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Abstract: The aim of this research is to investigate the role
of the good-to-great concept as an approach for enhanc-
ing the performance of architectural design firms (ADFs)
through addressing the gap of workforce skills in develop-
ing countries. To achieve this aim, a research methodology
was designed to accomplish four objectives: (1) building a
comprehensive background about the topic through cov-
ering the nature of the construction industry, gap of work-
force skills, previous approaches used to address this issue
and the good-to-great concept; (2) presenting and analyz-
ing two case studies to investigate the role of the good-to-
great concept as an approach to fill the gap of workforce
skills in organizations; (3) investigating the perception and
application of the good-to-great concept for addressing
the gap of workforce skills to enhance the performance of
ADFs and (4) developing a framework to enhance the per-
formance of ADFs through bridging the gap of workforce
skills in ADFs using the good-to-great concept. Findings
of this research showed that the issue of gap of workforce
skills threatens all types of industries including construc-
tion industry. The demand of ADFs became greater than
the supply of skilled employees which indicates a critical
issue encountered by these firms. Thus, the good-to-great
concept that has never been adopted in ADFs before is pro-
posed as a novel approach to tackle this issue.
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1 Introduction

Despite the rapid advances in technology and production
management techniques, the construction industry remains
one of the most people-reliant business sectors worldwide
(Loosemore et al. 2003). Accordingly, the availability of
skilled workforce is essential for achieving business objec-
tives and enabling organizations operating in the construc-
tion industry to remain in market and competing for the
future (Othman et al. 2004). In construction, there is a severe
shortage of skilled professionals. This could be referred to
the lack of training, poor motivation, inadequate human
resource development, poor image of the construction
industry, unethical behaviour and male-dominated culture
(Knutt 1997; Cavill 1999). The construction industry generally
and ADFs in particular experience a shortage of skilled work-
force. Paauwe and Boon (2009) stated that gap of workforce
skills has a crucial impact on the organization’s performance,
creativity, competitiveness and national economy. Therefore,
this issue needs to be clearly understood and tackled as it is
a reason for many business failure and non-competitiveness
in the construction market. Gap of workforce skills is mainly
divided into two types, namely shortage of skills and mis-
match of skills. Shah and Burke (2005) stated that shortage
of skills occurs when the demand for capable, willing and
qualified employees who agree to work under the existing
conditions is greater than their supply. Mismatch of skills is
the gap between the skills that the employees possess and
the skills needed for the available job, despite their agree-
ment to work under any condition. Different approaches
have been proposed to address this issue; however, the
problem is still arising (Richardson 2007). The good-to-great
concept is proposed as a novel approach for addressing the
issue of gap of workforce skills. It is applied successfully in
different fields of business; yet, it has never been applied
within the construction industry and ADFs (Sokkar et al.
2017) which are characterized by less developed industrial
base, low-income per capita and living standards, low edu-
cation level and human development index, poor access to
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clean drinking water and sanitation facilities, high levels
of pollution, inadequate access to family planning services
and corruption at all government levels (Althor et al. 2016;
Othman 2013). Towards learning from other industries, this
research aimed to investigate the role of the good-to-great
concept as a novel approach for enhancing the performance
of ADFs through addressing the gap of workforce skills in
developing countries.

2 Literature review

2.1 An overview of the construction industry
in developing countries

The construction industry is one of the biggest industries
worldwide. It plays a significant role towards the social
and economic development of countries at national and
international levels. The construction industry is mainly
concerned with the development of projects and infrastruc-
ture facilities that fulfil the community needs and achieve
the sustainable development objectives. In addition, it is
linked to the maintenance and refurbishment of existing
buildings. Moreover, it is one of the critical sectors in the
economic development of any country due to its role in
increasing country’s gross domestic product, offering job
opportunities and supporting other industries to excel
(Organization for Economic Cooperation and Development,
2008). However, due to the unique nature of the construc-
tion industry in terms of being labour-intensive, multidisci-
plinary, highly fragmented business, relying highly on the
skills and competencies of its workforce and slow adoption
of new technology (Castagnino et al. 2014; Siriwardena
et al. 2010), the productivity level of the construction indus-
try is low when compared to other industries (Szymanski
2006; Oladinrin et al. 2012). Shortage of offering quality
education and professional training programmes in devel-
oping countries is a major challenge that leads to lack of
providing the construction industry with high-qualified
human resources, which have the right skills that match
with business demands. In addition, the lack of human
resource development in management-related disciplines
(e.g. project management, contract administration, leader-
ship and communication) results in poor supply of expe-
rienced staff who can accept critical roles, which they are
not prepared for (Georgieva 2012). Furthermore, there is an
agreement between academics and professionals that aca-
demic institutions do not equip graduates with necessary
skills required to meet the requirements of the construction
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industry (Nkado 2000; Chileshe and Haupt 2007; Rwelamila
2007) which highlights the need for human resource devel-
opment. The labour market is as competitive as the com-
mercial market, which means that attracting, rewarding,
deploying and retaining people should be a primary focus
within organizations. In the construction industry, this is
particularly a complex issue as the workforce is itinerant
and the industry relies on a wide spectrum of different
skills, ranging from craft operative to support services and
production management functions (Loosemore et al. 2003).
To be effective, the construction industry and ADFs have to
develop a strategy that responds to the labour market situ-
ation in which they operate.

2.2 Gap of workforce skills in the construction
industry

Gap of workforce skills is an issue that threatens the success
of any organization (Sitek 2012). Gap of workforce skills is
the gap between what are the skills needed by the organiza-
tion and what are the available skills (JP Morgan Chase and
Co2014). Some leaders understand the importance of bridg-
ing gap of workforce skills and consider it one of the top
pressing concerns. Moreover, in both developed and devel-
oping countries, gap of workforce skills is a barrier to indus-
tries’ growth, innovation and timely delivery of services
and products, achieving the required quality standards and
meeting economic and social requirements. Closing the gap
of workforce skills has a direct connection with improving
productivity, human resource development and economic
growth (Aring 2012). The Considerate Constructors Scheme
(2016) reported that the construction industry needs to
recruit an average of 44,690 workers yearly. In addition,
another study conducted by Barnes (2013) reported that
82% of managers believe that there is a remarkable gap of
workforce skills in the construction industry. Mainly, there
are two types of gap of workforce skills in the construction
industry, namely skill shortage and mismatch of skills.

2.2.1 Shortage of skills

Shortage of skills mainly appears when there are no
enough people with skills to meet the demand of con-
struction industry. Shortage of skills makes it harder for a
manager to find employees with suitable skills. There are
two levels of shortage of skills: level 1, when the manager
finds employees with “basic” skills and needs a “long”
time to develop their skills; level 2, when the manager
finds employees with “basic” skills and needs “short”
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time to develop their skills (Richardson 2007). However,
in both levels, they are not readily available to use their
skills which will hinder the organization from meeting
deadlines and the industry requirements (Paauwe and
Boon 2009; Richardson 2007). Shah and Burke (2005)
stated that shortage of skills happens when the demand
of construction industry for employees is greater than the
supply of employees who are capable, willing and quali-
fied to agree with working under the existing conditions
of the job. Nonetheless, the Royal Institute of Chartered
Surveyors (RICS) reported that 66% of ADFs are suffering
from lack of staff, and it could grow over the next 5 years.
This shortage is faced not only by the developing countries
but also by the developed countries (Agency Central 2015).

2.2.2 Mismatch of skills

Mismatch of skills is the gap between the work skills
that the employee possesses and what the organization
demands. Mismatch of skills is when the employees have
skills and do not use them but agree to work under any
condition (Richardson 2007). Studies showed that some-
times people are becoming overqualified for their jobs.
The greatest issue is that about 10% of managers do not
realize that skills gap is an issue that affects their growth
and competitiveness. Those managers are the most dan-
gerous in the construction industry (Ryan 2016).

2.3 Previous approach to bridge gap of
workforce skills in the construction
industry

The global crisis of gap of workforce skills in the construc-
tion industry called for developing approaches and strate-
gies to overcome this issue. The current research and best
practice points to three remedy areas that organizations
have to consider are as follows: first, developing a com-
prehensive understanding of the skills supply and demand
through rigorous workforce planning; second, engaging
in external partnerships to develop talent sources and
finally, refining internal talent attraction and assessment
practices to widen talent pools (Olson 2015). Results of a
survey conducted by the Chartered Institute of Building
(Barnes 2013) raised a number of recommendations to
resolve the gap of workforce skills in the UK construction
industry including the following: (1) placing construction
higher on the political agenda, (2) offering employers
further financial incentives to offer more internships and
apprenticeships, (3) incentivizing careers in construction
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and sustainability amongst the younger generations,
(4) creating more public sector projects, (5) cutting red
tape and making it less burdensome for employers to
recruit apprentices, (6) reducing tuition fees, (7) investing
in innovation and (8) promoting and funding for further
local enterprise partnerships. Despite the abovementioned
approaches and effort done to bridge the gap of workforce
skills in the construction industry, the problem still exists
and these approaches lack some of the innovative methods
included in the good-to-great concept.

2.4 The good-to-great concept

The good-to-great concept aims to implement different
techniques to solve the problem of gap of workforce skills.
The concept consists of seven main rules that if applied
will turn a company from good to great.

2.4.1 Leadership

Mostly, people think that a leader is someone who
manages and directs only. However, this is not true. The
true leader motivates and inspires to reach the goal of the
organization. There are five levels of leadership (Figure 1).
Table 1 summarizes the different types and characteristics
of leadership levels, which will enable leaders to adopt
the appropriate level towards turning their organizations
from good to great.

2.4.2 First who then what

Mostly, people think that building a great organization is
based on two steps. The first one is to set a new vision,
direction and strategy, whereas the second step is to
select the right employees to achieve the organizational

Level 1 Highly Capable Individual
Level 2 Contributing Team Members
Leadership
Level 3 Competent Manager
Levels
Level 4 Effective Leader
Level 5 Great Leader

Fig. 1: Hierarchy of leadership levels (developed by the authors).
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Tab. 1: Types and characteristics of leadership levels.
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Type of leader Characteristics

Level 1: highly capable The “highly capable individual” is a person who must be capable of making productive contribution using his/her

individual
Level 2: contributing
team members

talent, knowledge, skills and good work habits (Collins 2001)
In this level, the leader must be able to work effectively within teams to achieve the group objectives (Collins 2001).
Level 2 leadership is not far from level 1, instead, the scope of contributions is slowly getting wider. Level 1 leader

must be able to make productive contributions, whereas level 2 leader must be able to make productive contribu-
tions within a group and to achieve the group objectives

Level 3: competent
manager

A “competent manager” must be able to manage and organize people and resources to work effectively to reach the
organization goal (Collins 2001). In this level, a competent manager must be more matured and must understand

that time is not money, but time is the measure of work done by the organization (Bassett 2015). Moreover, he/she
must know that the company does demand not only for materials but also for skilled labour

Level 4: effective
leader

In this level, the leader must get the organization with high performance standards (Collins 2001). The effective
leader must have a strong personality and expert communication skills, know what the organization wants and

know how to achieve it. The effective leader must be honest and trust worthy. He must motivate and encourage
employees to reach the organization’s desired mission (Ulrich and Smallwood 2012)

Level 5: the great
leader

In this level, the leader must develop all the levels of the leadership pyramid. He/she must be the one who builds
a great company through a paradox combination of “humility” and “professional will”. Level 5 leaders usually put

their egos away and work for making an organization great (Collins 2001)

objectives. However, the leaders who are able to build a
great organization do not start with the direction. They
start with getting the right people in and the wrong
people out. Then, they figure out where they need to
go and what is going to be the right direction. Good-to-
great leaders figure out three important rules they have
to follow. First, when “who” comes before “what”, adapt-
ing with different and changing situations will be easy.
In contradiction with putting “what” before “who”, if
an organization is moving in the wrong direction with
the wrong people there will be a real problem. Second,
when the right people are selected, there will not be a
problem in motivating them. Right people do not need
to be managed tightly. However, in the right place, they
have an inner drive that makes them self-motivated.
Finally, when the organization has the wrong people, it
will not matter if they know the right direction or not. No
organization will be great without great people. In con-
trast, most organizations fear employing the best man-
agers. They know that they might leave the organizations
and work in higher positions any time which will cause
a blow to their organizations. They work with a “weak
generals-strong lieutenants” strategy. They believe that
weak employees will always stick around. The idea of
selecting the right people first is the perceiver and the
hardest to do. Unlike level 5, great leaders who have the
right people first then figure out the right path, level 4
leaders can hardly build a great organization, because
they just need a good team to help them in implementing
their ideas. Moreover, when they leave, the organization
fails. They use “what” then “who” concept (Collins 2001).
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Compensation

When people are put in right places, they work because
they have an inner power to build the organization, not
because they get paid for working. Right people deliver
the best result regardless of the compensation. Compen-
sation is important but when people work with passion
they will produce more than people who earn more money
but work in an environment they do not feel passionate
about (Collins 2001).

Rigorous vs. ruthless

Rigorous and ruthless are two words totally far away
from each other. When putting the right people in the
right place, leaders must be rigorous. It is never pleasing
to see people losing their jobs. Ruthless means hacking
and cutting employees, especially in difficult times, or
wants only to fire people without any thoughtful consid-
eration. A rigorous leader focuses on consistently apply-
ing exacting standards at all times and at all levels. Being
ruthless means firing people or making them worry about
their positions or that they could be easily replaced. Great
leaders are never ruthless. They want employees to con-
centrate on working not their positions (Collins 2001).

2.4.3 Confront the brutal facts, yet never lose faith

Although, good-to-great organizations do have a track
record of their performance, they make more good deci-
sions than bad ones. However, good decisions cannot
be taken with confronting the facts of the organizations.
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Great organizations refine greatness path with facing
the brutal facts. Great leaders have to confront the brutal
facts without demotivating people. The leader must not
hold false hope to keep people motivated. However, if
the organization gets the right people from the start, they
will work together to change the situation to the better.
They will never get demotivated because of a bad situa-
tion. Instead, they will give all their passion and energy to
solve the issue after facing the brutal facts. They will never
lose faith in making the organization great. Great leaders
follow four rules to face the reality of the issue, yet never
lose faith.

e First, “lead with question, not answers”. This helps
the leader to have a clear vision, because they hear
from all people working within the organizations, help
motivating employees and make them more loyal to
the organization.

e Second, engaging in dialogues, debates, but not coer-
cion. Some meetings have some problems, as people
have different opinions and visions. This helps the
leader more to reach a decision that is good for all
people.

e Third, “conducting autopsies, without blame”. This
means that the environment of the organization will
be where the truth is heard. Thus, there will be no one
to blame.

e Fourth, building “red flag” mechanisms. Great com-
panies have the red flag to have better track of infor-
mation and retain faith that has to prevail in the end,
regardless of the difficulties and at the same time con-
front the most brutal facts of current reality whatever
it might be.

2.4.4 The hedgehog concept

The fox knows many things; however, the hedgehog knows
only one thing. The fox stands every day and waits for the
hedgehog to hunt him, whereas the little hedgehog senses
the danger and rolls into a little ball. This story happens
every day, and the fox never catches the hedgehog and
never learns. Based upon this concept, leaders are divided
into two categories: the foxes and the hedgehogs. Foxes
pursue different ends at the same time and see complex-
ity in every situation. On the other hand, hedgehogs sim-
plify complex situations into one single organized idea
that guides through everything. The hedgehog does not
bother with the complexity of the world. This does not
mean that he does not ignore things that are not complex,
but he ignores everything and concentrates on the impor-
tant things only. Good-to-great leaders who follow the
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hedgehog rules concentrate on the essential things and
ignore the others and simplify the situation into a clear
guide for all the people to understand.

2.4.5 A culture of discipline

Not all companies that started great remained great.
At the beginning, people felt that they were working with
passion and ended up feeling bored of the work just apply-
ing rules. There is no place for creativity and passion. This
is the difference between level 4 and level 5 leaders. This
happens due to the lack of measuring the process of the
organization plans. However, level 5 managers always
measure the plans and see when there is a change needed
and they change. Changing a plan is a very hard mission,
but if the right people are in the right place from the
beginning it will not be difficult. Leaders must have an
environment that provides employees with freedom and
responsibility and clear constraints. Then, workers will
work hardly by themselves.

2.4.6 Technology accelerators

The technology trap is that people think that “new
technology will change everything”. Good-to-great
leaders use technology as an accelerator not as a creator.
When technology is used as an accelerator only, then the
change will be easy. Technology must never be the pioneer
of any organization. Moreover, good-to-great leaders
connect technology directly with the hedgehog concept.
If employees can perform best with technology, are able
to be pioneers of an application and are passionate
about it as well as the technology can drive the economic
indicators of the organization, then the decision must be
to use this application. Otherwise, the application must be
eliminated from all the plans. Nevertheless, good-to-great
leaders never mention that technology is the main asset of
any organization.

2.4.7 The flywheel and the doom loop

The flywheel simply means that every positive action done
will move the organization one step forward. Each action
equals a turn. Good-to-great leaders believe that there
are no miracles and that the success of an organization is
counted from the first step. However, some organizations
enter the doom loop. This happens when they confuse
between working to achieve a step forward and working
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without having a plan. Leaders in this phase motivate
the employees to push them one step forward and to feel
appreciated to continue. Moreover, they never blame an
external factor for any failure that happens to the industry.

2.5 The relationship between gap of
workforce skills, good-to-great concept
and performance improvement

Gap of workforce skills is an issue that most organizations
suffer from especially ADFs. There are two types of gap of
workforce skills, namely shortage of skills and mismatch
of skills. Good-to-great concept has seven sub-concepts
that work to address the issue of gap of workforce skills.
Any industry begins with a leader who is the main key of
any improvement. When the leaders have the level 5 skills,
then he/she has the ability to choose the right employees
to fill the right places. When the right people are put in
the right places, the gap of workforce skills is necessarily
solved. Leaders must understand that if the job is empty
and there is a doubt about the skills of the employees, it is
better to leave this place empty. Nonetheless, leaders must
be similar to hedgehogs to have a clear plan to guide all
people. They must also know what are the drivers for all
employees and what are they passionate about. Moreover,
they must understand that technology is just an acceler-
ator not the pioneer of the industry. Finally, leaders must
follow the flywheel and keep moving the organization
forward. Adopting such approach will enable ADFs to
improve their performance and maintain their competi-
tiveness in market.

2.6 Challenges and benefits of closing gap
of workforce skills

Gap of workforce skills poses the greatest threat to the
future of the construction industry worldwide. In addi-
tion, it continues as the demand for construction work
increases, which puts pressure on the construction indus-
try which is struggling to meet increasing demand for
its services (Creamer 2007). Organizations acting in the
construction industry are reluctant to invest in closing
their gap of workforce skillss as the cost is tangible and
clearly visible, whilst the benefits are often intangible
and build up only over time. Moreover, organizations
are often unable to reap the benefits of their investment
if the newly upskilled employees leave the company or
if suppliers turn towards competitors. However, closing
the gap of workforce skills will impact positively on the
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workforcedevelopment, thevaluechain,andthecommunity
(European Development Finance Institutions 2016).

2.6.1 Workforce development

Bridging the gap of workforce skills plays a significant role
towards increasing the productivity of employees with
higher quality. In addition, it helps increase the ability to
adopt new production technologies and higher innovation
levels. Moreover, closing gap of workforce skills provides
organizations with larger internal talent pool for manage-
ment, larger pool of prospective workers, improved work
safety, increased employee satisfaction and motivation as
well as higher retention. Furthermore, it provides organi-
zations with easier access to markets, reduces operational
risk, enhances company reputation and improves govern-
ment and community relations.

2.6.2 Value chain development

Closing the gap of workforce skills and developing skills
of the value chain help small and medium enterprises
(SMEs) to enhance their productivity and expand their
business. Through training its suppliers or distributors,
organizations will be able to achieve timeliness sustaina-
ble improvements, reliability of supplies and higher sales
of its products. Furthermore, this will help reduce input
costs, enhance organization reputation, increase bargain-
ing power and reduce risk through improved work safety.

2.6.3 Community development

By undertaking initiatives to bridge the gap of workforce
skills, communities will benefit through building better
community relations and securing of social license to
operate. In addition, it will improve governmental rela-
tions, enhance organization reputation and ensure long-
term supply of employees.

3 Research objectives and
methodology

To achieve the abovementioned aim, a research methodol-
ogy consisted of literature review, case studies and survey
questionnaire was designed to achieve the following four
objectives:
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e Literature was used to investigate the nature of the
construction industry, gap of workforce skills, previ-
ous approaches adopted to address gap of workforce
skills and good-to-great concept.

e Two case studies were presented and analyzed to inves-
tigate the role of the good-to-great concept towards
filling the gap of workforce skills in organizations.

e A survey questionnaire was conducted with a rep-
rehensive sample of 44 ADFs in Egypt to investigate
their perception and application of the good-to-great
concept as an approach for enhancing the perfor-
mance of ADFs through filling gap of workforce skills.

e A framework was developed to enhance the perfor-
mance of ADFs through bridging gap of workforce
skills using the good-to-great concept.

4 Case studies

4.1 Background and selection criteria

This section presents and analyzes two case studies of
organizations that adopted different approaches to fill gap
of workforce skills. Although some of these approaches
failed to address gap of workforce skills, some succeeded.
These approaches are analyzed in comparison with the
good-to-great concept. The selection criteria for case
studies are initially based on ADFs operating in devel-
oping countries and adopt the good-to-great concept. As
this concept was not applied in the construction industry
before and in ADFs in particular worldwide, the present
cases are selected from other industries operating in USA.
However, learned lessons will be beneficial for applica-
tion in ADFs in developing countries.

4.1.1 Case study 1: Bethlehem Steel Company,
Pennsylvania, USA

Bethlehem Steel Company was built in 1886, opened in
1890 and closed in 1995. Bethlehem was the second largest
steel producer in USA. However, it decayed for 22 years due
to the world bankrupt (Bethlehem-Steel-Mill 2010). The
company suffered from gap of workforce skills in terms of
limited skilled labours, poor future planning and lack of
management skills. To overcome these issues, the company
adopted three approaches, namely (1) increasing benefits
(i.e. paying school fees and renovating executive clubs), (2)
changing office design to increase employees’ productiv-
ity and (3) replacing people with machines to accelerate
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the production of mini-mill steel in the company. Despite
these approaches, the issue of gap of workforce skills was
not resolved due to a number of reasons such as lack of
management systems in engaging employees in the deci-
sion-making process, lack of leadership skills in aligning
the organization’s need with the employees’ needs, inap-
propriate training of employees to use the new technology,
lack of future planning and developing red flag mecha-
nism to reduce the rate of facing fatal issues.

4.1.2 Case study 2: Nucor Corporation, USA

Nucor Corporation is one of the contributors of the good-
to-great concept. The company was established in 1897 by
Ransom E. Olds as Motor Vehicle Company (later, known as
Oldsmobile). In 1905, Olds left Oldsmobile and established
REO Motor Car Company. Despite the popularity of REO’s
products, they were not profitable, and the company filed
for bankruptcy protection in 1938. In 1954, REO sold its
entire manufacturing operations and began a tiny nuclear
services company called “Nuclear Corporation of America
Inc.”, and relocated to the Empire State Building in New
York City. In 1962, Nucor Corporation made three important
moves that changed the company; first, they changed the
company strategy to be part of the American steel indus-
try, second, they acquired alliance with another company
called “Vulcraft” that produces girders and steel joists and,
finally, they hired “Ken Iverson”, one of the 11 great leaders
worldwide who succeeded to turn the company from bank-
ruptcy to be a great company (Nucor Corporation 2016). The
company encountered the issue of limited skilled labours.
To resolve this issue, the company employed two tech-
niques, namely changing the place of the company and
applying the seven good-to-great concepts. The rationale
of changing the place of the company to Utah was to be
near the farmers who wanted to work and had the ability
to perform the work by the needed skills and work with
passion. For the second technique, the leader was able to
turn the company from being good to being great by apply-
ing the seven concepts of success. Moreover, he was able
to make it the largest steel production company. Through
applying these concepts, the leader was able to look in
the mirror to review things that went wrong and remind
himself of his responsibility and look outside the window
when things went well and look at the great people who
made that success. In addition, he was able to attract hard
workers through paying them more than any other steel
companies and aligned compensation to productivity.
Nucor Corporation did not encourage lazy workers to work
more, but the environment gave them the choice either
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Tab. 2: Comparison of case studies against the good-to-great
concept.

No. Case study

A culture of discipline
The flywheel and the

Level 5 leadership
First who then what
Confront the brutal
facts and never lose
doom loop

faith
Technology acceler-

The hedgehog
ators

concept

<«
<«

1. Bethlehem Steel
2. Nucor Steel

< X
< X
X
< X
< X
\
\

to leave or to be productive. Moreover, through creating a
performance culture and making long-term plan for new
technology, the company succeeded to be the low-cost steel
producer in USA. Furthermore, the leader succeeded to align
the company’s needs with the needs of the employees and
translate this simple concept into a discipline action across
the company. Finally, Nucor Corporation had contributed
more than 70 million dollars to education and scholarships
for team development and keeping the company in the fly-
wheel mode (Collins 2001; Nucor Corporation 2016). Table 2
summarizes the comparison between the two case studies
against the good-to-great concept.

5 Data analysis

5.1 Overview and survey questionnaire
design

This section summarizes the results of a field study
carried out through a survey questionnaire with a repre-
sentative sample of 44 Egyptian ADFs to investigate their
perception and application of the good-to-great concept
as an approach for improving the performance of ADFs
through bridging the gap of workforce skills in devel-
oping countries. The survey questionnaire consisted of
three sections. The first section was designed to collect
information about the respondents’ specialty, experi-
ence, position and contacts. The second section was
designed to investigate the awareness, types, causes and
impacts of skills gap and actions adopted to overcome
this issue in ADFs. The last section was dedicated to
examine the perception and application of the good-to-
great concept as an approach for bridging the skills gap
in ADFs. In the survey questionnaire, two types of ques-
tions were used: first, close-ended questions, in which
the respondents are allowed to select a single response
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of yes/no or rate the response on the Likert scale from 1
to 5; second, open-ended questions, in which respond-
ents are given the opportunity to express their thoughts.
Open-ended questions allow unanticipated findings
to be explored and permitted richness of details and
self-expression (Baker 1994).

5.2 Sampling and response rate

To select a representative and non-biased sample to
answer the survey questionnaire, the list of all ADFs regis-
tered in the Egyptian Engineers Syndicate (EES 2018) was
obtained resulting in a population of 44 firms. To calcu-
late the sample size, the next two equations were applied
(FluidSurveys Team 2014). In this research, the confidence
level chosen is 95%, and the margin of error is 5%. The
confidence level score corresponding to the confidence
level of 95% is 1.96.

. . Distrubution of 50%
Sample size calculation =

Margin of error %

Confidence level score

Sample sizex population

True sample=
Sample size+population—1

0.5% (1—0.5)
Sample size = = 384.16
0.05
1.96
True sample = M =39.57 ~ 40
384.16+44-1

However, since the true sample size of 40 ADFs is only
different from the population size in this case by 4, the
whole population was considered the sample size for
the survey questionnaire. A pilot study of the survey
was tested with colleagues to determine its effective-
ness and problems. They were asked to answer the ques-
tions as if they were received from someone unknown
and go through the questionnaire again to point out any
problem they noted with questions. After going over the
responses of the preliminary test and making changes,
the questionnaire was ready for formal testing (Baker
1994; Czaja and Blair 1996). A copy of the survey question-
naire was sent electronically to all the 44 ADFs by con-
tacting them at first through their formal email addresses
or directly by calling them depending on the available
contact information. Out of 44 ADFs participated in the
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survey questionnaire, only 29 firms responded repre-

senting 69% that supports the research findings and

recommendations. Results of the survey questionnaire
revealed the following.

All respondents showed their awareness of the issue
of gap of workforce skills and its impact on their organiza-
tions by varying degrees. Thirty-one percent of respondents
rated their awareness as 5/5, 31% rated their awareness as
4/5 and 38% rated their awareness as 3/5. The measure of
central tendency highlighted a good typical value for mean
(3.86/5), median (4/5) and mode (4/5) which reflects the
quality of collected data. In addition, the measure of dis-
persion highlighted the homogeneity of collected data via
variance (0.47) and standard deviation (0.69). These results
reflect the maturity of ADFs to confirm their awareness of
this critical issue.

1) 89.3% of respondents stated that immediate actions
should be taken by their ADFs to overcome the conse-
quences of gap of workforce skills.

2) Thirty-nine percent of respondents stated that their
firms suffer from shortage of skills, 22% suffer from
mismatch of skills and 39% of respondents stated that
their firms suffer from both types of gap of workforce
skills.

3) Thirty-six percent of respondents stated that complete
reliance on technology is an important factor of
causing gap of workforce skills. This is because com-
plete reliance on technology affects innovation and
creativity especially in the architectural field. Skilled
employees are needed to use technology to facilitate
their work as technology cannot perform on its own.
Twenty-one percent of respondents stated that hiring
overqualified employees is another factor of increas-
ing gap of workforce skills, especially mismatch of
skills. Fifty-four percent of respondents ensured that
continuous changing in organizational goals due to
market economic conditions leads to lack of plan-
ning and causes increased gap of workforce skills.
Twenty-nine percent of respondents stated that other
factors can cause gap of workforce skills such as the
unwillingness of ADFs to pay sufficiently for the skills
they need, failing of the educational system to grow
a skilled workforce, lack of candidates’ willingness
to move to where the jobs are located and insufficient
governmental efforts to support the skilled labour
markets (Figure 2).

4) There are a number of approaches adopted by ADFs
to bridge gap of workforce skills in Egypt. Eighty-two
percent of respondents apply training programmes,
68% of respondents increase the employment ben-
efits and compensation and 39% of respondents
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implement new technologies. About 29% of
respondents use flexible management systems such
as outsourcing, talent management and lean man-
agement.

All respondents showed their awareness of the good-
to-great concept by varying degrees. Eleven percent
of respondents rated their awareness as 5/5, and 11%
rated their awareness as 4/5. On the other hand, 28%
rated their awareness as 3/5 and 50% responded that
they are not aware of the concept.

ADFs that responded to the survey questionnaire
showed that they apply the good-to-great concept in
varying degree as shown in Figure 3. About 43% of
respondents referred that they do not apply the good-
to-great concept due to their unawareness of the
concept or the lack of senior management support.
The second highest percentage of ADFs showed
that they use technology accelerator to improve their
performance, which could be considered as best
practice.

Respondents stated that they would start
applying the good-to-great concept by using
different methods: about 30% stated that they will
change the leadership system, 65% will have the
right employees in and the wrong ones out, 70%
will make a clear future map, 65% will combine
ethics with the work system, 61% will define their
passion and their economic engine, 26% will use
technology as a second priority and 4% will use
other methods.

About 11% of respondents stated that there is no
need to develop a framework to implement the good-
to-great concept, where 89% stated that a framework
is needed.

54%

36%
29%
21%

= B

Complete Over qualified Continuous Others
reliance on empolyees change in the
technology goals

Fig. 2: Factors causing gap of workforce skills in ADFs.
Abbreviation: ADFs, architectural design firms.
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Fig. 3: Averages regarding the good-to-great concept in ADFs.
Abbreviation: ADFs, architectural design firms.

6 Good-to-great concept
implementation framework

6.1 Definition and importance

A framework is simply an arrangement of series of
concepts, tools and approaches needed to be reached
into a designed structure to complete a specific process
(Othman and Mia 2008). In addition, it is a series of
actions needed to achieve a specific objective (Othman
and Sirbadhoo 2009). The good-to-great concept imple-
mentation framework (hereinafter referred as G2GIF
or the framework) is a proposed framework describes
the steps and procedures needed to investigate and
address the issue of gap of workforce skills in ADFs
through implementing the good-to-great concept.
The need for the framework emerges from the neces-
sity of establishing organized procedures that enable
ADFs in developing countries to integrate the good-
to-great concept to address and bridge the gap of
workforce skills issue as an approach for improving
their performance.

6.2 Aim and steps of the framework

The framework aims to improve the performance of ADFs
through bridging the gap of workforce skills of ADFs in
developing countries. This aim will be achieved through
accomplishing the following steps.

e Diagnosing current challenge of gap of workforce skills.
¢ Identifying the good-to-great concept for implementation
¢ Planning and implementing the good-to-great concept
¢ Monitoring and evaluating obtained results.

e Implementing corrective actions and closing out.
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6.3 The description of the framework

Table 3 describes the objectives, activities, tools and tech-
niques, involved personnel and needed resources as well
as the output of every step.

6.4 Benefits and limitations of the good-to-
great framework

Based on the authors’ deduction, the framework has a
direct impact on enhancing the performance of ADFs
through bridging the issue of gap of workforce skills.
In addition, the framework provides a new innovative
systematic approach that helps improve the attitude of
employees working within ADFs as they address the gap
of workforce skills in a way that was not adopted before
in ADFs. This framework will help in adopting new ways
for solving major issues in ADFs. On the other hand, the
effective application of the framework depends to a large
extent on the encouragement of the top management in
ADFS to bridge the gap of workforce skills in developing
countries. If the top management does not have the desire
and tends not to use the framework, then its adoption will
be limited. The application of the framework is a long-
term strategy to fill the gap of workforce skills in ADFs,
and within the current culture in the construction indus-
try where performance is almost calculated in monetary
terms and limited attention has been paid for the issue of
gap of workforce skills; this framework might not be wel-
comed by some sectors of the industry. The benefits of the
framework should be clearly presented to the top manage-
ment of ADFs to get them convinced with the role, which
the framework could play in bridging the gap of workforce
skills of ADFs in developing countries. This will increase
the opportunities for adopting the framework. The time-
line for implementation as indicated is a long-term com-
mitment. It is important to note that, depending on chang-
ing the attitudes and perceptions of managers who shape
the missions and visions of ADFs, the timeline for imple-
menting the framework may vary accordingly.

7 Conclusions and
recommendations

Gap of workforce skills is one of the greatest challenges
faced by countries worldwide, especially developing coun-
tries. The complexity of the problem affects the national
economy and hinders governments from achieving their
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Tab. 3: Detailed description of the framework.

Step 1 Diagnosing the current challenge of gap of workforce skills
Objective To investigate the current challenges of gap of workforce skills of ADFs in developing countries
Activities Studying the current status of gap of workforce skills of ADFs in developing countries

Tools and techniques

Involved personnel and
needed resources

Identifying the impact of this issue on the performance of ADFs

Identifying, validating and classifying the challenges of gap of workforce skills of ADFs in developing countries
Conducting an orientation meeting prior to the study to establish strategic issues (study location, team, budget,
resources, etc.)

Gaining decision makers and top management support to facilitate securing the needed resources, accepting
and implementing the study decisions

Defining performance management criteria

Literature review

Survey questionnaires

Interviews

Case studies

Decision makers and senior management support

Brainstorming and team consensus

Decision makers

Senior management

Project managers

Design and construction teams

Different project stakeholders

Training programmes

Output Identified, validated and classified the current challenges of gap of workforce skills of ADFs in developing countries

Step 2 Identifying the good-to-great concept for implementation

Objective To identify the good-to-great concept to be implemented for bridging the gap of workforce skills of ADFs in
developing countries

Activities Identifying the role that each good-to-great concept can play towards bridging the gap of ADFs in developing

Tools and techniques

Involved personnel and
needed resources

countries

Generating innovative ideas to facilitate the implementation of the identified concept
Brainstorming and team consensus
Good-to-great concept

Leadership

First who then what

Confront the brutal facts, yet never lose faith
The hedgehog concept

A culture of discipline

Technology accelerators

The flywheel and the doom loop

Decision makers

Senior management

Project managers

Design and construction teams

Different project stakeholders

Training programmes

Output Identified the good-to-great concept for bridging the gap of workforce skills of ADFs in developing countries
Step 3 Planning and implementing of the good-to-great concept

Objective To plan and implement the identified good-to-great concept

Activities Developing implementation plans including time, cost, quality, human resources, communication channels, risk,

Tools and techniques

health and safety, waste, etc.

Securing decision makers and senior management support

Establishing corrective actions to adopt in case the developed plans are not executed as planned
Planning techniques and software

Work authorization system to verify predecessor activities and permit the successor activity
Performance management system

(Continued)
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Step 3

Planning and implementing of the good-to-great concept

Involved personnel and
needed resources

Decision makers

Senior management

Project managers

Design and construction teams
Different project stakeholders
Training programmes

Output Planning and implementation plans

Step 4 Monitoring and evaluating the obtained results

Objective To monitor and evaluate the results obtained from the planning and implementation step
Activities Measuring the results against the performance measures developed earlier

Tools and techniques

Involved personnel and
needed resources

Identifying and evaluating the causes of failure and issues that resulted in deviation from the original plans
Change control procedures

Financial control procedures

Issue and defect management procedures defining issue and defect controls, issue and defect
Identification and resolution and action item tracking

Decision makers

Senior management

Project managers

Design and construction teams

Different project stakeholders

Training programmes

Output Action plans and corrective actions to overcome the issues raised during the implementation of the good-
to-great concept

Step 5 Implementing corrective actions and closing out

Objective To implement the corrective actions developed during the previous step and close out projects

Activities Implementing corrective actions

Tools and techniques

Involved personnel and
needed resources

Output

Documenting learned lessons and sharing them with decision makers, design and construction teams and
related project stakeholders

Obtaining acceptance of senior management of ADFs to formally close the project or phase
Performing team members’ assessment and releasing project resources

Expert judgement

Reporting

Knowledge management

Decision makers

Senior management

Project managers

Design and construction teams

Different project stakeholders

Training programmes

Successfully bridging the gap of workforce skills of ADFs in developing countries

plans for sustainable development. Due to its nature, the
construction industry generally and ADFs in particular
suffer from skills gap that affects their productivity, com-
petitiveness and human development. Despite the dif-
ferent approaches and strategies adopted to bridge the
skills gap in construction, the problem still exists and
these approaches lack some of the innovative methods
included in the good-to-great concept. This concept aims
to implement different techniques to solve the problem
of gap of workforce skills. The concept consists of seven
main rules that if applied will turn a company from good
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to great. Having reviewed literature and case studies and

keeping in mind the results of the survey questionnaire,

the research comes to the following recommendations.

e The issue of gap of workforce skills must be properly
identified and clearly understood. This will enable
ADFs to bridge the skills gap which will impact posi-
tively on improving their performance and sustaining
their competiveness and market share.

e Providing the Senior Management in ADFs with the
tangible benefits of the good-to-great concept towards
bridging the shortage of skills gap, will facilitate

uTcC
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offering the needed resources and allowing the time
required for ensuring successful implementation.

e Testing and validating the proposed framework to
ensure that it could provide the benefits advocated
(through surveying of opinions and stands of govern-
ment authorities and project stakeholders, etc.).

e Seeking the support of the governmental authorities
responsible for workforce development to increase
their willingness to adopt and implement the
good-to-great concept as an approach for bridg-
ing the gap of workforce skills in the construction
industry.
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