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ABSTRACT

Within any organisation, be that a project or a company department, a number of people/systems come

together to perform tasks and deliver the expected outcome. In the process of performing those, tasks,

a number of interconnections are generated that reinforce one another and result in behaviours that

are very different to the norm and cause complexity. The author presents results from a wider research
in construction which investigated the effect(s) of socio-organic complexity on project performance
and particularly through the attribute of leadership style adopted. The results proved the nonlinearity
between performance and complexity and lack of actions that will manage the effects of complexity. A
framework is developed, validated, and presented in this chapter, which, by using the characteristics

of complexity, allows the measurement of the current level of actions and provides a set of additional

actions that will enable management of complexity through the leadership style.

INTRODUCTION

What is the story in this chapter about? The story
is about leadership or management style, which
although considered an attribute, should also be
regarded and applied as a tool to manage the effects
of complexity. A very recentinvestigation that was
conducted in construction project management,
and which can be extrapolated to the general
management field, uncovered that although as
an attribute the management style is considered
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very highly, very little is done in terms of using
it to manage the effects of complexity.

The management of projects transpires in a
complex and evanescent environment. Therefore
the application of complexity theory to the man-
agement of projects can enable the systematic
consideration of the conditions that give rise to
such complexity. A number of authors, both in
project as well as general management, have
indicated that interfaces generate complexity
(Baccarini, 1996; Lucas, 2000a; Mitchell, 2009;

Copyright © 2013, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited.



Leadership Style and the Management of the Effects of Complexity

Williams, 1999), which is associated more with
the interconnection structures that link various
objects and not the objects themselves (Lucas,
2000a). Interconnections can generate complexity
which has defined characteristics (Lucas, 2000b).
Therefore understanding the characteristics of
these interconnections, especially from a socio-
organisational side, and how these affect the
project performance, can contribute to the design
of more efficient project delivery systems. In
particular, it should enable managers and project
managers to respond with the necessary actions
and improve the management style adopted and
the decision-making process.

The effects of complexity on projects have been
researched and several proposals have been made
in terms of managing its effects. However, most
of the studies have been conducted on the techni-
cal side and very little has been done in terms of
the socio-organisational aspects of complexity of
interconnections and its effects, especially when
considering the management style to be adopted.
Also heuristic reflections exist suggesting an ex-
ponentially decaying/inverse correlation between
complexity and project performance, yet very little
has been done to identify the exact relationship.

In this chapter results will be presented from a
multi-method research investigating socio-organo
complexity and the management style adopted as
well asits effects on project performance. It should
be clarified that throughout this chapter the words
leadership and management style will be used
interchangeably. The research, conducted in the
UK construction industry with major organisations
- clients and contractors - reflects the wider prob-
lems faced by the project management profession
and generally organisations that deal with projects.
Amongst the other findings regarding complex-
ity, it is concluded that the management style is
not considered as a tool to manage the effects of
complexity and the inverse correlation between
complexity and performance, with anaverage drop
of 39%, is proven and it actually resembles that
of an underdamped transient motion. The latter,
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not only confirms the non-linearity of project
management, regarding socio-organisational is-
sues, butitcanalso be proven very powerful when
considering the possibilities of extrapolating and
implementing techniques proven in the field of
systems control.

Considering the above and the basic principle
that if we know the characteristics of complexity
then it is feasible to establish the means to manage
itseffects, adecision process and a framework was
developed and validated by project practitioners.
The framework measures the level of implemen-
tation of actions, through the management style
adopted, against each complexity characteristic
and by providing a set of activities enables man-
agers and other leaders to manage the effects of
complexity of interconnections. It also provides
the basis for educating leaders, at various levels,
on complexity and the application of its charac-
teristics in day-to-day activities.

In the following sections a review of leader-
ship and complexity theory will be carried out
in order to establish a base. Then the research
approach and the results will be presented fol-
lowed by analysis and discussion. The chapter
will close with the proposal and the validation of
the research which will describe the framework
developed with its validation by practitioners and
the conclusion reached.

LEADERSHIP STYLE

Whilst considering complexity in Management
and in particular Project Management, one can-
not disregard the leadership/management style
which will enable the management of its effects
in projects.

The approach taken in this chapter regard-
ing management and leadership is that which
is recognised by Walker (1996), where ‘the two
cannotbe separated’, leadership and management
in projects are intrinsically linked. A description
follows of several theories regarding management



38 more pages are available in the full version of this document, which may
be purchased using the "Add to Cart" button on the publisher's webpage:
www.igi-global.com/chapter/leadership-style-management-effects-

complexity/70886

Related Content

Evaluating Organizational Readiness for Project Portfolio Management Implementation
Kathleen S. Shonaiyaand Simon Cleveland (2022). International Journal of Project Management and
Productivity Assessment (pp. 1-15).
www.irma-international.org/article/evaluating-organizational-readiness-for-project-portfolio-management-

implementation/301240

Contemporary Financial Risk Management Perceptions and Practices of Small-Sized Chinese
Businesses

Simon S. Gao, Serge Orealand Jane Zhang (2018). Global Business Expansion: Concepts, Methodologies,
Tools, and Applications (pp. 917-931).
www.irma-international.org/chapter/contemporary-financial-risk-management-perceptions-and-practices-of-small-sized-

chinese-businesses/202252

Entrepreneurship and Innovation for Sustainability and Diversity in Business Cycle: Digital and
Automation Technologies

Zuber Peermohammed Shaikh (2025). Building Business Knowledge for Complex Modern Business
Environments (pp. 331-358).
www.irma-international.org/chapter/entrepreneurship-and-innovation-for-sustainability-and-diversity-in-business-
cycle/359305

The Internet of Things and Real-Time Process Monitoring

Sujoy Kumar Basu, Rajkumar Mandal, Amitava Kar, Swadesh Patra, P. Sudheer, P. Selvakumarand T. C.
Manjunath (2026). Navigating Digital Transformation Through Business Process Management (pp. 303-
334).

www.irma-international.org/chapter/the-internet-of-things-and-real-time-process-monitoring/386669

Mobilizing Urban Planning and Resource Management: Emerging Trends in Digital Twin-Driven
Healthcare

Bhupinder Singh, Saurabh Chandra, Kittisak Wongmahesakand Deevanshu Shrivastava (2025).
Accelerating Product Development Cycles With Digital Twins and 10T Integration (pp. 155-174).
www.irma-international.org/chapter/mobilizing-urban-planning-and-resource-management/379249



http://www.igi-global.com/chapter/leadership-style-management-effects-complexity/70886
http://www.igi-global.com/chapter/leadership-style-management-effects-complexity/70886
http://www.irma-international.org/article/evaluating-organizational-readiness-for-project-portfolio-management-implementation/301240
http://www.irma-international.org/article/evaluating-organizational-readiness-for-project-portfolio-management-implementation/301240
http://www.irma-international.org/chapter/contemporary-financial-risk-management-perceptions-and-practices-of-small-sized-chinese-businesses/202252
http://www.irma-international.org/chapter/contemporary-financial-risk-management-perceptions-and-practices-of-small-sized-chinese-businesses/202252
http://www.irma-international.org/chapter/entrepreneurship-and-innovation-for-sustainability-and-diversity-in-business-cycle/359305
http://www.irma-international.org/chapter/entrepreneurship-and-innovation-for-sustainability-and-diversity-in-business-cycle/359305
http://www.irma-international.org/chapter/the-internet-of-things-and-real-time-process-monitoring/386669
http://www.irma-international.org/chapter/mobilizing-urban-planning-and-resource-management/379249

