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ABSTRACT

INFLUENCE OF ORGANIZATIONAL BEHAVIOR ON
CONSTRUCTION PROJECT CLOSEOUT

By
Surabhi Rao
Information exchange plays an important role in an inter-organizational setting. There are
continuous interactions among stakeholders throughout the course of a project to
complete the project on time and within budget. A study “Assessment and Improvement
of Construction Project Closeout” (Abdelhamid et al., 2007) conducted at Michigan State
University (MSU), found that during final “Project Closeout”, exchange of information
often comes to a standstill. This researcher has examined burnout factors derived from
the literature on organizational behavior including role stress, role of interpersonal
relations, incentives, and lack of motivation in the context of project closeout. Data
obtained from interviews of contractors, subcontractors, and owners during the MSU
study (Abdelhamid et al:, 2007) was analyzed using “Grounded Theory” (Charmaz,
2006) to understand causes for slow closeout and to determine behavioral factors that
impact closeout by comparing the literature to the data. Recommendations were
developed for midsize contracting and subcontracting organizations by comparing the
strategies suggested in the interviews with motivation theory in organizational behavior
literature. Recommendations were validated through proof of concept interviews which
indicated that organizational behavior has an impact on closeout and that problems that
arise during closeout can be prevented by stressing the importance of the

recommendations relating to role conflict and role ambiguity.
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CHAPTER 1

INTRODUCTION



1. INTRODUCTION

"Nothing is as fatiguing as the eternal hanging on of an uncompleted task."
William James
1.1 Overview

This research was drawn from a study on construction project closeout conducted
by the Construction Management Program in the School of Planning, Design and
Construction at Michigan State University (MSU). The MSU study was commissioned by
the MSU Office of Vice President for Finance and Operations and developed guidelines
and recommendations for improving practices to reduce time and cost of construction
closeout within a university construction context. It was evident from that study that
seamless exchange of information among project participants became critical during
project closeout (Abdelhamid et al., 2007). A delay in transfer of information such as
closeout related documents during this phase often led to prolonged closeout.

This research concentrated on the influence of organizational behavior on project
closeout within commercial contracting and subcontracting organizations. Behavioral
factors that affect exchange of information during final closure of a project based on
stress and motivation theories were investigated. The behavioral factors that are discussed
include role stress, role overload, role of interpersonal relations, burnout, job context, and
incentives. Each of these factors is discussed in detail in the next chapter.

A construction project can be broadly divided into four phases which include
initiation, planning, execution and closeout. The researcher here concentrated on the

closeout phase. Closeout is generally defined as the time between substantial and final



completion of the project. During this period the owner, contractor, and design
professional create a list of items (referred to as punch list) that require attention prior to
final completion as well as reconcile change orders, claims and payments. The American
Institute of Architects (AIA-A201, 1997), in its general conditions of construction
contract defined substantial completion as “the stage in the progress of the work or the
designated portion thereof is sufficiently complete in accordance with the contract
documents so that the owner can occupy the facility or utilize it for its intended use.”
Final completion according to AIA-A201 occurs when “the work is complete in
accordance with the contract documents and retainage released to the contractor.”
Substantial completion and final completion are two milestones that prominently define
project closeout.

This research correlated organizational behavior factors which impact information
exchange in order to assess their role in construction closeout. Literature on
organizational behavior, along with project closeout was used to compare and identify
factors related to organizational behavior that cause closeout delays and to develop

recommendations based on the literature and interviews.

1.2 Research rationale

Closeout is a concern for all project participants. This was evident from the MSU
study (Abdelhamid et al., 2007) where contractors, subcontractors, owners, and
architects; all indicated that they perceived project closeout to be one of the most time
consuming steps in a construction process. Abdelhamid et al. found that projects with less

than six months construction duration took an average of 255 days from substantial



completion to contractor’s receipt of payment and an additional 236 days from
contractor’s receipt of final payment to MSU internal closeout. Internal closeout activities
conducted internally after the contractor receives final payment may include internal
accounting and self perform work by the university such as data, telecommunications and
landscaping. Projects with construction durations from six months to one year averaged
255 days from substantial completion to contractor’s receipt of final payment. Projects
with construction durations of more than one year averaged 348 days from substantial
completion to contractor’s final payment. Owners other than MSU indicated that for a
two-month to six-month project, the typical time to close was five months or less. When
twelve-month projects were considered, the typical time to closé was found to be
approximately nine months (Abdelhamid et al., 2007).

Bennett indicates that many contractors are guilty of putting too little emphasis on
this final phase of a project (Bennett, 2003). Projects are said to proceed until they are
95% complete and then remain at 95% forever. The importance of the project closeout
phase is often overlooked (Pinto, 1998). In a 1993 customer survey, the Defense Contract
Management Command (DCMC) identified the contract closeout process to be “one of
the most important services provided and one with which customers are least satisfied”
(Valovcin, 1995). The Department of Energy contends that closeout is frequently
understaffed, under-funded and not well planned (DOE, 2003).

The significance of closeout in a construction project was highlighted in the MSU
study (Abdelhamid et al., 2007) where the researchers investigated the causes of closeout

delays and developed recommendations to improve the closeout process. This thesis



study extends the work of Abdelhamid et al. and explores the influence of organizational

behavior during closeout within contracting businesses.

1.3 Research goal and objectives
The goal of this research is to determine the influence of organizational behavior
on construction project closeout.
In order to achieve this goal, the following objectives are outlined:
1. Identify factors of slow closeout related to organizational behavior by comparing
the literature with interview responses.
2. Develop recommendations for contractors and subcontractors based on motivation
theories of organizational behavior.

3. Validate these recommendations by conducting proof of concept interviews.

1.4 Scope of the research

Organizational behavior focuses on the “behavior, attitudes and performance of
people in organizations” (Champoux, 2006). As depicted in Fig 1.1 within the discipline
of organizational behavior, the researcher emphasized causes of low performance of
individuals. They include role stress, role overload, role of interpersonal relations,
burnout, job context, and incentives. These factors were examined with respect to project
closeout to identify the impact of organizational behavior on construction project

closeout.



Organizational
Behavior

low performance {
of individuals '

Fig 1.1 Domain and focus area of the research

1.5 Limitations

Organizational behavior factors addressed in this study were limited to those
factors that relate to burnout such as role stress, role overload, role of interpersonal
relations, incentives, job context, and motivation theory.

The target group was restricted to commercial general contracting and
subcontracting organizations in the Mid-Michigan area. Though project closeout can be
studied in terms of time or cost or both, the researcher in this study focused on time

impacts and did not address costs associated with closeout.

1.6 Methodology
This section outlines the methodology used for conducting the research which

was broadly divided into the following steps indicated in section 1.6.1 to 1.6.3.



1.6.1 Literature review

Literature relating to organizational behavior and construction project closeout
was reviewed. The connection between these two subjects is established in Chapter 4.
Literature on organization behavior was used to identify factors that cause low
performance such as role stress, role overload, role of interpersonal relations, burnout,
incentives, and job context. Literature on construction project closeout was reviewed to
identify existing closeout practices and the role of project personnel during closeout.
Since it was evident from the MSU study (Abdelhamid et al., 2007) that there is very
little motivation to completely close a project after substantial completion, the researcher
uses goal-setting theory to develop strategies to reduce closeout delays.
1.6.2 Data collection through interviews

The research on project closeout was conducted at MSU by the Construction
Management Program in the School of Planning, Design and Construction. That research
provided a university’s perspective on delays in project closeout and provided
recommendations for improving closeout processes (Abdelhamid et al., 2007). MSU
administrators, personnel from four other universities, contractors, and subcontractors
were interviewed as part of that research. In addition to the interviews a “Project
Closeout Workshop” at the Construction Owners Association of America (COAA) was
held.

Data collected from the closeout workshop and interviews of contractors,
subcontractors, and owners collected during the MSU study were used by this researcher
to identify factors related to organizational behavior. MSU administrators and attendees

of the COAA closeout workshop are termed as owners in this study. This researcher was



involved in developing the MSU study methodology and drafted questions that were
included to aid in this research. Though the interviews addressed several topics, the
responses to certain questions (explained in Chapter 3) were considered to identify and
code them into respective organizational behavior categories. Questions addressed
include closeout definitions, perception of problems, causes of slow closeout and
strategies for reducing delays.
1.6.3 Analysis of survey responses and development of recommendations

The interview responses of owners, contractors and subcontractors were
correlated with organizational behaviors identified through the literature review. Data
obtained from the interviews and the closeout workshop was summarized and dominant
themes related to organizational behavior indicating causes of closeout delays were
identified. Based on the concept of Grounded Theory (Charmaz, 2006; Glaser, 1992;
Strauss, 1987) (described in Chapter 2) these themes were coded into different
organizational behavior categories. Each organizational behavior category was evaluated

and compared to the literature to understand causes and develop recommendations.

1.7 Deliverables
The primary deliverable of this research is a thesis that identifies factors related to
organizational behavior which impact construction project closeout and recommendations

for reducing their negative influence on closeout.



1.8 Chapter summary

This chapter establishes the groundwork for the research and includes an
introduction to the topic and outlines research scope, limitations and methodology.
Chapter 2 describes the literature review conducted for the research, identifies the
organizational behavior factors impacting closeout, and addresses the steps involved in

the closeout process.



CHAPTER 2

LITERATURE REVIEW
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2. LITERATURE REVIEW
This chapter outlines the literature review conducted in order to identify factors of
organizational behavior including stress and motivation that may impact project closeout.
Literature on both organizational behavior and project closeout are discussed
independently and laid out in separate sections. The connection between these two

subjects is developed in chapter 4 of the thesis.

2.1 Organizational Behavior

As part of the literature review on organizational behavior, PsycINFO- a
comprehensive database which links to 1300 journals was reviewed. Along with this,
research papers and journal articles from the Journal of Organizational Behavior, Journal
of Management, Journal of Construction Engineering and Management, Journal of
Business Psychology, Journal of Applied Psychology were reviewed to identify past
research and findings.

“Organizational behavior” refers to the behavior of people in organizations and
focuses on behavior, attitudes and performance (Champoux, 2006). The study of
organizational behavior originated with the concept of ‘leadership’ by the Greek
philosopher Plato but academic importance was associated with the advent of scientific
management in the 1890s. “Proponents of scientific management held that rationalizing
the organization with precise sets of instructions would lead to increased productivity”
(Ash, M.G., 1992). Concepts of organizational behavior were further developed through a
number of studies from eminent scholars including Henri Fayol, Max Weber, Follett,

Barnard, Hawthomne, Douglas McGregor, and lately through Peter Drucker (Champoux,
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2006). Organizational behavior is currently considered to be a developing field and
becoming important in the global economy as people with diverse backgrounds and
cultural values are coming together to work effectively and efficiently (Robbins, 2004).

Clark described organizational behavior as the “study and application of
knowledge about how people, individuals and groups act in organizations. It takes a
systems approach by interpreting people-organizational relationships in terms of whole
person, whole group, whole organization and whole social system”(Clark, 2007).
Schneider defined organizational behavior as the “confluence of individual, group and
organizational studies flowing from industrial-organizational psychology, and
organization and management theory with headwaters in psychology, sociology and
management” (Schneider, 1985). According to Champoux, the discipline of
organizational behavior draws on theory and concepts from various branches of
psychology, anthropology, political science and sociology. Information about human
psychological processes is derived from the discipline of psychology whereas
anthropology, political science and sociology of work contribute analytical tools for
studying behavior, a base for political behavior and an understanding of social status and
social relationships in a work setting respectively (Champoux, 2006).

Organizational behavior encompasses a wide range of topics such as motivation,
leadership, stress, communication, groups, socialization, culture and organizational
change. Two topics of interest to the researcher: stress and motivation are explored in this

thesis.
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2.2 Stress

A recent survey conducted on occupational stress by the National Institute for
Occupational Safety and Health (AIS, 2007) cites that “40% of workers reported their job
was very or extremely stressful, 25% view their jobs as the number one stressor in their
lives, three fourths of employees believe that workers have more on-the-job stress than a
generation ago, 29% of workers felt quite a bit or extremely stressed at work, 26 percent
of workers said they were often or very often burned out or stressed by their work.” The
above statistics indicate that occupational stress is a significant factor plaguing
organizations.

Stress is a condition that results when person-environment transactions lead the
individual to perceive a discrepancy between the demands of the situation and resources
of the person’s biological, psychological and social systems (Champoux, 2006). Jamal
defines job stress as an individual’s reactions to work stress environment that appear
threatening to the individual (Jamal, 1990). A person experiences stress when an event in
the environment presents a constraint, an opportunity or an excessive physical or
psychological demand (Champoux, 2006) that will lead to important outcomes (McGrath,
1976; Schuler, 1980). Stress can be positive or negative as represented in Fig 2.1.
According to Champoux, “stress can be negative when constraint blocks a person’s
efforts to reach a desired goal. This is commonly known as distress. An opportunity from
the person’s environment may present a chance with something a person values which is
construed positive. This is commonly known as eustress. But when an event in the
person’s environment presents excessive physical or psychological demand, the stress is

again construed to be negative” (Champoux, 2006). A person’s perception determines

13



whether the object or an event leads to a stress response. Stress is beneficial when a
person feels challenged and stimulated, but negative when a person feels overloaded or
under stimulated. At opposite ends of the spectrum a person can suffer from ‘burn out’ or

‘rust out’ (OHS & W, 2007).

; Negative
Good Optimum
é P Stress

E Effective Less Effective .

a -

H Creative Less Creative -

) . -
] . Decisive Less Alert -
= . .
| ] -

Q . Alert Overloaded .
3 . -
> H Stimulsted Indecisive :
3 . -
2 *  Under involved Irritated .
| ] -

- Bored i -

Positive Anxious -
Stress  Frustrated Fatigue A 4

Rustout
Demands Burnout
Poor
Low High

Fig 2.1 Understanding stress

Source - http://www3.hantsfire.gov.uk/manage/safety/managingstress (11/10/2007)

Champoux indicates that “understanding stress, especially stress in organizations, is
important because it can have both positive and negative effects. For an individual, stress
is associated with health problems and for organizations; stress is associated with high
absenteeism rates, high turnover, poor productivity and poor decision-making”
(Champoux, 2006).

Prolonged and unmitigated stress leads to professional burnout. Despite the

growing consensus surrounding the concept of burnout, the distinction between burnout

14



and stress has not been clearly defined (Cordes and Dougherty, 1993). Ganster and
Schaubroeck argue that burnout in fact, is a type of stress - specifically, a chronic
affective response pattern to stressful work conditions that features high level of
interpersonal contact (Ganster and Schaubroeck, 1991). Cordes and Dougherty indicated
that although most researchers define stress as an outgrowth of person-environment
interactions (Cordes and Dougherty, 1993; French and Caplan, 1972; McGrath, 1976;
Schuler, 1980) or as a result of dysfunctional role relationships (Kahn et al., 1964), there
has been little definitional or operational agreement among job stress conceptualizations
(Schuler, 1980). On this basis, a number of authors advocated the treatment of stress as a
general concept that can provide a “framework”™ for research on a number of problems.
Based on the above definitions, burnout is subsumed to be one of the outcomes of stress
(Cordes and Dougherty, 1993). In the following sections, organizational factors related to
antecedents of burnout which have been used in coding and categorizing data are

described.

2.3 Burnout

Burnout is a chronic state of emotional exhaustion that stems from an unrelenting
series of on-the-job pressures with few positive experiences (Champoux, 2006). The term
burnout was coined by Herbert Freudenberger to characterize the psychological state of
individuals involved in emotionally charged interactions with clients (Brock & Grady,
2002). The concept of burnout was more clearly conceptualized and defined during the
early 1980’s when systematic empirical studies on burnout were clearly conducted and

published. Burnout is a distinctive aspect of stress which has been defined primarily as a
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pattern of responses of stressors at work (Shirom, 1989). The most widely accepted
definition of burnout is Maslach’s three component conceptualization (Cordes and
Dougherty, 1993; Wright and Bonett, 1997). Maslach and Jackson defined burnout as “a
syndrome of emotional exhaustion, depersonalization, and reduced personal
accomplishment that can occur among individuals who do ‘people work’ of some kind”
(Maslach and Jackson, 1986). As the definition suggests, burnout is characterized by
three primary symptoms. Emotional exhaustion refers to depletion of emotional resources
(Halbesleben and Buckley, 2004). Repeated exposure to work results in emotional
exhaustion (Champoux, 2006). The second component, depersonalization is characterized
by negative cynical attitudes and feelings about one’s clients (Wright and Bonett, 1997).
Depersonalization of response is a way of building an impersonal barrier which results in
reduced personal accomplishment. Employees experience increased dissatisfaction with
their accomplishments on the job, coupled with a heightened perception of minimal
work-related progress. Wright and Bonett, in their study of burnout and work
performance found that burnout leads to poor performance in individuals (Wright and
Bonett, 1997). Different hypotheses exist regarding the sequence in which these three
primary characteristics result in an individual. Unlike the above conceptualization of
Maslach, Golembiewski and Munzenrider hypothesized that significant depersonalization
is necessary to diminish feelings of personal accomplishment and significant reductions
in personal accomplishments are necessary to result in high levels of emotional
exhaustion (Golembiewski and Munzenrider, 1981). Of the two hypotheses proposed by

Maslach and later by Golembiewski, Maslach sequencing of three components has gained
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empirical support (Maslach and Jackson, 1986; Golembiewski and Munzenrider, 1981;

Lieter, 1988; Lieter and Meechan, 1986; Liter and Maslach, 1988).
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Fig 2.2 Conceptual framework for burnout proposition (Cordes & Dougherty, 1993)

Fig 2.2 depicts the conceptual framework for burnout proposition developed by Cordes
and Dougherty. It indicates the three Maslach’s components, their causes and
consequences. The causes are divided into job and role characteristics, organizational
characteristics and personal charactcristics. The job and role characteristics highlight the
role of interpersonal relations, effect of role conflict, role ambiguity and role overload.

The researchers indicate that, client interactions that are more direct, frequent or of a
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longer duration are associated with higher levels of burnout. Role stress which includes
role conflict and role ambiguity has been shown to be associated with burnout to varying
degrees. Individuals who report higher levels of these variables report higher levels of
burnout (Cordes and Dougherty, 1993).

Organizational characteristics include the effects of rewards and punishments as
linked to performance and job context whereas personal characteristics include personal
expectations and social support (Cordes and Dougherty, 1993). In this research, the
researcher attributes importance to the first two criteria discussed by Cordes and
Dougherty which include job and role characteristics along with organizational
characteristics.

Job characteristics which include role stress, role overload, and role of
interpersonal relations and organizational characteristics which include job context and
incentives are termed antecedents of burnout in the literature (Cordes and Dougherty,
1993). These antecedents, described below are considered to be precursors to burnout.
2.3.1 Role of interpersonal relations

Most of the systematic research on the concept of burnout has focused on
individuals in the helping professions, specifically health, social services and teaching
where burnout is typically believed to be experienced due to the high level of arousal
from direct, frequent and rather intense interactions with clients. Maslach theorized that
potential for emotional strain is greatest for workers in the helping professions because
they are constantly dealing with other people and their problems (Maslach, 1978).
Jackson and colleagues in their research focusing on the role of client and employee’s

caseload in contributing to burnout suggested that, caseload be divided into quantitative
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and qualitative dimensions (Jackson et al., 1986). The quantitative dimensions include
frequency of contact, number of interactions and percent of time spent with clients. As
the number of clients increases, the demands on the employee’s personal resources
increase. If these demands are continuous rather than intermittent, the employee may be
vulnerable to burnout (Cordes and Dougherty, 1993). Qualitative dimensions of client
caseload include interpersonal distance such as phone contact versus face-to-face contact.
Cordes and Dougherty indicate that though the variables are viewed in context of client
or service recipient contacts they may provide insight into the generalizability of burnout.
Maslach, Jackson and Shirom noted that there are many occupations not included under
the rubric of helping professions where interpersonal contacts cause strain, in which
employees may be vulnerable to burnout (Maslach and Jackson, 1984; Shirom, 1989).
Jackson and Schuler have speculated that managers and supervisors also may experience
burnout because they are required to help their employees resolve job-related and
personal difficulties (Jackson and Schuler, 1983; Jackson, 1984)
2.3.2 Role Stress

Role Conflict and Role Ambiguity are two components of role stress. According
to Cordes and Dougherty, “role conflict occurs as a result of incongruity or
incompatibility of expectations communicated to a role incumbent by his or her role
senders (Cordes and Dougherty, 1993; Kahn, 1978). Role ambiguity is associated with
one’s need for certainty and predictability especially regarding one’s goals and means of
accomplishing them. It may occur if an individual lacks adequate information to
accomplish required activities or when the information is not clearly defined or

articulated” (Cordes and Dougherty, 1993). Lack of clarity regarding either proper
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procedures for performing job tasks; or criteria for performance evaluations result in role
ambiguity (Miles and Perreault, 1976). Cordes and Dougherty in their research study on
burnout compared the findings of past researchers. It was found that in a Schwab and
Iwanicki study, these two variables role conflict and role ambiguity, accounted for a
significant amount of variance in the emotional exhaustion and depersonalization
dimensions for a sample of 469 teachers (Schwab and Iwanicki, 1982). Brookings and
colleagues reported statistically significant relationships between perceived role conflict
and role ambiguity and all three burnout components for 135 female human service
professionals (Brookings et al., 1985). Fimian and Blanton found both role variables were
related to total burnout for a sample of teacher trainees and first-year teachers (Fimian
and Blanton, 1987). Cordes and Dougherty found the effect of role conflict and role
ambiguity on burnout to be consistent in their comparative studies. These researchers
report that the relationship between these two role variables and burnout are not restricted
to human service professionals but extend to corporate and industry settings as well
(Cordes and Dougherty, 1993).
2.3.3 Role Overload

Burnout was believed to result partially from qualitative and quantitative overload
(Maslach & Jackson, 1984). Individuals experiencing qualitative overload feel they lack
the basic skills or talents necessary to complete the task effectively. Quantitative overload
refers to the individual’s perception that the work cannot be done in the allotted time
(Kahn, 1978; Pines and Maslach, 1978). In many organizations, this may come about due
to resource scarcity and the continual threat of cutbacks (Jackson, 1984). As a result,

workers may often be overloaded with cases or clients (Maslach, 1976).
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2.3.4 Contingency and noncontingency of organizational outcomes

Organizational characteristics comprise contingency and noncontingency of
organizational outcomes and job context (Cordes and Dougherty, 1993). Though
contribution of job or task to burnout has been investigated, the question of how variables
associated with the organization itself and its policies may affect burnout has received
comparatively little attention. Jackson and colleagues studied contingency of
organizational outcomes in two ways. First, they examined the role of this variable as a
job condition that might contribute to burnout. Next, they examined the role of this
variable in the experience of unmet job expectations. In both cases, they did not find any
significant relationships (Jackson et al., 1986). Contingencies do not have an effect either
as contract clauses with incentives attached or when payment is linked to performance.
2.3.5 Job context

Empirical evidence indicates that specific context affects the incidence of stress
and burnout in the workplace (McCarthy and Catano, 1992; Cordes and Dougherty,
1993). The context is characterized by a variety of factors such as subsystem, work shift
and psychological environments. A critical factor contributing to burnout may be the
nature of the employee-client relationship. If job contexts differ significantly by the types

of interaction that characterize them, contexts would be differentially related to burnout.

2.4 Consequences of Burnout
Cordes and Dougherty illustrated the importance of burnout as a practical concem
by associating it with negative organizational outcomes and various types of personal

dysfunction (Cordes and Dougherty, 1993). In their meta-analytical research, they
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compared the consequences of burnout in various fields as illustrated by previous
researchers. Though it is indicated that the consequences discussed are not unique to
burnout, they illustrate how potentially costly and damaging burnout can be and highlight
the importance of better management. In a review of burnout research, Kahill grouped the
consequences into five categories such as physical, emotional, interpersonal, attitudinal
and behavioral consequences (Kahill, 1988)

Physical and emotional consequences have been linked with a variety of mental
and physical health problems such as low self-esteem, depression, irritability, anxiety and
fatigue (Maslach and Pines, 1977; Champoux, 2006). Lee and Ashforth found
psychological and physiological strain to be associated with higher levels of emotional
exhaustion and depersonalization in a study of supervisors and managers from a public
welfare agency (Lee and Ashforth, 1990).

The effects of job-related activities on a person’s interpersonal relationship
received recognition in the early 1980’s with the work of Jackson and Maslach. Studies
conducted on interpersonal consequences found that links between burnout a.nd work-
nonwork conflict have received empirical support (Cordes and Dougherty, 1993; Burke
and Deszca, 1986; Jackson and Maslach, 1982). In their studies, Burke and Deszca found
that those individuals who reported higher levels of the burnout components reported a
greater negative impact of the job demands on their personal lives (Burke and Deszca,
1986).

Attitudinal consequences involve the development of a negative attitude towards
the client, job, organization and oneself (Kahill, 1988). Cordes and Dougherty in their

meta-analysis of burnout research found that burnout components also have been linked
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to lower levels of organizational commitment for public service lawyers (Jackson et. al.,
1987) and nurses (Leiter and Maslach, 1988; Cordes and Dougherty).

Behavioral consequences include turnover, absenteeism and decrease in the
quality and quantity of job performance (Cordes and Dougherty, 1993). In studies of
police workers, Burke and Deszca found that individuals reporting higher levels of
burnout components were more likely to report intentions to leave their jobs (Burke and
Deszca, 1986). In another study conducted by Firth and Britton, it was found that
absenteeism was reported to be higher among nurses with high levels of emotional
exhaustion (Firth and Britton, 1989). Maslach and Jackson in their study of public contact
employees in a federal service agency found that the burnout components are linked not
only to turnover but also to poorer job preparation (Cordes and Dougherty, 1993;
Maslach and Jackson (1985)). These instances indicate that burnout has a consequence
not only on the individual but also on the organization as well.

To mitigate the effects of stress, several researchers have linked stress to
motivation of employees. The following sections review research on motivation. A recent
study links burnout and motivation to monitor changes in academy cricket players over a
competitive season (Weston and Thelwell, 2007). Similar studies on the relationship
between burnout and motivation have been conducted in various fields such as sports,
medicine and teaching. In this research, the researcher utilizes the literature available on

both burnout and motivation to study their influence on construction project closeout.
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2.5 Motivation

Motivation refers to those psychological processes that cause the arousal,
direction and persistence of voluntary actions that are goal directed (Champoux, 2006).
Pinder defines work motivation as “a set of energetic forces both within and beyond an
individual’s being to initiate work-related behavior and to determine its form, direction,
intensity and duration (Pinder, 1998). This indicates that motivation is a psychological
process which is a result of interaction between the individual and environment (Latham
and Pinder, 2005). “Motivation is said to be individualistic, intentional and multifaceted
(Mitchell, 1982). This indicates that motivation is unique to each individual, under
control of the employee and multifaceted in terms of its activation and direction of
behavior.

Champoux says that organizations intentionally or unintentionally build
“motivation systems.” These systems hold assumptions about what affects behavior and
which behaviors are important for job performance. Theories of motivation developed by
earlier researchers provide tools to analyze an organization’s existing motivation system.
The motivation theories are differentiated into need theories and cognitive theories. Need
theories of motivation use personal characteristics or attributes to explain motivation
whereas cognitive theories relate to a person’s cognition (Champoux, 2006). In this

thesis, emphasis is placed on cognitive theories with focus on goal-setting.

2.5.1 Goal- setting theory

Goal setting theory was formulated by Edwin Locke in the mid 1960’s. Locke

derived the idea for goal setting out of Aristotle’s theory of final causality. According to
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Aristotle, action is caused by a purpose; thus, Locke began researching the impact goals
have on individual performance (Locke, 2001). Locke’s theory of goal setting (1981)
deals with the relationship between conscious goals and actual performance (Locke,
1981). The premise of the theory is that the individual’s conscious intentions dictate his
actions. (Latham et. al, 1975) A goal is defined as what the individual is consciously
trying to do. Goldstein (1993) indicates that “goals provide a sense of direction and
purpose” (Goldstein, 1993). Locke and Latham (2002) contrary to the management style
of most managers who urge their employees to ‘do their best’; state that outlining clearly
and concisely what is required elicits the required response. “Doing your best has no
external referent and hence does not elicit specific behavior.” To elicit some specific
behavior it is imperative that the person has clear view of expectations. A goal is thereby
of vital importance because it facilitates an individual in focusing his efforts in a
specified direction.

According to Champoux “goals that are specific, challenging, reachable, and
accepted by a person lead to higher performance compared to goals that are fuzzy,
unchallenging, not reachable or not accepted. Goal specificity includes what needs to be
done, how much needs to be done and the performance period. Goal setting affects
behavior through the psychological processes of directing attention, stimulating effort,
persisting in the effort and finding ways to do the task well” (Champoux, 2006).

In addition, the theory states that a person’s goals mediate how performance is
affected by monetary incentives, time limits, performance feedback, participation in
decision making and competition. Goals that are assigned to a person have an effect only

to the extent that is consciously accepted by the person (Latham and Yukl, 1975). Locke
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states that “It is not enough to know that an order or request was made; one has to know

whether the individual heard it and understood it, how he appraised it and what he

decided to do about it before its effects on his behavior can be predicted and explained.”

Goal setting theory recommends the following steps to set goals (Champoux, 2006):

1.

2.

7.

Specify the tasks, duties and responsibilities.

Specify how performance will be assessed. Be specific about the way job
performance will be assessed and behaviors that will be part of the assessment.
Specify the goal or target to reach.

Specify the time span of employee performance.

Set priorities among goals. When several goals are set, the more important ones
should be distinguished from less important.

Specify goal difficulty and goal priority. Achieving goals of low priority is not as
high a level of performance as achieving goals of high priority. Locke et al.
examined the behavioral effects of goal-setting, concluding that 90% of
laboratory and field studies involving specific and challenging goals led to higher
performance than easy or no goals (Locke et al., 1981).

Review goals for coordination and cooperation with others.

The goal setting steps can produce goals that are specific about the task and the time to

finish the task. Stating how performance will be measured and stating the priorities

among multiple goals makes a task even more specific. Champoux indicates that “goal

setting theory does not view the goal as static. Goals are based on the past and some

predictions about the future. As circumstances change, goals might need to change.” It is
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said that an important element is the ability to change goals after they have been set
because the circumstances have changed (Champoux, 2006).

Locke and Latham have distilled four mechanisms through which goal setting is able
to affect individual performance (Locke and Latham, 2002):

1) Goals focus attention towards goal-relevant activities and away from goal-

irrelevant activities.

2) Goals serve as an energizer; higher goals will induce greater effort while low
goals induce lesser effort.

3) Goals affect persistence; constraints with regard to resources will affect work
pace.

4) Goals activate cognitive knowledge and strategies which allows employees to
cope with the situation at hand. Through an understanding of the effect of goal
setting on individual performance, organizations are able to use goal setting to
benefit organizational performance.

Locke and Latham have therefore indicated three moderators which indicate the
success of goal setting namely goal commitment, feedback, task complexity, employee
motivation and macro-economical characteristics. They mention that with respect to
“goal commitment”, people will perform better when they are committed to achieve
certain goals. Goal commitment is dependent on importance of the expected outcomes of
goal attainment and on self-efficacy. Self efficacy is one’s belief that one is able to
achieve the goals. In “feedback”, the employee’s performance record is tracked, to see
how effective they have been in attaining the goals. Without proper feedback channels it

is impossible to adapt or adjust to the required behavior. In “task complexity”, goals that
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are more difficult require more cognitive strategies and well developed skills. The more
difficult the tasks ahead, a smaller group of people will posses the necessary skills and
strategies. From an organizational perspective it is thereby more difficult to successfully
attain more difficult goals since resources become more scarce. With “employee
motivation”, the more employees that are motivated, the more they are stimulated and
interested in accepting goals. When goals are established at a management level and
thereafter solely laid down, employee motivation with regard to achieving these goals is
rather suppressed (Locke and Latham, 2002). Thereby to facilitate motivation, the
employees not only need to be allowed to participate in the goal setting process but the
goals have to be challenging as well. Participation increases information about the way
the goal can be reached. The information can let employees to discover alternate ways of
doing the job (Champoux, 2006). Also, “macro-economical characteristics” have an
impact to an extent. The position of the economy in the conjuncture puts pressure or
simply relieves the organization. This means that some goals are easier set in specific
macro-economical surroundings.

Latham and Yukl reviewed eleven studies to examine the effects of setting specific
goals. It was found that ten studies provided strong support that specific goals increase
performance and that difficult goals, if accepted, result in better performance. This
indicates the effectiveness of goal-setting in organizations (Latham and Yukl, 1975).

The researcher after reviewing literature on organizational behavior shifts focus to
closeout to define the process and understand problems related to construction project

closeout.
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2.6 Project Closeout

It’s been said that “Projects proceed smoothly until 95% complete, and then they
remain 95% forever” (Bennett, 2003). It has also been said that “if 90% of the effort is
expended on the first 90% of the project then, another 90% is expended on the remaining
10% of the project” (Bennett, 2003). According to Westland, more than 90% of the
projects fail to conduct a post-implementation review to determine the level of success
after completion (Westland, 2006). All these indicate that not enough attention is being
paid by project personnel to accelerate “Project Closeout™ and that, it also requires an
equal if not greater attention as other phases in a project. Some organizations such as the
Department of Energy (DOE), and the Facilities Construction and Renovation
Department at the Yale School of Medicine have identified the need for formal project
closeout procedures. Perspectives on project closeout vary based on project participants.
The American Institute of Architects,(AIA Best Practices, 2007) in very concise and in
apt terms describes the perspectives of various participants. “To the Contractor, it means
resolving the punchlist, reconciling the job cost and collecting the final payment. To the
architect it is the satisfaction of the design resulting in a completed project that
substantially conforms to the construction documents and functions as intended to meet
the client’s needs. To the owner, it brings about nervous anticipation and anxiety since
the facility will be soon transferred into their hands.” Several sources (Yale School of
Medicine, 2005; Busansky, 2003; Bennett, 2003; DOE, 2003) indicate that though
various definitions are prevalent, there is no well defined process for project closeout.

The Facilities Construction and Renovation Department at Yale School of

Medicine defines construction closeout as “the time period between substantial
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completion until all punch list items have been addressed and are completed (Facilities
Construction and Renovation Department at Yale School of Medicine, 2005).”

Project closeout is considered an important activity during the final phase of the
completion of the project. It is the “completion of the contract and related inspection,
correction and acceptance of the work” (LA DPW Engineering, 2003). The project
closeout and completion phase is often thought of as a project unto itself. According to
Bennett, “this phase must be planned and programmed, tasks must be assigned, the phase
must be executed effectively and its costs, schedule and quantity must be controlled”
(Bennett, 2003).

Busansky refers to closeout as “the process that is verified complete and
administratively processed for official closure. Closeout is completed when all
administrative actions have been completed; all disputes settled and final payment has
been made” (Busansky, 2003) This aligns with an MSU study where Abdelhamid et al.,
defines MSU closeout processing times as T, and T, where T, represents the time from
substantial completion to contractor’s final payment and T, represents time from final
payment to owner’s internal closing of all accounts (Abdelhamid et al., 2007).

The Department of Energy, DOE indicates that “closeout begins at beneficial
occupancy or project termination, and is complete after all the physical, regulatory,
contractual and financial closeout activities are complete.” DOE defines “physical
closeout as those activities remaining after the user accepts the project; contract closeout
includes each project contract and subcontract” (DOE, 2003). Regulatory Closeout for
required projects is defined by the DOE as those projects which comply with regulatory

requirements and financial closeout includes reviewing of closing statement of cost,
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authorizing the release of excess funds and preparing the project final cost report for the
project (DOE, 2003). Fig 2.2 shows the interrelation of physical, contractual, regulatory
and financial closeout in the DOE closeout process. DOE indicates that “closing a project
is a time of emotional and user satisfaction. It is the time when necessary steps are taken
to ensure that customer, user, project team members and contractors are treated properly

and all loose ends on the project are completed” (DOE, 2003).
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2.7 Project Closeout Activities
Bennett indicates two main categories that overlap and interact throughout the phase.
Sometimes these activities occur concurrently in the closeout phase (Bennett, 2003).
These categories include-
1. Completing the work which includes physical activities that must be
accomplished on the site.
2. Administrative closeout which mainly involves the multitude of required

documents and paperwork issues.

Completing the work mainly includes testing and startup, cleanup, punch list completion,
inspection and corrective work whereas administrative closeout includes payment to
subcontractors, waivers of lien and request for final payment (Bennett, 2003). Along
with all the activities described above, at the time of project closure, the contractor is
required to provide and maintain documents such as as-built drawings, operating and
maintenance manuals (O & M’s), warranties and other records. These documents form
part of the information exchange between owner, contractors and subcontractors. In some
cases, contractors are also required to provide training for maintenance personnel before
handing over the operations of various equipment.
2.7.1 As-built drawings

Producing and furnishing as-builts are an integral part of contract closeout and
they are generally maintained by the contractor (Bennett, 2003). As-builts represent a set
of record drawings that depict the actual locations, dimensions and features that are

different from the original contract drawings. They are used to show the finished
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condition of the work as it was actually constructed and accepted. The process requires
that any change that modifies the original work be incorporated over a separate set of
drawings maintained just for that purpose (Pettee, 2005). Pettee indicates that the change
documentation may include incorporation change orders, field orders, value engineering
agreements and sometimes responses to Requests for Information (RFI).

As-builts are considered to be an important part of contractor’s scope of work.
They are often neglected until the end of the project when they are really needed. Pettee
indicates that this neglect mainly occurs due to the fact that there are several other
activities occurring at the same time and during that stage, documenting as-builts takes a
backseat. As-builts are treated as an administrative obstacle, among many others needed
to close a project. They are generally the last submittal to be processed.

As-builts play a very important role as these record documents contain all the
latest pertinent information required for all the project parties. According to Pettee, they
act as a one-stop repository of all directed changes. Theoretically, these are the set of
drawings that all the subcontractors are supposed to refer to as the work progresses. After
the construction of the facility, they depict what was actually built. They also aid the
owner during future renovation or demolition of a facility.

As-builts though important, are not updated regularly due to either a lack of
motivation or a full understanding of what is ultimately expected of them or both
(Pettee, 2005). There is also the perception of not being paid for the effort which has also
led to neglect of as-built drawings.

It is necessary and convenient for the contractor to update the as-built drawings

regularly as the project proceeds as it will not only aid contractors but will help
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subcontractors as well. Updating as-builts regularly will help in preventing final payment
delay as contractors are required to submit as-built drawings to the owner in order to
receive final payment (Bennett, 2003)

2.7.2 Operation and Maintenance Manuals (O & Ms)

Operation and maintenance manuals provide information necessary to perform
installation, test, operate, adjust and repair equipment. O & Ms are necessary for effective
operation and maintenance and are critical to long term viability of any project.

Operation and maintenance manuals are usually required to be furnished by the
contractor in accordance with contract terms. The contractor is responsible for
assembling all O & M’s provided by manufacturers. The main effort involves gathering
and organizing documents as they are received from manufacturers (Bennett, 2003).
Various operation and maintenance manuals are gathered and transferred to the facility’s
operating and maintenance personnel at the time of project closeout. Like as-built
drawings, a contract requires that these drawings be furnished in complete form prior to
final payment (Bennett, 2003).

2.7.3 Records archiving and transfer

Bennett maintains that project records form an essential part of a project history
and are required for operation and maintenance of a facility (Bennett, 2003). Contractors
are required after completion of a project to maintain records and correspondences of the
project for future reference by the contractor’s own personnel. This provides historical
data for future projects.

In addition to the archiving of records, the contractor also has an obligation to

transfer the required documents to the owner or the design professional in an organized
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and complete manner. As mentioned by Bennett, these documents include O & Ms, as-
builts, certificates, progress photographs, materials and testing inspection results and any
other documents required by the contract.

At Michigan State University (MSU), the contractor has to submit all documents
mentioned in a ‘final payment/closeout checklist’ which provides a list of all the
documents that have to be submitted prior to the final payment of the contractor. A
university representative within the university ensures the submittal of all the required
documents before the project is closed completely (Abdelhamid et al., 2007).

2.7.4 Warranties

The term “warranty” in construction contracts indicates the obligation that the
contractor assumes for repairing defects in the work for a specific period of time after
substantial completion of the facility (Bennett, 2003). Warranties are provided to the
owner before final completion of a project. The AIA-A201, defines warranty as “general
representation by the contractor that materials, equipment and workmanship will conform
to the good quality standards and requirements of the contract documents.” The warranty
period as mentioned in AIA-A201 is typically for one year and commences at the time of
substantial completion of the facility (AIA-A201, 1997)

2.7.5 Post-project analysis

After completion of the project, a post-project analysis should be conducted by
contractors internally in order to realize the lessons learned from a project. This aids
contractors in their assessment and management of future projects. It is considered to be
the most neglected aspect of the project as there is pressure on the contractors to move

ahead to the next job rather than look backward to the work already completed (Bennett,
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2003). Some of the topics suggested by Bennett include personnel and labor relations,
construction methods and on-site coordination, safety issues, subcontractor performance,
fabrication and delivery matters, cost control, schedule issues, owner and design
professional relationships, and the quality of the project, its components and systems. The
“lessons learned” process will help in building the firm’s intellectual capital. The AIA
Best Practices, indicates that at the end of each project, the firm should collect all the
lessons learned from project team members and incorporate them to improve the firm’s
processes (AIA Best practices, 2007).

A written report by the project manager which is a compilation of all the analyses
of various project personnel will serve as a good historical record for the contractor,
prevent recurring mistakes and help in continuous improvement (Bennett, 2003). The
lessons learned can be compiled by the organization and used as a “knowledge-based”
system for future purposes.

All the above activities are important steps which occur either concurrently or one

after the other during the closeout phase (Bennett, 2003).

2.8 Responsibilities of various project personnel

In order to understand the project in its entirety, it is necessary to understand who
the project participants are, and their roles and responsibilities in making a successful
project. With regard to this, several organizations including the Associated General
Contractors (AGC), American Institute of Architects (AIA), and many major universities
such as Penn State University, and the University of Wisconsin have outlined certain

responsibilities for project team members in order to close a project effectively. Division
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of responsibilities by project personnel ensures smooth flow during closeout and saves
project time and money (Penn State University, 2006; University of Wisconsin, 2007)

AJIA and universities such as Penn State University and the University of
Wisconsin outline some of the responsibilities for owners, contractors, subcontractors and
design professionals at the time of project closeout (Penn State University, 2006;
University of Wisconsin, 2007). These responsibilities originate from the time of
substantial completion and end at final completion of a project. The researcher has
integrated the roles and responsibilities of project personnel from these sources and
identified them in Table 2.1 below.

Table 2.1 Roles and Responsibilities of project personnel
Adopted from AIA, 2007; Penn State University, 2006; University of Wisconsin, 2007

Responsibilities Roles
Responsibility of the Creation of the punchlist along with contractor and
Owner design professional

Training and orientation

Accept O & M’s manuals from contractor
Distribute O & M’s to project manager

Distribute warranties to project manager and other

concerned personnel
Responsibility of the Request for substantial completion inspection in order to
Contractor create a punchlist

Completion of all punchlist items created along with
owner and design professional

Deliver O & M’s to the user

Submit as-built drawings

Ensure testing and balancing is complete

Ensure all the inspections are complete
Installation of owner furnished equipments if any
Request for final inspection

Submit warranties to owner

Perform a post-construction evaluation
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Table 2.1 continued

Responsibility of the Complete punchlist items
Subcontractor Deliver O & M manuals to contractor
Deliver shop drawings to contractor

Responsibility of the Create a punchlist at the time of substantial completion
Design Professional Ensure completion of punchlist items by contractor
Receive as-builts from contractor

Receive warranties of equipment from contractor

2.8.1 Role of Contractors and Subcontractors

AGC indicates that final completion of a project and acceptance of project by the
owner should be the ultimate goal and that project closeout procedures must be integrated
into all phases of the project. In its “Guideline on Project Closeout” AGC indicates that,
both contractors and subcontractors must work in tandem to accomplish the project
closeout objectives which are as follows (AGC et al., 2003):

e Assure the owner and the A/E that all work on the project will be completed in a
timely manner and in accordance with the contract documents.

e Cause the owner to provide the general contractor a positive incentive to complete
the work properly or ahead of time by providing prompt and proper payment for
work satisfactorily performed.

e Prevent multiple punch lists through effective communication with all the parties
and timely inspections.

The researcher has developed a process map from the AGC guidelines (AGC et al.,

2003) depicting the steps involved during construction closeout and it is included in Fig

2.2. Similar to AGC, AIA Best Practices indicates six critical aspects with respect to
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project closeout. One is the use of checklists which gives a logical sequence to complete
tasks in closeout. AIA Best Practices states that, this logical sequence disappears in the
final 10% of the project (AIA Best Practices, 2007). Second, is not allowing anyone to
work on anything which is not in the checklist. Anything beyond the checklist will act as
a distraction resulting in incomplete and unfinished work of the actual items and will also
be a strain on the project budget. AIA Best Practices indicates that, in order to keep the
focus of all personnel on project closeout frequent meetings should be conducted. Third,
the firm’s intellectual capital can be built through “lessons learned” processes. Fourth, is
safeguarding project records so that they are easily accessible to the company even years
after completion of the project. Fifth is asking for a referral from the client to ensure in
writing that the project was successful. The last suggestion is to plan for project
completion party at the beginning of the project and allocating budget to it, to motivate
the team to look forward to project success.

Sometimes, though projects reach substantial completion according to schedule,
there are an inordinate number of delays during closeout. Valovcin, in his research on
naval project closeout cites some of the causes for untimely closure of projects which are

briefly described below (Valovcin, 1995).
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2.9 Causes of Untimely Closeout

Closeout is a final and important phase in the lifecycle of a project. A delay in this
phase leads to delay in the final completion of the project thereby resulting in monetary
and relationship losses. Each project has its own history in terms of why a delay was
caused during closeout of a project. The DOE and Valovcin discuss some of the reasons
that have led to prolonged and lengthy closeout time (DOEa, 2005; Valovcin, 1995).
Firstly, after substantial completion of a project, when the owner can actually use the
facility for its intended purpose, the pressure to complete the project reduces and there is
little or no incentive to close the project on time. During this phase, since project
personnel will be moving on, enough personnel may not be assigned to completely close
the project. The main staff who are closely related to the project would have moved on
and new staff assigned would be unaware of the history of the project. It becomes a
daunting task for newly assigned people to piece together whatever remains, complete
file documentation and deal with the administrative burden of closing out the project.
Issues that seemed complete look less so to the newly arrived, and finding the party or
parties that have first hand knowledge of hazier details gets more difficult with time
(Criss, 2005).

Some of the other factors indicated as causes of untimely closeout include lack of
management attention to closeout, poor management information systems to monitor
contract closeout processes, poor coordination among project teams, lack of closeout
checklists, low priority in organizations, inaction by contractors and subcontractors and
lack of internal controls (DOEa, 2005; Valovcin, 1995). Although project closeout is

considered important by some organizations, there is no well defined process which
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would aid in effective closeout. All these lead to inefficiency and delay in closeout and
increase burnout of project participants and have led to inefficiency.

Organizational behavior factors and project closeout were described in the
previous sections of this chapter but in order to identify and analyze factors of
organizational behavior in the closeout data; Grounded Theory was adopted and is

described below.

2.10 Grounded Theory

Grounded theory is a systematic qualitative research methodology in the social
sciences emphasizing generation of theory from data in the process of conducting
research (Charmaz, 2006; Glaser, 1992; Strauss, 1987). This theory was developed by
Barney Glaser and Anselm Strauss and has its origins in organizational or professional
settings (Martin and Turner, 1986). Grounded theory contradicts the traditional model of
research, where the researcher chooses a theoretical framework, and only then applies
this model to the studied phenomenon (Allen, 2003). It is a research method that operates
almost in a reverse fashion to traditional research and at first may appear to be a
contradiction of the scientific method. Rather than beginning by researching and
developing a hypothesis, a variety of data collection methods are the first step. Table 2.2
depicts the four stages of analysis in this theory. From data collected as an initial first
step, key points are marked with a series of “codes,” which are extracted from the
literature. The codes are grouped into similar “concepts,” in order to make them more
workable. From these concepts “categories” are formed, which form the basis for the

creation of a “theory”, or a reverse engineered hypothesis. “Theory” forms a core stage

43



and emerges from a constant comparison of data. “All is data” is a fundamental property
of Grounded Theory and includes both literature and interviews (Glaser, 1998). This
process of comparing data is termed as “memoing.” Glaser asserts that “memos are
important tools to both refine and keep track of ideas that develop when comparing
incidents to incidents and then concepts to concepts in the evolving theory. In memos,
ideas are developed about naming concepts and relating them to each other. In memos,
relationships are established between concepts in two-by-two tables, in diagrams or
figures or whatever makes the ideas flow, and generate comparative power. Without
memoing, the theory is superficial and the concepts generated not very original.
Memoing works as an accumulation of written ideas into a bank of ideas about concepts
and how they relate to each other. This bank contains rich parts of what will later be the
written theory.”

Table 2.2 Four stages of analysis
(Charmaz, 2006, Glaser, 1992; Strauss, 1987)

Stage Purpose

Identifying anchors that allow the key points of the data
Codes to be gathered

Collections of codes of similar content that allows the
Concepts data to be grouped

Broad groups of similar concepts that are used to
Categories generate a theory

A collection of explanations that explain the subject of
Theory the research

Grounded Theory is said to be well suited when dealing with “qualitative data of the kind
gathered from participant observation, from the observation of face to face interaction,
from semi-structured or unstructured interviews, from case-study material or from certain

kinds of documentary sources” (Martin and Turner 1986).
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This researcher applied Grounded Theory to closeout data because it provides a formal
process for evaluating qualitative information rich data. Organizational behavior formed
the key emphasis examined in the closeout data obtained from interviews and the COAA
workshop. The data was grouped and categorized based on organizational behavior
literature. The categories were based on role stress, role overload, role of interpersonal
relations, burnout, job context, and incentives. These categories were compared to the
literature to identify common themes and generate recommendations for closeout relative
to organizational behavior. This process of comparing data is termed “memoing” and was

achieved during analysis (described in chapter 4) through the use of figures, tables and

graphs.

2.11 Chapter Summary

This chapter reviews literature of two independent topics including organizational
behavior and project closeout. In the review of Organizational behavior, concepts such as
stress, burnout, role stress, role overload, role of interpersonal relations, job context,
incentives, motivation, and goal-setting theories were examined. Project closeout
literature includes a definition of the closeout process and roles and responsibilities of the
project parties. The relation between organizational behavior and project closeout is

explained in Chapter 4 of this thesis through the principles of Grounded Theory.
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CHAPTER 3

METHODOLOGY
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3. METHODOLOGY

This chapter outlines the methodology that was used for this research. The

researcher evaluated available data based on the principles of “Grounded Theory” (GT)

proposed by Barney Glaser and Anselm Strauss (Charmaz, 2006; Glaser, 1992; Strauss,

1987). Data was obtained by a research team at MSU from contractor, subcontractor, and

owner interviews, and a COAA closeout workshop (Abdelhamid et al.,, 2007). The

interviews were conducted as part of a project titled “Assessment and Improvement of

Construction Project Closeout at Michigan State University” (Abdelhamid et al., 2007).

3.1 Methodology

Fig. 3.1 depicts the methodology that was used for this research and includes the

following primary activities:

1.

Definition of the project, identification of needs, goals, and objectives of the

research.

. Literature review of organizational behavior and project closeout.

. Development of interview questionnaires to address existing closeout processes

(Abdelhamid et al., 2007).

Extraction of data from the interviews conducted of owners, contractors and
subcontractors to understand their perspective on closeout and ascertain dominant
causes of closeout delays (Abdelhamid et al., 2007).

Identification of organizational behavior factors in the data obtained from
interviews and COAA closeout workshop. This step in Grounded Theory is

referred to as “codes.”
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10.

11.

12.

Collection of “codes” of similar content that allowed the data to be grouped in
order to recognize “concepts.”

Data obtained from interviews and the COAA workshop were “categorized” into
different organizational factors to generate a “theory.”

“Theory” was developed by constantly correlating literature on organizational
behavior factors to the responses obtained from interviews to recognize causes of
delays and to develop strategies for improvement. This process of comparing
data termed “memoing” was achieved in this research through the use of figures,
tables and graphs.

Development of recommendations through further comparison of motivation
theories and interview responses.

Approval from the MSU Institutional Review Board (IRB) was obtained and
proof of concept interviews with contractors and subcontractors were conducted
in order to review the recommendations and to gain feedback regarding their
correctness and usefulness.

Revision of recommendations to incorporate input obtained from the proof of
concept interviews with contractors, and subcontractors.

Preparation of a summary of the research.
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3.2 Data from the MSU study

The raw data for this research was obtained from interviews conducted for the
research project titled “Assessment and Improvement of Construction Project Closeout at
Michigan State University” (Abdelhamid et al., 2007). The researcher revisited this
database to identify responses related to organizational behavior.

As part of the interview process for the MSU study, twenty one MSU
administrators, eight contractors, four subcontractors, two architects and personnel from
four other universities were interviewed to understand their current processes. In this
current research, the researcher evaluated only the contractor and subcontractor responses
along with responses from the COAA closeout workshop. Contractors and subcontractors
were chosen from the list generated by an MSU closeout research Oversight Committee.
The Oversight Committee consisted of operations and administration staff from Physical
Plant, Housing and Food Services, and Capital Planning and Administration. The
research team selected the interviewees based on their availability and their willingness to
share their information. The selected interviewees were not disclosed to the Oversight
Committee. The interviewees were contacted by phone and appointments were set up
based on their convenience. At least two members from the research team met them

personally at their respective offices to conduct these interviews.

3.2.1 Preparation of Interview Questionnaire
The interview questionnaire was an important tool which aided the research team
in its quest for data. It addressed two research topics mainly project closeout and vendor

performance. This researcher was involved only in the development of project closeout
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questions. A rough draft of the questionnaire consisted of 150 questions which later were
reduced to 42 questions. The interview questionnaire covered various aspects of owners’,
contractors’ and subcontractors’ processes such as organization structure, project
management and closeout. It focused on their perception of closeout - whether
contractors and subcontractors perceive closeout to be a problem in their organization,
their prevailing process at the time of project closeout, dominant causes which have led
to delay in closeout, time consuming steps, timeframe for closeout, and any strategy they
might have implemented for effective project closeout.

After final review and editing by the research team, the interview questionnaire
was sent to MSU’s Institutional Review Board (IRB) for review and approval. MSU’s
IRB is responsible for the protection of individuals who are the subjects of research (IRB,
2007). IRB review ensured that the questionnaire was in compliance with its ethical and
safety procedures.

Prior to the interviews, the IRB approved questionnaire was tested in an interview
setting with one of the members of the Oversight Committee to determine its duration
and also to receive positive feedback on the questions and the interview process itself.
The feedback obtained was considered and adopted during the interviews of owners,
contractors and subcontractors. Based on the pilot interview, an actual timeﬁ'amerf 90

minutes was set for these interviews.
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3.2.2 Interview of Owners, Contractors and Subcontractors

Based on the list generated by the oversight committee, the interviewees included
mainly MSU administrators and staff, contractors, subcontractors and architects involved
in projects at MSU. Before each interview, a consent form was read and signed by both
interviewer and interviewee. The consent form developed by the research team
maintained confidentiality and was in accordance with MSU’s IRB submitted protocol.
The interview questionnaire for the external and internal parties followed a similar
pattern; however, the contractor and subcontractor questionnaires had an additional
section which addressed MSU construction processes. The consent form and the
interview questionnaire are included in appendices I, II, and V.

The average duration of the interviews was 90 minutes and generally, two
members from the research team were present during these interviews. While one
member interviewed the subjects, the other made detailed notes which were later
transcribed in an MS-Excel® spreadsheet. The response spreadsheets developed as a
result of these interviews were used as data by this researcher. Though the interview
addressed several topics, the responses to the following questions were considered to
identify and code them into respective organizational behavior categories:

s  What is your company’s definition of construction project closeout?

= Can you outline for us the basic steps and activities in the project closeout
process? Are these project closeout activities identified in the construction
schedule?

» Do incentives exist within your firm to quickly and effectively closeout a project?

* s project closeout perceived as a problem by the contractors? If so, why?
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* What are the most difficult or time consuming steps in the project closeout
process? Why?

* Have you drawn any conclusions with respect to the dominant causes of slow
project closeout process times (punch list, quality of design documents, etc.)?
What are they?

* In your opinion, what are the main causes of slow completion of punch list items
or end of project administrative tasks such as record documents, turning over
operation and maintenance manuals, etc, by contractors?

* Do contract clauses have an impact on overall project closeout?

= Does retainage, or the threat of holding retainage, affect the project closeout
process?

= In your opinion, what motivates contractors to work for timely project closeout?

* Based on your work with other large owners, what organizational traits influence
timely and effective project closeout?

= Describe effective project closeout techniques performed by subcontractors or
vendors you have observed.

= What incentives or measures have you seen used on projects (or department) that
can help lead to quickly closeout a project? If none exist, what incentives do you
feel would be effective?

The data was analyzed based on the principles of Grounded Theory and is presented in
Chapter 4 of this thesis. Through the interviews, the researcher was able to gather
information on the dominant causes of delay and the most time consuming steps during

closeout.
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3.2.3 Construction Owners Association of America (COAA) Survey and Project
Closeout Workshop
The researcher also considered responses from attendees of a project closeout

workshop in order to expand the range of the study. The “Project Closeout” workshop
was part of the Construction Owners Association of America (COAA) Spring Conference
2007 held on May 9 in New Orleans. Workshop attendees consisted mostly of owners
and several contractors and subcontractors. The 39 attendees were divided into nine
workgroups during the workshop session. A consent letter was signed by the workshop
attendees prior to commencement. The workshop began with a presentation of
preliminary results of a construction project closeout survey of COAA members which
was later followed by a discussion related to closeout causes and strategies. This survey
consisted of an interview questionnaire similar to that of contractors in a format which
was prepared and posted online by the research team two weeks prior to the workshop.
Data was analyzed beforehand and presented during the workshop. The reasons for delay
in project closeout, main causes and improvement strategies were addressed by the
workgroups.
Four pertinent questions were raised for which a discussion followed as part of a “barn
raising” session. These questions were:

e What are the critical factors that affect the project closeout process?

e How does the relative impact of these factors rate with respect to the likelihood of

project delays?
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e What upstream actions during the programming design and construction phases
might be taken to reduce the impact of the identified factors on project closeout
process?

e Building on our knowledge of effective contractual systems and team processes,
what integrated approach can be developed that leads to better project closeout,
hence more successful construction projects?

The groups reported their responses and discussions ensued for each of the questions. For
the first question, the critical factors that were listed by all the groups were further rated
by the attendees. Based on the rating given to these factors, the research team picked the
10 most important factors. Similarly, strategies to improve closeout were also discussed
during the workshop session. Through this session, the research team was able to observe
significant factors which impact closeout. The final workshop responses were
summarized and used by this researcher as data. Analysis of this data is presented in
Chapter 4. Although several pertinent factors were discussed, this researcher placed
emphasis on discussions relating to the causes for delay in closeout and strategies for

improvement.

3.3 Analysis of responses from Contractor and Subcontractor interviews and the
COAA closeout workshop

The interview response spreadsheets and summarized workshop responses
obtained from the MSU study (Abdelhamid et al., 2007) were used as data by this
rescarcher. Data was analyzed based on the principle of Grounded Theory proposed by

Bammey Glaser and Anselm Strauss. Grounded Theory (GT) has its origins in
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organizational or professional settings (Martin and Turner 1986) and is a systematic
qualitative research methodology in the social sciences emphasizing generation of theory
from data in the process of conducting research. (Charmaz, 2006; Glaser, 1992; Strauss,
1987) This researcher followed the four steps for analysis suggested in Grounded Theory:
Codes, Concepts, Categories, and Theory.

The data which included responses of interviews and COAA workshop session
was coded by identifying those responses that relate to organizational behavior. The
codes consisted of anchors that allowed key points relating to organizational behavior in
the data to be gathered. These codes were collected in a separate spreadsheet. This is
termed “concepts” in Grounded Theory. They were further broadly grouped into various
categories. Categories derived from the literature relating to organizational behavior
included role stress, role overload, role of interpersonal relations, burnout, job context,
and incentives. Categories that emerged from the data were then compared to the
literature on factors of organizational behavior. Through this process of comparison
termed “memoing,” causes of delay with respect to organizational behavior factors
emerged. A further comparison of strategies suggested in the data with motivation theory,
resulted in the development of recommendations. This complete process of constant
comparison in order to understand causes and develop recommendations is termed

“theory” in Grounded Theory.
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3.4 Proof of Concept

To practically evaluate the developed recommendations and test their workability
in practice, the researcher conducted “Proof of Concept” follow-up interviews with
contractors and subcontractors. For this purpose, all contractors involved in the first MSU
closeout study were contacted. Based on availability, four were selected for follow-up
interviews. Questions were targeted towards improvement of factors in an organization to
provide seamless exchange of information during construction project closeout. The

proof of concept questions are presented and discussed in chapter 5 of this thesis.

" 3.5 Chapter Summary

In this chapter, the researcher has laid out the steps that were followed in
conducting the research. It briefly describes the interview process and workshop session
of the MSU study (Abdelhamid et. al, 2007) and the method of analysis of the data that
lead to an understanding of the causes of closeout delays and development of
recommendations in order to provide seamless exchange of information during closeout.

The data and its analysis are discussed in chapter 5.
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CHAPTER 4

DATA ANALYSIS
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4. DATA ANALYSIS
This chapter presents the data and the analysis used to draw conclusions by the
researcher about how organizational behavior impacts closeout. In conducting the
analysis, interview responses were compared to the literature presented in chapter 2 using
the principles of Grounded Theory. Figures, tables, and graphs were used as a basis for
comparison in this chapter. All these form a part of the “memoing” process in Grounded

Theory which was described in section 2.10.

4.1 Analysis of Interview responses

In order to understand whether closeout is a problem from available data,
contractors and subcontractors were asked “Is Project Closeout perceived as a problem?”
Eight out of twelve contractors and subcontractors indicated that they perceive closeout
to be a problematic and time-consuming step in a project. This is depicted in Fig 4.1
below. To understand the reason for this perception in terms of organizational behavior,
the researcher analyzed the data relating to causes for slow closeout and identified key
points relating to organizational behavior.

Using the principles of Grounded Theory, the key points which are termed codes
in Grounded Theory were collected, grouped in a spreadsheet and categorized into
different factors of organizational behavior. Tables 4.1 to 4.9 depict these categorizations.
These categories were further compiled in Table 4.10 and organizational factors obtained
through the interviews were compared to the literature to arrive at conclusions and

develop recommendations.
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Is Closeout considered a problem?

interview responses.

contractors and subcontractors.

Fig 4.1 Contractor and subcontractor responses

4.2 Subject 1 Interview responses

This interview was of a ial ing organization which was involved

in institutional projects such as schools, universities, hospitals, offices, and other
infrastructure with dollar value of projects ranging from $30,000 to $23 million. In this
organization, closeout for a project was defined by its specifications and included
documentation that varied based on the requirement of owners and designers. The basic

1 steps included collection of O & M Is after 50% of project completion,

test reports, and collection of second set of shop drawings for owner’s documentation.
These steps along with major milestones are outlined in scheduling software. Closeout

was perceived as a problem by this ization and informally there are internal reviews

P
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conducted after completion of projects. The researcher in the following paragraph
identifies organizational behavior factors and later compares them to the literature.

Table 4.1 Organizational Factors identified in subject # 1 interview

interview Responses Organizational Factors
(causes) Role Stress | Role Overload | Incentives

contract clauses X
threat of holding retainage X
different team X
less number of people X
assigned
project team'’s focus shifts x
requirements are boilerplate X
and not project specific
expectations are unclear X
disagreement over the X
warranty period

During construction project closeout activities of Subject 1, contract requirements
are broken down into manageable parts. In the literature, one of the motivation theories,
the goal-setting theory indicated that tasks, duties and responsibilities should be specified
(Champoux, 2006). Locke and Latham further reinstated that outlining clearly and
concisely what is required elicits the desired response (Locke and Latham, 2002).
Further, the interviewee indicated that there are no incentives to close a project on time.
Jackson and colleagues examined incentives and burnout with respect to job condition
and job expectations and found that incentives did not have a significant impact on
burnout (Jackson et al., 1986). Contrarily, the interview indicated that contract clauses
and threat of holding retainage impact project closeout by motivating project personnel to
work towards final completion. Along with the above mentioned factors, the interviewee
indicated that staffing problems arose when the number of people dedicated to this phase

was low or when personnel actively involved during a project moved on to another
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project after substantial completion. The most difficult and time consuming steps listed
included pursuing people for information, researching items that were unique, unclear
closeout items at the front end, and extra extension of warranty period.

Overall, the interview stressed the importance of assigning tasks and responsibilities and

also using project specific checklist instead of boilerplate checklists.

4.3 Subject 2 interview responses

Subject 2 interview responses were from a contracting organization that
specialized in institutional projects, historic preservation, hospitality, K-12 projects with
dollar volume ranging from $5 million to $100 million. Project Closeout in this
organization was defined as when project requirements were completed in accordance
with the contract documents, final invoice submitted, warranties provided, and final
payment was being released. Closeout was considered at the pre-construction stage where
the owner’s criteria were established with follow-up at each stage of percentage
completion. The schedule included a line item for closeout where submittals were
approved, O & M manuals requested and training documents prepared. The closeout time
in this organization was approximately 30 to 90 days from substantial completion. This
was monitored by senior management in the organization both financially and
operationally and a closeout log was maintained which was generic or project specific
based on the project. Along with this log, project management software was used to track
and verify closeout documents. Closeout was not perceived as a problem but recognized

as a phase that may add scope.
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The most difficult and time consuming steps as indicated included receiving and
reviewing O & M manuals, preparing and coordinating as-built drawings with
subcontractors. Staffing decisions seemed to be the dominant cause of slow closeout. It
was indicated that there was less motivation among project personnel to completely close
a project during this phase.

Strategies suggested included decentralization and autonomy of project
representative, and use of knowledgeable personnel to enable faster decision-making
during a project. Proactive behavior from subcontractors and a good understanding of
closeout requirements were said to aid in effective closeout. The above factors stressed
commitment that most organizations need to undertake to improve their closeout process.

Table 4.2 depicts the organizational behavior factors that were identified in this

interview.
Table 4.2 Organizational Factors identified in the interview
Interview Responses # 2 Organizational Factors
(causes) Role Stress Role Overload | Incentives
less motivation X
different team X
less number of people
assigned
shift in project team’s focus X

lack of responsible,
knowledgeable personnel

lack of autonomy

lack of decentralization x

clear and accurate O & M’s
not obtained

x
preparing and coordinating

as-built drawings with the
subcontractors x
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4.4 Subject 3 Interview Responses

This commercial contracting organization was involved in construction and
renovation projects such as schools, banks, universities, community colleges, dorms,
manufacturing and others with dollar volume ranging from $500,000 to 13 million.
Project closeout, though considered at the beginning of a project; actively commenced
with use of a facility by the owner whereupon all O & M’s were collected and turned
over to the owner. A closeout process which included a list developed from specifications
was passed on to subcontractors. This process was identified in the schedule as several
line items. Incentives to complete closeout early were through profit-sharing where
every project member had a stake in their project.

The most difficult and time consuming step for this organization indicated was
ensuring that subcontractors read and understood the specifications completely. One of
the dominant causes indicated was with respect to project personnel; who were less
knowledgeable about the process. The transfer of documents also played a part in causing
delay. Contract clauses were said to have an impact on overall project closeout and

money along with a strong desire to close projects early acted as motivators to complete

projects.
Table 4.3 Organizational factors identified in interview # 3
Interview Responses # 3 Organizational Factors
(causes) Role Stress Role Overload | Incentives
contract clauses X
different team X
transfer of documents not
completed on time X
lack of responsible,
knowledgeable personnel x




4.5 Subject 4 Interview Responses

This contracting organization was involved in projects such as schools,
infrastructure, city halls, municipal projects, and restoration projects. Dollar volume of
projects ranged from $13 million to $20 million. During closeout, all documents
including as-builts were submitted and final payment was expected from the owner.
Project closeout was considered when the project was 50-60% complete, during which
time requests for closeout documents were made to subcontractors. Closeout was
included as a line item in the construction schedule but, it was not itemized. A closeout
checklist was derived from the specifications for each project. Closeout was perceived to
be one of the expected problems in a project. Smaller subs were believed to cause
problems during this stage since they were unable to understand the process.

Acquiring closeout documents including as-builts were considered to be the most
difficult and time consuming step. In some projects a single point of contact with the
owner was said to aid in closeout process. The type of project was also believed to have
an impact. The restoration projects took more time compared to new construction
projects due to more CCD’s (Construction Change Directive) that were issued. With
respect to subs, retainage was considered to be a motivator but with respect to contractors
the psychological feeling of having completed the project was considered to be the

driving force during closeout.
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Table 4.4 Organizational factors identified in interview # 4

Interview Responses # 4
(causes)

Organizational Factors

Role Stress Job context

Incentives

psychological feeling

retainage

project type

clear and accurate O & M’s
not obtained

preparing and coordinating
as-built drawings with the
subcontractors

4.6 Subject 5 Interview Responses

This contracting organization worked on projects such as hospitals and

The most difficult and time consuming step according to this contractor was

were assembled, change orders approved and final billing processed.

institutions with total dollar volume ranging from $10,000 to $4-5 million. During project
closeout, all documents including as-builts, O & M'’s, testing reports were collected.

Construction schedules included line items for closeout, during which time all documents

obtaining information from subcontractors to close a project on time. The flow of

documents among project team was considered to have an impact on closeout.

Table 4.5 Organizational factors identified in interview # §

Interview Responses # 5 Organizational Factors
(causes) Role Stress | Role Overload
transfer of documents X
clear and accurate O & M’s
not obtained x
preparing and coordinating
as-built drawings with the
subcontractors X
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4.7 Subject 6 Interview Responses

This commercial contracting organization was involved in projects such as
healthcare, K-12, institutional, automotive, industrial and national level project with total
dollar volume ranging from $15 million to $ 500 million. Project Closeout included
completion of punch lists, paperwork approval, final invoice submission, owner
occupancy of buildings and obtaining final payment. An expected timeline for closeout
was laid out at the start of a project and activities were broken down accordingly. Time
for closeout varied from three months to one year.

The dominant cause of slow closeout included lack of diligence by project
personnel during the project closeout phase. Closeout paperwork was delayed in the
absence of important project team members. Clear expectations, good control of the
process, and having essential people working on a project were considered to be
important organizational traits to improve closeout.

Table 4.6 Organizational factors identified in interview # 6

Interview Responses # 6 Organizational Factors
(causes) Role Stress Role Overload | Incentives
less motivation x
different team X
unclear expectations X

lack of responsible,
knowledgeable personnel

clear and accurate O & M’s
not obtained

X
preparing and coordinating
as-built drawings with the
subcontractors X
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4.8 Subject 7 Interview Responses

This contracting organization worked on a broad range of projects with total
dollar volume ranging from $5 million to $100 million. The closeout phase was divided
into two categories; field closeout, and financial closeout. Field closeout involved
completion of punch list items whereas financial closeout involved issuance of
warranties, bonds, waivers and other documents. A closeout meeting to discuss and
identify closeout requirements was held at 50% completion of the project. Subcontractors
were recommended to identify line items for as-builts, O & M’s, and warranties. Though
closeout was perceived as a problem, an effort was made to obtain warranties early to
ease the difficulties later on in a project.

The most difficult and time-consuming step indicated included obtaining accurate
O & M’s and as-builts. There was a delay in the submission of closeout documents by
subcontractors. The number of people working on closeout and a project team’s focus
was also said to have an impact because project teams were said to focus their energies
on a new project without completely closing their current project. One of the strategies
for improvement included streamlining processes within the organization so that the
number of approvals required for a project was considerably reduced. Also,
subcontractors who were proactive in submitting O & M’s and updated as-builts regularly

were said to have a positive impact.
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Table 4.7 Organizational factors identified in interview # 7

Interview Responses # 7
(causes)

Organizational Factors

Role Stress

Role Overload

Role of
Interpersonal
relations

less number of people
assigned

shift in project team’s focus

lack of responsible,
knowledgeable personnel

clear and accurate O & M’s
not obtained

preparing and coordinating
as-built drawings with the
subcontractors

lack of proactive
behavior/pursuing people for
information

delay in transfer of documents

This organization was involved in commercial projects such as hotels, resorts, K-

4.9 Subject 8 Interview Responses
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included collecting and organizing closeout data.

12 with dollar volume of the projects ranging from $5 million to $200 million. During
closeout, two categories of documents were delivered to the owner. One was financial
which included warranties, waivers, sureties and the other was work related documents
which included O & M’s and as-builts. Closeout was identified in construction schedules.
Kick-off meetings outlined closeout procedures. Submittals required by the contract
documents were requested 90 days prior to substantial completion. Closeout was
reviewed for all projects and annually meetings were held which reviewed project data.
Regardless of these defined procedures, closeout was perceived as a problem by the

organization. One of the reasons cited included problems with project staffing, others




The dominant causes for slow closeout indicated included lack of effort, lack of
interest, project personnel moving on to new projects and unclear expectations. Strategies
suggested to improve closeout included creating a strong organizational commitment,
having organized and proactive subcontractors and employment of knowledgeable,
responsible personnel with enough authority and accountability.

Table 4.8 Organizational factors identified in interview # 8

Interview Responses # 8 Organizational Factors
(causes) Role Stress | Role Overload Burnout

different team X

shift in project team’s focus X
lack of responsible,
knowledgeable personnel

lack of effort x

unclear expectations X
clear and accurate O & M’s
not obtained

preparing and coordinating
as-built drawings with the
subcontractors X

lack of interest X
lack of autonomy x

lack of decentralization x

4.10 Interview responses of subcontractors

Subcontractor responses were compiled and reported together here since the
researcher could not find sufficient varying data related to organizational behavior in
these interviews. All four subcontractors perceived closeout to be a problem. The basic
closeout steps outlined by all subcontractors included completion of punchlist items,

obtaining O & M manuals from suppliers, and providing as-builts and warranties.
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Each subcontractor interviewee indicated that a project team’s shift of focus to a
new project and scope creep were considered to be main problems associated with
closeout. Along with these, preparing as-builts and collecting O & M manuals were said
to be time consuming closeout steps. Also, personality traits of a projéct team were said
to influence a project. Aggressive project management was suggested as one of the
organizational traits to influence timely and effective closeout.

Table 4.9 Organizational factors identified in subcontractor interviews

Interview Responses of Organizational Factors
subcontractors (causes) Role Stress Role Overload
shift in project team’s focus X
lack of responsible,
knowledgeable personnel x

clear and accurate O & M’s
not obtained

X
preparing and coordinating
as-built drawings with the
subcontractors X

4.11 COAA Survey

Out of the four questions discussed in the COAA project closeout workshop, two
questions relating to causes and strategies for improvement were selected by the
researcher for her study. The responses obtained were recorded and later synthesized to
identify common themes. These responses were further subdivided based on their relation
to organizational behavior and are depicted in Table 4.10. The overarching themes found
included commitment of project team, communication, quality of design and construction
documents, handling of documents, administrative procedures, staffing, and punchlist
issues. The critical factors for project closeout delays related to organizational behavior

included complexity of the project, burnout, project personnel moving out after
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substantial completion, lack of contractual agreements with clearly defined closeout
procedures, lack of organizational commitment, selection of contractors, lack of pressure
after substantial completion, limitations of project manager (or owner) in terms of time,
knowledge and motivation, retainage, project team loss of focus, delay in submitting
closeout paperwork such as as-builts, and O & M manuals, and unclear expectations of
owner.

Though several strategies were discussed and recorded to avert delay during closeout,
the researcher chose to concentrate on strategies relating to organizational behavior and

presented them in Table 4.11.The organizational behavior strategies discussed include:
® clearly defined closeout documents.

® contractual understanding by all team members.

®  well established roles and responsibilities.

® involving subcontractor and asking for suggestions.

® use of partnering down to subcontractor and sub-consultant level throughout project

life with one common goal or motivation.
® monetary incentive to inspector and superintendent for completed documents.

® with minimum restrictions; select, develop and nurture project team members and
align team member goals with overall project success.

The above responses regarding causes and strategies were compared to the
literature to discern factors that were similar or dissimilar in nature. They are depicted in
Tables 4.10 and 4.11 respectively. Champoux indicated that along with outlining the
responsibilities, in order to complete work satisfactorily, it is necessary to ensure that

these responsibilities are clearly interpreted and understood by team members
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(Champoux, 2006). Latham and Yukl highlighted that; goals that were assigned to a
person had an effect only to the extent that was consciously accepted by the person. Both
the literature and interview responses highlighted the importance of partnering; involving
subcontractors to review goals for coordination and cooperation with others (Latham and
Yukl, 1975). Locke and Latham (2002) indicated that people performed better when they
were committed to a certain goal which is termed as “goal commitment” (Locke and
Latham, 2002).

The COAA Workshop revealed certain factors related to organizational behavior
that impact construction project closeout and are indicated in Table 4.11 Most of the
responses obtained in this workshop supported the literature on organizational behavior
however some do vary from the literature.

Table 4.10 Comparison of causes found in all the interviews with the literature

Organizational Interview Responses Literature

Factors (Causes of closeout
delays)

Role stress Project requirements are Literature discusses role conflict and
boilerplate and not project | role ambiguity as part of role stress
specific

Expectations communicated by the
Expectations are unclear sender and those perceived by the
receiver are incompatible
Closeout not understood

well by smaller Lack of adequate information to
subcontractors accomplish required activities
Documents required not Information not clearly defined or
clearly communicated to articulated, Lack of clarity regarding
contractors and proper tasks to be performed
subcontractors by the

owner (Champoux, 2006; Cordes and

Dougherty, 1991; Kahn 1978; Miles and
Clear and accurate as-builts | Perrault, 1976)
and O & M’s not obtained

Disagreement over the
warranty period
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Table 4.10 continued

Role Overload

A different team assigned
to closeout that does not
have sufficient knowledge

Number of people to
complete closeout activities
is reduced considerably

Lack of autonomy and
decentralization

Project team’s focus shifts
to a new project

Lack of responsible,
knowledgeable personnel

Characterized by qualitative and
quantitative overload

Lack of basic skill or talent to complete
task effectively

Work cannot be done within allotted time
Resource scarcity

(Maslach and Jackson, 1984; Kahn,
1978; Pines and Maslach, 1978)

Role of Interpersonal
Relations

Pursuing people for
information is time-
consuming and requires
more personal resources

Potential for strain because of constant
contact with people

Increase in number of clients results in
increase in demand on personal
resources

(Cordes and Dougherty 1993; Maslach
and Jackson, 1984;Maslach, 1978)

Job Context Complexity of the project | Nature of employee client relationship
Specific context related to a job
(McCarthy and Catano, 1992; Cordes
and Dougherty, 1993)

Incentives Less motivation to close Incentives do not have significant impact

projects due to lack of
incentives

Contract clauses and the
threat of holding retainage
impact project closeout by
motivating project
personnel to work towards
final completion

on organizational outcomes

(Cordes and Dougherty, 1993; Jackson et
al., 1986)
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Table 4.11 Comparison of strategies from interviews with literature

Organizational factors

Interview Responses
(strategies)

Literature

Motivation theory

Commitment of project team
Communication

Clearly define closeout
documents

Contractual understanding of all
team members

Establish roles and
responsibilities

Involve subcontractor and ask
for suggestions

Use of partnering down to the
subcontractor and sub-
consultant level throughout
project life with one common
goal or motivation

Monetary incentive to inspector
and superintendent for
completed documents

Select, develop and nurture
project team members

Align team member goals with
overall project success

Goal-setting theory indicates that
tasks, duties and responsibilities
should be specified

Outlining clearly and concisely
what is required elicits the desired
response.

Partnering - involving
subcontractors to review goals for
coordination and cooperation with
others.

Champoux indicates that along
with outlining the responsibilities,
in order to complete work
satisfactorily, it is necessary to
ensure that these responsibilities
are clearly interpreted and
understood by the team members.

Goal commitment- people will
perform better when they are
committed to certain goal

Goals that are assigned to a person
have an effect only to the extent
that is consciously accepted by the
person

(Champoux, 2006; Locke and
Latham, 2002; Latham and Yukl,
1975)

4.12 Organizational factors
The organizational factors found in the literature were compared to data obtained
during the interviews to identify common themes or variances. Table 4.10 lists the causes

for closeout delays and associates them with the organizational behavior literature.
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The causes indicated by contractors and subcontractors and referenced in Table
4.10 such as unclear expectations, absence of a formal closeout process, lack of clear
understanding by subcontractors, and lack of clarity in performance of tasks, suggest
evidences of role conflict and role ambiguity. Role conflict occurs when the expectations
communicated by the sender and those perceived by the receiver are incompatible. A lack
of clarity in performance of proper tasks results in role ambiguity.

Goal setting theory, which is one of the motivational theories states that tasks, duties
and responsibilities should be specified at the onset of a project. A clear view of
expectations is imperative to elicit a specific behavior. Outlining clearly and concisely
what is required elicits the desired response. In order to ensure that expectations are met,
it is necessary to bring all project personnel together to discuss goals, assign tasks and
responsibilities, and identify required steps and activities. AIA Best Practices indicated
that there is an absence of logical sequence in the final 10% of projects (AIA Best
Practices, 2007). Therefore, in order to maintain focus on closeout items, it is necessary
to develop a project closeout checklist and set priorities among goals. Along with this,
organizations should make an effort to enable project personnel to achieve the goals
outlined for closeout by providing constant feedback and motivating employees. The
relationships between organizational behavior concepts and the literature are depicted in
Table 4.10 under the role stress section.

The researcher incorporated concepts from goal setting theory along with the
interviews to develop a group of recommendations included as 1, 2, 3, 4, 5 & 6 and

indicated below.
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1. Conduct closeout meetings in the presence of all necessary personnel to discuss
specific goals and to assign roles and responsibilities. The studies on goal setting
theory indicate that setting specific goals increase performance and that difficult

goal if accepted results in a better performance.

2. Expectations should be clearly articulated. All project personnel should ensure
that the expectations communicated by the sender and those perceived by the
receiver are compatible.

3. A well defined process for closeout should be laid out. This process should outline
steps and activities that are required in order to closeout a project effectively.

4. The project requirements should be project specific and not boilerplate.

5. Create an “organizational commitment” to achieve the goals set out for effective
closeout. The literature indicates that this can be achieved through feedback, task
complexity and employee motivation. The employee’s performance record is
tracked to see how effective they have been in attaining the goals. Without proper
feedback channels it is impossible to adapt or adjust to the required behavior.
When goals are established at a management level and thereafter solely laid
down, employee motivation with regard to achieving these goals is rather

suppressed. Thereby to facilitate motivation employees should not only be
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allowed to participate in goal setting processes but goals have to be challenging

as well.

6. Set priorities among goals with the help of checklists. The literature indicated that
having checklists prevented personnel from working on other items and also

alleviated strain on project budget.

The relation between the literature and interviews which relate to role overload are
depicted in Table 4.10. The causes indicated included a different team being assigned
which lacked sufficient project knowledge, shift in the focus of the project team, resource
scarcity in terms of labor, and lack of autonomy and decentralization. All these causes
have resulted in the development of following recommendations:

7. A closeout team that is aware of project details and has sufficient knowledge
should be assigned to close projects. Project details should be available to the
team through a common database which shares pertinent project information.
Since the focus shifts to a new project after substantial completion, the closeout
team can ensure that the project is closed out completely to the owner’s

satisfaction.

8. Enough resources should be allotted to complete closeout activities within the

given time. The interviews indicated that there was a lack of resources in terms of

labor during closeout. This resulted in an extension of closeout time.
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9. Empower frontline personnel with decision making authority so that less time is

spent in getting approvals from higher levels in the organization.

The role of interpersonal relations plays a significant part and is depicted in Table
4.10. Since the project team worked on multiple projects simultaneously, there was a
potential for strain when contractors had to pursue subcontractors for closeout
documents. This was said to be time consuming and required additional resources in
terms of project management time and money. This results in burnout which in the
literature is characterized by lack of effort and lack of interest. The project team
disassociated itself from a project after substantial completion. This may have been due
to less importance attached to closeout or lack of defined procedures for closeout. The
interviewees with respect to job context indicated that complexity of a project played a
significant role during closeout. A complex project took longer to closeout than a simple
project. The nature of the relationship of project participants and personality traits also
contributed to closeout. This resulted in recommendations 10 and 11 which are as
follows:

10. The closeout documents should be submitted in a timely manner. It was evident

from the interviews that more personnel time was spent pursuing people for

documents.

11. An open line of communication between the project participants should be
ensured for quick and easy resolution of problems.
The interviews indicated that there was less motivation for the project team to close a

project due to lack of incentives. The threat of holding retainage and contract clauses

79



relating to closeout were suggested as alternatives to motivate people to close a project on

time. Contrarily, the literature suggested that incentives do not have a significant impact

on organizational outcomes. This indicates that further research in this field is required to

assess the impact of incentives on organizational outcomes.

To assess the frequency of a particular cause with respect to organizational

behavior factors in all the interviews, a frequency table was created which is presented

below as Table 4.12.

Table 4.12 Frequency of responses in interviews

Interview responses
causes

Role
stress

Role
overload

Role of

interpersonal

relations

Incentives

Job context

contract clauses

threat of holding
retainage

different team

less number of people
assigned

project team's focus
shifts

requirements are
boilerplate and not
project specific

expectations are unclear

disagreement over the
warranty period

less motivation

lack of responsible
knowledgeable personnel

lack of autonomy

lack of decentralization

§§E

clear and accurate O &
M's not obtained

XXXXXXX

preparing and
coordinating as-built
drawings with the
subcontractors

delay in transfer of
documents
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Table 4.12 continued

psychological feeling X

project type X

lack of proactive
behavior/pursuing people
for information X

lack of effort X X

*
]
»

lack of interest X X X X X

To recognize the relative impact of organizational behavior factors, these factors
were plotted against data obtained from the interviews. The number of interviewees who
mentioned a particular factor is depicted here. Eleven interviewees indicated role stress
and role overload in their responses. Similarly, responses of all the interviewees were
plotted to identify organizational factors which have the most and the least impact on
closeout. It was found that role stress which includes role conflict and ambiguity, and role
overload had higher impacts, impact of incentives were relatively low, and the role of
interpersonal relations and job context had very low impact on project closeout. This is

depicted through a pareto chart shown in Fig 4.2

81



OB in interviews

number of interviewees

Role Conflict & Role Role Overload Incentives Role of Interpersonal Job context
Ambiguity relations

08 factors

Fig 4.2 Relative impact of OB factors

The izational factors indicated above are idered to be d or
precursors of burnout in the literature. Burnout is ch. ized by 1 ext
dep lization, and diminished p | lisk which results in lack of
effort and lack of interest during the project cl phase. The dations that

are developed in this chapter may be considered to alleviate burnout of people in

organizations. To assess the importance of these dations, further feedback was

obtained from contractors through proof of concept interviews, which are discussed in

chapter 5.
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4.13 Chapter Summary

This chapter presents the interview responses and their analyses in the context of
the literature on organizational behavior. Tables 4.10 and 4.11 list the causes and
strategies indicated in the interviews. Causes were categorically subdivided into
organizational factors based on the literature. The common themes and variances were
obtained through this comparison and described. These comparisons were used to form

the basis for recommendations which are discussed in chapter 5.
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CHAPTER S

RECOMMENDATIONS
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5. RECOMMENDATIONS
5.1 Introduction
Chapter 4 recognized the impact of organizational behavior on construction
project closeout by analyzing data related to causes and strategies. Recommendations that

evolved from that analysis are outlined in this chapter.

5.2 Recommendations for contractors

Based on the antecedents of burnout suggested in the literature, the following
recommendations were grouped into role conflict, role ambiguity, job context, role
overload, and role of interpersonal relations. Though incentives are considered to be one
of the antecedents of burnout, conflicting opinions existed between the literature and data
obtained from interviews. Hence it was difficult to ascertain the impact of incentives and
to develop recommendations for them in this study.
5.2.1 Role conflict, role ambiguity and job context

The literature indicates role conflict occurs when expectations communicated by a
sender and those perceived by a receiver are incompatible. Role ambiguity is a result of
lack of clarity and poor performance. Figure 5.1 includes recommendations relating to the

above two factors in the context of construction project closeout.
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1. Conduct closeout meetings in the presence of all necessary personnel to discuss specific
goals and to assign roles and responsibilities. The studies on goal setting theory indicate
that setting specific goals increase performance and that difficult goal if accepted results
m a better performance
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2 Expectatlons should be clearly artlculated All pro.lect personnel should ensure that the
expectations communicated by the sender and those perceived by the receiver are
compatible.

3. A well deﬁned process for closeout should be la1d out This ptocess should outline steps
and actlvmes that are requ1red in order to c]oseout a prOJect effectlvely
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4. Create “organizational commitment” to achieve the goals set out for effective closeout.
The literature indicates that this can be achieved through feedback, task complexity and
employee motivation. The employee’s performance record is tracked, to see how
effective they have been in attaining the goals. Without proper feedback channels it is
impossible to adapt or adjust to the required behavior. When goals are established at a
management level and thereafter solely laid down, employee motivation with regard to
achieving these goals is rather suppressed. Thereby to facilitate motivation, employees
should not only be allowed to participate in goal setting process but goals have to be
cha]lenging as well.

5. Set pnontxes among goals W1th the help o checkllsts The hterature indicates that havmg
checklists prevent personnel from working on other items and also alleviates the strain on
project budget.
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Flg 5.1 Recommendatlons relatmg to role conflict and role amblgulty

5.2.2 Role overload
Role overload occurs when there is resource scarcity or when the work cannot be
completed within the allotted time. The following figure includes recommendations

relating to role overload in the context of construction project closeout.
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7. A closeout team that is aware of project details and has sufficient knowledge should be
assigned to close projects. The project details should be made aware to this team through
a common database which shares pertinent project information. Since the focus shifts to a
new project after substantial completion, the closeout team can ensure that the project is
closed out completely to owner’s satisfaction.

Enough resources should be allotted to complete closeout activities within the given time.
The interviews indicated that there is a lack of resources in terms of labor during
closeout. This results in an extension of the closeout time.

Fig 5.2 Recommendations relating to role overload

5.2.3 Role of interpersonal relations

The role of interpersonal relations indicates that there may be a potential for strain
when there is constant contact with people or there is an increase in demand on personal
resources due to an increase in the number of projects. Closeout interviews indicated that
there was a potential for strain when pursuing people for information which was often

q

time ing and

10. The closeout documents should be submitted in a timely manner. It is evident from the
interviews that more personnel time is spent pursuing people for documents.

11. An open line of communication between the project participants should be ensured for

quick and easy resolution of problems.

Fig 5.3 Recommendations relating to role of interpersonal relations

5.3 Proof of concept
In order to conduct “proof of concept” interviews, a proof of concept package
which consisted of a consent letter, brief introduction to the purpose of these interviews,

summary of the research and its findings, and questions for validation were sent to the
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MSU IRB for approval. Fig 5.4a and 5.4b present snapshots of the proof of concept
package. Upon receiving approval from the IRB, interviewees of the MSU study were
contacted through phone and e-mail to validate the suggested recommendations. The
purpose of these interviews was to obtain feedback from contractors regarding the
usefulness of the suggested recommendations. Eight questions relating to the practicality
of implementing these recommendations in their organization, barriers to
implementation, and importance with respect to a particular organizational factor were
included. Upon their agreement to participate in the interview, each interviewee was sent
a proof of concept package through e-mail. Appendix IV includes the entire “proof of
concept” package sent to contractors for their review and their responses to the interview

questions.

Introduction

The purpose of this research is to determine the influence of organizational behavior on construction
project closeout. The output of this research is a set of recommendations which were developed based
on goal-setting theory of organizational behavior to aid contractors and subcontractors during
construction closeout process. The recommendations developed through this research are validated here
by conducting follow-up interviews with all contractors and subcontractors who were interviewed as
part of an ongoing Michigan State University study entitled “Assessment and Improvement of
Construction Project Closeout and Vendor Performance Evaluation Methods.” The purpose of the
Michigan State University (MSU) study is to develop guidelines and recommendations for improving
practices to reduce time and cost of construction closeout within a university construction context.

This validation process consists of 8 questions relating to the recommendations developed by

Fig 5.4a Snapshot of “Proof of Concept” package from Appendix IV
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Participant Consent Form
Influence of Organizational Behavior on Construction Project Closeout

Researcher — Surabhi Rao
Adviser — Professor Tim Mrozowski, AIA
School of Planning, Design, and Construction

This is a Masters thesis currently being conducted under the direction of Professor Tim
Mrozowski of the School of Planning Design and Construction at Michigan State University (MSU). It
determines the influence of organizational behavior on construction project closeout. Recommendations
were developed by comparing previous literature to the data collected in the MSU study entitled
“Assessment and Improvement of Construction Project Closeout and Vendor Performance Evaluation
Methods”. To validate these recommendations the researcher is interviewing contractors and
subcontractors who were involved in the ongoing MSU closeout study. As an experienced industry
participant, your input with respect to these recommendations will be very useful to fulfill the
objectives of this research

As a participant in this research, you will be asked a series of closed and open ended questions
relating to organizational behavior and construction closeout. Your participation is voluntary and you

Fig 5.4b Snapshot of “Proof of Concept” consent form from Appendix IV

5.4 Proof of concept responses

Feedback was obtained from three contractors through phone interviews and a
fourth interview was conducted face to face. Fig 5.4c shows a snapshot of the proof of
concept responses which were summarized in an Excel® spreadsheet. The first question
addressed the ease with which the developed recommendations could be understood. All
contractors indicated that the recommendations were clear and concise and were easily
understandable. Contractors were asked to rate the recommendations relating to each
organizational behavior factor. Recommendations relating to role conflict and role
ambiguity were considered to be very important by all contractors whereas
recommendations relating to role overload, and role of interpersonal relations were
considered less important. Contractors further stressed that problems relating to role

overload and role of interpersonal relations could be alleviated if importance was given to
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recommendations relating to role conflict and ambiguity at the onset of the project. This

was consistent with data obtained from previous interviews of all contractors,

subcontractors, the closeout workshop and the literature.

Proof of Concept Responses

of these recommendations during project
closeout in your organization?

lo. Questions Responses
very well
How well do you understand these very well
recommendations for project closeout fairly well
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