
  

DELEGATION OF AUTHORITY IN 

CONSTRUCTION PROJECT MANAGEMENT 

: CASE IN PUBLIC ORGANIZATIONS IN SRI 

LANKA 

 

 

 

 

JAYASURIYA ARACHCIDGE DON ROHANA SUJITH KUMARA 

 

 

 

Department of Building Economics 

University of Moratuwa 

Sri Lanka. 

 

 

Submitted in Partial Fulfillment of the Requirements of the 

Degree of Masters of Science 

 

 

2010 

 

94563 

 

 

 

 

 



  

Abstract 

 

A considerable portion in the construction industry of Sri Lanka is covered by the 

government sector and organizational structure of most of them is different and they 

use different strategies for performing projects. There is no unique organizational 

structure for all the organizations in the government sector in the construction 

industry. Most of organizations in government sector follow a centralized 

management system and decentralized system not much significant. 

 

Central Engineering Consultancy Bureau (CECB) as a government organization bare 

a large portion of construction and consultancy works in the construction industry of 

Sri Lanka at present and it is a grate example for practicing decentralized 

management system to perform project undertaken by it. It has separate eighteen sub 

divisions under Additional General Managers and this separate sub divisions 

function independently with sub organizations structures using delegations of 

authority. Deputy General Managers, project managers and other technical staff 

members directly working under Additional General Managers. Five AGM divisions 

of CECB out of eighteen were selected for the case study done under this research 

and three persons namely AGM, DGM and PM were interviewed from each division 

according to a semi-structured interview. Content analysis and cognitive mapping 

techniques were used for data analysis in this research. Cross-case analysis includes a 

comprehensive comparison between the selected cases and with the extant literature. 

 

It was observed that there are three most significant features affect to superiors in 

delegation of authority Viz.; saving time and energy, releasing of operational 

working load, opportunity for real top management functions and five most 

significant features affect to subordinate 'in delegation of authority Viz.; autonomy, 

decision making, responsibility, participation, and motivation and satisfaction and six 

most significant factors leading to effective delegation of authority Viz.; goals and 

roles, authority, communication, control mechanisms, trust and understanding, and 

rewarding and training.  
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Introduction 

CHAPTER 01 

INTRODUCTION 

1.1 Back Ground of the Study 

A considerable portion in the construction industry of Sri Lanka is covered by the govemment 

~ector and this involvement is very much important in every a~pect. It i-.. observable that the 

organizational structure of most of them is different and they use different ~trategies for 

performing projects. There is no unique org<.:nizational structure for all the organizations in the 

gmernment ~ector in the con~truction industry. Not like in private ~ector. most of 

urganizations in government sector follow a centralized management system. But. it can he 

iclenttficd some decentralized management systems in govemment sector also. 

An organi1ation has to make strategic and operational decisions. Where and by whom should 

the-.c deci-.ions he made'! How should the organization structure be adapted? Centralization 
....,, 

and decentrali1ation are two opposite ways to transfer decision-making authority and to 

change the organizational structure of organi1ations accordingly. 

According to a case study catTied out by Patrick et a! ( 1999) on a major road construction 

project in l TK, it was identified that by revising the project management structure from 

traditional form of managerial control which is the top down with the tendency to operate in 

an authoritarian and adversarial manner to a flatter management -.tructure ha-.ed around 

autonomous self managing teams. the project was completed very successfully moving from 

the brink of collapse. In their case study. they investigated the decentrali!ation or control or 

work and observed the -.everal features of the management system. such as a multi-functional 

team with considerable autonomy and a "no blame culture" for completing the project 

-.,uccessfully. 

The succe~s of a project depend-. on several factors and the decision-making authority at field 

level i-. very important in achieving the .'iet targeh of a project. It i;; observable that most of the 

projects arc delayed unnecessarily due to some difficulties in making decision-, at the real 
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occas10ns as the site staff docs not have the required authorities to make some needy 

decisions. They have to contact the senior management of the organization to get the apprO\ al 

cwn for small minor matters. Normally it takes more time to follow the procedures and to 

communicate with the senior management a-. they are in busy schedule-.,. This proccs~o, creates 

an unnecc-.,sary time delay as well as an additional cost without having any u~o,eful outcome. 

Real time decision making is very important in a construction project and failure to make 

conect deci~o,ions which should be made in particular occasions. mainly leads to delay the 

projects and hence co~o,t over run and had LJUality outputs could he occuncd. Bottleneck-. in 

decision making that are often caused in governmental organizations affect to fail some 

construction projects due to impossibility to do proper planning and control of impm1ant 

activities (Litvack. 2009). Jensen and Meckiing ( 1992) argued that the limited capacity of the 

human mind and the costs of producing and transfetTing knovv ledge mean that knowledge 

relevant to all decisions can never he located in a single individual or body of expert. Thus. if 

knowledge valuable to a particular deci-.,ion i~o, to be used in making that decision. there must 

he a system for assigning decision rights to individuals who have the knowledge and abilities 

or vvho can acquire or produce them at low cost. 

....,, 
Thi-, issue should he discussed deeply to analyze the real causes of insufficient decision 

making authoritie-.. at the field level and the positive outcomes of the delegation of authority in 

govemment -.ector organizations for the successful completion of construction project'>. It can 

be proposed to delegate the authorities for the project staff of govemment sector organization-; 

which arc dealt vvith construction industry. But. not like in private sector. it i~> a very difficult 

ta-.,k to introduce such a ".Y'>tem to go\'emment sector a~> it needs following several procedure.-., 

and those organi1ations are wrapped with very tight rules and regulation-.. Hence. it should he 

done in a proper way by analyzing all the ways and mean-; to develop a well planned 

decentralized organiLation -;tructure to facilitate for the delegation of authority. Tran~>fcrence 

and accountability act a \'ita! role in thi~> type of structure.'>. 

Hence. giving more attention and concentration on delegation of authoritie-; to the site staff is 

wry valuable and it facilitates to complete construction projech more succcs-;fully without 

having many disputes which generally occur in cothtruction projcch. 

"") 
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1.2 Aim of the Research 

:,.im of the re-..earch is to identify the effect-.. of delegation of authority to -..uperior-; and 

-..uhordinate-.. and the factor-.. leading to effective delegation of authority in con-..truction project 

management of gO\ ernment sector organization-.. in Sri Lanka. 

1.3 Objectives 

((}I) To identify the benefits in decentralization and delegation form of decentrali1ation. 

(()2) To identify the concepts and ways of delegation of authority in project ha-..ed 

organi1ations. 

(()3) To identify the effect-.. to superiors and subordinate-.. in delegation of authority 1n 

construction projects of govemment sector organizations in Sri Lanka. 

(04) To identify the factors leading to effective decentralization and delegation of authority 

in construction projects of govemment sector organizations in Sri Lanka. 

( ())) To propose a system for an effective dclsg,at ion of authority for successful completion 

of construction projects undertaken hy govemment sector organi1.ations in Sri Lanka 

1.4 Research Problem 

Though the government sector organizations in construction industry hear a considerable 

potion in construction projects. always there is a complaint to them for not completing the 

gi,en projects within the allocated time frame and cost budget with the required quality 

a-..pects. Among the several general factors affecting for this. the insufficient decision-making 

authority and financial authoritie-.. that prevail in the field level could be con-..idered a.., a 

-..ignificant cause for thi-.. issue. According to external literature. it i-.. noticeable that most of 

,ite :-,taff in govemment sector organin1tions does not have the required authorities to make 

decisions at field level due to their organizational structure and the le\el of the delegation of 

authority. In most of projects. an unnecessary time delay could occur by following some 

3 
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Ulhllitahle procedures when making decisions which could have easily he made at the field 

lc\ L'l and a\ oid unnecessary expenditure and time that incur in current construction projech. 

1. 5 Methodology 

\L11nh thi" research will he done using case studies. The main reason for -.electing a ca-.e 

'tttdy tllethod is availability of sample populations for this particular research topic is very les-. 

\\ ihttl the govemment sector organizations in Sri Lanka in construction context. Therc!'orc. it 

h \ L'J'\ important to do a deep ohservat ion on the influences of decent raJ ization through 

tk·iegat ion of authority using the exi.->ting s ystetn'-.. A !ready there is one government -.ector 

utgant;ation which ha-. hecn introduced deccntralitation methods to their organization 

'ttliLtme tu perform con"truction projech. The Central Engineering Con-.,ultancy Bureau 

I( ECB) I'- the one that ha" being clecentrali1ed effectively. In CECB. there arc many projech 

ct\ .tilahle to do a detail study and there is a great opportunity to touch some critical occasions 

\\here the delegation of authority helped to overcome -.orne issues for the succc-.-.ful ......,, 
L'<lmpletion of the projech. Thus. five projects within CECB will be selected for case studies. 

1.6 Scope and Limitations 

!11 thi, rc-.carch only one organization which i.-> CECB will he selected for the case studies as it 

h the mo->t suitable government sector organization which ha.-> been already decentralized in 

ulll\truction context. Con-,idering the time constraint it i-. decided to select only five divi-.ions 

'" CECB for this case study. But the-.e five divisions covered seven provinces in Sri Lanka 

Itctmel:-: \:m1h. North Central. East. North Western. Central. Uva and Saharagamuwa 

according to the physical dispersion of these divisions. Hence. limiting to five division-. may 

tk'crC<hC the complcxitic.~o, while providing a good sample population. 

...J. 
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CHAPTER 02 

LITERATURE REVIEW 

2.1 Introduction 

The aim of this chapter is to revie\v the literature on delegation of authority and 

decentralization in orgamzations and how it affects to the superiors and subordinates of the 

organitation in project management decision making. Some of them \vill provide a better 

understanding of the most important aspects of delegation of authority in organinttion-. and 

lHl\\ it "upports decision making at the lower tiers. Further this chapter aim" to identify some 

general features and discuss key aspects of decentralitation through delegation of authority 

ami tu -,earch the factors that affecting for an effective delegation of authority. 

2.2 Centralization and Decentralization 

......,, 

Centralitation and deccntraliLation are two opposite way.s to transfer decision-making 

authority and to change the organizational structure of organizations accordingly. The aim of 

this section is to observe main differences of these two concepts. 

-'\.-, oh"erved by Fayol ( 1949). everything which goes to increase the subordinate"s role is 

decentralization: everything which goes to reduce it is centralization. According to Koontz and 

Wcihrich ( 19R8). decentralization is the tendency to dispcr.-.e decision making authority in an 

organizational structure and it is centralized when the authority is not delegated. As indicated 

in Figure :2.1. there could he absolute centralization of authority in one per"on. But that 

implie-, no .subordinate manager.-; and therefore no structured organization. On the other hand. 

there cannot he absolute decentralization. for if manager-. should delegate all their authority. 

their statu-. as managers would cease. their position would be eliminated. ami there would 

again. he no organization. Centralization and decentralization arc tendencies as in the Figure 

2 l. 

5 
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Complete centralization 

(no organization -.tructure) 

l 

Authority not delegated 

Complete decentralization 

(no organization -.tructure) 

l 
Authority delegated 

Figure 2.1: Centralization anu decentraliDltion a-, tcndencic" 

Source: Koontz and Weihrich, 1988, Management, P 219 

According to Newcombe (I 996). centralization is defined as the process of transferring and 

::h~igning decision-making authority to higher levels of an organizational hierarchy. In a 

centralized management system. the proces~·of transferring and assigning decision-making 

authority to higher levels of an organizational hierarchy and knowledge. information and ideas 

are concentrated at the top. and decisions are cascaded down the organization. In this system. 

the span of control of top manager" is relatively broad. and there arc relatively many tiers in 

the organization. But. in a decentralized management system. all above factor-. arc opposite 

and the decision - making authority has been moved to lower levels or tiers of the 

organization. such as divisions. branches departments or subsidiaries. Here knowledge. 

1nformation and ideas are flowing from the bottom to the top of the organization. In a 

decentralized organizational structure. the span of control of top managers is relatively -.malL 

and there are relatively few tiers in the organization. because there is more autonomy in the 

lower ranks. The Figure 2.2 illustrates a Skelton to get an idea about centralization and 

decentralization. It clearly indicates that in a centralited organization all the divisions are 

directly connected to the central point of the organization while in decentralization the sub 

di \is ions are connected to the semi autonomous divisions not to the central point. 

6 
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Figure 2.2: Centralization and Decentralization 

Source: http://\\\\\\ .12managl'.com web site 

A main objective of thi-. re-;earch i-. to stu~. about decentralization and delegation form of 

decentralization. Hence. this study i-., focused only to decentralization which is discu-.scd in 

detail next section. 
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2.3 Decentralization 

The aim of thi-., section is to review the literature on decentralization briefly to identify the 

l·onceph. benefits and main feature-; of it. It can be noticed that there are two clo-..ely related 

LOnceph in decentralization namely decentralization as distribution of authority through out 

the urgani;ation and decentralization resulting from the establishment of '!emi-autonomous 

di\i-,ioth or profit center-.. The decentralization as distribution of authority is mainly related 

11 ith the delegation of authority to subordinates by superiors to facilitate them for making 

deci>ions ~h required to perform their duties effectively. In the decentralitation resulting from 

the cstabli.\hment of profit centers. the divisional manager-; arc delegated full operating 

authorit~, and held respomible for the performance and profitability of their divi-.ions. 

R()hhin-.. and Coulter ( 2005) de-;crihed decentralization as 'distribution of authority· . 

. \ccurding to him. organi;ations in which decision making is pu-.hed down to the managers 

1\ho are closest to the action as decentralized organization-;. As organi;ations become more 

!lc\iblc and respon-;ive. there is a distinct trend toward decentralizing decision making. In 

large companies especially. lower level manager~are elmer to the action and typically have 

more detailed knowledge about problem-; and how best to solve them than do top managers. 

-\garwal ( 1982) further described that decentralization means wide di.strihution of authority 

throughout the organization so that manager-; at various levels have adequate authority to 

nEl"c their job-related decio.;ions. Hence. in decentralized organizations. more decision-, are 

made at lower levels (Bateman and SnelL 2002). Ideally. deci-,ion making occurs at the level 

(It people who are tno'>t directly affected and have the most intimate knowledge about the 

problem. Thio.; is particularly important when the bu-,inc-,-.; environment i-, fast changing and 

dec1,ion mu-,t be made quickly and well. 

Dctk ( 19)2) advanced the following criteria for evaluating the extent of decentralization in an 

\lrgctnitation. According to him. greater i'i the extent of decentralization when the larger io.; the 

number of deci-,ion-., made by managers at lower level-, of hierarchy. More important are the 

dL'l !'-ion-.. made by lmvcr-level managers. For example. in an organitation where the fir-,t line 

'·ll[l.'l\ i~or can made a purchase decision. decentralinn ion is greater than in another 

\Hgctni;ation where he cannot do so. More the decision'> made at lmver lc\cl'i affect a number 

~ 
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of functions. For example. decentralization is greater in an organization \Vhere the first line 

supervi-,or is permitted to make monthly production decision than in another company where 

he cannot make -,uch a decision. 

On the other hand. Agarwal ( 19~2) described decentralit.ation through divisionalisation. 

Companic-, organi;ed a-, scmi-autonomou-.; eli visions with decentral i;ed operation-, and 

centrali;:ed control-, arc often called as decentrali;ed companies. In such organizations. policy 

making in vital area-, such a-, capital investment. honus. marketing strategy. etc i-, centrali;ed 

at the corporate headquarters. A control system i-.. in<.,tituted to ensure that the managers of 

-,cmi-autonomous unih. often called divisional managers. have full operating re-..ponsihility 

and authority for managing their units. 

Curt1ce ( 1955) -,tated that the management technique used hy Alfred J. Sloan for managing 

(i-:"eral Motor-, to move from the hrink of collap-..e to one of the most -,ucccssful companies in 

the world hy applying decentralization in following way. He divided the company into a<., 

many parts as can he clone. place in charge of each part the most capable executive that can he 

found. develop a system of coordination so t~t each part may strengthen and -,upport each 

other part : thu-. not only welding all pm1'> together in common interest of a joint enterprise. 

hut importantly developing ability and initiative through the instrumentalities of responsibility 

and ambition-developing men and giving them an opportunity to exercise their talents, hoth in 

their own interest as well in that of husine-.<.,. 

Thus Curtice ( 1995) viewed decentralization is indeed a philosophy. a technique and a tool of 

management. It i-. the top management's helicf that employees at all levels have the abilities 

and willingnes-. to take initiative and responsibility. It is abo a technique of organizing 

wherein the company i-. divided into semi-autonomous units with decentralized operations and 

centralized policy making and control. Decentralization is abo a tool of motivating and 

de\eloping employees. Entrusting people with responsibility provides them recognition and a 

-.,cn-,e of worth. It also provide-, them room for initiative and satisfies their need for autonomy 

and challenge. 

l) 
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According to above explanations, the term dccentraliLation has been used to refer to two 

closely related conceph, namely, Decelltralization as distribution of authority throughout the 

organiLation and Decentralization resulting from the establishment of semi-autonomous 

chis ions or profit center-.. Figure 2.3 shows these two closely related concepts. 

Decentralization 

a-., distribution of Authority 

Deccntrali;ation 

Decentralization through 

divisionalisation or Profit Center-. 

Figure 2.3: T\\o closely rci;~W.Ll concepts of decentralitation 

A-., shown in Figure 2.3, in one concept, decentralization i-. done by forming -.ub di\isions or 

profit centers. According to Agarwal ( 19R2), decentralin.ltion through creation of semi

autonomous divisions or profit centers is called federal decentralization. These diYisions 

hecame responsible for their outputs as well as for their overall performance and profih. They 

functioned with fully responsibility and corresponding authority within the framework of 

hroad corporative objectives. strategies. plans and policie'>. In a divisionali1ed organization. 

the management ha-, a very important role to play. Among its major function-, arc 

determination of long and short range objectives. stratcgie-, and policie-, which provide a 

framework for the operation of its divisions. The divisional managers arc delegated full 

operating authority and held respon-,ible for the performance and profitability of their 

di\i\iOJh. 

In the other concept. decentrali;ation is considered a\ distribution of authority through out the 

organization. Agarwal ( 1982) pointed out that while delegation refers to the transfer of 
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authority by the superior to the subordinate, decentralization connotes distribution of authority 

throughout the organization. Decentralization is thus the result of delegation. More authority is 

delegated hy managers to their subordinates, more it will lead to its decentrali.wtion. 

Out of these two closely related concepts of decentrali~:ation. only decentrali~:ation as 

distribution of authority concept will he focused in this research. Decentralization as 

distribution of authority is mainly related with the delegation of authority to subordinates by 

superiors to facilitate them for making decisions a'> required to perform their duties effectively. 

Hence. in next sections the literature will be reviewed to identify the nature. process, effects of 

delegation of authority to superiors and subordinates and factor'> leading to effecti\e 

delegation of authority. 

2.4 Delegation of Authority 

The aim of this section i.., to review the literature in important areas of delegation of authority 

to identify concepts and ways of transfen·ing decision making authority in organizations and to 

identify the benefits of delegation form of decentralization. Mainly this literature on 

delegation of authority is organized under three main areas namely: perspectives on nature and 

process of delegation, effects of delegation of authority to superior and subordinates. and 

factors leading to effective delegation of authority as '>hown in Figure 2.4. 

Perspectives on 
nature and process 

of delegation 

Delegation of Authority 

Factors leading to effective 
delegation of authority 

Effech of delegation of 
authority to superior-. 

and '>ubordinates 

Figure 2.4: Ditl'erent areas of delegation of authorit) 
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2.4.1 Perspectives on Nature and Process of Delegation of Authority 

There arc several perspccti ves for ·Delegation of Authority". Among them. fi vc distincti vc 

perspectives can he identified such as !.assignment of authority to .'iubordinate by a superior. 

2. as an effective sy'itcm to develop subordinates. J. as a system to achieve goals in complex 

project. 4-. as an integral component of orgamnng process and 5. as a tlexible system to 

modify on requirements. 

First perspective of delegation of authority is assignment of authority to subordinate by a 

superior. According to Robbins and Coulter ( 2005 ). the delegation as the assignment of 

authG.ily to subordinates by the superiors to can-y out specific duties by making their own 

decisiom as there are limih to any superior· s time and knowledge. Jenson ( 2005) also argued 

thm all the information cannot be moved to a central decision maker. whether a central planner 

or the Chief Executive Officer in a firm. most decision rights must he delegated to those 

people who have the relevant information. Robbins and Decenm (2001) expressed the 

delegation as an assignment of authority to another person in the lower level for making 

decisions. According to them the authority should be pushed down through the ranks of an 

organization for an effective delegation as illustrated in Figure 2.5. As Figure 2.5 shows. Top 

Managers are in the higher position of the organization pyramid with higher authority \vhile 

the Middle Managers and Site Managers arc in lower ticr'i of the organization. For effective 

delegation of authority the authority which is with Top Managers should be pushed down 

through the ranks of an organization. 
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Top 
Managers 

Middle 
Manager'-. 

.......,, 

Site 
Managers 

Figun· 2.5: Effective Delegation pushes down vertically through the ranks of an organization 

Source: Robbins and Decenzo, 2001, Fundamnetals of Management, P 413 

Bateman and Snell (2002) stated that delegation is not only the assignment of authority hut 

abo the responsibility to a subordinate at a lower level. Responsibility means that a person is 

<h'-igned a task that he i-; supposed to carry out. Authority means that the person has the 

authority and the right to make decisions, give orders. draw upon resources. and to v.;hatcver 

cl"c i-. ncces-..ary to fulfill the responsibility. Further they explained that activities of the 

"ubordinate should he accountable when he performs hi-. dutic-.. Accountability means that 
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the superior has the right to expect the subordinate to perform the job, take corrective action 

when necessary. and report upward on the status and quality of their perfonnance. According 

to Agarwal ( 1982), delegation is the process through which a manager assigns tasks and goals 

to his subordinates and vests in them formal authority to make their job related decisions, take 

appropriate actions for performing their task-.. initiate action on others and utilize the resource-., 

of the enterprise. Delegation thus enables a manager to assign a pm1 of his \\orks to his 

subordinates and transfer them coiTesponding authority to perform tasks and discharge their 

responsibilities. It creates accountability on the part of delegates for the accomplishment of 

a-.signed tasks and achievement of desired goals Cole ( 1993) deviates from this view when he 

explains delegation as the process by which a superior transfers part of his legitimate authority 

to a subordinate hut without passing on the ultimate responsibility which has been entrusted to 

him by his own superior. Hence, according to above views, delegation of authority is very 

much useful to perform the works of projects through giving more authority to subordinate-. 

lu1 making quicker realistic decisions as there are limits to superior's time and knowledge. 

Second perspective is delegation of authority as a mechanism to develop subordinates to 

perform his duties with autonomy to achie~ the project goals successfully. Peters and 

Waterman ( 1982) explained that the autonomy gives people confidence to experiment for 

instance. stemming from stable expectations about what really counts. This management 

philosophy was clearly recognized by Jolivet and Navarre ( 1996) who described decentralized 

management developments. They explained the importance of delegation of authority to the 

staff or the segments in the organization at the lower tiers to take quicker realistic decisions. 

Further it is very important to motivate the staff and to give them confidence to perform works 

effectively. Zabojnik (2002) stated that it may he less costly to motivate the project staff who 

i-. allowed to work on their own idea than the project staff that is forced to follow the head 

management orders. Melville ( 1995) stated that if the purpose of management is to ensure that 

"things get clone:· then delegation is the key to successful management. According to these 

views. the subordinates are given adequate authorities to motivate them for performing works 

by making their own decisions without forwarding all the issues in a project to the superiors. It 

helps to de\elop their confidence and allows doing experiments to achieve project goals while 

developing creativity and innovation by themselves. 
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Third perspective about delegation of authority defined that it is a system to achieve the goals 

of a complex project. Anthony et a! ( 1992) argued that by granting more autonomy to 

segments of a complex operation, one gains a better utilization of local knmvledgc. quicker 

responses to needs and improved motivation to succeed through clearly identified 

responsibility. According to eighteen ( 18) case studies done in construction projcch, Shirazi et 

al (! 995) suggest that vvhen the projects arc done under a complc.x en\ ironment and the 

requirement of technology to perform the work is complex it leads to greater decentralization 

of authority, mainly hy delegation to achieve the project goals. Normally the project staff in a 

complex project needs to make many instant decisions to perform their duties as the site 

situation'> may he varied from time to time in such a project. For this purpose they should be 

given adequate authoritie'> to make such dccistons independently and quickly to do the works 

'>moothly without any intemtption of the work'> flow. Ultimately it greatly help'> to achieve the 

-et target goals of the project successfully. Hence. the delegation of authority is \cry important 

t·or the projects in a complex environment. 

The forth perspective of delegation of authority i.., defined a'> an integral component of the 

orgamzmg proces'>. Agarwal ( 1982) stated4tlat delegation is an integral component of the 

orgamzmg process. It is through delegation that organization work is divided among 

employees, authority is distributed throughout the organization and obligations arc created for 

the performance of assigned task and achievement of predetermined goals. He described that 

the delegation of authority may he based on three fold analysi'> namely, activity analysis, 

decision analysis and relation analysis. Drucker ( 1974) suggests that the activity analysis 

should involve identification of key activities. This can be done by answering questions such 

as in what areas excellence is required to obtain company's objective?, in what areas would 

lack of performance endanger the results?, what the values those are important to us· 1. The 

atbwer'> to these questions will provide guidance to head management as to what activities he 

"hould keep with himself. and what he can assign to his subordinates. This is very much 

important to avoid the risk involving with the delegation. Agarwal ( 1982) argued that an 

important aspect of delegation i" transfer of adequate authority to subordinate.., in order to 

perform effectively. This involves decision analysis in the duties assigned to them. According 

to him impact of decisions and qualitative factors involved in decisions should he con'>idered 

by the subordinates. Further he explains that the relation analysi'> will indicate to the superior 
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and ~ubordinate about the relationship-. involved in the performance of activitie-.. Hence. 

delegation of authority -.hould be performed according to an integral analysis of activities. 

decision~ and relationships of the project and authorities are delegated to the staff members 

accordingly. 

In the fifth perspective. delegation of authority is defined as a tlexible system to modify time

to-time according to the requirements arising within the organization structure. objective-.. 

rolicies and procedure-.. Agarwal ( 1982) emphasized that the authority once delegated may be 

enhanced or reduced depending on changes in the kind and nature of duties of the executive 

concerned. and the effectivenes-. with which he exercises it. It i-. completely \Vithdrawn in case 

of his termination from the organization. Thus an executive. who delegates authority to his 

subordinates. doe-. not permanently dispossess himself of the authority that was initially vested 

in him. Delegated authority i-. frequently modified when the needs arises due to change-. in the 

organi,ational structure. objective-.. policie-., and procedures. etc. since organiations exist and 

operate in a dynamic environment and are themselves in a perpetual process of change. 

delegation is also reviewed and modified from time to time to be organizationally functional. 

Hence. it i-.; very clear that the delegation of autoority is not a rigid and fixed system to be 

maintained for a long period. It is flexible to modify the sy-.tem time to time according to the 

requirements arising with the changes in the organization structure. objectives. policies and 

procedures. 

According to all above perspective-. it can be noticed that by delegation of authority. the 

-,uhordinate-, of an organization arc given more authorities to make quicker realistic rc-.ponsc-. 

to the i'>-;ue-. arising in the field utilizing local available knowledge. It is very much effective 

and helps to save valuable time of superiors which can be utilized for better benefits of the 

organization. Abo delegation of authority builds the confidence of subordinates and it is a 

motivation tool for them to usc their innovative decisions and they are given an adequate 

autonomy to display their talents to get more outputs. The subordinate-. have to bear more 

re1-ponsibilities as they arc delegated more authority to make decisions. Their decisions -.houlcl 

he tran-.;ferable and they arc accountable for their all activitie-. and also they have a great 

rc,poihibility to maintain the trust kept on them. Also delegation of authority is very useful to 

perform the activities in complex projects as there arc many instant decisions to be made 
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q ;.f._i\ with varying situations of the project. Further in fourth perspective it was described 

:t'•.ltt\ three analyses namely activity. decision and relation to he made before delegation of 

:l :fwnt;,. Hence. it is very much important to analyze all the related factors connected with 

d il':Cct1Hll1 of authority before promoting it. According to the fifth perspective. delegation of 

rho:tt) h not a rigid or fixed system to maintain for C\er. It is very much flexible to modify 

, ordlllg to the requirement'>. 

\ •ttncdh itl a construction project it i" \cry worth if the subordinate can make quicker 

li_ .hlllth tor better benefits for the project and the organization as real time real decision is 

\ 'aluahlc for more benefits. Authority ~.;hould be granted to field staff for this purpose. 

''Cll they can make more ~.;uitahle dcci~.;ions u-;ing available local knowledge. It greatly helps 

de'\ clop the subordinates in the con~.;truction industry by building their confidence and 

, \f1Cl 11-''lL\' Normally, there is a good opportunity in construction projects to take more 

, \p:r tenu: while practicing their innovative talents in the field and it helps to motivate them 

•. 11ll t() get more outputs. Also. the staff in construction projects faces to many complex and 

.tn lllg situations according to the nature of projects. The subordinate" should have sufficient 

:tlwritic-; and facilities to face to those situation~n the field of construction. In addition to 

.:i'll\L'. in a construction project. there arc many activities. decisions and relationships are 

i'i\Phcd in different levels to perform the project attributes. Those factors ~.;hould he analyzed 

tilth~_' field to allocate duties for the staff members of the organization. Normally the nature of 

lllOJCCh and the requirements of the organizations are varied with the time in construction 

ttdu>tr; in Sri Lanka. Hence. it i~.; obvious that delegation systems in construction indu~.;try 

'let\ e to lw runs with some changes according to the prevailing ~.;ituations of the field. 

2.4.2 Effects of Delegation of Authority to Superiors and Subordinates 

Itt delegation of authority. it is mainly discu~.;sed the effects on relationships built among 

··llfK'rior" and subordinates. The aim of this section is to search the literature to identify the 

.i.lcd-; uf delegation of authority to superiors and ~.;ubordinatc separately. Adequate delegation 

· :gntficantl) contributes to the enhancement of organizational effectiveness. It enables 

, \ecuti\ e, to make their job related decisions. It frees them from less important work so that 
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they can devote more time and energy to more important aspects of their job. It acts as a tool 

of employee and development and motivation. It also acts as a tool of pushing decisions down 

to the operational level so that decisions are likely to be timelier as well as realistic. 

2.4.2.1 Effects to Superiors in Delegation of Authority 

Delegation of authority is very important to superiors in an organitation. In this section. 

cffech to superiors in delegation of authority arc discussed. According to the literature re\ iew. 

thi-, will be discussed under three sub topics namely: saving time and energy. releasing of 

operational working load and opportunity for real top management functions. 

• Sa\ ing time and energy 

A main objective of delegation of authority to subordinates is -.aving time and energy of a 

~uperior for better benefits of the organization. Aghion ct al ( 1997) emphasized that delegating 

a choice to a subordinate raises his utility and enables the superior to recoup authority on 

another decision. \vhile keeping the subordinate\ individual rationality constraint satisfied. 

Hence. by delegating authority to lower tiers the superior can -.ave his time to devote for 

another important matters while the pmticipation and satisfaction to the subordinate. Agarwal 

( 1982) has described some objectives are expected through delegation of authorities. An 

impmtant objective of delegation is that an executive can apportion that part of his work-. to 

hi~ subordinates \vhich he need not to do himself. so that he can devote his time to more 

impmtant areas of his duties like planning. coordination and control. According to Bateman 

and Snell (2002). the superiors can save time and free to devote energy to impmtant areas of 

his duties. William et al (\974) mentioned that a manager's time can he viewed as divided into 

boss-imposed time. system-imposed time. subordinate-imposed time and discretionary time. 

Since he cannot do anything about the boss and the system-imposed time. he should reduce the 

subordinate-imposed time in order to increase his discretionary time. Hence. it is evident that 

the superior-. can save his time and energy through delegation of authority to subordinates. 
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• Releasing of operational working load 

Releasing of operational working load of superiors is another objective of delegation of 

authority. Cole ( 1993) stated that decentralization prevents top management overload by 

freeing them from many operational decisions and enabling them to concentrate on their 

\trategic responsibilities. It speeds up operational decisions by enabling lower units to take 

local action without reference back all the time. Agarwal ( 1982) emphasized that there is a 

freedom to top management from operational responsibilities in a decentrali1ed management 

'Y\tem. According to him. superiors can apportion that part of his works to his subordinates 

\\hich he need not to do him self. Thus. it is greatly helps to release the operational working 

load of -.uperiors through delegation of authority. 

• Opportunity for real top management functions 

It h evident that subordinates can save his time and energy by releasing operational working 

loads through delegation of authority. It is very much essential to superiors to have more free 

tin1e to involve in real top management funcrtbns. Agarwal ( 1982) has described some 

objectiws are expected through delegation of authorities. An important objective of delegation 

h that an executiw can apportion that part of his works to his subordinates which he need not 

to do himself. so that he can devote his time to more important area-. of his duties like 

planning. coordination and control. Further he stated that there is a freedom to top 

management from operational rcspon-.ibilities in a decentralized management system. Then 

top management is thus enabling to devote its time. attention and energy to the real top 

management functions of determination long and short range goals. strategic planning and 

formulation of major policies. According to him. sub divisions have full operational authority 

and divi'.ional managers have considerable freedom to operate within the broad framework of 

corporate objectives. plans and policies. According to Bateman and Snell (2002). the superiors 

can ,ave time and free to devote energy to important. higher level activities like planning. 

,cuing objectives. and monitoring performance. Further they explained that allowing 

managers to devote more time to important managerial functions while lower level employees 

cc~ny out assignments means that jobs arc done in a more efficient and cost effective manner. 

19 
!Jc;'urfi!IC!lf of Building Economin. Unit·ersit\· ofMorutu\\'u 

.. 
9 ~ 5 'J 3 



Litf'roture RC\'if'H 

According to ahove explanations. it is noticed that hy delegation of authority, the superiors 

han.' the opportunity to save time and energy hy relea-.,ing the operational working loads of the 

projech and then they can devote more time on real top management functions of their duties. 

The real situation in Sri Lanka construction industry is that most of superiors in govcmment 

:-.ector. mainly involve in day-today routing works as they are entrapped with many operational 

\\orb \\ ith existing systems. Hence. it is very important introducing a decentralized system 

mainly through delegation of authority for those organizations to attend superiors in real top 

management functions. 

2.4.2.2 Effects to Subordinates in Delegation of Authority 

'iuhordinates arc the other important party in delegation of authority as they are the mam 

<lctors to perform the activities in projects using granted authorities. It can be identified mainly 

fi1 e features affect to -;ubordinates through delegation of authority namely: autonomy. 

responsihility. decision making. participation and motivation and satisfaction as effects to 

subordinate in delegation of authority according to the literature. 

-· 
It i-, observable in the literature that autonomy, decision making. responsibility and 

participation are inter related and motivation and satisfaction mainly builds up with those four 

tcatuJ-es. 

• Autonomy 

The subordinates in a division are granted more autonomy through delegation of authority to 

perform projects attribute-.,. According to Agarwal ( 1982). delegation is legitimate 

authori;ation to an executive to act in specified ways. It enables him to function independently 

\\ ithout reference to his superior within the limits set hy the superior. Anthony et al ( 1992) 

pointed out that hy granting more autonomy to segments of a complex operation: one gains a 

better utilization of local knowledge. quicker responses to needs and improved motivation to 

-,ucceed through clearly identified responsibility. According to the literature. it is evident that 

the subordinates should he granted more autonomy to perform their duties within the frame 

work set hy the organization. 
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• Decision making 

In delegation of authority. subordinates have the opportunity to make decisions a~o, required in 

the site with granted autonomy to them. Cole ( 1993) stated that decentralization prevents top 

management overload by freeing them from many operational decisions and enabling them to 

concentrate on their strategic responsibilities. It speeds up operational decisions by enabling 

lower units to take local action without reference back all the time. According to Jolivet and 

\avarre ( 1996) who described decentralized management developments explained the 

importance of delegation of authority to the staff or the segments in the organization at the 

lower tiers to take quicker realistic decisions. Agarwal ( 1982) described that decentralization 

results into speedier and better decisions as the decision making authority is delegated nearest 

to the levels of operations. Man nearest the scene of action i.., in a relatively better position to 

understand the complexities of the problem and make a qualitatively better decision to meet 

the ~ituation. Decisions arc also made speedily by cutting-off bureaucratic delays. Also the 

decision-; arc more adaptable and t1exible in situations of rapid change in the local conditions. 

It focuses attention on to impm1ant cost and profit-centers within the total organization, which 

sharpens management awareness of cost effecti~ness as well as revenue targets. 

• Participation 

When the subordinates involve in decision making. they have to participate in all the project 

activities for better performance of their duties. Peters and Waterman ( 1982) explained that the 

autonomy gives people confidence to experiment for instance. stemming from stable 

expectations about what really counts. Thus. subordinates have to really participate in the 

works of projects with granted autonomy. Aghion et a! ( 1997) emphasized that delegating a 

choice to a subordinate raises his utility and enables the superior to recoup authority on 

another decision, while keeping the subordinate's individual rationality constraint satisfied. 

Hence. by delegating authority to lower tiers the superior can save his time to devote for 

another important matters while the participation and satisfaction to the subordinate. 
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• Motivation and Satisfaction 

.\ccorcling to Cole ( 1993 ). decentrali1.ation can contribute to -;taff motivation by enabling 

middle and junior management to get a taste of responsibility. and by generally encouraging 

thl' u~c of initiative by all employee-;. Aghion and Tirolc ( 1997) stated that the delegation 

need~ to motivate and to increase initiative at lmver layers of the hierarchy. Anthony et al 

( llJ<)2) pointed out that by granting more autonomy to subordinate~ helps to motivate them aml 

it h greatly a:-sist to succeed the projects effectively and efficiency. According to Jolin?! and 

\a\arre ( 1996) delegation of authority is very important to motivate the staff and to give them 

confidence to perform works effectively. With all the above explanations. it is obvious that 

delegation of authority is a very good tool to motivate subordinates for better performance in 

the projects. 

• Responsibility 

The subordinate.., in an organization are vested with responsibilities once they have been given 

auwnomy and decision making authority to perfO'!"!n project activities. Agarwal ( 1982) argued 

that the decentrali1.ation enables a company not only to utilize its managerial personnel more 

effectively but also forces the development of managerial abilities by giving them full 

t\'\pOihibility and conesponding authority to run their divisions. In a decentralized 

management system divisions function on the basis of predetermined objectives set in mutual 

cothultation between the top management and divisional managers. These objectives become 

the criteria of measurement of their performance. Further he emphasized that the subordinate.., 

ha\ e to perform their duties within the limits set by top management and the ..,ubordinates 

ha\C a re..,ponsibility are not to exercise authority arbitrarily but only \vithin the framework of 

(Jtganitational objectives. policies. rules, procedures. traditions and culture. Newman ( 1963) 

indicated that the delegation process is composed of four inter-related steps: such as 

a''igmuent of duties by a manager to his subordinates. delegation or transfer of authority for 

making necessary decisions. creation of an obligation on the part of each subordinate and 

iihtallation of an adequate control system to ensure that delegated authority is utilized 

JUdiciously and the desired result-.. are achieved. These steps clearly indicate that the project 

-,tatl i~ granted adequate authorities with their duties by the delegation of authority and the 
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'arne time they have to bear more responsibilities and have to perform the vvorks with 

aLl illlntahi I it y . 

. \,,ording to the above findings through literature review it can he identified that delegation 

111 duthority i-. more useful to grant autonomy to subordinates allowing them to make realistic 

ckLt,ions in the field. With this decision making authority to subordinates more 

rc,pon,ihilitie-. are vested on them and they need to practice real participation in the projects 

t\1 pcrlurm their responsibilities. Real participation in project:- improve-. the subordinates and 

th;..'\ are motivated to perform their duties with a great satisfaction. Hence, delegation of 

authonty in construction context is very useful. 

\, dhcussed above there are more advantages identified in decentralization and delegation of 

:.:whoritv and those are more important for the success and the development of an 

z>rgcnl:/ation. Those advantages help to perform activities in organization-. effectively and 

thcrdure the future of such organizations would be succes-.ful. Normally it creates a 

Cilll1pctition among the divisions and hence the efficiency of such divisions goes up . 

......,, 

2A.3 Factors Leading to Effective Delegation of Authority 

\ormally it can be notified that some challenges and difficulties in any system and 

identification of those issues are the most important matter to overcome those Issues 

cllectivcly. The aim of this section is to identify those existing matters for the better 

undcr,tancling of the delegation of authority process and searching the factors leading to 

cllectin' delegation of authority. 

lrr this section. before discussing the factors leading for effective delegation of authority. it 

11 ill be discussed the obstacles exist within the organizations for effective delegation of 

cllltlwrity. Sometimes third per-.on can observe that the delegation of authority is not adequate 

cllld ctlecti\e due to some facts. The reasons of inadequate delegation lie not only on the 

~:ltitude~ of the .... uperiors hut also of the subordinate~. Agarwal ( 19R2) ha-. explained some 
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llh,tacles to effective delegation under two categories. Those are superior related reasons and 

'uhordinate related reasons. 

, Superior Related Reasons 

1-Irstl:,; the superior related reasons will he discussed. These obstacles have to he understood 

b) the superiors and those should he avoided for an effective delegation of authority in an 

organi1ation . 

. -'\ccording to Agarwal ( l<.J82). some managers are reluctant to delegate because of their belief 

that they can make better decisions than their suhordmates. Even if it were true that they could 

make better decisions than their subordinates and if they \Vere to do so. they will end up doing 

the 'ubordinates' work. to the neglect of their own work.. 

Further he explained that some managers like the comfortable feeling of authority and fear that 

1l they delegate authority. it will diminish their importance. This fear i.., based on a 

mi,conception. In delegating. a manager transfel'<4o his subordinates only that part of his 

authority which are related to their job responsibilities. He still retains his authority as a 

positiOnal superior. 

lhird rea'ion according to Agarwal ( l<.J82) is that some managers are often apprehensive that 

the) will lose control hy delegating authority to their subordinates. They seem to think. that 

the) are responsible to their own superiors for the subordinates· job performance and if they 

delegated authority to their subordinates. they would not be sure of results produced. This fear 

i' genuine in case of managers who are incapable or unwilling to establish proper controls to 

Cihure that subordinates are performing satisfactorily and achieving the desired results. 

Delegation does not mean abdication. and managers can and should watch and guide 

,ubordinates · performance through a proper control mechanism. 

Further he stated that some managers are reluctant to delegate as they fear it will expose their 

,)\\ n shortcomings to set goals, define tasks of subordinates. specify their respective 

bnundaries of authority. and coordinate their activities. They wi II better realize that keeping all 
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the ropes in their hands is no solution to these problems. They can learn to delegate by 

delegating just as subordinates leam to use authority by exercising it. Mistakes are likely to 

occur on both sides hut mistakes are leaming experience. 

Also he emphasized that managers often fail to delegate because of their authoritarian 

leadership style. They believe in making decisions themselves. giving detailed instructions to 

their subordinates and exercising close supervision. As a result. they overburden themselves to 

the extent that they never find enough time to devote to their own responsibilities of planning 

and organizing. 

, Subordinate Related Reasons 

Secu11dly the subordinate related factors will he discussed. These reason:-. have to he 

understood by the subordinates and should he avoided for an effective delegation of authority. 

According to Agarwal ( 1982). subordinates are m{en unwilling to accept or utilize delegated 

authority because they lack self confidence in their abilities. Some managers arc often afraid 

of making mistakes. This particularly happens when their superiors are either looking for 

mistakes or turn every mistake into an occasion for reprimanding them. Mistakes are indeed 

all in the game and should be used as learning experience. Further he argued that upward 

delegation should not be allowed for effective delegation. Just as superiors tend to he reluctant 

to delegate authority. subordinates are also often reluctant to use authority. particularly when 

they lack self-confidence in their abilities. apprehend disapproval if decisions do not tum out 

to he good from the superior"-. viewpoint. or if they perceive that their -.uperior expects them 

to check with him before making the decision. In the-.e situations. they follm\ the policy of 

upward delegation: that is to say. refer problem-. to the -.uperior rather than tackling them at 

their own level. This practice frustrates the \'cry purpo-.e of delegation and increases pressure 

on the limited time of the superior. It is for the superior not to allow his subordinates to 

delegate upward by insisting that they should thermelves make their job related decisiom. 
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Hnnckloc and Coughin ( 1977) indicated that delegation includes the '"authority to make 

L'IHH'. The manager must accept that enors will be made as part of the proccs~o, of learning". 

\ 1ihordinatcs who have low need for autonomy feel comfortable in the relationship of 

lil·pcmlence with their superiors. They feel confused and a sense of loss of direction if they are 

L'llrnhted with authority to make decisions. Such subordinates will have to be trained and 

Lil'\ eloped to be independent through gradual delegation accompanied with guidance and 

''if1port Suhordinates feel reluctant to accept authority when delegation is so broad that they 

u,' not knO\v what precisely they are expected to do and how much authority they can use for 

l>!,tklllg dcci~o,ions. Delegation to be effective should be specific without being rigid. Some 

,t!hordinatc-; feel lack of motivation to take responsibility and accept authority. This happens 

pdrtlcularly when rewards like recognition, pay increase~o,, promotion, etc., are not linked with 

i'''l'lormancc. Delegation will be successful only when subordinates perceive that by accepting 

1. ,pon-.,ibility and authority they will be advancing toward the satisfaction of their needs. 

Dckgation significantly depends on the value that an organization puts on it a-. a managerial 

!un..:t1on and the availability of subordinates with requisite abilities, knowledge, motivation 

diid commitment to goals. External and intemal cJw.inmment of an organization also intluence 

:'k' c\tcnt to which authority can be delegated to managers at lower levels. 

! il-_· all above obstacles should he removed from the superior-. and subordinates for having a 

hctter ~o,ystcm of delegation of authority. As identified from above explanations there are six 

I d..:tor-.. namely: trust and understanding, authority, control mechanism, goals and role-., 

l' 1lllli1Unication, and rewarding and training. These factors are to be discussed with this section 

'cparately with sub headings. 

• Trust and Understanding 

! tN of all for effective delegation, the obstacles discussed as superior related rea-.on-. and 

uhordinatc related reasons as above arc mainly depend on both the partie-. and those reasons 

· :wuld he a\oided by building trust and understanding between superior and subordinates. 

1 1!1, -..hould be done while performing their duties together and both the parties should 

i.mk'l'\tand the i-;sues related to their own attitudes. They should think and plan some ways and 
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I'll'an-. to build up the trust and understanding among them. It will be greatly help to reap the 

1 ,·,tl Pllt puts of delegation of authority. 

• Authority 

\l ,·ordmg to Aganval ( 1982). some principles could be used as guide-posts to delegate 

.. ItiHlritie-, v,ith discretion with reference to the organizational unique operating situations. He 

lk'-.,:ribed that the authority delegated to an executive should be closely related to his 

'' ,ppn..,ihilitie-.. It should be adequate-neither more nor less than adequate to enable him to 

r•uk,· all those decisions and take all those actions that are required for effective job 

I''Ttllnnance. Also interference should he minimized for effective delegation. Once an 

, \Clllti\e has delegated authority to his subordinate to make certain decisions. he should resist 

:··_.temptation of 'telling' him what. when and how to do. Of cause, if a decision turm out to 

·. r•u complex to be handled hy the subordinate. the -.uperior must help and guide him. or 

, ',·n he make the decision if its consequences appear to be more far-reaching than what had 

twn \i'iualized earlier. There should he a tolerance of mistakes for effective delegation. It is 

1 ,, '""iblc that the subordinates may at time-. make ~ub-optimal or even wrong decision-, but if 

·, ,, "uhjected to strong disapproval, he may refrain from making decisions himself. and adopt 

i'L' -.afer course of asking the boss. It will not only overburden the already busy superior. but 

r, 1-. alq) never going to leam to make sound decisions. It does not mean that the subordinate 

11uuld be allowed to make as many mistakes as he may. It only means that minor mistakes 

'HHild he ignored. and serious mistakes turned into learning experience. As per above 

, 'planation. the authority granted to subordinate should he sufficient to perform his duties 

, ·tl·~.·tt\cly and efficiently. 

• Control mechanisms 

\ ~c~nval ( 1982) emphasized that for effective delegation of authority adequate controls should 

· '"tahlished. Since an executive can delegate authority hut not responsibility, it becomes 

. , l'""ary for him to establish adequate controb to ensure that hi'i subordinates exercise 

l!]()rtty properly and achieve predetermined goals. But it should be borne in mind that 

I.t10!-. should not be so detailed and so frequent as to inhibit the subordinates· initiative. 
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Further he explained that the policies, rules and procedures should he established to guide 

decision-,. One of the problems in delegation is to ensure that the subordinate uses his 

authority judiciously and that his decisions are consistent with broad policies of the 

organization. It can he done by establishing definite guidelines for decision making in the 

form ol policies. rules and procedures. These will provide the subordinates a framework for 

ch·ision making and serve as standards for testing appropriateness of their decisions. 

Jenson ( 2005) suggested some precautions and some proposals to mitigate the problems that 

rc-,ulh from the fact that self-interested people who exerci'ie decision rights as agents on 

behalf of others as well as to improve the decentralized systems. He proposed three major 

function-., to he provided namely; a system for allocating decision right'i among sub divisions 

in the firm. a system for measuring and evaluating performance-, in the firm and a system for 

l'C\\ arding and punishing individuals for their performances. 

According to Robbins and Coulter (2005 ), there are some practices to be considered for 

eftcctive delegation of authority namely; clarifying the assignment. specifying the 

... ubordinate · s range of discretion. allowing the stffi.<xdinate to participate. informing others that 

delegation ha'i occurred and establishing feedback channels. These practices are very much 

important for keeping accountability and monitoring the process while giving adequate 

autonomy to subordinate for performing duties correctly and successfully. 

Control mechanisms as discussed above very important with delegation of authority as a 

precaution to avoid misuse of authorities in the projects. 

• Goals and Roles 

Agarwal ( 1982) stated that the goals should be predetermined for effecti vc delegation. As the 

purpose of delegating authority is to enable the subordinates to make decisions and take 

appropriate action for job performance. it is essential that their jobs should he clearly defined 

and performance goals established. This will provide direction to the efforts of subordinates 

and enable the superior to decide the kind and extent of delegation. Further he emphasized that 

the role of top management should be defined in a decentralized division. The most important 
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principle of decentralization through the creation of semi-autonomous divi-,ion-, i-. that the role 

of the top management should be clearly defined. Top management must concentrate on 

determining the objectives for the entire company. developing strategies. long term plans and 

hroad policies in variou-. areas. It -.hould not supervise. and control the operations of it-. 

di\ i"ion". It should not \vorry about operations. and pay greatest attention to providing 

direction. objective-,. strategies. plans and key decision-. of the future. Both the top 

management and each eli visional manager should clear! y know what is expected from him in 

terms of variable objectives. It is on the basis of these objectives that centralized control and 

mea"urements can be established. 

According to him. authority of divi-.ions should he clarified. Often friction and contlicts arise 

het\\een top management and divisional manager-.. and also among various divisional 

managers if boundaries of their authority arc not set out clearly. This can be done by means of 

",:hart of authority delegation showing what kind of decisions a divisional manager can make 

h1m"elL what matter-. he has to refer to headqumters and whose approval at the company 

headquarters is needed in various kinds of decisions. in what matters he i-. required to consult 

hi" superiors. He further explained that a -t~alance should be maintained between 

decentralization and centralization. Decentralization has it-. own costs in terms of problems of 

coordination. duplication of staff specialists. etc. If decentralization is to be applied 

-,ucce-.-,fully it should be balanced hy careful centralization. It implie-, that while divisional 

unih arc to be given full autonomy, their decisions should be guided through centralized 

planning. policies. coordination and control. It needs careful consideration of what is to be 

l't'lltralized and \vhat is to be decentralized and maintaining a balance between the two. 

Cleland and King ( 1988) stated that a good manager delegates effectively. In doing so he 

negotiates some sort of compromise between the extreme of "abdication" v,hich is letting 

-,uhordinates do everything and .. autocratic management" which is doing everything himself. 

.\ccording to them. the capability of the subordinate, importance of the deci-.ions and the work 

1\Jad of the superior are the other important factors in delegation. 

rhercfore it i-> needed to he considered thi-. nature of delegation and the capability of 

-,ubordinate. importance of the decision. superior's work load. authority level for an effective 
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cki·. ~<iiHlll of authority in an organization. It should be given a great attention for establishing 

gt), ;,nd selecting capable managers for the position for getting more benefits through 

ck! c:atun of authority. 

• ( ·ommunication 

\\ i .·n 'til'ficient authority delegated to subordinates. they can work with more freedom in the 

pr.• ,·lt- according to the rule-. and regulations -,et within the organization. But it is very 

itn; J. ll\<lnt to -.hare the information as much as possible with superiors to update them with the 

pr, · c'L t '>ttuation. Also the superiors should send all the relevant information to the projects to 

d11 ·, t thL' -.uhordinates with changes and ne\v directions. 

, IIlli and King ( 1988) explained that using and sharing of relevant information and decision 

<l~. 't ':t:\ requirement for delegation as very important factors for effective delegation of 

mt! tun!\. According to them delegation often fails when the communication is unclear on 

Cit'','t 'll both of these dimensions. Hence. sharing relevant information and communication in 

thL nrucc-.s of delegation is very important. ......,, 

• Rewarding and Training 

.h.tn\ -tl ( 1982) further stated that delegation should be rewarded for effective delegation. In 

llhlli Ll encourage executives to delegate adequately and effectively. organizations should 

L''! .t11i hl! a policy of rewarding delegation. This can be done by making delegation as one of 

tih L'lttcria of performance evaluation. Similarly. -.ubordinates should be encouraged to accept 

IL'· !lOthibility and take initiative. Bateman and Snell (2002) stated that, the subordinate 

ell, ;ltirl'' an opportunity to develop new skills and to demonstrate potential for additional 

t- lPlhibilitie-. and perhaps promotion. In es-,ence. the subordinate receives a vital form on the 

I•' 'trallling that could be paying off in the future. 

\t :nunning-. discussed in -,ubordinates · related reason-.. could be solved as described there by 

d. _:-luping -.,elf confidence of subordinates, giving more training and guiding them as required 

ilL' delegation process. 
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I IlL' ultimate purpose of the delegation of authority should he the success of the organization 

a11d till' development of the staff members. Hence. it is very much essential to consider ahove 

''''tot> to achieve the set targets in delegation and those are very important for the 

lillj)lll\ cmcnt of the system. Giving more attention and taking required arrangements to fulfill 

ah()\ l' factors are very important for developing a better decentralized system in an 

Oil! an 11 at ion. 

(,l'ncrally all ahove factors are visible within the organizations in construction industry of Sri 

Lmka in different weights. But there are so many shortcomings to he understood and those 

-,hould he corrected using some techniques for having a advanced organizing system in the 

fil'id. A-., di-.,cussed ahove all the factors leading to effective delegation of authority should he 

'~'lihidcred in the construction context in Sri Lanka for better performances and for the 

>tht.unctbility of delegation system within the organization. 

2.5 Development of the Concept Madel 

( on-,idering all the areas discussed ahove, it can he concluded the main features and effects of 

Lklcgation of authority under two main categories and factors leading to effective delegation 

Pi authority as in Figure 2.6. According to Figure 2.6. effects of delegation of authority are 

d!,cu-,-,ed a-., effects to subordinates and effects to superiors. 

fIN I:-. the effect\ through delegation of authority to superiors will he discussed. According to 

till literature review. a superior can save his valuable time and energy to use it in higher scale 

,,,li'- it1e' for more improvements and the success of the company while releasing his massive 

11 ,,rk load. Superiors in an organization have a great responsibility to make managerial 

LL'L'I,ion-., ancl they need to devote energy and time to important higher level activities like 

j1L~nn1ng. setting objectives. scheduling. coordinating, monitoring and controlling the works of 

11 , lJ,'l'h under taken hy the organization. As top management is freed from operational 

r. ,poihibilities through delegation of authority they are enabling to devote their time. attention 

c~ td l'!lergy to the real top management functions of determination long and short range goals. 
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-,t~ c~tc~ic planning and formulation of major policies (see Section 2.4.2.1 ). Hence, it i-; very 

11, ,:·th dele gat ion of authority to subordinates by the superiors and it affects to the development 

u! lflL' organization as well. 

~', (\ndl). the effects through delegation of authority to subordinates will he discussed. Mainly 

11 ,· dtech to subordinates through delegation of authority were discussed in the literature 

Il tl''' namely: autonomy, decision making. par1icipation, motivation and satisfaction and 

'' •Ptllhihility. As discussed in the literature review, through the delegation of authority. a 

't ''l'Id!l1att' is granted adequate authorities to make timely realistic decisions utilizing local 

~~· .ttlahlc knowledge and to make quick responses for the matters arises in projects time to 

t: t,,. In thi-; process the subordinate is given more autonomy. more responsibilities. better 

'l···lt\,ltion. more satisfactions and it helps to build up his self confidence through a real 

p. , r 1c 1 pat ion to the activit ics showing his innovative talents. Then the subordinate has a good 

:;;'i'''''ttnity to get developed his skill-., as well as to get good experiences hy involving with 

lli.liU~t~rial activities while doing some teaming experiments. In delegation process the 

' t'(l!dll1ate has a great responsibility for the success of the project and he should perform the 

d '"''' dlectiwly to achieve the desired goals of me project. The superior also has a great 

t,·fl<lll'-ibility to delegate his authority to subordinate effectively and adequately for the 

,t .cl'" of the project (see Section 2.4.2.2). 

\. 111dtcatcd in Figure 2.6, there arc some factors leading for effective delegation of authority. 

\, .. .,,rding to the literature review, six factors leading for effective delegation of authority 

1\, 'i\ tdcnt i fied. Those are trust and understanding, authority, control mechanism, goals and 

h !_', Lommunication and rewarding and training, sufficient authority should he granted to 

.,,,!,ordinate-, to perform their assigned tasb successfully. Selecting capable managers for the 

!'· I·,Ilitln' i-. also very important for effective delegation of authority. The goals should be 

l ti,Jt,hed and predetermined for the responsible managers to facilitate for proper planning 

ti , ,, urk-. Since the superior does not delegate all authority or abdicate responsibility, there 

'llid he open lines for effective communication. Sharing information between the superior 

I the -,uhordinate is very important for effective delegation and avoid mi-.takes. E-.tahlishing 

nop'-'r control mechanisms is also very important to achieve the set targets of 

,: . , t':rali;ation. Because no manager can relinquish responsibility. delegations should he 
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al">mpanied by techniques to make sure the authority is properly used. But controls are not to 

inL't ktc with delegation. they must be relatively broad and designed to show deviations from 

pL!!h r,tther than interfere with routine actions of subordinates. The subordinates should use 

tth 11 ~Htthorities judiciously and their decisions should consistent with broad policies of the 

llr~,ll1ttation. Trust and better understanding between the subordinate and the superior helps to 

hu ;J '' good relationship among them and it leads for better practicing the activities of 

pt,•JCl't' Rewarding for successful performances greatly help to motivate subordinates and it 

i' ,?t) useful for effective delegation. It would be promotion to a higher position. granting 

liH· 1.' lctcilittes or incentives and reputation. Also the training in delegation of authority is more 

inlt)i>rlclllt to train subordinates as require to suit to the system (see Section 2.4.3 ) . 

......,, 
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Figure 2.6: Effects and factors leading to effective delegation of authority 
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2.6 Summary 

In this chapter, delegation of authority, some areas related with delegation, decentralization 

and its nature in an organization were discussed for getting a better understanding about them. 

In reviewing the literature it was found that the delegation of authority and decentralization are 

significantly important for the success of an organization as well as for the development of the 

staff members in an organization. It facilitates to take quick responses for site issues arise in a 

complex project environment where the decision should be made quickly for the success of the 

project and to avoid unnecessary wasting of money and time using the available local 

knowledge and experiences. There is a great possibility to take realistic decisions in such a 

system as the site staff is very much familiar to the nature of the problems arise in site 

environment as well as those decision can be made at a less cost as the involvement of the 

superiors is less. 

Through reviewing the literature it was possible to identify main features in delegation of 

authority as described with the Figure 2.6 and they would be very much useful in this research 

to observe the real conditions of the projects whicliare going to be analyzed. Further it was 

found very important features of decentralization in this literature review chapter. According 

to the findings of literature review it can be clearly observed that the features of 

decentralization and delegation of authority are very much related. The decentralization is 

analyzed in the view of authority level of the organizational structure while the delegation of 

authority is analyzed in the view of authority level of the staff members of the organization. In 

this chapter, special attention is paid for the selection of the criteria to evaluate the delegation 

authority and decentralization for project management decision making and finally to make 

proposals through the case study findings for effective delegation of authority for project 

management decision making in government sector organizations in Sri Lanka construction 

industry. 
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CHAPTER 03 

Research Methodology 

3.1 Introduction 

i !1, dwpter is designed to introduce the research methodology which is the basis for this 

t~cly on delegation of authority in project management decision making. There are several 

.1\, to undertake a research. 

' r,',earch may use alternatives from the three dimen'iions in different combinations. What 

u1 tcr' i-, that the re~earch methodology is appropriate for addressing the questions that define 

L' lout' of the research. The methodology can be demonstrated to give acceptable validity 

t'd reliability choices of strategy. methods and data types depending primarily on the 

ll\lrmation needs stemming from the research questions . 

.....,, 
I ilL' re-,earch methodology is the core for successful outcomes of a research. It denotes the 

'> ,tcmatic way of solving the research problem. In research analysis. the most appropriate 

'LIL'ncc and technique should be selected with an understanding about the logic behind the 

'Lcnc. A-, such, a qualitative research has been selected in this context. 

lhh chapter will he structured under three main headings namely~ research design. research 

pwl'CSs and research validity. Research philosophy, research approach and research techniques 

arc to he discussed under research design. 

3.2 Research Design 

Rc,earch design is the plan for getting from the research question to the conclusion. The 

\c,ted rc.;earch model ( Kagioglou Et al.. :2000 cited in Senaratne, 2005 ): is adapted in this 

ll''L'arch. As indicated in Figure 3.2. this model illustrates the method of 'itudy contains of 
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.,·,1rd1 techniques which are selected based on the research approach and. re~earch approach 

.. ·kcted ha-.ed on the philosophical stand of the research. 

r- - - - - - - - - - - - - - - - - - - - - , 

Research Philosophy -
Research Approach 

I Research Techniques I 
- - - - - - - - - - - ·- - - ·- - - - - -

Figure 3.1 -The ''Nested" Research 1\lodel 

Source : (Kagioglou et al, 2000) 

\.l.l Research Philosophy 
_, 

'<l ~carch philosophy is the first issue in the research design. According to Easterhy -Smith ct 

'2002). there arc three reasons for the importance of the re-;earch philosophy. Firstly. 

· ,._·c~rchcr needs to clarify the research de-;ign and, research philosophy helps in clarifying it. 

'll ')ndly. it helps in identifying the circumstances on \vhich the research design functions. 

Illally. it helps researcher to identify and create research dc-;igns which may he beyond his 

,_,t ex.penenccs. 

· .hterh) -Smith ct. a!. (2002) explained that interpretivism is one of these philosophies which 

.,[IC\e that the reality is subjective and interior to the people. Especially this research needs a 

, u !ant observation of human interactions and behaviors according to the research aim and the 

.\lure of this re-;earch. This pm1icular issue forces the researcher to assume that the reality 

\ iiCh the research problem seeks is within the people who have been observed. Hence. 

1 !,Tpretivi-.m research philo-.ophy \vas adapted in this re-.earch. 

J7 

'. i'.lrfmmr ofBuilding Econo111ics. Universitr ofMoraflllt'O 

• 



Research Mctlwdo!ogr 

3.2.2 Research Approach 

I! . t.'l) important to select a suitable research approach to deal with research problem, after 

d.· ttltng the research philosophy. According to. Esterhy- Smith ct. a!. (2002). that the research 

<~i1 q•,k·hcs helped to organize research activities, including the collection of data. in ways that 

~~· li1XC likely to achieve research aims. 

\ _ 1 lldmg to Yin ( 1994 ). the case studies arc appropriate when the research problem is "how" 

.~ · '.\ h; ·· type of questions. In this pmticular research it is aimed to search "how delegation 

,,- nttiJOrity affects to the staff in a sub division of a decentralized govemment sector 

, •: dlll/dtiutl in Sri Lanka for performing the project activities". Yin ( 1994 ). flllther stressed 

111 th,· l'chl' studies can he very useful when a little is known about a pmticular phenomenon. 

, ·h~cn able that the many government organi1ations which are available in construction 

.11 thll;. of Sri Lanka follow a centralized management system for their operations. Available 

f • '\\ kdge i" little in this research area due to this reason. Patton and Appelbaum (2003) 

'. ,·d that case studies are more suited for qualitative data predominate. Lee et a!. (2007) 
......,, 

c1 . u,,cd the importance of usage of case study research approach in unique cases which has 

'I tlttLltive tradition and came across as management researches. This resemch also dealt with 

,,, tlttative data as generated through human interactions and behaviors. Therefore. it is more 

· ahk to "elect a case study approach for this research according to above factors . 

. \.2.3 Research Techniques 

s ,·, 1 il1g appropriate research techniques is important after selecting the research approach. 

I 1 !<~ u1llection techniques and data analysis techniques were used in this research. Semi 

,, turcd interviews were used as the main data collection tool in this research. For analyzing 

.t < ro,-,case analysis. content analysis and cognitive mapping vvere used as described in 

1•'11 3. ).7. 
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3.3 Research Process 

I IJ,· 'tage-. of qualitative research process identified by Senaratne (2005) were followed as this 

',',<:ctrch falls into the qualitative research category. The stages of that proces'> are initial 

i'llJll'\Lh. literature synthesi-.. problem -.taternent. case study design. data collection. data 

.tlwl~ -,i-, and write-up in sequential manner. These stages arc discussed in next section'>. 

13.1 Initial Impetus 

I hl' re;.earcher got the opportunity to join with Central Engineering Consultancy Bureau 

1 C 'ECB) after the graduation and mainly has been involving in construction projects. Though 

( "LCB \\a:-. a major govemmcnt engineering organization. it was involved with only few 

col!slruction projech while involving with Consultancy works in mega projects in Sri Lanka 

''hen the researcher joined with CECB. But little by little the construction division of CECB 

'' <h grown up and it was needed to be expanded ~{h more resources. Then CECB decided to 

t(\r!11 more sub divisions mainly through decentralization and the researcher has been 

ill\ uh ing in these sub divisions in his career. While involving in project management 

,Ill!\ itie;,. the researcher was able to practice some important aspects of delegation of authority 

.t' a superior as well as a subordinate and some factors affecting for effective decentralized 

lll\ is ion'>. The initial impetus to carry out this study was generated with these experiences to 

the rc-.,carcher and the researcher decided to follow a Master of Science Degree in Project 

\lanagement at the Department of Building Economics. University of Moratuwa to enhance 

the knowledge on project management. When following this study. the researcher was curious 

l(l '-'vplore the factors affecting for an effective delegation system and the effects of delegation 

.tuthority to superiors and subordinates. As decentralized management systems are uncommon 

:n gmcmment sector organizations, it is hard to find a proper existing decentralized system for 

,,'arching the details in such a system. Therefore, it is very much useful to disnncr 

lk·kgation of authority in project management decision making in government sector 

qgani7ation-." to identify the effects of such a -.ystem for superiors and subordinates and to 

'lkl!!ify the factor-. affecting for effective delegation of authorities. With this requirement the 
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rl·-.,carcher decided to explore more detail-. on delegation of authority. This research is a result 

>l! that requirement a-, well a-, to fulfill the requirement of dissertation under the Degree of 

\Lt-.,tcr" of Science. 

3.3.2 Background Study 

llll' rc-.carcher carried out a background study with the subject area of decentralization and its 

.litkrent form'>. Mainly this background study was concentrated to decentraliLation through 

delegation of authority due to prevailed time constraint. Special attention wa'> given to joumal 

. li tcle". books. relevant web site". e-articlcs and unpublished dissertations in this background 

~ulh. It ts obsen ed that. though the issues regarding decentralization and delegation of 

,:t.thority arc frequently addressed by the management researchers. only a limited number of 

tlh hl' ha vc focused on delegation of authority i 11 govcmmcnt sector organi1ations. Hence. a 

!ttcrature synthesis was unclet1aken to identify research issue'> in broad way and with relevance 

\(l the organizations in construction industry. _, 

3.3.3 Literature Synthesis 

[h(· literature synthesis was more focused on the publications by the key authors and journals 

:11 the study domain. The literature synthesis was carried out by referring several sources such 

.h hooks. magazines. reports. joumal articles. e- journals and unpublished disser1ations. The 

!ttcrature review wa'> also included by usage of intemet \Veb search to study concepts of 

cb.cntraliLation and its form of delegation of authority. Decentralization. delegation of 

~wtlwrity. process. objectives. advantages. principle-, and obstacle-, of delegation. main 

IL'cllure-, of delegation and factors affecting for effective delegation of authority were discussed 

J!l depth in the literature synthesis. 
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J.].4 Research Problem Statement 

i !,,. rc-.earch problem statement was established as "how delegation of authority affects to the 

···.ttt m a sub division of a decentralized government sector organization in Sri Lanka for 

!lL'IIPrming the project activities'1'' w,ing the findings of the literature synthesis. The research 

i'H'hkm \vas graphically explained as in Figure 2.5. through a process model in order to get a 

hd!l't· understanding. 

J.J.5 Case Study Design 

\lll'J e-.tabli-;hing the research problem. the next step i-; the case study design. Case study 

_~_,,,~n h the plan for gettiug the research problem to the conclusion. According to Yin ( 199~ ) . 

. : L drdully designed case study can increase the gcnerali-.ability of the study. \vhich is one of 

dtl' main criticisms over the case study approach. Hence. in the case study design a special 

~ttli.:'ntion was taken to enhance the generalisability. The procedure \vhich was adapted in 

""' dc,tgnmg the case study including the identification of unit of analysis. defining the number of 

,,he, and -,election of cases are discussed below. 

·'·3.5.1 Identification of Unit of analysis 

Ytti ( 199~) stressed the idea that the identification of ·unit of analysis' or the ·case' is of 

11ararnount importance to any research design and it is much linked with the way in which 

IL''L'arch problems have been created. In this study the objective is to explore how delegation 

\ll authority affects for project management decision making in government sector 

'1r~ani;ations which arc operated in construction industry in Sri Lanka. Central Engineering 

( ll!hultancy Bureau (CECB) as a govemment sector organization which is involved in 

c.'Oihtruction industry of Sri Lanka has adopted a decentralized management system by 

c-.tablishing sub division-, to perform the operations of projech under taken by it. Most of 

1thcr go\cmment organizations which are involved in the construction industry of Sri Lanka 

~I 
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follow a centralized management system to perform their project activities. Hence, the unit of 

analysis or the case in this research was decentralized sub divisions of CECB practicing in Sri 

Lankan construction industry among other government sector organizations operated in 

construction industry as illustrated in the figure 3.2. 

Sri Lankan Construction Industry 

Multiple Government organizations 
in Construction Industry 

Sub Divisions of CECB 

Figure 3.2: Unit of analysis 

......,. 

3.3.5.2 Defining Number of Cases 

Next step is to define the number of cases for the study. Yin (1994) stated that the number of 

cases in case study could vary from one to eight as per the nature of the research. According to 

Perry (1998) there are no precise guides to the number of cases to be included in a case study 

and decision is left to the researcher. By considering above and the availability of cases, the 

researcher decided to select five cases for this study. The criteria which were used to select 

these five cases are discussed under the next headip.g. 

3.3.5.3 Selecting the Cases 

When selecting the cases special attention should be given to select relevant cases which are 

directly related with the research. According to Yin (1994 ), the criteria for selecting cases, is a 

matter of discretion and judgment, convenience, access and to be those which are subjective 

for the purpose of the research. In this research also above issues were considered when 
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~L'kl.:ting the ca~es. The graphical way which was used in selecting the ca~es is illustrated in 

ttgurc 3.3. 

f I \I..' ca-,es were selected for this research from Central Engineering Consultancy Bureau 

(C"ECB l. When we consider the government sector organization~ operated in Sri Lankan 

Lllthtruction industry. it is very clearly observable that the CECB i~ the only organization 

\\ luch ha-; been decentralized into sub divisions completely for performing the activities of the 

pr,ltech under taken by CECB. These sub divisions arc assigned to Additional General 

\tanager-, (AGM) and those divisions arc operated by using delegation of authority among the 

~tall member-, of the divisions. There are two important layers namely Deputy General 

\Ltnagcr (DGM) and Project Manager (PM) exist under AGM in each division and other 

~uhordinates like Resident Engineer (RE). Site Engineer (SE) and technical staff directly 

Ill.IIldgcd by PM. Al-;o it is noticeable that the each of thc~c divisions i~ run as separate co~t 

L ,'t .tcr~ or profit center~. Although all the sub divisions of CECB are functioning under same 

puttcie-, and procedure~. it is observable some deviation~ in each division due to many reasons. 

\o;ne of reasons arc related to superior~ and others arc related to .subordinates. Decentralized 

ltl,ulagement systems are mainly depending on the person-; who are in the key po~itions of the 

UI\ t"ion. Therefore selecting of five separate divisions of CECB is very u~eful to study the 

~ltmlaritics and deviations of decentralized management systems while searching the mam 

k,\ture-, of decentralized management system~. In this research five AGM divisions were 

~~'kcted from five provinces namely CentraL Eastem. Northern. Sabaragamuwa and Uva. By 

\ludying on those particular divisions, a better understanding of delegation of authority in 

~o\ ernmcnt sector organizations in Sri Lankan context could be obtained. 
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Bureau 

y cs 

Yes 

/\GM Divi-,ion of 
CECB 

y cs 

Con-,ider convenience. 
accessibilit) and 
S upporti venes-. 

Selecting Five cases 

No 

No 

......,, 

No 

Rcscu rch M ctlwdo/ogr 

Neglecting the 
cases 

Figure 3.3: Criteria for selecting the cases 
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.Lt6 Data Collection 

f 1 ,,_ the data \Vas collected is explained in this section. Yin ( 199-+ ). has identified six sources 

.: Jata l'Ollection under case study approaches. namely: documents. archival records. 

,Jl 1~'i\ iew-,. direct observation. participant observation and physical artifacts. Out of these 

;,·'-·im1ques. interviews were used as the main data collection tool. as it is the most accessible 

.!I'd affordable method as the researcher is working in the same organization. 

\\.~.nrding to Sekaran (2003). if the interviews are carried out face to face. researcher can pick 

''P the llomerbal cue-; from the respondent and it is beneficial to understand the response-. 

:·!tn.:ti\dy and evaluate whether the respondent's mental co11dition is -.uitablc to answer the 

l·il·,timh clearly. He further explained that when interviews are conducted in .semi- structured 

l·« 111er. it enables to adapt the question-, nece-,sary. clarify doubts and ensure that the response 

' Jlropcrly understood by repeating and rephra-.ing the questions. Thus. the intervievvs were 

,·.uncd out face-to-face in semi structured manner. The following sections explain the 

,Jntl'ture of the interview and the interview process . 
......,, 

.L~.6.1 Interview Structure 

lh~._' guidelines for the interviews were prepared to collect required data around the research 

problem and those were developed based on the literature synthesis and the objectives 

c-,tahlished in Chapter 0 I. Table 3.1 illu:-,trates how the interview guidelines were developed 

\\Jth reference to the literature synthesis and objectives of the study. These guidelines were 

•-trttctured under four main headings namely: background information. effect-; to superiors. 

cfkcts to subordinates and factor.s affecting for effective delegation of authority. The 

dc,eloped interview guideline '>tructure to capture the required data is illustrated in Appendix 

()J 
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I ahk .~.l: Structure of IntervieH Guidelines 

"-~tion in the Interv iew Guidelines Reference to Reference to Res earch 

Literature Synthesis Objectives 

i · l k~rouncl in format on 

!,'_ h to '>Uperiors in de legation of 2.4.2.1 Objective 3 

l1. 'lit\ 
------- ---- --

I 't ,., h to :-,ubordinate s in delegation of 2.4.2.2 Objective 3 

I], 1 I"it \ 
-·------------ -----~--------- ----------

1, 1, ,,.., affecting for e !Tective 2.4.3 Objective 4 

, [,·_,cation of authorit i 

----------------------·-------------·-·----
~j 

·'· th.2 Interview Process 

1!' mterview:-, were conducted with three key participants of each sub division namely 
.....,, 

,ddttional General Manager (AGM). Deputy General Manger (DGM) and Project Manger 

1>\ 1) and it is help for keeping a consistency within an interviewee sample of each case. 

\t r\1. DGM and PM in each division act a vital roll in the divi-;ion and their experience and 

1, rf,•rmance are very important for the success of each division. They have to interact with 

_,,h other in all operations of the division and other section:-, in the division mainly controlled 

. tile:-,e key persons. Also the attitudes. views, talents. skills and competencies of these key 

•. r ~()n" affect for better development of the division. Considering all the above reasons it was 

'dhed to conduct the interviews only with AGM. DGM and PM of each divi-.ion to identify 

~-· dlech of delegation of authority and the factors affecting for effective delegation of 

t twrity. AI 'iO tv-:o group interviews were conducted in this process and the groups were 

.'li~hted with Additional General Managers. Deputy General Managers and Project 

\ laruger-,. 

tilt, intervievv proces'i. 15 inten·iews were conducted and each was taken about t\VO hours to 

•:ilplete. Some of interviews were video recorded with the permission of the interviewee and 
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.\ere note taking. Video recorded interviews were taken into notes as a summary after 

l": 1g them later. Appendix 0 I illustrates a sample of interview transcript. Detai Is of the 

· 1,'\\et>. and the divi-..ions were not disclosed in this report for maintaining the 

Lkntiality a-.. guaranteed in the questionnaire guidelines. During interviews. a brief 

1 ,'ltL·al explanation about main features in delegation of authority relevant to the objective-.. 

.. \lmparison with the existing government sector construction organizations were given 

1 .''' 1ewees for giving a better under-.. tanding about the que-..tionnaire and to explain the 

. Il'Inent of the research . 

. \. \, 7 Data analysis 

1\l'- '>L'ction it i-.. described hmv the collected data were analyzed. First, the key theme-.. 

'lll'" J emerging from the findings were identified \vithin each case for analyzing collected 

• c1 Perry ( 1998) stressed that these findings -.hould be justified by using ·cross-case 

.lh'-1" · which is the process in identifying inteiTelationships and differences between each 

. ··L'' and afterwards. the conclusions should be made. This data analysis process was based on 

1 data analysis techniques namely: content analysis and cognitive mapping which will he 

lll,llh'>ed in subsequent sections . 

. \.J, 7 .l Content Analysis 

'' L'llrding to Senaratne ( 2005 ). code-based content analysis enables to find similar cognitions 

1 mlcr a particular concept and con-,ider its significance rather than the actual content of the 

<~Inent. Hence. code-based content analysis was used in this study to capture important 

. ,q1cepts from the transcripts and for effective interpretation of those. The QSR NYivo -7 

< opyright 1999 -2007 Qualitative solutions and Research Private Limited): computer 

1ll\\arc was used in this -,tudy to case the clerical works relating to content analysi-,. 

\t the beginning. coding structure was developed with major themes which were formulated 

'1 the basis of the developed concept model a-, indicated in Figure 2.6 in Chapter 2 which was 
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i!llficd in the literature survey. This coding structure is illustrated in Appendix 02. In next 

i . <~ll the interview transcripts were coded based on the assi-,tance of afore-,aid software. 

' ,~'quently coding reports \\ere generated by the '>oftware for each -,ub theme~. The'>e 

::ng reports allowed identifying similar cognitions under these theme-,. and rooted in tho~e. 

":ed cross- case analysi-, write-up'> were developed. During write-ups. key finding'> were 

,. , refe1Ted with the corresponding literature findings. 

~.7.2 Cognitive Mapping 

though. content analy1ing enables better interpretation of qualitative data. it lacks with 

'·' di~playing capabilitie-,. According to Miles and Huberman ( 199..J. ). it i-, hard on analy~ts 

.l•_he. it is disper-,ed over many pages and not easy to see as a whole. It i-, sequential rather 

-.,imultaneous. making it difficult to look at two or three variables at once. It i~ usually 

I 1 iy ordered and it can get very bulky. Thus, to ove1-come these shortcomings. it is obviou-, 

,' .t content analysis alone is not enough and effective. There should be a better technique to 

1 t!., ;e such data sets. Senaratnc (2005) stressed the idea that the cognitive maps which one of 

pu~~ihle data displaying techniques along witfi":"matrices and networks~ provides a holistic 

,\ b: allowing the reader to move back and forth between understandings of the whole. 

• h~·rcfore. cognitive mapping was selected as the data displaying technique to offer 

, 1 '- L'nient understanding to the reader in this research. 

\,_,,7.3 Conclusion Drawing 

lith i-., the final stage of data analy-,is. Conclusion dravving \\a'> described by Miles and 

fIt herman ( 1994. cited in Senaratne 2005. p.91) as 

--conclusion drawing involves researcher in interpretation and drawing meaning from 

the displayed data." 

linh. findings through the empirical study: their inter relationship with the existing literature~ 

.utd. the implications from this study to both the theory and to the practice were elaborated 
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t!tJder conclusions. Also. new research directions which emerged from this study were 

i11~hlighted in the conclusion. 

3.3.8 Write- Up 

Writin~ up of the dissertation is the final stage of the research process. Throughout the 

tc'"earch process it was done simultaneously according to a sequential pattern. At the 

beginning of the write-up it was done in a broad way and gradually it was nanowed tmvards 

the objectives of the research. It was taken every possible effort to explain the matters aro:-.e in 

tile research in understanJable manner using figures and tables as much a" possible for easy 

tefcrl'nce to the reader. 

-.,, 
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3.4 Research Validity 

\ll\ method of -,tudy was incomplete without considering the fundamental issues relating to 

.. lluation of the validity of any research outcomes. Yin ( 1994) -,tated that any research study. 

'(li 11 to be valid should confirm to. and pass certain design te'>ts with regard-, to various levels 

.. 1' research validity as explained below. 

, Construct validity - Establishing correct operational measures for the testing of the 

concept being studied is considered here. 

, Internal validity - Establi'ihing casual relationships. whereby certain condition'> are 

-.,hown to lead the other conditions. as distinguishes from the spurious relationship-, 

considered under this. 

, External validity - Establishing a domain to which research findings can he 

generalized is considered here. 
......,, 

, Reliability- Demonstrating that the operations of study such as data collection 

procedures can be repeated with the same results considered under this. 

In this research the measures were taken to en-.ure the validity under each of above level-. of 

\alidity and tho-.e are indicated in the Table 3.2. 
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I a hie 3.2: Measures taken to ensure the validity of the research 

Test Measures taken in this research 

('onstruct 

\alidity 

Internal 

\ alidity 

External 

\alidity 

Reliability 

• Triangulation: Interviewing three people on the unit of analysis 

• Conducting semi structured and face- to- face inteniews: 

Adapting the questions neces.-.ary. clarify doubt-;. picking up the 

nom erhal cues from the respondent for greater understanding 

• Selecting interviewees: Selecting key individuals of the division 

who have regular interaction-.. 

• Developing research problem and process model: Developing 

the research problem and proce-.s model progre-.siYely in a logical 

manner. 

• Logical analytical process: Cross-reference to literature and 

• 

• 
• 

process model when producing results. 

Multiple case studies: Selecting five caves to investigate the : ....,, 
research problem. 

Logical case selection: Adapting logical criteria for selecting cases 

Transparent interview process: Video recording or note taking 

during interview and developing interview transcripts to ensure 

accurate data capture. Maintain confidentiality. 

• Consistent interview guidelines: interviewing all the interYiewees I 

based on the same defined interview guidelines. 

• Consistent interviewee sample: Additional General Manager, 

Deputy General Manager and Project Manager from each division 

I 1, ;1urrn1ml o(Building Economics. Uni1·ersit\' ofMorulult'CI 
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3.5 Summary 

!:1 'Lllapter ha-; de~cribed and justified the research proce~~ and the methodology adopted for 

tl·,· fHtrpo~e of the re-;earch. The case ~tudy method was selected as the research method in 

11 ,let to fulfill the requirements of the research and it wa~ described in this chapter. From the 

! 1 •• rc~turc '>Ur\ ey and de~k study on documents were carried out to explore the main and sub 

, ' tl'lid that affect the delegation of authority in a government sector organizations. Finally the 

1, ·~ctt~·h validity \\as discu'>sed to enhance the quality of the research. In the next chapter. 

r, ~·-tr~·h findings from the case studies will be presented and analyzed . 

.....,, 
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CHAPTER 04 

RESEARCH FINDINGS 

·~ Introduction 

! "~rpo-,e of this chapter is to analyze the empirical data collected through the interview.-; in 

: tilll\C manner and comparing those data with the literature review. Cross-case analysi-; is 

i·, explain the similarities and differences of the considered five cases in detail and those 

! .t' li ie-, and differences are discussed \vith literature review indicating the main important 

: · ·\description of the selected five case-. is illustrated before the cross-case analysis. 

-~ 2 Description of the Case Study 

'" research, five Additional General Manager (AGM) Divisions of Central Engineering 
L - L 

<i!tancy Bureau (CECB) were con-;idered for the case study and those divi->ions were 

., '~ d from five provinces as the extemal conditions such as availability of resources, 

· , .li. cultural and social are differed from province to province. It i-. observable that the 

· ·,·ction of each division is almost same and AGM, Deputy General Manager (DGM) and 

, , : \Tanager (PM) are the key positions in each division. A brief description about the 

. i,d live cases is given in Table 4.1. 
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Table 4.1: Brief description of the selected cases 

Case Case I Case 2 Case 3 Case 4 Case 5 

AGM Northern Central East Uva Sabaragamuwa 

Divis ion 

Physical Polonnaruwa, Kandy, Trincomalee, Badulla and Ratnapura and 

dispersion of Anuradhapura, Nuwara Eliya, Batticola and Monaragala Kegalle 

the division Vavuniya, Kurunegala Am para districts districts 

Mannar, and Matale districts 

Killinochchi , di stricts 

Mulathiv and 

Jaffna districts 

Number of 48 18 14 12 14 

ongoing 

projects 

Total worth of Rs. l500 Rs.850 million Rs.500 million Rs.900 million Rs.500 

ongoing million million 

projects 

Strength of 150 55 ..... -.. 46 48 50 

the technical 

staff including 

Engineers 

4.3 Cross-Case Analysis 

In this section, the selected five cases are analyzed to check the similarities and differences of 

each case while highlighting those similarities and differences with the literature review. This 

cross case analysis is done under three main headings namely effects to superiors in delegation 

of authority, effects to subordinates in delegation of authority and factors affecting for 

effective delegation of authority. 
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4.3.1 Effects to superiors in delegation of authority 

Effects to superiors in delegation of authority are discussed in this section. The coding 

structure related to this heading is illustrated in Figure 4.1. According to Figure 4.1, saving 

time and energy, releasing operational work load, and opportunity for real top management 

functions are analyzed under separate sub headings. Figure 4.2 shows the cognitive map 

related to this topic and it is also discussed under sub headings of the coding structure . 

.........! 

r::t .. ~ .... ~ .~~.~.~.~~ ... ~?. .. :.~~~~.i.?.~~ ... i.~ ... ~.~.~.~.~.~.~!?.~ .. ?.~ .. ~.~.~~?.~.i.~~ ... 
rf/ Releasing of operational working load 

f) Saving time and energ_y 

rfj Opportunity for real top management funct 

Figure 4.1: Coding structure for effects to superiors in delegation of authority 

.......... 

4.3.1.1 Releasing of Operational Working Load 

The superiors of a division have to be involved with many management activities for the 

success of the division. Thus, they should ·be freed from day-to-day operational activities to 

facilitate them to involve in top management activities. All the interviewees of all five cases 

expressed that releasing of operational working load is possible in their divisions through 

delegation of authority to subordinates. As per the PM of case 3, "it's true. The management 

can use their time to solve managerial problems without wasting time on routine operational 

works. " The DGM of Case 5 indicated that "operational working load of superior has been 

released completely in this division. It has been helped to develop the position of the division." 

The AGM of case 4 expressed that "I am not involving in any operational work in projects 

and those works have been handover to my subordinates totally. Sometimes I prepare duty 

lists for subordinates covering all the operational duties in the projects and monitor them. 

Especially I am very much careful to select subordinates for the key positions and I never take 
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incapable officers for the key positions". These expressions clearly show that releasing of 

operational working load through delegation of authority is possible in construction projects. 

Although all the interviewees agreed with releasing working load of superiors through 

delegation of authority, some interviewees indicated some points to be considered for the 

effectiveness of the process. According to AGM of Case 3, "subordinates should have enough 

experiences to take over the operational working Load". Further he expressed that "superiors 

can not delegate responsibility to subordinates. However the superiors have to monitor the 

subordinates and random checks are essential." As per the PM of Case 5, "releasing of 

operational working Load of superiors is possible through delegation of authority. But need to 

be monitoring the activities of subordinates". DGM of Case 5 indicated that "releasing the 

operational working Load is possible through delegation of authority to subordinates. But this 

decision has to be taken by considering the real working capacity of subordinate and his 

attitudes". DGM of Case2 expressed that "releasing operational working Load of superior is 

possible through delegation of authority. But prior identification about subordinate is needed 

for this." According to AGM of Case 5, "releasing the operational working Load of 

superior is possible provided that subordinates are Loyal. " 

......... 

When consider all the empirical data, it can be summarized that releasing of operational 

working load of superiors to subordinates is possible through delegation of authority. But 

interviewees pointed out as indicated above, some important factors to be considered when 

doing this. Mainly those factors are related with subordinates. Capacity, attitudes, loyalty, 

experience, skills and competencies of subordinates are to be considered before releasing 

working load of superiors to subordinates. Hence, selecting capable managers for the positions 

is very important for effective delegation of authority. This will be further discussed in the 

Section 4.3.5.1 under factors affecting for effective delegation. 

Also some interviewees emphasized a requirement of proper monitoring system for an 

effective delegation of authority. It is noted in the empirical data that the responsibility of 

superiors should not be delegated completely to the subordinates. Agarwal (1982) stated that 

since a superior can delegate authority but not responsibility, it becomes necessary for him to 

establish adequate controls to ensure that his subordinates exercise authority properly and 

achieve predetermined goals (see Section 2.4. in Chapter 2). Hence, above two factors are 
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compatible with literature review. This point also will be discussed further in the Section 

4.3.5.4. 

According to all above explanations, basically it is possible to release the operational working 

loads of superiors to subordinates through delegation of authority and some subordinate 

related factors as indicated above should be considered for an effective delegation. Also it was 

noticed in the empirical data that releasing of operational working load of superiors greatly 

helps for saving time and energy of superiors. 

4.3.1.2 Saving Time and Energy 

In the above section, it was identified that releasing of operational working load of superiors 

through delegation of authority greatly helps for saving time and energy of superiors in the 

division. As per the concept model (see Figure 2.6) and literature review (Chapter 2), saving 

time and energy of the superiors is very important and it is a main objective in delegation of 

authority. Time for key positions such as AGM, DGM and PM is more essential in a division 

and it should be used for the development of the division as they are responsible to run their 
.......... 

division as a separate cost center with profit. 

According to the empirical study carried out, saving time and energy of superiors is possible 

through the delegation of authority to subordinates. Majority were strongly agreed with the 

possibility of saving time and energy. DGM of Case 2 division expressed that, " it saves time, 

energy and money as well. As an example, I attend site progress review meetings with clients 

when crucial problems come. Otherwise, my PM handle meetings even with ministers." As per 

the opinion of DGM of case 4, "by saving time and energy through delegation of authority, 

superior is more relaxed to plan and forecast future complexities that may badly affect the 

progress of the projects in the division". According to AGM of Case 1, " if the subordinates 

are capable to achieve time targets and required quality while maintaining the cash flow, then 

the superiors can save time and energy to use in other managerial activities. " As per the 

opinion of DGM of case 4, "according to my experience it is very helpful to save my time by 

delegating of authority to subordinates and it is very useful for arranging my management 

works effectively". Hence, it is evident that saving time and energy is possible for superiors 
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through delegation of authority subordinates and they can utilize their time and energy in 

more important areas of their duties. 

Few interviewees argued that sometimes superiors are not able to save the time and energy 

when the subordinates are not capable and their commitment is less. Mainly the DGM and PM 

of Case 5 explained that they had to give more attention and devote more time and energy in 

some projects where the subordinate were weak. According to them, saving time and energy 

of superiors is dependent on the attitudes of the subordinates. This issue was revealed in the 

literature (see Section 2.4.3 in Chapter 2) as subordinate related reasons for effective 

delegation of authority. Also it will be discussed in Section 4.3.5.1 under selecting capable 

managers for effective delegation of authority. Hence, even though their arguments are true 

and exist, that matter would be solved by selecting capable managers for the important 

positions of the structure. It is evident with the empirical data that with capable subordinates, 

superiors can save time and energy through delegation of authority and then they have more 

opportunity to involve in real top management functions of the division and organization. 

""""' 4.3.1.3 Opportunity for Real Top Management Functions 

It is expected in the delegation of authority to give more opportunity to superiors to involve in 

real top management functions of determination of long and short range goals, strategic 

planning and formulation of major policies. By releasing operational working loads to 

subordinates the superiors can save time and energy to attend in important areas of the 

superior's duty like planning, coordination and controlling. 

According to empirical data, above explanations are tallied in some divisions. For example, 

the AGM of Case 5 indicated that "the superiors are possible to attend in policy matters, 

overall planning, controlling, obtaining more jobs and improving relationships with clients. " 

The DGM of case 4 expressed that "in our division, authority is delegated to subordinates and 

superior monitors and takes corrective actions whenever a non-conforming is observed. " 

These divisions are evident for using saving time by delegation of authority for real top 

management functions. AGM of Case 3 stated that the superiors are need to be involved in 
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strategic planning and they are involving in preparing co-operate planning for the organization 

as 5 years co-operate plan and 10 years co-operate plan. 

But some interviewees have given some contradictory explanations due to some reasons in 

their practice. For example, PM of Case 1 expressed that even though the superiors can save 

time and energy by delegation of authority, they do not think to attend in strategically planning 

as there is a slight uncertainty of getting jobs continuously for the divisions. According to him 

this is mainly related with the attitudes of the superior. Because finding new projects for the 

division also is a duty of the superior. He can use his available time for searching new 

projects. It is also a top management activity for the development of the division. DGM of 

Case 3 stated that superiors do not consider much to make new policy planning as they follow 

the existing system of the organization. Further he indicated that superiors devote their 

available time for taking remedial measures to correct non performing projects, for searching 

new projects for the division and for improving the relationships with the clients. 

Hence, it is observable that the superiors of each case have more opportunities to involve in 

top management functions by saving time and eft'et"gy through delegation of authority and they 

are involving in many management activities for the development of their divisions. 

Magnitude of usage of this opportunity is varied from superior to superior depending on their 

capacities and attitudes. 

4.3.2 Summary of effects to superiors in delegation of authority 

According to the empirical data, it was observed that releasing operational working load and 

saving time and energy of superiors are possible in a decentralized management system 

through delegation of authority to subordinates. But, if the subordinates are not suited enough 

to their positions, it will be a big issue for the project as well as for the organization. Hence, it 

is more important to select most suitable managers for the positions for the success of the 

system. Otherwise the top managers of the divisions are not able to involve with real top 

management functions as they need to be attended for taking remedial measures to correct the 

mistakes made by their subordinates. Therefore releasing of operational working load of 
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superiors mainly depends on the attitudes and capacities of subordinates. When releasing of 

operational working load of superiors is possible, superiors can save their time and energy to 

use for real top management functions of the division as well as the organization. Thus, it can 

be identified a clear relationship among these three features. But, it was noticed that utilizing 

of saved time and energy mainly depends on the superior's attitudes and capacities. Hence, 

selecting capable managers for the positions of superiors and subordinates is a most important 

factor for the success of a decentralized management system . 

......,. 
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Research Findings 

4.3.3 Effects to Subordinates in Delegation of Authority 

Effects to subordinates in delegation of authority are discussed in this section. According to 

the literature review in Chapter 2, the main features related with subordinates were identified 

and those were described in Section 2.4.2.2 and illustrated in Figure 2.5. The coding structure 

related to this heading is illustrated in Figure 4.3. According to the Figure 4.3, autonomy, 

decision making, responsibility, participation, motivation and satisfaction are analyzed under 

separate sub headings. Figure 4.4 shows the cognitive map related to this topic and it is also 

discussed under sub headings of the coding structure. 

l · Effects to Subordinates in Delegation of Authority 

......,. 

Figure 4.3: Coding structure for effects to subordinates in delegation of authority 

4.3.3.1 Autonomy 

One objective of delegation of authority is granting more autonomy to subordinates for 

performing activities effectively in the projects. Under such system they are not forced to 

fo llow orders of superiors by point to point for doing their duties. Subordinates should have 

enough freedom for planning and executing the works under him for better performance of 

activities with a decentralized management system. 

When considering the empirical data, the most of interviewees agreed about granting more 

autonomy to subordinates for performing the activities of projects more effectively. According 

to them, when the subordinates are given adequate autonomy, they can make quicker 

responses for the issues that arise in the field using local knowledge. It helped to make correct 

decisions at correct time. Thus, the time and money can be saved and unnecessary delays 

63 
Department of Building Economics, University of Moratuwa 

• 



Research Findings 

could be avoided. As per AGM of CaseS, "it avoids delays in getting approvals and 

information from superiors who are in base offices. Dealing with clients and correspondents, 

and taking decisions at site is easier if more autonomy is given. For negotiations with clients, 

it is very essential. " According to DGM of Case 4, "granting more autonomy is very 

important when a project has to be expedited with a crash program. We observed this in 

several projects." The PM of Case 3 indicated that "it can be saved time and money by taking 

quicker decisions for small and possible matters without referencing to the superior when the 

decisions are justified". 

Some interviewees argued that granting more autonomy to subordinates is more risky if the 

subordinates are not suited to bare it. The DGM of Case 2 stated that "control should be there. 

Otherwise some might misuse the autonomy. It is very important to consider when deciding to 

grant autonomy to subordinates who have already failed in achieving given targets in 

previous projects. The AGM of Case 1 stated that "when more autonomy is granted, it should 

be done under thorough supervision and some conditions only. " According to DGM of Case 

4, "when granting more autonomy, close monitoring is needed in certain areas likes financial 

control and material handling". Hence, it is very..iJ;nportant to select most suitable managers 

for the positions when granting more autonomy to subordinates through delegation of 

authority. But applying good control mechanisms and through thorough supervision, those 

subordinates could be managed for achieving set targets. 

The PM of Case 3 stated that "some superiors are reluctant to grant autonomy as required for 

performing works". According to the PM of Case 1, "sometimes superiors are interfering in 

activities unnecessarily and it is disturbed to the autonomy granted through delegation of 

authority". Hence, those superior related reasons should be minimized for granting autonomy 

to subordinates effectively. As the autonomy is granted to the subordinates through delegation 

of authority, they are having decision making authority in the projects for performing the 

project activities using available local knowledge and resources. 
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4.3.3.2 Decision Making 

With granted autonomy to subordinates through delegation of authority, the subordinates 

obtain the authority for making decisions as required in the projects while saving time and 

money. Decision making authority at field level is very essential in projects and it is a main 

objective in delegation of authority. 

Case study findings indicated that decision making authority at lower level is essential for 

making quicker decisions as required information and resources are available in the field. All 

the interviewees agreed with granting decision making authority to the field level and 

currently they are practicing this in their divisions. The AGM of Case 5 stated that "when the 

fie ld staff is given the decision making authority, they can easily coordinate with the relevant 

fie ld officers and they can use the available relevant information for making quick decisions at 

site". The DGM of Case 2 indicated that "by granting decision making authority to 

subordinates in the division, it can be easily facilitated to take quick responses for the matters 

arose in projects while saving time and money" . 

......,. 

But most of interviewees highlighted some important factors to be considered when making 

decisions on particular situations. The AGM of Case 3 indicates that "transparency is very 

important when making decisions. Subordinates should be able to justify the decision with 

facts if it is needed to be explained." According to AGM of Case 1, "before taking the 

decisions, the local conditions should be properly informed to the higher authorities with the 

alternative proposals and select the correct proposal jointly. As the communication facilities 

are available, getting instruction from senior experience managers is more important for 

better solutions." The DGM of Case 4 explained that "the person nearest the scene of action 

is in a relatively better position to understand the complexities of the problem and make a 

qualitatively better decision to meet the situation. But the subordinate has to carefully 

distinguish the weight of the decision whether further advice is needed or not. " When consider 

all above explanations it is clear that even though the subordinates have been given more 

freedom to make decisions as required at the field level through delegation of authority, they 

should make decisions with higher responsibility and should take advices of superiors if it 

seems to be required. Also the accountability of decisions is more imp6rtant in this scenario. 
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Hence, the subordinates in the division are assumed to be taken more responsibilities for 

completing the projects successfully with the granted decision making authorities to them. 

4.3.3.3 Responsibility 

It is very important to vest more responsibilities on subordinates with granting more autonomy 

to them. Basically, when the subordinates are given more authorities for making decisions, 

they should have a great responsibility to perform their duties according to the policies, 

procedures and regulations of the organization and the project outcomes. 

According to empirical data, interviewees argued that the subordinates should be given more 

responsibility with granting more autonomy. The AGM of Case 5 stated that "after delegation 

of authority, subordinate is responsible to act as per administrative and financial regulations 

of the organization and to complete jobs with the profit expected. " According to DGM of Case 

4, "authority and responsibility is inter-related." 

Many interviewees mentioned that development"'t>f leadership qualities, career development, 

developing confidence and getting more experiences by facing to challenges could be obtained 

for the subordinates by taking more responsibilities through delegation of authority. The 

DGM of case 2 stated that "when the responsibilities are vested on subordinates they are 

facing to a challenge for achieving set goals. It helps to develop their confidence. " According 

to DGM of case 4, " it is a challenge and it makes subordinate more active and be alert all the 

time even off official hours." The AGM of Case 5 indicated that "performing responsibilities 

helps to develop leadership qualities of a subordinate. " 

The AGM of Case 1 and the AGM of Case 3 expressed the importance of having a good 

training, following guidelines and maintaining good communication among superior and 

subordinate for performing the responsibilities of subordinates more successfully. Also they 

should be more active and alert in all the time for covering their responsibilities in the 

projects. It is very important and needed to be practiced a real participation in the projects for 

fulfilling their responsibilities successfully. 
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4.3.3.4 Participation 

As mentioned in the previous section, it is very important to participate actively in project 

activities for covering the responsibilities vested on the subordinates. Hence, delegation of 

authority raises subordinate's utility and his real participation in the projects. 

All the interviewees emphasized the requirement of real participation of subordinates in the 

projects and discussed the benefits to the subordinates through participation. According to 

them, subordinates get the opportunity to use their innovative talents with their real 

participation and getting more experience, self improvements and possibility to do some 

experiments are the other benefits. The AGM of Case 5 stated that "real participation of the 

subordinates is needed to fulfill his responsibilities vested on through delegation of 

authority. " DGM of Case 4 expressed that, "when authority is delegated to subordinate, he 

feels that he is eligible for participation in many occasions in the project. " The AGM of Case 

1 indicated that "skills are come with experience. To get experience, we should work hard 

with real participation. This real participation has to be made in delegation of authority to 

fulfi ll the responsibilities of subordinates in the pYJJJ.ects". The AGM of Case 5 emphasized 

that "delegation of authority creates a person with more responsibilities. He is responsible for 

the project in every aspect. He has to deal with all the problems and ensure the completion of 

the project to the satisfaction of the client and the staff For these things to be fulfilled, the 

subordinate has to participate in the projects aatively ". 

When consider literature review and empirical data, it is observable that expressions in both 

scenarios are same and could not notice any contradictory point or improvements to be made. 

Almost all the empirical data urged that real participation of subordinates is very important in 

the projects to cover up their responsibilities vested on them through delegation of authority. 

4.3.3.5 Motivation and Satisfactory 

Delegation of authority is a good device to motivate subordinates in an organization. When 

searching the empirical data it is clearly concluded that the delegation of authority improves 

the subordinates' satisfaction and it greatly helps to motivate the subordinates in a division. 
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The AGM of Case 5 stated that "the person, who is vested authority in decision making, feels 

that he has the responsibility to run the organization. Then he will be motivated and also he 

will try to motivate other staff and all will be satisfied." The DGM of Case 4 indicated that 

"when authority is delegated, motivation comes through self dignity that is enhanced by 

acceptance of others. " The DGM of Case 2 expressed that "when the subordinates are given 

more autonomy, decision making power and responsibilities, they feel that they have been 

recognized by the organization and also widening their working range with promotion. This 

leads to motivate them and as a result, most probably they may work to bring the organization 

towards the great heights". According to the AGM of Case 1 "more autonomy and more 

responsibilities give a sense of prestige to the subordinates". The DGM of Case 3 stated that 

"through real participation in projects, the subordinates can show their talents and innovative 

and it develop a high moral in them. This helps to motivate the subordinates and they are 

really satisfied with their own outputs". Some more interviewees explained that giving more 

authority to subordinates helps io build up high moral through real participation and it builds 

up the motivation of subordinates. The AGM of Case 4 indicated that "taking more 

responsibilities by the subordinates helps for getting developed in their careers. This self 

improvement helps to motivate them to develop...-their careers while performing well in the 

field". 

In brief with all the explanations of interviewees, delegation of authority can be identified as a 

real motivation tool to subordinates through other features; autonomy, decision making 

authority, responsibility and participation. 

4.3.4 Summary of effects to subordinates in delegation of authority 

According to the findings of the empirical study, subordinates are given more opportunity to 

participate actively in projects through delegation of authority and it leads to motivate them 

for performing their duties effectively with a higher satisfaction. It was identified through the 

findings of this study that there is an inter-relationship among the effects to subordinates in 

delegation of authority. Autonomy granted in delegation of authority leads to give more 

decision making authority for the subordinates in the organization. With this decision making 
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authority, the subordinates are vested with more responsibilities and they have to make a real 

participation in projects to fulfill their duties. These all the features lead to motivate the 

subordinates and they are given more satisfaction with their own outputs in the projects. 

Hence, delegation of authority in an organization is more useful for achieving the project goals 

effectively and efficiently. 

According to the empirical data, it was observed some special matters to be considered in 

delegation of authority for better practice. When autonomy, decision making and 

responsibility are considered, it was observable that even though those features are applicable 

in real practice, there are some control measures and more attention to be taken for avoiding 

the risk involved with those features to gain the real benefit of delegation of authority to 

subordinates. According to empirical data, it was noticed that by selecting most suitable 

managers for the positions, the risk could be minimized. In the next section these aspects will 

be discussed with more details under factors leading to effective delegation of authority . 

......... 
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Research Findings 

4.3.5 Factors Leading to Effective Delegation of Authority 

There are many factors to be considered in delegation of authority for an effective 

decentralization system. As illustrated in Figure 2.6, establishing goals and selecting capable 

managers, granting sufficient authority, effective communication, establishing proper control 

mechanism, maintaining trust and better understanding, and rewarding for effective 

performance are most important factors found through literature review (see Section2.4.3 in 

Chapter2). The aim of this section is analyzing the empirical data on above factors and 

comparing with literature findings. The coding structure related to this heading is illustrated in 

Figure 4.5 and cognitive map is shown in Figure 4.6. The above mentioned factors are 

discussed under sub headings of the coding structure. 

U"i> .... .................... ................ .......... .......... ........................ .... ................................................................. . 
1 ·~ Factors leading to eHective D e\egation at Authority 

Establishing Goals and Selecting Capable Man, 

Granting sufficient Authority 

Effective communication -. ... 
Establishing proper control mechanisms 

Maintaining trust and better understanding 

Rewarding for effective performance and trainin 

Figure 4.5: Coding structure for factors leading to effective delegation of authority 

4.3.5.1 Establishing Goals and Selecting Capable Managers 

The empirical data revealed that establishing goals for projects and selecting capable managers 

for the positions as a key factor for an effective delegation of authority. As per the AGM of 

Case 3, "established goals are indicators to check achievements. " The AGM of Case 1 

indicated that "delegated goals and necessary guidance to be provided for an effective 

delegation of authority. " Hence, the empirical data shows that establishing goals is very 

important in a decentralized system as indicated in literature review. Some interviewees 

expressed their views supporting to this factor. The AGM of Case 5 stated that " when goals 
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are established, subordinates develop the system". According to the DGM of case 4, 

"assigning subordinates with goals get productive outputs ". As per the DGM of Case 5, "the 

subordinates view a direction with established goals ". With these views it can be concluded 

that establishing of goals for the divisions and sub divisions are very important for an effective 

delegation system. 

According to empirical findings, all the interviewees expressed that selecting capable 

managers for the positions as a must for en effective delegation system. Some of their 

expressions as follow. The AGM of Case 3 stated that "if capable managers are not available, 

it will be disaster. " The AGM of Case 1 indicated that "for an effective delegation system, it 

needs capable managers with good communication skills and better performance. " As per the 

AGM of Case 5, "delegating authority to incapable managers has no meaning. " 

As discussed in the sections 4.3.·1.1 and 4.3 .1.2, selecting of subordinates for the positions is 

very essential for releasing of operational working load of superiors for saving time and 

energy of superiors to participate in real top management functions. If it fails to select suitable 

managers for those positions, it would be very ...Wfficult or not possible to achieve the set 

targets through delegation of authority. On the other hand, as discussed in the sections 4.3.1.3 

and 4.3.2, selecting managers for superior positions is also very important to get the planned 

outcomes through delegation of authority. 

4.3.5.2 Granting Sufficient Authority 

Granting sufficient authority is a key factor leading for effective delegation of authority. Most 

of the interviewees expressed the requirement of having sufficient authorities for performing 

the duties in projects smoothly without any interruption. It was identified in the empirical 

study that the authority should be adequate-neither more nor less than adequate to enable the 

subordinate to make all those decisions and take all those actions that are required for effective 

delegation. 

According to the AGM of Case 3, "without sufficient authority, the subordinate may be in 

doubtful situation. " The DGM of Case 4 expressed that "sufficient authority is needed for 
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better job performances." The PM of Case 3 indicated that "if authority is not sufficient, the 

delegation is meaningless." The DGM of Case 2 explained that "for an effective delegation, 

sufficient authorities are needed while introducing a controlling mechanism in constructive 

manner". 

In the case study findings, most of interviewees indicated that interference should be 

minimized for an effective delegation while granting sufficient authority as mentioned above. 

All the interviewees agreed with this statement. According to them, more interference may 

lead to demoralize the subordinates. Also they indicated that when more interference is done 

then the delegation may not be fulfilled. The AGM of case 1 proposed to have regular 

interference without having ad-hoc interference. The DGM of Case 2 indicated that 

"interference should be done in constructive manner while providing sufficient authorities for 

the subordinates". The DGM of Case 4 stated that "if more interference is made, then the 

delegation may not be fulfilled. It will demoralize the subordinates". 

All the interviewees in this case study expressed that they have been given sufficient authority 

to perform their duties. ..... .. 

In the interviews, it was noticed that most of interviewees expressed some controlling 

mechanism to prevent from misusing the delegated authorities. It will be discussed in detail 

under the Section 4.3.5.4. 

4.3.5.3 Effective Communication 

Effective communication is one of the major factors leading for successful delegation of 

authority. The empirical data revealed the requirement of an effective communication for an 

effective delegation of authority. The AGM of Case 1 indicated that "free flow of information 

is appreciated. Then only we can correct each other and go for a better output. " According to 

the DGM of Case 4, "delegation of authority is a bi-Lateral issue and each has to know basic 

details and information about the projects that has to be fulfilled only through free flow of 

information." The AGM of Case 5 stated that "in Sri Lankan construction industry, sharing 

basic details and information between superior and subordinate is very essential as they have 
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to express some details in some urgent occasions at once, when dealing with external parties " . 

These empirical evidences prove the requirement of an effective communication system for 

having an effective delegation of authority in organizations. 

The DGM of Case 2 argued that "all the information should not be flowed to the 

subordinates". According to him, only information regarding to the works should flow freely 

to the subordinates and other information should be retained at the central hub to manage 

subordinates properly. It is not much contradictory with delegation of authority. Because, if all 

the necessary information related to the works are flowed in the each direction, that is 

sufficient for performing the duties and to get the required outputs of the projects. 

All the interviewees explained that they have given more attention for the communication in 

their divisions and they have been given all the available facilities to maintain a proper 

communication practices among all the staff members of the division. In brief, the effective 

communication is very much important for performing the activities of the projects and to 

maintain a good relationship among the superiors and the subordinates . 

......... 

4.3.5.4 Establishing Proper Control Mechanism 

With delegation of authority to subordinates •. they are given more autonomy for performing 

their duties with a higher freedom. Basically the top management expects more outputs by 

granting more autonomy to subordinates through motivation and giving more authorities and 

more responsibilities to them. But for the sustainability of the system it is needed to ensure 

that the subordinate uses his authority judiciously and that his decisions are consists with 

broad policies of the organization. For an effective delegation of authority adequate control 

should be established. Since an executive can delegate authority but not responsibility, it 

becomes necessary for him to establish adequate controls to ensure that his subordinates 

exercise authority properly. 

As the decentralized system of CECB has a long history, it has already established some 

proper controlling mechanisms to avoid misusing of authorities and maintaining an effective 

delegation system within the organization. All the empirical data was based on the common 
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existing controlling systems and there were some introduced formats for monitoring the 

activities of sub divisions prepared by each base according to their visions. As the common 

control mechanisms, each division follows all the governmental regulations, administrative 

regulations and financial regulations of the parent organization and all the divisions are 

audited frequently by internal audit department and randomly by ministry audit department 

and twice a year by government general audit under Auditor General. All the interviewees 

discussed the value of having proper controlling mechanisms for having an effective 

decentralized system within the organization. 

4.3.5.5 Maintaining Trust and Better Understanding 

Trust and understanding among superiors and subordinates are very important to maintain an 

effective delegation system. Even though there are exist many controlling mechanisms for 

taking better performance and maintaining an effective decentralized system, trust and better 

understanding among the superior and subordinate is more important for the successful 

performance in the division. A rigid bond among the superior and the subordinate builds up 

the confidence for taking challenges and better pertormances. 

The empirical data showed the importance of having a trust and understanding among the staff 

for better performance within the division. The DGM of Case 4 stated that "without trust and 

mutual understanding no delegation of authority will be effective and further such situations 

may have negative results." The DGM of Case 2 indicated that "trust and understanding 

ensure the assurance other than the procedures and guidelines." Most of interviewees 

expressed that the effective communication is very much important to maintain the trust and 

understanding among the staff. Some interviewees explained that working loyalty with 

transparency and maintaining accountability also leads to build up the trust and understanding. 
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4.3.5.6 Rewarding for Effective Performance and Training 

Rewarding for successful performances leads to motivate the staff members. It is very useful 

to develop the staff members of the division and ultimately the division would be benefitted 

with the performance of the staff. 

All the interviewees highlighted the requirement of having a proper rewarding system within 

the organization for motivation of the staff members and for increasing the performances of 

the staff members. The DGM of Case 4 stated that "everyone is delighted to see others admire 

him. This is applicable in this field also and rewarding for good performancres will definitely 

enhance the positive results all the time." As per the AGM of Case 1 "there is no doubt that 

successful performance is to be rewarded. " Some interviewees indicated that CECB has 

shown rewarding for better performance in many occasions such as awarding scholarships, 

local and foreign training programmes, giving promotions, increasing facilities and awarding 

bonus. 

Some interviewees argued that the rewarding ~stem which is practiced in CECB is not in 

proper manner and sometimes it can be seen an ad-hoc practice from time-to-time. According 

to them it is not a regular practice. Thus, sometimes it leads to demoralize the subordinates. 

Then it is affected to the whole organization. This matter should be taken into account by the 

top management of CECB for having a better system of rewarding for better performances of 

the staff. Hence, it is worth to establish a proper system and criteria of performance evaluation 

to avoid unnecessary incidents in rewarding. 

4.3.6 Summary of Factors Leading to Effective Delegation of Authority 

According to the research findings, all the discussed factors are very important for an effective 

delegation of authority as discussed in the literature review. Only in rewarding, it was unable 

to find a proper existing system. But there is an ad-hoc system prevailed in the cases studied. 

Hence, it is better to introduce a proper system for rewarding as all the interviewees expressed 

the importance of rewarding for better performance to motivate the staff and to develop the 

decentralized system. 
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Conclusion and Recommendations 

CHAPTER 05 

CONCLUSIONS AND RECOMMENDATIONS 

5.1 Introduction 

Research findings through the empirical study were discussed, analyzed and compared with 

the findings of literature review in the previous chapter. The main objective of this chapter is 

to draw out conclusions and recommendations considering the research findings of the 

empirical study. 

In the first section, conclusions will be presented with the research findings. The delegation of 

authority process model which was developed based on empirical study findings is illustrated 

in Figure 5.1 and a summarized cognitive map is presented to explain a summary of empirical 

findings is illustrated in Figure 5.2. in the conclusion section for having a better 

understanding. Then the recommendations will be presented according to the research findings 

for better practices of delegation of authority. """o sub sections namely ' Implication to 

Theory ' and 'Implication to Construction Project Management Practice' will be discussed 

under the recommendation section. Finally, the limitations of the research and further research 

directions find out through this study will be discussed in this chapter. 

5.2 Conclusions 

The aim of this section is to discuss the conclusions of the research findings according to the 

main features analyzed with empirical and literature findings. For this purpose the delegation 

of authority process model as in Figure 5.1 and the cognitive map illustrated in Figure 5.2 will 

be used to explain the relevant features in detail. 

The main purpose of this research is to explore "how delegation of authority affects to the staff 

in a sub division of a decentralized government sector organization in Sri Lanka and what are 

the factors affecting for effective delegation of authority for performing the project activities". 
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Effects to Superiors and Company 
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...... ,. 
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Figure 5.1: Delegation of authority process model developed based on empirical findings 
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Conclusion and Recommendations 

In this conclusion, firstly, it is discussed the features relevant to the effects to the superiors in 

delegation of authority. The empirical findings revealed that the main considered features; 

releasing operational working load, saving time and energy and opportunity for real top 

management functions are have a dependent inter-relationship. For attending in real top 

management functions while doing his routing works, the superior should have enough free 

time and energy. For having enough free time and energy to the superior he has to be released 

from operational working load in projects. This process is illustrated in Figure 5.3 for better 

understanding. The requirement of having a decentralized management system mainly through 

delegation of authority is arose for releasing the operational working load of the superiors in 

an organization. But when searching the empirical data it was noticed that the superiors would 

not be able to release the operational working load of the projects if the subordinates in the 

lower tiers are not capable enough to bare the responsibilities given through delegation of 

authority. Then the superior may have to devote more time and energy than the normal 

requirement for taking remedial measures to correct the mistakes made by the subordinates. 

Hence, selecting capable subordinates is a very important factor in delegation of authority. 

On the other hand, there are some superiors wbo are reluctant to involve in real top 

management functions and only they like to involve in day-to-day routing works. Then it is 

meaningless saving additional time for them through delegation of authority. Thus, not only 

the subordinates, it should be given a special attention for selecting capable superiors also for 

the positions to gain the real outputs expected in delegation of authority. 

Releasing 
operational 

working load ===> Saving time 
and energy 
~ Opportunity for real top 
~ management functions 

Figure 5.3: Effects to the superior in delegation of authority 

Next, the special indications related to the effects to subordinates in delegation of authority are 

discussed. Most important features in this scenario are autonomy and decision making. It is 

very essential to pay more attention when granting more autonomy and decision making 

authority to subordinates through delegation of authority. Main advantage of delegating 
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authority to subordinates is better performance in project outcomes through quick responses to 

the matters arose in the projects and, planning and executing the works in the projects to suit 

to the environment prevailing in the site. Responsibility, participation, motivation and 

satisfaction are mainly depending on the autonomy and decision making authority of the 

subordinates. Figure 5.4 illustrates the relationships of the effects to the subordinates in simple 

manner for easy understanding. 

Autonomy 

D ~. eClSlOn ===) 
Making 

~ 
Responsibility 

P . + . artlctpatwn 

Motivation 
and 

Satisfaction 

Figure 5.4: Relationship of effects to the subordinates in delegation of authority 

Finally the factors affecting for effective delegation of authority are concluded according to 

the empirical study findings. According to the interviewees, the most important factors in 

delegation of authority to subordinates are selecting capable managers for the key positions of 

the organizational structure, effective communication and trust and understanding among the 

superiors and the subordinates. All of these are depend on the personal qualities. The other 

factors namely granting sufficient authority, establishing proper control mechanisms, 

rewarding for effective performance and training discussed in the literature review and in the 

empirical study are basically the systems to be developed for having a better decentralized 

system through delegation of authority. In summary, all of the factors discussed for having an 

effective delegation system are important in different weights and those are directly related 

with the superiors, the subordinates and the organization. 
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5.3 Recommendations 

According to the research findings there are some recommendations to be made to improve 

theory and for better practice of delegation of authority in organizations which are dealing 

with construction projects. Recommendation is discussed under two sub headings namely; 

'Implication to Theory' and 'Implication to Construction Project Management Practice' 

5.3.1 Implication to Theory 

This research unearthed a new model (see Figure 5.1) for decentralization of organizations 

which are involving with construction project management through delegation of authority. 

Though there are many literatures on decentralization of organizations through delegation of 

authority it is very difficult to find literature focus to organizations which are in construction 

industry and construction projects managements . This major deficiency is prevailed in 

construction project management related literature over the years. Also in the available -. .. 
literature, it is noticeable that the relevant information is not concentrated to a one model like 

in Figure 5.1 and those information are scattered all over the area. Especially in Sri Lankan 

construction context, this situation is prevailed in very bad condition and it is very difficult to 

find relevant literature in the industry. Hence, this new model would help to enhance the 

knowledge on delegation of authority in construction project management in Sri Lanka. Also 

this research has shown further research directions (see section 5.5) to widen this concept and 

to develop new models to suit to Sri Lanka construction industry for more application of 

decentralization in the future. 

5.3.2 Implications to Construction Project Management Practices 

Followings can be recommended to the organizations in construction industry of Sri Lanka as 

implications for delegation of authority in construction project management by considering the 

case study findings. Though this research mainly done considering the cases in government 
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sector organization, it is applicable for any organization which has decentralized management 

system for performing construction project management. 

The research findings revealed that for achieving more benefits through delegation of 

authority, it should be given more attention to select capable managers for the positions. It is a 

key factor for the success of a decentralized management system. The managers should have a 

good experience in the field and they should have the required capacity for fulfilling their 

responsibilities without fail. The attitudes and commitments of the managers are very 

important for achieving real outputs of delegation and those should be considered before 

placing the managers at their positions. Hence, the top management of the organization has a 

great responsibility to do a thorough observation on the staff members to search how they are 

working in their normal duties and should do an evaluation before selecting them for key 

positions. There should be a policy to select staff members for key positions. It is not a matter 

the seniority to be considered if they are incapable in performing duties . 

It was observed in the empirical findings that the staff members are not getting a proper 

training before corning to their positions. Sometimes only they have the experience obtained 

through working with seniors and do not know really what they have to do in their positions. 

Then they start to practice their own ways and ultimately stuck with many issues. Hence, it is 

recommended to have a regular training programme for the staff members before coming to 

the key positions. 

According to the research findings, it was noticed that even though the managers at key 

positions have been given sufficient authority, unnecessary interference of the superiors 

disturbs the works of subordinates in some cases. This is very unfair and it leads to demoralize 

the subordinates. Then the achievements targeted in implementing a decentralized 

management system would be failed due to those unnecessary issues. Thus, it is proposed to 

practice interference in constructive manner without disturbing to the subordinate's activities. 

Agarwal ( 1982) indicated that interference should be minimized for effective delegation. Once 

an executive has delegated authority to his subordinate to make certain decisions, he should 

resist the temptation of telling him what, when and how to do (see section 2.4.6). 
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The other important factor to be discussed is effective communication. This is very important 

to have an effective delegation system. In Sri Lankan construction industry, especially in 

government sector involved projects, most of the time higher rankers from client's party 

sometimes may be a secretary of a ministry or even a minister may call to the superior to ask 

some special matters of the project. Also there may be some special information to be sent to 

the lower tiers of the division. According to the interviewees, these both the cases are common 

in their divisions and updating both the parties with information frequently is very essential for 

an effective delegation system. Each division of an organization should have an effective 

communication system to run their divisions with fewer issues and less mistakes. Hence, it is 

needed to select the appropriate communication mode for a division for sharing information 

through all the required tiers of the division for better performance of the delegation system. 

The empirical results disclosed that trust and understanding among the superior and the 

subordinate act a vital roll in deiegation of authority. Though there is no particular regulation 

or a rule to have this in a division, it is recommended to maintain trust and understanding 

among the staff following some innovative suitable methods. It also can be built up with the 

past good behaviors and performances. Trust anEl..understanding help to ensure the assurance 

of the activities and performances. 

The empirical study indicated that establishing proper control mechanisms as a must to have a 

sustainable system with delegation of authority. It is recommended to have administrative and 

financial guidelines and regulations, some monitoring systems and working with transparency 

and accountability for a better system of delegation of authority. 

As per the research findings, there was a significant issue in rewarding for effective 

performance. Rewarding for effective performance is mainly done for motivating the staff. 

This should be handling with carefully within the organization. Even though it is a good 

practice appreciating staff members who are doing their duties effectively, it would be a 

disadvantage to the organization if it is practice in improper way without having a system. It 

will lead to demoralize the effective doers. Hence, it is strongly recommended to have a 

proper system for rewarding effective performance in a manner to motivate the staff. 
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5.4 Limitations of the Research 

The measures that were taken to validate the research have been discussed in detail in section 

3.4. As discussed in the chapter 3, even though this research was limited to five cases it 

covered seven provinces in Sri Lanka. Also it was observed considerable similarities in 

research findings and only few deviations among all the cases. Hence, the case study sample 

population may suits to any division within Central Engineering Consultancy Bureau (CECB) 

as the operational style of CECB is almost same all over the country. But this case study 

findings cannot be generalized to a wider population or universe as this research was limited 

to sample population of CECB due to availability of decentralized government sector 

organizations in Sri Lanka is almost nil except CECB. 

5.5 Further Research Directions 

);> A study on decentralization through divisionalisation or profit centers 
......... 

In this research, it was focused only to decentralization as distribution of authority. 

The other concept of decentralization is decentralization through divisionalisation 

or profit centers. Thus, there is a great opportunity to do a further study on above 

topic and comparing both the sys~ems. 

);> A study on same unit of analysis in same context with different government 

sector organizations 

It is obvious that the findings in this research can be changed in different 

government organizations in Sri Lanka. Therefore, it is proposed to test this model 

which was developed from this case study with other government organizations to 

check the suitability to use this model in the same context of construction project 

management. 

);> A study of same unit of analysis in same context with private sector 

organizations 
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This research was limited only to the government sector organization. When it is 

searched the case study findings, there is a slight feeling about the suitability to use 

this developed model for the private sector organizations in the same context. 

Sometimes they may use different patterns for decentralization in construction 

project management context. Thus, testing this developed model with private sector 

organizations may be a good further research direction. 

);> A study on some special features deeply to improve the decentralized 

management system through delegation of authority. 

The case study findings revealed that the deficiency of capable managers within the 

organization is a major issue for smooth functioning and sustainability of the 

decentralized management system in this particular organization. Also it was 

noticed that there is not available any perfect mechanism or system to build up and 

training the managers for the positions in future operations. Hence, there is a great 

opportunity to touch this feature deeply for building and training the subordinates 

for the positions in a decentralized system through delegation of authority. This can 

be done for other features also separately:--. 

);> A study on same unit of analyzing in different context 

It is evident that the findings of this study would be changed in different context, 

especially in different type of projects. Hence, a study on different context would be 

a good research option and the developed model for effective delegation of 

authority in this research would be tested in that study. 

);> A boarder study on delegation of authority 

Even though a great effort made in this study to find out the relevant effective 

features on delegation of authority considering the human beings and the systems, it 

is not sufficient enough to have a clear understanding about the domain of 

delegation of authority. Hence, it is very important to do a comprehensive study on 

decentralization through delegation of authority to find out a suitable and acceptable 

decentralized management system to match to any organization in any context using 

the findings of this research as the basis. 
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APPENDIX 01 

INTERVIEW AND QUESTIONNAIRES GUIDE 

Case study on Delegation of Authority in Project Management Decision Making: case in 

Public Organizations in Sri Lanka 

I would like to thank you for consenting to fill this questionnaire which would be only used 

for academic purposes. I hereby guarantee that the information you provide me will be kept in 

the strictly confidential and not divulge any information in the questionnaire with individual 

names or other identities. 

The findings of this interview will be used as one of the main data set fulfilling the 

requirement of the dissertation topic 'Delegation of Authority in Project Management 

Decision Making: case in Public Organizations in Sri Lanka' for the Master of Science in 

Project Management, Department of Building Economics, University of Moratuwa. 

Base on the following main areas the questionnaire will be prepared. 
-. .. 

1. Identification of Background information. 

1.1 Information of Parent Organization 

1.2 Information of the Division 

1.3 Information of Respondent 

2. Identification of effects to superiors in delegation of authority under following features 

2.1 Saving time and energy 

2.2 Releasing operational work load 

2.3 Opportunity for real top management functions 

3. Identification of effects to subordinates in delegation of authority under following 

features 

3.1 Autonomy 

3.2 Responsibility 

3.3 Decision making 
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3.4 Participation 

3.5 Motivation and satisfaction 

4. Identification of factors leading to effective delegation of authority 

4.1 Establishing goals and selecting capable managers 

4.2 Granting sufficient authority 

4.3 Effective communication 

4.4 Establishing proper control mechanism 

4.5 Maintaining trust and better understanding 

4.6 Rewarding for effective performance and training 

The study expects to collect data from selected five construction projects of Central 

Engineering Consultancy Bureau (CECB) which is already being decentralized to sub 

divisions under Additional General Managers (AGM). According to the organizational 

structure of CECB when we consider the construction projects, the Additional General 

Managers are in Top Management, the Deputy General Managers (DGM) are in Middle 

Management and Project Managers (PM) are in si~'management work as a team with the site 

staff who are directly worked under PM. Hence, this study aims to select five construction 

projects from five AGM divisions and the interviews will be conducted with three key 

participants of each project namely AGM, DGM and PM. 

1. Identification of Background information. 

1.1 Information of Parent Organization 

Could you please give me a introduction about your parent organizationon the 

following? 

• Background information 

• Organization structure 

• Number of employment and category 

• main objective and task of the organization 

1.2 Information of the Division 
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Could you please give me following details of your division? (Only to be filled by 

AGM) 

• Name: ........................ . .... . .. .. .. . . .................. .. . .. . .. . ........................... . 

• Main objective of the division: 

• Physical dispersion of the division: 

• Number of ongoing projects: 

• Total strength of the technical staff including Engineers: 

• Total worth of works under your division at present: 
......... 

1.3 Information of Respondent 

Could you please give me an introduction of your self? 

• Name: ........ ... ..................... ... ...... .. ....... .. ........ .............. ... ... ............................ .. .......... .. ... . . 

• Designation: .................................................................................................................... . 

• Experience: .. .. ... ... ... ... .... .. ... .................. ............................ .......... .... ... ............ ... ... ... .... .. ... . 

• Responsibility in the project: ............. .... .. ......... ... ...... ... .. .......... ... ............. .. ..................... . 

2. Identification of effects to superiors in delegation of authority 
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2.1 Saving time and energy 

2.1.1 An important objective of delegation is that superior can apportion part of 

his works to his subordinates which he need not to do him self. Is this help 

the superior to recoup authority on another decision by saving time and 

energy? 

Yes, in construction projects. Delegation of power is essential in order to 

maintain progress in par with the program by saving time and energy. 

2.1.2 Why saving time and energy of superior is so important in construction 

projects? 

By saving time. and energy, superior is more relaxed to plan and forecast 

future complexities that may badly affect the progress of the projects in the 

division. 

......... 

2.1.3 Does delegation of authority help to save time and energy of superior in this 

particular project? How it useful for performing the construction works of 

the project? 

In our division, one manager has to plan and manage several projects 

simultaneously and delegation of power is very useful for maintaining of 

progress. 

2.2 Releasing operational work load 

2.2.1 Delegation of authority prevents top management overload by freeing them 

from many operational decisions. What is your opinion about this 

statement? 
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Delegation of power inevitably releases the superior from information 

overloading that leads to make him a correct decision maker. 

2.2.2 Does the superior of this project able to release the operational working 

load through delegation of authority? How it affect to the construction 

works of the project? 

Power delegation in our division is very effective in the progress in 

construction projects. 

2.2.3 Do you think that releasing the operational working load of the superior 

would not affect to the project? 

Yes. And it would affect the projects in positive manner. 

2.3 More opportunity to superior for real top management functions 

........ 

2.3.1 Is there any opportunity to the superiors to involve in real top management 

functions of determination long and short range goals, strategic planning 

and formulation of major policies by delegating authority to subordinates? 

How it affects to your division? 

Yes. In our division, power is delegated to subordinates and superior 

monitors and takes corrective actions whenever a non-conformity is 

observed. 

2.3.2 Does saving time by delegating authority to subordinate help to involve in 

important areas of the superior's duty like planning, coordination and 

control? How it affects to the development of your division and the 

organization? 
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Yes certainly. We started our EPC division in 1994 as a small group and no 

delegation of power was needed. But we realized that when the group 

becomes larger, superior is not able to go into details and power delegation 

is naturally demanded by the organization. 

2.3.3 Do you think that releasing the operational working load from the superiors 

help to involve in more important aspects of their job? How it affects to 

your division? 

Yes and practically it is happening in our division. 

3. Identification of effects to subordinates in delegation of authority 

3.1 Autonomy 

3.1.1 Is granting more autonomy to subordinates helpful for performing activities 

in construction projects? SHf)port your answer giving reasons. 

Yes in most cases. However, we experienced that close monitoring is 

needed in certain areas like financial control and material handling. 

3.1.2 Are you satisfied with the given freedom to perform duties of the project? 

What are the areas to be improved? 

Yes. Sufficient freedom and authorities are given to our division at the 

moment. 

3.1.3 Granting more autonomy to subordinates help to make quick responses for 

the matters arises in projects time to time. How can you justify this 

statement using your experience in construction projects? 
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Granting more autonomy is very important when a project has to be 

expedited with a crash program. We observed this is in several projects. 

3.1.4 Could you please give some examples to explain the impotency of the 

autonomy in delegation of authority from this particular project? 

I have more experiences. In one urgent project I changed the structure type 

to avoid some delays in construction due to bad weather condition. 

3.2 Responsibility 

3.2.1 Do you think that more responsibilities are vested on subordinates with 

delegation of authority? What are the reasons for your answer? 

Yes. Authority and responsibility is directly inter-related and delegation of 

power is virtually granting a fraction of authority that the superior has . 

......... 

3.2.2 How can be developed a subordinate by giving more responsibilities? 

When a subordinate is given more responsibilities, he starts to think that he 

is an important person. in the division and is likely to deliver more precise 

and correct output. 

3.2.3 Do you have given more responsibilities with delegation of authority in this 

project? What are them? 

Financial and administration responsibilities are given. Most of the times, I 

represent the superior when dealing with a third party. 

3.2.4 What do you feel having more responsibilities in this project? 
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It is a challenge and it makes me more active and be alert all the time even 

off-official hours. 

3.3 Decision making 

3.3.1 Do you think that decision making authority should be granted to 

subordinates through delegation of authority? If yes, why? 

Yes. They have to take quick decisions of their level of sites. Otherwise 

delay may create problems and additional cost. 

3.3.2 Do you have adequate decision making authority to perform your duties? 

How it helps for this project? 

Yes. Technical and handling of staff and vehicles are very effective to keep 

the projects of the project. 

....... .. 
3.3.3 The process of delegation makes it possible to push decision making to the 

lowest level where information, competence and willingness to make 

decisions are available. How do you take this benefit using available local 

knowledge in this project? 

At the site level, in charge of the site is able to gather all the information 

relevant to the contract, local resources and easily coordinate with client 

and consultant. He is able to coordinate all the categories of site level and 

can take immediate decisions and able to convey any information to others. 

3.3.4 Delegating decision making authority to subordinates speeds up operational 

decisions by enabling lower units to take local action without reference 

back all the time. How does it help to take speedier decision in your 

project? 
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Most instances, projects are far apart and superior is not able to visit the 

sites frequently. Local actions by lower units are essential in this situation. 

3.3.5 The person nearest the scene of action is in a relatively better position to 

understand the complexities of the problem and make a qualitatively better 

decision to meet the situation. Also the decisions are more adaptable and 

flexible in situations of rapid change in the local conditions. What is your 

opinion about this statement? 

This is correct. But one has to carefully distinguish the weight of the 

decision whether further advice is needed or not. 

3.3.6 Does decisions make by subordinates nearest the scene of action are likely 

to be more realistic? Please argue your answer. 

Yes, most of the time. But that depends on the knowledge of the subordinate 

and the caliber of the probl!!m. 

3.4 Participation 

3.4.1 How does delegation of authority facilitate to subordinate for a real 

participation in the project? 

When power is delegated to a subordinate, he feels he is eligible for 

participating in many occasions in the project. 

3.4.2 Does it encourage using subordinate's innovative talents? How it affects to 

the site works? 

Yes. Existing systems and procedures will be improved by him and it will 

affect the work positively. 
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3.4.3 Does participation of subordinates help to develop their skills and 

confidence while getting more experience? Explain. 

Yes. Participation in activities as well as training programs are definitely 

helpful for one to gain more experience. 

3.5 Motivation and Satisfaction 

3.5.1 Delegation of authority could be used as a device to motivate the 

subordinate. Please discuss with this statement. 

When power is delegated, motivation comes through self dignity that is 

enhanced by acceptance of others. 

3.5.2 With delegation of authority subordinates are given more autonomy and 

responsibilities to perform duties. It is given a sense of prestige for him in 

the organization. How does 1tinotivate subordinates to succeed the 

activities in the project and do they manage more by self-control than by 

external control? 

Naturally when power and responsibility are granted to a person it is very 

likely to have a self control rather than any external control. 

3.5.3 Subordinates feel satisfaction of performing works in the project with their 

real participation. What is your opinion on this statement? 

He feels that his role is essential for the project and also he can attend 

work without forcing by somebody. He will be self motivated and he feels 

satisfaction of performing his work. 
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4. Identification of factors affecting for effective delegation of authority 

4.1 Establishing goals and selecting capable managers 

4.1.1 Does it necessary to establish goals for subordinates with delegation of 

authority? Does it affect for effective delegation of authority in the 

division? Explain. 

Yes. One has to assign with goals and targets with delegation of power in 

order to get productive output. 

4.1 .2 Do you have enough capable managers to perform delegated authorities in 

your project? 

Yes. I have. 

4.1.3 Does it important to select c~ble managers for effective delegating 

authority in the division? Explain. 

Yes. It is obvious to select capable managers. Otherwise entire system will 

be collapsed. Delegating"power to incapable managers, have no meaning. 

4.2 Granting sufficient authorities 

4.2.1 Delegation of authority should be adequate to enable the subordinates to 

make required decisions and take necessary actions for effective job 

performance. Please argue on this statement. 

Inadequacy of power delegation will definitely not support to the intended 

purpose of effective decision making that is required for better job 

performance. 
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4.2.2 Should interference be minimized for effective delegation? Explain. 

This is very sensitive issue. After delegation of power, the subordinates 

must be mostly free to perform effectively and interference while he is 

performing should be on essential issues only. 

4.2.3 Do you have sufficient authorities to perform your duties? How it affects to 

your project works? 

Yes. I have authority to deal with external parties, purchasing hiring of 

machineries, design office, selection of subordinates that have favorable 

affect to perform better. 

4.3 Effective communication 

4.3.1 There should be a free flow of information between superior and 

subordinate for en effecti~delegation. Do you agree with this statement? 

Explain. 

Yes. Delegation of authority is a bi-lateral issue and each has to know basic 

details and information about the project that has to be fulfilled only 

through free flow of information. 

4.3.2 Do you have given a special attention for communication in your division? 

Does it affect to effective delegation of authority in your division? 

Yes. Frequent meetings, discussions will useful in communication and it 

will affect the effective delegation of authority. 

4.4 Establishing proper control mechanism 
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4.4.1 Does it necessary to establish a proper control mechanism for effective 

delegation of authority? Explain. 

Yes. There should be limits of power components that have to be delegated. 

Control mechanism is hence needed. 

4.4.2 Since an executive can delegate authority but not all responsibility, it 

becomes necessary him to establish adequate control to ensure that his 

subordinate exercise authority properly and achieve predetermined goals. 

How do achieve this requirement in your division? 

We practice delegation of authority on step wise basis. i.e. from lowest level 

of authority and then increase it by monitoring performance with time. 

4.4.3 One of the problems in delegation is to ensure that the subordinate uses his 

authority judiciously and that his decisions are consistent with broad 

policies of the organizatioft<,-.It can be done by establishing definite 

guidelines for decision making in the form of policies, rules and 

procedures. What kind of measures you have adopted in your division for 

this purpose? 

We have already established a set of forms and procurement procedures 

that are suited for the current legal system. 

4.5 Maintaining trust and better understanding 

4.5.1 Do you think that trust and understanding among superiors and 

subordinates affect to an effective delegation of authority? Explain. 

Yes. Without trust and mutual understanding, no delegation of authority 

will be effective and further, such situations may have negative results. 
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4.5.2 How do you maintain trust and understanding in your division? 

By fortnight meetings and organizing entertainment occasions jointly and 

communicating freely all the time. 

4.6 Rewarding for effective performance 

4.6.1 Rewarding for successful performances greatly help to motivate 

subordinates and it is very useful for effective delegation. Do you agree 

with this statement? Explain. 

Yes. Everyone is delighted to see others admire him. This is applicable in 

this field also and rewarding for good performers will definitely enhance 

the positive results all the time. 

4.6.2 In order to encourage executives to delegate adequately and effectively, 

organizations should establi~a policy of rewarding delegation. Do you 

have any system for this in your division? Explain. 

Yes. We practice timely payments and proportions of subordinates and also 

granting scholarships and training opportunities. 
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