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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.



Contents

CONTENTS

CONTENTS ettt st sssesssessssssssesssssssossssssssssntssssssasssessnsas I
LASE O TADIES weovireiiiiiiiitieinciitinnnne st tssss s st st sssstssaessssssessssnsssnsesesossnnns IV
LSt OF FIZUIES.uenuriiiriiiriiciiiiniinrnicnienncinntiisininiesrsessessesaessiessssssssssssssssssssassssssssssese \Y
ADDEEVIALIONS covviriiiiiiinitineiiiiiciint sttt sassas st essssstsssssassasessossssossssessasanes VI
ACKNOWICAZEMENT .a...aniiriiiiiiiiiiiiitiininitntiinsienisensnssesseessssssessnsssesssssssssssssssssssesssasesses VII
DIEICALION covirriiiiiintiniiiniinte sttt st ses st sss s s st esass s s ssssssonsasansssossssses VIII
DeClarationu.. ittt s esas s s et sassas st s e e IX
ADSITACE o uieiinieiniriieires et sees e st essanssssessassessessosbssessasssssosssssessanssstosssssosssnessratesss X1
CHAPTER Q1 ociiiiiiiiiriirtininniinneeneininsneonisnsiesiesssesssssmessissossssssssstssasssssessssssssass 1
INTRODUCTION.oiirieieeitiecseesisinsinsisssssssssissssssssssssssssssssesssssssssesssssssssesssssssssssssssnsenns 1
I, Back Ground of the Study ... |

1.2 Aim ot the ReSEarch ..o 3

[.3 ODJECUIVES Lttt 3

L4 Research Problem ... 3

1.5 Methodolgi....... \AILY.CISILY, O WV10LALUWA, SIL LAURC. 4

1.6 Scope and Limitations ................ TICHED O LISCIdUOILS 4
CHAPTER (... 0. o e ety s ennescrnmsensssssssensssssssnsanasssnsssanensn 5
LITERATURE REVIEW ..iiiiintniiniisniiiisississsssssssisssssssssssssasssss 5
2.1 INIPOAUCTION (it 5

2.2 Centralization and Decentralizalion ........cocoiiiriiiiiiiii e S

2.3 DecenraliZation ....o.ii ittt 8

2.4 Delegation of AUNOTILY .o.uiiiiii e 11
2.4.1  Perspectives on Nature and Process of Delegation of Authority .................... 12

2.4.2  Effects of Delegation of Authority to Superiors and Subordinates................. 17

2.4.2.1 Effects to Superiors in Delegation of Authority..........cooovvvinii 18

2.4.2.2  Effects to Subordinates in Delegation of Authority ..., 20

2.4.3  Factors Leading to Effective Delegation of Authority..........ccooooeiiiein 23

2.5 Development of the Concept Model...........coocoiiiiiiiiiiiiii 31
CHAPTER 03.iiiinientiiinineciisiissisesseessiosssssossssssssssssssstessesssossssssssssnsasasssssssssnsass 36
RESEARCH METHODOLOGY ..uouiiiiiiiiiiiniiiinensiininnsinenssiscnsisssssesssssssossssssessensans 36
31 INPOUCHION Lottt 36

[

Department of Building Economics, University of Moratuwa



Contents

3.2 Research Design oo 36
3.2.1  Research PhiloSOphY ..o 37
3.2.2 0 Research Approach (.o 38
3.2.3  Research Techniques ..o, 38

3.3 ReSEAICH PrOCESS oottt 39
331 Imitial IMPELUS (o 39
3.3.2 0 Background StUAY ...ooooviiii 40
3.3.3 0 Literature SYNhesiS oo 40
3.3.4  Research Problem Statement.........ccoovviiiiiii 41
3.3.5  Case Study Desi@n ..o 41

3.3.5.1  Identification of Unit of analysis.....cocooiiiiii 41
3.3.5.2 Defining Number of Cases ..o, 42

3.3.5.3  Selecting the CasesS i 42

3.3.6  Data ColleCtion. ..ot 45
3.3.0.1  INECIVIEW SHUCIUIEC ...ttt 45
3.3.6.2  INLEIVIEW PrOCESS wiiiiiiiiiii e 46

337 Data analySis v 47
3.3.7.1 glRntent ARSI B A . AL e e 47

3.3.7. 28880 tive WMappitigly, THESES O LISSCILAUONS i, 48
3.3.7.3  Conclusion DIawWIngZ.....cc..oiii ittt 48

338 WITEE- UPeiiiiiiii e 49

3.4 Research Validity oo 50
CHAPTER 04 ....ooirrriiitiintiiiiniisniiinissoiisisssssssssissssssssssssssessssssssssesssssssstesssassesses 53
RESEARCH FINDINGS.....cotiiiiiitinintiinisensiniiniiinississisissiisnensssssssssssessssssssns 53

4.2 Description of the Case Study ... 93

4.3 Cross-Case ANALYSIS i e OO
4.3.1  Effects to superiors in delegation of authority ... 56

4.3.1.1 Releasing of Operational Working Load ..............ccccooviiiiiiniiviiiin . 560
4.3.1.2  Saving Time and Energy ..o, 58
4.3.1.3 Opportunity tfor Real Top Management Functions ...............cccoveiininnnnn, 59
4.3.2  Summary of effects to superiors in delegation of authority ... 60
4.3.3  Effects to Subordinates in Delegation of Authority ......ooccooviiiiiiiiiii 63
F.3.301 AULOTIONIY cettiie ittt 63

1

Department of Building Economics, University of Morarinva



Contents

4.3.3.2 DeciSION MaKIIZ coooiiiiii e 65

4.3.3.3 0 ReSPONSIDIIEY o 66

4.3.3. 4 PartiCiPatiOn .oooiciiiii it 67

4.3.3.5 Motivation and SaUsfactorny ..o e 67

+.3.4  Summary of effects to subordinates in delegation of authority ...................... 638

4.3.5  Factors Leading to Effective Delegation of Authority ... 71
4.3.5.1 Establishing Goals and Selecting Capable Managers ..., 71

4.3.5.2  Granting Sufticient AUthOTILY ..o, 72

4.3.5.3  Effective COMMUINICATION 1ottt 73

4.3.5.4 Establishing Proper Control Mechanism..............cococin. 74

4.3.5.5  Maintaining Trust and Better Understanding..............cooiin. 75

4.3.5.6  Rewarding for Effective Performance and Training...............coooeiennee 76

4.3.6 Summary of Factors Leading to Eftective Delegation of Authority............... 76
UHAPTER 08 ...iiiiiitiniiniiininesninnisiinieoiesnsnninimiesesmseimsnsestisissaiossssssssasssesseses 78
CONCLUSIONS AND RECOMMENDATIONS ..coviiiiiinnnrninrciisesnisesessenees 78
ST IITOAUCHION 1o e e 78

5.2 CONCIUSTONS Lottt e 78

5.3 Recommengéiijons A\ ILYELSIY QL IVIOLAIUWA, DI LA, ... 83
5.3.1  Implication to Theory............. THCHCS ¢ LISSCIIAUONS ... 83

5.3.2  Implications to Construction Project Management Practices ........ccooevinn 83

S4  Limitations of the Research ... 86

5.5 Further Research DIFeCUONS ..ot 80
REFERENCES oottt snssisnssssesssissesssssssssssssessnssssesssssssssssenses 88
APPENDIX O coiiiiiiiiinniiiiniiniiniinicniinientesnisssssiiiessnesmessssesssssnssssssssessassssassasssnsssases 91
APPENDIX 02 iiiiiiiieniiniiiiniesieniensesinssisiessnisissssesnsssiissssssssssssssnesssssssesrsssssesses 105
lI

Department of Building Economics, University of Moratinva



List of Tableys

LIST OF TABLES

Table 3.1: Structure of Interview GUIdelnes......ooooooiiiiii 46

Table 3.2: Measures taken to ensure the validity of the research ... 51

Table 4.1: Brief description of the selected Cases .o D9
\Y

Department of Building Economics, University of Moratuwa



List of Figures

)

frgure 2.1:
figure 2.2:
Frgure 2.3:

frgure 2.4

Frgure 2.5:

LIST OF FIGURES

Centralization and decentralization as tendencies.....oooiioiiivoieiiiiececee 6
Centralization and DecentraliZalion ..o, 7
Two closely related concepts of decentralization ..o 10
Different areas of delegation of authority ..., 11

Effective Delegation pushes down vertically through the ranks of an organization

............................................................................................................................................... 13
frgure 2.6: Etfects and factors leading to effective delegation of authority.........c...coccenin RE!
f-rgure 3.1 — The "Nested™ Research Model ... 37
Fraure 3.2: Unit 0f analySIS et 42
Freure 3.3: Criteria for selecting the CaSEeS ..o 44
tigure 4.1: Coding structure for effects to superiors in delegation of authority.............c......... 56
i1gure 4+.2: Cognitive map for Effects for Superiors in Delegation of Authority..................... 62
Figure 4.3: Coding structure for effects to subordinates in delegation of authority ................ 63
Frgure 4.4: Cognitive map for Effects to subordmates in delegation of authority ................... 70
Figure 4.5: Coding structure for factors leading to eftective delegation of authority .............. 71
Figure 5.1: Delegation of authority process model developed based on empirical findings.... 79
Figure 5.2: Cognitive map for the overall research problent.......... 80
Frgure 5.3: Effects to the superior in delegation of authority ..., 81
f1gure 5.4: Relationship of effects to the subordinates in delegation of authority ................... 82

\Y

Department of Building Economics, University of Moratinea



Abbreviations

ABBREVIATIONS

(CECB - Central Engincering Consultancy Bureau
AGM - Additional General Manager

DGM - Deputy General Manager

PM - Project Manager

RE - Resident Engineer

SE - Site Engineer

KLEN - Kilinochchi

Sp - Special Projects

Department of Building Economics, University of Moratuwa

Vi



Acknowledgement

ACKNOWLEDGEMENT

Fhere are many people that have had great importance and influence n my carcer lite
throughout the period in which this dissertation was developed. that [ take this opportunity to

convey my gratitude to every one of them.

First and foremost, [ express my profound gratitude and appreciation to my dissertation
supervisor. Dr. Sepani Senaratne. for her valuable assistance. guidance, instructions.
comments, encouragements and excellent supervision, given to me in order to make this

Jissertation a reality.

I extend my gratitude to the Dean of Faculty of Architecture, Head of Department of Building
bconomics. Course coordinator / M.Sc. (Project Management) and all lectures of M.Sc.
(Project Management) course and all the office staff of the Department of Building Economics

for their guidance and support to complete the report.

. b ~ . .
[ must express my gratitude to the management of Central Engineering Consultancy Bureau.
tor offering sponsorship to carryout this Masters Degree and every support given me to

success this dissertation work

[ express my sincere thanks to my all the batch mates and special thanks to Eng. Premakanthi

tor all the assistance, comments and encouragement made for getting this report a success.

Finally, I owe my special appreciation and gratitude to my beloved wife. loving kids for

giving me both moral support and their fullest cooperation to make this dissertation a success.

VII

Departiment of Building Economics, University of Moratinya



A Study Submitted In Partial Fulfillment of the Requirements of

the Degree of Master of Science in Project Management

Declaration

[ hereby declare that this submission is my own work and that, it contains no materials
previously published or written by another person nor material which, to a substantial extent,
hus been accepted for the award of any other degree or diploma or a University or other

mstitution of higher learning. except where an acknowledgement 1s made in the text.

UOM Verified Signature

b
I.A.D.R. Sujith Kumara
19" February 2010

IX

Department of Building Lconomics, University of Moratinva



1 hereby acknowledge that Mr. J.A.D.R. Sujith Kumara has followed the dissertation process

set by the Department of Building Economics

UOM Verified Signature

Dr. Sepani Senaratne

Dissertation Supervisor Date

Depariment of Building Economics, University of Moratinva



Introduction

CHAPTER 01

INTRODUCTION

1.1 Back Ground of the Study

A considerable portion in the construction industry ot Sri Lanka is covered by the government
sector and this involvement is very much important in every aspect. It 1s observable that the
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. Not like 1n private sector, most of
organizations in government sector follow a centralized management system. But. it can be

identified some decentralized management systems in government sector also.

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

these decisions be made? How should the organization structure be adapted? Centralization
- . ey ~ . . . .

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

change the organizational structure of organizations accordingly.

According to a case study carried out by Patrick et al (1999) on a major road construction
project in UK. 1t 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 structure based around
autonomous self managing teams, the project was completed very successtfully moving from
the brink of collapse. In their case study, they investigated the decentralization of control of
work and observed the several features of the management system. such as a multi-functional
team with considerable autonomy and a “no blame culture™ for completing the project

successfufly.

The success of a project depends on several tactors and the decision-making authority at field
level is very important in achieving the set targets of a project. It is observable that most of the

projects are delayed unnecessarily due to some difficulties in making decisions at the real

Department of Building Economics, University of Moratiwa



Introduction

occasions as the site staff does not have the required authorities to make some needy
decistons. They have to contact the senior management of the organization to get the approval
cven for small mnor matters. Normally it takes more time to follow the procedures and to
communicate with the senior management as they are in busy schedules. This process creates
an unnecessary time delay as well as an additional cost without having any useful outcome.
Real time decision making is very important in a construction project and fatlure to make
correct decisions which should be made in particular occasions. mainly leads to delay the
projects and hence cost over run and bad quality outputs could be occurred. Bottlenecks in
decision making that are often caused in governmental organizations aftect to fail some
construction projects due to impossibility to do proper planning and control of important
activities (Litvack. 2009). Jensen and Meckiing (1992) argued that the limited capacity of the
human mind and the costs of producing and transferring knowledge mean that knowledge
relevant to all decisions can never be located in a single individual or body of expert. Thus, if
knowledge valuable to a particular decision i1s to be used in making that decision, there must
be a system for assigning decision rights to individuals who have the knowledge and abilities
or who can acquire or produce them at low cost.

Ay

This issue should be discussed deeply to analyze the real causes of insufticient decision
making authorities at the tield level and the positive outcomes of the delegation ot authority in
government sector organizations for the successful completion of construction projects. It can
be proposed to delegate the authoritics for the project statt of government sector organizations
which are dealt with construction industry. But. not like in private sector, it is a very difficult
task to introduce such a system to government sector as it needs following several procedures
and those organizations are wrapped with very tight rules and regulations. Hence. it should be
done in a proper way by analyzing all the ways and means to develop a well planned
decentralized organization structure to facilitate for the delegation of authority. Transference

and accountability act a vital role in this type of structures.

Hence, giving more attention and concentration on delegation of authorities to the site statt is
very valuable and 1t facilitates to complete construction projects more successtully without

having many disputes which generally occur in construction projects.

3]
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1.2 Aim of the Research

Amm of the research is to identify the effects of delegation of authority to superiors and
subordinates and the factors leading to effective delegation of authority in construction project

management of government sector organizations in Sri Lanka.

1.3 Obijectives

(01)  To identify the benefits in decentralization and delegation form of decentralization.

(02)  To identify the concepts and ways of delegation of authority 1 project based
organizations.

(03)  To identity the effects to superiors and subordinates n delegation of authority in
construction projects of government sector organizations in Sri Lanka.

(04)  To identity the factors leading to effective decentralization and delegation of authority
in construction projects of government sector organizations in Sri Lanka.

(05) To propose a system for an effective delegation of authority for successful completion

of construction projects undertaken by government sector organizations in Sri Lanka

1.4 Research Problem

Though the government sector organizations in construction industry bear a considerable
potion in construction projects, always there is a complaint to them for not completing the
given projects within the allocated time frame and cost budget with the required quality
aspects. Among the several general factors affecting for this. the insufficient decision-making
authority and financial authorities that prevail in the field level could be considered as a
significant cause for this issue. According to external literature. 1t is noticeable that most of
site staff in government sector organizations does not have the required authorities to make
decisions at tield level due to their organizational structure and the level of the delegation of

authority. In most of projects, an unnecessary time delay could occur by following some
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unsuitable procedures when making decisions which could have casity be made at the field

level and avotd unnecessary expenditure and time that incur in current construction projects.

1.5 Methodology

Manly this research will be done using case studies. The main reason for selecting a case
stndy method s availability of sample populations for this particular research topic is very less
w.ithin the government sector organizations in Sri Lanka 1n construction context. Therefore. 1t
i~ very amportant to do a deep observation on the influences of decentralization through
defegation of authority using the existing systems. Already there is one government sector
otganization which has been introduced decentralization methods to their organization
stacture to perform construction. projects. The Central Engineering Consultancy Bureau
(CECB) s the one that has being decentralized eftectively. In CECB. there are many projects
available to do a detail study and there is a great opportunity to touch some critical occasions
where the delegation of authority helped to overcome some issues for the successful

Ay

completion of the projects. Thus. five projects within CECB will be selected for case studies.

1.6 Scope and Limitations

[n this research only one organization which is CECB will be selected for the case studies as it
i~ the most suitable government sector organization which has been already decentralized in
construction context. Considering the time constraint it is decided to select only five divisions
of CECB for this case study. But these five divisions covered seven provinces in Sri Lanka
numely: North, North Central, East. North Western, Central, Uva and Sabaragamuwa
according to the physical dispersion of these divisions. Hence, limiting to five divisions may

decrease the complexities while providing a good sample population.
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CHAPTER 02

LITERATURE REVIEW

2.1 Introduction

The amm of this chapter 1s to review the literature on delegation of authority and
decentralization in organizations and how it atfects to the superiors and subordinates of the
organization in project management decision making. Some of them will provide a better
understanding of the most important aspects of delegation of authority in organizations and
how 1t supports decision making at the lower tiers. Further this chapter aims to identify some
general features and discuss key aspects of decentralization through delegation of authority

and to search the factors that atfecting for an effective delegation of authority.

2.2 Centralization and Decentralization

e
Centralization and decentralization are two opposite ways 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.

As observed 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
Weihrich (1988). decentralization is the tendency to disperse decision making authority in an
organizational structure and it is centralized when the authority is not delegated. As indicated
i Figure 2.1. there could be absolute centralization of authority in one person. But that
mmplies no subordinate managers and therefore no structured organization. On the other hand,
there cannot be absolute decentralization. for if managers should delegate all their authority,
their status as managers would cease, their position would be eliminated, and there would

again. be no organization. Centralization and decentralization are tendencies as in the Figure

20
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Complete centralization Complete decentralization

(no organization structure) (no organization structure)

Authority delegated

Authority not delegated

Figure 2.1: Centralization ana decentralization as tendencies

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

According to Newcombe (1996). centralization is defined as the process of transferring and
assigning decision-making authority to higher levels of an organizational hicrarchy. In a
centralized management system, the process=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 managers is relatively broad, and there arc relatively many tiers in
the organization. But, in a decentralized management system, all above factors are 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.
information and ideas are tlowing from the bottom to the top of the organization. In a
decentralized organizational structure. the span of control of top managers is relatively small,
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 i a centralized organization all the divisions are
directly connected to the central point of the organization while in decentralization the sub

divisions are connected to the semi autonomous divisions not to the central point.

6

epartment of Building Economics, University of Moratinva
Departinent of Building I U v of Morat



Literature Review

Figure 2.2: Centralization and Decentralization

Source: hitp://vwww. 1 2manage.com web site

A main objective of this research is 1o study about decentralization and delegation form of
decentralization. Hence. this study is tfocused only to decentralization which is discussed in

detail next section.
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2.3 Decentralization

The aim of this section 1s to review the literature on decentralization briefly to identify the
concepls. benefits and main features of it. It can be noticed that there are two closely related
concepts in decentralization namely decentralization as distribution ol authority through out
the organization and decentralization resulting from the establishment of semi-autonomous
divisions or profit centers. The decentralization as distribution of authority is mainly related
with the delegation of authority to subordinates by superiors to facilitate them for making
decistons as required to perform their duties eftectively. In the decentralization resulting from
the establishment of profit centers. the divisional managers are delegated full operating

authority and held responsible for the performance and profitability of their divisions.

Rebbins and  Coulter (2005) described  decentralization as  “distribution of authority ™.
According to him. organizations in which decision making is pushed down to the managers
who are closest to the action as decentralized organizations. As organizations become more
flexible and responsive. there is a distinet trend toward decentralizing decision making. In
large companies especially, lower level managerS are closer to the action and typically have
more detatled knowledge about problems and how best to solve them than do top managers.
Agarwal (1982) further described that decentralization means wide distribution of authority
throughout the organization so that managers at various levels have adequate authority to
make their job-related decisions. Hence. in decentralized organizations, more decisions are
made at Tower levels (Bateman and Snell, 2002). Ideally. decision making occurs at the level
of people who are most directly affected and have the most intimate knowledge about the
problem. This is particularly important when the business environment is fast changing and

decision must be made quickly and well.

Dale (1932) advanced the following criteria for evaluating the extent of decentralization in an
organization. According to hini, greater is the extent of decentralization when the larger is the
number of decisions made by managers at lower levels of hierarchy. More important are the
decisions made by lower-level managers. For example. in an organization where the first line
supervisor can made a purchase decision. decentralization is greater than in another

organization where he cannot do so. More the decisions made at lower levels affect a number

3
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of functions. For example. decentralization is greater in an organization where the first line
supervisor is permitted to make monthly production decision than in another company where

he cannot make such a decision.

On the other hand. Agarwal (1982) described decentralization through  divisionalisation.
Companies organized as semi-autonomous divisions with decentralized operations  and
centralized controls are often called as decentralized companies. In such organizations. policy
making in vital areas such as capital investment, bonus, marketing strategy. etc is centralized
at the corporate headquarters. A control system is instituted to ensure that the managers of
semi-autonomous units. often called divisional managers. have full operating responsibility

and authority for managing their units,

Curtice (1955) stated that the management technigque used by Alfred J. Sloan for managing
Ganeral Motors to move trom the brink of collapse to one of the most successful comparnies in
the world by applying decentralization in following way. He divided the company mto as
many parts as can be done. place in charge of each part the most capable executive that can be
found. develop a system of coordination so that each part may strengthen and support each
other part : thus not only welding all parts together in common interest of” a joint enterprise.
but importantly developing ability and initiative through the instrumentalities of responsibility
and ambition-developing men and giving them an opportunity to exercise their talents, both in

their own interest as well in that of business.

Thus Curtice (1995) viewed decentralization is indeed a philosophy. a technique and a tool of
management. It is the top management’s belief that employees at all levels have the abilities
and willingness to take initiative and responsibility. It is also a technique of organizing
wherein the company is divided into semi-autonomous units with decentralized operations and
centralized policy making and control. Decentralization is also a tool of motivating and
developing employees. Entrusting people with responsibility provides them recognition and a
sense of worth. It also provides them room for initiative and satisfies their need for autonomy

and challenge.

9
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According to above explanations, the term decentralization has been used to refer o two
closely related concepts, namely. Decentralization as distribution of authority throughout the
organization and Decentralization resulting from the establishment of semi-autonomous

divisions or profit centers. Figure 2.3 shows these two closely related conceplts.

Decentralization

Decentralization Decentralization through

as distribution of Authority divisionalisation or Profit Centers

Figure 2.3: Two closely relaed concepts of decentralization

As shown in Figure 2.3, in one concept, decentralization 1s done by forming sub divisions or
profit centers. According to Agarwal (1982), decentralization through creation of semi-
autonomous  divisions or profit centers is called tederal decentralization. These divisions
became responsible for their outputs as well as for their overall performance and profits. They
functioned with fully responsibility and corresponding authority within the framework of
broad corporative objectives, strategies, plans and policies. In a divisionalized organization,
the management has a very important role to play. Among its major functions are
determination of long and short range objectives. strategies and policies which provide a
framework for the operation of its divisions. The divisional managers are delegated full
operating authority and held responsible for the performance and profitability of their

divisions.

In the other concept. decentralization is considered as distribution of authority through out the

organization, Agarwal (1982) pointed out that while delegation refers to the transter of

10
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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 by managers to their subordinates. more it will lead to its decentralization.

Out of these two closely related concepts of decentralization, only decentralization as
distribution of authority concept will be focused in this research. Decentralization as
distribution of authority is mainly related with the delegation of authority to subordinates by
supertors to factlitate them for making decisions as required to perform their duties cffectively.
Hence, in next sections the literature will be reviewed to 1dentify the nature, process. effects of
delegation of authority to superiors and subordinates and factors leading to effective

delegation of authority.

2.4 Delegation of Authority

The aim of this section is to review the literature iy important areas of delegation of authority
to identify concepts and ways of transferring décision making authority in organizations and to
identify the benefits of delegation form of decentralization. Mainly this literature on
delegation of authority 1s 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 shown in Figure 2.4.

Eftects of delegation of
authority to superiors
and subordinates

Perspectives on
nature and process
of delegation

[ Delegation of Authority }

Factors Ieading to effective
delegation of authority

Figure 2.4: Different areas of delegation of authority
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2.4.1 Perspectives on Nature and Process of Delegation of Authority

There arc several perspectives for “Delegation of Authority”. Among them, five distinctive
perspectives can be identified such as l.assignment of authority to subordinate by a superior.
2. as an effective system to develop subordinates. 3. as a system to achieve goals in complex
project. 4. as an integral component of organizing process and 5. as a flexible system to

modify on requircments.

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
authonty to subordinates by the superiors to carry out specitic duties by making their own
decisions as there are limits to any superior’s time and knowledge. Jenson (2005) also argued
thac 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 be delegated to those
people who have the relevant information. Robbins and Decenzo (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 i the higher position of the organization pyramid with higher authority while
the Middle Managers and Site Managers are in lower tiers of the organization. For etfective
delegation of authority the authority which i1s with Top Managers should be pushed down

through the ranks of an organization.

Department of Building Economics, University of Moratuwa



Literatitre Review

Top
Managers

Middle
Managers

Site
Marmnagers

Figure 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 but
also the responsibility to a subordinate at a lower level. Responsibility means that a person is
assigned a task that he is 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 whatever
else is necessary to fulfill the vesponsibility. Further they explained that activities of the

subordinate should be accountable when he performs his duties.  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 performance. 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 tasks. initiate action on others and utilize the resources
of the enterprise. Delegation thus enables a manager to assign a part of his works to his
subordinates and transfer them corresponding authority to perform tasks and discharge their
responsibilities. It creates accountability on the part of delegates for the accomplishment of
assigned 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 but without passing on the ultimate responsibility which has been entrusted to
him by his own superior. Hence, according to above views. delegation of authority 1s very
much useful to perform the works of projects through giving more authority to subordinates

for 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 achicee the project goals successfully. Peters and
Waterman (1982) explained that the autonomy gives people confidence to cxperiment 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 ol 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 stafl and to give them confidence to perform works
effectively. Zabojnik (2002) stated that it may be less costly to motivate the project staff who
is allowed to work on their own idea than the project staft that is forced to follow the head
management orders. Melville (1995) stated that if the purpose of management is to ensure that
“things get done,” then delegation is the key to successful management. According to these
views, the subordinates are given adequate authoritics 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 develop their confidence and allows doing experiments to achicve project goals while

developing creativity and innovation by themselves.
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Third perspective about delegation of authority defined that it is a systein to achieve the goals
of a complex project. Anthony et al (1992) argued that by granting more autonomy (o
segments of a complex operation, one gains a better utilizanon of local knowledge. quicker
responses o needs and improved motivation to succeed through clearly identitied
responsibility. According to eighteen (18) case studies done in construction projects, Shirazi et
al (1995) suggest that when the projects are done under a complex environment and the
requirement of technology to perform the work is complex it leads to greater decentralization
of authority, mainly by delegation to achieve the project goals. Normally the project staft in a
complex project needs to make many instant decisions to perform their duties as the site
situations may be varied from time to time in such a project. For this purpose they should be
given adequate authorities to make such decistons independently and quickly to do the works
smoothly without any interruption of the works flow. Ultimately it greatly helps to achieve the
et target goals of the project successtully. Hence. the delegation of authority 1s very important

ior the projects in a complex environment.

The forth perspective of delegation of authority 1s defined as an integral component of the
organizing process. Agarwal (1982) stated=that delegation is an integral component of the
organizing process. It 1s 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 be based on three fold analysis 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?. The
answers to these questions will provide guidance to head management as to what activities he
should 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 is transfer of adequate authority to subordinates 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 be considered

by the subordinates. Further he explains that the relation analysis will indicate to the superior
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and subordinate about the relationships involved in the performance of activities. Hence.
delegation of authority should be performed according to an integral analysis of activities.
decisions and relationships of the project and authorities are delegated to the staft members

accordingly.

In the fifth perspective. delegation of authority is defined as a flexible system to modity time-
to-time according to the requirements arising within the organization structure, objectives.
policies and procedures. 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 effectiveness with which he exercises it. It is completely withdrawn in case
of his termination from the organization. Thus an executive. who delegates authority to his
subordinates. does not permanently dispossess himself of the authority that was initially vested
m him. Delegated authority is frequently modified when the needs arises due to changes in the
organicational structure, objectives. policies, and procedures, etc. since organizations exist and
operate in a dynamic environment and are themselves i a perpetual process of change.
delegation 1s also reviewed and modified from time to time to be organizationally functional.
Hence. it is very clear that the delegation of autherity is not a rnigid and fixed system to be
maintained for a long period. It is flexible to modity the system time to time according to the
requirements arising with the changes in the organization structure, objectives, policies and

procedures.

According to atl above perspectives it can be noticed that by delegation of authority. the
subordinates of an organization are given more authorities to make quicker realistic responses
to the issues 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. Also delegation of authority builds the confidence of subordinates and it is a
motivation tool ftor them to use their innovative decisions and they are given an adequate
awtonomy to display their talents to get more outputs. The subordinates have to bear more
responsibilities as they are delegated more authority to make decisions. Their decisions should
be transferable and they are accountable for their all activities and also they have a great
responsibility to maintain the trust kept on them. Also delegation of authority is very useful to

perform the activities in complex projects as there are many instant decisions to be made
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g okly with varying situations of the project. Further in fourth perspective it was described
«bont three analyses namely activity, decision and relation to be made before delegation of
archortty. Hence. it is very much important to analyze all the related factors connected with
doiecation of authority before promoting it. According to the fifth perspective, delegation of
« dhority 185 not a rigid or tixed system to maintain for ever. It is very much flexible to modity

o wording to the requirements.

Normally mna construction project it is very worth if the subordinate can make quicker
dectstons tor better benefits for the project and the organization as real time real decision is
conv valuable for more benefits. Authority should be granted to field staff for this purposc.
[aen they can make more suitable decisions using available local knowledge. It greatly helps

develop the subordinates m the construction industry by building their confidence and
owpariencee. Normally, there 18 a good opportunity in construction projects to take more

wpetience while practicing their innovative talents in the field and it helps to motivate them

-

aud to get more outputs. Also. the staft in construction projects faces to many complex and

arving sttuattons according to the nature of projects. The subordinates should have sufficient

aithorities and facilities to tface to those situations<#i the field of construction. In addition to

«hove, 1 a construction project, there are many activities. decisions and relationships are
rivolved in different levels to perform the project attributes. Those factors should be analyzed
in the field to allocate duties for the staft members of the organization. Normally the nature of
projects and the requirements of the organizations are varied with the time in construction
adustry 1 Sri Lanka. Hence, 1t 1s obvious that delegation systems in construction industry

have to be runs with some changes according to the prevailing situations of the field.

2.4.2 Effects of Delegation of Authority to Superiors and Subordinates

fn delegation of authority. it is mainly discussed the effects on relationships built among
superiors and subordinates. The aim of this section is to search the literature to identity the
ctfects of delegation of authority to superiors and subordinate separately. Adequate delegation
aentficantly  contributes  to the enhancement of organizational effectiveness. It enables

sxecutives to make their job related decisions. It frees them trom 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 organization. In this section.
effects to superiors in delegation of authority are discussed. According to the literature review.
this will be discussed under three sub topics namely: saving time and energy. releasing of

operational working Joad and opportunity for real top management functions.

¢ Saving time and energy

A main objective of delegation of authority to subordinates is saving time and energy of a
superior for better benefits of the organization. Aghion et al (1997) emphasized that delegating
a choice 10 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. Agarwal
(1982) has described some objectives are expected through delegation of authorities. An
important objective of delegation is that an exccutive 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 arcas 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 important areas of
his duties. William et al (1974) mentioned that a manager’s time can be 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 superiors 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
lreeing 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. Agarwal (1982) emphasized that there is a
freedom to top management from operational responsibilities n a decentralized management
svstem. According to him. superiors can apportion that part of his works to his subordinates
which he need not to do him self. Thus, it is greatly helps to release the operational working

load of superiors through delegation of authority.

o Opportunity for real top management functions

It 1y evident that subordinates can save his time and energy by releasing operational working
loads through delegation ot authority. It is very much essential to superiors to have more free
time to involve in real top management functtons. Agarwal (1982) has desenbed some
objectives are expected through delegation of authorities. An important objective of delegation
Is that an executive 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 arcas of his duties like
planning. coordination and control. Further he stated that there is a freedom to top
management from operational responsibilities in a decentralized management system. Then
top management is thus enabling to devote its time, attention and energy to the real top
management tunctions of determination long and short range goals. strategic planning and
formulation of major policies. According to hint, sub divisions have full operational authority
and divisional 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 save time and free to devote energy to important. higher level activities like planning.
setting  objectives. and monitoring performance. Further they explained that allowing
managers to devote more time to important managerial functions while lower level employees

carry out assignments means that jobs are done in a more efficient and cost effective manner.
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According to above explanations, it is noticed that by delegation of authority, the superiors
have the opportunity to save time and energy by releasing the operational working loads of the
projects 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 government
sector. mainly involve in day-today routing works as they are entrapped with many operational
works with 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.

24.2.2 Effects to Subordinates in Delegation of Authority

Subordinates are the other important party in delegation of authority as they are the main
actors to perform the activities in projects using granted authorities. It can be identified mainly
five features affect to subordinates through delegation of authority namely: autonomy.
responsibility, decision making, participation and motivation and satisfaction as effects to
subordinate in delegation of authority according to the literature.
oy

[t iv observable in the literature that autonomy, decision making. responsibility and
participation are inter related and motivation and satisfaction mainly builds up with those four

features.

e Autonomy

The subordinates in a division are granted more autonomy through delegation of authority to
perform projects attributes.  According to Agarwal (1982), delegation is legitimate
authorization to an executive to act in specified ways. It enables him to function independently
without reference to his superior within the limits set by the superior. Anthony et al (1992)
pointed out that by 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
suceeed through clearly identified responsibility. According to the literature, it is evident that
the subordinates should be granted more autonomy to perform their duties within the frame

work set by the organization.
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¢ Decision making

[n delegation of authority, subordinates have the opportunity to make decisions as 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
Navarre (1996) who described decentralized management developments cxplained 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 1s delegated nearest
to the levels of operations. Man 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. Decisions are also made speedily by cutting-off bureaucratic delays. Also the
decisions are more adaptable and flexible in situations of rapid change in the local conditions.
It focuses attention on to important cost and profit-centers within the total organization, which

sharpens management awareness of cost effectiseness as well as revenue targets.

e 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 al (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

According to Cole (1993), decentralization can contribute to staff motivation by enabling
middle and junior management to get a taste of responsibility, and by generally encouraging
the use of itiative by all employees. Aghion and Tirole (1997) stated that the delegation
needs to motivate and to increase initiative at lower layers of the hierarchy. Anthony et al
(1992) pointed out that by granting more autonomy to subordinates helps to motivate them and
it 1y greatly assist to succeed the projects etfectively and efficiency. According to Jolivet and
Navarre (1996) delegation of authority is very important to motivate the staff and to give them
confidence to perform works ettectively. With all the above cxplanations, it is obvious that
delegation of authority 1s a very good tool to motivate subordinates for better performance in

the projects.

¢ Responsibility

The subordinates in an organization are vested with responsibilities once they have been given
awtonomy and decision making authority to perform project activities. Agarwal (1982) argued
that the decentralization enables a company not only to utilize its managerial personnel more
cffectively but also forces the development of managerial abilities by giving them full
responstbility and corresponding authority to run their divisions. In a decentralized
management system divisions function on the basis of predetermined objectives set in mutual
consultation between the top management and divisional managers. These objectives become
the criteria of measurement of their performance. Further he emphasized that the subordinates
have to perform their duties within the limits set by top management and the subordinates
have a responsibility are not to exercise authority arbitrarily but only within the framework of
organizational objectives. policies, rules, procedures, traditions and culture. Newman (1963)
indicated that the delegation process is composed of four inter-related steps: such as
assignment 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
mstallation of an adequate control system to ensure that delegated authonty is utilized
judiciously and the desired results are achieved. These steps clearly indicate that the project

statt 1s granted adequate authorities with their duties by the delegation of authority and the
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same time they have to bear more responsibilities and have to perform the works with

accountability.

According to the above findings through literature review it can be identified that delegation
ot authority s more usetul to grant autonomy to subordinates allowing them to make realistic
decisions in the  field. With this  decision making authority to subordinates more
responsibilities are vested on them and they need to practice real participation in the projects
to pertorm their responsibilities. Real participation in projects improves the subordinates and
thov are motivated to perform their duties with a great satisfaction. Hence, delegation of

authority 1n construction context is very useful.

A~ discussed above there are more advantages identified in decentralization and delegation of
authority and  those are more important for the success and the development of an
argamzation. Those advantages help to perform activities in organizations effectively and
theretore the future of such organizations would be successful. Normally it creates a
competition among the divisions and hence the etficiency of such divisions goes up.

Ay

2.4.3 Factors Leading to Effective Delegation of Authority

Normally 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
cltectively. The aim of this section is to identify those existing matters for the better
understanding of the delegation of authority process and searching the factors leading to

effective delegation of authority.

In this section, before discussing the factors leading for effective delegation of authortty. it
will be discussed the obstacles exist within the organizations for effective delegation of
authority. Sometimes third person can observe that the delegation of authority is not adequate
and effective due to some facts. The reasons of inadequate delegation lic not only on the

attitudes of the superiors but also of the subordinates. Agarwal (1982) has explained some

[£9]
o8}

Department of Building Economics, Universitv of Moratinva



Literature Review

obstacles to effective delegation under two categories. Those are superior related reasons and

subordinate related reasons.

~ Superior Related Reasons

Firstly the superior related reasons will be discussed. These obstacles have to be understood
by the superiors and those should be avoided for an effective delegation of authority in an

organization,

According o Agarwal (1982), some managers are reluctant to delegate because of their belief
that they can make better decisions than their subordmates. Even if it were true that they could
make better decisions than their subordinates and if they were to do so, they will end up doing

the subordmates™ work to the neglect of their own work.

Further he explained that some managers like the comtortable feeling of authority and fear that
i1 they delegate authority, it will diminish their importance. This fear is based on a
misconception. In delegating. a manager transfesto his subordinates only that part of his
authority which are related to their job responsibilities. He still retains his authority as a

positional superior.

hird reason according to Agarwal (1982) is that some managers are often apprehensive that
they will lose control by delegating authority to their subordinates. They seem to think that
they 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
Is genuine 1n case of managers who are incapable or unwilling to establish proper controls to
ensure  that subordinates are performing satisfactorily and achicving the desired results.
Delegation does not mean abdication. and managers can and should watch and guide

subordinates” performance through a proper control mechanism.

Further he stated that some managers are reluctant to delegate as they fear it will expose their
own shortcomings to set goals, define tasks of subordinates, specify their respective

boundaries of authority. and coordinate their activities. They will betier 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 learn to use authority by exercising it. Mistakes are likely to

occur on both sides but mistakes are learning 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

Secondly the subordinate related factors will be discussed. These reasons have to be

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

According to Agarwal (1982), subordinates are etten unwilling to accept or utilize delegated
authority because they lack self confidence in their abilities. Some managers are often afraid
of making mistakes. This particularty 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 be reluctant
to delegate authority, subordinates are also often reluctant to use authority, particularly when
they lack selt-confidence in their abilities, apprchend disapproval if decisions do not turn out
to be good trom the superior’s viewpoint. or if they perceive that their superior expects them
to check with him before making the decision. In these situations, they tollow the policy of
upward delegation: that is to say. refer problems to the superior rather than tackling them at
their own level. This practice frustrates the very purpose 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 themselves make their job related decisions.
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Brinckloe and Coughin (1977) indicated that delegation includes the ‘“authority to make
crrors. The manager must accept that errors will be made as part of the process of learning™.
Subordinates who have low need for autonomy feel comfortable in the relationship of
dependence with their superiors. They feel confused and a sense of loss of direction if they are
cnirusted with authority to make decisions. Such subordinates will have to be trained and
developed to be independent through gradual delegation accompanied with guidance and
support. Subordinates feel reluctant to accept authority when delegation is so broad that they
ao not know what precisely they are expected to do and how much authority they can use for
niakmg decisions. Delegation to be effective should be specific without being rigid. Some
subordinates feel lack of motivation to take responsibility and accept authority. This happens
particularly when rewards like recognition, pay increases. promotion, etc.. are not linked with
pertormance. Delegation will be successful only when subordinates perceive that by accepting

rosponstbility and authority they will be advancing toward the satisfaction of their needs.

Delegation significantly depends on the value that an organization puts on it as a managerial
tunction and the availability of subordinates with requisite abilities, knowledge, motivation
and commitment to goals. External and internal emwronment of an organization also influence

e extent to which authority can be delegated to managers at lower levels.

the all above obstacles should be removed from the superiors and subordinates for having a
hetter system of delegation of authority. As identified from above explanations there are six
factors namely: trust and understanding, authority, control mechanism, goals and roles,
communication, and rewarding and training. These factors are to be discussed with this section

weparately with sub headings.

¢ Trust and Understanding

Fist of all for effective delegation. the obstacles discussed as superior related reasons and
-ubordimate related reasons as above are mainly depend on both the parties and those reasons
~hould be avoided by building trust and understanding between superior and subordinates.
this should be done while performing their duties together and both the parties should

tiderstand the 1ssues related 1o their own attitudes. They should think and plan some ways and
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means to build up the trust and understanding among them. It will be greatly help to reap the

real outputs of delegation of authority.

¢ Authority

weording to Agarwal (1982), some principles could be used as guide-posts to delegate
~athorities with discretion with reference to the organizational unique operating situations. He
aoseribed that the authority delegated to an executive should be closely related to his
responsibilities. It should be adequate-neither more nor less than adequate to enable him to
make all those decisions and take all those actions that are required for effective job
pertormance. Also interference should be minimized for eftective delegation. Once an
csecutive has delegated authority to his subordinate to make certain decisions. he should resist
o temptation of “telling” him what, when and how to do. Of cause, if a decision turns out to

oo complex to be handled by the subordinate. the superior must help and guide him. or
«ven he make the decision if its consequences appear to be more far-reaching than what had
neen visualized earlier. There should be a tolerance of mistakes for effective delegation. It is
nossible that the subordinates may at times make sub-optimal or even wrong decisions but 1f
' vsubjected to strong disapproval, he may refrain from making decisions himself, and adopt
mo safer course of asking the boss. It will not only overburden the already busy superior, but
s also never going to learn to make sound decisions. It does not mean that the subordinate
“hould be allowed to make as many mistakes as he may. It only means that minor mistakes
-nould be ignored. and serious mistakes turned into learning cxperience. As per above
cyplanation, the authority granted to subordinate should be sufficient to perform his duties

ctectively and etticiently.

e  (Control mechanisms

voarwal (1982) emphasized that for effective delegation ot authority adequate controls should
. ostablished. Since an executive can delegate authority but not responsibility, it becomes
scossary for him to establish adequate controls to ensure that his subordinates exercise
thority properly and achieve predetermined goals. But it should be borne in mind that

ntrols 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 be established to guide
decisions. One of the problems in delegation 1s to ensure that the subordinate uses his
authority judiciously and that his decisions are consistent with broad policies of the
organization. 1t can be done by establishing definite guidelines for decision making in the
form ol policies. rules and procedures. These will provide the subordinates a framework for

decision making and serve as standards for testing appropriateness of their decisions.

Jenson (2005) suggested some precautions and some proposals to mitigate the problems that
results from the fact that self-interested people who exercise decision rights as agents on
behalf of others as well as to improve the decentralized systems. He proposed three major
functions to be provided namely; a system for allocating decision rights among sub divisions
in the firm. a system for measuring and evaluating performances in the firm and a system for

rewarding and punishing individuals for their performances.

According to Robbins and Coulter (2005), there are some practices to be considered for
eftective delegation of authority namely; clarifying the assignment. specifying the
subordinate’s range of discretion, allowing the subordinate to participate, informing others that
delegation has occurred and establishing feedback channels. These practices are very much
mmportant 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.
e (oals and Roles

Agarwal (1982) stated that the goals should be predetermined for effective delegation. As the
purposc 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 be 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 divisions is 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
broad policies in various areas. It should not supervise, and control the operations of its
divisions. It should not worry about operations, and pay greatest attention to providing
direction, objectives. strategies. plans and key decisions of the future. Both the top
management and cach divisional manager should clearly know what is expected from him in
terms of variable objectives. It is on the basis of these objectives that centralized control and

measurenients can be established.

According to him, authority of divisions should be clarified. Often friction and conflicts arise
between top management and divisional managers, and also among various divisional
managers if boundaries of their authority are not set out clearly. This can be done by means of
a chart of authority delegation showing what kind of decisions a divisional manager can make
himself. what matters he has to refer to headquarters and whosc approval at the company
headquarters 1s needed in various kinds of decisions, in what matters he is required to consult
his superiors. He further explained that a=balance should be maintained between
decentralization and centralization. Decentralization has its own costs 11t terms of problems of
coordination, duplication of staff specialists, etc. If decentralization 1s to be applied
successtully it should be balanced by careful centralization. It implies that while divisional
units are 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

centralized and what is to be decentralized and maintaining a balance between the two.

Cleland and King (1988) stated that a good manager delegates cffectively. In doing so he
negotiates some sort of compromise between the extreme of “abdication™ which is letting
subordinates do everything and “autocratic management™ which is doing everything himself.
According to them, the capability of the subordinate, importance of the decisions and the work

toad of the superior are the other important factors in delegation.

[herefore it 1s needed to be considered this nature of delegation and the capability of

subordinate, importance of the decision, superior’s work load, authority level for an eftective
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deiczation of authority in an organization. It should be given a great attention for establishing
oo~ wid selecting capable managers for the position for getting more benefits through

delovation of authority.

»  (Communication

Wion sufticient authority detegated to subordinates. they can work with more freedom 1n the
prosects according to the rules and regulations set within the organization. But it is very
important to share the information as much as possible with superiors to update them with the
proesect sttuation. Also the superiors should send all the relevant informatton to the projects to

diect the subordinates with changes and new directions.

(+ond and King (1988) explained that using and sharing of relevant information and decision
anttiory requirement for delegation as very important factors for effective delegation of
awhoriy, According to them delegation often fails when the communication is unclear on
citner o both of these dimensions. Hence. sharing relevant information and communication in

the process of delegation is very important. o

* Rewarding and Training

Avarwal (1982) further stated that delegation should be rewarded for cffective delegation. In
order Lo encourage executives to delegate adequately and effectively, organizations should
ostabiish a policy of rewarding delegation. This can be done by making delegation as one of
the erteria of performance evaluation. Similarly, subordinates should be encouraged to accept
responsibility and take initiative. Bateman and Snell (2002) stated that, the subordinate

acquires an opportunity to develop new skills and to demonstrate potential for additional

-

~nonsibilities and perhaps promotion. In essence. the subordinate receives a vital form on the

o tramning that could be paying off in the future.

SEortcomings discussed in subordinates” related reasons could be solved as described there by
docloping self confidence of subordinates, giving more training and guiding them as required

21 the delegation process.
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The uitimate purpose of the delegation of authority should be the success of the organization
and the development of the staft members. Hence, it is very much essential to consider above
factors to achieve the set targets in delegation and those are very important for the
naprovement of the system. Giving more attention and taking required arrangements to fulfill
above factors are very important for developing a better decentralized system in an

organization.

Generally all above factors are visible within the organizations in construction industry of Sri
Lanka in different weights. But there are so many shortcomings to be understood and those
should be corrected using some techniques for having a advanced organizing system in the
field. As discussed above all the factors leading to effective delegation of authority should be
coinidered in the construction context m Sri Lanka for better performances and for the

sistinability of delegation system within the organization.

2.5 Development of the Concept Model

Considering all the areas discussed above, it can be concluded the main features and effects of
delegation of authority under two main categories and factors leading to effective delegation
of authority as in Figure 2.6. According to Figure 2.6, effects of delegation of authority are

discussed as effects to subordinates and effects to superiors.

Frstly, the effects through delegation of authority to superiors will be discussed. According to
the literature review. a superior can save his valuable time and energy to use it in higher scale
activities for more improvements and the success of the company while releasing his massive
wark load. Superiors in an organization have a great responsibility to make managerial
decisions and they need to devote energy and time to important higher level activities like
plannmg. setting objectives. scheduling, coordinating, monitoring and controlling the works of
projects under taken by the organization.  As top management is freed from operational
responsibilities through delegation of authority they are enabling to devote their time, attention

wul energy to the real top management functions of determination long and short range goals,
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staategice planning and formulation of major policies (see Section 2.4.2.1). Hence. it is very
worth delegation of authority to subordinates by the superiors and it affects to the development

ol the organization as well.

Sevondly. the effects through delegation of anthority to subordinates will be discussed. Mainly
{1 o eftects to subordinates through delegation of authority were discussed in the literature
rewew namely: autonomy, decision making. participation, motivation and satisfaction and
responsibility. As discussed in the literature review, through the delegation of authority. a
svhordimate 1s granted adequate authorities to make timely realistic decisions utilizing local
aatlable knowledge and to make quick responses for the matters arises in projects time to
wpe  In this process the subordinate 1s given more autonomy. more responsibilities. better
potination. more satisfactions and it helps to build up his self confidence through a real
periicipation to the activities showing his innovative talents. Then the subordinate has a good
cppertunity 1o get developed his skills as well as to get good experiences by involving with
mainagerial activities while doing some learning experiments. In delegation process the
~hordinate has a great responsibility for the success of the project and he should perform the
diinies effectively to achieve the desired goals of the project. The superior also has a great
tosponsibility to delegate his authority to subordinate effectively and adequately for the

stecess of the project (see Section 2.4.2.2).

\~ indicated in Figure 2.6, there are some factors leading for effective delegation of authority.
\coording o the literature review, six factors leading for effective delegation of authority
woere identified. Those are trust and understanding, authority, control mechanism. goals and
retes communication and rewarding and training, sufficient authority should be granted to
sibordinates o perform their assigned tasks successfully. Selecting capable managers for the
pestons 1s also very important for effective delegation of authority. The goals should be
¢ avlished and predetermined for the responsible managers to facilitate for proper planning
. works, Since the superior does not delegate all authority or abdicate responsibility. there
“ould be open lines for effective communication. Sharing information between the superior
| the subordinate is very important for ettective delegation and avoid mistakes. Establishing
woper control mechanisms is also very important to achieve the set targets of

¢ contralization. Because no manager can relinquish responsibility. delegations should be

(O8]
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accompanied by techniques to make sure the authority is properly used. But controls are not to
mtertere with delegation, they must be relatively broad and designed to show deviations from
plans rather than interfere with routine actions of subordinates. The subordinates should use
theu authorities judiciously and their decisions should consistent with broad policies of the
orcantzation. Trust and better understanding between the subordinate and the superior helps to
bu:id « good relationship among them and it leads for better practicing the activities of
prorects: Rewarding for successful performances greatly help to motivate subordinates and it
v -ony uselul for effective delegation. It would be promotion to a higher position, granting
meie tactlities or incentives and reputation. Also the training in delegation of authority is more

mportant to train subordinates as require (o suit to the system (see Section 2.4.3).

(I
(9]
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CHAPTER 03
Research Methodology

3.1 Introduction

this chapter is designed to introduce the research methodology which 1s the basis for this
sndyoon delegation of authority in project management decision making. There are several

s to undertake a research,

vrescarch may use alternatives from the three dimensions in different combinations. What
nters 1s that the research methodology is appropriate tor addressing the questions that define
- focus of the research. The methodology can be demonstrated to give acceptable validity
ad - reliability choices of strategy, methods and data types depending primarily on the

atormation needs stemming from the research questions.

Ay
I'he research methodology is the core for successful outcomes of a rescarch. It denotes the
swwtematic way of solving the research problem. In research analysis, the most appropriate
saience and technique should be selected with an understanding about the logic behind the

scene. As such, a qualitative research has been selected in this context.

[his chapter will be structured under three main headings namely; research design, rescarch
process and research validity. Research philosophy, research approach and rescarch techniques

are 1o be discussed under research design.

3.2 Research Design

Research design is the plan for getting from the rescarch question to the conclusion. The
Nested research model (Kagioglou Et al., 2000 cited in Senaratne, 2005): 1s adapted in this

rescarch. As indicated in Figure 3.2, this model illustrates the method of study countains of
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.arch techniques which are selected based on the research approach and. research approach

- lected based on the philosophical stand of the research.

Research Approach

Research Techniques

Figure 3.1 — The “*Nested" Research Model

Source : (Kagioglou et al, 2000)

3.2.1 Research Philosophy

esearch philosophy is the first issue in the research design. According to Easterby —Smith ct
2002). there are three reasons for the importance of the research philosophy. Firstly.
.earcher needs to clarify the research design and, research philosophy helps in clarifying it.
«ceondly. it helps in identifying the circumstances on which the research design functions.
mally. it helps researcher to identify and create research designs which may be beyond his

Ll experiences.

. wterby - Smith et. al. (2002) explained that interpretivism is one of these philosophies which
«lieve that the reality is subjective and interior to the people. Especially this rescarch needs a
.ailant observation of human interactions and behaviors according to the research aim and the
aure of this research. This particular issue forces the researcher to assume that the reality
Jtich the research problem secks is within the people who have been observed. Hence.

s1erpretivism research philosophy was adapted in this research.
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3.2.2 Research Approach

[« very important to select a suitable research approach to deal with research problem, after
do g the research philosophy. According to. Esterby- Smith et. al. (2002), that the rescarch
aporeaches helped to organize research activities, including the collection of data, in ways that

ar. more likely to achieve research aims.

-

cording 10 Yin (1994), the case studies are appropriate when the research problem is “how™

“why™ type of questions. In this particular research it is aimed to search “how delegation

or anthority affects to the staft in a sub division of a decentralized government sector
o anization in Sri Lanka for performing the project activities™  Yin (1994), further stressed
i the case studies can be very useful when a little is known about a particular phenomenon.

observable that the many government organizations which are available in construction
sty of Sri Lanka follow a centralized management system for their operations. Available
Leoawledge is little in this research area due to this reason. Patton and Appelbaum (2003)
«ed that case studies are more suited for qualitative data predominate. Lee et al. (2007)
di-tssed the importance of usage of case study research approach in unique cases which has
g htative tradition and came across as management researches. This research also dealt with
o native data as generated through human interactions and behaviors. Therefore, it 1s more

«.1able to select a case study approach for this research according to above factors.

3.2.3 Research Techniques

N ecting appropriate research techniques is important after selecting the research approach.
D a collection techniques and data analysis techniques were used in this research. Semi
«tured interviews were used as the main data collection tool in this research. For analyzing
© Cross-case analysis, content analysis and cognitive mapping were used as described in

a0 3.3.7.
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3.3 Research Process

[he stages of qualitative research process identitied by Senaratne (2005) were followed as this
research falls into the qualitative research category. The stages of that process are initial
mpetus. literature synthesis, problem statement, case study design, data collection, data

analvsis and write-up in sequential manner. These stages are discussed in next sections.

3.3.1 Initial Impetus

ihe researcher got the opportunity to join with Central Engincering Consultancy Bureau
(CECB) after the graduation and mainly has been involving in construction projects. Though
CECB was a major government engineering organization. it was involved with only few
construction projects while involving with consultancy works in mega projects in Sri Lanka
when the researcher joined with CECB. But little by little the construction division of CECB
was grown up and it was needed to be expanded with more resources. Then CECB decided to
torm more sub divisions mainly through decentralization and the researcher has been
imolving in these sub divisions in his career. While involving in project management
activities, the researcher was able to practice some important aspects of delegation of authority
as asupertor as well as a subordinate and some factors affecting for effective decentralized
divisions. The initial impetus to carry out this study was generated with these expericnces to
the rescarcher and the researcher decided to follow a Master of Science Degree in Project
Management at the Department of Building Economics, University of Moratuwa to enhance
the knowledge on project management. When following this study. the researcher was curious
o explore the factors affecting for an effective delegation system and the effects of delegation
authority to superiors and subordinates. As decentralized management systems are uncommon
m government sector organizations, it is hard to find a proper existing decentralized system for
warching the details in such a system. Therefore. it is very much useful to discover
delegation of authority in project management decision making in government sector
arganizations” to identify the effects of such a system for superiors and subordinates and to

wdentify the factors affecting for effective delegation of authorities. With this requirement the
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researcher decided to explore more details on delegation of authority. This research is a result
of that requirement as well as to fulfill the requirement of dissertation under the Degree of

Masters of Science.

3.3.2 Background Study

I'e researcher carried out a background study with the subject area of decentralization and its
Jifferent forms. Mainly this background study was concentrated to decentralization through
delegation of authority due to prevailed time constraint. Special attention was given to journal
nicles. books. relevant web sites. e-articles and unpublished dissertations in this background
wdy. It is observed that. though the issues regarding decentralization and delegation of
atithority are frequently addressed by the management rescarchers, only a limited number of
those have focused on delegation of authority in government sector organizations. Hence. a
Lierature synthesis was undertaken to identify research issues in broad way and with relevance

to the organizations in construction industry.

3.3.3 Literature Synthesis

[he literature synthesis was more focused on the publications by the key authors and journals
i the study domain. The literature synthesis was carried out by referring several sources such
A books. magazines. reports. journal articles, e- journals and unpublished dissertations. The
lterature review was also included by usage of internet web search to study concepts of
decentralization and its form of delegation of authority. Decentralization, delegation of
authority. process, objectives. advantages. principles and obstacles of delegation. main
jeatures of delegation and factors affecting for effective delegation of authority were discussed

n depth in the literature synthesis.
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2.3.4 Research Problem Statement

e research problem statement was established as “how delegation of authority affects to the
catt ina sub division of a decentralized government sector organization in Sri Lanka for
pertorming the project activities?” using the findings ot the literature synthesis. The research
problem was graphically explained as in Figure 2.5, through a process model in order to get a

better understanding.

3.3.5 Case Study Design

Aiter establishing the research problem. the next step is the case study design. Case study
dasten 1s the plan for getting the research problem to the conclusion. According to Yin (1994,
+carefully designed case study can increase the generalisability of the study, which is one of
diemain criticisms over the case study approach. Hence. in the case study design a special
attentiont was taken to enhance the generalisability.  The procedure which was adapted in
designing the case study including the iden[ificali(:{ of unit of analysis. defining the number of

cases and selection of cases are discussed below.

3.3.5.1 Identification of Unit of analysis

Ym (1994) stressed the idea that the identification of ‘unit of analysis™ or the “case’ is of
paramount importance to any research design and it is much linked with the way in which
rescarch problems have been created. In this study the objective is to explore how delegation
ol authority affects for project management decision making in government sector
organizations which are operated in construction industry in Sri Lanka. Central Engineering
{"onsultancy Bureau (CECB) as a government sector organization which is involved in
construction  industry of Sri Lanka has adopted a decentralized management system by
ostablishing sub divisions to perform the operations ot projects under taken by it. Most of

other government organizations which are involved in the construction industry ot Sri Lanka
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selecting the cases. The graphical way which was used in selecting the cases is illustrated in

tigure 3.3.

Five cases were selected for this research from Central Engineering Consultancy Burcau
(CECB). When we consider the government sector organizations operated in Sri Lankan
coistruction industry, it is very clearly observable that the CECB is the only organization
which has been decentralized into sub divisions completely for performing the activities of the
projects under taken by CECB. These sub divisions are assigned to Additional General
Managers (AGM) and those divisions are operated by using delegation of authority among the
stall members of the divisions. There are two important layers namely Deputy General
Manager (DGM) and Project Manager (PM) exist under AGM in each division and other
subordinates like Resident Engineer (RE), Site Engineer (SE) and technical statt directly
managed by PM. Also it is noticeable that the each of these divisions is run as separate cost
caniters or profit centers. Although all the sub divisions of CECB are functioning under same
poticies and procedures, it is observable some deviations in each division due to many reasons.
Some of reasons are related to superiors and others are related to subordinates. Decentralized
management systems are mainly depending on the persons who are in the key positions of the
division. Therefore selecting of five separate divisions of CECB 1s very useful to study the
similarities and deviations of decentralized management systems while scarching the main
teatures of decentralized management systems. In this research five AGM divisions were
selected from five provinces namely Central. Eastern, Northern, Sabaragamuwa and Uva. By
studying on those particular divisions, a better understanding of delegation of authority in

covernment sector organizations in Sri Lankan context could be obtained.
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Construction
organizations in Sri
Lanka

Public sector
organizations’

Central
Engineering
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Bureau

No
Yes
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No

Yes
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Consider convenience. Neglecting the
accessibility and cases
Supportiveness

A

Selecting Five cases

Figure 3.3: Criteria for selecting the cases

ciment of Building Economics, University of Morannya



Research Methodology

3.3.6 Data Collection

Hhw the data was collected 1s explained in this section. Yin (1994), has identified six sources
¢ data collection under case study approaches. namely: documents, archival records,
aerviews, direct observation, participant observation and physical artifacts. Out of these
rechniques, interviews were used as the main data collection tool. as it is the most accessible

and affordable method as the researcher 1s working in the same organization.

\ceording to Sekaran (2003). 1f the interviews are carried out face to face, researcher can pick
ip the nonverbal cues from the respondent and it is beneficial to understand the responses
ctiectively and evaluate whether the respondent’s mental condition is suitable to answer the
Jrestions clearly. He further explained that when interviews are conducted in semi- structured
tener. 1t enables to adapt the questions necessary. clarify doubts and ensure that the response
« properly understood by repeating and rephrasing the questions. Thus. the interviews were
caried out face-to-face in semi structured manner. The following sections explain the

siructure of the interview and the interview process.

Ay

3.3.6.1 Interview Structure

The 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
ostablished in Chapter O1. Table 3.1 illustrates how the interview guidelines were developed
with reference to the literature synthesis and objectives of the study. These guidelines were
structured under four main headings namely:; background information. effects to superiors.
eftects 1o subordinates and factors affecting for effective delegation of authority. The
developed mterview guideline structure to capture the required data is tlustrated in Appendix

(]
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fuble 3.1: Structure of Interview Guidelines

scetion in the Interview Guidelines Reference to Reference to Research

Literature Synthesis Objectives

f+ - hground information

e 1o superiors in delegation of 2421 Objective 3
cohormy

tticcts to subordinates in delegation of 2422 Objective 3
nority

R mr;:lffccting for effective 243 Objective 4

¢ legation of authority

+.3.6.2 Interview Process

“heomterviews were conducted with three key participants of each sub division namely
vddintonal General Manager (AGM), Deputy GCT]E‘ral Manger (DGM) and Project Manger
P\ and 1t 1s help for keeping a consistency within an interviewee sample of each case.
AGAML DGM and PM in each division act a vital roll in the division and their experience and
wriormance are very important for the success of each division. They have to interact with
«hother in all operations of the division and other sections in the division mainly controlled
-, these key persons. Also the attitudes. views, talents. skills and competencies of these key
sasons affect for better development of the division. Considering all the above reasons it was
“cused o conduct the interviews only with AGM, DGM and PM of each division to identify
woeffects of delegation of authority and the factors affecting for effective delegation of
wthority. Also two group interviews were conducted in this process and the groups were
onsisted - with - Additional  General Managers. Deputy General Managers and  Project

Lianagers.

this interview process. 15 interviews were conducted and cach was taken about two hours to

suplete. Some of interviews were video recorded with the permission of the interviewee and
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(- - were note laking. Video recorded interviews were taken into notes as a summary after
v bing them later. Appendix Ol illustrates a sample of interview transcript. Details of the
. ewees and the divisions were not disclosed in this report for maintaining the
. tlentiality as guaranteed i the questionnaire guidelines. During interviews, a bricf
' reneal explanation about main features in delegation of authority relevant to the objectives
comparison with the existing government sector construction organizations were given

L oiviewees for giving a better understanding about the questionnaire and to explain the

srement of the research.

3.3.7 Data analysis

. s section it is described how the collected data were analyzed. First, the key themes
. des) emerging from the findings were identified within each case for analyzing collected
o Perry (1998) stressed that these findings should be justified by using ‘cross-case
«wrdvsis® which is the process identifying interrelationships and differences between each
. ~cx and afterwards, the conclusions should be madd. This data analysis process was based on
v data analysis techniques namely: content analysis and cognitive mapping which will be

discussed in subsequent sections.

13.7.1 Content Analysis

weording to Senaratne (2005). code-based content analysis enables to find similar cognitions
“nder a particular concept and consider its significance rather than the actual content of the
-caimnent. Hence. code-based content analysis was used in this study to capture important
Concepts from the transeripts and for effective interpretation of those. The QSR NVivo -7
Copyright 1999 -2007 Qualitative solutions and Research Private Limited); computer

itware was used in this study to case the clerical works relating to content analysis.

Al the beginning. coding structure was developed with major themes which were formulated

1 the basis of the developed concept model as indicated in Figure 2.6 in Chapter 2 which was
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mnfied in the literature survey. This coding structure is itustrated in Appendix 02. In next
. all the interview transcripts were coded based on the assistance of aforesaid software.
csequently coding reports were generated by the software for cach sub themes. These
tng reports allowed identifying similar cognitions under these themes. and rooted n those.

ated cross- case analysis write-ups were developed. During write-ups. key findings were

i+~ reterred with the corresponding literature findings.

1.7.2  Cognitive Mapping

. though. content analyzing enables better interpretation of qualitative data, 1t lacks with

o displayig capabilities. According 1o Miles and Huberman (1994). 1t is hard on analysts
Caasel 1t is dispersed over many pages and not easy to see as a whole. It 1s sequential rather
stultaneous, making it difficult to look at two or three variables at once. It iy usually
iy ordered and it can get very bulky. Thus, to overcome these shortcomings. it 1s obvious
1 content analysis alone is not enough and effective. There should be a better technique to
vivze such data sets. Senaratne (2005) stressed the idea that the cognitive maps which one of
+ possible data displaying techniques along with matrices and networks: provides a holistic
~woby allowing the reader to move back and forth between understandings of the whole.
herefore. cognitive mapping was selected as the data displaying technique to oftfer

w1 enient understanding to the reader in this rescarch.

1.3.7.3 Conclusion Drawing

Fus 1s the final stage of data analysis. Conclusion drawing was described by Miles and

Haberman (1994, cited in Senaratne 2005, p.91) as

“Conclusion drawing involves researcher in interpretation and drawing meaning from

the displayed data.”

[hus. tindings through the empirical study; their inter relationship with the existing literature:

ad, the implications from this study to both the theory and to the practice were elaborated
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under conclusions. Also. new research directions which emerged from this study were

highlighted in the conclusion.

3.3.8 Write- Up

Writing up of the dissertation is the final stage of the research process. Throughout the
research 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 narrowed towards
the objectives of the research. 1t was taken every possible effort to explain the matters arose n
e research in understandable manner using figures and tables as much as possible for easy

reference to the reader.
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3.4 Research Validity

v method of study was incomplete without considering the fundamental issues relating to
. Juation of the validity of any research outcomes. Yin (1994) stated that any research study.
‘o1 11 to be valid should confirm to, and pass certain design tests with regards o various levels

o rescarch validity as explained below.

» Construct validity - Establishing correct operational measures for the testing of the

concept being studied is considered here.

» Internal validity — Establishing casual relationships. whereby certain conditions are
<hown to lead the other conditions. as distinguishes from the spurious relationships

considered under this.

» External validity — Establishing a domain to which vesearch findings can be
generalized 1s considered here.
Ay

» 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 ensure the validity under each ot above levels of

validity and those are indicated in the Table 3.2.
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Table 3.2: Measures taken to ensure the validity of the research

Test Measures taken in this research
Construct ¢ Triangulation: Interviewing three people on the unit of analysis
Validity ¢ Conducting semi structured and face- to- face interviews:

Adapting the questions necessary, clarify doubts, picking up the
nonverbal cues from the respondent for greater understanding
¢ Selecting interviewees: Seclecting key individuals of the division

who have regular interactions.

Internal ¢ Developing research problem and process model: Developing
Validity the research problem and process model progressively in a logical
manner.

e l.ogical analytical process: Cross-reference to literature and

process model when producing results.

External e Multiple case studies: Sclecting five cases to investigate the

Ay

Validity rescarch problem.

¢ Logical case selection: Adapting logical criteria for selecting cases

Reliability ¢ 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 interviewees
based on the same defined interview guidelines.

¢ Consistent interviewee sample: Additional General Manager.

Deputy General Manager and Project Manager from ecach division

Deoartment of Building Economics, University of Moratinva
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3.5 Summary

I'his chapter has described and justitied the research process and the methodology adopted for
(ke purpose of the research. The case study method was selected as the rescarch method in
oider o fulfill the requirements of the research and it was described in this chapter. From the
licrature survey and desk study on documents were carried out to explore the main and sub
cotenia that affect the delegation of authority in a government sector organizations. Finally the
tocarch validity was discussed to enhance the quality of the research. In the next chapter,

o carch findings from the case studies will be presented and analyzed.

‘N
(8%
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CHAPTER 04

RESEARCH FINDINGS

I Introduction

serpose of this chapter is to analyze the empirical data collected through the interviews in
sintive manner and comparing those data with the literature review. Cross-case analysis 1s
i explain the similarities and ditterences of the considered five cases in detail and those
fenties and differences are discussed with literature review indicating the main important

ct- A description of the selected five cases is illustrated before the cross-case analysis.

4.2 Description of the Case Study

a~ research, five Additional General Manager (AGM) Divisions of Central Engineering
<idtancy Bureau (CECB) were considered for the case study and those divisions were
cied from five provinces as the external conditions such as availability of resources,
tal. cultural and social are differed from province to province. It is observable that the
- ~wetion of cach division is almost same and AGM, Deputy General Manager (DGM) and
oot Manager (PM) are the key positions in each division. A briet description about the

Jud five cases is given in Table 4.1.
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