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Abstract

Purpose — This research aims to develop a talent management (TM) based framework to achieve a sustainable
quality of work life (QWL) in architectural design firms (ADFs) in Egypt.
Design/methodology/approach — A research methodology consisted of literature review, case studies and a
survey questionnaire, was designed to achieve the abovementioned aim. Firstly, the literature review was used
to investigate the work environment’s demotivating factors in ADFs, TM strategies and process to depict the
relationship between developing sustainable QWL and TM and finally explore how TM can assist in achieving
Egypt’s vision 2030. Secondly, three case studies of ADFs from Denmark, Norway and Singapore were
analysed to investigate the role of TM in developing sustainable QWL. Thirdly, a survey questionnaire was
carried out with a representative sample of ADFs in Egypt to examine their perception and application of TM
towards developing sustainable QWL. Based on the results of the above, the research developed and validated
a framework to facilitate the implementation of TM as an approach for developing sustainable QWL in ADFs
in Egypt.

Findings — Through literature review, the research identified the highest 28 demotivating factors that affect
the QWL in ADFs and grouped them into seven categories. In addition, TM strategies for sustainable business
are identified and quantified. Results of the case studies confirmed the most common demotivating factors and
highlighted the TM strategies adopted to develop sustainable QWL. Findings of data analysis showed that the
highest-ranked demotivating factors that encounter ADFs were “poor organizational culture”, “negative
leadership behaviour” and “project induced stress”. Furthermore, the TM strategies that have the highest rank
were “performance recognition”, “helping employees objectively assess their skills, strengths and weaknesses”,
“creating a family-friendly work environment” and “proper reward system”. These findings informed the
research findings and helped in the development of the proposed framework.

Practical implications — This research presents a practical framework to facilitate the development of
sustainable QWL in ADFs in Egypt. It was based on the findings of literature review, case studies and survey
questionnaire. The framework explained in a workable way the objectives of the framework functions; required
activities; tools and techniques; involved personnel and needed resources and output. The framework was
validated by representative sample of ADFs in Egypt to ensure its practicability and viability for
implementation. Moreover, strategies to facilitate the framework implementation were suggested.
Originality/value — The research identified, categorised and analysed the architects’ demotivating factors
and defined the TM strategies and characteristics of sustainable QWL in ADFs. In addition, real life case
studies validated the identified factors and investigated the most effective TM strategies in ADFs. The
research tackled a topic that received scant attention in construction literature especially in Egypt. In addition,
this paper developed and validated a TM based framework to achieve a sustainable QWL in ADFs in Egypt. It
represents a synthesis that is novel and creative in thought and adds value to the knowledge in a manner that
has not previously occurred.

Keywords Talent management, Work environment, Architectural design firms, Architects’ demotivating
factors, Sustainable quality of work life, Egypt I
Paper type Research paper

. Archnet-IJAR: International
1. Introduct}on N o ' ' ) ) Journalof Atchitectural Research
Architecture is classified as one of the creative industries worldwide. It is a talent-driven Vol 17 No. 2, 2023
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industry (Kamara et al,, 2002). Architecture contributes significantly towards delivering
sustainable projects that translate community needs into designs that specify technical
characteristics, functional performance criteria and quality standards. Furthermore, it
aims to complete these projects on time, within budget and as specified to fulfil clients’
needs and end-user requirements (Othman ef al,, 2004). This highlights the critical role of
architectural design firms (ADFs) in developing innovative solutions that address social,
environmental and economic aspects of projects. Therefore, fostering an inspiring business
environment in ADFs is paramount for developing sustainable work environment that
increases talents’ morale. Alternatively, Oyedele (2013) mentioned that demotivated
workers tend to do less effort, produce poor quality work and spread negativity in the
workplace which leads to poor work environment and performance. Accordingly, talent
management (TM) strategies should be adopted in ADFs to develop a sustainable
workplace that encourages motivation, enforces employees’ engagement and provides
work life balance. Rastgoo (2016) stated that one of the key roles of corporate management
is to recognise workers’ latent talents and develop a sustainable work environment that
provides them with opportunities for success, development and professional advancement.
Elwazer and Othman (2021) stated that TM strategies are not commonly adopted for
motivating architects in ADFs in Egypt. However, due to the extremely stressful work
environment in ADFs, demotivation factors discourage architects from utilising their skills
and capabilities towards creating innovation solutions (Oyedele, 2013) and leads to
inconsistency between work and life which impact negatively on quality of work life (QWL)
(Deery, 2008). As improving the quality of life of the Egyptian citizens is one of Egypt’s
vision 2030 objectives, this paper aims to develop and validate a TM based framework to
achieve a sustainable QWL in ADFs in Egypt.

2. Literature review
2.1 Architectural work environment
The successful completion of construction projects in terms of achieving the client’s
objectives on time, within budget and as specified should be the priority of any design firm
that wishes to remain in the market and compete for the future. These deliverables could not
be accomplished by a design team working in the demotivating environment (Othman, 2008).
The workplace environment plays an important role in determining employee’s morale and
motivation. This is because it encompasses all factors that shape and influence an employee’s
body, mind, behaviour and talent. According to Jain and Kaur (2014), the most satisfied and
motivated employees are those who are encouraged by an efficient working environment,
which affects both the development of their businesses and the national economy. This raises
the critical question of whether architects have a quality of life that meets their needs and
working conditions. Architects are often involved in a variety of tasks within their
organisations. For example, these tasks include preparing project briefs, developing designs,
producing technical drawings, planning and writing specifications, and creating contract
documents. Architects are well-known for working long hours, which harm their social lives.
They alter their lives to accommodate the schedules that their jobs necessitate. In 2005, it was
estimated that architects and planners worked 39.8% of unpaid overtime. Architects
typically work up to 50 h per week, which has an impact on their personal lives (Salama and
Courtney, 2013). As a result, architects must work in a good business environment that allows
them to achieve a state of balance and enables them to work in a stress free work
environment.

2.1.1 Architects demotivating factors. The construction industry, which needs highly
motivated workers, is complicated, competitive and unpredictable. The matter of employees’
morale and motivation is critical because it sets a significant base for improving sustainable



work environment. The role of talented architects in developing creative solutions to address
certain social, economic and environmental challenges contributes to the complexity and
novelty of the architectural design process. Motivation as a set of processes that direct and
sustain human capital behaviour is essential for achieving organisational goals (Greenberg
and Baron, 2003). It is the knowledge base for architects in which creative conceptual
solutions are developed (Oyedele, 2013). However, ADFs have various factors that could
demotivate architects in their work environment. Oyedele (2013) identified 43 demotivating
factors that negatively influence the performance of architects in their workplace. These
factors are ranked from high to low according to the responses of the architects and divided
into seven main groups. In addition, Aylap and Arslan (2016) identified 66 demotivating
factors in Turkish design firms which are categorised into ten groups. Analysis of both
studies identified 28 shared factors in seven groups which are organisational injustice, project
induced stress, dysfunctional design team, poor interpersonal relationships, perceived career
decline, negative leadership behaviour and poor organisational culture. Table 1 explains
these factors and correlates each demotivating factor with the corresponding impact
on ADFs.

2.2 Talent Management

2.2.1 Background and concept development. TM as a market performance driver received
recognition when McKinsey & Co. coined the phrase “the war for talent” in 1997 (Collings and
Mellahi, 2009). McKinsey examined a large number of administrators to find out what made
the difference between good and bad organisations, and they discovered that the most
successful companies had extremely capable executives. TM is a continuous process that
covers talent selection, recruitment, development, retention and advancement while also
meeting company objectives (Othman and Sorial, 2017; Thunnissen ef al, 2013).TM is a
mission-critical management strategy that ensures that companies achieve existing and
future goals through the quantity and quality of their individuals (Wellins ef al., 2009). The
philosophy of TM reflects on the idea of strategic and tactical practices that enable workers to
impulsively share human resource assets. The importance of TM in achieving mutual
benefits between the organisation, the individual and society was emphasised (Thunnissen
et al, 2013). Furthermore, TM balances individual workers’ work-life commitments to
increase retention, achieve organisational competitiveness and enhance creative
development (George, 2007; Deery, 2008).

2.2.2 Benefits and barriers of TM. A rising number of human resources professionals
and academics are interested in TM. Organisations have realised that in order to
implement their strategies and grow their competitiveness, they require the greatest talent
at all times (Gebelein, 2006). According to Abdul-Kareem (2016), TM has numerous
advantages for both firms and their employees. These benefits include reducing the
recruitment, training and development costs; helping HR administrators in better
understanding their staff's growth conditions, job goals, strengths and weaknesses,
talents, preferences and dislikes; placement of the right candidate in the right position;
maintaining and retaining high-potential/top talent staff; increasing employee loyalty,
enthusiasm and willingness to outsmart their competitors and ensure their companies a
market share As a result, the company’s success and long-term viability would be
enhanced. On the other hand, Tafti et al (2017) provided four-level barriers of TM
implementation as follows:

(1) Structural barriers such as lack of alignment between business and HR strategies,
lack of competency model, lack of integrated HR system, and lack of specialised
managers and motivational approaches.
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Table 1.

The relationship
between demotivating
factors and its impacts
on ADFs

Organizational Injustice

Impact

The idea of organizational inequality is consistent with
what is described as "a person who believes that he or
she has been unfairly treated" (Ambrose et al., 2002).
This observation supports Sackett and DeVore's (2001)
and Carr et al. (2005) claim that corporate workplace
inequality contributes to employee demotivation. The
factors of organizational injustice include:

Job insecurity

Weak work life

* Low participation in the decision-making process

Organizational politics hinder performance and
success

Poor working environment

Inadequate salaries and rewards

Inadequate project resources

Poor performance
Increased workload

Low Morale
Low creativity

(b)

Project Induced Stress

3
k]
o
o
e

The increasing challenges and complexity of
construction projects contributed towards escalating the
level of stress and work pressure between design
teams. As projects require social interaction between
different parties, the misuse of strategies and teams
such as repeated design changes, lack of information
provision, inadequate available design time, poor
coordination with clients could lead to project tension
and demotivation (Othman et al., 2004; Tampoe and
Thurloway, 1993). The factors of project induced stress
include:

Job insecurity

Weak work life balance

« Difficulty in understanding idiosyncratic and tacit
needs of clients

Poor communication within the design team

Working excessively long hours

o Frequent design changes and variations

Poor performance
Increased workload

Low Morale
Low creativity

(c)

Dysfunctional Design Team

3
]
]
o
fz8

A dysfunctional design team is a group of designers
who do not usually execute or are disabled in
performing their assigned tasks and activities. The
causes of discord of design teams are both (i) internal
community dynamics within the design teams such as
involvement and expertise of members of the design
team, and (ii) the social environment surrounding
design teams such as inadequate organizational
framework and badly defined/unclear project objectives
(Oyedele, 2013). The factors of a dysfunctional design
team include:

Job insecurity

Weak work life balance

e Poor coordination between design team members

« Design decisions are dictated by cost and not quality
factors

e Inadequate commitment among design team
members

(d)

Poor Interpersonal Relationships

Poor performance
Increased workload

3
]
0
Q
=8

Low Morale
Low creativity

Interpersonal relationships are critical for an
organisational culture to thrive, especially when they
are executed well. Positve and synergistic
organisational cultures emerge as a result of strong
interpersonal relationships. When there is negativity,
confusion, and constant conflict in interpersonal
relationships, the atmosphere changes. This, in turn,
degrades the work environment, reduces employee
talent, and harms the company's bottom line (Oyedele,
2013). The factors of poor interpersonal relationships
include:

Job insecurity

Weak work life balance

Incompatibility of design team members

Distrust and dishonesty among design team
members

Perceptions of lack of respect among co-workers

Inadequate co-operation among design teams
members

Poor performance
Increased workload

Low Morale
Low creativity

(continued)
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(e) [ Perceived Career Decline Impact deSIgn firms in
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(De Witte etal, 2012). Perceived career decline g
presents a barrier to people achieving quality and
decent work in contemporary societies characterized by
an increasingly complex and unpredictable
occupational context (Blustein et al., 2016). The factors
of perceived career decline include:

o Perception of lack of respect among co-workers
* Work assignments do not always match employees’
skills and interests
Inadequate opportunity for career development/
promotion
e Unhealthy competition among co-workers
(f) | Negative Leadership Behaviour
Leadership behaviour is one of the most important
factors influencing the culture of organisations.
Negative leadership behaviour refers to the actions of a
manager that are commonly detected and condemned.
It varies from inadequate leadership skills to disruptive
leadership which breaks or damages the valid interests
of subordinates' organizations and well-being. Poor
leadership behaviour is contagious and can shape the
culture of team members and organisations. (Oyedele,
2013). In most ADFs and other knowledge-driven or
project-based companies, it is a standard practice to
select executives, leaders and administrators based on
their professional abilites and not on leadership
qualities, forming the foundation for adverse leadership
habits that cause subordinates to be demotivated
(Einarsen, etal., 2007). The factors of negative
leadership behaviour include:
¢ Inept leadership behaviours of managers
e Display of lack of interest in subordinate’s
work/ideas by supervisors
Inadequate leadership support
e Lack of synergy between organizational goals and
leadership behaviour
o Frequent changes of project priorities by supervisors
(g) | Poor Organizational Culture
Organisational culture is the set of shared values,
beliefs, behaviours, goals, attitudes, practices that
characterizes an institution, organisation, society or
group. It is the sum of peoples’ habits related to how
they get their work done. Organisational culture is
enabling or inhibiting change or resistance. Annual
reports proudly refer to company culture as an
invaluable asset (Mann, 2005). Poor organizational
culture is characterized as the pattern of common and
consistent attitudes, traditions, needs and values that
are collectively developed over time within an
organization that violate and/or weaken valid
organizational  objectives and/or  organizational
members' well-being or job satisfaction (Oyedele,
2013). The factors of poor organizational culture
include:
* Inadequate freedom in day-to-day conduct of work
e Lack of liveliness among co-workers
e The working environment is focused on negative
criticism
¢ Inadequate planning and control in an organisation
Source(s): Developed by Authors

E]

u
Poor performance |8
2

Job insecurity

Weak work life balance
Increased workload
Low Morale

Low creativity

Job insecurity
Poor performance |3
3
Increased workload |§

Low Morale

Low creativity

Weak work life balance

Table 1.
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(2) Environmental barriers such as external pressure, lack of organisational stability and
competitiveness, poor economic conditions, shortage of labour market and supply-
demand gap.

(3) Behavioural barriers such as cultural hurdles, expectations from elected officials,
unwillingness to change and gender discrimination.

(4) Managerial barriers such as nepotism, lack of a comprehensive approach to HR, lack
of top-level support, collaboration amongst managers in TM implementation,
improper recognition of the value of TM and lack of commitment to individuals’
career growth and skills.

2.2.3 TM process. TM process consists of a set of phases that are structured for a streamlined
implementation comprehensively. These phases complement each other and lead to an entire
paradigm of TM. The TM process is composed of six phases namely, planning, attracting,
selecting, developing, retaining and transitioning. The first phase in the TM process is
planning. It entails several activities including, identifying gaps in human capital requirements,
developing job descriptions for key roles to help guide sourcing and selection, and developing a
workforce plan for recruitment initiatives. The next phase aims to determine whether the talent
requirements should be filled from within the organisation or from outside sources. In either
case, the process would necessitate attracting a steady stream of applicants. Job portals, social
media and referrals are all common sources of attracting talent. Selection is the third phase of
TM process. It includes selecting and hiring employees from amongst those candidates who
have been recruited for the organisation. Within this phase many tests, interviews, group
discussions and psychometric testing, as well as an in-depth analysis of all available
information on the candidate are conducted to fill positions with the best candidates available
promptly. The talent development phase starts after successfully selecting an applicant.
Onboarding and orientation of the new employees are parts of this process. Improving new
talent according to the morals, reputation and community of the industry is not only mandatory
for the organisation but a central, essential component of the development and expansion of
talent. Talent must be effectively retained for any organisation willing to be truly successful
and sustainable. Most organisations retain their best talent by offering growth opportunities,
encouraging participation in special projects and decision-making, training for more advanced
roles, and rewards and recognition programmes. Effective TM focuses on collective
organisational transformation and evolution through the development of individual
employees. This entails making each employee feel like a part of a larger entity. Providing
retirement benefits, conducting exit interviews and effective succession planning are transition
tools that allow the shared journey to take place (Berger and Berger, 2017).

224 TM strategies for sustainable business environment. Employees’ TM is a major
challenge for many organisations in today’s fast-paced business environment. The human
resources department works hard to ensure that the company’s activities are sustainable by
encouraging employees to improve their skills. The interrelationship between TM and a
sustainable work environment has a direct impact on increasing employee effectiveness.
Karthikvel and Samydoss (2019) identified several TM strategies for sustainable workplace
development including the following:

(1) Empowering the workforce through providing employees with resources, authority,
opportunity and motivation to do their work, as well as holding them accountable for
their actions. This technique will improve employees’ engagement, make them more
proficient and retain top talent.

(2) Enhancing organisation climate through providing flexible rules and procedures that
encourage talented employees to think creatively.



(3) Acknowledging the performance of talented employees through rewarding and
recognising their achievements will motivate employees to achieve more and increase
their loyalty and reduce the turnover rate.

4) Developing a career path for the employees through designing and providing
opportunities for growth and improvement. This will enable the organisation to
maintain its sustainability.

(5) Maintaining a proper work-life balance between the individual and professional lives
of workers. This will decrease stress on workers and give them adequate comments
about their performance. It is also an important factor in the organisation’s continued
growth and skilled workforce support.

2.3 Sustainable quality of work life

Any organisation’s success is largely measured by how well it attracts, hires, motivates and
keeps its staff. Organisations today must be more adaptable if they are to grow their
workforce and enjoy their dedication. They must develop strategies and implement plans to
increase workers’ QWL to fulfil both corporate expectations and employee goals. QWL
stands for creating good quality working conditions that help employees engage in the work
for a longer time and eliminate obstacles that could prevent them from staying at their job.
The foundation of QWL is creating a work atmosphere that prioritises an employee’s
activities. This involves having in motion processes or policies that make the employee’s
jobless routine and more satisfying. Autonomy, acceptance, belonging, success,
advancement and social incentives are examples (Eurofound, 2020).

2.3.1 Quality of work life characteristics. Several important and generally accepted
considerations affecting the characteristics of QWL include safety and health of working
conditions; adequate and fair compensation; the possibility of using individual talents and
skills; development of human potentials; and providing career and development
opportunities. Sadri and Goveas (2013) highlighted other characteristics of QWL including.
Employee’s attitude, job security and appropriate compensation, potentials for personal and
career development, work-life balance, job nature, stress levels and leadership
participatory style.

2.4 Egypt’s vision 2030 and TM

According to the Ministry of Planning and Economic Development (2016), the first objective
of the Egyptian Sustainable Development Strategy 2030 is improving the quality of life of
Egyptian citizens. QWL is a part of the main concept of quality of life. Egypt’s Vision 2030
aims to improve the quality of life of Egyptians by increasing their standard of living in a
variety of areas. Egypt’s Vision 2030 is a global agenda that was presented in February 2016
and represents the government’s long-term action strategy to pursue sustainable growth
principles and priorities in the country. Various Egyptian government departments will
follow the vision. The principles of “comprehensive sustainable growth” and “fair regional
development” guide Egypt Vision 2030. Adopting TM in ADFs enables improving the
sustainable QWL that consequently helps to achieve a better quality of life of architects that
is convenient with the Egyptian 2030 vision.

2.5 Relationship between architects’ demotivating factors, TM and sustainable QWL
characteristics

Architecture, as a creative industry depends on talented employees to develop sustainable
projects that achieve the client needs and end-user requirements. However, architects face
many demotivating factors which affect the working environment negatively and decrease
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their QWL. TM strategies play a crucial role in developing sustainable QWL in ADFs. Table 2
depicts the relationship between Architects’ demotivating factors, TM and Sustainable QWL.

3. Research methodology

Achieving the research aim called for a research strategy that could gather data sufficiently
rich to develop the abovementioned framework. Two approaches, namely, theoretical
(literature review) and practical (field studies), were used to achieve four objectives:

(1) First, the literature review was used to build a comprehensive background about the
research topic through reviewing the architects’ demotivating factors, TM, QWL and
Egypt’s vision 2030.

(2) Second, three case studies of ADFs were collected and analysed to validate the
architects’ demotivating factors, TM strategies and sustainable QWL characteristics
identified by the literature review and investigate the role of TM in developing
sustainable QWL in real life ADFs.

(3) Third, a survey questionnaire conducted with a representative sample of ADFs in
Egypt were analysed to investigate their perception and application regarding the
role that TM strategies can play towards developing sustainable QWL in ADFs.

(4) Finally, based on the results derived from the previous objectives, the research
developed and validated a framework to facilitate the implementation of TM as an
approach for developing sustainable QWL in ADFs in Egypt, see Figure 1.

3.1 Population and sampling

The sampling plan for the survey questionnaire using a random probability sampling
method was applied to the population size which was 44 ADFs registered in the Egyptian
Engineers Syndicate (EES, 2019). This allowed every unit an equal chance of being included
in the sample (Hannagan, 1986). This helped to select a representative and non-biased sample.
To calculate the sample size, the next two equations were used (FluidSurveys Team, 2014).

. o
Sample Size Calculation = Distribution of 50%

2
Margin of error %/ Confidence Level Score}

Sample Size X Population
Sample Size + Population — 1

True Sample =

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.

o X (1-0.
Sample Size = M = 384.16
[0’05/1.96}
384.16 X 44
True Sample = m = 39.57 ~ 40

However, since the true sample size is only different from the population size by four; the
population size would be considered entirely for the survey questionnaire. It is worth
mentioning that the names of these design firms were suppressed for security according to
their request.



Architectural

f

design

1Irms

Egypt
251

Table 2.
TM and
Sustainable QWL

Relationship between
Architects’

demotivating factors,

sioyiny £q pado[aAd( :(s)3danog

wosiueSi0 w 0103 pus Suuued rwnbapey

wsionud aAEEau o pasnao) st YOKAU Surtion g1

amyno 1004

Sioi0m-00 uoure ssaufaxy J0 Yooy

HOM 30 191pu0d Aup 01 Avp wt wopasy ayenbapeuy

siospuiadns Ag sanuoud ofoud yo saFuwy wanbasy

TnoneRg
digssopea) pus s1eod [euonAuI0 UaMIq ARUSS Jo o]

vioddns digsiopeay arenbapeug

Sosiardns
4q suopypom s d1euIpiogns w s Jo U 10 Kedsil

sioeusa §o simopegaq dysiaped) 1dauy

Jomwgaq diysiapeaf aaneEaN

s193104-0 Fuowe uonpaduwiod Apeyun)

wonowosd uawdoja3p 192199 105 ypunoddo oy

oy

S
U SJIPYs 523501k oI SKENP 10U Op SHAWUTISSE O

auoap 10a1ed pariadiag

sioquiou swea) uFsap Fuows wonesdo-02 aynbopeu

S9104-0 Suowrs 12adsa o 391 30 suondaziag

sdusuonear

sioquious wea) udisap Fuowre sauoysip pus sl

sioquiou weay udisap Jo Aupgedwosuy

1 1004

sioquius weay ufisap Fuowre w02 dynbopey

s101987 Kenb 10u pus 1503 £ PSP AIE SUOISISI UFSA

SI9qUI W) UBISOP UIAISG oL

001004

wway uFisap [evonounySAQ

suoneyes pue safuryd ufisop yanbasy

0] Ajnissanes Fuppiog

w2} UBS9P 24 UG oNESUNILOD 100

10 spaau e pue eioudst

ssans paonpur afo1d

spreaas pus sayeqes aywnbapeu]

JaOAD Fupyion 1004

ss200s puv aousuiopad 9puy sangjod peuonezTAIQ

T TR
s o o S el
i a 22 |28 2| . &= 5. % 3 - o so | 2 8z |EE
m [ o £ |28 S (252 s8] =52 |25 & |:6:%5| 2852 . Z |pz| €. s5 | 857 | 558 |22
52 | 2| 8 (82|95 & | 2222 (22| 282 [2(af (afss) £208 | 25 |23 [23|2%2| 08 (€23 |49%: |2
tle | 2|2 E(E8| & |22 |s5e|c8| 5cf [ze|7d[Fess| 2652 | 22 | 87 [Sd|702| 28 232 [8%:28 (22
23 3 s = O |3% 7 g E3 |E8| 225 |€3 ElieFzg| €% ) H g5 g& | 58 R §65e |EF
&3 E iy E g8 |gg & =2m|2EE 3 T2 |5 2172723 227 2 Z H S8 E - 33 g g8 =& s10)08,
55 | & & s |2= |25 | & |£2 : s M i = - fé 18 BF |EE siowed
in |23 gt
gl & z |z |25([58| & |°&
32 : m m 3 8 s = ,MAW 2oue[eq Yi-pom sadol, soakojdwa ay 10y yred 1wddo[aAs EREQEARED PEAEED 2010pp0m ) Jamodu
Sl 7| & 8 |88 & 180 1 4 2fotduo s 10j ied auawdopaog aoumuiopog anoao towdng pon o 4
2 ol
SONSLIBIOBIE) T JqeUITIsnS SSOUISNq o[qRUITISNS 10} soyovoidde NI,




ARCH
17,2

252

Figure 1.
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4, Case studies

4.1 Definition, objectives and analysis

A case study is a research method used to describe and analyse an individual matter,
phenomenon, event or project with the purpose to identify variables, structures, forms and
orders of interaction between the participants in the situation, or to assess the performance of
work or progress in development (Sturman, 1997). Within this research, three ADFs were
selected from Denmark, Norway and Singapore and analysed to validate the architects’
demotivating factors and TM strategies and well as sustainable QWL characteristics
identified by literature review in a real life ADFs. In addition, case studies will investigate the
role of TM approaches towards developing a sustainable QWL in ADF's through overcoming
the architects’ demotivating factors. This ultimately will inform the research findings and
support the development of the proposed framework. Analysis of the case studies was based
on describing the case study, identifying the most key architects’ demotivating factors,



specifying and assessing alternative TM approaches adopted and achieved sustainable QWL
characteristics and finally drawing appropriate conclusions (Yin, 2013), see Table 3.

4.2 Case study (1): Bjarke Ingels Group (BIG), Denmark

BIG was founded in Copenhagen, Denmark in 2005. Since its establishment, the firm has had
no defined organisational structure and responsibilities where everybody wears every hat. In
2007, the CEO discovered that BIG was not profitable as planned rather, he found that the
firm was cash-strapped. Accordingly, several employees were laid off including the chief
financial officer and a personal loan of about $1.5 million was borrowed to save BIG. During
this period, the employees had some difficulties such as lack of job security, increased levels
of stress, working long hours, decreased level of creativity and morale. In 2017, BIG aimed to
grow vertically rather than expanding horizontally through increasing the number of
projects. On the other hand, the design team members had some obstacles in coordination,
communication and inadequate commitment amongst the members. Consequently, the firm
decided to develop a strategy to manage talents and improve the quality of working life. BIG’s
management strategy emphasised the need to perform in teams rather than working
individually and to invite all employees to participate in the decision-making process. In
addition, the firm’s recruitment strategy hired people based on the demands of the projects
and the expertise needed. To create a talent pool, interviews were conducted regularly even if
BIG has no vacancies. The open-minded, straightforward, sociable and supportive leadership
style played a major role in creating a powerful social community and enjoyable work
environment. Moreover, employees’ evaluations and promotions were based on their
performance and achievements. The adopted TM approaches helped developing a
sustainable QWL in the firm through overcoming the architects’ demotivating factors
(Groysberg and Sesia, 2019).

4.3 Case study (2): Snohetta, Norway

Snohetta was originally founded in Oslo, Norway with management strategies that focused
on maintaining healthy working conditions to provide architects with a creative work
environment. However, the New York (NY) office has a long-hours culture that contradicts the
usual Norwegian working day. Employees believe that working long hours is a sign of
dedication. As a result, leaving the workplace early is a big challenge. Snohetta views the
more working hours reduce employees’ creativity. The working culture in NY put its
employees in poor QWL. The architects in NY’s office are exposed to various demotivating
factors that affected their quality of work and subsequently affected their creativity levels.
Thus, the NY office decided to create a time culture similar to that of Norway through using
the day working hours efficiently, offering flexible working hours, returning home at an
appropriate hour. Accordingly, employees began to adjust their holiday perceptions and
realised the importance of taking some time off from being sceptical of the long holidays. This
was reflected positively in the transition between the time at work and family time.
Furthermore, Snohetta offices are structured horizontally to simplify sharing information
amongst staff members who are working at the same open studio regardless of their
positions. The social values between workers are improved by a shared kitchen table, see
Plates 1 and 2 (Brandth ef al, 2019; Snohetta, 2021).

4.4 Case study (3): DPA, Singapore

Design partnership architects (DPA) was established in 1967 in Singapore to produce high-
quality architecture that is environmentally conscious and relevant to the society it serves.
DPA expanded from a single office with a dozen workers to fifteen offices with 1,200 people
(ArchiBazaar, 2016). From 1984 to 1987, Singapore went through one of its worst recessions,
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Source(s): Snehetta (2021)

with an industrial contraction during which DPA encountered additional obstacles. Unlike
many other businesses that swiftly decreased their employees to minimise operating
expenses, DPA chose a unique strategy by deciding amongst the partners to renounce their
pay, while the workers also made financial sacrifices to support the business as a whole. The
architects faced many challenges that affected their QWL such as working long hours,
inadequate salaries and rewards, and poor coordination of design teams. In 1982, the firm
grew by forming two subsidiary firms, DP Design and DP Consultants. At first, the design
team faced a variety of challenges as a result of the company’s global expansion including
poor communication and coordination between the different offices and the counter-
productive behaviour between the design teams. As a result, the work environment and the
quality of the employees’ work were declined. Consequently, there was a widespread desire to
elevate workers by granting partnership to anybody who might improve the business. TM
strategies that were implemented by DPA included three main phases namely, talent
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Plate 1.
Open space office at
Snohetta

Plate 2.
Gathering tables at
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attraction, talent development and talent retention. These phases were achieved through
employing the right talent at the right time, creating DP Academy as a learning and
development hub for employees and encouraging the loyalty culture that gives the employees
a sense of ownership (DPArchitects, 2018).

5. Data analysis

This section presents and analyses the results of a survey questionnaire conducted with a
representative sample of ADFs in Egypt to examine their perception and application of TM
towards developing sustainable QWL.

5.1 Response rate and respondents’ profile

Out of 44 ADFs invited to participate in the study, only 42 firms responded to the survey
questionnaire representing 95.5% which supports the research conclusions and suggestions.
Around 30 firms are sole proprietors and the rest are partnerships. The number of years of
experience of these firms in the construction industry ranges from 5 to 50 years. They are
involved in all types of projects including residential, commercial, medical, industrial,
cultural, business, recreational and educational. The size of these firms ranges from 10 to 50
employees with architecture, engineering and construction backgrounds.

5.2 Perception of sustainable QWL

Respondents confirmed their perception of the Sustainable QWL concept, implying that the
ADFs surveyed are mature. On a scale of 1-5, 30.9% of respondents rated their sustainable
QWL as low (2/5) and very low (1/5), while 66.7% of respondents rated their QWL as
moderate (3/5) and (4/5). Only 2.4% of respondents have sustainable QWL as high (5/5).
Respondents mentioned that the “Weak work life load balance” was ranked the highest
impact of poor QWL on ADFs with an average of (3.9/5) followed by “increased workload”
with an average of (3.7/5), while “low creativity” was ranked the least impact with an average
of (3.3/5). These results could be traced back to the stressful nature of the design process,
increased responsibilities at work and home, long working hours; lack of flexibility and
control over working time. These results are supported by Caven and Raiden (2010) who
stated that the project based nature in the construction industry involves travel to and from
projects, long hours to meet project deadlines and the need to demonstrate commitment in
order to maintain employment security which ultimately leads to poor QWL and increase
employees’ dissatisfaction.

5.3 Perception and application of TM

The maturity of the surveyed ADFs was indicated by 97.6% of respondents who confirmed
their perception of TM concepts. 42.9% of respondents stated that they implement TM
strategies such as “performance recognition” and “provide proper rewarding system” using
(1) non-economic approaches including fair treatment, challenging work, and meeting social
needs and (2) economic approaches including financial rewards. On the other hand, 57.1% of
respondents mentioned that their ADFs are not applying TM. This could be referred to the
lack of specialised managers and motivational approaches, poor economic conditions,
cultural barriers and reluctance to change as well as lack of senior management support.
These findings are in line with Othman and Khalil (2018) who confirmed these barriers and
stated that poor understanding of the role of TM towards shaping employees’ careers and
capabilities as well as bias to certain employees for recruitment obstruct the application of
TM in ADFs.



Respondents stated that the highest factors that facilitate the successful implementation
of TM in ADFs are “motivation methods and engagement”, “trust and encouragement of top
management” with an average of (3.9/5), followed by “growth and performance financial
analysis” with an average of (3.7/5). While respondents stated that the lowest factor is
“implementation of employee programmes by the HR department” with an average of (2.91/
5). This is because developing a business environment based on trust and senior management
support enhances collaboration between the design team and support talent development in
ADFs. Oyedele (2010, 2013) agreed with these results and stated that aligning TM strategy
with organisational strategic objectives facilitate the successful implementation of TM in
ADFs. Respondents mentioned that the highest factor that prevents the successful
implementation of TM in ADFs in Egypt is “failure to recognize the significance and
importance of TM” with an average of (3.61/5), while the lowest factor was “financial barriers”
with an average of (2.95/5). These results are compatible with the findings of Othman and
Khalil (2018) who mentioned also that lack of senior management support and lack of
motivational incentives are examples of failure factors of TM implementation.

5.4 TM ability to develop sustainable QWL

Respondents ranked on a scale of 1-5 the architects’ demotivating factors. Results showed
that “poor organizational culture” was ranked the highest demotivating factor in ADFs with
an average of (3.74/5), followed by “negative leadership behaviour” which was ranked the
second with an average of (3.71/5), where “poor interpersonal relationships” was ranked the
least factor with an average of (3.21/5). This is because poor organisational culture frequently
arises as a result of poor communication, a focus on profit rather than people, hyper-
competition, micromanagement, or negative behaviour by executives. Low employee
engagement, more absenteeism, a lack of flexibility and high staff turnover are all results of
these demotivating factors as agreed by Mann (2005).

Respondents ranked on a scale of 1-5 the TM strategies that could be adopted to overcome
the architects’ demotivating factors and develop sustainable QWL. Results showed that the
highest-ranked strategies are “performance recognition” and “helping employees objectively
assess their skills, strengths and weaknesses” with an average of (4.05/5), followed by
“creating a family-friendly work environment” and “proper reward system” with an average
of (4.02/5). This is due to the fact that one of the most powerful motivators for employees is to
be acknowledged and rewarded for their exceptional achievement. Furthermore, supporting
employees in identifying their abilities, strengths and limitations aids in the development of
their talent through training programmes provided by their companies, which contributes to
the development of a collaborative working environment. Respondents stated that the lowest
factor was “giving employees autonomy over assignments” with an average of (2.98/5). This
is because, due to the nature of the design and construction process, giving employees the
freedom to work in a way that suits them, deciding the pace of their work, the order in which
tasks are completed, and having more control over job tasks, or even the freedom to choose
when and where they do their work, is not feasible.

Respondents were asked to rank QWL characteristics that could be achieved through
implementing TM strategies in Egyptian ADFs. The highest-ranked characteristics are
“potentials for personal and career development” with an average of (4.12/5), “employee’s
attitude” with an average of (4.07/5) and “job nature” with an average of (4.05/5). This is due to
the fact that when ADFs pay more attention to their employees by giving enough resources
for training and professional development, their talent, attitude and work dedication improve.
Moreover, personal and career development will enable ADFs to assign tasks to employees
that matche their skills and abilities. On the other hand, respondents stated that the lowest
characteristics are “job security and appropriate compensation” and “stress levels” with an
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average of (3.76/5). This is due to the economic situations and market demand which lead to
low salaries, job instability and stress.

6. A proposed TM based framework for developing sustainable QWL in ADFs
in Egypt

6.1 Definition and background

A framework is defined as a set of notions, techniques and tools in a planned outline to
complete a product, process and design (EDMS, 2010). The TM Framework for developing
sustainable QWL (hereinafter referred to as “the framework” or “TMFSQWL”) is a proposed
framework developed by this research to facilitate the implementation of TM strategies
towards developing sustainable QWL in ADFs in Egypt.

6.2 The need for the framework

The TMFSQWL is needed to provide a structured plan for senior management in ADFs to
overcome the architects’ demotivating factors that prevent the development of sustainable
QWL in ADFs in Egypt. The necessity of this framework stems from the importance to
provide architects in ADFs with a conducive work environment that make the utilisation of
their talent and skills. Moreover, the framework is required to fill the gap in construction
literature towards the adoption of TM strategies towards developing sustainable QWL
in ADFs.

6.3 Development of the framework

The development of the framework was based on the main results gleaned from the literature
review, case studies and survey questionnaire. Firstly, literature review identified the
architects’ demotivating factors and defined the barriers to implementing TM strategies in
ADFs. Secondly, case studies validated the architects’ demotivating factors and investigated
the most effective TM strategies used to overcome these factors. Finally, the survey
questionnaire ranked architects’ demotivating factors, barriers of implementing the most
effective TM strategies in order to prioritise them according to their importance during the
development of the framework, see Figure 2.

6.4 Aim of the framework
The TMFSQWL is an innovative conceptual business improvement tool developed to
facilitate the implementation of TM towards developing sustainable QWL in ADFs in Egypt.

6.5 The conceptual description of the framework
The framework consists of five functions, namely.

(1) Enhancing Organisational Culture.
(2) Improving Leadership Behaviour.

(3) Enriching Working Conditions.

(4) Fostering Career Development.

(5) Developing Functional Design Team.

Table 4 explains in detail the functions of the framework through describing objectives,
activities, tools and techniques, involved personnel and needed resources as well as the



Figure 2.
Framework
development
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output of every function. This description will enable ADFs to apply the functions of the
framework in a practical way, in their process towards developing sustainable QWL.

6.6 Benefits and limitations of the framework

The TM framework presents structured procedures to overcome the demotivating factors
that encounter architects in their working environment. It provides the essential approaches
for developing sustainable QWL in ADFs in Egypt. Moreover, it assists in boosting ADFs
overall productivity and competitiveness. However, the TMFSQWL success depends on the
encouragement of ADFs to facilitate the implementation process. The application of the
framework is a time-consuming process that requires full dedication from the participants.
Due to the nature of the construction industry and time constraints of projects, this
framework may not be welcomed and ADFs may be reluctant to conduct this integration. The
lack of understanding of TM strategies and importance and the absence of governmental
support may hinder the development of sustainable QWL in ADFs in Egypt.

6.7 Framework validation and strategies for implementation

In order to ensure the practicality and viability of implementing the framework, it was
validated through a survey questionnaire with a representative sample of ADFS in Egypt.
Out of 42 respondents invited to validate the developed framework, 30 ADFs replied
representing 71.42%. Respondents were asked to evaluate the effectiveness of the functions
of the developed framework towards developing sustainable QWL and to propose strategies
to support the framework implementation in ADFs in Egypt. All respondents agreed that the
proposed framework is an important tool that will develop a sustainable QWL in ADFs.

(1) On a scale of 1-5, respondents’ scores showed that “Enhancing Organisational
Culture” was ranked the highest function with a mean of (4.83/5) followed by
“Improving Leadership Behaviour” with an average of (4.8/5). This is because a shift
in organisational culture accompanied by positive leadership behaviour has a
significant impact on lowering stress levels, improving employee attitudes, providing
competitive compensation, creating a supportive business environment and
increasing employees’ job security and loyalty.

(2) Respondents ranked “Enriching Working Conditions” and “Fostering Career
Development” with an average of (4.7/5) and (4.53/5) respectively. This is because
both functions enable ADFs to achieve a work-life balance, enhance employees’
talent, offer promotion opportunity and increase competition which ultimately
develops sustainable QWL. Finally, respondents ranked “Developing Functional
Design Team” with an average of (4.36/5).

(3) In addition to their willingness to implement the proposed framework, respondents
proposed a number of strategies that will facilitate the implementation of the
framework in ADFs in Egypt. These strategies included raising awareness about the
mmportance of TM and providing training sessions to employees and managers to
successfully implement TM strategies and finally senior management support will
provide the needed resources to overcome the architects’ demotivation factors in ADFs.

7. Conclusion and recommendations

Architecture is regarded as one of the world’s creative industries that rely mainly on
individual’s talent. It is a vital component of the AEC industry. Architecture plays a
significant role in delivering sustainable projects that meet the needs of the community
members through translating their requirements into designs that specify technical
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Table 4.



characteristics, functional performance criteria and quality standards. Furthermore, it
targets to complete these projects within time, cost and quality standards. The need for
innovative solutions called for ADFs to develop a motivating business environment that
encourages architects to come up with novel projects. On the other hand, demotivated
employees are inclined to put in less effort, develop poor quality work and spread negativity
in the work environment. As a result, TM strategies should be implemented in ADFs to create
a sustainable workplace that promotes talent, motivation and creativity. During this
research, the literature review was used to identify and categorise the workplace
demotivating factors in ADFs, TM, sustainable QWL and Egypt’s vision 2030. In addition,
three case studies of ADFs were analysed to validate the architects’ demotivating factors, TM
strategies and sustainable QWL characteristics identified by the literature review and
investigate the role of TM in developing sustainable QWL in real life ADFs. Furthermore,
results of a survey questionnaire conducted with a representative sample of ADFs in Egypt
showed that “poor organizational culture”, “negative leadership behaviour” and “project
induced stress” were ranked the highest demotivating factors that encounter ADFs.
Furthermore, “performance recognition”, “helping employees objectively assess their skills,
strengths, and weaknesses”, “creating a family-friendly work environment” and “proper
reward system” were ranked the highest TM strategies for developing sustainable QWL in
ADFs. Based on the results of the above, the research proposed a framework to facilitate the
implementation of TM as an approach for developing sustainable QWL in ADFs in Egypt. To
ensure the practicality and viability of implementing the framework, it was validated through
asurvey questionnaire with a representative sample of ADFS in Egypt in which respondents
encouraged the adoption of the framework and proposed strategies to facilitate its
implementation. Accordingly, the research comes to the following recommendations to ADFs
and Government to develop sustainable QWL in ADFs in Egypt.

(1) Raising the awareness of ADFs towards adopting TM strategies as an approach for
developing a sustainable QWL that enhances the talent of architects and encourages
the production of innovative social, economic and environmental solutions.

(2) Encouraging ADFs to be open and change their culture towards adopting new
strategies such as TM to develop sustainable QWL through offering flexible
scheduling, rotating employees’ roles, providing constructive feedback and
developing succession planning programmes.

(3) Enhancing organisational Leadership behaviour through proposing democratic
leadership, paying attention to employees’ interests, recognising performance and
matching individual goals with the organisation’s objectives.

4) Inspiring ADF's to have motivating working conditions through providing flexible
organisational rules, creating a family-friendly work environment, providing access
to mentoring, coaching and learning resources, providing a proper reward system
and helping employees to assess their skills objectively.

(5) Fostering career development through matching individual goals with the
organisation’s objectives, creating a succession planning program and rotating
employee roles.

(6) Developing functional design team by matching individual goals with the objectives
of the organisation, giving employees autonomy over assignments and rotating
employee roles.
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(7) Providing Senior Management of ADFs with successful examples of the benefits
gained through implementing TM will help to offer the needed resources and
allowing the required time for implementation to ensure successful results.

(8 Providing necessary training programmes, technologies, infrastructure and
resources to facilitate the development of sustainable QWL in ADFs.

(9) Enacting laws, regulations and incentives to encourage the adoption of TM across
ADFs in the country and acknowledge the firms that succeed in developing a
motivating work environment.
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