselves and what was exercised in reality. This is clearly 

supported by the response of the senior programme manager of NESMA: 

“I would need project managers who can take decisions to solve problems on the job site with the technical 

ability he has instead of throwing the problem back to the office and not being able to deal with it.” 

 

However in case of UN projects, the project leaders enjoyed limited authority over critical decision 

making and their action were often subjected to closer scrutiny and required the endorsement of 

multiple stakeholder parties before implementation. In terms of vision and strategic perspective, 

although the respondents ranked themselves high, little evidence of these competencies were 

exhibited from what they portrayed in the interviews; therefore the qualitative assessment differed. In 

some cases, a higher evaluation was given after discussing the different aspects of that dimension, 

during the course of the interview (for instance, UN_02 in MQ2 and EQ2).  

 

On the other hand, noticing that some respondents (3 out of 6) in the UN sector ranked themselves as 

high in almost all competencies raises the question of subjectivity of their responses and the 

reliability of the self-assessed survey. This is where the present study methodology using 

triangulation of both quantitative and qualitative results leverages the validity and reliability of the 

findings as opposed to pure quantitative studies.  

4.5 LEADERSHIP STYLES 

Based on the leadership styles proposed by Dulewicz and Higgs (2003) covered in the literature 

review, this section identifies the leadership styles exercised by the respondents in both the case-

studies NESMA and UN agencies. As conducted in the above section dealing with competency 

profiles, both qualitative and quantitative analysis is performed in this section as well.  

Quantitative Analysis: 

The competency profiles from the questionnaire were used to determine the leadership styles used in 

both the case-studies. The profiles were matched against the given competency profiles by Dulewicz 

and Higgs (2003) listed for the various leadership styles of goal-oriented, involving and engaging. 
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One other extra profile was taken from Müller and Turner (2009) which represents the competency 

profile of top performing project leaders in construction and engineering projects. In the quantitative 

analysis, none of the competency profiles showed a 100% match with the four styles used by this 

study. The percentage of match was noted to be relatively low varying between 40 and 67%. 

 

As indicated in the table 4.12, it is interesting to note from the quantitative results that there is no one 

predominant leadership style in the construction projects in NESMA. The leadership style varied 

mainly between involving and goal-oriented for these projects, nevertheless with a low matching 

percentage as mentioned above. It is interesting to note that none of the NESMA projects exhibited a 

strong match towards the construction and engineering profile.  

Table 4.12 Leadership Styles based on competency profile – Quantitative analysis 

GO IN EN CE NES1 NES2 NES3 NES4 NES5 UN1 UN2 UN3 UN4 UN5 UN6

Critical anal. &judgment H M M H H H H H H H H H H H H

Vision and Imagination H H M L M H M M H L M H H M M

Strategic Perspective H M M M M M M H H H M H H M H

Managing resources H M L M H H L H H M H H H H H

Achieving H M M M M M M H H H H H H H H

Engaging Communication M M H M H H H H H M M H H M H

Empowering L M H L M H H M M H M H H L H

Developing M M H H M M M H H M M H H L H

Motivation H H H L H H H H H M M M H H H

Influence M H H H M H H H M H H H H M H

Conscientiousness H H H H M H M M M L L H M H M

Self-Awareness M H H M H H L M L H M H H M M

Emotional Resilience H H H L M H M L L H L M H H M

Sensitivity M M H M M M M L L L L H H L H

Intuitiveness M M H H M H M L M M M H H L H

GO - Goal Oriented 47% 53% 33% 40% 53% 47% 47% 40% 47% 67% 40%

IN - Involving 53% 67% 47% 20% 27% 47% 40% 27% 33% 33% 13%

EN- Engaging 40% 53% 53% 33% 20% 27% 20% 53% 60% 33% 53%

CE- Construct&Engg 27% 47% 33% 33% 20% 33% 40% 33% 27% 40% 33%

Style IN IN EN GO GO GO/IN GO EN EN GO EN

IQ

MQ

EQ

Competency

 

 

On the other hand, the UN projects seemed to indicate a split between goal-oriented and engaging 

leadership styles. This trend of some project leaders portraying themselves as goal-oriented leaders 

can be due to them being located in headquarters where the project environment may emphasize 

clear goals and objectives whereas projects in the country offices are more subject to volatile 

environments and a transformational leadership style bordering on engaging style might be required 

here. Experience of the project leaders might also play a role in deciding the leadership styles as less 

experienced project leaders might be more results-driven and concerned with short-term project 

outcomes rather than strategic visions.  

Qualitative Analysis: 

Based on the qualitative analysis of the competency profiles and further analysis of the interviews 

conducted with the respondents, this section identifies the leadership style exercised by the 

respondents in their respective projects discussed in this study.  

 

The competency profiles from the various dimensions were translated from rarely exhibited, 

demonstrated and significantly exhibited to low, medium and high to match against the competency 
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profiles provided by Dulewicz and Higgs. Since none of the competency profiles of the project 

leaders in NESMA provided a high match against the construction & engineering profile, the latter 

was not taken into consideration for the qualitative analysis. Table 4.13 displays the leadership styles 

discerned from the qualitative analysis. 

 

The dominant leadership style in NESMA projects was deemed to be goal-oriented with both 

involving and engaging also found to be a good fit. This may be expected behaviour in construction 

projects where project leaders tend to have higher intellectual capabilities and resource management 

skills in comparison to the emotional competencies required for involving and engaging styles. Also 

goal-oriented leadership styles are more evident in construction projects of relatively small size and 

less complexity as emphasized by interviewee NES_03 here: 

“…certain projects are maybe very well defined, very controlled, they are almost like on train lines you have 

to get from one point to another and there isn’t much opportunity to make it any differently, including smaller 

projects might be of this nature, where it’s very defined what needs to be achieved and you need a different 

type of leader for those projects than you might for some others.”  

 

Table 4.13 Leadership Styles based on competency profiles – Qualitative Analysis 
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IQ1 Critical Thinking & Judgement H M M H H H H H H H H M M H H H

IQ2
Vision and Imagination

Startegic Perspective
H H M L M H M M M M H M L L L L

MQ1
Resource Management

Achieving
H M M H M M H H H M M M H H M M

MQ2
Empowering

Developing

Engaging Communication

M M H L H H L M M L H H M M H H

EQ1
Motivation

Influence

Conscientiousness

H H H M H H M H H L H M M L M M

EQ2

Self-Awareness

Emotional Resilience

Interpersonal Sensitivity

Intuitiveness

M H H L H M L M M M H H M M H H

GO 67% 67% 83% 67% 92% 92% 58% 75% 50% 67% 67% 50% 50%

IN 42% 75% 75% 42% 67% 67% 50% 83% 75% 58% 42% 58% 58%

EN 42% 92% 75% 42% 67% 67% 50% 83% 92% 58% 42% 75% 75%

GO EN GO GO GO GO GO IN/EN EN GO GO EN EN

         Low Fit < 33% < Moderate Fit < 66%  < High Fit  
 

In contrast, to the above type of projects, interviewee NES_02 talks about his project which involved 

a complex matrix of several stakeholders, external and internal where the project was executed by a 

joint venture of NESMA in addition to two Turkish companies. This obviously required more 

negotiation and communication capabilities along with emotional competencies thus requiring him to 

exercise more of an engaging leadership style. As illustrated by him: 

“…Basically the difficult thing that I had as a project manager was to manage my stakeholders more than the 

client. Technically this project is being executed by joint venture between 2 Turkish companies with NESMA. 
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So internally I had 3 companies’ stakeholders to deal with. (…) That was real challenge to convince 3 

companies’ managers that this project has to continue this way otherwise we will lose face with client for 

future business.” 

 

In case of the UN projects, the leadership styles varied from goal-oriented to the opposite spectrum 

of engaging. It was interesting to note that the size of the core team tend to play an influencing role 

in the style of the leadership as emphasized by one respondent. Core teams can either be small 

ranging from 1-3 people consisting of just the project management team working with consultants or 

bigger in size when they include team members like site engineers, admin assistants, research 

assistants, public relations, media campaigner and so on. As supported by UN_06: 

“There is a difference because there the project manager has a bigger core team so the management style is 

different, while here it is still easier because you’re dealing with one person, one to one relationship rather 

than 5 to 1. You know it’s difficult when you have a group of people with everyone having a different way of 

thinking and doing things…” 

 

However the goal-oriented style exercised in small teams might evolve into more of an engaging 

style when the project involves multiple stakeholders requiring more negotiation and communication 

capabilities:  

“It is more a participatory process, highly stakeholder involvement process. We have their endorsement on 

every step. Also to get data is not easy, especially in Lebanon; we need to get on person to person relationship 

with the other stakeholders and the other ministries…”  

 

In addition, the project leaders classified as exhibiting engaging styles emphasized more 

empowerment and development of their team along with exercising self-awareness and resilience in 

facing challenges owing to the nature of the project as dealing with emergencies or its environment 

as subjected to political pressure.  

4.5.1.1 Comparative Analysis of Leadership Styles  

As described in the comparative analysis section for competency profiles (Section 4.4.4.4), this 

section employs the results from the quantitative analysis against the qualitative results for further 

validation of the results obtained on leadership styles through qualitative analysis.  

Table 4.14 Comparative Analysis of Leadership Styles (Quantitative and Qualitative Analysis) 
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Quantitative Results IN IN EN GO GO GO/IN GO EN EN GO EN 

Qualitative Results GO EN GO GO GO GO IN/EN EN GO GO EN 

NESMA: 

Interviewee NES_01 qualifies himself as involving according to the survey results; however the 

interviews show him to exhibit more of a command and control style of leadership without little 

evidence of MQ2 competencies of engaging communication or empowering especially when dealing 

with subordinates as illustrated by his statement below:  
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“For the people below, they have to implement whether they like it or not, this is their job they have no choice. 

If someone gets really stubborn you have to find a way. You have to be aggressive. Why? Because this is not 

his call it is my call and he won’t be responsible for it.” 

 

On the other hand, NES_02 is classified as engaging from the interviews as he portrayed himself 

quite high in the competencies of MQ2 and EQ2 dimensions as illustrated in the previous sections. 

  

Interviewee NES_03 also showed a close match to engaging in the quantitative analysis however he 

displayed himself as more of a visionary project leader emphasizing on long-term vision and 

creativity which classified him more of a goal-oriented leader than an engaging personality.  

“This was a bit of cultural change in terms of the environment that I was in. so this is in a small way maybe 

one of the innovations. But there were lots more towards those innovative processes that I am aware of and 

didn’t have time to implement on this project. It’s kind of special in terms of the time demand on it but which I 

plan to bring in on future projects where I think we can do things better. And this will require also head office 

being open to this sort of change and innovations which I am sure they will be.” 

 

UN Agencies: 

There is 67% match in the results of the leadership styles between the quantitative and qualitative 

analysis for UN project managers. The major discrepancy is noted for interviewee UN_02 where the 

competency profile collected from the survey matches him more towards a goal-oriented leadership 

style whereas the qualitative analysis results from the interview shows him to exercise more of an 

engaging leadership style. Of all the interviewees among the UN agencies, this person was well 

aware of his accountability and responsibility as a project leader and it was evident from his 

interview that he promoted empowerment and development in his team (as illustrated in section 

4.4.4.2) and also established himself as high-ranking when it came to self-awareness and emotional 

resilience (section 4.4.4.3) – the four competencies that differentiates the goal-achieving leadership 

style from that of engaging. He elaborates more on his style of leadership by contrasting to what is 

seen in most business environments as follows: 

“In large parts of the world, leadership is about command and control and it is not about transparency , it is 

not about inclusiveness, it is not about building trust, it is about you do what I say and you do not do what I 

do in a way. So, coming back to your question how can you get people to deliver, you create a team and you 

create a standard operating procedure for team which is lent itself to transparency and then you also need to 

build trust, you need to ensure you have the trust of the team and you have to make sure the team members 

trust each other”.  

 

The major competencies that differentiate between engaging and goal-oriented leadership styles lie 

in the IQ, MQ2 and EQ2 competencies. Respondent UN_04 ranks as engaging in the survey results, 

however, his interview portrays him as not highly exercising the people-oriented managerial and 

emotional competencies in the MQ2 and EQ2 dimensions thus depicting him as a goal-oriented 

project manager especially with his project ranked as Type I project with stable environment and 

well defined goals and methods. 

4.6 PROJECT SUCCESS 

The criteria for project success used in this study were already discussed as part of the literature 

review. For ease of understanding and better analysis, these criteria are grouped into various themes 
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as shown in the table 4.15 below. The first theme covers the project’s purpose and performance 

criteria and this includes meeting the functionality, time and budget constraints and also ensuring that 

the project resulted in increasing the profitability and professional image of the company involved or 

handling the project. The second theme is about meeting the expectations of the various stakeholders 

involved in the project namely end-user/target beneficiary satisfaction, client satisfaction with the 

project results, and key stakeholder satisfaction with project progress, completion and hand-over. 

The third theme is whether the project opens up avenues for further business with the same client. 

The EHS theme covers whether the project satisfied the environment, health and safety requirements 

in terms of environmental friendliness, sustainability, energy use, and health and safety measures. 

The above mentioned four themes can be used for both construction and international aid projects 

whereas the last theme is specifically meant for the UN agencies. This explains whether the project 

has built institutional capacity within the recipient country and if the project outcomes can be 

sustained once the funding and project team support has been removed.  

Table 4.15 Success Criteria Themes 

Theme Success Criteria 

Meeting project’s purpose & 

performance criteria 

- Project’s overall performance (functionality, time and budget) 
- Meeting the project’s purpose 
- Satisfaction of project team (productivity/project 

profitability/professional image) 
- Meeting the respondent’s self-defined success criteria 

Meeting Key Stakeholders 

expectations 

- Satisfaction of end-user/target beneficiaries with the project’s 
product or service  

- Client satisfaction with the project’s results/good project 
reputation 

- Key stakeholders informed of and satisfied with project 
progress/completion 

- Project assets transferred, financial statements completed, and 
team dissolved to the satisfaction of key stakeholders 

Future Business - Open new market/recurring business with the client 

Environment, health and safety - Environmental Acceptance (sustainability, environmental 
friendliness, energy use, etc.) 

- Health and safety records 

UN specific  - Project has built institutional capacity within country 
- Projects outcomes are likely to be sustained 

 

4.6.1 Quantitative Analysis 

Fig 4.4 displays the success levels of the various themes as perceived by the project managers under 

two case-studies. In the first theme of meeting project’s purpose and overall performance criteria, 

each project leader in NESMA and the UN agencies evaluated the level of their project success in 

terms of functionality, time, budget and quality. The average success in NESMA was 88% which is 

ten percent higher than the UN project success levels. This might be attributed to the well defined 

project management methods adopted in construction leading to high project performance. Another 

area, where construction projects outperform the UN projects (20% difference), is future business 

where projects give the opportunity to open new markets and establish recurring businesses with the 
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clients. In the UN projects, where funding sources and clients are two different entities, pursuing 

recurrent project opportunities with the same client is not relevant as in the private sector. 

  

On the other hand, both sectors were perceived to be performing equally in meeting the stakeholder 

satisfaction (80%) and environmental acceptance, health and safety criteria (76%). These themes 

seem to be equally important for both the sectors and project managers are investing significant 

effort to fulfil their responsibilities in this respect.  

 

The last theme related only to UN specific projects scored an average of 86% percent which means 

that project managers give significant importance to this theme and believe that their projects are 

building institutional capacities within the countries and the outcomes are likely to be sustained in 

the long term.  

 

 

Fig 4.4 Project success levels of NESMA and UN projects – quantitative analysis 

The below table categorizes the project performance in the respective themes in terms of low, 

medium and high in order to facilitate the comparison of the quantitative results with the qualitative 

success levels as assessed during the interviews.  
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Table 4.16 Project Success Classification – Quantitative analysis 

 
Low (< 70%) Medium (<85%) High  

Meeting project’s purpose 

& performance criteria 
UN_03 

NES_01, NES_02, 

UN_01, UN_02, UN_05 

NES_03, NES_04, 

NES_05, UN_04, UN_06 

Meeting Key 

Stakeholders expectations 
  

NES_02, NES_03, 

NES_04, UN_01, UN_02, 

UN_03 

NES_01, NES_05, 

UN_04, UN_05, UN_06 

Future Business UN_02, UN_04, UN_05 
NES_02, NES_04, 

UN_01, UN_03 

NES_01, NES_03, 

NES_05, UN_06 

Environment, health and 

safety 
UN_01, UN_02 

NES_01, NES_02, 

NES_04, NES_05, 

UN_04, UN_05, UN_06 

NES_03, UN_03 

UN specific  UN_03 UN_05 
UN_01, UN_02, UN_04, 

UN_06 

 

4.6.2 Qualitative Analysis: 

To discover how project managers defined project success and how they measured the success of 

their projects, all interviewees were asked to define how they perceived project success in their 

projects. The findings, based on context-sensitive interpretations, are described in terms of the 

themes grouped above, separately for NESMA and UN agencies. The correlation between leadership 

competencies (established through qualitative analysis in the above section) and project success 

criteria (identified in this section) will also be explained below. 

NESMA: 

When asked to define project success according to their views and how they measure the overall 

project performance it in their respective projects, most of the respondents emphasized four main 

criteria as their main priority: safety, quality, cost, and schedule, in order of importance. In other 

words, to achieve success a project has to be done safely, properly, on time, and definitely within the 

tolerance of the budget. In terms of safety and environmental acceptance, the respondents 

commented on the policies and stringent practices that NESMA has in place to promote a safe and 

healthy work environment, resulting in several clients’ recognition for their EHS records. 

 

From a business case approach, and because the project manager is the representative of his company 

on site, sometimes he finds himself dealing not only with the client/consultant project management 

team, but also with the operation personnel i.e. the owners of the facility. Here the project manager 

should be resilient enough to satisfy both parties and try to fulfil their requirements within reasonable 

requests / costs and sometimes negotiating whether it is a wish list or really a requirement for the 

product: 

 “The mitigation strategy to avoid scope creep is to finish early and have the handover documents done with 

the consultant/client so you don’t have to deal with operation team and keep adding more scope. So if you 

move fast and close the books early enough, project close-out should not drag, a key success for us was that 

our close-out was so fast they couldn’t realize if operations needed anything beyond the contractual 

agreement; we were not even present to satisfy any of the requests.” (NES_05) 
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However, this is mainly feasible in projects where the NESMA is only responsible for execution a 

design developed by a third party, but this is not always the case. For project NES_03 achieving 

project success in the broader sense of satisfying key stakeholders, especially end users and the 

product’s authorities, was a complex matter and not to the full aspiration of the project team. The 

project was an EPC design-build contract and NESMA was given a brief at the very early stages of 

the project, an overall scope for the project that has to be turned into a concrete design in a very short 

of time. Despite the considerable success of the project in terms of overall performance, the 

respondent evaluated the satisfaction of other key stakeholders at medium level, which he explains 

below:  

“There were meetings with stakeholders then to make key decisions regarding the design. And as I mentioned 

the client organization didn’t exist in any substantial way at the beginning of the project, whereas at the end 

of the project it’s a major organization. So you have all these relative new comers on board. They were not of 

the original brief and they were not part of these key strategic decisions that had to be made for the design to 

progress at a very rapid pace. And they had totally different expectations in terms of the end product and in 

terms of what actually being built… Everyone has different views. Some people are very happy with the BMW 

you’ve given them but there are some who think they should’ve had a Rolls Royce.” 

 

On the other hand, the senior programme manager seemed more concerned with the strategic aspects 

of success, associated with project excellence and company reputation that would eventually lead to 

a pipeline of future business opportunities:  

“…project success is a project that basically people talk about. When you have a project that 

becomes an icon that people talk about – our performance on certain projects has commented so 

much that everybody was aware of our reputation. This was a very important parameter for me.” 

 

UN Agencies: 

Of the above themes, it was found that meeting stakeholder expectations and UN specific categories 

were given more importance when it came to decide whether the project was a success or not. 

Meeting the project’s purpose and performance criteria cannot always be used a measure of project 

success as in some cases, project officers deemed initiating the project and running of the agency in 

extremely politically turbulent countries as success in itself even if the project did not meet all of the 

stipulated objectives and goals. Therefore, the project success depended upon the political situation 

in certain countries as this interviewee (UN_03) explains:  

“It is quite challenging in a different way – if you take the Angola project you might ask if was I successful or 

not? I would say yes just because I somehow maintained the office running because the challenges were so big 

that even surviving was kind of success. But if you ask me of the impact on ground I mean it would take years 

and years to see something….” 

 

However in countries where the projects could be executed without much trouble, key performance 

indicators were put in place to measure the project outcomes. In most cases, these agencies made use 

of independent appraisal agencies to provide a fair and unbiased evaluation of the project outcomes. 

But again the importance of this criteria varies, for in some cases, for some project managers, 

finishing the project in terms of achieving its purpose meant extension of funding in future and also 

strengthening his credentials. However some project managers commented that in some cases where 
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projects are of not vital importance as saving lives or making a significant difference, there might not 

be enough consequences when projects fail.  

 

Meeting the satisfaction of end-user/beneficiaries, clients and key stakeholders was deemed an 

important measure of success by these project managers. As one respondent claims (UN_02) “It 

becomes an issue of contribution and attribution – can we say in New York that we actually made a 

difference, can we point at empirical evidence and say that we made a difference”. Most project 

managers stress on obtaining the ownership of stakeholders and public endorsement of their projects 

as a measure of success. Such project managers, look beyond the managerial point of view of 

meeting the iron triangle of time, cost and scope, by taking extra initiatives and going the extra mile 

towards increasing the quality of their project outcomes. In contrast, a few project managers claim 

that satisfying the key stakeholders becomes crucial towards ensuring their future career with the 

agency due to the high influence of the stakeholders towards contract renewals. Irrespective of the 

motives, project managers unanimously agreed on stakeholder and client satisfaction as an important 

measure of project success. 

 

Future business and environment, health and safety themes did not rank high in most of the project 

managers’ perception of success in this sector except for the project managers in the country offices 

whose projects were directly linked to issues related to environment and were involved with the 

respective ministries. However, the UN specific criteria of building institutional capacity and project 

outcome sustainability played high as most project managers talked about measuring of project 

impact on ground. This measurement provides challenges as this is usually done after the project’s 

duration and it becomes hard for the stakeholders especially ministries to judge this on a long-term 

basis given the volatile and changing nature of the political arena and their agendas. Table 4.17 

shows the project success classification obtained through qualitative analysis. 

 

Table 4.17 Project Success Classification – Qualitative Analysis 

Theme Rarely mentioned Stated Emphasized 

Meeting project’s 

purpose & performance 

criteria 

 NES_02; NES_03;  

UN_01; UN_02; 

UN_03; UN_05; UN_06 

NES_01;NES_04; 

NES_05;UN_04 

Meeting Key 

Stakeholders 

expectations 

 NES_01; NES_04; 

UN_01; UN_05 

NES_02; NES_03; 

NES_05; UN_02; 

UN_03; UN_04; UN_06 

Future Business NES_01;UN_01; 

UN_02; UN_03 

NES_04; NES_05; 

UN_04; UN_05; UN_06 

NES_02;NES_03 

Environment, health and 

safety 

UN_01;UN_02; UN_05 NES_03; NES_04;  

UN_03; 

NES_01; NES_02; 

NES_05; UN_04; UN_06 

UN specific   UN_04;UN_06 UN_01; UN_02;  

UN_03; UN_05 
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4.6.2.1 Comparative Analysis of Project Success Criteria  

Table 4.18 shows the comparison of the project success levels from both the quantitative and 

qualitative analysis. The comparative analysis reveals 40% match for NESMA whereas UN exhibits 

a match of 30%, with only 5% showing extreme disparity (H to L or L to H) which shows an 

acceptable level of reliability for both results.  

Table 4.18 Comparative Analysis of Project Success Criteria 

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

Q
u

a
n

t.

Q
u

a
l.

S01 M H M M H M H H H H M M M M L M H H M M H M

S02 H M M H M H M M H H M M M H M H H H H M H H

S03 H L M H H H M M H M M L L L M L L M L M H M

S04 M H M H H M M M M H L L L L H M M H M L M H

S05 H H H H L H H M M H H M

S01=  Meeting Project's  purpose & performance criteria S03= Future Business S05= UN specific

S02= Meeting Key Stakeholders' Expectations S04= EHS

High Match Low Match

UN_06NES_01 NES_02 NES_03 NES_04 NES_05 UN_01 UN_02 UN_03 UN_04 UN_05

 

 

4.7 SUMMARY OF THE FINDINGS 

Based on the qualitative analysis, the findings of the study are summarized below: 

 

� Nature of the projects:  

The majority of the construction projects of NESMA fall into Type I category with well defined 

goals and methods. On the other hand, UN projects mainly fit into the Type II category with well 

defined goals but unclear and sometimes vague methods. This was supported by the quantitative 

assessment by using hard and soft application framework showing disparity between the two 

sectors where UN projects are softer in terms of goal tangibility, project permeability, solution 

options and stakeholder expectations. 

  

� Competency Profiles: 

IQ dimension: For NESMA projects, most project managers exhibited high levels of critical 

thinking and judgement capabilities. However the respondents had different interpretation of 

what constituted project vision and strategic perspective; these attributes were mainly displayed 

in the case of senior project managers handling large scale projects and having direct 

communication with senior management of the clients, therefore influencing the long-term 

implications of the project outcome in terms of future business. In terms of UN projects, 

decision making autonomy was not as prevalent as in the NESMA counterparts. The long term 

vision and strategic perspectives for projects were rarely exhibited by project managers 

especially in the country offices where employment contracts are renewed on yearly basis; 

exception being senior project leaders from the headquarters.  

 



74 

 

MQ dimension: Most project leaders from NESMA showed a relatively higher performance in 

terms of resource management and achieving goals than UN project leaders given the well 

established methods in the construction industry. In terms of communication, empowering and 

developing, the exhibited levels among the UN project leaders were higher than their NESMA 

counterparts. 

 

EQ dimension: Self-awareness, emotional resilience and interpersonal sensitivity were more 

emphasized with the UN project leaders due to the humanitarian aspects involved in most of 

their projects. On the other hand, NESMA projects emphasized competencies such as 

motivation, influence and conscientiousness which are deemed to be important for delivering 

projects utilizing large teams in dynamic work environments.  

 

� Leadership Styles: 

The study recognized a predominant leadership in NESMA despite the heterogeneous mix of 

projects undertaken for this study in terms of size, complexity, environment and experience of 

project managers. A dominant style of goal oriented leadership with good fit was observed in 

80% of the projects, with three project managers also exhibiting high emotional competencies 

and scoring a good fit in both involving and engaging styles. On the other hand, the UN project 

leaders showed a mix of goal-oriented and engaging styles; however with emotional 

competencies playing an influential role towards managing projects in this sector.  

 

� Project Success Criteria: 

In NESMA, project leaders paid special attention to meeting project’s purpose and overall 

performance criteria and future business resulting in NESMA performing significantly higher 

than UN in these themes. On the other hand, both sectors results were comparable in terms of 

meeting key stakeholders expectation and EHS requirements. In addition, UN project leaders 

considered their projects successful in terms of ground impact and long-term sustainability of 

their projects.  
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5 DISCUSSION 

5.1 INTRODUCTION 

In the previous chapter, we highlighted the findings on the nature of projects between the two 

sectors, various leadership competency profiles prevailing in the case studies and the level of project 

success in the different success criteria adopted in this study. Table 5.1 provides a synopsis of the 

findings of the qualitative analysis from the previous chapter. 

 

Table 5.1 Synopsis of Findings across case-studies 

 NESMA UN Agencies 

Project Types  

(mostly prevalent) 

Type I: well defined goals and methods Type II: well defined goals but unclear 

methods 

Competency Profiles 

Intellectual 

Competencies 

(IQ) 

- High Critical Analysis & Judgement across 

all projects 

- Vision and Strategic Perspective vary from 

medium to high with project manager 

experience & project complexity 

- Medium to High Critical Analysis and 

Judgement depending on level of decision-

making autonomy 

- Vision and strategic perspective ranging 

from low (field projects) to medium 

(headquarters)  

Managerial 

Competencies 

(MQ) 

- High in Resource Management and 

Achieving 

- Medium in Empowering, Development and 

Communication 

- Medium in Resource Management and 

Achieving 

- High in Empowering, Development and 

Communication 

Emotional 

Competencies 

(EQ) 

- High in motivation, influence, and 

conscientiousness 

- Medium in self-awareness, emotional 

resilience, interpersonal sensitivity and 

intuitiveness 

- Medium in motivation, influence and 

conscientiousness 

- High in self-awareness, emotional 

resilience, interpersonal sensitivity and 

intuitiveness 

Leadership Styles - Goal oriented (higher intellectual and 

resource management and achieving skills 

exhibited across most projects ) 

- Engaging (higher emotional competencies 

exhibited in dynamic project environment 

and multiple stakeholder influence)  

Project Success - High in meeting project purpose and 

overall project performance 

- Medium to High in meeting key 

stakeholder expectations (varies with 

project complexity and strategic alliance 

with clients) 

- Medium to High in future business 

- High in Health and Safety, Medium in 

Environmental acceptance 

- Medium in meeting project purpose and 

overall project performance (less emphasis 

on time constraints compared to 

budget/quality) 

- High in meeting stakeholder expectations 

- Low to medium in future business (funding 

sources differ from clients) 

- Low to medium in meeting EHS requirements 

- High in long term sustainability of project 

outcomes and building institutional 

capacity 

 

This chapter will discuss about the findings in more detail along with comparison to literature in 

order to bring out any similarities or contradictions. 
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5.2 NATURE OF PROJECTS  

The classification of the projects was done based on the qualitative analysis performed from the 

information gathered about the projects during the interviews. Under the project classification of 

Turner and Cochrane (1993), construction projects fit into the Type I quadrant with well defined 

goals and well defined methods. This view was supported by Crawford (1998) where the study on 

construction projects confirmed that 79.2% of the survey sample reported that goals were clearly 

defined at the start of projects and 78.3% that methods were well defined.  

 

The findings of this present study are consistent with the above views where most of the construction 

projects in NESMA considered for this study (3 out of 5) fit into the Type I quadrant. The other two 

projects fit into Type II (NESP_02) due to technical and innovation challenges leading to 

progressively defined methods during the course of the project and Type III (NESP_03) due to 

complex matrix of stakeholders leading to different expectations of goals and objectives at the onset 

of the project. The discrepancy in the perceptions of the project’s goals and objectives between the 

project management team and the major stakeholders is discussed by Crawford (2004) in her 

research regarding stakeholder issues and external influences affecting the project goals, especially 

when there is difference in the perceived tangibility of the goals. 

 

In the case of the UN projects, most of them had well defined goals especially in line with the 

Millennium goals set up by the UN. Most project managers were well aware of what the projects had 

to achieve for e.g. Setting up for rapid emergency response framework, Phasing out of the 

consumption and production of ozone depleting substances. Youker (1999) and Diallo and Thuilllier 

(2004) claim that there may be lack of shared perception and agreement on goals and objectives 

between the project management team and major stakeholders; however this has not been found to be 

the case in the sampled UN projects for this study. The project managers interviewed portrayed a 

clear understanding of what the project had to achieve through a continuous and engaging 

communication with the various stakeholders involved, with the exception of one project (UNP_02) 

which endured a constant drift in the goals owing to the limitations imposed by budgetary constraints 

and funding issues.  

 

However, most projects exhibited that the methods used to attain these goals often crystallized as the 

project progressed owing to high project permeability to external influences and the availability of 

multiple alternatives to project solutions as illustrated by section 4.3.1 relating to hard/soft 

dimensions of projects sampled from the UN agencies. Hence most of the UN projects were 

classified under Type II category with well defined goals but not well defined methods. These 

findings are in line with the views of Ahsan and Gunawan (2009) discussing the type of international 

development projects with relation to the Goals and Method Matrix.  

 

This discussion about the project types sampled in the two case-studies emphasized the disparate 

nature of the projects across the two sectors. The coming sections will discuss the leadership styles 

leading to successful project performance across these project types; however the explicit influence 

of the project types on the leadership styles is outside the scope of this study and might be explored 

in future research, building on the findings of this present study. 
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5.3 COMPETENCY PROFILES / LEADERSHIP STYLES IN THE TWO SECTORS 

This study focuses mainly on the competence school of leadership as it is the most recent school and 

it encompasses all the previous existing schools. There are various frameworks within the 

competency school such as the Emotional Competency Inventory based on the work of Boyatzis et 

al. (2001) and the competency framework developed by Dainty et al. (2005) exclusively for the 

construction industry; however the framework adopted in this study is developed by Dulewicz and 

Higgs (2003). The assessment of the leadership styles based on this competency framework was 

widely deployed in the UK in a variety of organisations, both public and commercial namely the 

Royal Navy, the Home Office, the Cabinet along with private organisations like DHL (Geoghegan 

and Dulewicz, 2008). In 2009, Müller and Turner extended the framework of Dulewicz and Higgs by 

going beyond organisational change projects to projects in other sectors such as engineering and 

construction, information and telecommunication etc. In the present study, this framework was used 

to assess the leadership styles in construction and International Development projects. Due to the 

differences between the competency framework adopted in this study and other competency based 

frameworks, the findings of this research are mainly compared with that of Dulewicz and Higgs and 

other research works extending this framework. 

 

Based on the interviews of eleven respondents across the case-studies NESMA and UN agencies, a 

qualitative assessment of the project managers’ leadership competencies was evaluated as to whether 

the different competencies were rarely exhibited (L), demonstrated (M) or highly emphasized (H) in 

their projects. In order to facilitate the qualitative assessment, the 15 competencies were clustered 

into six groups collectively under the three respective dimensions IQ, MQ and EQ based on 

complementary relationship (Boyatzis et al., 2000). Table 5.2 is a summary of the competency 

profiles exhibited by the various project leaders across the two case-studies.  

Table 5.2 Summary of competency profiles in NESMA and UN Agencies 

Competency Profile GO IN EN CE NESMA UN 

IQ1 Critical Thinking & Judgement H M M H H H

IQ2
Vision and Imagination

Startegic Perspective
H H M M M L

MQ1
Resource Management

Achieving
H M M M H M

MQ2
Empowering

Developing

Engaging Communication

M M H M M H

EQ1
Motivation

Influence

Conscientiousness

H H H H H M

EQ2

Self-Awareness

Emotional Resilience

Interpersonal Sensitivity

Intuitiveness

M H H M M H

GO 92% 50%

IN 67% 58%

         Low Fit < 33% < Moderate Fit < 66%  < High Fit EN 67% 75%

CE 92% 67%

GO EN  
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From the profiles displayed for NESMA and UN agencies (as highlighted), it is clearly evident that 

the competency profiles vary across the sectors. These findings support the first proposition 

suggested in the literature review (Section 2.4) that different leadership styles based on different 

competency profiles vary across the sectors. It also supports the theory of Müller and Turner (2007) 

that different project competency profiles and leadership styles for the project manager would be 

appropriate for different types of project, in this case emphasized by the varying characteristics of 

construction and international development projects.  

 

NESMA: 

Goal oriented leadership is a style that focuses on delivering results especially more suited to a stable 

environment delivering clearly understood results (Dulewicz and Higgs, 2003). As established in 

section 5.2, construction projects in NESMA were mostly classified as stable projects with well 

defined goals and well defined methods which resulted in project managers at NESMA showing a 

closer fit (92%) towards a goal-oriented style. This style of leadership found in NESMA seems to be 

consistent with the outlook of Dainty et al. (2005) who is of the opinion that construction project 

teams value a clear single minded approach from their project managers. 

 

In further leadership profiling studies done by Müller and Turner (2009), while profiling project 

leaders by application areas, they identified project managers of engineering and construction 

projects to display strong competencies in critical thinking (IQ), developing (MQ) as well as 

influence, motivation and conscientiousness (EQ1) but relatively lower competencies in the human 

resource management related dimensions. With support to the above view, most NESMA project 

managers displayed strong competencies in IQ and EQ1 and medium competencies in MQ2 and 

EQ2. However, with regard to the developing competency, owing to these construction projects 

being fast track projects with very little time for certification, training and other team development 

activities, NESMA project managers mostly ranked low in these competency. Nonetheless, the 

prevalent NESMA competency profile proved to be a high fit (92%) to the engineering and 

construction profile provided by Müller and Turner (2009).  

 

There is a traditional notion that construction project managers are mostly production oriented rather 

than relationship-oriented; they concentrate more on managing their team rather than leading their 

team towards long-term objectives (Toor and Ofori, 2008). However this was not found to be the 

case in NESMA and it is worth mentioning to note that the prevalent NESMA profile also shows a 

high fit to involving and engaging leadership style implying that the project leaders here emphasize 

on human aspects of management as well. Despite the NESMA projects mostly tending to be stable 

projects, a few of the projects were technically challenging proving to be highly complex projects 

and in some cases involving a complex matrix of stakeholders. Such project leaders more exposed to 

influencing and communicating with difficult stakeholders and various cross-functional teams 

involved scored significantly higher in emotional competencies thus showing a high fit towards 

involving and engaging leadership styles; proving that the modus operandi of results oriented 

leadership style is not suitable in such situations (Dulewicz and Higgs, 2003). This is also consistent 

with theories put forward by Müller and Turner (2009) and Geoghegan and Dulewicz (2008) that 

strong competencies are required in the EQ and MQ2 areas for project leaders dealing with highly 
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complex projects and involving difficult stakeholders, which proves to be consistent with the 

competencies displayed by these project leaders under discussion. Dainty et al. (2005) also enforce 

this view that construction project managers when exhibiting softer qualities as sensitivity and 

flexibility will add more value to the organisation in their coordinating roles rather when just seen as 

functional specialists.  

 

With regard to experience and seniority of project leaders, it was noted that project leaders at 

NESMA with more years of experience to their credit, were given complex projects to handle. This 

once again, is consistent with the view advocated by Lee-Kelley et al. (2003) in matching large or 

complex projects with experienced project managers who will be able to rely on their past experience 

and success to deal with such projects. However, it is interesting to note that the theory regarding 

vision and strategic perspective as detrimental in most project managers (Müller and Turner, 2007; 

Geoghegan and Dulewicz, 2008) does not seem to be supported by experienced project managers in 

NESMA. These project managers, as they gain experience display strong to moderate competencies 

in the IQ2 dimension. They tend to undertake more responsibilities and progress higher in the project 

management ladder requiring them to be visionary, sensitive to stakeholder perceptions and have a 

broader perspective of their projects.  

 

However, Edum-Fotwe and McCaffer (2000) provide an opposing opinion and caution against over-

reliance of experience in projects as there is a likelihood of project managers gaining only specific 

experience which might pose restraints on having broader outlook. However this was not seen to be 

the case in NESMA where one of the project managers had over 21 years of experience in project 

management; on the contrary he strived to be more innovative and focused on introducing newer 

trends in the workplace.  

 

UN Agencies: 

On the other hand UN projects display a competency profile different to that prevalent in the 

construction sector. According to Thamhain (2004), most project managers are aware of their 

projects evolving continuously, resulting in such projects not being planned perfectly or having 

predictable results. Most UN projects undertaken for this study and classified as Type II projects in 

the Goal and Methods Matrix seem to fit the above category with the methods being ambiguous or 

not well-defined at the onset of the project. Because of the inherent complexities and uncertainties 

arising out of such projects, a leadership style more conducive to fostering involvement, commitment 

and conflict resolution is required rather than the traditional top-down leadership approach 

(Thamhain, 2004). This view is supported by the leadership style, engaging found to be prevalent 

(75% high fit) in the UN projects undertaken for the study. This style according to Dulewicz and 

Higgs (2003) is based on high levels of empowerment and involvement as seen to be exercised 

within several UN project leaders studied.  

 

The prevalent profile among the UN project leaders shows stronger competencies in the human 

resource related management dimensions of MQ2 and emotional competencies of EQ2 and medium 

levels in MQ1 and EQ1 (refer to table 5.2 for details on competencies). In IQ, the profile ranks high 

in critical thinking but low when it comes to vision and strategic perspective. International aid 

projects cannot be regarded as taking place in an isolated environment but usually interacting with 
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complex and multidimensional elements and generally have a large number of stakeholders involved 

(Kaba, 2009). This requires the project managers to possess interpersonal and political skills apart 

from mere management skills in order to enable them to be more sensitive and responsive to project 

stakeholders and also to manage themselves (Leban and Zulauf, 2004). The UN prevalent profile 

strongly supports the views of the above researchers with regards to the higher emotional 

competencies required in project managers dealing with such projects. These findings also seem to 

corroborate the views of Goleman (1998) and Hogan et al. (1994) where leadership roles have 

evolved from mere running of the project to foster positive attitudes at work and to create a sense of 

contribution and importance amongst the project team members and other major stakeholders. In 

addition, Kaba (2009) talks specifically about the need for project leaders in the international aid 

sector to develop, inspire and energize people in order to deal with political, bureaucratic and 

material obstacles. Such competencies are usually associated with the emotional dimension and are 

seen to be highly demonstrated by the UN profile.  

 

According to Lavagnon (in press), the aid industry sector emphasises more on the monitoring and 

performance evaluation activities rather than the actual managing for results side of things. The 

culture is more procedure or guidelines oriented than result oriented and this could provide the 

rationale for the interpretation of medium managerial competencies (MQ1) in the UN profile.  

 

Kwak (2001) is of the opinion that the project manager handling international development projects 

must understand and analyse the project environment and develop a strategy to enhance the 

probability of project success. Further Kaba (2009) advocates vision is important in project leaders of 

development projects. However, the UN profile does not support the above suppositions and ranks 

low in both the vision and strategic perspective competencies. Only a couple of experienced project 

leaders handling larger projects ranked high in vision and strategic perspective.  

5.4 LINKAGE BETWEEN COMPETENCY PROFILES AND SUCCESS CRITERIA 

The list of project success criteria used for this study is based on earlier works of Shenhar et al. 

(2001), Chan et al. (2002), Müller and Turner (2007), and Khang and Moe (2008). The authors 

adopted a final list that is most relevant to the two sectors at hand as represented in table 2.2 earlier 

in this study. In order to facilitate the qualitative analysis and linkage between the different 

leadership competencies and success criteria, the list of 13 criteria were then cluster in five 

interrelated themes (S01 to S05) in line with the grouping of Shenhar et al. (2001) as explained in 

section 4.6 and illustrated in table 4.15. This enabled the authors of the present study to identify the 

leadership competency profiles of the project managers with good performance in each of the 

designated themes within Nesma and UN projects. A project was deemed to be successful in any of 

the five dimensions only if the theme was emphasized by the project manager during the qualitative 

assessment and demonstrated to be achieved as part of the project outcomes.  

 

Table 5.3 is a summary of the findings, showing the top-performing projects in themes 1 to 5 with 

the leadership competencies profiles of the corresponding project managers, and one typical 

successful profile in each sector. The table also indicates the leadership style favourable for each 

success themes, in NESMA and the UN projects. It is worth noting that the largest number of 

successful profiles was identified under theme S02 where most project managers emphasized the 

importance of meeting key stakeholders’ expectations and presented evidence of success in this 
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regard, while not a single project from the UN agencies managed to emphasize theme S03 in terms 

of preparing for future business and reoccurring business opportunities with the client.  

 

Table 5.3 Correlation between competency profiles and different success criteria  
N

E
S

_
0

1

N
E

S
_

0
4

N
E

S
_

0
5

A
V

G

U
N

_
0

4

A
V

G

N
E

S
_

0
2

N
E

S
_

0
3

N
E

S
_

0
5

A
V

G

U
N

_
0

2

U
N

_
0

3

U
N

_
0

4

U
N

_
0

6

A
V

G

N
E

S
_

0
2

N
E

S
_

0
3

A
V

G

N
E

S
_

0
1

N
E

S
_

0
2

N
E

S
_

0
5

A
V

G

U
N

_
0

4

U
N

_
0

6

A
V

G

U
N

_
0

1

U
N

_
0

2

U
N

_
0

3

U
N

_
0

5

A
V

G

IQ1 H H H H M M H H H H H M M H H H H H H H H H M H H H H M H H

IQ2 L M M M L L M H M M H M L L M M H H L M M M L L L M H M L M

MQ1 H H H H H H M M H M M M H M M M M M H M H H H M H M M M H M

MQ2 L L M L M M H H M H H H M H H H H H L H M M M H H L H H M H

EQ1 M M H M M M H H H H H M M M M H H H M H H H M M M L H M L M

EQ2 L L M L M M H M M M H H M H H H M H L H M M M H H M H H M H

GO 67% 67% 75% 58% 75% 92% 58% 58%

IN 42% 58% 67% 67% 83% 67% 50% 67%

EN 42% 58% 83% 83% 83% 67% 67% 83%

CE 67% 67% 92% 75% 75% 92% 58% 75%

GO = Goal-oriented EN = Engaging S01=  Meeting project's  purpose & perf. criteria S03= Future Business S05= UN specific

IN = Involving CE = Construction & Eng'g S02= Meeting Key Stakeholders' Expectations S04= EHS

Match to 

Leadership 

Styles

S01 S02 S03 S04 S05

 
 

The results presented in table 5.3 provide clear evidence in favour of the second proposition 

forwarded in this study as different leadership competency profiles showed to be appropriate for 

different project success criteria across the two sectors. The successful combination of competency 

profiles under the various themes is further discussed in the following sections: 

 

Meeting project’s purpose and overall performance criteria 

In this theme, the top performing projects in NESMA and UN agencies showed a project manager’s 

competencies profile with a good fit for both the goal-oriented and construction & engineering 

profiles. In terms of competencies profile, the NESMA typical profile for this theme shows strong 

competencies in critical analysis and judgement, resource management and achieving; with medium 

strength in terms of vision, strategic perspective, motivation, influence, and conscientiousness. The 

UN profile successful in this theme showed less evidence of intellectual competencies then its 

construction counterpart, with higher emphasis on MQ2 (empowering, developing, communication) 

and EQ2 (awareness, emotional resilience, sensitivity, and intuitiveness). It may be suggested from 

the prevalent competency profiles that, for this specific theme, the emotional skills are less important 

and do not substitute the technical and intellectual competence required for high performance.  

 

Most of Nesma project managers (60% of the sampled projects) demonstrated a high performance in 

achieving the project’s purpose and meeting the overall performance criteria of functionality, budget, 

time, and quality; whereas this success dimension was less evident in the case of the UN projects 

considered for this study. This emphasis on meeting the iron triangle in the case of NESMA is 

consistent with the trend in the construction industry as Collins (2004) highlighted that contractors 

rank higher then other industries in completing projects on time and within budget, first because they 

are contractually bound to deliver the products as per the deadline stipulated in the contract, and 

second because meeting the competitively set budget determines the bottom line profit from the 
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project. This may also be due to the fact that performance assessment in construction projects is often 

dominated by the conventional measures of time, budget, and quality. However, the study of Toor 

and Ogunlana (2009) showed that the iron triangle is not an inclusive measure for projects and 

stakeholders are starting to think beyond those indicators with significant concerns being raised for 

efficiency and safety in construction. On the other hand, it seemed that a common issue with the UN 

agencies in this success dimension is meeting the project timeframe. This is in line with Ahsan and 

Gunawan (2009) study which showed that most international development projects run late and 

require less budgeted cost. Causes of delay identified in the sample projects were in part attributed to 

scope creep, host country government procedures, and influence of local politics. 

 

Meeting Key Stakeholders’ Expectations 

In case of NESMA, the top performing profile in this theme showed a best fit with the construction 

and engineering style and a second-best fit with the engaging leadership style, same as the UN 

profile which showed a best fit with the engaging style. The prevalent profile in NESMA exhibited 

superior competence in critical analysis and judgement, in addition to people-oriented skills namely 

the MQ2 (empowering, developing and communication) and EQ1 (motivation, influence, and 

conscientiousness). These skills are specifically important in the case of large scale projects 

undertaken by NESMA, involving significant resources and substantial labour, thus the upmost need 

for engaging communication, continuous motivation and conscientiousness promoted throughout the 

project team to keep the project on track. On the other hand, the UN projects exhibited a similar 

combination of competencies in addition to significant skills in EQ2 (awareness, emotional 

resilience, sensitivity, and intuitiveness). These results, portraying a high level of emotional 

intelligence and interpersonal skills, are not surprising given the special competence required in 

project managers to position themselves close to the stakeholders’ group and to accommodate for the 

needs and requirements of the multiple stakeholders involved in such projects and meet their 

expectations. 

 

According to Bryde (2005), contracting companies should focus on the customer needs first and 

understand how to fulfil the expectations of the client. He further states that the lack of focus on 

meeting the stakeholders’ needs becomes a particular failing when the project does not meet the time 

and cost objectives. In other words, projects with high performance in meeting time and cost 

requirements are well positioned to minimize the negative impact on stakeholders’ satisfaction and 

are more likely to achieve the key stakeholders’ satisfaction. However in our case, only projects 

NESP_05 and UNP_04 proved to be successful in both themes S01 and S02 at the same time. With 

the prevalent leadership style in the first theme being goal-oriented, versus a more engaging style in 

the second, the present study does not provide enough empirical evidence to support the view of 

Bryde. Furthermore, the failure to meet stakeholders’ satisfaction in construction projects may be due 

in part to commercial pressures to get projects completed as economically and quickly as possible. 

Client and contractor may develop different perceptions of the end product as the project evolves. 

Collins (2004) stresses that contractors should constantly check whether their activities are line with 

the project purpose and the satisfaction of the customer’s needs. The qualitative assessment showed 

that two projects in NESMA, namely NESP_02 and NESP_03, were particularly successful in this 

sense. In the case of NESP_02 the client was affected by the global financial crisis towards the end 

of the project, whereas in NESP_03 the end-user expressed a desire to alter some specifications from 

the original scope. In both cases the project managers of NESMA did not rigidly stick to the original 
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conditions of the contract and proactively proposed alterations to meet those changing needs and 

create a win-win situation to project and the company simultaneously.  
 

Future business: open new market / reoccurring business with the client 

The theme S03 represents the project manager’s success in achieving prospects for reoccurring future 

businesses with the same client or opening a new market for the company. Based on the qualitative 

assessment, none of the UN projects demonstrated an evident success on this level, which may be 

attributed to the absence of a commercial motive and special funding methods in non-profit 

organizations leading to little interest from the project managers’ side to pursue opportunities for 

future businesses. On the other hand, the NESMA competencies profile prevailing in success theme 

S03 showed a high fit with the involving and the engaging styles. This profile scored high in both 

intellectual and emotional competencies, with a medium performance in MQ2 for competencies 

pertaining to empowering, developing, and communication. It is also the only profile exhibiting high 

competencies in IQ2, related to vision, imagination and strategic perspective. These competencies 

are therefore deemed important for sustaining project outcomes and building long-term relations with 

the client.  

 

It is worth noting that both profiles successful in S02 are also present in this theme, which may 

suggest that by satisfying the key stakeholders’ expectations, client being chief among them, the 

project manager is able to pursue future business opportunities with the same client building on the 

current success and the mutual trust developed throughout the project lifecycle. Shenhar (2004) 

supports this view by arguing that “the mindset of project performance management must transform 

from operational/functional nature to more of strategy focused” by emphasizing the continuing 

relationships with the client and maintaining the respect and rapport with the project participants as a 

success criteria leading to repeat work. This view seems to corroborate with the mindset at NESMA, 

where the senior programme manager stated that NESMA project managers are the face of the 

company with the client and he clearly supported the project manager to be positively involved in 

solving client’s issues even when they fall outside the project reference, so long as senior 

management is informed. However, the senior programme manager made a clear distinction between 

strategic or continuous clients and, on the other hand, the onetime client as to more efforts and 

resources would be invested in building trust with clients that are more likely to bring future 

business.  

 

EHS: Environmental Acceptance, and Health & Safety records 

In the case of NESMA, the importance of Health & Safety measures was emphasized by most of the 

respondents as their first and upmost priority, whereas the issue of environmental acceptance was 

discussed to a lesser degree depending on the project criteria. In most cases, respondents noted that 

projects are meeting the environmental obligations and regulatory compliance; however 

environmental sustainability is difficult to assess since it is measured in the post-construction stage 

and usually it takes a long time for effects to take place. The prevalent successful profile in this 

theme showed a high fit (92%) with the goal-oriented and the construction and engineering 

leadership styles. This leadership style is similar to the one exhibited in success theme S01 (project 

overall performance) which is in line with the view of Toor and Ogunlana (2009) that issues related 

to safety, efficiency, and precision (or ‘doing the right thing’) are equally important for a project to 

be on-time, on-budget, and according to specifications. In other words, it is not conceivable to 
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consider a project to be successful in any means if it does not represent a safe working environment 

to the project team. For the UN projects, the subject of environmental acceptance was more 

prominent then issues of health & safety since most of the projects under discussion dealt with 

intangible project deliverables. The two respondents who emphasized this success theme managed 

projects which directly dealt with environmental issues. The competencies profile successful in this 

theme showed a marginal high fit with the engaging leadership style, which is the predominant 

profile exhibited among the UN project managers.  
 

Building institutional capacity and long-term sustainability of the project‘s outcomes 

This success criterion only applies to the UN projects where most projects have an ultimate goal to 

produce positive and significant changes that are sustainable once the project interventions have 

stopped. Most of the UN project managers (67%) that were interviewed emphasized their projects’ 

need to be successful in this theme; however most acknowledged the importance of this theme as 

secondary to that of satisfying the key stakeholders. Nevertheless this finding does not seem to line 

up with the theory of Diallo and Thuillier (2002) who are of the opinion that most project leaders 

involved in international aid projects do not take the project impact into account, especially the 

medium and long term benefits when assessing project success. This is generally because project 

impact is usually assessed long after the project is terminated and by then the project managers 

would have moved on to other projects. However the projects taken into consideration here 

(UNP_01, UNP_02, and UNP_03) made extensive use of key performance indicators to assess the 

impact of the frameworks and programmes that were deployed and to determine the sustainability of 

these outcomes. The successful profile in this theme shows a best fit with the engaging style 

leadership which is not surprising, given that the prevalent profile is engaging in the UN projects 

undertaken for this study. 
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6 CONCLUSIONS 
 

With the growing interest of researchers and practitioners in project leadership and its contribution to 

project success, there is an increasing necessity to identify what makes a competent project manager. 

This study endeavours towards the recognition of competency profiles and leadership styles of 

successful project managers across construction and international development projects. The study 

adopted the competency framework of Dulewicz and Higgs (2003) covering 15 competencies (IQ, 

EQ and MQ) and three leadership styles (goal-oriented, involving and engaging) developed in the 

context of organisational change projects and later extended to projects in other application areas by 

Müller and Turner (2009). To assess the competencies among the project managers in the two 

sectors, we selected two case-studies namely NESMA, a multinational construction company and the 

UN agencies of UNICEF and UNDP for international development projects. In order to identify the 

leadership competency profiles in these projects, the study used a combination of questionnaires and 

semi-structured interviews, the triangulation of quantitative and qualitative data analysis helped 

increase the reliability of the data collected and the validity of the final conclusions. 

6.1 SUMMARY 

Based on an extensive review of the available literature and frameworks developed by earlier 

researchers, the authors of the present study have put forth the following two propositions, which 

were supported by the empirical findings observed from the case-studies: 

 

i. The leadership styles of project managers, based on their competency profiles, vary across 

construction and international development projects: 

The types of projects undertaken for this study were categorised as mostly Type I with well-

defined goals and methods in the case of NESMA and Type II with well-defined goals but 

unclear methods in the case of the UN agencies. The predominant leadership style in NESMA 

resembles the goal-oriented style with high intellectual, resource management and achieving 

competencies exhibited across most projects. In case of the UN agencies, the leadership style of 

most project managers was identified as engaging with higher emotional competencies exhibited 

in dynamic project environment and multiple stakeholder influence. Thus we can conclude that 

this proposition was supported by our study. 

 

ii. Different leadership competency profiles are appropriate for different project success criteria: 

By focusing on successful projects only, the leadership competency profiles of the most 

effective project managers were identified in both case-studies. Certain competency profiles 

were identified as highly related with the different success dimensions. The results in table 5.3 

indicate that NESMA projects had high expressions of IQ1 (critical thinking and judgment) and 

EQ1 (motivation, influence and conscientiousness) across all success dimensions. For the UN 

projects, it was noted that a high expression of IQ1, MQ2 (developing, empowering, engaging 

communication) and EQ2 (self-awareness, emotional resilience, sensitivity, intuitiveness) was 

portrayed across all success dimensions. As the expression of the remaining competencies varied 

according to different success dimensions, we can conclude that the second proposition is also 

validly supported by this study. 
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As the objective of this study was to study the leadership competencies and styles across the different 

projects in the two case-studies we have successfully identified that different leadership styles are 

exercised by the project managers involved in these projects. These styles were influenced by the 

technical complexity and stakeholders influence in case of NESMA and by the projects dynamic 

environment and multiple stakeholders in case of UN projects. 

6.2 THEORETICAL IMPLICATIONS OF THE STUDY 

This study reinforces the findings of Müller and Turner (2009) with respect to project managers’ 

leadership competency profiles in construction companies; however the leadership style identified by 

them varied with respect to NESMA. Thus, the study provides a benchmarking of NESMA’s project 

managers’ competence profile against the typical competence profile presented by Müller and Turner 

for successful project managers in the engineering and construction sector. 

  

Secondly, this study extends the competence framework of Dulewicz and Higgs (2003) to a new 

application area, namely the international development projects. Future studies related to leadership 

competencies in this sector can use this study as a base for further research identifying the desired 

leadership competences for effective project managers within the UN agencies. 

 

Thirdly, a comparative analysis between the two disparate sectors can be considered as a pilot study 

for such cross-analysis research. Improvements can be done in future studies to extend these findings 

to other sectors. Also this study looked at the different types of projects in these two sectors which 

can be extended in the future to understand the impact of leadership styles on the different 

dimensions defining those project types. 

6.3 PRACTICAL IMPLICATIONS OF THE STUDY 

Based on the discussion of the empirical findings, the study can have practical implications for the 

two organisations undertaken in the case-studies in terms of effectiveness of their project managers 

as follows: 

 

i. This study helped formulate the leadership competency profiles of the project managers who 

participated in the studies and identified the leadership styles they adopt in their respective 

projects. The outcome is particularly useful to organisations in benchmarking the competencies 

of their project personnel.  

ii. Furthermore, the study helps shed light on certain emotional competencies, which are 

traditionally overlooked in the construction project management practices such as self-awareness 

and interpersonal sensitivity. The empirical findings demonstrated a clear correlation of these 

competencies with certain success dimensions and therefore the company should give importance 

to the development of these competencies in their project managers. 

iii. The results from this study can be used by the HR department and senior management to build a 

predictive model for employee selection which could be particularly useful when hiring and 

assessing the suitability of project managers to different projects. This could also be used as a 

base to improve and enhance their project managers’ effectiveness by tailoring the career 
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development programs and management courses available within the organisations to their 

specific needs and competence weakness areas.  

iv. These leadership competencies were further associated with the different dimensions of project 

success. Companies should be able to build on these findings and develop the specific 

competencies area that would improve a desired success dimension. For instance, in the case of 

UN agencies, the findings illustrated that future business dimension proved not to be emphasized 

as it ought to; this study could therefore be used to identify and develop the set of competencies 

associated with this success dimension. The study further helps companies to classify their 

projects as per the most desired success dimension and match the project manager with the 

appropriate leadership profile to deal with these projects. 

6.4 STRENGTHS AND WEAKNESSES OF THE STUDY 

The key strength of this study was identified in using the latest school of thought in leadership, the 

competency school. When compared to other competency based frameworks, the framework of 

Dulewicz and Higgs (2003) is more concise and covers all aspects of leadership from the three 

dimensions of intellectual, managerial and emotional competencies. One other strength of this study 

is the comparative analysis done between two sectors involving different project types in 

construction and international aid sectors which helped emphasize the similarities and differences in 

two contrasting project management environments. In qualitative research, one of the methods to 

ensure the validity of research findings is to make use of triangulation (as discussed in section 3.6). 

The methodology triangulation making use of both quantitative (questionnaires) and qualitative 

(semi-structured interviews) methodologies to enforce data validation is another highlight of this 

study. 

 

The study involved mainly project managers and focused on their personal perception of leadership 

attributes and project success. Despite the authors’ attempts to provide feedback from senior 

management regarding these topics, owing to the busy schedule and unavailability of suitable 

sources, this aspect was not fully achieved as originally planned. The study was also purely cross-

sectional in nature; a longitudinal study could have given more insight on the different aspect of the 

project managers’ leadership styles throughout the project lifecycle. The research made use of the 

competency framework, however it was not possible to make use of the LDQ assessment tool 

utilized by other researchers; rather a simplified version of assessment was used which could have 

undermined capturing the subtleties of the original framework adopted in this study. The authors 

tried to compensate for this shortcoming by conducting in-depth interviews; however the difference 

in the assessment tools may have direct implications on the evaluation of the leadership styles and 

should be taken into account when comparing the findings of this research with previous studies. 

 

One of the limitations relates to the generalizations that can be inferred from the results of this study, 

especially to the application of the conclusions to other cases. The UN agencies of UNICEF and 

UNDP are geographically dispersed with cultural and regional influences affecting the projects 

environments and project management processes adopted in the different projects. Hence, the case 

results dealing predominantly with UNICEF (New York and Morocco) and UNDP (Lebanon) should 

not be generalised to projects carried out in other country offices. On the other hand, the sample size 

from NESMA is considered to be representative of the population of project managers in the 
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company, and therefore the conclusions are deemed to be applicable across NESMA, without 

attempting to generalize them across other construction companies.  

6.5 FUTURE RESEARCH 

The authors have identified several areas of improvements to this study and recommend suggestions 

for future research as follows: 

� This study made use of a relatively limited number of samples (11 semi-structured interviews); 

an improvement in future research would be to undertake a large-scale study with wider sample 

from construction and international development projects in order to be in a better position to 

generalize the findings.  

� The current study provided preliminary evidence of differences between project leadership in 

international aid projects handled from the headquarters and in the country offices. However, 

further research is recommended with increased sample size to crystallize these findings; since 

this sector is vast and complex with very scarce work done on project leadership, a full-blown 

study concentrating on this sector alone would significantly contribute to the subject. 

� The research was based on the perceptions of the project managers alone in most cases. Future 

research can concentrate on providing a 360 degrees view by interviewing the superiors as well 

as the team members in order to gain more insights into the leadership behaviour of the project 

managers. 

� The main data collection method for this study was semi-structured interviews; this may not be 

sufficient to gather an in-depth knowledge about the subject. Future research may include other 

methodologies such as focus groups and workshops with group activities which can be used to 

assess what the project managers say as opposed to what they actually do. 

� The explicit influence of the different project types within the sector on leadership styles was 

outside the scope of the current study. Future research can identify this area as a specialised topic 

for further consideration. 

� As the respondents of this study implied a heterogeneous mix of cultures, areas for future 

research with respect to culture can also be studied especially with respect to the Power distance 

dimension of Hofstede (1984) to shed more interesting insights into why project leaders in 

certain cultures behave the way they do. 

 

 

The study undertaken presented the various leadership profiles of project managers across 

construction and international development projects. The leadership competency profiles of 

successful project managers showed that certain competencies are highly related with different 

success dimensions. By developing the leadership competencies of project managers to match the 

target profiles, organisations should be able to improve the performance of their projects towards 

meeting the desired success dimensions across different projects. 
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8 APPENDIX A 
 

PROJECT LEADERSHIP QUESTIONNAIRE 

1. Background Information 

Please fill the table below with relevant information 

 

Project Manager Profile 

Name  

Current title / position  

Experience as project manager 

& above (no. of years) 

 

 

2. Project Leadership Competencies* 

You may find below 15 competencies for project leadership. Please rate them in order of importance 

/ relevance for a successful project manager: 

(Please put X in the appropriate square) 

*Complete description of these competencies available in appendix A (pp.4-5) 

Group Competency Low Medium 
Highly 

Important 

Intellectual 

(IQ) 
Critical analysis and judgment    

Vision and Imagination    

Strategic Perspective    

Managerial 

(MQ) 
Engaging Communication    

Managing resources    

Empowering    

Developing    

Achieving    

Emotional 

(EQ) 
Self-Awareness    

Emotional Resilience    

Motivation    

Sensitivity    

Influence    

Intuitiveness    

Conscientiousness    
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3. Project Type 

 

3.1 Please give brief description of the last project you completed successfully as required in the 

table below: 

 

Project Description 

Project name  

Project Size: 

(contract value and/or total labour at peak) 

 

Project Management Team size (no. of 

engineers, professionals, and administrators) 

 

Brief description of project scope  

 

3.2 Please rate (on a scale 1 to 5) the hard/soft dimensions of the project as described below: 

(Please put X in the appropriate square) 

 

HARD 1 2 3 4 5 SOFT 

Goals/objectives 
clearly defined 

Goal Clarity Goals/objectives 
ambiguously defined      

Physical artifact (e.g. Building, 
product) 

Goal Tangibility Abstract concept (e.g. strategy, 
change management, service)      

Measure success based on 
quantitative measures  
(e.g. EV, milestones) 

Success Measures Measure success based only on 
qualitative measures (e.g. client 

satisfaction, long term 
relations) 

     

Not subject to  
external influences 

Project Permeability Highly subject to 
external influences      

Refinement of single solution; 
focus on efficient delivery 

Solution Options Exploration of many 
alternative solutions      

Team members as experts with 
clear defined roles and 
boundaries; clear WBS 

Practitioner Role Team members encouraged to 
collaborate across professional 

boundaries (inter-disciplines) 
     

Values technical performance, 
efficiency, monitoring & 
control 

Stakeholders 

Expectations 

Values relationships, culture, 
negotiation and discussion 

     

Source: adapted from Crawford and Pollack (2004) 
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3.3 Please rate the success of the project (on a scale 1 to 5) as per the following criteria:  

(Please put X in the appropriate square) 

 

    Rate 

 Criteria 

1 

Very 

Low 

2 

Low 

3 

Medium 

4 

High 

5 

Very 

High 

1. Project’s overall performance  

(functionality, time, budget, quality) 
     

2. Meeting the project’s purpose      

3. Satisfaction of end-user / target 

beneficiaries with the project's product or 

service 

     

4. Satisfaction of project team (productivity / 

project profitability / professional image / 

etc.) 

     

5. Client satisfaction with the project’s results 

/ good project reputation 
     

6. Key stakeholders informed of and satisfied 

with project progress / completion 
     

7. Future business: open new market / 

reoccurring business with the client 
     

8. Meeting the respondent’s self-defined 

success criteria 
     

9. Environmental Acceptance (sustainability, 

environmental friendliness, energy use, etc.) 
     

10. Health & Safety records      

11. Project assets transferred, financial 

settlements completed, and team dissolved 

to the satisfaction of key stakeholders 

     

 

Competency Description  

Intellectual Dimensions (IQ) 

Critical 

analysis and 

judgment 

A critical faculty that probes the facts; identifies advantages and disadvantages and discerns 

the shortcomings of ideas and proposals. Makes sound judgments and decisions based on 

reasonable assumptions and actual information, aware of the impact of any assumptions made. 

Vision and 

imagination 

Imaginative and innovative in all aspects of one’s work. Establishes sound priorities for future 

work. Clear vision of the future direction of the organization to meet business imperatives. 

Foresees the impact of changes on one’s vision that reflect implementation issues and 

business realities. 

Strategic 

perspective 

Sees the wider issues and broader implications. Explores wide range of relationships, balances 

short and long-term considerations. Sensitive to the impact of one’s actions and decisions 

across the organization. Identifies opportunities and threats. Sensitive to stakeholders’ needs 

and the implications of external factors on decisions and actions. 
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Managerial Dimensions (MQ) 

Resource 

Management 

Plans ahead, organizes all resources and coordinates them efficiently and effectively. 

Establishes clear objectives. Converts long-term goals into action plans. Monitors and 

evaluates staff’s work regularly and effectively, gives sensitive, honest feedback. 

Engaging 

communication 

A lively and enthusiastic communicator; engages others and wins support. Clearly 

communicates instructions and vision to staff. Communicates instructions and audience’s 

interests and focused. Communication style inspires staff and audiences, conveys 

approachability and accessibility. 

Empowering Gives staff autonomy, encourages them to take on personally challenging demanding tasks. 

Encourages them to solve problems, produce innovative ideas and proposals and develop their 

vision and a broader vision. Encourages a critical faculty and a broad perspective, and 

encourages the challenging of existing practices, assumptions and policies.  

Developing Believes others have potential to take on ever more-demanding tasks and roles, encourages 

them to do so. Ensures direct reports have adequate support. Develops their competencies, and 

invests time and effort in coaching them so they contribute effectively and develop 

themselves. Identifies new tasks and roles to develop others. Believes that critical feedback 

and challenge are important.  

Achieving Willing to make decisions involving significant risk to gain an advantage. Decisions are based 

on core business issues and their likely impact on success. Selects and exploits activities that 

result in the greatest benefits to the organization and its performance. Unwavering 

determination to achieve objectives and implement decisions. 

Emotional Dimensions (EQ) 

Self-

awareness 

Awareness of one’s own feelings and the capability t recognize and manage these in a way 

that one feels that one can control. A degree of self-belief in one’s capability to manage one’s 

emotions and to control their impact in a work environment. 

Emotional 

resilience 

Performs consistently in a range of situations under pressure and adapts behavior 

appropriately. Balances the needs of the situation and task with the needs and concerns of the 

individuals involved. Retains focus on a course of action or need for results in the face of 

personal challenge or criticism. 

Motivation Drive and energy to achieve clear results and make an impact. Balances short- and long-term 

goals with a capacity to pursue demanding goals in the face of rejection or questioning. 

Interpersonal 

sensitivity 

Is aware of, and takes account of, the needs and perceptions of others in arriving at decisions 

and proposing solutions to problems and challenges. Builds from this awareness and achieves 

the commitment of others to decisions and action. A willingness to keep open one’s thoughts 

on possible solutions to problems and to actively listen to, and reflect on, the reactions and 

inputs from others. 

Influence Persuades others to change views based on an understanding of their position and recognition 

of the need to listen to this perspective and provide a rationale for change. 

Intuitiveness Arrives at clear decisions and drives their implementation when presented with incomplete or 

ambiguous information using both rational and “emotional” or intuitive perceptions of key 

issues and implications. 

Conscientious

ness 

Displays clear commitment to a course of action in the face of challenge and to match “words 

and deeds” in encouraging others to support the chosen direction. Shows personal 

commitment to pursuing an ethical solution to a difficult business issue or problem. 

   Fifteen leadership competencies (source: Dulewicz and Higgs, 2005) 
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