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Abstract: Communication is a fundamental factor influencing efficiency in construction project management. Due to the diversity of 

stakeholders involved, ranging from laborers and subcontractors to project owners and regulatory authorities- construction managers 

must continuously adapt their communication approach to ensure alignment and effective execution. This study introduces the concept 

of adaptive communication as a key managerial capability and explores its potential impact on project performance. Based on theoretical 

foundations and practical industry observations, the paper suggests that adapting communication style to the audience can improve 

coordination, reduce rework, and enhance overall efficiency. The findings reinforce that communication should be treated as a core 

operational competency rather than a secondary managerial skill. 
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1. Introduction 
 

Construction project management is traditionally associated 

with planning, scheduling, and cost control. However, in 

real-world environments, one of the most critical factors 

influencing project performance is communication. 

 

From an early age, communication played a central role in 

my personal environment. 

 

Within my family, important decisions- ranging from simple 

daily matters to more significant long-term choices- were 

consistently discussed openly among all members. This 

dynamic created a foundation where dialogue, alignment, and 

shared understanding were always prioritized. As a result, I 

developed an early awareness of how effective 

communication influences decision-making and outcomes. 

 

During my professional development, I was also influenced 

by individuals close to me, particularly my uncle, Diego 

Cravo, and my cousin, Affonso Sai. Between the ages of 13 

and 18, I observed that they had the ability to engage in 

conversations across different contexts, being able to sit at 

any table and communicate effectively with people from 

diverse backgrounds. This ability allowed them to build 

strong relationships and meaningful connections. 

Recognizing this as a powerful professional advantage, I 

understood the importance of developing similar 

communication skills and began to intentionally improve my 

ability to adapt to different audiences. 

 

In addition to these influences, I was also exposed to 

perspectives from industry professionals such as Rafael 

Rebouças, one of the founders of Luih Luxury Homes, whose 

approach to communication and decision-making 

emphasizes lateral thinking. In this context, lateral thinking 

can be understood as the ability to quickly shift perspectives- 

effectively “wearing different hats” depending on the 

situation- and adapting rapidly to different environments and 

stakeholders. This capability allows professionals to move 

beyond linear reasoning and respond more effectively to 

complex and dynamic scenarios. 

 

In construction project management, where challenges often 

involve multiple variables and stakeholders, this mindset 

reinforces the importance of adaptive communication. The 

ability to understand different viewpoints and adjust 

communication styles accordingly becomes essential for 

aligning teams, facilitating decision-making, and 

maintaining project efficiency. Over time, these principles 

extended into my professional career. Working in residential 

construction projects in the United States, I was consistently 

exposed to communication challenges involving multiple 

stakeholders, including field laborers, subcontractors, 

inspectors, and project owners. These groups often differ in 

technical knowledge, expectations, and communication 

styles, which creates a complex environment where 

misalignment can easily occur. 

 

Through this experience, it became evident that many 

inefficiencies in construction projects- such as delays, 

rework, and coordination issues- are not primarily caused by 

technical limitations, but by communication breakdowns. 

Unclear instructions, lack of alignment between trades, and 

inconsistent information flow frequently lead to errors that 

impact both schedule and cost. 

 

As organizations become more complex and dynamic, 

communication becomes essential for maintaining alignment 

and managing change (Kotter, 1990). In construction 

environments, this need is amplified by the number of 

stakeholders involved and the sequential nature of project 

activities, where one miscommunication can affect multiple 

phases of execution. 

 

Based on these observations, this study introduces the 

concept of adaptive communication, defined as the ability to 

adjust communication style according to the audience and 

context. The purpose of this paper is to explore how this 
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approach can improve efficiency in construction project 

management by enhancing coordination, reducing errors, and 

supporting more effective decision-making. 

 

2. Literature Review 
 

The importance of communication and leadership 

effectiveness has been widely addressed in management 

literature. Leadership is strongly associated with the ability 

to align individuals and guide organizations through change 

(Kotter, 1990). In dynamic and complex environments such 

as construction projects, where multiple stakeholders must 

coordinate under time and cost constraints, this alignment 

depends heavily on how information is communicated. Poor 

communication can result in misalignment between trades, 

delays in execution, and inefficiencies across the project 

lifecycle. 

 

Kotter (1990) distinguishes between management and 

leadership by explaining that management focuses on coping 

with complexity, while leadership focuses on coping with 

change. This distinction is illustrated through real-world 

executive examples, such as Lou Gerstner’s transformation 

at American Express, where success depended on clearly 

communicating a new direction and aligning teams around it. 

In construction, similar situations occur when project 

managers must adjust plans due to site conditions or delays, 

requiring clear communication to realign subcontractors and 

maintain progress. 

 

Goleman (1998) further contributes to this discussion by 

introducing emotional intelligence as a critical component of 

leadership effectiveness. His research shows that leaders 

with strong emotional intelligence consistently outperform 

others, particularly at higher organizational levels. A key 

takeaway is that effective leaders are not defined only by 

technical ability, but by their capacity to understand and 

manage relationships. In construction environments, this is 

evident when managers must deal with diverse teams, where 

empathy and social skills can determine whether instructions 

are followed correctly or misunderstood. 

 

From an individual performance perspective, Drucker (1999) 

emphasizes that people achieve better results when they 

understand how they perform best. He illustrates this with 

examples such as leaders who are “readers” versus 

“listeners,” demonstrating that even highly capable 

executives fail when communication does not match their 

natural working style. In construction, this insight is highly 

applicable, as some team members respond better to written 

plans, while others require verbal explanation or visual 

demonstration. Adapting communication to these differences 

can significantly improve execution. 

 

Drucker (2004) reinforces the importance of execution and 

accountability by stating that effective executives take 

responsibility for communication. He supports this argument 

with examples of leaders such as Harry Truman, who focused 

on understanding what needed to be done and ensuring that 

priorities were clearly communicated. The key takeaway is 

that communication is directly linked to results. In 

construction project management, this principle is reflected 

in daily coordination activities, where unclear instructions 

can lead to errors, failed inspections, and rework. 

 

Another important insight across these studies is the 

relationship between communication and performance. 

Goleman (1998) demonstrates that emotional intelligence 

can account for a significant portion of leadership 

effectiveness, while Kotter (1990) emphasizes that alignment 

and motivation are achieved through communication. 

Together, these findings suggest that communication is not a 

soft skill, but a measurable driver of performance. In 

construction, this translates into tangible outcomes such as 

improved coordination, reduced rework, and more efficient 

workflows. 

 

Additionally, Drucker’s (1999) concept of feedback analysis 

highlights the importance of learning from outcomes and 

adjusting behavior over time. This reinforces the idea that 

communication should not be static but continuously 

improved based on project results. 

 

In construction environments, where each project presents 

unique challenges, this adaptability becomes essential for 

achieving consistent performance improvements. 

 

Despite the strong emphasis on communication, leadership, 

and adaptability in management literature, there is limited 

application of these concepts specifically within construction 

project environments. Most studies focus on general 

organizational settings without addressing the unique 

characteristics of construction, such as diverse workforce 

profiles, sequential workflows, and high dependency on 

execution accuracy.  

 

This study contributes to the existing body of knowledge by 

bridging this gap, applying established leadership principles 

to construction project management. By focusing on adaptive 

communication as a practical strategy, it provides a 

framework for improving efficiency through better 

alignment, clearer expectations, and more effective 

coordination across all levels of the project. 

 

3. Methodology 
 

This study adopts a qualitative and conceptual approach based 

on theoretical analysis and practical observations of 

residential construction project environments in the United 

States. Rather than relying on a single case study or direct 

implementation, the research focuses on identifying 

communication patterns, common challenges, and potential 

improvements within typical construction workflows. 

 

The analysis centers on the interaction between key 

stakeholders involved in construction projects, including 

field laborers, subcontractors from different trades, project 

owners, and regulatory authorities such as inspectors. These 

groups operate with different levels of technical knowledge, 

responsibilities, and communication preferences, making 

communication a critical factor in project performance. 

 

Within this context, the study examines recurring 

communication challenges commonly observed in 

construction environments, including: 

• Misinterpretation of instructions on-site 
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• Lack of coordination between sequential trades 

• Delays caused by unclear or incomplete expectations 

• Communication gaps between field teams and 

management 

 

These issues are analyzed across critical construction phases 

such as framing, mechanical rough-ins, inspections, and 

finishing, where communication failures tend to have the 

greatest impact on schedule and quality. Based on this 

analysis, the study proposes the concept of adaptive 

communication as a strategy to improve project efficiency. 

This approach involves aligning communication methods 

with the needs of each stakeholder group. For example, field 

crews may benefit from visual and task-oriented instructions, 

while project owners and stakeholders require structured, 

analytical updates related to cost, schedule, and risk. 

 

To evaluate the potential impact of adaptive communication, 

the study considers key performance indicators commonly 

used in construction project management, including: 

• Project duration 

• Rework frequency 

• Inspection pass rates 

• Coordination efficiency between trades 

 

These indicators serve as a reference framework for assessing 

the expected improvements associated with more effective 

communication practices. This methodology allows for the 

exploration of communication as a critical factor influencing 

construction efficiency while maintaining a conceptual and 

analytical approach consistent with the scope of this study. 

 

4. Results 
 

Based on the application of adaptive communication 

principles supported by leadership and management 

literature, this study anticipates measurable improvements in 

construction project performance. 

 

First, adapting communication to the audience, particularly 

through the use of visual tools and simplified instructions, is 

expected to reduce execution errors in the field. As a result, a 

potential reduction in rework activities in the range of 20–

30% may be achieved, especially during critical construction 

phases such as framing, rough-ins, and finishing. 

 

Second, improved communication clarity between trades is 

expected to enhance coordination across sequential activities. 

By reducing misunderstandings and delays in information 

transfer, projects may experience fewer interruptions 

between phases, resulting in a more continuous and efficient 

workflow. 

 

Third, adaptive communication with subcontractors and 

regulatory stakeholders is expected to improve inspection 

outcomes. Clear expectations and better preparation may 

contribute to higher first-time inspection pass rates, 

minimizing delays associated with failed inspections. 

 

Additionally, overall project duration is expected to decrease 

as a result of improved coordination and faster decision-

making. In optimized scenarios, construction timelines may 

be reduced under favorable project conditions, subject to 

empirical validation, reflecting a significant improvement in 

efficiency. Finally, it is expected that clear and audience-

specific communication will increase accountability among 

project participants. When expectations are well-defined and 

aligned with each stakeholder’s role, teams are more likely to 

perform tasks correctly and efficiently. 

 

These expected outcomes are consistent with research 

emphasizing the role of leadership alignment, emotional 

intelligence, and effective communication in organizational 

performance (Kotter, 1990; Goleman, 1998; Drucker, 2004). 

 

5. Discussion 
 

The findings suggest that communication should be treated 

as a central management function rather than a supporting 

activity. In construction environments, communication must 

be adapted to different levels of the project structure. 

 

At the field level, communication should be direct, simple, 

and often visual to ensure proper execution. At the 

management level, communication must be analytical and 

focused on decision-making, including cost, schedule, and 

risk implications. At the regulatory level, communication 

must be precise and aligned with applicable codes and 

requirements. This differentiation reflects the need to adjust 

communication based on the audience and context. This 

approach aligns with the concept that leadership is 

responsible for aligning people and managing change 

(Kotter, 1990), while emotional intelligence enables 

managers to understand and respond effectively to different 

stakeholders (Goleman, 1998). In addition, effective 

executives take responsibility for communication and ensure 

that it supports execution and organizational performance 

(Drucker, 2004). In construction project management, this 

responsibility is directly connected to outcomes such as 

schedule adherence, quality control, and coordination 

between trades. 

 

A key insight from this study is that many inefficiencies in 

construction projects originate from communication failures 

rather than technical limitations. By adopting an adaptive 

communication approach, construction managers can reduce 

uncertainty, improve coordination, and support more 

efficient decision-making processes. 

 

6. Conclusion 
 

This study demonstrates that adaptive communication has the 

potential to significantly improve efficiency in construction 

project management. 

 

By adjusting communication style based on the audience and 

context, construction managers can: 

• Reduce rework 

• Improve coordination between trades 

• Increase inspection success rates 

• Enhance overall project efficiency 

 

These findings reinforce that communication should be 

considered a core competency in construction management, 

alongside technical and organizational skills. 
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As construction projects continue to grow in complexity, 

particularly in the United States, the ability to communicate 

effectively across multiple stakeholder levels will be 

essential for achieving successful project outcomes. Future 

research may expand on this study by incorporating 

quantitative analysis and developing structured 

communication frameworks tailored to construction 

environments. 
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