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Abstract

The success or failure of complex construction projects, especially in emerging economies such as
Nigeria, is closely linked to the effectiveness of project management leadership in improving team
cohesiveness. This paper discusses the most prevalent form of leadership styles by project managers
(PMs) within the Nigerian Construction Industry (NCI) and their impact on the social relations-task
performance dichotomy of the team, as well as their impact on team cohesiveness. Data was collected
using a structured questionnaire from 70 construction practitioners in Lagos state, Nigeria. The data
analysis was performed using descriptive and inferential statistics, including the Mean Item Score
(MIS), and regression analysis. The most common leadership style in the NCI was democratic
leadership (MIS = 4.15), followed by transformational leadership (MIS = 3.98). However, a
counterintuitive finding emerged as democratic leadership was negatively correlated with task
performance (r = -0.205, p < 0.05) but positively correlated with social relations (r = 0.251, p <
0.01). On the other hand, the autocratic leadership showed positive relationships with social relations
(r = 0.185, p < 0.05) and task performance (r = 0.240, p < 0.01). Transformational leadership had
the strongest positive relationships with each dimension of social relations (r = 0.355) and with task
performance (r = 0.288, p < 0.01). The results indicate that contingent leadership models that
incorporate aspects of transformational and adaptive leadership should be embraced by project
managers to maximise social cohesion and task performance. This study contributes empirical
evidence on context-specific leadership effectiveness in developing economy construction sectors.

Keywords: Leadership Style, Nigerian Construction Industry (NCI), Project Manager, Social Relation,
Team Cohesion, Task Performance

INTRODUCTION

Project managers (PMs) require a proper and systematic use of knowledge, skills, tools and
techniques to meet the predefined goals that result in project success (PMI, 2021). This
process is usually done in a sequential manner, which involves project initiation, planning,
execution, monitoring and control and formal closure, and it is a prerogative of the PM
(Kerzner, 2017). The performance of the PM is therefore critical because the best project
management knowledge and skills play a significant role in determining an organisation's
profitability, operational efficiency, and competitive advantage (Turner & Muller, 2005;
Jugdev & Muller, 2005).
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The construction industry is one of the most important sectors of the global economy, as it
contributes substantially to Gross Domestic Product (GDP), generates job opportunities, and
supports infrastructure development in a country (Oladinrin et al., 2012). But the intricacies
and fragmentation threaten the industry, contributing to high costs and poor service quality
(Doloi et al., 2012; Ogunde et al., 2017). The nature of construction projects is multi-
stakeholder, with unceasing challenges that create enormous demand for strong managerial
skills and, especially, leadership skills (Larsson et al., 2015). Effective leadership is
characterised by effective communication skills that enable teams to steer, promote
collaboration, and ensure cohesion, leading to positive work conditions and high performance
(Larsson et al., 2015; Martin & Edwards, 2016). Conversely, ineffective leadership is always
associated with low productivity, low morale, and a high likelihood of project failure (Avolio
et al., 2009; Saleem et al., 2022; Zada et al., 2023). The PMs of the Nigerian Construction
Industry (NCI) are perpetually employing diverse leadership practices, which have a
significant impact on the team cohesiveness (Limsila & Ogunlana, 2008).

Owusu-Manu et al. (2021) conceptualise leadership as a process of influencing others to
understand what needs to be done and how it can be accomplished. Building on this
understanding, scholars have further explored how leadership practices directly influence
employee performance, retention, and overall organisational effectiveness. In this regard,
Nukic et al. (2022) emphasise the critical role of leadership in enhancing employee
performance and retention through effective role delegation, structuring the work
environment, motivation, and the configuration of governance systems (e.g., command-and-
control versus networked and distributed leadership arrangements).

Accordingly, the project managers' leadership style emerges as an important factor in
achieving successful construction project performance, as it obliges stakeholders to fulfil
their responsibilities and deliver the client's objectives. This position is reinforced by Martin
and Edwards (2016) having highlighted the significance of using appropriate leadership
styles in achieving construction project objectives, and this cannot be overemphasised.
Furthermore, Ahmed and Vittal (2017) opined that the competence of a PM is paramount in
motivating members of the project team towards achieving positive project outputs.

In the construction industry, it has been identified that the cohesion and collaborative
potentials of construction teams are influenced by the approaches used by the PM (Odusami
et al., 2003; Turner & Muller, 2015). Studies have shown that quality leadership is
characterised by effective communication, motivation, and collaboration within the team,
which create a favourable working environment and enhance project success (Giudici &
Filimonau, 2019; Meirinhos et al., 2023; Rehan et al., 2024). On the other hand, ineffective
leadership behaviours result in reduced productivity, low morale, and an increased likelihood
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of project failure (Mohammed et al., 2024). According to Enwereuzo et al. (2020), a leader's
values, behaviours, and principles influence the ethical path a team takes and provide a basis
for the team's effectiveness and overall organisational achievement.

Leadership studies have concentrated on communication (Larsson et al., 2015) or the overall
performance of the project (Olugboyega et al., 2023); however, there is a lack of literature on
the NCI. In particular, the effects of the various leadership styles on the social and task
aspects of team cohesion and their respective impacts on the project outcomes. The NCI
offers a specific socio-cultural and working environment that is high-pressure, hierarchical,
and high-power distance, which might mean that universalised leadership models will be
inadequate or even very counterproductive when applied without adaptation to the context
(Çuhadar & Rudnak, 2022; Olasunkanmi et al., 2024). The current research is therefore
required to test the connection between existing leadership styles and their varying effects on
team cohesiveness within the NCI at an empirical level. The results are expected to provide
context-related information that will guide project management practices and improve the
construction project's outcomes.

LITERATURE REVIEW

Traditional and Contemporary Leadership Models in Construction

The literature on leadership in project management is extensive but continues to evolve. In
this, leadership has been conceptualised along a continuum of styles, including transactional,
transformational, authoritarian (autocratic), democratic, and charismatic approaches
(Ramírez-Herrero et al., 2024). Leadership encapsulates a process of influencing others to
understand what needs to be done and how it can be done. The Centre for Creative
Leadership (CCL, 2026) identified 12 key attributes of effective leaders: respect, courage,
resilience, collaboration, vision, effective communication, and a shared sense of commitment.
The combination of these views implies that successful project leadership cannot be
determined by a particular style or quality, but rather by the leader's ability to combine
various methods and abilities in response to the requirements of the project environment.

In project settings, leadership is crucial to mobilising teams to achieve shared goals and
ensure projects are delivered on time (Mbazor et al., 2022; Nauman et al., 2021). While
leadership is important, its effectiveness depends on the project's socioeconomics and
situational dynamics (Fiedler, 1967). As such, to be an effective project leader, one must be
context-sensitive, ensuring that leadership behaviours align with the demands of the project
environment to maximise team performance and project outcomes.

Transactional Leadership (TRL)
The Transactional Leadership (TRL) concept is anchored in exchange system theory, which
holds that leaders motivate subordinates by appealing to their self-interests through
contingent rewards and corrective actions (Bass, 1985). The plan is based on the transparency
of positions, performance monitoring, and reward-punishment mechanisms, which make it
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particularly useful in spheres where precision, compliance, and habitual performance are
essential (Bass & Riggio, 2006). However, Sung and Savaspakdee (2021) posited that while
TRL is capable of enhancing quick performance and providing clarity in difficult situations, it
may undermine intrinsic motivation when applied in ways that are perceived as controlling or
overly extrinsic.

TRL can be useful in construction management by ensuring compliance with safety and
quality standards and the proper timing of task performance, particularly in the most
controlled environments. Nevertheless, it is commonly criticised for obstructing employees'
creativity and preventing initiative (Olasunkanmi et al., 2024). TRL can decrease employee
autonomy and inhibit problem-solving and innovation qualities, which are becoming
increasingly required in the modern, dynamic construction industry that combines technology.
Therefore, though TRL ensures that control and order are established, it might not promote
the flexibility required to address unexpected issues or to be innovative in the most effective
way.

Laissez-Faire Leadership (LFL).
The Laissez-Faire Leadership (LFL) style is a non-interventionist, hands-off leadership
approach in which leaders avoid decision making, abdicate their responsibilities, and leave
decision-making and implementation to team members as much as possible (Robert &
Vandenberghe, 2021). The approach may be effective in situations where one needs to
manage highly skilled, self-directed teams, as it encourages creativity, independence, and
ownership. It is argued that this kind of situation, LFL, fosters autonomy, creativity,
ownership, and innovation by minimising micromanagement and allowing experts to exercise
judgment (Raji et al, 2023). Ibrahim and Erdogdu (2024) claim that LFL may encourage
autonomy, creativity, ownership, and innovation, but only when structure, alignment, and
context support are provided to avoid the lack of direction and accountability. Elgoibar et al.
(2025) observed that, within a team with strong self-management skills, this freedom can be
beneficial for motivation and problem-solving. Nevertheless, LFL is commonly linked to a
slow decision-making process, role ambiguity, and ineffective communication in an
environment that requires much coordination and responsiveness, such as construction
(Avolio et al., 2009).

Femi (2014) underscores that, with time-bound, risk-prone projects in the construction
industry, LFL might contribute to project delays and misunderstandings regarding roles. In
the absence of adequate direction, subordinates will lack the necessary support to make high-
stakes technical decisions, resulting in costly inefficiencies. Therefore, LFL has the potential
to promote independence, but it requires a well-established and well-coordinated team to
function effectively.

Democratic Leadership (DL)
Democratic Leadership (DL) is based on participative management, in which team members
are actively engaged in decision-making by inclusivity, open communication, collaboration
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and mutual responsibility (Imran et al., 2025). DL fosters an inclusive, cooperative, and
intellectual atmosphere that, in most instances, results in increased morale and dedication
(Yukl, 2013). DL is also consistent with the focus of the modern project management on
stakeholder involvement and ongoing improvement. However, DL is limited when quick
decision-making is necessary. The process of consensus-building can prolong decision-
making and delay project development, particularly in contexts characterised by conflicting
opinions, diverse stakeholder knowledge, and the need for extensive deliberation and
alignment (Khahro et al., 2023; Tran et al., 2024; Tariq et al., 2023). The research in the
construction sector provides inconclusive evidence, as on the one hand, DL has been
associated with high safety culture and job satisfaction (Grill et al., 2017), whereas on the
other hand, it can slow down the performance of a high-pressure, rapid-paced project
(Larsson et al., 2015). Therefore, DL works best when time permits deliberation and when
teams are harmonious, communicative, and competent.

Autocratic Leadership (AL)
Autocratic Leadership (AL) is characterised by the concentrated of authority in the leader,
who makes most decisions independently and demands strict adherence to these directives
(Harms et al., 2018). This leader provides clear directives, sets expectations, and maintains
strong authority (Pizzolitto et al., 2023). AL style is appealing in crisis-driven or time-
sensitive environments where prompt, rapid decision-making is essential. The centralisation
of authority enables swift responses, reduces delays associated with consultation, and ensures
decisive action when time is critical. Consequently, autocratic leadership can minimise
decision-making lag and enhance operational efficiency under pressure.

AL is perceived as clear, predictable, and manageable, and suitable for projects that require
strong project coordination under pressure, e.g., construction during a crisis or a safety-driven
operation (Zaman et al., 2021). However, negative aspects of AL include low employee
morale, low levels of innovation, and opposition to authority. In construction, AL typically
occurs in crisis situations or when following rigid schedules (Larsson et al., 2015). Excessive
use of this style may deter employee involvement and lead to a lack of ownership among
subordinates. This underscores the usefulness of AL as a contextually appropriate short-term
control instrument rather than a long-term leadership philosophy.

Charismatic Leadership (CL)
Charismatic Leadership (CL) is based on the capacity of a leader to motivate and make
his/her subjects feel emotionally connected with him/her by his/her charisma, self-confidence
and communicational skills (House, 1977). Charismatic leaders do not just inspire followers
through vision, but also through their own beliefs, compassion, and optimism, which allows
them to establish a strong emotional connection and cohesion. Even though CL is similar to
TL, the primary difference between the two leadership styles lies in CL's personality-driven
influence, in which leaders use their personal magnetism to rally followers. In contrast, TL
focuses on developing a shared vision and establishing a power structure. According to Dvir
et al. (2002), CL works especially well in high-stress or high-visibility initiatives, where
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confidence and team spirit can enhance team strength and dedication. Construction
Charismatic leaders can be instrumental in motivating teams through tough periods, lifting
the morale and confidence of stakeholders, especially in dealing with complex client or
regulatory environments.

The Contingency and Situational Imperative

The current state of the art in the project management literature has led to the conclusion that
there is no single style of leadership that consistently works (Rehan et al., 2024). Instead, Del
Pino-Marchito et al. (2025) noted that the most efficient project managers are primarily
situational project managers who adjust their style to the project stage, the task's complexity,
the team's maturity, and the competence of team leaders. The Situational Leadership Theory,
developed by Hersey and Blanchard, is particularly useful in this situation, where it is argued
that the transition between being directive (telling/selling) and supportive
(participating/delegating) should be flexible (Del Pino-Marchito et al., 2025). This is further
evident in the construction industry, where the job life cycle requires different project
leadership roles from conceptual planning through to construction implementation (Kisimbi,
2025).

The New Leadership Paradigms in Construction and Engineering

The accelerated rate of technological progress and the globalisation of the construction and
engineering industry have given rise to a major paradigm shift in leadership research and
practice. The conventional command-and-control leadership position is losing its
effectiveness (Olasunkanmi et al., 2024). Flexible, adaptive and human-oriented styles are
now necessary for project managers to negotiate complexity, uncertainty, and rapid change.
This change cannot be attributed to technical excellence or to structured, empowered
leadership, either to deliver fast and collaboratively or to deliver in the short and long term
with resilience.

Classical contingency theories, such as those of Fiedler (1967) and Hersey and Blanchard
(1969), emphasise that the leader should align his style with key situational variables,
including task structure, team maturity, followers' readiness, and environmental complexity,
to achieve optimal outcomes. This opinion is supported by more recent syntheses, such as
Northouse (2022) and Yukl and Gardner (2020). Situational and transformational leadership
are especially useful in dynamic construction settings. Such strategies promote innovation,
employee engagement, and organisational flexibility, characteristics required to succeed in an
environment of technological disruption and competition (Iqbal et al., 2020; Eva et al., 2019;
Wang et al., 2021; Hoch et al., 2018). Leaders are to mirror their behaviours to the level of
competence and commitment of their teams, a concept which is particularly true in
fragmented or culturally diverse environments like the construction industry in Nigeria.

Rosing et al. (2022), in their study of emergency action teams (which are also highly
applicable to construction crises), show that directive (autocratic) leadership establishes trust
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during execution stages through signals of competence and facilitates quick action, whereas
democratic behaviours establish trust during planning or transition stages through perceived
benevolence. Good project leaders thus combine varying leadership approaches dynamically,
using elements of authority to achieve speed in times of crisis, transactional mechanisms to
maintain normal control, and more participative approaches to drive innovation and team
building (Rosing et al., 2022). According to Siddiquei et al. (2025), a people-centred
leadership philosophy and practice in which the primary motivation and role of the leader is
to serve others first, rather than seeking power, control, or personal advancement, aggregates
a positive and significant effect on project outcomes and organisational citizenship
behaviours. Leaders can create an empowering climate to allow teams to work in uncertainty,
overcome setbacks, and sustain performance even in volatile situations (Luo et al., 2023;
Franz et al., 2017). This people development focus is an extension of rather than a
replacement of more directive or exchange-based styles in construction, as projects can
experience unpredictable disruptions (e.g., supply chain problems, regulatory changes, site
hazards).

Digital Leadership in the Era of Construction 4.0

The digital transformation of the construction industry in the era of emerging technologies
further adds a layer of criticality to the leadership context. Olugboyega (2022) posits that a
new generation of digital leadership is required in Construction 4.0 technologies, including
Building Information Modelling (BIM), AI, IoT, and data analytics. Digital leaders are
skilled in technical and soft skills to drive the adoption of tools, encourage the use of data to
inform decision-making, and build a culture of enduring innovation. Olasunkanmi et al.
(2024) resonate with this by stating that project managers should combine digital fluency and
human-oriented skills to drive change at the firm level. This ambivalent ability makes the
work of a traditional project manager more difficult, but opens the path to increased
efficiency, collaboration, and long-term results. Digital leadership is then more of a meta-
competency to augment the use of other paradigms- enabling situational modification using
real-time data, supporting servant behaviours using transparent communication platforms,
and making quick, authoritative decisions where it is needed.

All of these new paradigms demand flexible, context-driven leadership that incorporates
aspects of transactional clarity, laissez-faire independence (when suitable with expert teams),
authoritative decisiveness in crises, transformational inspiration, servant empowerment,
situational flexibility, and digital acuity. This hybrid solution presents the best chance of
success in the Nigerian and the general developing-world construction environment, in which
project resources are often limited, there are cultural hierarchies, and the levels of uncertainty
are high. Leaders who learn to exist in these new paradigms never relinquish structure or
power, but rather make good use of them and focus on flexibility, strength, and capitalising
on technology. The outcome is better project performance, stronger teams, and greater
organisational agility in a more complex industry environment. This integrative, human-
centred, and digitally enabled mindset should be a focus of future research and training in
construction leadership.
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The Nexus Between Leadership Styles and Team Cohesion in Project Environments

Team cohesion is the extent of attraction among team members and the desire of members to
remain in the team as they work together towards a common objective. Cohesion, according
to Beal et al. (2003), is an indicator of how appealing the project manager perceives the team
to be for its members and the level of interpersonal relationships within the team. The idea
remains the cornerstone of project management literature. Based on Tuckman's (1965) stages
of team development, cohesive teams tend to progress more effectively through the four
stages (forming, storming, norming, and performing) and achieve greater efficiency and goal
achievement. A key mechanism for building cohesion is effective vertical (leader-subordinate)
and horizontal (peer-to-peer) communication, which will ultimately contribute to quality
project delivery, problem awareness, motivation, morale, decision-making, and creativity.

How Leadership Styles Shape Team Cohesion

Leadership style is a critical antecedent of team cohesion, and its impact on social ties
(interpersonal attraction, trust, and desire to remain in the group) and task commitment
(shared focus on goals, collaboration, and performance standards). The strength and direction
of this impact vary according to contextual factors, including the project stage, team maturity,
environmental uncertainty, and industry demands, particularly in dynamic, high-stakes, and
temporary settings such as construction and engineering projects (Zhang & Hao, 2022). The
strongest positive links between leadership and team cohesion are consistently associated
with transformational and servant leadership styles. Transformational leaders create both
shared vision and individualised consideration, as well as emotional bonds (social cohesion)
and commitment (task cohesion). Empirical evidence further shows that transformational
leadership strengthens teamwork quality and cohesion, which, in turn, improves project
performance, particularly in construction environments (Hamed, 2024; Han et al., 2024).

Similarly, servant leadership, which prioritises the growth, well-being, and empowerment of
team members, promotes trust, collaboration, and resilience. Recent project-based research
indicates that servant leadership significantly enhances team cohesion, which subsequently
mediates improvements in project performance and organisational citizenship behaviours
(OCBs) (e.g., project management studies examining servant leadership–team cohesion–
performance relationships). According to Khalil et al. (2025) Servant leaders enhance project
outcomes primarily by building stronger team cohesiveness and a collaborative environment.
Similarly, Siddique et al (2025) found that servant leadership significantly predicts project
success (team-level) and organisational citizenship behaviours (OCB, individual-level).

Siddique et al. (2025) opined that TL supports task cohesion through clear expectations,
contingent rewards, and active monitoring (management by exception). This reduces
ambiguity and streamlines efforts, especially during routine or compliance-intensive project
phases. AL is perceived to be strongest in the crisis or execution phases, where unilateral
decision-making and clear directives can strengthen task cohesion by reducing decision
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latency and providing immediate direction. Rosing et al. (2022) demonstrate, in emergency
action teams (directly analogous to construction crises), that autocratic leadership builds trust
and, by extension, cohesion during action phases through perceived leader competence, while
democratic leadership better supports cohesion in transition/planning phases via perceived
benevolence.

LFL style hands-off approach often undermines both social and task cohesion, leading to role
ambiguity, reduced motivation, and fragmentation, especially in interdependent construction
settings. It may work with highly mature, expert teams, but generally correlates with weaker
cohesion and performance (Siddique et al, 2025). However, the most effective leaders adjust
styles fluidly. Emotional intelligence in project managers further amplifies this by mediating
cohesion: leaders with high EI create stronger team bonds, which then drive overall team
effectiveness. Studies of construction projects show that team cohesion is a key mediator
between leadership behaviours (or EI) and project outcomes.

RESEARCHMETHOD

Research design

The research design employs a quantitative survey method, which is appropriate for obtaining
numerical data from a large sample to generalise the findings and determine statistical
relationships between variables. The target population for this research will include
construction professionals such as Project Managers, Architects, Builders, Quantity
Surveyors, and Engineers engaged in construction projects in the state of Lagos, Nigeria. The
city of Lagos was selected as a study area since it is the business hub of Nigeria, and there are
numerous significant construction projects and a complicated professional community.
During the survey, 98 questionnaires were distributed, of which 70 were successfully
returned and equally considered suitable and usable for analysis, yielding a response rate of
71.4%. This response rate is sufficient for survey research in the construction industry.
Snowball sampling was employed to access the targeted population, a method often required
in specialised, professional fields where access can be difficult.

Instrument and Analysis of Data

The study utilised a structured questionnaire as the primary data collection instrument which
was designed to gather information on the demographic characteristics of respondents,
perceived dominance of different leadership styles which include democratic, autocratic and
transformational approaches, perceived barriers to effective team building and team cohesion,
as well as the extent of team cohesion measured against its two dimensions, social relations
and task performance. The collected data were analysed using the Statistical Package for the
Social Sciences (SPSS) version 23, employing descriptive statistics, such as frequencies and
percentages, to summarise demographic details, prevalent leadership styles, and leadership-
related challenges. The Mean Item Score (MIS) ranked the identified leadership styles and
challenges according to their degree of importance or occurrence. The hypotheses were tested,
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and the strength and direction of relationships between leadership styles (independent
variables) and team cohesion components (dependent variables) were determined using the
Pearson Correlation Coefficient. Moreover, a regression analysis was carried out to evaluate
the predictive effectiveness of the styles of leadership on the social and task-related types of
team cohesion.

FINDINGS AND DISCUSSION

Background Characteristics of Respondents

The demography of the respondents for this study in terms of the background characteristics
of respondents consists of 70 respondents from a variety of disciplines, including quantity
surveyors (29%), builders (23%), engineers (17%), and architects and project managers (11%
apiece), while others represent (9%). More than half of the respondents (64%) held a Higher
National Diploma (HND) or a Bachelor of Science Degree, and the workforce sample was
highly educated and professional.

Table 1: Distribution of Respondents by Profession and Academic Qualification

Variable Category Frequency (N=70) Percentage (%)

Profession Quantity Surveyors 20 28.57
Builders 16 22.86
Engineers 12 17.14
Architects 8 11.43
Project managers 8 11.43
Other 6 8.57

Academic Qualification OND/NCE 7 10.00
HND/B.Sc. 45 64.29
M.Sc./Ph.D. 18 25.71

Prevalent Leadership Styles

The study assesses the prevalent leadership styles in the NCI to establish a clear ranking of
importance. Table 2 presents rankings of the prevailing leadership styles used in construction
projects, based on respondents’ opinions. Mean Item Score (MIS) and Standard Deviation
(SD) were used to measure the prevalence and consistency of adoption of each leadership
style. The data reveal that the most preferred leadership style among construction leaders is
DLS, as indicated by the highest mean of 4.15 and a relatively low standard deviation of 0.65,
which suggests high judiciousness among the respondents. This indicates that participatory
decision-making and inclusive communication are widely used leadership characteristics in
the industry.
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Table 2: Ranking of Prevalent Leadership Styles (MIS)

Leadership Style Mean Item Score
(MIS)

Standard Deviation
(SD)

Rank

Democratic Leadership Style (DLS) 4.15 0.65 1
Transformational Leadership Style (TLS) 3.98 0.71 2
Transactional Leadership Style (TRS) 3.70 0.82 3
Charismatic Leadership Style (CLS) 3.55 0.78 4
Autocratic Leadership Style (ALS) 3.12 0.90 5
Laissez-Faire Leadership Style (LLS) 2.85 0.85 6

The next most widely adopted style is the TLS, with an MIS of 3.98, indicating that the sub-
dimension attributes of motivation, inspiration, and innovation are also highly adopted, but
there is slightly more room for misperception (SD = 0.71). TRS (MIS = 3.70) and CLS (MIS
= 3.55) are moderately adopted, indicating that reward-based control and personal influence,
but not participatory and transformational leadership, are dominant. The ALS with a MIS of
3.12 was perceived as the least adapted, suggesting less dependence on top-down decision-
making structures. In the same vein, the lowest mean was observed for the LLS, with an MIS
of 2.85, indicating that superiors are characterised by a lack of direction and involvement,
suggesting that laissez-faire management is the least favoured mode of supervision in
construction project management.

The results indicate a strong reliance on leadership styles that foster participation, collective
responsibility, and a positive impact on members’ characteristics, typically associated with
enhanced collaboration and improved project performance.

Challenges to Team Cohesion

Table 3 shows that construction project teams consider the following problems to be the most
important factors affecting their cohesion. The project managers’ lack of experience has been
a significant challenge (MIS = 4.35; SD = 0.59). Respondents clearly agree that a project
without cohesive leadership and satisfactory performance undermines cohesive teamwork,
possibly through poor decision-making, poor coordination, and an inability to confront
challenges innovatively. Dissimilarities of interest among team members (MIS = 4.20; SD =
0.61) were the second most significant source of team dysfunction. Fragmentation at the team
level may be characterised by conflicts and differing motives, leading the team to be
unaligned with the group’s goals and to not participate in team activities.

Table 3: Ranking of Key Challenges to Team Cohesion (MIS)

Challenge to Team Cohesion Mean Item
Score (MIS)

Standard
Deviation (SD)

Rank

Lack of experience by project managers 4.35 0.59 1
Dissimilarities of interest among team members 4.20 0.61 2
Poor communication flow 3.95 0.68 3
Lack of clear goals and objectives 3.80 0.75 4
High staff turnover 3.55 0.80 5
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The 3rd-ranked challenge to team cohesion was poor communication flow (MIS = 3.95, SD =
0.68). This confirms a number of studies, which identify communication as one of the most
important facilitators of collaboration and trust when working on a construction project.
Communication lapse can result in role confusion, delays, misunderstandings and
interpersonal conflicts. The fourth-ranked problem, a lack of clear goals and objectives (MIS
= 3.80; SD = 0.75), shows that even well-skilled teams can experience ambiguity in
expectations, leading to inefficiency and misaligned efforts. The standard deviation is
relatively high, indicating that respondents' views are slightly more variable; this suggests the
possibility of a significant difference in the degree of goal clarity across project settings.
Lastly, high personnel turnover is considered a moderate challenge (MIS = 3.55; SD = 0.80),
as it suggests that frequent personnel changes destabilise existing relationships and, therefore,
require team reorganisation. The largest standard deviation in the table shows opposite views,
which might be due to turnover intensity varying across firms and project sizes.

Leadership Styles and Team Cohesion

The Pearson Correlation Coefficient was used to explore the strength and direction of the
relationship which exists between the leadership styles and the two aspects of cohesion in a
team: Social Relation (SR) and Task Performance (TP).

Table 4: Correlation Matrix of Leadership Styles and Team Cohesion Dimensions.

Leadership Style Social Relation
(SR)

Task Performance
(TP)

Democratic Leadership Style (DLS) 0.251** -0.205*
Autocratic Leadership Style (ALS) 0.185* 0.240**
Laissez-Faire Leadership Style (LFL) 0.171* -0.037
Transformational Leadership Style (TLS) 0.355** 0.288**
Transactional Leadership Style (TRS) 0.220* 0.171*
Charismatic Leadership Style (CLS) 0.211* 0.190*

Note: *** Significant at 0.01 level (2-tailed); * Significant at 0.05 level (2-tailed).

Table 4 presents the correlation coefficients between six leadership styles and the two
dimensions of team cohesion: Social Relation (SR) and Task Performance (TP). The
correlation values vary from [-1, 1], with positive values meaning that increases in leadership
style correlate with increases in team cohesion and negative values indicating the inverse
relationship.

Social Relation (SR) Cohesion

TLS showed the strongest relationship with SR (r = 0.355, p < 0.01), indicating that
transformational leaders build stronger interpersonal relationships, trust, and mutual respect
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within their teams. DLS also reported a positive effect on SR (r = 0.251, p < 0.01), suggesting
that participative decision-making directly affects social cohesion. Autocratic (ALS),
Charismatic (CLS), Transactional (TRS), and Laissez-Faire (LFL) styles demonstrate
significant (p < 0.05) yet weaker (r ranging from 0.171 to 0.220) correlations with social
cohesion, suggesting they contribute to it, albeit to a lesser degree than TLS and DLS.

Task Performance (TP) Cohesion

The results from Table 4 further show that ALS Style (r = 0.240, p < 0.01) and TLS (r =
0.288, p < 0.01) are significantly and positively correlated, indicating that both autocratic and
transformational leadership may contribute to coordinated task performance. Furthermore,
CLS and TRS have a significant positive influence on TP (ranging from 0.171 to 0.190),
indicating that team-focused and enthusiastic leadership can produce task-referenced
cohesion.

There is a non-significant negative significant correlation between DLS and TP (r = -0.205, p
< 0.05). Although democratic leadership has positive socio-emotional outcomes, it also
negatively affects the speed of task presentation, task urgency, and task execution, leading to
poorer alignment. The correlation between LFL and TLS is weak and not significant (r = -
0.037), suggesting that task cohesion can be compromised when guidance is limited.

Social Relation (r = 0.251, p < 0.01) and Task Performance (r = -0.205, p < 0.05) show
positive and negative relationships, respectively, with Democratic Leadership Style. This
indicates that, though DLS is likely to leave team members feeling better about working
together, they will be hindered from improving things. ALS has a strong correlation with
Social Relation (r = 0.185, p < 0.05) and Task Performance (Beta = 0.240, p < 0.01). This is a
key discovery, indicating that the directive approach, though the least utilised, was more
effective in achieving the project objectives in the NCI. The most effective style is the TLS,
which shows the highest positive relations with Social Relation (r = 0.355, p < .01) and Task
Performance (r = 0.288, p < .01).

Discussion of Findings

Construction Project Managers’ Leadership Style

Democratic Leadership Style (DLS) was found to be the most common in the construction
industry in Nigeria. This supports the claim of Ahmed and Anantatmula (2017) regarding the
significance of such leadership inclusiveness and participation, and how it is gaining greater
acceptance in construction projects, especially given the interdisciplinary and interdependent
character of project teams. The average level of variability (SD = 0.65) aligns with global
trends, where employee engagement and shared decision-making focus on improving project
coordination and employee morale (Hwang & Ng, 2013). The second leadership style was
that of Transformational Leadership Style (TLS). This poses an organisational development
towards an innovation-driven transformation based on the leadership practices of the
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emerging economies. This observation aligns with Ofori (2021) observation that construction
firms are moving towards more sophisticated, technology-friendly project delivery platforms.

Conversely, ALS and LLS had the least usage. This is unlike the history of past construction
in Nigeria, where strong hierarchies and command-and-control structures defined the sector.
The above change implies greater resistance to leadership that suppresses employees'
autonomy or that fails to provide guidance, which is contrary to productivity and professional
development. The latter findings can be explained by a paradigm shift toward relational and
empowering models of leadership, consistent with the prevailing philosophy of construction
management in the contemporary literature.

Challenges to Team Cohesion

The lack of experience among project managers (MIS = 4.35) is a concern, indicating a skills
shortage among project leaders in the construction sector in Nigeria. This observation is
consistent with the literature on factors related to the nonetheless inadequate leadership and
the failure to plan the project process within the team and to develop an efficient channel of
communication (Omran & Suleiman, 2017; Windapo & Cattell, 2021). Moreover, the
absence of cohesion among team members is natural and can be explained by the forces of
Social Identity Theory, which assumes that individual interests may collide, disrupting the
team's collective orientation and integration. This is likely to generate a natural conflict of
interest within the extremely complex world of construction, where parties and organisational
entities are colossal, thereby compounding the problem of project success. Communication-
related factors, such as ineffective flow and ambiguous goals, also contributed. This outcome
is also in line with the findings of Omran and Suleiman (2017), who emphasise that poor
communication has been a core cause of disconnect, time loss, and high expenses.

Relationship between Leadership Styles and Team Cohesion

According to the results of the correlation analysis, leadership styles that are highly
interpersonal have a strong, significant effect on the social-relational aspect of team cohesion.
Transformational leadership was identified as most strongly correlated with Social Relation
(SR) (r = 0.355, p < 0.01), and with its ability to create trust, mutual respect, and an
emotional bond among team members. This is in line with the empirical research conducted
on the behaviour of transformational. The findings indicated that TLS improves bonding in
interpersonal relationships by enforcing shared values, integrating vision, and providing
socio-emotional support within the team. Empirical and theoretical research in education,
healthcare, and organisational settings reports that TLS influence, inspire, motivate, provide
intellectual stimulation, and offer individualised consideration, generating relational and
psychological situations that enhance follower attachment, trust, and cooperative engagement
(Trigueros et al., 2020; Vazquez et al., 2018). This type of leadership promotes teamwork
synergy, which is essential in the construction project environment, where people of varying
professional backgrounds must work harmoniously to complete intricate tasks.
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Being involved in the governance of the project, as witnessed in the DLS, through open
communication, joint decision-making, and acknowledgement of workers' input, may lead to
a sense of belonging and identification with the group. This is consistent with studies that
reveal that democratic leadership enhances social cohesion by promoting equal
communication among team members and minimising the gap between power (Ahmed &
Anantatmula, 2017; Hwang & Ng, 2013). In the context of the Nigerian construction sector,
with its traditional hierarchical organisation, the change is also a manifestation of a transition
to more inclusive leadership approaches, rather than command-based leadership, towards
harmonious cooperation.

TLS, CLS, ALS, and LLS exhibited less favourable positive associations, which can serve
the purpose of interpersonal relationships, with low priority given to the emotional
component. An example of such leadership is autocratic leadership, which utilises authority
and command, which may make adherence work, but not that helpful in making the
interactions more sociable or inspiring trust (Oladinrin et al., 2018). Likewise, transactional
leadership is a "carrot-and-stick" or contractual relationship oriented toward goal attainment
rather than relational engagement, which may not extend beyond task-related interactions
(Yimam, 2022). The weaker relational impact of laissez-faire leadership is consistent with
past literature, which suggests that it might create a leadership vacuum, often leading to
disengagement and interpersonal strain.

These results indicate that leadership approaches that promote motivation, group decision-
making, and consideration among individuals are best suited to fostering high-level relational
cohesion among construction project team members. It is crucial, particularly in the Nigerian
setting, where multi-organisational frameworks and cultural differences are prone to
fragmentation and conflict (Windapo & Cattell, 2020). Through strategically implemented
transformational and democratic leadership behaviours, construction leaders can enhance
cooperation, reduce relational conflicts, and improve overall project performance.

Task Performance Cohesion

The correlation between TLS and the task performance cohesion dimension implies that TLS
inspires the team, giving it a sense of purpose, so that members can achieve performance
cooperatively with greater alignment and coordination. Transformational leaders will take
their staff members out of self-interest and into cultivating their high-throughput skills, and
they will collaborate to achieve work. Khan et al. (2020) substantiate this stance by noting
that the positive association between transformational leadership and work performance was
strong across other sectors. Surprisingly, task performance cohesiveness is also related to
autocratic leadership (but not as strongly as to transformational leadership). To illustrate, in
the construction industry, where compliance with safety provisions is required, a directive (or
command-and-control) leadership approach would help clarify the task and the speed at
which it must be performed. This observation indicates that although autocratic leadership is
criticised for negative relational outcomes, it is applicable to task cohesion in construction
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projects. Nonetheless, task focus should be counterbalanced with possible
relational/motivational expenses.

Although the positive impacts on social cohesion are rather logical, the negative connection
between democratic leadership and social cohesion in the execution of responsibilities is
astonishing and of the opposite nature. We conclude that although inclusive and participatory
leadership fosters interpersonal relations that facilitate task-based cohesion (i.e., coordination,
urgency, role clarity, and implementation), democratic leadership may be subject to stalling
and a lack of accountability. To back this up, research on leadership decision-making shows
that the degree of participation can affect the speed of decision-making on important
decisions, as well as efficiency in time-sensitive circumstances.

Theoretical and Practical Implications

From a theoretical perspective, these results highlight the contingent nature of leadership
style’s effectiveness across the cohesion dimensions. The findings are consistent with the
Path-Goal Theory (House, 1977), which suggests that the leader’s style (directive, supportive,
participative) should be tailored to the task’s demands and the followers’ characteristics. We
find that ALS and TLS are more suitable for the task performance cohesion in an
environment under high pressure and focused on execution. In contrast, a democratic style is
more appropriate for the social relational cohesion but not for the fast execution of tasks.

Therefore, for construction project managers in Nigeria and other global environments,
enhancing task cohesion through transformational leadership behaviours, articulating vision,
inspirational motivation, challenging assumptions and individualised consideration, while at
the same time reinforcing relational cohesion. Knowing when directive (autocratic)
leadership (particularly during times of crisis, short timeframes, or teams that are less
experienced) is called for, but making sure to balance it with relational behaviours to reduce
the risk of disengagement.

CONCLUSIONS AND SUGGESTIONS FOR FUTURE RESEARCH

Whilst such correlations offer an insight, they should not be overinterpreted as causality.
Further regression analysis that controls for confounders (e.g. team size, project complexity,
experience) would increase inferential power. Moreover, using qualitative methods could
explain why democratic leadership negatively affects task cohesion in this environment.
Longitudinal designs could allow for a study of the effect of leadership style on cohesion and
performance across the project's expansion (initiation, execution, and close-out). Overall, the
results indicate two paths to task performance cohesion: transformational leadership’s
motivational and visionary orientations, and autocratic leadership’s direction-and-control
orientation. Third, although participative leadership may be helpful for relational outcomes, it
may harm task cohesion when decision clarity and speed are crucial.
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