) CHALMERS

UNIVERSITY OF TECHNOLOGY

Strategic management competences of
top leaders of Scandinavian contractors

Master’s Thesis in the Master’s Programme International Project Management

GEORGIOS PARDALIS

Department of Civil and Environmental Engineering
Division of Construction Management

CHALMERS UNIVERSITY OF TECHNOLOGY
Gothenburg, Sweden 2015

Master's Thesis 2015:120






MASTER’S THESIS 2015:120

Strategic management competences of top leaders of
Scandinavian contractors

Master’s Thesis in the Master’s Programme International Project Management
GEORGIOS PARDALIS

Department of Civil and Environmental Engineering
Division of Construction Management
CHALMERS UNIVERSITY OF TECHNOLOGY

Goteborg, Sweden 2015



Strategic management competences of top leaders of Scandinavian contractors

© GEORGIOS PARDALIS 2015

Examensarbete 2015:120 / Institutionen for bygg- och miljoteknik,
Chalmers Tekniska Hogskola 2015.

Department of Civil and Environmental Engineering
Division of Construction Management

Chalmers University of Technology

SE-412 96 Goteborg, Sweden

Telephone: + 46 (0)31-772 1000

Cover:
Evan Collins

Chalmers Reproservice
Goteborg, Sweden, 2015



Abstract

This study aims to examine the strategic management competencies of top-level
managers in the Scandinavian construction industry. Previous studies, and findings from
National Statistics Agencies in Scandinavia and EUROSTAT show a decline in
performance productivity of Scandinavian contractors over the last few years. In order
to link the aforementioned decline with top-level management, this study examines the
management styles that are most common in the Scandinavian construction industry, as
well as the way that top-level managers deliver their tasks. Additionally the most
important challenges that top-level managers in the construction industry will face in
the future are identified. The research method followed was a mixture of qualitative and
quantitative analysis, that includes members of the management boards of construction
organizations in Scandinavia, CEOs of those organizations and other experts in the
Scandinavian construction industry. The study focuses on "Construction of Buildings"
(41), "Civil Engineering" (42) and "Specialized Construction Activities" (43) company
codes according to the NACE sector group, and it applies to the top companies that
belong to those codes in Denmark, Norway and Sweden.

Through the use of a survey questionnaire on members of the management boards and
interviews on CEOs and experts on the industry a deeper knowledge of how those
managers perform their managerial work, in terms of competencies, managerial tasks,
managerial styles, tools, and power base, are examined and additionally a look at how
CEOs and management boards interact in Scandinavia is provided. Furthermore top-
level managers and experts in the industry discuss about the future challenges they
think they will face in the years to come and provide information about the areas of
focus that can lead the organizations they represent to achieve better results and
performance.

The results show a different perception between members of the management boards
and CEOs regarding which strategic management competencies are considered
important. The first are more close to the approach of the so-called "Scandinavian
management”, where credibility, responsibility, interpersonal skills are the most valued,
while CEOs follow a more result oriented approach with a high level of trust on their
own abilities. Additionally the opinion of experts in the industry brings for discussion
new essential competencies with a more technocratic approach, where diplomacy, agile
management and entrepreneurial skills come on top of the agenda for a successful top-
level manager. Furthermore the managerial approach of CEOs is more aligned to the
principles of modern management, while members of the management boards follow a
more old school and reserved managerial approach, which is based on strategies that
have already been implemented and have produced results. The consequence of it there
is a difference in perception of what is needed to change, in order construction
organizations to achieve better performance productivity in the future. That put
construction organizations in turbulence of ineffective decision-making and prevents
true innovation and change. Additionally the experts in the industry bring proposals and
areas of focus that will provide construction contractors with the necessary boost they
need in order to improve their position in the future.

Keywords: Scandinavia, top-level managers, competencies, questionnaires, interviews,
future challenges
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1. Introduction

In this chapter, the background of the research topic is described in brief. Further the purpose and
research question are stated and an overview of the disposition is provided to the reader.

1.1 Background

The research regarding strategic competences, which in this study are the underlying
attributes of top-level managers, was initially conducted in the USA (McCelland, 1973 &
Lamb et al, 1984), and the U.K. followed more than a decade later (Rothwell &
Lindholm, 1999, Armstrong, 2003). In the rest of Europe such research gained broader
interest at a later point. In Scandinavia, research on the subject has been carried out
only in recent years. The interest towards such research has started becoming growing
as a secondary of the expansion of the operations of contractors based in Denmark,
Norway and Sweden over the last decade. Contractors have made a step forward from
their base-country expansion to an expansion all over Scandinavia, with an expansion
over the borders of Scandinavia to follow. As Koch and Buhl (2013) identified, that
expansion had as a result the restructure in the company organizations and the
processes of competency development in senior management.

A study in the statistics provided by EUROSTAT (2013) regarding the construction
industry, shows a decline in the performance and productivity of Scandinavian
contractors. Signs of that decline have been identified in previous research too
(Ingvaldsen et al., 2004). Koch and Buhl (2013) justify this decline with a series of
factors, with the fragmentation of the market being one of them. As far as it concerns the
decline in performance Zia et al. (2009) have observed that the lack of strategic
management competencies among the large construction contractors can be a
significant reason for that. Despite the fact though that strategic management
competencies are of great importance for the performance of those organizations, as a
topic they remain under-researched.

The management model that Scandinavian contractors follow is a part of the so-called
"Scandinavian model". The culture of countries in the Scandinavian region has a great
influence on how people behave. "Scandinavian management" is influenced by political,
economical and social contexts. The expansion though of construction organization over
the borders of the Scandinavian region has created a great interest, related to how
Scandinavian management can be influenced by management models of other countries,
like USA or China.

As it is stated above the market expansion of Scandinavian contractors led naturally to a
change of corporate management, that has to face the challenges occurring by a series of
complex issues. In order those complex issues to be addressed contractors following a
practice of composing management boards with a mixed set of competencies. Lowstedt
(2012) emphasizes the experience of operations as an important competency at board
level, but it is not the only competence that can create a significant change to the issue
described above. The formation and the role of corporate management in other sectors
has been the subject of studies in the past (Johri et al., 2013).



Using that previous experience, this study aims to develop the research of corporate
management in the construction sector a step forward, and provide a new approach to
the role of corporate management in the performance and productivity of construction
contractors.

The literature on strategic management competencies keeps on being updated over the
years (Hill et al.,, 2014). As markets become more globalized, a great pressure has been
put on managerial skills. That makes strategic management competencies a hot subject
of the research agenda. Some of the managers that are on the top-level of organizations
take advantage of this globalization, producing successful results while others fail to
address the challenges of the globalized environment. What makes though some top-
level managers successful while others fail? How top-level managers can actually
contribute to the formation of strategies that will improve performance and
productivity of the organizations they manage?

The main goals for every organization are to be productive, deliver products that will
satisfy their stakeholders, and be profitable and successful. To achieve these,
organizations need to be well managed and to form strategies that will promote
excellence towards the aforementioned directions. Performing at a globalized
environment leads to great competition and organizations are trying to acquire a world-
class status. That puts great pressure on top-level managers and management boards, as
they are called to acquire new skills that will enable them to respond to a business
environment that continuously changes.

In today's business world the real competition is the one that Horton (2000) describes
as a "competition over competencies". Horton also states that in some countries an
organization's ability to learn and acquire new capabilities and competencies is more
important than its current endowment of unique resources or the industry structure it
currently faces. That also creates a challenge for top managers in Scandinavia since they
have to develop their competencies along with the necessary competencies their
organizations have to possess to ensure that they will survive and develop further in the
strong competition.

What has been described above forms the situation Scandinavian top-level managers
find themselves in. What remains to be found out is whether they are prepared to deal
with the competition and the challenges their organizations face, and if they have the
right set of competences that allows them to meet the requirements of their role and
lead their organizations to better performance results.

1.2 Purpose

The purpose of this study is to examine and evaluate the competencies of top- level
managers in the Scandinavian construction industry, with a focus on their strategic
competencies. That will contribute in understanding and determining the correlation
between strategic management competencies and performance improvement. The
objectives are:

e To examine and identify the most important challenges that top managers will
face in the years to come.

e To examine the way that top managers deliver their tasks (tasks, time spent on
tasks, areas of management focus, personal overview on the ability to deliver
those tasks)



o To identify which management styles are the most common in the Scandinavian
construction industry.

In order to meet the purpose of this master thesis, as it is described above, we can turn
the objectives above into research question that have to be answered. Those questions
are:

e What are the tasks in which top managers focus on today?
What are the main competencies that top managers need to have in order to
deliver those tasks effectively?

e What are the managerial style, the manager’s power base and which
management tools are in use?

e  What are the relationships between CEOs and members of the board?

e What are the main challenges that top managers think they will face in the years
to come?

1.3 Disposition

In the next chapter the reader is provided with an insight about the way this study has
been conducted, through an extended description of the method used. In the method
chapter the ways of data collection are described and analyzed and the strategy that has
been followed for this study is explained. Additionally a theoretical framework that
defends the reliability of this study and its methodology is presented.

The theory chapter aims to cover the theoretical context of interest that supports the
study and its analysis. The overall theory on the concept of competencies is presented,
by giving a definition to them, and it is followed by a deeper investigation of
competencies for senior management roles. On the side the reader gets an overview of
the important management tasks top-level managers today, with the addition of the
main competencies of top-level managers.

Further in the theory an extended presentation of managerial style is provided, and a
brief reference to the Scandinavian way of management is presented. Later on the
senior manager's power base is presented from the experts' point of view, to conclude
with the management tools that top managers use in the application of their managerial
work, and the challenges that top managers will have to face in the future.

In the empirical part the results from the contact with CEOs and members of the
management boards from organizations in the Scandinavian construction industry are
presented. The set of competencies of the managers are categorized and we also get an
overview regarding the soft skills of those managers. Additionally findings deriving from
external sources (organizations' websites, press releases, articles in the press etc.) are
presented to support further the findings above.

In the analysis that will follow the empirical study is analyzed along with the theoretical
framework, in terms of what strategic competencies top managers in the Scandinavian
construction industry have according the competencies that presented on theoretical
research conducted by others. Thereafter an analysis of how these competencies are
applied in the strategy formation of construction organizations and what could change
in the future in order the existing performance and productivity of construction
organizations in Scandinavia to be improved. The report is settled with a discussion and
conclusion of the findings from the research



2. Method

In this chapter the chosen research strategy will be described and the use of quantitative and
qualitative analysis will be justified. Further it will elaborate on data collection methods and as
closure the quality of the chosen data collection methods regarding the validity and reliability of the
study will be reasoned.

2.1 Selection of Research Strategy

The purpose of this study is to evaluate the strategic management competences of top-
level managers in the Scandinavian construction industry. In order to meet the needs of
this purpose the researcher is required to have a hermeneutic approach on the subject.
That means that the researcher needs to understand and examine the thoughts and
feelings of people through interpretation and comprehension (Odman, 2003). As a part
of the project, the researcher has had the opportunity to interview the CEOs of some of
the major contractors in the Scandinavian construction industry. Through those CEOs
sayings and their experience the researcher had the opportunity to understand how
those organizations work and the cultural context behind the application of those
strategic competencies. Odman (2003) describes the learning process of the
hermeneutic circle, where researchers develop their understanding through
interpretation and then understanding of the objects under study in an iterative loop.
Additionally a questionnaire delivered to members of the management boards of those
contractors, and that gives to this study greater legitimacy as it provides a more
comprehensive knowledge to the study subject, and offers a great opportunity to
examine the opinion regarding management competencies from a management board's
point of view.

2.3 Quantitative Analysis

The research is related to the strategic competencies of top managers and aims to
identify sensitive information about them, such as:

The challenges that those top managers face today and will face in the future

The content of their job

Their power base

The management tools that are mostly used

The identification of similarities or differences between top management of
Scandinavian construction industry and similar industries in other geographical
regions

In order to collect the data needed an anonymous investigation is the most optimal
solution (Corti et al,, 2000). Anonymity is important as those top managers questioned
feel freer to consider and answer the questions without the "fear" of leaking important
information for their organizations. A questionnaire provides them with an ideal
environment in order to the researcher to acquire valuable data for his research.

The reasons above justify the use of quantitative research as it enforces the feeling of
safety and anonymity to the participants. It also gives the researcher the opportunity to
compare the acquired results to those of similar investigations in other geographical



regions. To ensure the code of anonymity, as it is described above, the questionnaire
was sent directly to the top managers’ personal e-mails with a link that is valid for each
participant individually and which can be accessed only by him/her. In that way the
participant could feel safe that he will remain anonymous.

2.3 Qualitative Analysis

Qualitative research analyses data from direct in-depth, open-ended interviews, and
written documents (Patton, 2005). Furthermore in qualitative research, theories and
analysis are generated during the research process. The epistemological emphasis will
differ from the positivistic standpoint developed by natural scientific models and
positivism, and that the study will describe ways in which individuals interpret their
social world (Bryman & Bell 2007).

2.4 Data collection methods

The data collection methods that have been used for this research project are interviews
and questionnaires, which allowed the researcher to be more flexible in the search for
information and gave him access to a broader group of top managers, which gives to the
project a greater validity. The use of different data collection methods and the mix of
qualitative and quantitative research is not something uncommon, and the combination
of interviews with questionnaires ensures the participation of a greater number of top
managers which will ensure the credibility of the research results and will increase the
overall credibility of this study.

2.4.1 Questionnaires

Questionnaires provide the researcher with a quantitative method of data gathering.
The advantages from the use of questionnaires, as Popper (2004) describes them are:

e They are practical

e They help the researcher to collect a greater amount of information from a large
group of people in a significantly shorter period of time.

e Questionnaires can be carried out with very low affect to their validity and
reliability

e Their result can be easily quantified

e Their results can be analyzed in a more scientific and objective way that other
forms of research.

e When data has been quantified, it can be used to compare and contrast other
research and may be used to measure change

e (Quantitative data can be used to create new theories and / or test existing
hypotheses

There is no doubt that, as every other method of data collection, questionnaires have
some disadvantages too. Ackroyd and Hughes (1981) point out some of those
disadvantages.

e There is no way to tell how truthful a respondent is

e There is no way the researcher to know how much thought a respondent has put
in

e Respondents may have different interpretations of the questions; therefore
there is a level of subjectivity that is not acknowledged



e While developing a questionnaire, the researcher is making own decisions and
assumptions as to what is and is not important.

In every questionnaire two different types of questions can be included, depending upon
whether the questionnaire is going to be quantitative or qualitative. These two types are
closed and open-ended questions. For this study the development of a valid and reliable
questionnaire was required. Of course the fact that a questionnaire can only ask
questions and not get in an in-depth analysis should not be ignored.

2.4.1.1 Type of sampling

The research sample for the questionnaires is identified as members of the management
board in Denmark, Norway and Sweden, coming from the constructions industry and
especially from organizations that belong to the codes 41,42 and 43 of the NACE !sector
group. 41 apply to the "Construction of Buildings", 42 to "Civil Engineering" and 43 to
"Specialized construction activities". The company sample was initially generated using
the website largest companies.com (Largest companies 2014), which provides data for
100.000 companies in the Nordic region and gives space for national comparison. Out of
the whole sample, 41 organizations are primary shareholders companies (with a CEO,
Board of Directors and Management Board), which are crucial units for the decision-
making process in the corporate structure. The Danish, Swedish and Norwegian
multinationals’ management elements have been studied along with both a national
analysis and multinational analysis, in order to compare competing national and
multinational institutions.

This study covers large Scandinavian contractors, measuring the strategic management
skills of members of the board of directors. The Gross sample consists of 150 contractor
companies: 35 from Denmark, 55 from Norway and 60 from Sweden. Desk research
using web resources such as www.largestcompanies.com helped to determine which
contractors would be examined. From a closer study in those companies’ websites, and
with the notification that not all of them provide data about the consistence of their
management boards, 200 managers at board level were selected to participate in this
study. It is also crucial to notice that the selected sample of companies has been chosen
with the assumption that the larger companies are the leaders of the market in terms of
strategy.

Additionally the companies examined belong to the codes 41,42 and 43 of the NACE
sector group. That has been done in order to select contractors which operations cover a
broad amount of earthworks, civil engineering and specialized technical operations.
More analytically the identity of the examined sample is presented on the table below:

Country Group 41 Group 42 Group 43
Denmark 10 12 13
Norway 10 30 15
Sweden 20 15 25

Table 1: Company of origin and sector

The success of the study depends to a great extend on the careful design of the
questionnaire. Therefore, contents, structure and language used were carefully selected.
For the questionnaire's questions a great effort has been made in order them to be

1 National Association of Corrosion Engineers (www.nace.org)



oriented towards the direction of ensuring their straight relations to the research
questions.

2.4.1.2 Type of information collected in the questionnaire

As Beloucif (2003) proposes, three different types of information can be collected by
both interviews and questionnaires. These are:

e Targetdata
e (lassification and analysis data
e Administrative data

It should also be pointed out that the last type applies mostly to information collected
from questionnaires.

Target data, are data that has a direct relation with the research purposes. These target
data has to do with the competencies of top-level managers, their leadership skills and
their management style.

Classification and analysis data refer to data related to personal information about the
person asked. They are used to analyze patterns in the target data such as age,
education, gender and operating sector.

Administrative data are used to enable potential follow-up studies and refer to
information related to the respondent's identification, address etc. Since this study has
from the beginning a limitation regarding anonymity of the respondents, no
administrative data gathered in that case.

The questions used in the questionnaire, were easy to answer in general and they had
no aim to put the respondents out of their comfort zone.

2.4.1.3 Types of questions

In order to obtain high response rate, the questions must be clear, single issued, which
will make them easy to be understood and answered by the respondent. The vast
majority of the questions used in the questionnaire are closed and structured. Closed
questions give to the respondent a number of alternatives from which he/she is
instructed to choose (Saunders et al., 2003). Structured questions on the other hand are
questions in which alternative answer options are decided beforehand. This is done to
ensure consistency in responses, in order the data gathered to be analyzed statistically
to reveal patterns. As far as it concerns the interview questions were in their vast
majority clear and focused, without providing the respondents with the ability to
interpret them in their own way.

2.4.1.4 Selection of sample
As it referred above the investigation is restricted to companies that belong to the codes
41,42 and 43 of the NACE sector group. There is also a geographical restriction so the

companies of the investigated sample are located in Denmark, Norway and Sweden.

The sample consists of 150 legal companies. 27 companies have units in all three
countries and have a turnover that is more than SEK 1 billion in the three sector groups



that the sample covers. For each company data was gathered from the members of
management board.

2.4.1.5. Response rate

With the term response rate scholars refer to the percentage of people who respond to a
survey (Punch, 2003). High response rates help to ensure that survey results are
representative of the target population. A sample is drawn from the target population
and the survey questions are administered to the sample. If we want the results of our
survey to be accurate and useful, a high response rate of that sample is needed. The way
in which the response rate is calculated is given in the illustration below.

# of completed surveys
= Response Rate

# of people contacted

Figure 1: Calculation of response rate (source: Punch, 2003)

There are several factors that determine if the response rate is acceptable or not.
Response rates tend to be of higher importance when purpose of a study is to measure
effects and of less importance when the purpose is to gain insight.

The way that a survey is administered has an effect on the response rate. Acceptable
response rates according to Fleiss et al. (2013) are:

Mail: 50% adequate, 60% good, 70% very good
Phone: 80% good

Email: 40% average, 50% good, 60% very good
Online: 30% average

Face-to-face: 80-85% good

Hamilton (2003) provides us with some guidelines in order the response rate to be
maximized. Such guidelines are:

e Request participation from respondents in advance (when possible) and provide
information about the purpose of the survey, how the results will be used, and
the terms of anonymity and confidentiality.

e Give respondents a sufficient amount of time to complete the survey.

» For online surveys, 7-10 days is sufficient.

» For mail surveys, provide a self-addressed stamped envelope and allow
for transit time.

» For in-class surveys, provide 1 minute per question and allow a longer
response time for open-ended questions.

e Provide clear instructions on how to complete and submit the survey when it is
administered
e Design the survey so it is easy to read and follow.



e For mail or online surveys, send reminders during the survey period thanking
the respondents who have completed the survey, while reminding others about
the deadline for completing the survey. For online surveys, always provide a link
to the survey and send a reminder a day before closing the survey.

e Offer an incentive for participating.

In this specific study the potential respondents have been contacted via e-mail.
Additional notification e-mail has been sent to them 14 days after the initial contact. The
response rate was as it is described from the following table:

Number %
Members of the board 200
(including CEOs) received a
questionnaire
Members of the board 92 46%
(including CEOs) completing
the questionnaire
% of completed 46%
questionnaires

Table 2: Overview of responses

Considering the response rates referred above, the response rate of this study is
between good and average, so we can say that we have a valid amount of data that can
be used in the study.

2.4.2 Interviews

The purpose behind the use of interviews in a research project may vary. In some cases
interviews are used in order the researcher to extract useful information from the
interviewees, while in other cases the interview allows the researcher to gain deeper
understanding on the opinions and beliefs of the person he/she interviews. Denscombe
(1998) goes a step further and claims that interviews are more useful for a research
project when they are used in order to provide the researcher with answers in more
complex problems, like gaining knowledge through individuals’ experiences, attitudes
and beliefs.

According to Denscombe (1998), there are three different types of forming an interview.
These types are structured, unstructured and semi-structured interviews. Each type
serves a different purpose. For this project the semi-structured type has been selected,
as it provided the researcher with greater flexibility and gave him the ability to dig in
the research topics by asking questions that could receive answers that cover areas
broader than the predetermined topics, but with great use in terms of understanding
better the initial research topics that have been set. For this specific project two
different interviews were designed. The first one applied to top managers, and it was
structured in a way that would help the researcher to understand the personal views of
the interviewees on their strategic management competencies, the ways that they apply
those management skills in their working environment and the tools they use to deliver
their managerial work. The second one concerned Human Resources Managers and
external recruitment agencies specialized in recruiting top level managers in the
construction industry, and its aim was to identify what are the required strategic
management competencies for top managers in the market and to give an insight about
the way that top managers are recruited in the Scandinavian construction industry. Both
of the interviews were designed in such a way, so that they include all the areas of




interest, but in some cases questions were added or eliminated depending on the
respondent's willingness to answer.

2.4.2.1 Selection of sample

Eighteen interviews were carried out concerning the strategic management
competencies of top-level managers in the Scandinavian construction industry, and the
recruitment requisites of them. Interviewees were selected in such a way, that the top
organizations in the Scandinavian construction industry to be included, together with
some of the most high profiled recruitment agencies in the market and organizations
that have performed in the past studies regarding the Scandinavian construction
industry. Fourteen interviews have been conducted with CEOs of organizations that
belong to the codes 41,42 and 43 of the NACE sector group. Those CEOs represent
organizations that are in the top-10 of each code. Additionally four interviews have been
conducted with recruitment specialists, working for companies specialized in the
recruitment to top-level managers in the construction industry and people coming from
consultant organizations that have in the past conducted studies regarding the
Scandinavian construction industry. That allowed the researcher, according to
Denscombe (1998) to have such a sample, which would give results that can be
generalized to the whole industry. Due to the fact that interviewees come from three
different countries (Denmark, Norway, Sweden) the selected language for the
interviews was English. There were some cases though that the interview was carried
out in the local languages.

All the interviews were designed to last about an hour and most of them have been
recorded. There were four interviewees that preferred to answer the interview's
questions via e-mail, as there was no open time slot on their schedule for a face-to-face
meeting with the researcher. The researcher also took notes from every interview

The identity of the examined sample is presented on the table below:

Country Group 41 Group 42 Group 43
Denmark 1 1 -
Norway 2 2 2
Sweden 2 3 1

Table 3: Origin and sector of interviewed CEOs

From the table above we can draw some quite useful conclusions. Denmark is under-
represented in the interview sessions as only two CEOs had the time and ability to
participate in this study. It is also obvious that the NACE sector group 43 that applies to
"Specialized construction activities" is poor represented as only two CEOs of
organizations of that sector group have been interviewed for this study. For the rest of
sector groups and countries seems to be a balance and according to the needs of this
study the sample participating can be termed satisfactory.

2.4.2.2 Types of questions

As in the questionnaires, the questions selected for the interviews were oriented
towards the direction of giving answers to the research questions. They were in their
vast majority clear and focused, without providing the respondents the ability to
interpret them in their own way, but allowing the development of extended discussions
on them.
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2.4.3 Secondary data

As secondary data we define information gathered for purposes other than the
completion of a research project (Dale et al., 1988). The researcher can draw secondary
information from a big pool of sources that available to him. The secondary data is used
to get either initial insight on the problem that a research or a study examines or in
order to get a deeper understanding over it.

Depending on its source of origin, secondary data is either internal or external. Internal
is the data acquired within the organization(s) that the study examines. External
secondary data can be acquired from a variety of outside sources, such as press
publications, other studies, interviews on the electronic and printed press etc.

According to Dale et al. (1988) the advantages of secondary data are related to time and
cost savings. Those advantages are:

o The gathering of the secondary data can be completed rapidly at a short time
period

e The researcher only has to locate the source of secondary data and extract the
required information

e Secondary data does not usually require expenses from the researcher's side, as
it is available for the public, or it can be found in open sources.

Secondary data also has some disadvantages, which can be the following:

Secondary data on the topic of a study might be in insufficient quantities

The reliability of secondary data might be of questionable accuracy

Data might be in different format or units than those the researcher requires
Secondary data might be outdated, so it can be of any help at the time of a
current study.

In general secondary data should not be undertaken prior to primary research.
Information that derives from secondary data sources can be used as a useful
background to a study or as an addition to the findings of primary research.

In this study the sources of secondary data were organization's websites, articles on the
press regarding the Scandinavian construction industry and the annual reports of the
examined organizations, where available.

2.5 Data Analysis Method

Qualitative data analysis is non-statistical and the researcher bases his approach over
the collected data by the concrete material at hand. In general, the goal from the data
analysis of qualitative research is to extract rich, detailed and valid data that will help
the researcher to gain in-depth understanding of the context of his research (Bryman
and Bell, 2007). In the case of this research project the data acquired from the
interviews has been processed as following; transcripts from the recorded interviews
have been made and the notes taken during the interview’s process combined them. The
additional notes regarding the interview's behavior during the interview have also been
taken into consideration. At a later point answers, from each interview, that were
similar have been grouped together. The results were analyzed further with the help of
the chosen theoretical framework.
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On the other hand quantitative data analysis is statistical and takes place in the form of
tabulations and provides the researcher with a broader base of insight. In this research
project the responses of each individual were automatically grouped via a software
based analysis tool (Google survey forms) and numerical data has been acquired. Then
the researcher has divided the result in groups regarding country, sex, educational
background etc. and analyzed the results further with the use of the selected theoretical
framework.

The outcomes from both qualitative and quantitative data analysis were combined
together and provided the researcher with more insightful understandings, which are
presented later on the discussion and conclusion parts.

2.6 Limitations

This research project involves certain limitations. Due to time limitations there was a
strategically planned selection of interviewees, with those within Sweden having a
dominant position, which might make it difficult to examine deeper the differences
related to different working cultures. This research is not fully segmented into the
different streams of the Scandinavian construction industry. All the three researched
streams (construction of buildings, civil engineering, specialized construction activities)
are represented with interviewees, but in general that does not mean that someone can
draw conclusion from this study for the whole construction industry. Some interviews
have been carried out in local languages. Since the researcher is not fluent in
Scandinavian languages, help from interpreters was asked, so there was no opportunity
in those interviews to have a more extended discussion regarding the research topics.
The same applies to interviews that have been answered via e-mail, due to the fact that
there was no opportunity for further discussion. Anonymity can be also considered as a
limitation for this study. And if in the questionnaires it was guaranteed by the nature o
this data collection method, in interviews it came as a request by the vast majority of the
interviewees. They asked that both their names and the names of the organizations they
represent to remain anonymous, and as a result anonymity extended to the whole
sample. Another factor related to the interviews that can set limitations, is the fact that
some of the interviewed CEOs denied their interview to be recorded. So the only records
existing on those interviews are based on the notes that the researcher kept during the
process. Last but not least due to time restrictions, only a small sample of the
Scandinavian construction industry could be covered. With the use of questionnaires
though the researcher managed to limit that barrier to a great extent.

2.7 Research Quality

It should be noted that the researcher comes from a different cultural background from
the industry he examines. According to Hofstede (1980) this affects researcher's
underlying assumptions. The fact though that the researcher has a working experience
in the Scandinavian construction industry, bridges that cultural gap and gives validity to
his basic assumptions.

Validity, along with its reliability, are the two most important factors characterizing the
quality of a quantitative research (Creswell, 2013). Despite the fact that qualitative
research is questioned regarding its validity and reliability, quantitative research is
recognized for both these concepts.

The external reliability of this research project is guaranteed by the fact that both
quantitative and qualitative research methods were used. Someone could questions this
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external validity and reliability since the results apply to the individual perspectives or
each participant towards the subject. The way this study is designed though allows the
researcher to accept the premise of Numan (1999, p.17), who emphasizes on the
research design and states that "external validity is ensured when the research design is
such that we can generalize beyond the subjects under investigation to a wider
population”. Having external reliability ensures the ability of this research project to be
replicable, but it does not ensure that other researchers on the same topic would come
with the same conclusions. The use of different theoretical frameworks might lead to
different interpretations and conclusions. It is unquestionable though that all
researchers would agree upon the methods used.

External validity as Denscombe (1998) describes refers to which extent the research can
be generalized across social settings. Organizational cultures and management
applications are different, so the same study on other social settings can lead to different
results. The scope of the researcher was however to provide an extensive and detailed
insight in the Scandinavian construction industry, so others to have all the data needed
to decide whether this study is applicable or not on their social setting. What is also
important is to provide the readers with a thorough description of the background of
the research. That allows them to have a clear picture of what are the strategic
management competencies of top managers in the Scandinavian construction industry
and understand better what are the problems derived from those. The fact though that
the research is limited to the Scandinavian region, which is known for its unique
management culture, limits the transferability of the result from this research to other
cases.
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3. Theoretical Framework

The theoretical framework starts with an overall presentation on the concept of competencies, with
a focus on competencies of senior management roles. It includes the important management tasks
of top-level managers today and additionally it is supported by an extended presentation of
managerial styles, with a brief reference on the Scandinavian way. Following the senior manager's
power-base is presented and the chapter concludes with the management tools that top-level
managers use to apply their managerial work, and the challenges that they will have to face in the
future.

3.1 Introduction

By definition competence is the ability of an individual to do a job or perform a task
properly. A competency is a set of defined behaviors that enables individual employees
to differ from one another in terms of evaluation, skills and development. As a term
competence appeared in the U.S. in 1959 by RW. White, and it was a concept of
performance motivation. Later, in 1970, Craig Lundberg & Francis Wolek defined this
concept in "Planning the Executive Development Program" and took its final form in
David McClelland's "Testing for Competence Rather Than for Intelligence" (1973).

The concept of competency became popular through the work of Richard Boyatzis and
especially his book, "The Competent Manager". According to Boyatzis competency is “A
capacity that exists in a person that leads to behavior that meets the job demands within
the parameters of the organizational environment and that, in turn, brings about desired
results.”(Boyatzis, 1982). The difference in the approach of Boyatzis was that he put
forward a person's behavior.

3.2 Definition of competencies

For most of the scholars competence is a combination of practical and theoretical
knowledge, individual skills, behavior and values that are used to improve performance.

Competency is an individual's attribute that can be shown in a situation and context that
is not necessarily the same every time. It can be said that it is the behavior of an
individual in a case that action needs to be taken. An individual is competent when
he/she has the ability to interpret a situation or a context and put in use a set of actions,
for which has been trained and they are relevant, in order to provide a solution (Gilbert,
1978). Competency does not have a certain meaning and still remains one of the most
diffuse terms in management. Competencies are related with the level of success of
individuals in their jobs. They include related knowledge, skills, abilities and attributes
that form the way every individual performs his job.

3.3 Competencies for senior management roles

Managers are called to play multiple roles, especially when they hold a top-level
managerial position within an organization. Apart from roles that are related with
functions like finance and personnel management, marketing etc., managers have to
play leadership, strategic, operating and other roles (Akhouri, 2002). The performance
of the manager is highly dependent on how well he/she performs these different roles.
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How well these roles are played is also a factor that influences the overall performance
of the organization. The above naturally leads to the question of what are the
competencies that senior managers in an organization should have in order to meet the
requirements of their different roles. Some of these competencies, according to Akhouri
(2002), could be the following:

Competencies related to strategic shift: In a continuously changing business
environment, managers at a senior level need to play the role of revising the corporate
growth and competitive strategies to meet the needs of the market

Operations change-related competencies: Senior level managers are often required
to bring on table changes and improvements in operations that are needed in an
organization. The effective performance on that role requires from senior managers to
possess a set of competencies, which includes planning skills, understanding of the
power structure, team development, advocacy competency etc.

Leadership roles related competencies: Leadership roles relate to setting and
visualizing corporate goals (long or short-term), communicate them and get people
within the organization excited about them, inspire high level of personnel performance
etc.

Another approach that is often adopted from those that believe that organizational
performance is influenced by managerial action is the resource-based view (De Wit and
Meyer 2010). In this approach senior management capabilities are listed as a part of
grater tank of factors that contribute the performance and competitiveness of an
organization (Acquaah 2003, De Wit and Meyer 2010). The factors above include a
resource base of actual skills and personal traits, in which relational resources and
competencies are viewed as being part of the latter (De Wit and Meyer 2010, Dilling-
Hansen et al 2009).

In continuation of the resource-based view, De Wit and Meyer (2010), Mintzberg (1973)
and Wilson et al. (2006) consider management competencies as a combination of skills
that come from personal experience, practical experience, formal education and
vocational training. From that we can understand that management competencies is
something that a person cannot have per se, but they are built up through years of
industrial experience, where the basic education can be the starting point for their
development. Literature suggests that the formation and application of strategic
processes in contractors, is a work mostly delivered by the higher management levels of
the organizational hierarchy (Jarzabkowski and Spee 2009), and that these processes
are constantly evolving over longer periods of time (Lowstedt 2012). A number of
studies of company performance and competitiveness have adopted the resource- based
view, investigating a long series of possible contributory factors. These emphasize the
strengths of mixed corporate management and/or boards of directors with managers
from various different backgrounds (Acquuah 2003, Adams et al 2005), together with
the role of incentives for the CEO (Adams et al 2005), and more. The globalization of
companies and their markets, in this context spreading from national to Scandinavian,
to Nordic markets and beyond, places further pressure on the resource bases of these
companies, while also strengthening them through mergers and acquisitions. This
involves the development of managerial skills (Lahti 2010, Sgderberg & Vaara 2003).
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3.4 Important management tasks for top-level managers today

As Rachlin (2002) point out the new industrial reality is in continuous change. That new
reality brings on stage new circumstances in which managers and organizations should
fitin.

There is a lack of studies regarding the most important managerial skills in Scandinavia
region. If you look though studies for countries like Denmark Sweden and Norway made
by Hildebrandt (2005) and Soderlund (2004), the following management tasks seem to
be of great importance:

Motivation of others

Planning

Employees’ satisfaction
Employee development
Co-ordination

Communicate values

Coaching

Controlling of goals and results
Delegation

Representing

If we want to interpret the above tasks we could say that tasks related to Human
Resources Management seem to have great important in Scandinavian organizations.
Additionally the presence of traditional managerial tasks like delegation, co-ordination,
controlling of goals and results etc. has a dominant role. It is remarkable though that
Scandinavian management uses Human Resource Management to face the challenges of
today's industrial environment, since employees remain a crucial capital in an
operational environment that continuously changes.

In an older study held by Egbu (1999) the six most important types of management
skills and knowledge have been found. Those were:

Leadership
Communication
Motivation of others
Health & safety
Decision-making
Forecasting & planning

The study of Egbu covered only refurbishment organizations in England, with the
persons taking part on his study holding senior and mid-level managerial positions).
What is important though is the fact that an overlap between this study and studies
Hildebrandt's and Séderlund's. Tasks like "motivation others" and "planning" appear in
all studies. What Egbu's study brings to the table is leadership. All study also cover a
variety of similar issues like "satisfaction and development of staff members",
"communication of values" etc. Despite the fact that Egbu's study covers a significantly
smaller sample of organizations, it is obvious several similarities can be identified in all
studies referred.

What we can conclude as a reflection to the studies mentioned above, is the fact that the
most important management tasks in today's business world are more leadership
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oriented. Of course we cannot ignore the obvious differences between the studies
mentioned above, but the similarities are so important that is impossible not to point
them out. Management behavior and leadership traits are highly valued to managers of
all levels. Management tasks remain more or less the same whether we discuss about
the late 90's or the mid 00's or about the management environment of our era. Some of
those tasks appear to change a bit over time (from traditional management to
leadership oriented management), by someone should not forget that managers should
be able to respond to the challenges of a continuously changing operating environment.

3.5 Main competencies of a top manager

As it has been referred above internationalization, globalization and politics are
important factors that create both limitations and challenges in today's organizations.
The pressure on managers, especially those that are on the top of those organizations
has been increased, as they have to be successful both for themselves and the
organizations they represent in an environment of high competition.

Hildebrandt (2005) pointed out in his study manager's personality and managerial
results are the results of inborn personal characteristics and experience in real working
conditions. His point of view can be applied also to the level of senior managers and
CEOs. For them scholars claimed that their talents and abilities gained through
experience can map into organizational performance. Theorists like Murphy and
Zabojnik (2004), and Gabaix and Landier (2007) have modeled CEOs with different
qualities and characteristics. Empirical studies, like those of Adams et al. (2005), and
Bennedsen et al. (2008) confirm that managerial heterogeneity affects corporate actions
and performance, and find evidence that the actions of specific senior managers and
CEOs matter. However no empirical or theoretical study can provide a solid framework
of particular abilities and characteristics that are important corporate governance and
performance.

Hildebrandt (2005a) in his study is referring to some important personal factors, based
on the opinions of managers from his study sample. Those factors are:

Credibility

Interpersonal skills

Independence

Self-confidence

Resolute

Will

Ability to be tolerant in high stress situations

Some of those characteristics can also be found in the theory of Bolton et al. (2009). That
theory has a leadership orientation and contrasts managerial resoluteness against
communication skills. Resoluteness is connected with the overconfidence that some
senior managers and CEOs feel and makes them unresponsive to outside information
and precludes communication skills. According to this theory senior managers and CEOs
that are more resolute and self-confident can perform better that others who have
better communicative skills, in situations that require greater coordination. According
to the theory of Bolton et al. (2009) the characteristics of senior managers and CEOs that
reflect resoluteness and overconfidence should be positively correlated with
organizational performance.
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Other studies have focused more narrowly on managerial overconfidence. Heaton
(2002) argues that overconfidence in the form of managerial optimism is
unambiguously bad, causing either over- or underinvestment. In contrast, Gervais,
Heaton, and Odean (2009) present a model where overconfidence can increase value by
mitigating moral hazard and aligning incentives.

Empirically, Malmendier and Tate (2005, 2008) find that overconfident top managers
and CEOs have higher investment-cash flow sensitivities and are more likely to engage
in value-destroying mergers. Graham et al. (2008) provide additional empirical evidence
that top managers and CEOs behavior is related to measures of overconfidence,
optimism, and risk-aversion. However, it remains an open question how overconfidence
relates to subsequent performance.

To summarize, building on Bolton et al. (2009)’s idea that resoluteness is a form of
overconfidence, the previous literature assumes that overconfidence and resoluteness
on one hand and empathy and team-related skills on the other hand are primary and
defining distinctions of managerial characteristics.

3.6 Managerial style

As it has been referred above continuous change is a very important factor that all top-
level managers have to deal with. In order change to be successful a change in
managerial style within the organization is required (Bogorya, 1988). AS Bogorya (p.10)
states “at senior management/executive level the corporate culture and leaderships
styles shift and create new norms of behavior and new standards of performance.” The
context of change, the limitations set and the personal view on the situation are the
factors that motivate a senior manager to choose his/her managerial style.

Increasing globalization is creating great challenges for the construction industry and
leads the need for change in order the organizations to become truly global. Traditional
management approaches seem to have failed towards this direction, as they fail to allow
organizations integrate in the global environment. As experts from McKinsey (2012)
point out point out that organizations that adopt globalization tactics in their change
strategy succeed towards this direction. They also connect these tactics with the
economic performance of the organization and the level of global reach that these
organizations have.

The adaptation of modern approaches in management and its correlation with an
organization’s economic performance has been validated by a previous research held by
Rambgll Management (2004). According to this study, that used as a sample companies
from Sweden, Denmark and Norway, the characteristics of "modern" and "traditional”
companies are as presented in the table below:
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“Modern” Companies

“Traditional” Companies

Responsibility on own initiative/Delegated
responsibility

Delegated responsibility

Non hierarchical organizational structure

Certain level of hierarchy

Project organizing

Project organizing

Review of values (without changing the core
ones)

Management based strictly on core values

Active professional board of directors

Board of directors consisting people with no
experience from the market

Investment in competence development

Trust on personnel’s experience

Young management

Suspicion over young managers

Use of new technologies Trust on used or internally developed

technologies

Mobility of the staff to enrich their

competencies

Recruitment based on specific skills

Flexible services Extremely niche based

Table 4: “modern companies” VS “traditional companies (source: Rambgll Management 2004)

From the table it becomes obvious that organizations that follow a modern management
approach have made small but really important changes that improved their position
over those that use a more traditional approach. The behavioral competencies of senior
managers, like personal values, responsibility on own initiative etc. plays a significant
role in the modernization of a company and it validates the opinion that modern
managers can contribute greatly in the obtainment of a higher modernization rate of the
companies they work at.

In Scandinavia a unique style of management exists, that has many times become an
example to be followed by other countries. This style is characterized by a network
oriented approach and continuous motivation and empowerment of employees by
managers, whether they are on junior, minor or senior level. In Scandinavia companies
manage with goals and values rather than control and strict chain of commands (Eriksen
etal,, 2006). That provides the companies with competent employees, which potentially
can create opportunities for further development of these companies in terms of
economical and operational growth. This way of managing is considered effective for the
competitiveness of organizations, since the employees are an active capital which
contributes with ideas and proposals that can improve the image and performance of
those organizations.

Scandinavian management can be characterized as a democratic one. It is result-
oriented and its major characteristic is that enters into discussions with subordinates to
achieve consensus. It is also characterized by a high level of equality between
generations, genders etc. Managers are relation and goal oriented and they achieve
better employee satisfaction, collegiality among the staff, but still the results in terms of
productivity do not show a clear increase of it. What managers achieve though, is to
empower staff's efficiency and at the same time they are allowed to adopt a more risk-
taking strategy and a feeling of accomplishment.

According to Phillips-Martinson (1992) the management style reflects the culture of the
country you are in and in support of it Jonsson (1996) adds that the Scandinavian style
of management is highly dependent to the Scandinavian culture and that Scandinavian
managers try to bring this style even when they operate outside the borders of
Scandinavia. The flat structure has the strength of breaking down the borders between
management and staff. What is maybe especially Scandinavian is that the low power
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structure is often followed up with great interest and consideration for the staff. The
manager achieves to communicate to his employees that they are important to the
company, and that their values have meaning.

The core values in Scandinavian management are care and trust, and trust is at the same
time an expression that great responsibility is delegated to the individual employee
(Copenhagen Institute for Future Studies, 2006). The prerequisite for delegating
responsibility is the generally high education level and that Scandinavians from
childhood are taught to think independently and critically. Nordic employees have
developed their professional skills out of personal interest and not from the likelihood
of getting a job or good salary. That gives a high level of competence and some of the
world's most motivated workers. That combination is particularly important because
research into creativity shows that the combination of strong qualifications and
motivation is required for creativity and, in the end, innovation.

In a number of areas, the Scandinavian culture is thought to promote a more creative
workplace. The short distance from top to bottom strengthens the flow of ideas through
the organization. In Scandinavia, it is not so much the position in the organization as it is
the arguments that decide what is right or wrong. That means there is greater
possibility for more and freer debates. The strongly relation-oriented management
styles strengthen openness and trust in the company, which again helps promote well-
being and motivation, both critical for creativity.

Privacy plays a great role in the Scandinavian way of management. Managers distinguish
their personal from their working life and that creates great disadvantages when they
are called to operate in a different cultural environment. Additionally Scandinavian
managers tend to be very careful when it comes to decision-making. Even in operational
environments where quick decisions can lead to a competitive advantage, Scandinavians
prefer to analyze and consider different scenarios. That conflict avoiding and overly
careful approach has in many cases created a great downside when Scandinavian
companies were called to expand or operation other countries.

In defense of the Scandinavian model is the position of countries like Denmark, Norway
and Sweden in the world competitiveness ranking (figure 1). These countries are among
the ten most competitive nations in the world in 2014. Despite the fact that the
minimum wage rate, the taxation rate etc. are high, those Nordic countries are very
competitive and this is credited to the way companies in those countries are managed.
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Figure 2: World competitiveness ranking for 2014 (source: World Economic Forum)

The Scandinavian manager is considered the role model for every modern manager. A
typical Scandinavian manager keeps a low profile, delegate responsibilities over the
employees and focuses on professionalism. Lindholm (2004) in his report “Den
skandinaviske leder” (“The Scandinavian manager”) asked managers in Denmark,
Norway and Sweden to characterize themselves as managers. The results are presented
in the table below.
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The Scandinavian Manager

Professional Skills 36%
Result Oriented 35%
Reliable 35%
Honest 33%
Ambitious 29%
Effective 26%
Good to Communicate 25%
Attentive 20%
Enterprising 19%
Short-term Horizon 18%
Ethical 17%
Socially Oriented 16%
Considerate 14%
Long-term Horizon 13%

Table 5: Profile of the Scandinavian manager (source: Lindholm, 2004)

It is obvious that for Scandinavian managers the soft values are of great importance.
That is complete alignment with the whole structure of Scandinavian societies.

Researchers like Holt (1998) and Hildebrandt (2005) point out that the emphasis of the
management in Scandinavian countries is given in policies that promote participation of
the employees, which leads to efficiency, organizational stability, self management of the
employees, open dialogue and coaching etc. Hildebrandt (2005) focuses on the Danish
industry and points out that the most common management styles there are:

Management through co-operation and participation
Management through dialogue and coaching
Management through attitude and values
Management through self-governing

Management through acknowledgement and rewards
Management through follow-up and supervision
Management through order and instructions and
Management through rules and incentives

Those different management styles are proven to provide managers with the necessary
flexibility, that allows them to take the best results from their employees all the time
and as an extension they lead to better economic results.

In conclusion we can say that the Scandinavian management style is somehow unique
compared to the international experience. The collaborative model that the
Scandinavian management style promotes has allowed to countries like Denmark,
Norway and Sweden to be amongst the ten most competitive countries in the world, and
it seems to be a style that can help Scandinavian companies to respond to the challenges
of the present and future industrial environment. Previous studies also have proven that
companies that follow a more modern management approach have better economic
performance than companies that keep on following traditional management
approaches.
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3.7 Management board diversity

As it has been obvious above, Scandinavian management provides successful results
because it promotes a completely different approach from the traditional approaches
over management. Another essential element of Scandinavian management is the
promotion of diversity, which has a certain effect on the composition of management
boards.

In the context of corporate governance Van der Walt and Ingley (2003) refer to diversity
as "the composition of the board and the combination of the different qualities,
characteristics and expertise of the individual members in relation to decision-making
and other processes within the board. "Other studies, conducted by Catalyst (2007) and
McKinsey (2007) promote gender diversity in the management boards as an important
factor that can affect the performance of an organization. In support of this a study by
Jocks et al. (2013) showed that companies with at least 30% women on their board have
managed to achieve better performance. Of course there are those who oppose that
opinion, like Ahern and Dittmar (2012) whose study in Norwegian firms showed that
mandated female board representation led to deterioration in the operating
performance of those firms.

According to some scholars like Kang et al. (2007), diversity has a positive effect to the
exchange of ideas, effective communication paths within the board and performance of
the organizations. There are others though, like Rose (2007) who claim that
management boards with diversity can be delayed in terms of decision- making, that
other, more heterogeneous, management boards.

Since though this study is focused in the Scandinavia region and taking under
consideration the fact that the gender diversity in corporate management is on top of
the discussion agenda in the countries on that region, we can claim that the strong
representation of women on management boards can be a significant factor for
improved performance.

3.8 Relationship between CEO and Management Board

Board structure in Scandinavian countries has many common features. According to the
company law in Denmark, Norway and Sweden there must be both a CEO and a board in
each company. Those boards are mainly consisted of non-executives and majority
shareholders elect it. CEOs are responsible of the day-to-day business of the company
and together with the board they participate in all major decisions and the formation of
strategy of the organization. The board though has to approve all major decisions to be
taken (Nordic Innovation Centre, 2009).

Traditionally company boards in Scandinavia are composed by people between the age
of 50-60 years old, with an educational background related to business, law and
engineering (Edling et al, 2012). Most of them tend to have similar managerial
background, similar political views and in their vast majority are men. Edling et al.
(2012) characterizes them as an "old boys network". Despite the fact that organizations
become more international, and despite the fact that women starting entering the
boards, this "old boys network" remains dominant in Scandinavian organizations.
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Since according to the national statistics, the average age of CEOs in Scandinavia is
between 42 and 47 years old, and taking under consideration the close cooperation
between CEOs and members of the board, this age gap has an effect on the
organizations' decision-making and performance.

3.9 Top manager’s power base

Top managers have legitimized power, which is conferred by the position by they have
as executives in an organization or the influence they have in board of directors. Their
power depends on what power the board of directors’ gives to them. Storable (2004)
provides us with an overview in four basic types of governance of the board of directors,
which are:

Audit
Supervising
Coaching
Steering

These types are highly dependent on the board's perspectives, roles and behaviors.
Additionally those roles depend on the effectiveness of the management. Inside those
limits senior managers are provided with a liberty of actions. This is the point from
where they have to navigate and prove or evolve their abilities. Managers’ ability to
apply their power is partially derived from their personality and partially from the
people they manage.

Even though professional competencies are important for the application of the power
from a senior manager, personal qualities seem to have a rather greater importance.
That can be considered as an indicator that the ability of a top manager to act as a leader
is above his professional competencies.

In past studies, like that of Hildebrandt (2005) senior managers consider their "persona
qualities” and "own attitudes and values" as the most important power base. According
to them these two factors provide them with the power of penetration in their position.
Their professional competencies, management experience and monitoring of results
give them, according to them, power of penetration in their job.

In conclusions senior managers justify their existence as leaders as a result of their
personal qualities. Those personal qualities are more important than the results that
they are able to achieve. This is an indicator that top managers value their soft skills
more than their hard skills. Personal qualities, attitude and values are obviously factors
that give to top-level managers the power of penetration. Management power is of great
importance for both the interplay between senior management and employees and the
organizational development.

3.10 Management tools

The role of a manager, especially at a senior level becomes more demanding as years
pass by. That increase on demands has led to the increase of the management tools
used. Literature is full of formulas about effective management techniques, but they are
completely useless as long as they don't give answers to the specific challenges that a
manager faces. The assumption that there are universal solutions for every management
problem is per se fault and it can be proven dangerous. Every situation and problem that

24



a manager has to deal with has a unique management approach that can provide
solution.

Hildebrandt (2005) provides us with an insight of the most frequently used
management tools in the private sector. Such tools are:

Plans of actions

Strategic planning

Financial management tools
Education planning

Project management tools
Production operating systems
Quality systems

Process management tools
Staff Investigation

Implementing a new management tool into a company can be a rather expensive
investment as it includes training, development, consultancy and other connected to
these tool actions. As Rigby (2001) claims, usually management tools promise more
than they actually offer, but there are tools that have received global recognition. Such
tools are strategic planning and statements related with mission and vision.

To conclude management tools are more related to specific situations and there is not a
formula that provides solution to every problem. Management tools are expensive and
are possible not to provide the results that they promise. There are tools though that
have been praised all over the globe and are connected with the strategy and the
mission and vision of each company.

3.11 Main challenges for top managers in the future

The future is unpredictable and it is difficult, if not impossible, for someone to predict
what will bring. Therefore, flexibility and gathering of knowledge can provide help to
cope with those uncertainties. The construction industry at a global level faces today
challenges that are critical for organizations. The global financial crisis has created a
difficult environment for the construction industry, but CEOs are confident that despite
the crisis there are opportunities for further growth of the productivity of the sector.
According to a survey conducted by PWC (2014), CEOs from the construction industry
have pointed out some of the challenges that the industry will have to face in the closest
future. Those challenges are:

How governments will react towards this crisis
Customer growth

Investments in new technologies

Find channels to new markets

Investments in production capacity

Corporate governance

Creation of strategic alliances in the market
Change in the organizational structure

Talent strategies

Those challenges bring to CEOs and other executives great responsibility. For them
there is no alternative than taking them seriously and cope with them as they are
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challenges that affect them too and they can be a potential threat for their status and
position.

According to McKinsey Quarterly (2014) the main challenges that top management will
face in the future, among others, will be:

Train, develop and retain good employees and talents
Ensure the organization's competitiveness

Raise knowledge and competence level

Develop strategies to make organizations more global
Improve productivity and customer satisfaction
Uncertainty

Regulation

Problem Solving & Risk Management

In a study that held in Denmark by Redington et el. (2006), top executives, recruitment
agents and investors have described the challenges for the Danish project-based
organizations in the future. Those challenges that are closely related with the
management approach were the following:

Diversity (language, culture, religions and thoroughly political flair in relation to
external interests)

Knowledge heavy (great educational ballast with interdisciplinary and international
knowledge base)

Innovation (new business procedure, products and concepts developments in
continuous development. Competency in innovation and innovation management
extremely important)

Changeability (be able to see changes in technology, market preference, political
streams, legislation and stakeholder interests)

As we can see those challenges are contained to the important challenges that top
managers have to face in the future.

In conclusion as the business environment changes the top management challenges will
change. Aghazadeh (2003) stated that: “The most successful organizations will be the
ones which can attract, develop and retrain individuals who have the ability to manage a
global organization that is responsive to customers and the opportunities being
presented by technology” (p. 206).

3.12 Conclusion

Despite the fact that there is no clear definition about what competencies are, all the
professionals know how important that content is. The vast number of definitions can
lead to the problem that this important issue will be underrepresented due to the lack of
clarity for managers and other professionals.
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The Scandinavian way of managing is unique. It is a collaborative model and is based on
attitudes and values, which is embedded in the Scandinavian culture. Central for this
leadership is respect for the individual human being and the society. Furthermore, it is
distinguished by flat organizations, a short distance between management and staff
together with involvement of the employees in the decision-making. This motivates staff
and encourages them to participate and contribute with good ideas. The clearest
evidence of this method of managing being successful is that the Nordic countries are
among the most competitive in the world.

The question though that rises is if this unique way of management can be applied in a
globalized environment, where organizations need to expand and operate in countries
with completely different business culture and managerial approach. Can this lack of
flexibility in the managerial approach, that Scandinavian organizations seems to have,
have an effect to their productivity, when they are called to operate outside
Scandinavia? The answer on those questions lay upon the way top managers govern
those organizations and how they can lead and adopt a modern approach and strategies.
After all organizations that adapt modern strategies to be organized, are those that are
more productive and more profitable.
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4. Empirical Findings/Analysis

In this chapter the findings from both the questionnaire and the interview, accompanied from data
gathered from external secondary sources are presented. Statistical calculations and descriptions,
from all the data gathering methods, are provided.

4.1 Findings from the questionnaire

The presentation of findings will start with the demographic background of those that
answered the questionnaire. In order the reader to have a more clear view of which
these respondents are figures, charts and tables will be provided. Below a distribution of
the respondents on specific business sector, gender and age is presented.

Business Sector

B Construction of
huildings

B Civil Engineering

0 Specialized
Construction
Activities

Figure 3: Distribution of participants divided by business sector
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Gender

B Male
B Female

Figure 4: Distribution of participants divided by gender

Age distribution

W 40-45
B 45-50
[ Qver &0

Figure 5: Respondents age distribution

From figure 4 we can see that only 12% of the respondents are female while the male
representation reaches 88%. It is also interesting to see that the age group "over 50" is
represented by 80.4% of the respondents, while age groups "45%-50%" and "40%-
45%" have significant lower representation (figure 5). This indicates that the vast
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majority of people holding a Board member position in Scandinavia are people over 50
years old.

From the people responded on the questionnaire all of them have been identified as
members of the board of directors. The following table provides the reader an insight
about those people's educational background. It should be noted that the most recent
education is the one that counts.

Education No. Of Respondents

Engineer MSc 25
Engineer MSc and MBA or business 8
training

Engineer BSc 9
Craftsman 4
Business administration MSc 31
Law MSc 6
Academic, others BA and Non-academic 9

Table 6: Educational background of board members

From the table above it appears that when it comes to the board members, there is a
balance between engineering education and non-engineering educational background.
Those with a Business administration MSc (non engineers) are in dominant position.

If we take a look at the managerial experience of the respondents the data reveals the
following (see table 7).

How many How many years | How many years | How many years
managerial jobs? in total as a in your present in this job
manager job
Answers 92 92 92 92
Average 2.7 15.8 12.4 14.3

Table 7: Managerial experience of respondents

The above table shows that the respondents have folded a managerial position for an
average of almost 16 years. On an average they have changed 2.7 managerial jobs and
they have been on the same company for 12.4 years. The fact that the respondents have
been in the business for an average of 14.3 years is significant of their experience.

Table 8 shows the staff members in the organizations that the respondents’ work and
the number of staff members that report directly to them.

How many staff members in
the company?

How many staff members
report directly to you?

Answers 92 92
Average 285 14.26
Minimum 70 7
Maximum >1000 172

Table 8: Number of employees and number of staff that reports directly to senior manager
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From the table above we can see that the average of staff members employed by the
researched organizations is around 300. The smallest organization has 70 employees
and the largest over 1000. Each senior manager has around 14 employees reporting

directly to them, with a minimum of 7 and a maximum of 172.

The figure below shows the size of respondent’s organization measured by employees.

Size of organizations

Figure 6: Size of respondent’s organizations

B between 50-200
B between 200-1000
[ over 1000

From the figure we can see that a small amount of respondents comes from small
organizations, when a 68.5% comes from mid-sized organizations and a smaller 25%

comes from large size organizations.

4.1.1 Important management tasks

People participating in the study we asked to rank the importance of 27 predefined
tasks that are important in their management position. The ten highest, based on
characterized of great or very great importance by the respondents, are presented on

the table that follows:
1 Motivation of others 94.4%
2 Organizing 91.0%
3 Staff satisfaction 90.5%
4 Business development 87.5%
5 Coordinating 84.0%
6 Delegating 83.5%
7 Monitoring goals and results 83.0%
8 Formulation of vision and strategy 80.0%
9 Planning 78.0%
10 Communicate values 76.0%

Table 9: Most important management tasks
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There is no surprise staff satisfaction and motivation of others is high on the list, as they
are typical elements of the Scandinavian way of management. It is surprising though
that, tasks as monitoring goals and results, planning and formulation of vision and
strategy are low in this top-10 list, especially when the aim for the organizations is to
expand and compete in a globalized environment.

The leadership oriented management tasks seems to be more dominant than the
business oriented tasks. It is also important to point out that, tasks such as “conflict
handling” or “instruction and training of staff’ seem to be of less importance for
managers on that level.

In order to gain a better insight on the everyday working life of managers and in order
to examine the coherence between managerial focus and efficient use of time, the
participants were asked to indicate the amount of the working hours they spend on four
specific management areas and on four daily activities.

The amount of working time that senior managers spend on tasks connected to
management areas, such as staff development, goals and result monitoring, business
development and administration and organization are presented on the figure below:

Time spent on management areas

B Administration and
arganization

B Goals and result
rmonitoring

Staff evelopment

B Eusiness
development

Figure 7: Time spent on management areas

The figure above shows that senior managers spend most of their time on
administration and organization, followed up by staff development. Goals and result
monitoring and business development seem to occupy a smaller amount of their
working time.

The amount of working time that senior managers spend on four daily activities is
presented on the following figure:
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Time spent on daily activities

B Internal meetings
and conversations

B Exernal meeting
and conversations
[ Own tasks

B Information
processing

Figure 8: Time spent on daily activities

The figure above shows that managers spend most of their time completing own tasks
followed by internal meeting. Information processing occupies a small amount of their
time and the same we can say for external meetings and conversations.

4.1.2 Main competencies

The participants were asked to assess the value of 29 predefined personal factors and
abilities. The 10 most important are listed on table 10 below. It should be remarked that
the list was made based on respondents’ assessment as great and very great importance.
(Appendix A)

1 Credibility 98.0%
2 Responsibility 96.0%
3 Interpersonal skills 92.5%
4 Results-oriented 90.5%
5 Independence 88.0%
6 Self-confidence 87%

7 Confidence in others 86.8%
8 High stress tolerance 83.0%
9 Persistence 81.5%
10 Will 79.0%

Table 10: Most important competencies

"Credibility" as it was expected plays a significant role at that high managerial level.
"Responsibility” and "Interpersonal skills" also hold top positions on that listed along
with the "results-oriented" managerial approach are the competencies, which are
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supported by over 90%. The first nine competencies are supported by over 80%,
followed by "will" that holds the tenth position with almost 80% support as well.

"Persistence"”, "high stress tolerance" and "independence" are of great importance in the
private sector and along with "self-confidence" are fundamental competencies for a
person to hold a high level managerial position.

4.1.3 Managerial style

One of the questions that participants were asked was how they perform their
management job. Eight predefined styles were given to them and the results from their
choices are presented on table 11. It should be remarked that the ranking has been
made based on respondents answering highly and very highly (Appendix A)

1 Through co-operation and participation 85.0%
2 Through self-governing and self management 71.0%
3 Through dialog and coaching 64.0%
4 Trough follow-up and supervision 33.0%
5 Through acknowledgement and rewards 17.0%
6 Through attitudes and values 15.0%
7 Through order and instructions 12.0%
8 Through rules and directives 8.0%

Table 11: Managerial style

Co-operation and participation plays a significant role for the top managers in the
Scandinavian construction industry that's why is the most commonly used management
style with a percentage of 85%. Self-governing and self-management have a quite high
percentage too, as well as the management style that promotes dialog and coaching.

Those results allow us to assume that Scandinavian top managers in the construction
industry have an approach towards management that allows their employees to take
initiative, while at the same time are open to discuss and coach them too. In such an
environment the culture of co-operation is cultivated and everybody participates in the
evolution process of the organization.

4.1.4 Managers’ powerbase

In the questionnaire, the participants were given four predetermined factors to help
them justify themselves as leaders. They were asked to assess their importance and the
results are presented on table 12, with the remark that the ranking is based on the
participant's answering great and very great importance (Appendix A)

1 My management competencies 89.0%
2 My results 85.0%
3 My personal qualities 84.0%
4 My professional competencies 67.0%

Table 12: Factors justifying existence as a leader
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As Table 12 presents managers on top level, considering as the most significant factor
for their existence as leaders their management competencies with result and personal
qualities to follow in close distance. Almost all of them agree that the professional
competencies are not having high values for their existence as leaders. In a continuously
changing operational environment personal qualities and strong management
competencies are very important, while the need for production of good results keeps
managers on top level always alerted.

In order to get a better overview of the managers’ powerbase, the participants were
additionally given nine predefined factors, that give them power of penetration in their
management position. The results are presented on the table below and they are ranked
based on the participants answering highly and very highly: (Appendix A)

1 My personal qualities 82.0%
2 My attitude and values 80.0%
3 My management experience 76.0%
4 My results 71.0%
5 My relationship with others 71.0%
6 My professional competencies 63.0%
7 My power over resources 40.0%
8 My job and position 38.0%
9 My power to punish and reward 7.0%

Table 13: Factors giving penetration in management position

Personal qualities and attitude and values are factors that give to top managers the
maximum level of penetration in their management position. Their experience and
results are considered important too. The power to punish and reward seems not to be
that popular factor of penetration, but still the existence of a 7% supporting it needs to
be examined further.

4.1.5 Management tools

The participants were given twenty predefined tools that they use in order to
accomplish their managerial work and they were called to assess their value. The ten
most frequent tools used, with the remark that the respondents assessed them as of
great or very great value, are: (Appendix A)

1 Strategic planning 69.0%
2 Plans of action 67.6%
3 Financial management tools 63.2%
4 Customer investigation 56.3%
5 Goal and results monitoring 55.5%
6 Contract management 52.0%
7 Staff/satisfaction investigation 47.8%
8 Project management tools 45.5%
9 Production operating systems 43.2%
10 Process management tools 41.2%

Table 14: Most common and useful management tools
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As Table 14 presents the most common and useful management tools are "strategic
planning”, "plans of action" and "financial management tools". These are followed by
"customer investigation" and "goal and results monitoring”, revealing a tendency of top
managers towards more management-oriented tools (hard tools), which means that
leadership oriented management is not a top priority for them.

4.1.6 Challenges in the years to come

As far as it concerns the challenges that top managers oversee for the years to come,
those participated in the study were asked to select out of 30 predefined challenges
those that they think they have to deal with in the future. The fifteen most frequent
answers, with the remark that the respondents answered that they are of great or very
great importance, are: (Appendix A)

1 Develop and retain qualified staff 95.5%
2 Recruitment of qualified staff 93.0%
3 Raise knowledge and competence level 90.5%
4 Ensure company’s/institution’s competitiveness 88.5%
5 Social responsibility 83.5%
6 Make working processes more effective 83.0%
7 Value-based management 82.3%
8 Product or service development 80.3%
9 Adopt new technology 79.0%
10 Improve co-operation across the organization 78.5%
11 Risk and safety management 75.0%
12 Quality development and quality management 74.3%
13 Co-operation with other companies, Institutions etc. 73.3%
14 Goal and results monitory/contract control 63.1%
15 Improvement of customer satisfaction or customer 62.3%
loyalty

Table 15: Main challenges for the years to come

As table 15 shows the challenge of retaining and recruiting qualified staff is on the top of
the agenda for top managers in the Scandinavian construction industry. Additionally the
concern to raise knowledge and competence level of their organizations and to ensure
the competitiveness of them seems to be among the top challenges that top managers
will have to deal with in the close future. Challenges like “social responsibility”, “value-
based management” and “product or service development” have mostly to do with the
overall Scandinavian approach towards how an organization should operate. It is
obvious that overall business issues are of main importance, without though forgetting

to prioritize matters related with the employees.
4.2 Findings from the interviews with CEOs

Before presenting the findings from the interviews with CEOs from organizations in the
Scandinavian construction industry, a presentation of the demographic background of
them is required. Initially a distribution of the interviewees on business sector, gender
and age is presented.
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Interviewees by business sector

@ Construction of
huildings

@ Civil Engineering

O Specialized
Construction
Activities

Figure 9: Distribution of interviewees by business sector

Interviewees by gender

@ Male
@ Female

Figure 10: Distribution of interviewees divided by gender
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Interviewees age distribution

& 40-45
@ 45-50
Ower 50

Figure 11: Interviewees’ age distribution

Despite the fact that the sample of interviewees is not that big, it shows that the age of
those holding a CEO position have an age that does not exceed 50 years. It is also
obvious that a small but important number of women hold a CEO position as well.

By external research on the profiles of those executives, the following table regarding
their educational background is presented.

Education No. Of Interviewees
Engineer MSc 4
Engineer MSc and MBA or business 8
training
Business administration MSc 2

Table 16: Educational background of interviewees
4.2.1 Managerial style

On the questions related to their managerial style most of the interviewees answered
that they cannot put their style under a certain definition. The questions though that
asked for a more detailed description of how they handle situations within their
organizations revealed that most of them have a managerial style that is a mix of
participative management, employee empowerment and management by objectives.
Satisfaction of the employees, motivation and delegation of tasks are high on their
agenda. The goals that they set though have a more short-term perspective (according
to their sayings) as it is easier to produce better and more visible results. The CEOs may
act as a liaison between line managers and the board, but they allow a high degree of
decision-making and self-management from top to bottom.
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There were though an important number of CEOs (five) that referred to Total Quality
Management as the center of their managerial style. Those CEOs come from "Specialized
Construction Activities" business sector and the "Civil Engineering" business sector. For
them high quality of product is important and they form their whole strategy towards
this direction. In their organizations staff satisfaction and empowerment plays a
significant role for the successful delivery of their goals and they are those that pointed
out continuous innovation as the goal that has to be set in order to remain competitive
in the market.

4.2.2 Main Competencies

The interviewees were asked to give three of their managerial skills that they consider
as the most important. The following table presents those managerial skills.

1 Result-oriented 12/14
2 Negotiation 5/14
3 Innovative thinking 2/14
4 Trust on myself/abilities 10/14
5 Operating under pressure 4/10
6 Interpersonal skills 14/14

Table 17: Important managerial skills according to interviewees

"Interpersonal Skills" seems to a skill that plays a significant role for those holding a CEO
position. It is also quite important for a CEO to produce results and have a high level of
trust on him/herself and abilities.

On the other hand "Innovative thinking" seems not to be considered as a required skill
for CEOs in the construction industry. The same applies to "Operating under pressure”,
despite the fact that the construction industry offers a highly stressful working
environment.

4.2.3 Manager’s powerbase

With questions related to their management powerbase, The CEOs have been called to
explain how they can act as leaders. They have been asked about how they used their
leadership skills to achieve goals, motivate and inspire others and they have been also
called to answer if they have ever gone against policies and principles or against the
decisions of the board to support their opinion and vision.

Almost all of them referred to two success factors that allow them to act as leaders in
their role. Those factors are "personal qualities” and "management competencies". It
also important to point out what they meant by management competencies. Their
experience and their personal relationships with the employees of members of the
board was prioritized and as an addition to their personal values they added the high
level of professionalism that they show due to their position.

4.2.4 Challenges for the years to come

What causes interest, is the fact that in the question about the future challenges that
CEOs in the construction industry have to face in the years to come, all of them
recognized that the future will be rather challenging for the industry, but despite the fact
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they know the areas that need focus, very few of them have started developing
strategies for those.

A list with the challenges for the years to come, given by CEOs can be presented on the
table below:

1 Customer growth and retention strategies 13/14
2 Effective talent management 11/14
3 Organizational structure and design 11/14
4 R&D and innovation capacity 10/14
5 Technology investments 11/14
6 Use and management of data 8/14
7 Creation of strategic alliances/joint ventures 8/14
8 Access to people with key skills 7/14

Table 18: Main challenges for the years to come
4.3 Findings from interviews with recruiters/other specialists

As it has been referred at the method chapter the choice of interviewing experts coming
from recruitment and consultant agencies was part of the strategic planning of this
study. Those people have the necessary skills to evaluate the competencies of top-level
managers and executives in the construction industry and additionally the organizations
they represent have conducted in the past studies for specific business sectors of the
construction industry and for the industry as a whole. Their opinion is of high
importance as they can provide the study with a more spherical approach around the
subject.

4.3.1 Managerial style

As far as it concerns the managerial style of top-level managers in the Scandinavian
construction industry all the "external” experts agree that the approach is in perfect
harmony with the overall "Scandinavian approach" towards management. According to
them responsibilities in those organizations are highly delegated and top-level
managers usually do not deviate from the strict core values of each organization. That
can be explained easily as the vast majority of top-level managers and executives comes
from the deep core of those organization, and they are employees that have made their
way to the top of the hierarchical scale, so they are people that gained momentum
through those values. The employees are an integral part of the organizations and their
opinion has an effect on the decision-making. The dialog is highly developed and self-
management policies are promoted.

4.3.2 Main competencies

Experts propose a series of skills and competencies that managers on top level should
have in order to respond to the challenges of their position. Those skills and
competencies come from a greater pool of characteristics that successful executives in
the market have. Those skills and competencies are the following:

¢ Diplomatic skills

e Business entrepreneurial skills
e Agile management skills
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e Interestin new technologies
o Efficient management of knowledge capital
e Analytical skills

Experts also provided information about the skills and competencies that organizations
in the Scandinavian construction industry prioritize when they ask agencies to recruit
top-level managers and executives. Those are:

Personal integrity

Proven technical competencies

Personal values in agreement with the organizational values
Mindset that fits the corporate culture of the organizations

From the above we can understand that organizations stick on a more traditional
approach of how they want their top-level managers to be, when successful stories from
the industry provide us with a more broad pool of skills and competencies.

Additionally recruiters and other experts, based on their experience, made an evaluation
on the strengths and weaknesses of CEOs and top-level managers in the Scandinavian
construction industry.

The main strengths identified are:

o There is and increasing number of CEOs and top-level managers that have
entrepreneurial skills

e Strong technical and business knowledge

e They engage/empower their employees

e They have strong communicative skills

The main weaknesses identified are:

e Their managerial approach is traditional to a great extend

e They have difficulties applying strategies towards real change

e They seem trapped to a male dominated corporate environment that does not
actually promote diversity

e They have difficulties to understand today's business logic

Furthermore, recruiters and other experts point out that there is a shortage of people in
the Scandinavian construction industry that can fill top-level management positions.
They reason that shortage due to the fact that construction organizations follow a
completely inflexible corporate strategy. They deny revising their values and they
cannot understand that they need to make a change in their business logic in order to
develop further. It is also pointed out that organizations in the construction industry
have a very narrow minded approach towards the people needed in their CEO and
management board positions.

4.3.3 Challenges for the year to come
As in the previous data collection sections, experts from recruitment agencies and

consultant agencies were asked to predict the challenges that top-level managers will
have to face in the years to come. Those challenges are presented on the following table
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Try to be competitive in an increasing global competition

Attract the right people to the sector

Connect more with academia to improve competencies

Formulate more efficient HR strategies

Revise the formation of their management boards

Formulate strategies towards true innovation and change

NV U WIN| -

Exploit technological advance for their profit

Table 19: Main challenges for the years to come
4.4 Findings from external/secondary resources

As it has been referred in the method section, secondary data sources are considered the
organizations' websites, articles in the press or past studies related to this study's
subject. The use of this data aims to provide the researcher with a more detailed data
regarding the formation and the consistency of the management boards in the
Scandinavian construction industry and the background of their members. Information
regarding the challenges that the management boards will face in the future is also
provided, mostly through analyses and articles from experts in the press.

Additionally statistics for the Scandinavian construction industry deriving from
EUROSTAT are presented to show the declined productivity of Scandinavian
construction companies compared to companies of the sector in the rest of Europe.

4.4.1 Governance of construction industry organizations

From the organizations examined in this study 57 of them provide on their websites
detailed information about their management boards. Those boards consist by an
average of eight members. Those members come from different backgrounds (Figure )
and their age and gender distribution can be presented in the figures below:

Age Distribution

@ 40-45
@ 4550
over 50

Figure 12: Distribution of board members by age
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Gender Distribution

® male
@ female

Figure 13: Distribution of board members by gender

Educational Background

@ Engineer MSc

@ Engineer M3c and
MEBA or business
training

) Engineer BSc

@ Craftsman

@ Business
administration MS¢

& Law MSe

@ Academic, others
BA and Mon-
academic

Figure 14: Distribution of board members by educational background

It is interesting to point out that despite the fact that Nordic countries have developed
policies that promote equality, women still cannot find their way to the management
boards in construction industry organizations. It is also interesting to see that
comparing to the answers on the questionnaires the age of management board members
seems to have a better distribution. As far as it concerns the educational background of
the management board members, those with business related background keep on
dominating boards.
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When it comes to CEOs the information acquired from the organizations' websites is
much more efficient. 124 companies provide detailed info about their CEOs and that
information, which is related with their educational background, age and gender is
presented in the figures below:

Distribution by age

@ 10-45
@ 45-50
& over 50
Figure 15: Distribution of CEOs by age
Distribution by gender
@ male
@ female

Figure 16: Distribution of CEOs by gender
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Distribution by educational background

@ Engineer MSc

@ Engineer MSc and
MEA& or bhusiness
training

" Engineer B5c

@ Crafisman

@ Business
administration MSc

Figure 17: Distribution of CEOs by educational background

As far as it concerns age, the overwhelming majority of CEOs in Scandinavian
construction organizations are around the age of 50. From the 54.2% of those belonging
to the age group "45-50" the majority of them are 50 years old. As far as it concerns
gender we can see an increasing number of women CEOs, but still this number is small
compared to the number of men CEOs in the construction industry. The educational
background of CEOs is more or less as shown at the sample of the interviews. A business
studies background seems to be a requisite for a CEO position in the Scandinavian
construction industry.
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5. Discussion

In the analysis chapter, the findings presented on the empirical part of this study are evaluated
based on the theoretical framework in order to draw conclusion about the strategic management
competences of top-level managers in the Scandinavian construction industry. Firstly the
correlation of the existing strategic competences compared to theory is discussed, followed by an
analysis of the important strategic management competences and how this can be further
developed in order the productivity of organizations in the Scandinavian construction industry to be
improved.

5.1 Introduction

Since the subject of the study was referring to both members of the management boards
and CEOs the participating sample in questionnaires and interviews can be considered
representative for the goals that the study initially sets. Furthermore, CEOs seems to
have more compact views regarding the different sections of the study, while members
of the management boards show a greater diversity in their opinions. Additionally the
opinions of recruiters and other experts seems to be closer to the opinions of CEOs, but
they also bring on table more innovative views on the study's topic.

In the following paragraphs the above-discussed results are discussed further, they are
compared in order mutual relations to be identified and they are compared with issues
presented in the literature review.

5.1.1 Important management tasks for top managers today

The members of the management boards were asked to select out of 27 predefined tasks
the 10 most important management tasks for top managers. The answers given show a
high level of agreement on which tasks are valued higher on top management level. As
the study sample is located in the region of Scandinavia it was expected the personal
management element to be highly valued. Business matters though are not less valued
and they hold a rather dominant position.

In table 9 (p.34) the ten most important management tasks are ranked. Figure 7 (p.35)
shows the amount of time that top managers spend on different management areas.
Comparing these results shows not great difference between time spent on management
areas and importance of managers' tasks. The Scandinavian approach on management
becomes obvious when we see the time spent on areas and tasks related to
administration and organization and staff development. It can be observed though that
despite the fact that "motivation of others" and "staff satisfaction" are highly ranked by
members of the management boards, the time spent on staff development is not in
complete coherence with that ranking.

For the rest of the management areas the comparison between the time spent on them
and the related management tasks ranking shows a balanced result.

When comparing these results with previous studies, we can see a great similarity on
studies that are referred to the same region (Hildebrandt, 2005), and some slight
differences, which mostly have to do with the greater value of business related tasks,
with studies that are referred to countries outside the Scandinavia region (Egbu, 1999).
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5.1.2 Main competencies of top managers

When it comes to the examination of the most important management competencies,
the results gained from the answers of members of the management boards, CEOs and
other experts show a significant diversity.

When it comes to members of the management boards (table 10, p.36) the results are
quite similar with those that previous studies have presented (part 3.5, p.31). Manager's
attitude to persons has greater value than having access to the necessary management
tools. "Credibility", "responsibility" and "interpersonal skills" are on the highest-ranking
positions. Those results are consistent with the results that Hildebrandt (2005) provides
us in his study.

When it comes though to the opinion of CEOs and other experts new competencies are
brought on table as important. For CEOs being "result-oriented”, having "trust on
themselves/abilities” and having "interpersonal skills" are the most highly valued
competencies. And if "interpersonal skills" are aligned with the opinion of members of
management boards, the rest two bring a more personal and business oriented element
on CEOs approach. Additionally experts on the industry bring on table more
technocratic competencies with "diplomatic skills", "business entrepreneurial skills"
and "agile management skills" to be on top of the list.

Comparing the above one can see that that CEOs and experts value competencies that
are more fitting to a modern business environment, while members of the boards are
stuck in more "traditional" competencies that make a good manager. Taking under
consideration the age difference that the empirical results showed, that difference on
the evaluation of the management competencies can potentially cause inefficiencies
when it comes to decision-making regarding strategies and further business
development, and can also bring conflicts in matters related to how an organization is
managed and how it proceed to the modern business era.

5.1.3 Managerial style

The majority of the members of management boards agree on which managerial style
they prefer to perform. As it presented on table 11 (p.36), the most frequent managerial
types are "through co-operation and participation”, "through self governing and self
management” and "through coaching and dialog". The preference of those styles should
not be surprising since it is fully harmonized with the most important competencies and
management tasks, as it has been referred above. Additionally if one examines the
factors that justifies the members of management boards as leaders (table 12, p.38), the
factors that give them the power of penetration in their management position (table 13,
p-41), and the challenges that they foresee for the future (table 15, p.38), it can be fully
understood that they are completely coherent with the major choices of managerial
style. What can be questionable though, is the fact that when it comes to the managerial
tools they use (table 14, p.38), it is obvious that those are management oriented and not
at all coherent with the foregoing managerial styles.

When it comes to CEOs there is no clear managerial style that is preferred. A mix of
participative management, employee empowerment and management by objectives is
preferred as it allows them to have greater flexibility, keep their employees satisfied and
produce better and more visible results on a short-term perspective.
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The literature review comes to give explanations to the findings above. Scandinavian
management model is per se unique and has offered to countries in Scandinavia high
ranking in terms of competitiveness. Delegation of responsibilities and people oriented
approach creates a good overall impact within the organizations but still there are
weaknesses on the Scandinavian approach. Members of the management boards seem
to have an approach that is more fitting to the management style of "traditional"
companies. That can be explained since those people belong to a certain elder age rate,
they have been nurtured during their career in a certain management model, and since
this model has been proven effective they are not willing to make changes. On the other
hand CEOs have a better connection with modern managerial theories and technologies
and they have formed a managerial style that is closely to the one that "modern”
companies adopt. It keeps the main core of the infamous Scandinavian approach in
management, but it brings on table a way more flexible approach that allows them to be
always up to date when meeting the challenges of their role.

5.1.4 Board diversity

Literature suggests that Scandinavian management reflects the culture of its countries
and it is highly dependent on them (Phillips-Martinson, 1992 and Joénsson, 1996).
Gender equality and diversity are part of the culture in Scandinavian countries. Studies
coming from well-known organizations like McKinsey (2007) and Catalyst (2007)
showed that gender diversity, on management boards, can affect positively the
performance of organizations. Countries in the Scandinavia region have promoted laws
and policies that enable women to have better access on top management positions.
Denmark and Norway lead the way with Sweden following closely.

According to the findings of this study though, the Scandinavian construction industry
seems to still be male dominated. The number of women in management boards and
CEO positions is significantly low, and women seem to be excluded from decision-
making positions.

Taking under consideration the past studies which suggest that organizations with high
percentage of women participation on their management boards have managed to
achieve better performance (Jock et al., 2013) and that diversity has a positive effect on
exchange of ideas and effective communication (Kang et al., 2007), and by extension to
the overall decision-making processes, a change on the composition of management
boards in the Scandinavian construction industry would probably have a positive effect
on their performance. After all this change in the composition of management boards is
something that experts in the industry suggest.

Of course diversity on boards is a more complex than just a gender issue and there are
scholars, like Ahern and Dittmar (2012)| that doubt that positive effect of diversity on
them. The different qualities, personal characteristics and competencies of each
individual member of the board are in direct relation with the decision-making
processes of the board. The way that the role of management board is formulated in
Scandinavia puts on table the matter of age diversity as well. The interests of the so
called "old boys network" and the agenda they set is not always aligned with the
perceptions of CEOs towards decision-making. Most of the interviewed CEOs have
pointed out the need of more liberty in the decision-making process regarding their role,
so it seems that the subject of potential conflict of interests between boards and CEOs to
arise.
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5.1.5 Relationship between CEO and Management Board

When it comes management boards in Scandinavia, literature suggests we refer to a
very homogenous group of people, with very strong bonds in terms of age, experience,
sex and political views. The homogeneity of those groups along with the fact that they
have an active role in the decision-making within organizations provides them with
great power over a variety of subjects.

Boards' members have a more reserved view when it comes to the future of
construction organizations. They seem to prefer the security of old tested and with
proven results methods towards true innovation and they keep on being stuck to the
core of values of the organizations they represent. On the other hand CEOs and other
experts in the construction industry suggest the strong need for innovation, change in
the organizational structure and a change in the formation of management boards. The
conflict of interests in that case is more than obvious, since the view of CEOs and experts
for the future of construction organizations directly affects the status quo of
management board members. Additionally the different managerial approach that those
two groups have and the different agendas they set on table for the future of
construction organizations, can be considered as a factor that causes delays on the
decision-making processes and puts obstacles on true innovation.

5.1.6 Top manager's power base

When it comes to the factors that legitimize the power of top managers, the members of
the management boards agree that "my management competencies”, "my results", and
"my professional qualities" are equally important. That proves that the power of

penetration of their management role has a person-based element.

When the factors that give to top managers the power of penetration are examined "my
personal qualities”, "my attitude and values" and "my management experience" are
placed at the top of the ranking. "My results" and "my relationship with others" are also
important as they are closely evaluated to the first three factors. The results from this
study have slight differences with similar studies conducted in the past, differences that

have to do with the change on rankings of the most important penetration factors.

When members of the management boards are called to justify themselves as leaders a
more business-oriented element appears as "my management competencies” and "my
results” are highly valued. The person-based element is also strong as "my personal
qualities” is almost equally valued with "my results".

The above show that there haven't been significant changes comparing to past studies
concerning the important factors to the manager's power-base.

5.1.7 Management tools

As the literature suggests there is a great variety of management tools that help top
managers to meet the challenges of their roles. Past studies (Hildebrandt, 2005) showed
that the most frequently used management tools are plans of actions, strategic planning
and financial management tools.

The results of this study did not show any change in the use of those tools. The
aforementioned tools are the same, which shows that a decade after the compared
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study, leadership oriented management is still not on top of priorities for members of
the management boards.

5.1.8 Main challenges of top managers in the future

When it comes to discussing the potential challenges that top managers will have to face
in the years to come, opinions of members of management boards, CEOs and experts in
the industry appear to have a certain amount of diversity. There are though challenges
that are similar, even if they are expressed in a different way, in all the three different
samples.

Competitiveness and expansion in new markets is a common concern for CEOs and
members of the management boards. Another commonplace for everyone is the
attraction of the right people in the construction sector, either by more effective HR and
talent management strategies, which will allow construction organizations to gain
access to people with key skills and competencies, or by training and enforce the
competencies of the existing employees. Experts refer to academia as a potential source
of high-qualified personnel that could help the construction sector to improve it
productivity

While members of the management boards seem to have a more reserved view over the
future challenges, CEOs and experts in the industry promote the need for broader use of
new technologies and the enforcement of R&D and innovation capacity. They both also
agree on the need to be changes in the organizational structure of construction
organizations, with experts suggesting there should be a revision in the formation of
management boards. Furthermore CEOs point out the need for the creation of strategic
alliances and joint ventures, that will allow construction organizations to expand more
effective in new markets, and the need for managing in a more effective way the
knowledge and data gained from past projects.

The above show that the most important challenges that top managers have to face in
the future require from them strong leadership skills. CEOs have understood the needs
of strong leadership, while members of the management boards keep on sucking in a
more management-oriented approach for the future. What can be questioned thought is
the willingness of CEOs to lead the way towards change and innovation. Of course the
sample of this study is not enough to provide a strong argument towards this direction,
but the sense given by a great amount of the interviewed CEOs is that despite the fact
they understand the need for change, either in the organizational structure or the
formation of boards, they seem to be quite reluctant to lead those changes. Of course
this cannot be attributed to a potential lack of leadership skills, but it can be said that it
mostly has to do with the way that decision-making paths are formed within the
construction organizations in Scandinavia.
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6. Conclusions

On this final chapter the key findings are summarized. Additionally the author reveals whether the
research questions set have been answered and if the objectives of this study have been fulfilled.
Furthermore future research topics are proposed.

This study aims to explore the strategic competencies of top-level managers in private
organizations in the Scandinavian construction industry. The area of focus is how top-
level managers perform their managerial work and to which extend the way they
perform their work can affect the way that their organizations perform. On the theory
section, a brief reference of the multiple roles that top-level managers are called to
perform in organizations has been presented. Further information about top-level
managers' main competencies, managerial style, power base and tools used has been
provided and through the eyes of other scholars that have examined the subject on
previous studies, the way that those factors above influence the overall performance of
organizations has been given. As it has been referred above, this study tried to examine
those factors in the Scandinavian construction industry. A questionnaire based on the
research questions was sent to 200 members of management boards from organizations
that belong to codes 41,42 and 43 of the NACE sector group. The gross sample consisted
of 150 contractor companies, which are the biggest in the construction industry in
Scandinavia. 92 of them responded on the questionnaire, which applies to an acceptable
response rate of 46%. Additionally a set of interviews with CEOs and experts in the
industry was scheduled in order to cover a broader range of top-level managers in the
Scandinavian construction industry, and get the opinion of external experts, which can
provide a more distant overview in the industry.

The key findings deriving from the study are that members of the management boards
are on their vast majority over 50 years old, and those that have an engineering and
non-engineering educational background are almost equal in numbers.. They have an
average of almost 16 years of experience in managerial positions and almost 12.5 years
of presence in the same organization. On the other hand the age of CEOs is in large
percentage below 50 years, with their average age to be between 45-47 years old, and
their educational background is more engineering oriented.

The most important management tasks of members of the management boards are in
complete accordance with the Scandinavian way of management and they are employee
oriented. Those top level managers spend more time in administration and staff
development related tasks, paying much more attention to tasks that have a more short-
term perspective rather than tasks related to business development and more. They also
spend, on a daily basis, most of their time in own tasks and internal meetings. CEOs have
a more modernized approach towards management, but again they are employee
oriented. Furthermore they set themselves goals with short-term perspective that can
produce better and more visible results.

Taking a look at the main competencies, one can see that members of the management
boards value greater manager's attitude towards persons, while CEOs bring on table a
personal and business oriented approach. Experts add that technocratic skills are
required in order top-level managers to meet the requirements of their role.
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When it comes to board diversity, it is obvious that the Scandinavian construction
industry is differentiated from the typical Scandinavian approach. The industry remains
significantly male dominated, with women being excluded from decision-making
positions. One can assume that a better level of diversity in the boards could potentially
improve the productivity of construction organizations, and if we take under
consideration the opinions of experts in the industry, that propose a change in the
formation of management boards, that assumption seems valid. Furthermore diversity
can be achieved by making radical changes in terms of age. There seems to be a different
agenda between goals and interests of managers with those of the so called "old boys
network" that dominates management boards. Since both sides play an important role
in the decision-making in construction organizations that age and perceptions' gap
should be somehow bridged, creating in that way effective communication paths and
better and quicker decisions.

Management boards' members have a reserved view for the future of construction
organizations, and insist on following secure paths and methods that have already
provided proven results. Core values are important to them, but they seems to remain
attached to them ignoring true innovation. On the other hand CEOs strive more towards
innovation, questioning directly the status quo of the old-fashioned members of the
management boards. The different agendas that those sides bring on table causes delays
in the decision making and puts obstacles in moves and changes that can bring
construction organizations towards a more innovative future. Experts' opinion is
aligned with that of CEOs and see organizational restructure as important factor for the
development of construction organizations.

The power base for both CEOs and members of the management boards has a person-
based element. Furthermore, when top-level managers are called to justify themselves
as leaders a business-oriented element comes forward as an important penetration
factor of their role.

No change can be observed in the management tools used by top-level managers despite
their role in the organizations. Following a leadership-oriented management approach
is still not an important priority for top-level managers

The views towards the future changes for top-level managers in the future reveal a great
difference between CEOs and members of the management boards. The first promote
the use of new technologies, effective knowledge management strategies and
enforcement of R&D and innovation capacity as factors that can improve productivity,
and additionally they address the need for market expansion through joint venture and
strategic alliances. Members of the management boards are concerned about
competitiveness and expansion of market, but instead of trying to attract the right
people that can produce more effective results they insist in the continuous
development of the existing personnel, by enforcing their competencies. The future
though seems clearer to the experts on the industry as they suggest a set of strategic
moves, that includes attracting the right people to the market from external resources,
like academia, change in the HR strategies followed and greater investment on R&D and
new technologies. Additionally they point out that CEOs need to acquire leadership skills
as they see them as those who will lead innovation in the construction industry.
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7. Recommendations for future research

Scandinavian construction industry is a very large industry to be examined by a single
study. Future studies could focus in all the organizations included to codes 41,42 and 43
of the NACE sector group and they can expand to other parts of the construction
industry. Furthermore a study that could examine a greater number of CEOs and
members of management boards could add value to that present study.

Another focus area could be the diversity in the management boards. There are studies
referring to the role of women in the management board, sometimes on a positive way
and other on a negative one. The role of women in the Scandinavian construction
industry, and especially how can they contribute in the production of better results in
the organizations they participate, should be further examined, in order to have a more
solid base of findings. Additionally a research on the potential positive effect that a
reformation of management boards, in terms of age specialties etc., can be proposed as
those factors were discussed a lot, especially during the interviews’ sections.

Finally as this study gives an overview on the future challenges on the construction
industry in Scandinavia, a separate study for each of those challenges can be done in
order to get a deeper understanding of how meeting those challenges can lead
construction organizations achieving better results in an operational environment that
continuously changes.
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Appendices

APPENDIX A: Questionnaire

Management Investigation (Scandinavian Construction Industry)

Purpose of the study

In connection with my MSc. in International Project Management at Chalmers University
of Technology in Gothenburg, | have to write a dissertation. I have chosen to write about
management competencies in the Scandinavian construction industry. The study
investigates organizations of the private sector. In particular the focus will be on
investigating:

¢ Which are the most important management tasks for managers today?
* How are the manager’s jobs?
¢ What are the main challenges for management in years to come?

I consider it to be of great importance that such research conducted at university level
should explore what is happening in the Scandinavian construction industry, since
previous research has showed that organizations in the Scandinavian construction
industry are in decline in terms of productivity.
Guidelines
Before starting filling in the questionnaire pay attention to the following guidelines.

o To make answering the questionnaire easier the majority of questions are closed

type questions. That means you only need to check the answer that is most

applicable to you.

e The word "company" defines the physical and geographical unit, which you
consider as your workplace

o The options given in each question might not be entirely suitable to your case.
Please try to answer the questions in the best possible way

o There might be questions that are irrelevant or you do not feel comfortable to
answer. You can skip these questions and complete the rest of the questionnaire
e In case you want to add comments or further details on your answers at the end
of the questionnaire there is space for this purpose.
The average time to complete the questionnaire is 20 minutes
For every answer anonymity is ensured and your answers are treated in outmost

confidence. You as an individual and the company you represent will not be identifiable
by anyone except the researcher.
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If you have questions concerning the study or answering the questionnaire you are
welcome to contact myself on phone (+46) 0760831876 or through e-mail:

pardalis@student.chalmers.se

sTTTT

[ would be grateful for receiving the questionnaire no GE&&ater than
2nd of May 2015

e[ would like to thank you for participating.

Yours sincerely

Georgios Pardalis

BACKGROUND INFORMATION

Year of Birth

Gender*
Male

| Female

What is the highest qualifying education you have completed since secondary school?*
Mene
Skilled Worker
Internal Education
Shorter higher education {1 — 2 years duration)
Middle range higher education (2 12 - 3 12 years duration)

Longer higher education (4 years and longer)

What is your educational background
Engineer PhD
Engineer MSc
Engineer MSc & MBA or business training
Engineer BSc
Craftsman
Business administration MSc
Law MSc
Academia

BA & non-academic
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In which business sector is your company in?*
Construction of buildings
Civil engineering

Speacialized construction activities

How many managerial jobs have you had before present job?*

How many years have you in total been a manager?

How many years have you been in this job?*

How many staff members in the company report directly to you - i.e. not through a managerial intermediary?*

How many staff members work in the company (if possible in full-time equivalence)?*
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THE MANAGEMENT JOB

How important are the following tasks in your management job today?*
(Flease put only one answer for each task)

Mo Importance  Little Importance Some Great Very Great

(1) [2) Importance (3)  Importance (4)  Importance (5) Not Relevant (6)

Formulation of
vision and strategy
Goal and results
manitory
Instruction and
training staff
Planning

Development of
staff members
User and customer
development

Organizing

Business
development

Co-ordinate

Time and resource
management
Organizational
development
Project
management
Motivation of
others
Determine rules
and routines
Represent the
company
Communicate
values/attitudes

Teambuilding
Conflict handling

Delegate

Information
processing

Guidance/coaching

Megotiation
Fallaw-
up/supervision
Professional
tasks/specialist
Quality and service
development

Reporting

Staff satisfaction
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How great a percentage of your working hours do you currently spend on tasks which are connected to the following four
management areas?

(Flease put only one answer for each task)
0-10% 10-25% 25-40% 40-60% B0-80% more than 80%

Administration
and organization
Goals and result
manitory

Staff
development
(HR = Human
Resource)
Business
development

How great a percentage of your working hours do you currently spend on the following mentioned activities?*
(Flease put only one answer for each task)

0-10% 10-25% 25-40% 40-60% 60-80% more than 80%

Intemal meetings and
conversations/discussions
External meetings and
conversations/discussions
Own tasks ("behind
writing desk”)

Infarmation processing
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‘Which management tools do you use in your work — and what is your experience with the usefulness of these tools?*

{Please put one cross for each management tool)

Do no use (1) Mo value (2)

Strategic
planning

Plans of action

Environmental
account
Knowledge and
competence
account

Social account

Ethical account

Customer
investigation
Staff-fsatisfaction
investigation
Appraisal
interview
Education
planning
Quality systems
(e.g. 1SO, TQM)
Production
operating
systems
Management
evaluation (not
yourself)
Project
management
tools

Benchmarking

Process
management
tools (e.g. BPR,
Lean)

Financial
management
tools (e.g. ABC,
SAP)

Contract and
contract
management
Payment-by-
results

What do the following factors mean for your to justify our existence as a leader?”

(Please put one answer for each circumstance)
Mo importance (1)

My professional
competencies
My management
competencies
My personal
qualities

My results

Little importance (2)

Little value (3)

Some importance
(3)

Some value (4)

Great value (5)

Great importance
(4)

Wery great value
(6)

Wery great
importance (5)
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To what extent do you think that below mentioned factors gives you power of
penetration in your management position?

(Please put one cross for each factor)

Not at all (1)

My job and my
position

My professional
competencies
My power to
punish and reward
My power over
resources

My relationships
with others

My personal
qualities

My results

My management

experience
My attitude and
values

Alittle (2)

To some extent (3)

Highly (4)

Wery Highly (5)

What importance do the following personal factors and abilities have for you in your management position?*
(Flease put ocne answer for each personal good pointsfability)

Mo importance (1)

Involvement
Self-confidence
Resolute

Outgoing
Interpersonal skills
Credibility

Power of penetration
Risk

Persistence
Responsibility
Tolerance
Confidence in others
Logicfanalytical ability
Independence
Enthusiasmivitality

Interesting to be with

Unselfish/put others
interest before own

Understandingfattentive

Disciplinary and
organized

Sense of humour
Wil
Energy

Results-oriented

Identifying
oneselflempathy

Diplomaticitactful
Optimistic outlook on
life:

Robust

Emotionally stable

High stress tolerance

Little importance
(2)

Some importance
(3}

Great importance
(4}

“ery great
importance (5)
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MANAGEMENT STYLE

How do you perform your management job?*
(Please put one answer for each statement)

Mot

Through dialog and
coaching

Through
acknowledgement
and rewards
Through follow-up
and supervision
Through attitude
and values
Through order and
instructions
Through co-
operation and
participation
Through rules and
directives

Through self-
governing and self-
management

at all (1) A little (2) To some extent (3} Highly (4} Wery highly (5)

MANAGEMENT CHALLENGES

Below you are asked to determine what importance you ascribe to different tasks for you as a manager over

years.”

{Please put one answer for each task)

Mo importance Little Some Great “ery great
(] importance (2} importance (3} importance (4} importance (5)

Make working processes more

effective
Export orientation

Goal and results
monitory/contract control

Product or service development o= o= L, (& (&

Quality development and quality

management
Improvern. of customer

satisfaction or customer loyalty

Environment management

Improvement of cwners returms = = s o o

Risk- and safety management o o L < <

Time- and resource
management

Merge, buying ete.

Outsourcing, put out to tender
etc.

Insourcing

Co-operation with other
companies, institutions etc.
Recruitment of gualified
employees

Dewelop and retain good
employees

Reduce staff numbers

Flexible wage system

Improve co-operation across

the organization
Raise knowledge and
competence lewvel

Diversity staff: Gender, age,

culture etc.

Mental working environment o o [ L& L&

Physical working environment L (& (& [ [

Organizational dewelopment L= L= L& (& [

Value-based management
Social responsibility

Adopt new technology

Intemationalisation/globalisation o o [ L& L&

Reduction of absence due to

iliness/staff turnower
Ensure the
company’sfinstitution’s
competitiveness

Comments

If you have further comments you are welcome to mention them below.
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APPENDIX B: Interview with CEOs

B1: Contact e-mail
Dear Sir/Madam,

| would like to ask you about the possibility of interviewing you as you are holding a CEO
position in one of the largest companies in the Scandinavian construction industry. The
interview will be used as a source of information for my Thesis project at Chalmers
University of Technology.

My thesis deals with the investigation of strategic management competencies of top-level
managers in the Scandinavian construction industry, and it examines how the managerial
competences of top-level managers have an effect on their productivity. The opinion of
people holding CEO positions in high profiled organizations in this industry will provide me
with a useful data for my thesis and it will help me approach my subject from an experts'
point of view.

The interview is aimed to last about an hour and it can be done at a date and time of your
preference. Discretion and anonymity is guaranteed, unless you want else. In the attached
file you can see a brief description of the problem that my Thesis project examines. If you
would like to have more information about my project you can contact me either via email
at this present email address or via phone at (+46) 076 083 18 76. You can also validate the
project work by contacting my supervisor, professor Christian Koch at
Christian.koch@chalmers.se .

| would like to thank you in advance for your time and consideration, and | hope to hear
from you soon.

My best regards

Georgios Pardalis

B2: Interview Questions

- How would you describe your managerial style?

- What is the level of your participation in the formation of this strategy?

- What is the greatest challenge you have faced in the position? How you have managed
to deal with this challenge?

- Which three of your managerial skills do you value as the most important?

- Is there a time when you had to go against the company’s policy? Why did you do that
and how did you handle it?

- What big decision did you make recently? How did you go about it? Is there a decision
that had to put off for a long period of time? Why did you do that?
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- Can you give me an example of a situation where you had to make a decision without
the input of key players, but knowing that these players would judge you on that
decision?

- Can you tell me about a decision that you made, which you knew would be unpopular
with a group of people. How did you handle the decision-making process and did you
manage expectations?

- Describe a situation where you had to deal with an unexpected situation that led to
setbacks in the function of your organization. How you have had approach this
situation?

- Which decisions you make on your own and which require the management board’s
support to make? Have you ever had an argument with the management board? How
did you handle it?

- When do you feel it is justified to go against accepted principles or policies? Have you
ever gone beyond the limits of your position to make a decision?

- Which constraints are imposed on you in your current position and how you deal with
these? Have you ever gone against those constraints?

- Describe a situation where you were able to influence others on an important issue.
What approaches or strategies did you use?

- Describe a situation where you needed to inspire those working in the organization.
What challenges did you meet and did you achieve your objectives?

- Describe a situation where you had to use different leadership styles to reach your
goal. Is there a time that you felt less successful as a leader?

- What is the biggest challenge that you have faced in your career? How did you
overcome it? Are there challenges that you foresee in the sector in the close future?

- Tell us about risks that you have taken in your professional or personal life? How did
you go about making your decision? What is the biggest risk you have taken?

- What problems has one of your staff or colleagues brought to you recently? How did
you assist them?

- What is your forecast about potential challenges that you as an executive will face in
the future? A forecast for the challenges that the industry will face in the next few years?
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APPENDIX C: Interviews with recruitment consultants and other experts
C1: Contact e-mail

Dear Sir/Madam,

| would like to ask you about the possibility of interviewing you as you are holding a position
that makes you an expert in the Scandinavian construction industry. The interview will be
used as a source of information for my Thesis project at Chalmers University of Technology.

My thesis deals with the investigation of strategic management competencies of top-level
managers in the Scandinavian construction industry, and it examines how the managerial
competences of top-level managers have an effect on the productivity in these
organizations. The opinion of people that have a first hand experience, either as recruiters
or researchers in this industry will provide me with a useful data for my thesis and it will help
me approach my subject from a more comprehensive point of view

The interview is aimed to last about 40-45 minutes and it can be done at a date and time of
your preference. Discretion and anonymity is guaranteed, unless you want else. In the
attached file you can see a brief description of the problem that my Thesis project examines.
If you would like to have more information about my project you can contact me either via
email at this present email address or via phone at (+46) 076 083 18 76. You can also
validate the project work by contacting my supervisor, professor Christian Koch at

Christian.koch@chalmers.se .

| would like to thank you in advance for your time and consideration, and | hope to hear
from you soon.

My best regards
Georgios Pardalis
C2: Interview Questions

- What is your opinion about the quality of top-level managers in the construction
industry?

- According to your experience organizations in the construction industry deal with
their top-level management needs internal or they address to recruitment agencies?

- To your opinion what are the traits that a top manager needs to have in the
construction industry as it is today?

- When you are called to review the skills of a potential top-level manager, in which
areas of his/her skills do you focus?

- What are the major strengths and weaknesses of top-level managers in the
Scandinavian construction industry, according to your experience?

- To your opinion what are the four most important strategic competencies that a top-
level manager should have in the Scandinavian construction industry?
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- Do you believe there is a shortage of people capable for top-level management
positions? How you justify your answer?

- What is your forecast about the challenges that top-level managers in the Scandinavian
construction industry would face in the next few years?
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