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Abstract

This is a research paper that is focused on assessing the leadership impacts of Project
Management (JV Lead Management) on a road tunnelling construction project in Bangladesh
in terms of project performance. An interpretive methodology was utilised in order to help
understand implicitly the management leadership’s impact on the project. The scope for this
research was the off-site supervisory team. The targeted population of interest was made up of
14 lower-managers/engineers located at one off-site main office in the late design stage/early
construction phase of a road-tunnelling project.

The research outcomes consisted of four4 main themes and the corresponding 11 sub-themes.

The paper addresses raised issues and determines outcomes and implications for the continuing
project construction management and the paper also indicates that the Project Management and
other senior members of the JV Lead Management - both in-country and overseas -may benefit
from more effective leadership training focused on utilizing and embracing contemporary
project leadership developments.

The road tunnel construction management appears to be very weak due to their low level of
technical knowledge, style, orientation and strategies adopted by the Project Management, who
operate with a demonstrated lack of coherent leadership or oversight practiced by the JV Lead
managing entity.
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Introduction

One of the major roles of project management in complex projects is to lead others (Remington
and Pollack, 2007), improve methods, processes and communication and consistently enhance
project performance (Turner and Miiller, 2005) in order to make the project a success for the
client and other stakeholders (Lim and Mohamed, 1999; Baccarini, 1999). Failures are often
due to a mismatch between the project management capability and motivation, technical
project understanding (Tan, 2004; Hillson, 2003) and with the project’s managerial
requirements (Crawford, 2000; Wysocki and Lewis, 2001). This is also compounded when the
project management acts directly as an agent of the Client (Ceri¢, 2015), rather than as an
independent or consultant engineer (FIDIC, 1999) for both the Contractor and the Client, thus,
illustrating hidden intentions (Jdger, 2008).Leading a complex project therefore has
implications for managing people and resources (Cavaleri and Reed, 2008). However, much
leadership research attention has addressed an understanding of effective leaders (Yukl, 1999;
James, 2005); but very little conducted on such leadership traits and behaviours associated with
ineffective leaders (Kellerman, 2004), destructive leaders (Harris, Kacmar and Zivnusk, 2007)
or toxic leaders (Rumsey, 2013). Further, within construction projects only an emerging state
of research has been conducted on the impacts of toxic leadership practices (Toor and
Ogunlana, 2009) and little or no research relating toxic leadership to possible corruption
practices. Thus, this research is centred on illuminating aspects of “dark leadership" (Conger,
1990; Harms, Spain and Hannah, 2011) that may help with developing a more involved
leadership theory.

Toxic Leadership

Toxic leaders are those individuals who engage in destructive behaviour towards their
employees (Sankowski, 1995) without thinking of the consequences of their actions (Goldman,
2009).This leads to visible, egocentric and narcissistic behaviour (Conger, 1989; Yukl, 1999)
and dysfunctional corporate relationships in which the leader is seen as incapable and
underperforming (Lipman-Blumen, 2005),whilst inflicting serious harm on others that goes
unacknowledged or ignored by senior management(Ashforth, 1994; Conger, 1990).

The literature indicates clearly that where toxic leadership is recognised, the organisation is
being run to “destruction” (Reed, 2004) where it could be further seen as a defence mechanism
to protect the illegal corruption activities being conducted by managements overseeing the
project (Pelletier and Bligh, 2008)through collusion (Locatelli, et al., 2017).

Miiller and Turner (2007) indicate that toxic leadership is a structural response to the mismatch
between project type and JV Lead Management leadership style (Powl and Skitmore, 2005)
and are seen by many researchers as being ineffective (Kellerman, 2004), when viewed with
personal traits and organisational factors (Harvey et al., 2007) and appear destructive in terms
of performance and personal responses (Harris, Kacmar and Zivnuska, 2007). However,
leadership is required to help pursue major stakeholder satisfaction resulting in a project’s
success (Toor and Ogunlana, 2008).If a project’s leadership behaviour changes to a destructive
mode, then the major stakeholder’s also show such destructive leadership tendencies (Toor and
Ofori, 2008; Shaw, Erickson and Harvey, 2011) creating vulnerable work environments
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(Padilla, Hogan and Kaiser, 2007) raised from such narcissistic and manipulative leadership
behaviour (Rosenthal and Pittinsky, 2006). For example, in susceptible work environments,
toxic leaders often utilise control, bullying and coercion (Hogan, Hogan and Kaiser, 2003), and
abusiveness (Tavanti, 2011) as their main method for ensuring authoritive acceptance (Higgs,
2009)through narcissism (Maccoby, 1999) related to unethical behaviour (Niehus, 2011) and
lack of integrity (Blair, Hoffman and Helland, 2008). Significantly, outcomes of toxic
leadership often indicate employee disconnect and exit the company (Branham, 2005)
increasing costs (Reed, 2004), reducing professional inputs and negatively affecting project
performance (Buckingham and Coffman, 1999; Wilson-Starks, 2003). Further, toxic
leadership in construction projects appears to introduce a deliberate element of negative focus
on project performance and activities that are instrumental in crafting destructive project
outcomes (Yukl, 1999).

This research is focused on the first major road tunnelling project in Bangladesh, where the
oversight of the EPC project by the “Assistant Engineer” is managed by an JV Lead Partner -
an internationally experienced managing entity (for JV Lead Management). No national nor
employer managing entity has any experience in tunnelling management or experience in
tunnelling under rivers. The context for the research is a new road tunnelling project with an
initial start cost of US$1.07Bn that has been delayed for 2.5 years.

This creates the context for the research question,In what ways do Toxic Leader ship affect the
management, personnel and performance of a Road-Tunnel Project in Bangladesh?

Methodology

Exploring toxic leadership in a tunnelling infrastructure project in Bangladesh, demands a
qualitative inquiry to stimulate and discriminate more explicitly the issues formed within this
context (Hill, Thompson and Williams, 1997; Walsh, White and Young, 2008). This
consideration targets national and international engineering personnel judgements raised out of
individual experiences. This research endeavours to understand the opinions and attitudes of
project personnel, who were considered authoritive “knowledge agents” (Benn et al.,
2008),and provide an appropriate contextual component (Cassell and Symon, 2004) as their
experiences provided of found engagement in their material perceptions of managerial project
practices.

The exploration employed a semi-structured interview process, which was further reinforced
through exploiting an inductive/theory building approach (Glaser and Strauss, 1967) through
appropriate “documentation” scrutiny. Because of the sensitivity and impact of the elaborate
leadership environment on the project, and the lack of published research in this area, this
methodology is designed for constructing appropriate contextual data for the purpose of
forming rich content and consequent theory development (Cayla and Eckhardt, 2007). A pilot
study was carried out with three (3) respondents from the population and excluded from the
main interview process (Maxwell, 2013) that endorsed changes to language and the logic of
probing questions to respondents (Kim, 2011) and created more informed and streamlined
question routine (James and James, 2011).
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Aclosed population of fourteen (14), all contained within an identified research frame (Ritchie
and Lewis, 2003; Fink, 2000), was made up of all lower-managers/engineers who had on-going
direct project related experiences. Respondents were chosen through employing the approach
of a “population of interest” (Carman, 1990) ensuring empirical adequacy (Spanos, 1990).

The interview process was conducted in English and took approximately one hour, and was
recorded with permission (Duranti, 2007). Using Gray and Wilcox (1995) and (James, 2014),
each individual was questioned using an identical set of questions -whilst utilising probing
questions (Balshem, 1991; Punch, 2014; Meurer, et al., 2007). Each individual verbatim
transcription using NVivo 11 (after Bailey, 2008) was returned to each respondent (Harris and
Brown, 2010) for comment, correction, addition or deletion and return where whole-process
validity was preserved by conjoining the adopted main research question to the data outcomes
(Stenbacka, 2001).

For the data analysis procedure, each interview was initially manually and independently
interrogated and a coded treatment surfaced relative to the thematic analysis using NVivo 11
(Walsh, White and Young, 2008). No portion of any interview discourse was left uncoded and
the overall outcome represented the respondent’s views through a progressive coding-sequence
(Buston, 1999).

Themes were developed out of the data interrogation where validity was increased using
triangulation processes (Onwuegbuzie and Leech, 2007). Further, sub-theme analysis was
conducted using all complete data sets (Harwood and Garry, 2003; Ryan and Bernard, 2003).

The narrative that developed was based on substituting “credibility” (Johnson, 1997) and
“dependability” (Lincoln and Guba, 1985) for “reliability” (Strauss and Corbin, 1990).

This research focus utilises authentic observations reflecting the experience level of toxic
leaders and the impact of their practices (Lambsdorff, 1998) designed to help build an analysis
in the “interests of the public good” and engaging in a “...good-faith effort to report
wrongdoing...” (Sinzdak, 2008).The author relies on the World Bank and Transparency
International rules for disclosure under which such research has been conducted (The World
Bank, 2010; G20, 2011; OECD, 2014; BSI, PAS 1998:2008; PCAW, 2018). This is as a
consequence of the publication of a World Bank NRA directly involving the JV Lead
Management (The World Bank, 2017) during the research investigations.
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Figure 1. Research Outcomes
Illustration of Research Outcomes

The research outcomes for this analysis is shown in Figure 1 above. The outcomes are
illustrated below in Table 1 and consists of four (4) main themes — Management, Performance,
Personnel, and Leadership, and eleven (11) sub-themes with265 discussion targets. The
discussion focuses on the sub-theme elements within each major key theme. The respondent’s
voice is revealed through a streamlined and articulated approach verbatim, where the reporting
format is persuaded by Gonzalez (2008) and Daniels et al. (2007).
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Table 1. Research question, themes and discussion targets

Research Question

In what ways do Toxic Leadership affect the management, personnel and performance of a

Road-Tunnel Project in Bangladesh?
Main Themes Sub-Themes Discussion Targets

Management Strategy 26

Unethical 21

Financial 32

Performance Managing 24

Internal Processes 14

Personnel Motivation 31

Training 18

Special Management Team 16

Leadership Knowledge 26

Style 22

Qualities 35

Table 1 above indicates the minimum responses for each identified sub-theme.

Table 2. Major themes and respondent citations

Major Themes Cited Respondent Number ‘
Management 1,3,5,6,8,9,10, 11, 12

Performance 2,4,5,7,9,13

Personnel 2,4,5,6,8,9,10,12, 14

Leadership 1,3,4,5,7,8,10,11, 13, 14

Table 2 above indicates the major themes and respondent citations.
Results

The results are presented below, using extracted evidence through specified abstractions as
based on Gonzalez, (2008). Consequently, by considering the research question - In what ways
do Toxic Leadership affect the management, personnel and performance of a Road-Tunnel
Project in Bangladesh?- the results are stated here as four (4) main-themes, and eleven (11)
sub-themes as indicated in Table 1 and 2 above, where each sub-theme theme is located and
examined within each respective associated main-theme.

Main Theme — Management

In terms of Strategy, this is typified by one respondent (9) who suggested that, ...Of course, the
main strategy for them [JV Lead Management]is to make sure they aren’t caught for doing
anything wrong. Their second strategy is to attack people to make them weak, so they can do
what they want. Thereare no leadershere... Another respondent (6) denoted that, ... They have
been doing this for many projects and a long time. Another respondent (5) stated that, ... They
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must train themselves to ignore the risks or they are so powerful that he don’t need to lead us,
just tell us what to do. And if we don't, to make it difficult for us...

In terms of Unethical, this is demonstrated by one respondent (3) who denoted that, ...Oh,
they[JV Lead Management]are really sneaky. They don't do things properly or ignore
professional ways...Another respondent (1) signified that,... They humiliate people, they attack
them sometimes openly and calls them names, and they are also racist. Not what is expected of
aforeigner company...Another respondent (12) stated that, ... There are other foreigners, but
they go very quickly. They must see what they do. | don’t understand it. But it can’t be right for
aforeigner to do this here...

In terms of Financial, this is illustrated by one respondent (10) who intimated that, ... They[JV
Lead Management]always have lots of money on them, and | mean a lot. They use the project
money for all their personal spending, drinks an’ all. They are a dangerous leader for us
all... Another respondent (11) expressed that, ...For the people who follow them, they buy lots
for them. They do not follow proper behaviour, and they close the door, when they want to talk
about, y' know “things that can’t be spoken about” ... Another respondent (8) articulated
that, ... They goes from here, with a wad of money. We see administration go to the bank to get
it. And then it’s gone. | thought thisis not right...

Main Theme — Performance

In terms of Managing this is epitomized by one respondent (2) who denoted that, ...It like a
game to them [JV Lead Management]. They get rid of someone for no reason or prevents them
from doing any work by making them sit in a corner for months and months. They laugh and
smile. Itjustisn’tright... Another respondent (7) stated that, ...l think they should be fired, for
what they do. They' re amateurs, playing silly games. But those in top management are not so
good either. They support him because he provides themwith dishonest money fromthe project.
We seeit all thetime... Another respondent (13) voiced that,...They don’t managereally. They
just dictate, power driven that’swhat they are. The project would be better without them. Some
of the foreigner are hiding here without any talent. ..

In terms of Internal Processes this is typified by one respondent (4) who indicated that, ... They
[JV Lead Management] maliciousy hold back information that we need. They do it
deliberately. It has caused serious problems because it involves people doing the same thing
over again. They doit all thetime... Another respondent (9) expressed that,...Management [JV
Lead Management]sign thingsin place of everyone. Reportsare “ lost” all the time. They also
sign to state that, for example, one manager is the sole writer, checker and authoriser of
project reports. This way they make sure no one else represents the project to the employer.
They are unbelievable... Another respondent (5) articulated that, ...They don’'t follow any
process or procedure. They just invent what they think will be accepted. They do this on all
projects they’ ve been on. They' re fooling no-one. ..

Main Theme — Personnel

In terms of Motivation this is exemplified by one respondent (8) who indicated that, ... Thereis
no due process in action. They [JV Lead Management] fail to use any procedure or process.
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And then expects us to accept what they do. They really aren’t professional. No, not at all...
Another respondent (4) conveyed that,... The managers [JV Lead Management] ensures that
no one is motivated to do anything against him. It is not acceptable, ruling like a
dictator...Another respondent (12) expressed that, ...No one trusts them. But what can we
do?...

\\ M acrot h i n k Journal of Management Research

In terms of Training this is characterised by one respondent (5) who denoted that,...There has
been no teambuilding on this project. Why would there be? You just do what the management
[JV Lead Management]says you do and that’s it... Another respondent (10) stated that, ...l
would estimate that we could all do with some training — including them[JV Lead
Management]. But | don't suppose we will get it... Another respondent (14) expressed
that, ... The managers say that it isthe cost that preventstraining. But | think they don’t want it,
who are frightened that we might learn something that will show how ineffective they are asa
leader. Some who are trained overseas already seethis...

In terms of Special Management Team this is epitomized by one respondent (9) who signified
that, ...I was wondering why the management[JV Lead Management]made changes to the
personnel who were named and supposed to be on the project. They got rid of people and
replaced themwith their “ Special Team” . None of these do much for the project, except to take
money... Another respondent (6) affirmed that, ...Ohyes. Very few who were originally named
were on the project and | suppose they never will. They have taken the money that they should
have received and allocated it, and given it to people who we don’t see... Another respondent
(2) suggested that, ... That's an interesting issue. The client would not approve anyone for a
very long time and that made it difficult for the work load. However, after the last variation
order, all of a sudden, we now have approvalsfor people we didn’t even know or wer e financed
for other projects. But they are mostly on other projects not thisone...

Main Theme — Leadership

In terms of Knowledge this is exemplified by one respondent (4) who denoted that, ...No, |
don’'t think they[JV Lead Management]have any professional training. None. They're really
arrogant and ignorant for people who don’t understand project management... Another
respondent (11) expressed that,... They say they have many years experienceinthisrole. But it
doesn’t show. We're better off without them... Another respondent (13) expressed that, ... They
are not that qualified for foreigners on a flag-ship project. There are better available | am
sure... Another respondent (7) expressed that, ...I amnot proud that they do this. Surely, they
[JV Lead Management] could have found someone better. They aren’t qualified really. No
leadersjust hangerson...

In terms of Style this is characterised by one respondent (8) who signified that, ... They [JV
Lead Management]just demand aggressively something, and they get very angry if you don’t
agreeto do it straightaway... Another respondent (3) expressed that, ...You can seeit in their
eyes, they don’t want you to discuss things, you just have to do it... Another respondent (11)
articulated that, ... They will always do what the client wants. And if you happen to disagree
professionally, they will make it obviousin client meetings that you wer e the problem— even if
you were right according to the contract or the law... Another respondent (5) indicated
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that, ...I am not impressed with them managing people. It just isn’t the right that they can do
thisin their job. But everyone knows they will make you manipulate things so that he get their
way...
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In terms of Qualities this is typified by one respondent (1) who stated that, ... They [JV Lead
Management] lack proper professional qualities such asintegrity, and they' re hypocritical and
very untrustworthy as they say one thing between you or in a meeting and then decide on doing
something el se between them... Another respondent (10) expressed that, ...What | don’t likeis
that they have no vision, at least they can’t show what they think and turn it into something we
can understand... Another respondent (7) articulated that, ...\We see it all the time, they lack
communication skills, and their meeting style is very aggressive, so we don’'t want to say
anything for fear of their anger and temper... Another respondent (14) stated that, ...l don’t
want to follow them. No one here does...

Research Consideration and Implications

Main Themes Research Implications
| Strategy | .

|Unclmca|‘: Management

[ Financial |

[ Knowleage | How the PM Acts
) as a Toxic Leader
[syie] | Leadership
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Figure 2. Research Consideration

The outline discussion of the research implications for this study is shown in Figure 2 above,
and are considered further below:

The JV Lead management appears to have failed to adopt one of the 11 main principles of
project governance (APM, 2004), which is to properly prioritise projects goals leading to
ineffective management, project disarray and inefficiencies such as delays to the project
schedule (Chan and Kumaraswamy, 1997) creating additional project cost. However, most
researchers would indicate that from such data,a collaborative effort is required (Mehra, 2006)
utilising inspirational motivation (Bass, 1990) and therefore, the JV Lead management appears
to reflect organisational autocrats whose focus is to manipulate staff (Richards and Freeman,
2002) and processes through unethical practices, without proper authorisation, appropriate
oversight or project outcomes that are contractually underpinned. The JV Lead management
appears to lack the very skills necessary to manage the project both in technical terms and in
relation to people skills (Thomas and Mengel, 2008) - raising the issue of employing
unqualified managers with no project management qualifications - but this may not be seen by
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the JV Lead management as important as the overly ulterior focus is on personal Client
engineer satisfaction. Further, the JV Lead management’s toxic leadership behaviour has
reportedly resulted in many instances of individuals being forced to withdraw from the group
which has a destructive effect on group dynamics (Bass, 1990; Arrow and McGrath, 1995)
causing further negative effects on individual trust and lowering JV staff leader confidence
(PMBOK® Guide, 2013; Howell and Avolio, 1992).

Accordingly, this project may be one of many controlled by the JV Lead management, where
toxic leadership behaviour is employed and conducted in a negative vacuum approximating as
“resisters” to enhancing unabridged project performance in order to hide collusion (Locatelli,
et al., 2017). There is therefore a substantial, on-going and unmitigated failure by the JV Lead
management (Goldman, 2009) to pay due regard to the underlying ethical considerations
(Green, 2014) and potential “unintended” performance consequences of negative project
leadership impacts on operations (Colligan and Higgins, 2006). These include reductions in
overall supervisory staff, leading to unsatisfactory Works/site coverage, unclear deadlines
associated with milestone accomplishment through contract manipulation, and reduced funds
available for project completion through reductions in available project funds to cover
contractual obligations.

How the JV Lead Management Acts as a Toxic Leader

The current style offered by the JV Lead management does not appear to follow any of the
modern depictions of positive leadership theory as it is perceived to have no representation in
authentic leadership (Luthans and Avolio, 2003), lacking cognitive leadership (Lord and Hall,
2005), showing no ethical leadership (Brown, Trevino and Harrison, 2005) or willing capacity
to engage with complexity leadership (Uhl-Bien, Marion and McKelvey, 2007). Further, the
JV Lead management does not appear to perform because of failure to harness appropriate
leadership dynamics such as leadership exchange (Cogliser and Schriesheim, 2000) as required
from a modern complex project (James, 2016). Further, the portrayed leadership style
demonstrates a consistent threat to organisational stability (Vugt et al., 2003) through a culture
of arrogancy, secrecy and restrictiveness (Avolio, Walumbwa and Weber, 2009; Kusy and
Holloway, 2009).

However, the operationalised JV Lead management’s autocratic leadership style (Bass and
Bass, 2008) is clearly represented in the past (Lichtenstein et al., 2007), reflecting the JV Lead
management’s incapacity to meet contemporary project management requirements (APM,
2012) through a lack of professional training or team-building capability (Ivancevich,
Konopaske and Matteson, 2007).Further, the lack of team definition coupled with the
perceived low credibility and maturity of the JV Lead management(Simons, 1999), which has a
negative effect on group motivation and project personnel responses to operational project
issues. Additionally, the JV Lead management as a project leader, appears to be considered a
bully (Wyatt and Hare, 1997; Rayner and Cooper, 1997) materially archaic, hostile (Tepper,
2000)and provides little or no opportunity for shared decision-making (Yang, Wang and Jin,
2014). These are considered to resonate against contemporary needs for positive approaches to
managing and leading a complex project, whose definitions and technical orientation are
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closely classed as a major infrastructure innovation in Bangladesh (Bossink, 2004; Galbraith,
1982). Thus, the JV Lead management’s lack of engagement in an appropriate leadership role
affects the project by reducing task capability (Grant, 1996) and consequent trust (Russell and
Stone, 2002; Piccolo and Colquitt, 2006) creating a negative work environment that reinforces
mediocre project performances resulting from ineffective complexity management (Uhl-Bien,
Marion and McKelvey, 2007). It also leaves the JV Lead management open to inferior
outcomes and legal issues resulting from inadequate and improper application of
organisational compliance (Lippel, 2010; Tavanti, 2011) - something which has already been
independently recognised (The Work Bank, 2017).

How the JV Lead Management Thinks as a Toxic Leader

The JV Lead management as awhole-project lead entity appears to think that it has the right
and duty to operate in the way that they do with clear indications of misplaced confidence, poor
judgement and the absence of quality practices (Furnham, 2010) - presupposing a selective
interpretation of reality (Mumford et al.,2007)by acting as a corporate psychopath (Boddy,
Ladyshewsky and Galvin, 2010).The JV Lead management entity also appears to think that it
can violate organisational legitimacy and rules (Yen, Tian, and Sankoh, 2013) through overt
subterfuge and sabotage whilst ignoring staff requirements (Flynn, 1999), their
well-being(Einarsen, Aasland and Skogstad, 2007; Reed, 2004) and also legal and ethical
obligations (corporate restrictions through international group oversight processes and
contractual and other compliance requirements).

The JV Lead management’s demonstrated narcissistic and hostile attitude and demeanour
(Rosenthal and Pittinsky, 2006) may provide the reason for it’s exploitative managerial
practices and non-technical capability as the reason for the lack of technical engagement (Lane,
2004). However, it does not provide a basis for the support given by the out-of-country JV
Lead corporate management (worryingly located in Singapore), as the JV Lead management
and corporate management do not follow expected internally transparent prescribed rules and
operational procedures (Lipman-Blumen, 2006). Consequently, the inherent leadership
practices of the JV Lead managementappear to come from “being allowed” to act
unprofessionally (Mehta and Maheshwari, 2014) - simultaneously across multiple projects
-suggesting an out of control operational entity (Carver and Scheier, 1982), where the
leadership style is based on impulse, aggression (Bowling and Beehr, 2006) and the need for
control resulting from collusion and fraud constraints with “business as usual” (Anand,
Ashforth and Joshi, 2004).

The Support for the JV Lead Management Toxic Leadership

The JV Lead management appear to endorse and utilise a systemic culture of unsympathetic
leadership engagement (Attridge, 2009)and abusive supervision (Tepper, 2007) that shows
little respect for ordinary staff (Hornstein, 1996) - as these staff appeared to be manipulated and
ignored. However, the JV Lead management appears to command at will, support to ensure all
staff tow the line - even when this was blatantly against ethical standards -within a culture
where individuals who conformed to such standards were perceived to be irrationally targeted,
abused and discredited (Ashforth, 1994).
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The stated notion of “petty tyranny” associated with the JV Lead management’s overall
leadership behaviour (Kant, et al., 2013; Akhtar and Shaukat, 2016) does little to provide the
confidence that their collective behaviour will be halted, or that the JV Lead management
recognises that there are distinct and peculiar problems associated with their leadership style
and behaviour.

Further, as the JV Lead management appears to favour only individuals within its operational
clique, akin to a derailed leader (Furnham, 2010), which results in a lower “moral intensity”
(Jones, 1991), heightened need for power (Kellerman, 2004), and incongruent values and
beliefs to those outside their circle (Padilla, Hogan and Kaiser, 2007). There would also appear
to be substantive negative issues that have developed that impact on the project performance
through a complicit (Goldman, 2009a) and secretive JV Lead management agenda
(Macpherson, 2015; Kets de Vries and Miller, 1984) leaving important contractual obligations
unfulfilled. This has both impacts on the JV Lead management’s reputation (Lipman-Bluman,
2006) and also incurs greater cost and reduced project value within a predisposed and
unhealthy corporate culture (Kusy and Holloway, 2009).

The CEO of the JV lead management’s International entity is reported not to have responded to
any (multiple) issues raised through requests for help by JV Lead management staff in order to
solve such problems with toxic leadership and as such are considered culpable through the lack
of appropriate governance and mismanagement. This also leads to raised issues of lack of
engagement by International JV Lead management implementation processes and lack of use
of employer Business Integrity Compliance protocols surrounding stated rules, boundaries and
limitations (reference not provided due to privacy issues).

Reducing the JV Lead Management’s toxic leadership engagement and impact

The JV Lead management appears to lack a professional understanding and engagement of the
project’s technical, procedural, process and interpersonal skills requirements for the project
(Barnes, 1988; Oppong, Chan and Dansoh, 2017; PMBOK® Guide, 2013) and subsequently
need retraining (Reichard and Avolio, 2005; Roberts et al., 2005). Further, the management
overseeing the project needs to review and assess their support of a situation that is determined
as illegal and unethical where there does not appear to be any constructive leader engaged in
the management of the project.

Some indications for reducing toxic leadership, enhancing leadership capability and reducing
negative leadership experiences (Greyvenstein and Cilliers, 2012) could include:

1. Engage in more appropriate learning and training (Sense, 2003)

2. Develop rehabilitation and retraining programmes for project management in terms of
technical, people, process and social skills (Goldman, 2011)

3. Identify JV Lead Management bullying and harassment behaviour issues (Richards and
Freeman, 2002) and provide legitimate avenues (formal and informal) for staff making claims
regarding unwanted leader behaviours (Aasland, et al., 2010)
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4. Introduce supervised HR programmes to underpin corporate development in governance
and procedure — in-country and overseas (Bjugstad, et al., 2006; Fevre, et al., 2012; Goldman,
2009a)

Conclusions

It would appear that the focus of toxic leadership associated with the JV Lead management
isn’t just considered a personal deviant behaviour but appears to be representative of a much
larger systemic feature of illicit management practices in the JV Leadentity (O’Connor and
Quinn, 2010). Further, since there is a consistent lack of unconvincing oversight by the JV
Lead management and/or its International managing entity, there is no residual managerial
intervention on reported incidents as theJV Lead management acts as an agent of the client
engineer (Ceri¢, 2015). Consequently, there would appear to be a governance failure
(Finkelstein, 2005) to comprehend the wider implications of toxic leadership behaviour on the
project performance as a whole (Hoel and Salin, 2003) and on the individual engineers
concerned (Too and Weaver, 2014). Further, staff are being left without help and are
comprehensively ignored by in-country management, which raises considerable issues of
organisational support where such individuals may experience potential harm because of the
underlying ethical considerations and potential unintended consequences of toxic leadership.

The reduction of toxic leadership is necessary in the organisation (Jones, 1999) in order to
deliver a project that has the quality, within budget and schedules - according to professional,
contractual and technical requirements. Inevitably, this could mean increasing training
demands (Pelletier, 2010) and providing more effective governance as well as a more effective
leader for the position of the JV Lead management for this project.

The JV Lead management’s vitriolic leadership activities, in partnership with the international
management, through pervasive lack of external governance from the Lead JV located in
Singapore, appears to have conducted similar patterns of misconduct in other unrelated
projects — but also managed by the same managerial group. The impact of the JV Lead
management’s toxic leadership and negative behaviour is therefore widespread, profound and
undesirable in a modern infrastructure project through indifference to articulated professional
conduct requirements and the people involved in transforming and delivering client
requirements through an appropriate legal and technical undertaking (Warren, 2003). Thus,
toxic leadership and masked corruption are compounded by decisions of the World Bank (The
Work Bank, 2017), which appears to have undermined the public character and professional
legitimacy of the International JV Lead management.
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