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Abstract

Motivation has been identified as a useful tool for enhancing productivity. This study aims at determining the
impact of motivation on productivity of craftsmen in construction firms in Lagos, Nigeria. Sixteen motivating
factors were identified through literature review common to Nigeria construction climate which were used to
design questionnaire for the study. A total of 295 questionnaires were administered with 150 filled and returned.
This constitute response rate of 50.85%. Productivity rating was done by work study. The mean of motivating
factors was correlated with percentage productive hour observed in the sixteen sites surveyed. The outcome
indicates that there is positive linear relationship between motivation and productivity. Therefore, motivation
influences craftsmen performance in Nigeria construction industry. Further analysis also shows that craftsmen
are basically motivated by financial incentives. The paper recommends that financial incentive should be
considered for craftsmen in the industry. Moreover, alternative method to working overtime should be employed.
The paper concluded that motivation strategy that will enhance productivity should be adopted for workers in the
industry.
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1. Introduction

Construction industry is a significant sector in the economic development of any nation; it contributes
immensely to gross domestic product (GDP) and employs substantial percentage of her workforce (Yisa, Holt, &
Zakeri, 2000). It is therefore important for her workforce to be motivated. In construction industry, productivity
is often measured by workers efficiency (Dozzi & Abou Rizk, 1993). It is assumed that other factors of
production cannot be easily measured; even if measured it is not a reflection of actual work done. It is in line
with this that most researches concentrates on ways of improving productivity or factors that can help in
achieving productivity improvement (Herzberg, 1968; Smither, 2000 in Ng et al., 2004; Aiyetan & Olotuah,
2006). The central role played by labour in the attainment of organisational goal call for the need to adequately
compensate them based on values added by individual worker.

Productivity decline has been widely reported in construction industry as occurring world over (Yisa et al., 2000;
Adnan, 2009; Adjei, 2009; Kaming et al., 1998 in Fagbenle et al., 2013). In Nigeria, productivity decline has
been ascribed to be responsible for time and cost overrun of most projects executed and the cause of low GDP
recorded in the sector (Koko et al., 2013). To increase labour effectiveness therefore; there are some factors that
need to be addressed, such as motivation of the workforce, safety at work, environmental factors and physical
limitation (Dozzi & Abou Rizk, 1993).

Shashank et al. (2014) in their study grouped factors that cause variation in labour productivity into eight. These
groups are: manpower, environmental, material/ equipment, motivation, safety, managerial and quality groups.
They concluded that out of these eight groups, motivation group has the highest impact on variation of labour in
enhancing productivity. They recommended that managers should make the welfare of their workers a priority
through motivation schemes in order for them to put in their best in improving productivity. Kazaz et al. (2008)
did similar work in Turkey. They classified productivity factors into four groups. These groups of factors include
organisational, economic, physical and socio-psychological, and motivational factors. The second most
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important factor after organisational factor from their findings is motivational factor. This underscores the role of
motivation in ensuring productivity increase. It is on this premise therefore that this study addresses the impact
of motivation on craftsmen productivity in Nigeria.

2. Study Obijectives
1) To identify motivation factors influencing construction craftsmen productivity in Lagos, Nigeria.

2) To determine the relationship between motivation and productivity of craftsmen in construction firms in
Lagos, Nigeria.

3. Literature Review
3.1 Motivation

Motivation is defined as drive within a person that is responsible for the extent, course and diligence of efforts
expended at work (Anthony, 2011). Machiavelli (1512) in Hogget and Kurako (1991) said managers should
work to ensure that work crew is unified within the organisation through rewards to friends and followers to
ensure their continuous allegiance. It follows from the above that work motivation serves two basic purposes:
firstly, to ensure productivity within the work setting and secondly, to enlist workers unity and loyalty through
rewards such that effort that will lead to higher productivity is expended.

Motivation theory has been evolving, it is classified into traditional and modern (Graham & Weiner, 1996).
Traditional theories such as hedonism, instinct, behaviourism, and reinforcement are construed as traditional
because of their desire to confirm propositions about psychological events in terms of how they initiate
behaviour in man. They were based on natural tendency to initiate behaviour in a way desired, hence the
acronym traditional theory (Graham & Weiner, 1996; Smelser & Bates, 2001). The summary of these theories is
that if workers receive positive reinforcement for an action, such as praise, such behaviour will be repeated.
However, if negative reinforcement is received such behaviour will be dropped.

This they argued can be influenced by culture, state of mind and environment. Traditional theory was discredited
because it cannot be scientifically proved. This heralds the advent of scientifically based theory led by Tailor and
the beginning of modern motivation theory (Petri, 2014). Nevertheless, the traditional theory of motivation was
able to prove the importance of reward to productivity improvement, and that behaviour is a product of need or
desire. The advent of industrial revolution brought about growth of industries and shortage of labour. The
industrialists were concerned with how to increase productivity, workers efficiency and maximize profit (Nzibo,
1988; Steers et al., 2004). They argued that previous theories according to Smelser and Bates (2001) only
succeeded in generating definitions and descriptions without definite approach to need assessment. It also failed
to provide answer to the conditions that are responsible for activating a given need. The outcome of the research
produced increase in productivity. Recommendations on the need to train workers, payment to workers based on
performance, and job redesign were made. Taylor also postulated that workers will only be motivated by increase
in wages and salary.

However, the study overlooked workers desire for job satisfaction, social interaction, and good work
environment (Steers et al., 2004; Nzibo, 1988). The work of Taylor brought about increase in workers’ pay and
performance improvement yielding profit to the industrialist. However, this break-through did not last long. This
is because the industrialist wanted to drive workers like slaves without commensurate increase in incentive
scheme and motivation. This resulted in formation of unions to resist such move. This led to another movement
of social scientist called human relations movement. This movement advocated that treating man as machine and
taking financial incentive as motivator is responsible for low morale and poor output of workers, hence the need
for change of approach. Mayo recommended that work should be seen as a group activity hence, workers must
be recognised, their security ensured and sense of belonging promoted. They argued further that workers attitude
and effectiveness are determined by social demands both within and outside the place of work. This work came
under strong criticism for not determining the type of supervision, lack of consideration for environmental
factors, refusal to acknowledge conflict of interest between workers and managers, not correlating the
relationship between workers need and organisational goals. Nevertheless, the effect of this study heralded the
advent of human relations in industrial setting and subsequent research built on it.

The perceived shortcomings of this human relations approach brought about contemporary theory of motivation.
This was grouped into content and process theories (Aiyetan & Olotuah, 2006). Content theory focussed on
factors that can motivate workers while process theory focuses on what leads to motivation (Ruthankoon &
ogunlana, 2003 in Navarro, 2009: Steers et al., 2004). The major contributors to content theory are Maslow,
Herzberg, and McClelland. Major theories under process are expectancy theory, goal setting and equity theory.
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Herzberg in his theory identified some factors that can motivate workers and enhance productivity improvement
among which is reduction in working hour, salary increase, bonus, training, communication, job participation,
appreciation of efforts, advancement, satisfaction from work, good supervision and job security (Herzberg, 1968).
Some of these factors constituted the variables that were used for this study. There is no need for further
discussion of other theories mentioned above because their review is available elsewhere (Navarro, 2009: Steers
et al., 2004; Aiyetan & Olotuah, 2006).

3.2 Productivity

Productivity is significant to economic development of any nation (PWC, 2013). It is the measure of the wealth
of a nation and the well being of the people. Productivity according to oxford Advanced Learners Dictionary 8"
edition (2010) is defined as the rate at which worker, organisation or nation produces goods and services, the
quantity produced compared to the amount of time, labour and money expended in producing them. The rate
here refers to the speed at which goods or building facilities are produced. PWC (2013) observed that the less the
time spent in producing building facility, the more the money that will be saved. Impliedly, the higher the
construction productivity, the less the construction cost. PWC (2013) identified three measures of productivity
which are labour, capital and multifactor productivity.

Labour productivity is the total construction output to labour input. Capital productivity is the effectiveness with
which money is used to provide goods and services, while multifactor productivity is the output derived from the
combination of labour and capital as input. Dozzi and Abou Rizk (1993) ; Lawal and Kolawole (2004) identified
two measures of labour productivity. They are:

e  The effectiveness at which labour is utilized in construction activity.
e  The efficiency at which labour executes a given task within a given period of time.

The effectiveness at which labour is used is determined by other inputs such as technology, methodology
adopted in construction process, and design modifications by way of making design better to meet client’ need.
Dozzi and AbouRizk (1993) argued further that the interest of contractors is on how efficiently labour is utilized.
This is significant in the sense that quotations are submitted by contractors based on quantity of work to be done.
To measure productivity therefore, consideration should be giving to what is produced per person within a given
period of time. In essence, what is produced should be compared to the time, and number of persons required in
its production. This can be done by indirect measurement of activities through observation. Dozzi and AbouRizk
(1993) identified the following methods as being suitable for measuring effectiveness and productivity of work
crew:

1) Field rating

This is a measuring technique that makes use of observation of work crew, and categorise them as either working
or not at the period of observation. The number of observed working time is divided by the total number of
observations made and converted to percentage to get the percentage productive time. However, ten percent of
the productive hour is added to percentage productive hour obtained to compensate for supervisor input to
productivity process.

2) Work sampling

Work sampling takes an observation of working crew and categorise them as productive, semi-productive or not
productive. This decision will be made based on what he finds the crew doing at the time of observation. The
percentage of productive, semi and non productive time can be calculated. The percentage of productive time
should exceed thirty percent for the crew to be classified as productive.

3) Five minute rating

This method is carried out by observing an activity for a period of time pre-determined by the observer. Five
minutes is usually adopted as sufficient to make meaningful observation. Data collection form is required to
record observations made. The identified crew to be observed are entered into the form with the required time
interval at the extreme left. Then, observation will be made for the period indicated. If the crew is active for at
least half of the time, the column will be marked X, if otherwise, it will be left blank. When the desired number
of observation has been made, the total number of productive time is calculated and converted to percentage.

4. Research Methodology

Two sets of data were collected for this study. The first was through questionnaire survey to craftsmen in large
and medium size construction firms in Lagos, Nigeria. They were asked to rank motivating factors on a Likert
scale of 1-5, with 1-indicating very low, 2-low, 3-average, 4-high and 5-very high in accordance with its
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influence on their performance. Their productivity level was measured using five minute field rating method.
This method was adopted because the study is interested in craftsmen efficiency and not on what constitute delay.
Seventeen observations were made in each of the sixteen sites surveyed, making a total of 272 observations. The
categorisation of firms was made as identified by Inuwa (2014) that large sized construction firms has capacity
to execute contract of fifty million naira and above ($284,000), while medium sized has capacity to execute fifty
million naira and below.

Two hundred and ninety five questionnaires were administered with the help of research assistance using
purposive sampling technique. However, the number filled and returned is 150 which constitute response rate of
50.85%. Descriptive statistics was used to compute the mean of factors which assisted in the ranking. Thereafter,
the mean of motivation of craftsmen and the average productive hour in each of the sites surveyed were
correlated using Spearman ranked correlation coefficient. This was used to determine the relationship that exists
between motivation and productivity. SPSS version 17 was used to carry out the analysis.

5. Results
5.1 Motivating Factors Influence of Craftsmen
Craftsmen were asked to rank motivating factors according to its influence on their performance (Table 1).

Table 1. Motivating factors influence on craftsmen

Factors Mean Standard Deviation Rank
Safety provision 3.94 .58 1
Good salary 3.89 49 2
Bonus 3.87 .62 3
Appreciation of efforts 3.82 .68 4
Recognition by authority 3.70 a7 5
Skill development 3.68 .70 6
Challenging work 3.65 .79 7
Opportunity to be promoted 3.64 .68 8
Job security 3.63 72 9
Good supervision 3.63 72 9
Cooperation from others 3.52 .56 11
Satisfaction at work 3.48 .65 12
Good work environment 3.43 .69 13
Freedom at work 3.17 1.05 14
Taking part in decision 3.09 .68 15
Working overtime 2.85 .93 16

The outcome of the analysis indicates that craftsmen are mostly influenced by safety provision with value of
3.94 and SD of .58. The second most ranked motivator is good salary with mean score of 3.89 and SD of .49, an
indication of strong agreement among respondents. The third most ranked motivator is bonus with mean score of
3.87 and SD of .62. Appreciation of efforts is the forth motivator with mean score of 3.82 and SD of .68. The
least motivator is working overtime with mean score of 2.85 and SD of .93.

5.2 Relationship between Motivation and Productivity

The percentage productive hour as observed in all the sites surveyed are listed in the order indicated below from
company (CP) 1- CP16: 52.94%, 64.71%, 58.82%, 52.94%, 47.06%, 52.94%, 58.82%, 52.94%, 58.82%, 64.71%,
52.94%, 52.94%, 70.59%, 64.71%, 58.82%, and 64.71% respectively.

Total numbers of observations made is 272,

Total number of productive hour is 158
Total No.of productive hr

Percentage productive hour observed = x 100=158/272 X 100

Total No.of observations made

Average productive hour = 58.09%

The mean score of motivating factors influence on craftsmen as indicated in Table 1 was correlated with the
productive hour obtained in all the companies surveyed. The null hypothesis for the study states that there is no
relationship between motivation and productivity.
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Preliminary analysis was done to guide against violation of the assumptions of normality, linearity and
homoscedasticity through the scatter plots. The output of the correlation analysis is indicated in Table 2. The
results show that there is a strong positive relationship between motivation and productivity as reflected in the r-
value of .947 and p < .005.

The study went further to determine the variance (coefficient of determination) between the two variables. These
two variables share 89.68% of their variance. Impliedly, productivity helps to explain 89.68% of the variance in
supervisor’ scores on the motivation scale. This is an indication that motivation has high impact on productivity.
This relationship is equally significant at p < .05, which means there is 95% confidence in this result. Since the
results of the analysis indicates r-value of .947, p- value of .000 which is less than .05. The null hypothesis is
rejected and alternative hypothesis that states that there is a relationship between motivation and productivity
upheld.

Table 2. Correlation between motivation and productivity

Motivation Productivity
Motivation Pearson Correlation 1 947**
Significant (2-tailed) .000
N 16 16
Productivity Pearson Correlation 947** 1
Significant (2-tailed) .000
N 16 16

6. Discussions

The safety of craftsmen is the most ranked motivator, an indication of its importance to their performance, hence
should be ensured by company management. This is their major concern and a source of motivation.
Construction industry is one of the accident prone industries and ranked third after mining and fishing industries,
hence the need to ensure the safety of craftsmen. The second to fourth motivators can be said to be financial
incentive, because bonus and appreciation of efforts are viewed as such. It will suffice to conclude that craftsmen
are motivated mostly by financial incentive. The fifth most ranked motivator is recognition by authority.
Craftsmen value their relationship with superiors and view it as acknowledgement of efforts. The relationship
between motivation and productivity also indicates that one influences the other. In other words the more
craftsmen are motivated, the more the efforts expended towards productivity attainment. The outcome of the
analysis can best be summarised that the more workers are motivated, the more the level of continuous
improvement attained in productivity all other factors being constant. Locke in https: //www.nbrii.com in his
study affirms that financial reward contributes 30% to productivity improvement. The use of financial reward
should therefore be applied for craftsmen in Nigeria construction industry. Moreover, following the influence of
motivation on productivity, motivation strategy that will impact on productivity should be adopted by
construction firms in Nigeria. The results of the analysis also indicate that overtime is the least ranked motivator.
This is a reflection of lack of acceptance of overtime among craftsmen. Hence, alternative measure should be
sought to get work done within the time schedule.

7. Conclusion

The paper is on the impact of motivation on construction workers productivity in Lagos, Nigeria. The research
outcome has been able to establish that motivation has positive impact on workers’ productivity. It will therefore
be of benefit to the industry if motivating strategy that can enhance productivity improvement is adopted; most
especially the use of financial incentive should be considered for craftsmen in the industry.
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