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Abstract- The nature of a sector in an economy determines the kind of leader by which it is led. The construction industry 
over the years is becoming complex and its activities are equally becoming multi-dimensional due to new innovations in 
procurement system and construction methodologies. The professionals are saddled with the leadership responsibilities as 
contractual obligations to their employers at various stages of construction projects. Against this background, the paper 
examines leadership system in the Nigerian built environment with a view to examining the leadership styles in practice and 
factors influencing the leadership system among built environment professionals. The study data were collected through a 
well-structured questionnaire administered on built environment professionals in the Southwestern states in Nigeria. Data 
collected were analyzed using the descriptive statistics. The study found out that the most effective leadership style among 
Nigerian built environment professionals is goal oriented. Others include relationship, technical, team style and 
task/autocratic oriented. The goal oriented leadership style is significant because the industry clients (public or private) 
award construction works based on set of goals and aim to be achieved. The task oriented leadership style was equally 
ranked high because the industry activities cover multi-interrelated tasks. Moreover, factors influencing leadership system in 
the Nigerian built environment are leader value system, level of motivation and effort of leaders, feelings of security in 
uncertain situations, inability to influence others and interpretation of organizational policies and practices among 
organization stakeholders. The paper concludes that goal oriented, relationship, technical, team style and task/autocratic are 
the common leadership styles in the Nigerian built environment.  
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I. INTRODUCTION 
 
Leadership is described to be important in all fields of 
human endeavour (1). According to (2), a leader as a 
person who takes the central roles in interactions, 
influences the behaviour of other members in a 
group, has authority over others, responsible for 
guiding their actions and engages in the traditional 
management practices These practices include 
planning, organizing, decision-making, and 
controlling; and whose performance is almost often 
measured by their ability to achieve the goals and 
objectives of the organization. Moreover, (3) affirmed 
that a leader is the one that shows the degree to which 
he provides encouragement to his subordinates to be 
creative in looking at old problems in new ways, 
create an environment that is tolerance of seemingly 
extreme positions, and nurture people to question 
their own values and beliefs and those of 
organization. Similarly, a leader defines the goal of 
an organization, develop the planning and control 
systems that guide and monitor the organizations 
destiny. However, organizations on the other hand 
function effectively when there are persons to 
communicate with each other, who are willing to 
contribute action, to accomplish a common purpose 
(2).  These constitute the fundamental philosophies 
and concepts of leadership system. Leadership system 
has been described in many ways; it is about a leader 
listening to people, supporting and encouraging them, 
and involving them in the decision-making and 
problem-solving processing (4). Moreover, (5) 
described leadership as the ability to initiate action 

and move others to shared goals. To (6), leadership is 
a process where a leader in an organization influences 
the interpretation of events, the choice of objectives 
and strategies, the organization of activities, the 
maintenance of cooperative relationships, the 
development of skills and confidence by members, 
and the enlistment of support and cooperation from 
the people outside the group or organizations. 
Leadership according to (7) is the project managers’ 
conduct in order to obtain the best performance from 
the people they are managing. Similarly, (2) stated 
that leadership is about exerting a major influence on 
the structure, strategy and the well-being of a 
construction firm’ operations. All these functions are 
performed by the contractual parties (often referred to 
as leader) at various stages and work sections/trades 
of a construction projects. The construction industry 
has a greater need for leadership than, possibly, any 
other field of endeavour. This is because the nature of 
the construction industry and its products are signals 
to sustain this assertion as equally upholds by (8), 
who reported that many reasons to support the need 
for construction industry leadership are evident in the 
nature of the construction projects, industry and 
constructed products. For instance (9) opined that 
construction projects are large and technically 
complex, multi-cultural and involve a combination of 
specialized multi-disciplinary skills. Secondly, the 
projects are typically expensive and the stock of 
buildings represents a large proportion of a nation's 
savings. Thirdly, the projects take a long time to 
complete and involve a large number of discrete 
activities, which increases the time-related risks and 
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exacerbate problems with communication, co-
ordination and the ability to manage a wide range of 
risks; and finally, the projects and the constructed 
products have serious implications for the health and 
safety of the workers involved, as well as the general 
public. The resultant effects of failure in the 
leadership responsibilities within the construction 
sector are evident in multi-dimensions. In developing 
countries, (7) reported that construction industry has 
been characterized with more project performance 
deficiencies such as cost and time overruns, poor 
work quality, technical defects, poor durability, as 
well as inadequate attention to safety, health and 
environmental issues; and that poor performance on 
projects can have severe implications for the nation 
and its citizens (1). It was postulated by (10) that 
without effective leadership, it is difficult for an 
organization to function effectively. Thus, the need 
for effective leadership in construction is even more 
heightened and effective leadership is one of the 
major answers to the problems of the construction 
industry. Although the issue of leadership has been 
widely covered in management, but little attention 
has been given to the study of managerial 
behavior/styles of leaders in construction (11). 
However, the application of these leadership 
principles to the prevailing challenges confronting 
construction industry performance is a right peg in a 
right hole. This paper however examined leadership 
styles in the Nigerian Built environment with a view 
to exploring the frequency of practice and level of 
effectiveness of leadership styles in the construction 
industry. The paper also evaluated factors influencing 
the adoption of a leadership style in the industry. 

 
II. OVERVIEW OF LEADERRSHIP STYLES IN 
      THE BUILT ENVIRONMENT 
 
The interest in alternative leadership paradigms in the 
1980s gave a rise to different forms of leadership 
including transformation leadership (12), charismatic 
leadership (13) self-leadership (14) or principle-
centered leadership (15). These leadership models 
can be explained by the understanding of the pre-
requisites of the resource-based strategy and human 
resource management model. Hence, (16) opined that 
different approaches to the subject have led to various 
classifications of leadership styles. Leadership style is 
in general of two types; the first one is the employee-
centered type, described as democratic or 
participative, and the second one is the task-centered 
type, described as autocratic or authoritarian (16). 
Different leadership systems emerged from literature. 
Leadership styles was classified by (16) into 
democratic (employee centered) and autocratic (task-
centered). Leadership styles identified by (17) include 
laissez-faire, democratic, and autocratic. Furthermore 
(18) adopted transformational and transactional 
leadership styles in a study. Transformational 
leadership occurs when one or more persons engage 

with others in such a way that leaders and followers 
raise one another to higher levels of motivation and 
morality while transactional leadership was described 
as simply contingent reinforcement. In construction, 
leadership is even more essential and this has been 
established in many studies (19; 20). Studies on 
leadership styles and their effectiveness in managing 
projects is quite relevant to construction industry 
because construction managers have to wear different 
hats at different circumstances. For instance, (21) 
highlighted the leader's importance in creating a 
supportive work environment for the project 
participants. However, (22) emphasized that the 
success or failure of project management is highly 
dependent on the project leader. In (23) study, it was 
found that effective leadership of many stakeholders 
in a construction project can aid in harmonising their 
goals and preventing conflict. Despite this 
recognition that leadership is important at all levels of 
the construction industry, emphasis is placed on the 
technical aspects, as well as management and 
leadership receives inadequate attention (Skipper and 
Bell, 2006a). Many authors suggest that researches on 
leadership in the construction industry are highly 
insufficient and this was supported by (25); and (18).  
In a review on leadership conducted by (26) in 
construction management literature and provide a 
chronological account of the key developmental 
phases and leadership research in construction dates 
back to the 1980s. During the 1990s, leadership 
research in construction tended to focus on leadership 
style (27; 28), attributes and behaviours (29; 30). In 
this decade, the trend in construction leadership 
studies has shifted toward transformational leadership 
(18), power issues (31), leader emotional intelligence, 
leadership development and cross-cultural issues 
(32). However, studies on leadership behaviours, 
traits and styles in construction are still common (33; 
34). In (35) opinion, two leadership styles dominate 
the construction management literature and they are 
charismatic and transformational. To (36), 
construction managers’ leadership styles are more 
product-oriented than relationship-oriented. In a study 
conducted (37) in the developing economies found 
that transformational leadership is the major style for 
construction projects in Thailand. They found that 
transformational leadership generated better 
leadership outcomes than either the transactional or 
laissez-faire styles. Transformational leadership 
produces higher work quality and volume, as well as 
creative problem-solving by subordinates. In another 
study (38) observed that project managers who were 
high in task and low in people consideration produced 
an acceptable level of commercial performance. It 
was also found by (27) in a study that construction 
managers displayed supportive style in feasibility 
study and pre-contract stages of works eventually 
transforming to directive styles as construction 
progressed. In another study by (39), leadership style 
of project managers scored high and favored team-
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style leadership whereas a production style leadership 
scored the lowest of all while using a compromise 
leadership style had middle range effectiveness score. 
However, adds to the growing evidence of lack of 
support for the stereotypical views on how task and 
person orientated leadership manifest (40, 41); in a 
study conducted in Hong Kong, (41) found no 
differences in the level of task and person orientated 
leadership exhibited by expatriate and Chinese 
project managers, contrary to the conventional 
wisdom that Western managers are more task 
orientated while their Chinese counterparts are more 
person orientated. Moreover, (41) suggest that a 
‘third leadership style’ which equally considers the 
importance of task performance and interpersonal 
relationship might also exist in the multinational 
construction firms in Hong Kong”. The findings show 
that in client, consultant and dual teams only person 
orientated leadership is significantly associated with 
psychological empowerment, while in contractor 
organizations only task orientated leadership is 
significantly associated with psychological 
empowerment. This implies that, the success in 
managing a sub-system is to a large extent rooted in 
the successful management of interrelationships 
(person orientated leadership) whiles the success of 
the operating or task sub-system lies in task 
performance (task orientated leadership). In a 
comparative study of the organizational cultures of 
architects and contractors, (42) findings are 
supportive and confirmed that architectural practices 
are achieved through empathy and direct personal 
contact among organizational members (person 
orientated leadership). Moreover, in contracting 
organizations, most significant activities are achieved 
through formal methods and procedures (task 
orientated leadership). In support, (43) suggested that 
consultants are process orientated while contractors 
are more outcome orientated. Similar study 
conducted in Hong Kong by(27) found that while 
project managers and leaders in design teams 
generally exhibited relationship based leadership their 
counterparts in construction organizations displayed a 
range of leadership styles including both task and 
person orientated leadership. Earlier studies of 
leadership in the construction context in the UK by 
(11) found that site managers exhibiting stronger task 
orientated leadership styles. However, (43) found that 
in Hong Kong that relationship orientation of project 
quantity surveyors is stronger among contractors than 
consultants. Essentially, the person orientated reflects 
a non-directive, relationship based leadership that 
emphasizes trust and mutual respect between leaders 
and subordinates. On the other, the task orientated 
places emphasis on the task or the technical aspects 
of the work. Transformational leadership behaviours 
which emerge from the relationship/person 
orientation perspective, exhibits the most direct link 
to psychological empowerment. Indeed, this provides 
employees with a sense of vision, mission, support 

and opportunity for development (44). Evidences 
from developing countries shows that studies on 
construction leadership is still much more relevant 
and insufficient. Studies on leadership in the Nigerian 
built environment include (45) on project 
management leadership styles of Nigerian Quantity 
Surveyor and the leadership styles were autocratic, 
democratic and transformational leadership styles. 
The study focused on a single profession (Quantity 
Surveying) in the built environment. In another study 
(46) examined the relationship between project 
leadership, team composition and construction project 
performance in Nigeria but the study lacked focus on 
leadership styles. This paper therefore examines the 
leadership styles and factors influencing leadership 
system in the Nigerian built environment with a view 
to bridge gap in literature and provide information to 
practitioners on leadership styles suitable within the 
Nigeria context.  

 
III. FACTORS INFLUENCING LEADERSHIP 
        STYLES  
 
Many studies on industrialized nations (47) and 
developing countries (48; 49) showed that both 
business and project failures are common in 
construction. Several reasons are cited for these 
failures. In another study (50) noted that the UK 
construction industry has been the subject of ongoing 
criticism for its fragmentation and poor record on 
quality, waste, financial claims, safety and efficiency. 
They note that a major cause for this criticism is 
inadequate communication throughout the 
construction process because inappropriate 
procurement approaches have been adopted. 
Moreover, (51) observed that the major problems that 
construction projects in Thailand typically face 
include an inadequate procurement system, 
inadequate resources, discrepancies between design 
and construction, inadequate project management 
practices, order variations, communication lapses, 
cultural issues and differences in the participant 
interests. In Malaysia, (52) found that the quality of 
management was unsatisfactory for contractors that 
undertake public design-and-build projects. The 
quality-related factors that contributed to this 
situation were budget constraints, time constraints, 
client complexity, poor communication and design 
variations. Hence, (53) found that the top ten reasons 
for failed construction firms in the US included the 
following: rapid growth, work in new geographic 
regions, an increase in the sizes of single jobs, new 
types of work, high employee turnover, inadequate 
capitalisation, poor estimations, poor accounting 
systems and poor cash flow. In another vein, (54) 
highlighted the following common problems on 
construction projects in Portugal: frequent delays, 
cost overruns, insufficient quality and inadequate 
safety. These problems have reduced the industry's 
competitiveness. Their survey revealed the following 
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reasons for such problems: design and client 
responsibilities, inadequate construction management 
and inadequate specific training. According to (55) 
leadership style is influenced by four factors; the 
leader’s value system, confidence in subordinates, 
leadership inclinations and feelings of security in 
uncertain situations. Based on this premise, they 
depict leadership style as existing on a continuum; 
from a democratic or subordinate centered style to an 
authoritarian or leader centered style. In another study 
(56) highlight certain present and future leadership 
challenges to the construction industry and 
organizations. Hence, (26) catalogue current and 
emerging leadership challenges, including challenges 
that are industry specific, general to businesses and in 
the operating environment. For example, certain 
surveys show that respondents in the construction 
industry had low satisfaction with their leaders' ethics 
and authenticity (9).  As shown in the above studies, 
much of the blame for the industry's poor 
performance in most countries is often allocated to 
factors outside of the control of construction 
organizations and professionals. Certain authors 
blame economic cycles and the political environment 
(49). Even where the features and failings of the 
industry, as well as its practices and procedures, are 
highlighted, practitioners and certain researchers do 
not appreciate the importance of leadership in the 
construction industry. 
 
IV. METHODOLOGY 
 
The study examined the leadership system among 
built environment professionals in Nigeria with a 
view to establish the leadership styles and factors 
influencing leadership system in the Nigerian built 
environment. Review of literature was done to 
establish leadership styles and those factors 
influencing leadership styles in the execution of 
construction projects in Nigeria. A total of 15 
leadership styles and 16 factors influencing 
leadership styles were identified. The scope of this 
study was limited to the construction professionals 
with their operations domicile in the Southwestern of 
Nigeria including Lagos, Ogun, Oyo, Osun, Ondo 
and Ekiti states. The respondents include architects, 
builders, engineers, estate surveyors and valuers, 
quantity surveyors and land surveyors. Their lists 
were obtained from the directories of their 
professional bodies (Nigerian Institute of Architects, 
Nigerian Institute of Building, Nigerian Society of 
Engineers, Nigerian Institute of Estate Surveyors and 
Valuers, Nigerian Institute of Quantity Surveyors and 
Nigerian Institution of Surveyors). The primary data 
for this study were collected by the administration of 
a well-structured questionnaire on professionals in 
both the public institutions (government ministries, 
departments and agencies) and private organization 
(consulting and contracting firms). The survey 
instrument was distributed by visiting the offices of 

the professionals, although in case of the quantity 
surveyors; a national workshop was organized by the 
Nigerian Institute of Quantity Surveyors where 
members across the country attended and this 
provided opportunity to distribute the questionnaire. 
The questionnaire was divided into two sections 
accompanied by a covering letter to introduce the 
topic and instructions to be followed by the 
respondents. Section A comprised the description of 
the demographical information of the respondents. 
Section B evaluated the leadership system and factors 
influencing leadership styles among professionals in 
the Nigerian construction industry. The respondents’ 
opinions on these questions were examined using 
five-point Likert Scale. A total of 150 copies of 
questionnaire were administered using random 
sampling technique out of which 107 copies were 
retrieved and appropriate for analysis which gave a 
response rate of 71%. The adequacy of the 
questionnaire was based on completeness in 
responding to the questions asked and quick return 
for analysis purpose. Data collected were analyzed 
using descriptive statistics including percentage and 
mean score.  The percentage shows the responses of 
the professionals to variables of their demographic 
characteristics while mean scores indicates the rating 
of the professionals to the leadership styles and 
factors influencing them. The mean item score was 
computed using a Statistical Package for Social 
Scientist (SPSS). 
 
V. RESULTS AND DISCUSSION  
 
This section presents the findings of this paper on 
leadership styles in practice and factors influencing 
leadership system in the Nigerian built environment. 
Leadership Styles in the Nigerian Built Environment 
The leadership style of any leader has a lot of sway 
on the overall performance of any project. This is 
because; such leader style of administration will 
determine how efficient and effective the 
subordinates will be and the efficiency of the 
subordinates is a key function in overall project 
performance in the Built Environment. This however 
aroused the assessment of leadership styles among 
professionals in the Nigerian built environment. 
Table I shows the result of examination of leadership 
styles in the Nigerian Built Environment. The result 
shows that in term of frequency of practice, the 
leadership style adopted among professionals in the 
Nigerian Built Environment is goal oriented. This 
implies that construction professionals in Nigeria 
always keep to their heart the goal of their client as 
the priority. Others significant leadership styles 
include people/employees oriented/democratic, team 
style and product oriented. The result also ranked 
goal oriented as the most effective leadership style in 
the Nigerian Built Environment. Other that are used 
in practice and equally effective are relationship, 
technical, team style and task oriented leadership 
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styles. These leadership styles were also considered 
effective by the professionals, even though some 
were not accord with priorities in practice in the 
Nigerian Built Environment. The reason for this 
result is the fact that the industry is goals driven and 
the professionals are working with specific goals in 
mind in other to meet the demands of their respective 
clients. It is also observed that the leaders in the 
Nigerian Built Environment give consideration to the 
employees/people working under their supervision 
because these are subordinates who execute single 
unit of firm/organization operational system upon 
which their success or failure is built. Team spirit is 
also built and seen in the professionals in the 
Nigerian Built Environment by consenting to practice 
of team style of leadership in the industry. They 
believe two are better than one; majority decision is 
better, stronger and faster than minority. This 
leadership style will save time and energy; and 
enhance firm/organization operational performance. 
 

TABLE I.  LEADERSHIP STYLES IN THE NIGERIAN 
BUILT ENVIRONMENT 

 

 
 
Factors Influencing the Leadership Styles in the 
Nigerian Built Environment  
The success or failure of any leader is a function of 
many interrelated factors which could either be 
external or internal. Some of these factors are self-
induced by the leaders’ themselves, the subordinates 
within the firm/organization while some emanated 
from external interaction/engagement. This is not 
untrue because the business success and sustainability 
of the professionals in the built environment 
overtimes are constructed on professional services 
outsourcing. A list of 16 factors was made for this 
research through review of literature. Hence, the 
result of evaluation of these factors influencing 
leadership styles among professionals in the Nigerian 
Built Environment is shown in Table II. The study 
revealed that the top rated factor is leaders’ value 
system. Value is the worth of something or respect, 
trust and believes you have in something. Whatever 
you do not value you could not accrue gain or any 
merit from. The value system of any leader is his/her 

ability to establish the worth/gain of any action, 
relationship and interaction. The success of any 
leadership system also anchors on a leader’s value 
system. Value system of professionals in the built 
environment is reported to be a major factor 
influencing leadership system in the Nigerian Built 
Environment. Other factors include level of 
motivation and effort of leaders, feelings of security 
in uncertain situations, inability to influence others 
and interpretation of organizational policies and 
practices among the subordinates.  
 

TABLE II.  FACTORS INFLUENCING LEADERSHIP 
STYLES IN THE NIGERIAN BUILT ENVIRONMENT 

 
   
it could be further affirmed that leader’s motivation 
level and effort is key to effective leadership system. 
This means that followers/subordinates/employees 
will not be motivated if leader is not and leader must 
make every effort to encourage and convince his/her 
subordinates to see what he/she is seeing in a right 
perspective and join hands until set targets and goals 
are achieved. Another significant factor is the leader’s 
feeling of insecurity in uncertain situation; whenever 
a leader is obscure, insincere, suspicious to 
subordinates, self-centered, power/position motivated 
and rigid towards the subordinates, there will be a 
feeling of insecurity. This gives rise to conflicts 
between the leaders and their employees/subordinates 
because whatever a subordinate does attract suspicion 
from the leader about their subordinates. This make 
the leader operational system ineffective as it creates 
lots of loop-holes attracting failure to leadership 
system. One key attribute of a leader is the ability to 
influence others, when a personality in leadership 
position fails in this capacity; he/she has failed as a 
leader. The professional operation in the built 
environment is complex, require longer times to 
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complete and with interrelated-task therefore 
necessitate and require a human resource manager 
with the skills to motivate and influence 
actions/inactions of others to achieve the overall 
organization/project’ objectives. every 
organization/firm has set of policies and standard 
practices upon which their core functions are built, 
understanding of organization policies and practices 
by a leader determines how effective such leadership 
system will be. whenever a leader fails to fully 
understand the organization policies and practices, 
there could be lots of mistakes, errors and lapses in 
the organization operations and poor leadership 
system due to leader’s knowledge. my people perish 
because of lack of knowledge. what a leader is, is a 
function of how effective his/her leadership system 
will be. 

 
CONCLUSION 
 
The success of a project is based on the type of a 
leader that is charge. A leader’s failure or error is a 
project failure/error. This paper examined leadership 
system in the Nigerian built environment. The study 
established that the most effective leadership style in 
practice among built environment professionals in 
Nigeria is goal oriented as top rated which implies 
that built environment professionals in Nigeria see 
their client goal(s) as the top priority on any project. 
The subsequent effective leadership styles are 
relationship, technical, team style and task/autocratic 
oriented leadership styles. These succeeding styles 
are not accorded priorities in practice but are 
considered effective by the Nigerian built 
environment professionals. The significant factor 
influencing leadership system in the Nigerian built 
environment was leader’s value system. Other factors 
include level of motivation and effort of leaders to 
achieve set goals and objectives, feelings of security 
in uncertain situations, inability to influence others 
and interpretation of organizational policies and 
practices. The paper concludes that the leadership 
style in practice among professionals in the Nigerian 
built environment is goal oriented leadership; 
whereby how client goals, objectives and aspirations 
will be achieved becomes a priority to project 
stakeholders. The paper recommends that even 
though not fully in practice among professionals; 
transformational leadership style should be 
encouraged in the Nigerian built environment due to 
the ongoing transformation agenda of the Nigeria 
President which is in-line with United Nation Vision 
20:20:20. 
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