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Abstract

In this study, employee participation by Nigerian construction organizations is investigated as labor scarcity is
one of the most persistent issues that the construction industry is facing today. This is intended to identify the
construction organization's circumstances to increase employee participation in decision-making. The effect of
such participation on the performance of the industry was also assessed. This study was carried out through a
guestionnaire survey of construction professionals in Zamfara State. Data collected were analyzed using the Chi-
square and descriptive statistical analysis obtained. In agreement with the results of preceding studies, the
employee’s participation among construction organizations from the studies in decision making is at a lower
stage which buttresses the Chi-Square analysis result that the employees do not participate actively in
construction organizations' study area. This study concluded that there is a need for employers in the industry
to categorize decisions that employees should make and to adjust their organizational backgrounds to raise
employees’ participation spirits as desired.

Keywords: Employee Participation, Organisation Performance, Organisational Background; Decision Making.

1. Introduction

In the concept of HRM, there is no general agreement as to exactly what the term employee involvement should
embrace to be effective. Examples of participative practices may include, profit-sharing schemes, quality circles,
job enrichment, problem-solving group team briefing, and employee sharing ownership (Loosemore, et al,
2003). What is clear is that participation can take different forms depending on the level at which it is focused
within the organization. It may be between individual supervisors and immediate subordinates, formal or
informal as how a job might be more done effectively, Job safety analysis is a form of group work participation
(Loosemore, et al, 2003; Akande, 2021 ). This can be achieved by marking them shareholders in the business
and clearly, there will be a range of levels of participation between these two extremes but ultimately the degree
of influence employees enjoy will be largely determined by the wiliness and eagerness of both employers and
employees to embark upon a process of meaningful change (Allen, et al, 2003). Human relations scholars argue
that employee participation practices modify high-order needs such as a sense of achievement, respect, and
self-expression, which in turn increase organizational commitment (Miller and Monge, 1986; Wagner et al,
1997). By embracing employee participation practices, the organization signals that it values the employees’
contributions (Allen, et al, 2003).

However, the construction industry is known as one with poor quality emphasis compared to other sectors like
the manufacturing and service sectors. Many criticisms have been geared towards the construction industry for
frequent shoddy workmanship in the sector, where it is not only the final product that is subject to criticisms
but the processes, the manpower, materials, and so on are under tremendous pressure for better quality in
construction (Rhokeun et al, 2010). Furthermore, there are numerous examples of employee participation being
used successfully in other industries, but less in construction (Briscoe and Dainty, 2005). Worker participation in
problem-solving groups occurs in only 21% of construction cases (Green, 2002). There is a large volume of
published studies describing the motivation of construction workers are minimal (Beekeeper, 2021). The high
labor turnover in construction is caused by a little opportunity for training and it will ultimately affect skills
shortages. Consequently, the lack of labor skills and high labor turnover is also denoted as major reasons for low
productivity in construction. Therefore the implementation of people development and participative
approaches will enhance the ability of organizations to retain employees (Mahmood et al., 2020). In the short
term, the resignation of a trained worker from a company can be considered a loss to the company, but such
training will improve the industry as a whole. In summary, employee participation practices are essential for
construction. Yet, the industry has neglected to take advantage of its workforce, which means there is a
considerable amount of untapped productive potential waiting to be released and it is against this backdrop that
this research was carried out to answer the following fundamental research questions:

ICCAUA2022 Conference full paper proceedings book, Alanya HEP University, Alanya, Turkey 181


https://doi.org/10.38027/ICCAUA2022EN0183
mailto:*:
mailto:ashiruadegbenga@gmail.com
mailto:anifowosekamaldeen@gmail.com
mailto:rajisabi20081928@gmail.com

5t International Conference of Contemporary Affairs in Architecture and Urbanism (ICCAUA-2022) 11-13 May 2022

e How employee participation do holistically relates to construction project productivity;
e How employee participation could be used to improve the effectiveness of individuals and teams at both
construction organization and project levels

1.1 Concept of Employee Participation in The Construction Industry

Historically, employee participation has taken several forms, resulting in a multitude of definitions of
participation; see (Cooper, 1980; Roca and Retour, 1981; Marchington and Parker, 1990; Geroy et al, 1998).
Employee participation first emerged in the 1970s when employers began to exert influence on decision-making
through their leaders or representatives (Hyman and Mason, 1995). The characteristic of participation was first
identified by Tannenbaum and Massarick, (1961) to be decision-making. Definitions of participation tend to fall
into one of two broad categories, Direct participation occurs where every employee affected by the decisions
made is directly involved in the making of those decisions. Indirect participation comprises a representative who
participates in the decision-making on behalf of fellow employees. However, indirect decisions often have a
wider span than those of direct participation and extend beyond the immediate work of the employees
represented (Coffey, 1996). Indirect schemes of participation are more formal and tend to be initiated and
precise to varying extents by management. Employees have a much greater interest indirect forms of
participation less in indirect forms of participation; the difference is in the attitudes of construction workers in
the 1994 survey by Coffey.

As a form of employee involvement in decision making, employee participation describes the self-perceived
value that individuals have of themselves as important, competent, and capable within their employing
organizations; employees with high organization-based self-esteem have come to believe that “I count around
here” (Pierce and Gardner, 2004). As a leader's behavior, participation will foster high levels of organization-
based self-esteem. This is because participation provides an employee the opportunity to exercise self-direction
and control, which signals to the employee that the supervisor/organization considers them to be able, task-
competent, organizationally important, and need-satisfying (Pierce and Gardner, 2004; Gardner et al, 2004;
Mahmood et al., 2020)). The incorporation of such positive messages into the employee’s self-concept leads to
enhanced organization-based self-esteem. Whitener, (2001) equated organizational insider status to Graham,
(1991) notion of citizenship, with its implied acceptance of certain responsibilities. They, therefore, argued that
employees’ conception of themselves as an organizational insider leads them to accept their responsibilities of
citizenship. Participation of an employee fosters a sense of belonging that encourages employees to explore
ways of promoting both their organization’s and their future well-being.

In today’s working world, salary increases just weren’t enough. Employees need to be acknowledged,
encouraged, supported, and engaged. But while most of the recent focus on employee participation has targeted
office employees, inspired and encouraged workers are essential to every profession. From accountants to
artisans, every employee needs motivation, appreciation, and drive. One field in particular where this is
prevalent in the construction industry. Unlike office work, construction is constantly moving, changing, and
adapting, creating challenges unlike anywhere else. As construction conditions are constantly changing,
weather, traffic, temperature, legal requirements, and dozens of other factors significantly influence
construction work. Without regular updates and reliable employee participation, construction employees may
feel out of the loop, unimportant, and uninformed. Dependable employee participation not only allows workers
to make necessary changes but also demonstrates their importance to the organization. Employees need to
know their leaders are aware of issues, addressing needs, and able to offer support. Regular employee
participation cuts through the confusion and enables a safe, productive, and engaging work environment.

2. Employee Participation as A Key Component of High Commitment In HRM

It is widely accepted that employee participation is a key component of the high commitment bundle of HRM,
but that it can take a range of forms in practice where employees are involved at the workplace level — through
a wider number of participatory practices that are held more frequently and include opportunities for workers
to have their say — the more likely it is that investments in employee participation will reap the reward of
organizational commitment (Cox et al, 2006). The goals set by Egan stimulated a change of culture in the UK
construction industry, with a corresponding change in the attitude of its workforce, particularly concerning
involvement, participation, and empowerment (Egan, 1998). Employee involvement only occurs voluntarily,
involvement cannot be forced, employees must be willing to contribute their ideas and this only occurs where
there is a genuine commitment on the part of employees and employers alike. Therefore it is clear that to
implement the reforms proposed by Egan, the active involvement of the workforce is necessary, consequently,
the attitude of an individual working towards involvement becomes a fundamental issue in the success of the
reforms (Coffey and Fowler, 2010).
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As a topic of current interest in management thinking, participation has tended to rise and fall in prominence,
but it consistently remains a significant part of the management approach adopted by almost all organizations,
and the emphasis on teams and team building over recent years (Coffey and Fowler, 2010). Participation also
concurs with the more consensual approach to management adopted by post-modern organizations, which have
recognized their greater dependency on the intellectual potential of their employees to remain competitive in
an increasingly turbulent global business environment (Huczynski and Buchanan, 2007). Employee perceptions
of management implementation processes and attitudes in the workplace were much stronger than those
associations found between employee attitudes towards participatory structures. From a management
perspective, it is therefore particularly important to pay attention to how involvement is applied by Cox, Suter,
and Marchington's research in 2006

2.1 Management Role in Employee Participation in Decision Making By Construction Organizations

While management’s role is critical to achieving total quality, employee participation is often the most
overlooked part of the process. Employee involvement evolved out of the business’s need to improve
performance. The impact of human resources in the organization depends on the kind of empowerment given
to them. According to Lawler et al, (1992) employee involvement programs have a positive effect on company
performance and internal business conditions. Gufreda and Maynard (1992) described employee involvement
as the process of transforming an organization’s culture to utilize the creative energies of all employees for
problem-solving and for making improvements. Mak (2000) recommended that management should pursue the
Tao “road” of people-based management that recognizes the importance of daily interaction with all employees
and a shared identity with them in solving work problems. Vilasini et al, (2012). further recommended that
employee participation initiatives should become management's daily routine, rather than considering them as
extra activities.

2.2 Need for Employee Participation In Decision Making By Construction Organizations

Much has currently been written about the need to encourage employees to share knowledge for the industry
to maintain a role as an intelligent provider in a technologically sophisticated environment. However, there is
little written about the relationship between employee rights to satisfactory employment conditions, employee
responsibilities in decision making, and employee willingness to share their knowledge collaboratively (Kassing,
2007). It is argued that competition in the technologically sophisticated twenty-first century requires intelligent
organizations that manage knowledge rather than rely on hard assets. Allee (1997) argued that knowledge has
to be developed constantly and shared collectively to facilitate a fundamental change in thinking from that based
on Newtonian to one based on quantum physics, Management=employee. Despite recognition of the extent of
change required to the management-employee relationship, there is a little detailed discussion about how this
can be achieved, particularly how to encourage employees to share their knowledge in construction
organizations. There is an assumption that employees, once they understand the importance of knowledge, will
be willing to share it (Allee, 1997).

Management theory, although historically arguing for "managerial prerogative" as part of Taylor's (1964)
managerial control concepts, began to recognize the need to satisfy a broader range of employee needs through
greater employee involvement as part of a socio-technical system (Trist, 1981). This went further than Maslow's
needs hierarchy in 1954 and questioned the frontier of management control. By the late 1980s, management
theory advocated improved quality of working life and increased employee participation in decision-making to
satisfy employee needs for self-fulfillment and encourage their participation in productivity and quality
improvement. Researchers on best practices in the United States found that successful construction
organizations were characterized by significant levels of participation by employees on a wide range of matters
(Deriouzos, 1989).

Yet employees often remain silent and do not raise legitimate concerns about workplace issues out of fear or
acquiescence (Kassing, 2002). Relational standing with one’s supervisor informs employees about remaining
silent (Milliken et al, 2003). More so, Milliken, Morrison, and Hewlin’s research in 2003 discovered that 85% of
employees interviewed reported remaining silent on at least one occasion. Additionally, they found that almost
a quarter of employees reported not feeling comfortable speaking to supervisors about their concerns and that
employees rated concerns with supervisors as more significant than any other issue about which they would
remain silent. Thus, employees’ tendencies to remain silent may be exacerbated by superior-subordinate
relationship quality. Employee participation, in turn, can be in ways that challenge or threaten superior-
subordinate relationships (Kassing 2005; Mahmood et al., 2020). Circumvention, for instance, which involves
going around one’s immediate supervisor to share concerns with someone higher in the chain of command, can
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prove detrimental to superior-subordinate relationship quality (Mak, 2000). Yet employees have regularly
circumvented their supervisors as a step in the whistle-blowing process (Brown et al, 2007). Brown, Geddes, and
Heywood research in 2007 found that the whistle-blowing process began simply with a declaration of concern
to one’s supervisor that led to circumvention only when an employee believed that the supervisor would or did
fail to act on the concern.

Additionally, continuous improvement through employee participation is a core lean principle that identifies the
inability to utilize the knowledge and skills of employees as the eighth waste. This waste involves losing time,
skills, ideas, improvements, and learning opportunities by not listening to employees. Lean theory suggests
improving participative culture through different tools like improvement suggestions, rewarding mechanisms,
and multi-skilling. In summary, employee participation practices are required in high-risk and complex projects
with a high level of technology. There is a trend in construction projects of increasing implementation of such
practices. However, these practices vary with the management and project teams

3. Research Methodology

Employee participation in decision-making in the construction industry was investigated in this study from the
point of view of management. The point of view of management is considered important since participation is
investigated about the backgrounds in the organizations. In this study, we measure employee participation by
asking the employers to indicate the positions that are allowed to make specific decisions and management of
projects (Kassing, 2009; Ezennaya, 2011). Samples for the study were selected from Zamfara State with a total
of 19 organizations randomly selected from the study area where the most concentrated organizations
participated in the questionnaire survey. The respondents to the questionnaires were the principals of the
organizations and or their representatives. Data were analyzed using the Chi-square was used in analyzing the
participation in decision-making variables.

3.1 Research Analysis

Table 1: Chi-Square Test On Employee Participation
A = Always, B = Sometimes, C = Occasionally, D = Never
Always Sometimes Occasionally Never Total
1 13 6 2 0 21
11.00 6.44 2.56 1.00
0.364 0.031 0.121 1.000

2 1 9 8 3 21
11.00 6.44 2.56 1.00
9.091 1.013 11.599 4.000

3 3 13 3 2 21
11.00 6.44 2.56 1.00
5.818 6.669 0.077 1.000

4 10 8 2 1 21
11.00 6.44 2.56 1.00
0.091 0.375 0.121 0.000

5 14 5 1 1 21
11.00 6.44 2.56 1.00
0.818 0.324 0.947 0.000

6 10 8 2 1 21
11.00 6.44 2.56 1.00
0.091 0.375 0.121 0.000

7 18 2 0o 1 21
11.00 6.44 2.56 1.00
4.455 3.065 2.556 0.000

8 17 2 2 0 21
11.00 6.44 2.56 1.00
3.273  3.065 0.121 1.000

9 13 5 3 0 21
11.00 6.44 2.56 1.00
0.364 0.324 0.077 1.000
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Total 99 58 23 9 189
Chi-Sq = 63.344, DF = 24, P-Value = 0.000

Table 2. Summarized Table
Chi-Sq value DF P-Value
63.344 24 0.000

Source: Field Survey, 2022

Ho: Employees participate actively in the construction activities

Hi. Employees do not participate actively in the construction activities

a =0.05

From the results of the Chi-Square analysis in table 1 above, the P-value of the analysis is less than the alfa value
(a =0.05). We, therefore, reject the null hypothesis and conclude that the employees do not participate actively
in Zamfara State construction organizations.

4. Conclusion

This research sought to evaluate the relationship between employee responsibility to participate in decision-
making and employee willingness to share their knowledge collaboratively. It was argued that despite
acknowledgment of the need for employees to participate and share their knowledge, little has been written on
how to encourage participation (Rhokeun, et al, 2010). Many studies have found that employee involvement is
significantly correlated with organizational commitment or its predictors (Taylor, 1964; Femie and Meicalt, 1995;
Jones, 2002). Employee participation may reduce the likelihood that employees leave their jobs (the ‘exit
option’) because they have the opportunity to express their opinions (the ‘voice option’) about their workplace
decisions that directly affect them (Jones, 2002). Yankov and Kleiner (2001), Jones (2002), and (Mahmood et al.,
2020) also argued that employee participation practices provide opportunities for dissatisfied workers to voice
their concerns and thus reduce the likelihood of quitting. The research also revealed that some changes have
occurred in the attitude of construction workers towards involvement and participation, but these are mixed
and do not at this stage establish a discernible trend towards an increase or decrease. Some important attitudes
have changed very little, such as the desire to be involved and the importance of being involved, but there is no
enhanced desire from employees towards participation expected as revealed by the Chi-square analysis. Overall,
the positive attitude towards participation remains weak, with no indication of any significant improvement,
which suggests that the propensity for participation and empowerment still exists. Lastly, there are no shortcuts
to improving construction workforce engagement. But with sincere effort on the part of leadership to promote
trust, openness, and workplace safety, the construction organizations will be able to reduce turnover and create
an engaged, productive workforce.
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