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ABSTRACT

Purpose: The global demand for increase in construction activ-
ity necessitates the improvement of project performance. In the
construction industry, motivation is seen as an intermediate vari-
able between principle project activity and project performance.
This paper assesses the positive motivational drivers that can
propel construction employees’ behaviours towards achieving
project success.

Methodology: The literature scan between 2000 and 2012 reveals
thirty-three employee motivational drivers; these were selected
for the research. The study adopts qualitative and quantitative
methods to evaluate current practices and identifies the most
significant motivating drivers in the Akwa Ibom State of Nigeria.

Findings: The results show that the majority of respondents agreed
on the use of rewards for achieving optimal outputs. The profes-
sional and personal developments of employees have not been
promoted efficiently by their employers. Prospects of promotion,
participation in decision making and respect for people are ranked
as the most significant employee motivational drivers.

Value of research: The findings create an insight for the construc-
tion practitioners to gain better understanding of the key areas to
focus on in order to achieve optimal outputs

KEYWORDS

Workforce motivational driver, project performance, construction
employees and optimal outputs.

INTRODUCTION

The construction industry employs a high percentage of the
workforce, with the highest record of job losses compared to other
industrial sectors [6, 24]. Over the past decades, the workforce
has experienced a shift from blue collar (routine work) to white
collar (knowledge work). This involves the continuous process of
creation of new insights and beliefs that define problems; develop
and apply new knowledge to solve problems; and then further de-
velop new knowledge through the action of problem solving [19].
Today'’s highly competitive and rapidly evolving work environment
demands that businesses be able to respond to changes in market
conditions, legislation, technology or public expectations [4]. In
recent years, the construction industry has experienced increasing
interest in innovation, both among practitioners and academics
[22]. The innovation consists of new methods, materials and
technologies in construction project implementation. Despite the
improvements, the statistic reveals that 65 percent of executed
projects do not achieve their objectives [9].

The non-compliance with project objectives has resulted in
poor project performance. Previous studies have shown that even
talented employees with excellent technical and project manage-
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ment skills can perform poorly if they are not motivated effectively
[8, 33, 42]. Motivation is an act of manipulation that can carry
positive and negative implications [28]. From the logical and
rational approach, it is presumed that employees are motivated
to respond to inducements of project managers, but this is not
always the case. In the modern workforce the use of incentives
and rewards to motivate employees has become increasingly
ineffective as a motivation to achieve performance. For example,
the use of compensation as a motivational tool can get to a point
where it is predictable, and it then becomes an entitlement, not a
motivator [18]. It is therefore important to adopt the appropriate
reward and recognition that can motivate an individual positively
towards achieving the desired project outcomes. This paper is
aimed at assessing the positive motivational drivers that will
influence construction employees’ behaviours to achieve project
success. In order to achieve this, the following objectives are
considered: (a) identification of the motivational drivers that can
propel employees’ behaviours to achieve the project objectives,
and (b) evaluation of the current practices in terms of employee
motivation and work productivity in Akwa Ibom State.

Motivation of the construction workforce

Motivation is defined as an internal driver that activates and
directs behaviours [26]. Motivation of employees is a tricky ex-
ercise that requires a clear understanding of concepts, principles
and myths about motivation in order to effectively utilise it [1,
28]. Employees, being people, are different, act in different ways
and are motivated by different things. Motivation is focused on
redirecting the employee’s energies toward optimising job related
behaviours [16]. This requires proper understanding of the em-
ployee’s strengths and weaknesses so as to find out what will be
needed to get specific employees to perform and also on how to
capitalise on the ways these employees learn, in order to motivate
them effectively [3]. In the construction industry, motivation is
considered as an intermediate variable between principal project
activities and project performance [17, 23, 29]. The nature of
the construction industry relies heavily on its workforce to remain
competitive and profitable [10]. Throughout history, both prac-
titioners and academics have sought to find the most effective
ways of motivating the construction workforce.

Seiler et al. [27] classify motivation theories into two major
types, namely: (a) content theories, and (b) process theories. The
content theories focus on individual needs, and explain why it
is important to consider the individual needs of employees with
regard to work motivation, while process theories define motivation
in terms of a rational cognitive process, and focus on behaviour
as a result of a conscious decision making process. Parkin et al.
[21] argue that the behaviour and psychology of employees may
not always conform to motivation theories. The study conducted
by Ogunlana and Chang [20] emphasises that the selection of
motivators differs in the context of culture and working envi-
ronment. There are several misconceptions about what drives
employee motivation [18]. It is important to understand that a



combination of factors motivates employees, not just one type of
extrinsic or intrinsic reward [16].

Review of employee motivational drivers in the
construction industry

Many researchers have studied motivational tools in different con-
texts. Lifson and Shaifer [15] argue that knowing the importance
of the factors influencing the decision making process would allow
key and major decisions to be reviewed and discussed regularly.
This paper reviews the selected studies published across the globe
from 2000 to 2012. In the study conducted by Hemanta and
Xia-Hua [10], a total number of 13 sub-criteria and 25 project
attributes were identified in relation to workers’ motivation and
work productivity in Australia. Slowikowski [32] lists ten de-
motivators that affect employee performance on construction
sites in the study on motivating workers. The research efforts
in Turkey by Parkin et al. [21] identify 10 motivating factors
and eight de-motivating factors influencing Turkish construction
workers. The study emphasised the use of internal and cultural
forces to motivate construction workers. Skitmore [31] examines
the de-motivating factors influencing foremen, plant operators,
carpenters and steel fixers involved in civil engineering projects in
China, while the paper authored by Uwakweh [39] observes the
level of motivation among construction apprentices throughout
the mid-western cities of America. Huang [12] investigates the
job satisfaction of employees of subcontractors working in Taiwan.

The study on whether the occupational groups are motivated
by differing motivating factors conducted by Holmes [11] reveals
that the choice of the motivational factors is influenced by the
characteristics of an individual occupational group in New Zea-
land. Yisa et al. [43], in their study on the Iranian Construction
Industry, report that the international political situation and eco-
nomic sanctions have produced market instability, which has a
direct influence on the factors affecting motivation of construction
site managers. Other researchers have also identified motivational
drivers as commitment [37], management theories [41], quality of
life [301, and consumerism and culture [38]. A review of literature
has revealed 33 common drivers that different researchers have
argued could influence workers’ productivity on construction sites.

RESEARCH METHODOLOGY
Questionnaire design

The research problem addressed is that contractors are faced with
the responsibility of achieving best performance in project delivery,
but how best to motivate the construction workforce towards
best performance has remained a challenge in the industry. The
exploratory nature of this study requires a combination of both
quantitative and qualitative methods of data collection. For the
quantitative approach, surveys through questionnaires were found
to be effective because of the relative ease of obtaining standard
data appropriate for achieving the objectives of this study. A ques-
tionnaire survey was used to get information from respondents in
order to assess the employees’ perceptions of motivational drivers
and the impact of the current practices on employee motivation
and work productivity. Based on the strengths and weaknesses
identified in the literature scan, a draft questionnaire was prepared
and shown to professional experts and academics in the field.
Amendments were made on the drafted questionnaire based on
the suggestions of the reviewers. The questionnaire required the
respondents to rank their answers on a Likert-scale of 1 to 5.
According to Farrell [7], the use of a qualitative method for data
collection may be problematic to achieve a result, but the data
captured are rich. Personal interviews were conducted with some
respondents to clarify their answers.

Characteristics of respondents

The study population comprises construction firms that are
involved in building and civil engineering works in Akwa lbom
State of Nigeria. Akwa Ibom is an oil rich state with the largest

allocation of oil revenue. For the past five years, the state has
experienced the largest infrastructural development in Nigeria,
thus has also increased the demand for best performance. Kothari
[14] stipulates that survey protocol of random sampling proce-
dures allows a relatively small number of people to represent a
much larger population. The study targeted a total number of 10
contractors registered with Ministry of Works and Housing, Akwa
Ibom State under the grades of C to D, who are actively involved
in on-going projects. A total number of 80 questionnaires were
sent to the construction professionals working with the selected
contractors. Face to face delivery is preferred to promote clarifica-
tion of arising queries and raise response rate. For varied reasons,
only 63 construction professionals participated in the research,
with a response rate of 79%. The survey was carried out from
September 2012 to mid-January 2013.

DATA ANALYSIS AND DISCUSSION

This section presents the analysis and discussion of the findings
obtained from the copies of the administered questionnaire. Table
1 reveals the demographic data of respondents. This shows that
respondents are well educated and have ample experience in the
construction industry; therefore their responses are of great value
to this research. Table 1 also discloses that a total of 48% of the
respondents are involved in the residential construction sector,
followed by 23% involved in industrial, 18% involved in com-
mercial and 16% involved in infrastructure. The analysis further
shows that respondents are involved in different construction
sectors, thus their responses can be generalised for all sectors.
The contract procedure reveals that 60% of the respondents have
been involved in both partnering and non-partnering projects.
A total of 67% of the respondents are engaged in projects with
average contract sums of above N500million.

Table 1: The demographic data of respondents.

Cumulative
percent

Fre- Percent

quency %

Profession of respondents

(N = 63)

At least certificates 63 100 100
in related fields

Unskilled workers 0 0 0

Construction industry sector

Residential 25 40 40
Commercial 12 19 59
Industrial 15 24 83
Infrastructure 11 17 100
Working experiences

1 to 4years 29 46 46
5 to 7years 19 29 75
8 to 10years 10 15 90
Above 11years 7 10 100
Contract procedure

Partnering 12 19 19
Non-partnering 13 21 40
Both 38 60 100
Average contract sum in last

12 months

N Imillion to N10Om 0 0 0

N 101million to N500m 21 33 33
Above N500m 42 67 100
Average annual Income

Less than N2.5million 51 81 81
N2.6m to Nbmillion 0 0 81
Above N5 million 12 19 100
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The use of rewards to achieve optimal outputs

This is to assess the respondents’ opinions on how to achieve
optimal outputs in projects. Figure 1 shows that 43.8% of respon-
dents agreed it is important to use rewards and 43.7% agreed
it is very important while none of the respondents disagreed. It
reveals all the respondents agreed at different levels that the use
of rewards can achieve optimal outputs.
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Figure 1: The use of rewards to achieve optimal outputs during
project implementation.

Employee motivation subject to incentive programmes

The aim is to evaluate the respondents’ responses on incentive
programmes. 55.6% and 33.3% of the respondents considered
incentive as ‘highly motivating’ and ‘motivating’ respectively
while only 11.1% considered it ‘moderately motivating’. Figure
2 discloses that incentive programmes can be used to motivate
employees in project delivery.
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Figure 2: The use of incentive programmes to motive employees’
inputs.

Organisations encourage employees towards
improving at professional and personal levels

This section focuses on assessing the contributions of employers
towards their employees’ professional and personal developments.
Figure 3 shows the highest response rate of 41.2% for ‘more
likely’, followed by 23.5% for ‘maybe’, then 17.6% for ‘most
likely’” and ‘likely’. The responses are not sequential; this implies
that the motivation of the respondents towards professional and
personal developments may not have received adequate attention
from employers.
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Figure 3: The organisations’ efforts towards employees’ improve-
ment at professional and personal levels.

Employees’ efforts and contributions to the
organisation

This seeks to evaluate how the efforts and contributions of em-
ployees are being valued by employers. Figure 4 displays that
57.9% of the respondents believed that efforts and contributions
are ‘moderately recognised’, 31.6% believed they are ‘recognised’,
while 8.5% believed they are ‘highly recognised’. This reveals that
majority of respondents’ efforts and contributions are moderately
recognised which implies there is a need for improvement by
employers.
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Figure 4: Levels of recognition of the employees’ efforts and con-
tributions by their organisations.

Long-term prospect in the organisation

This examines the employees’ perspectives on their current
organisations in terms of job security, promotion, training and
career advancement. Figure 5 presents the highest response rate
of 33.3% ‘moderately agreed’ that they have long-time prospects,
followed by 26.6% ‘agreed’, 20% ‘slightly agreed’, 13.3% ‘are not
really sure’ and 6.8% ‘strongly agreed’. According to SCS [34],
job losses in construction pose a real challenge for the economy
in terms of the retraining and up-skilling of unemployed construc-
tion workers. Lack of long-time prospects does not only affect
construction employees’ output but it also has a negative impact
on the construction economy.
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Figure 5: The long-term prospect in the organisation.

Level of performance on projects

The aim of this section is to evaluate the level of performance
on previously completed projects. A benchmark of 3, that is
(1+2+3+4+5/2 =3) was used to evaluate the project objec-
tives, which implies that all scores above 3 are significant while
those below 3 are considered insignificant. Table 2 shows the
ranking of level of performance using critical project objectives.

Table 2: Level of performance.

Critical Project Objectives Mean Index
Cost 4.06 2
Time 3.70 3
Quality 4.35 1

Using the benchmark score of 3.0, Table 2 shows the project
objectives are significant, with the highest mean score of 4.35
for ‘project quality’ followed by 4.06 for ‘cost’ and 3.70 for ‘time’.

Construction employees’ perspectives on workforce
motivational drivers

This section is to seek the preferences of employees on what
motivates them on a construction site. Evaluation of data is
calculated using the formula;

TWYV = 2 PiVi

Equation 1

Where TWV is the total weight value, Pi is the number of respon-
dents rating the motivational driver i and Vi is the weight assigned
to motivational driver i. The employee motivational driver index
(EMDI) for each motivational driver is derived by dividing TWV
by the number of respondents (n) and the mean of EMDI is also
determined (see Equation 2).



EMDI = ¥ PiVi/n Equation 2

i=1

The absolute deviation from the mean of each motivational driver,
variance and standard deviation of the distribution are calculated
to measure the scatter about the mean. The coefficient of skewness
is computed to measure the distribution of the extreme value to
indicate how it has affected the mean. The variance is computed
using the formula;

Equation 3
N

=11.67/33 =0.35
Standard Deviation = vVariance = 0.59

Variance = E[MJ 2

The coefficient of skewness (Sk) = 3(mean — median)/ s =
3(-08)/0.59 = — 0.4 approximately equal to 0. This implies that
the data is normally distributed. From Table 3, the highest score for
EMDI is 4.34 and lowest is 2.23 with a range of spread of 2.11.

‘Prospect of promotion’ is ranked as 1%; ‘participation in deci-
sion making' is 2" and ‘respect for people’ as 3 while the least
rank is ‘responsibility’. Using the benchmark score of 3, a total
number of twenty-six motivational drivers are significant, while
seven motivational drivers are insignificant. The highest score for
mean deviation is 0.88 and lowest is —1.31 with range of spread
of 2.19. The analysis reveals ‘prospect of promotion’ as the high-
est motivating driver for project performance. According to Sparks
[35], promotion in the construction industry is a high priority that
requires tapping into all potential sources of labour supply to meet
growing needs. The global demand for increase in construction
activity necessitates training and retaining workers, as well as
providing for long-term needs. Ranked second is ‘participation
in decision making'. This is in line with the study conducted by

Table 3: Employee motivation drivers indices.

Motivational drivers EMDI
Income increment 4.2

Flexibility of working hours 2.72
Benefits 3.21
Achievement 2.85
Responsibility 2.23
Tuition reimbursement 3.17
Bonus superannuation payments 3.98
Fairness of pay/ salary 3.62
Recognition, credit and acclaim 2.39
Prospect for promotion 4.34
Company socials/ parties/ celebrations 2.95
Work itself 3.12
Advancement/Completion of challenging tasks 3.02
Co-worker relationship 3.48
Good supervision 3.19
Company policy and administration 2.45
Working conditions 3.89
Personal life 3.56
Job security 4.12
Job status 3.77
Timely payments 3.97
Participation in decision making 4.33
Physiological and safety needs 3.94
Working facilities 2.98
Company’s prestige 3.45
Overtime allowance 4.1

Training of staff 4.13
Respect for people 4.25
Growth 3.96
Consumerism 4.01
Gaining proficiency 4.14
Management theories 3.56
Creativity 3.88

Rynes et al. [25] which discloses that 82% of HR professionals
accepted that ensuring employees participate in decision making
is more important for improving organisational performance than
setting performance goals. Participation is a process that allows
employees to exercise some influence over their work and the
conditions under which they work [36]. Employees’ participation
in decision making has generally been opposed in management
circles, but studies reveal that employees’ participation relates
directly or indirectly to increasing the efficiency of an organisation
[2]. Ranked third is ‘respect for people’. This has been misjudged
by those employers who have malicious intentions to exploit em-
ployees and the clients are aware of this, but nevertheless choose
toignore it [5]. IWGRP [13] reports that firms who fail to improve
their attitude and performance towards respecting people will fail
to recruit and retain the best talent and professional partners.

CONCLUSION

The research study assesses the positive motivational drivers that
can influence construction employees to achieve project success
in Akwa Ibom State of Nigeria. The specific objectives are: a)
to identify the motivational drivers that can propel employees’
behaviours to achieve the project objectives and b) to evaluate
current practices in terms of employee motivation and work pro-
ductivity. A total number of thirty-three employee motivational
drivers were identified through literature scan. Using the empirical
data obtained from the respondents, issues relating to the current
practices and motivating drivers in the study area were analysed.
The findings show that the majority of respondents agreed that
the use of rewards can achieve optimal outputs. There is a need
to improve on professional and personal developments of con-
struction employees in order to motivate them toward best per-
formance. Using the benchmark score, the rating of performance
of the critical project objectives discloses all are significant with
mean indices of above 3.0. The long-term prospect in organisa-
tion is below average. This implies both employees’ outputs and
construction economy are affected. The efforts and contributions
of the construction employees are not adequately recognised.

Rank Mean deviation (EMDI - p)?
4t 0.66 0.44
29" -0.82 0.67
21 -0.33 0.11
28" -0.69 0.48
32m -1.31 1.72
231 -0.37 0.14
1ot 0.44 0.19
17t 0.08 0.01
SIS -1.15 1.32
1¢t 0.8 0.64
27 -0.6 0.36
24" -0.42 0.18
25" -0.52 0.27
19t -0.06 0
22m -0.35 0.12
30" -1.09 1.19
14t 0.35 0.12
18" 0.04 0
7 0.58 0.34
16t 0.23 0.05
11t 0.43 0.18
2 0.79 0.62
13 0.4 0.16
26" -0.56 0.31
20" -0.09 0.01
S 0.54 0.31
6 0.59 0.35
SE 0.71 0.5
12t 0.42 0.18
o 0.47 0.22
5 0.6 0.36
18t 0.02 0
15t 0.34 0.12
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Analyses of employees’ motivation indices reveal ‘prospect of
promotion’; ‘participation in decision making’; and ‘respect for
people’ as the most significant motivating drivers. The findings will
enable practitioners to gain better understanding of the key areas
for improvement in order to achieve optimal outputs. The study
may be limited in the sense that data used is from one locality, but
the findings are useful and can form a basis for further research.
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