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Abstract: Team social capital plays a key role in positively affecting team performance. The 

construction project team is established temporarily to better achieve project targets, and the 

establishment and acquisition of its social capital became difficult in the process of construction 

because of the temporary characteristics. In the early stage of project construction, the 

construction project team often has a lot of implicit social capital which cannot be effectively 

utilized. Based on the Johari Window model in the cognitive psychology field, we propose a new 

model of construction project team’s social capital and divide the dimensions of a construction 

team’s social capital from a dynamic perspective, namely explicit social capital, private social 

capital, unknown social capital, and blind social capital. This paper explains the connotation of 

each type of social capital of the construction teams and discusses the strategies to transform the 

implicit social capital to explicit social capital, to provide the theoretical foundation and practical 

guidance for the establishment and cultivation of social capital in actual construction projects. 
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1 Introduction 

The construction project team is temporarily established to better achieve the project goals. It has 

clear job responsibilities and organizational structure, with the project manager as the top leader, 

and the realization of the construction project goals as the team task. The construction process is a 

social process. The human factor is key to the success of a construction project because the social 

relations among team members constitute the basic elements of the social structure, and these 

social relations involve the exchange of important information and resources[1,2]. Understanding 

the interaction of team members and improving their working relationships can influence project 

performance and success[3]. According to Fonti and Maoret (2016), organisations perform better 

not only because they have human capital and individual talent, but also because of the social 

capital they accumulate over time through stable employee working[4]. The actual or potential 

collection of resources in this relationship network is social capital[5]. The social capital of the 

construction project team exists and arises from the network of relationships between members 

within the team and with stakeholders outside the team[6]. Social capital is beneficial to 

organizations and an important potential source of enterprise value creation[7]. 

In the construction field, the benefits of social capital are also recognized. Senaratne et al., 

(2017) found that through the equal interaction between project members, closer network ties were 

created, construction project knowledge sharing was promoted, and organizational performance 

and learning ability were improved[8]. Koh and Rowlinson (2012) proposed that the impact of 

social capital on construction safety performance is mediated by organizational collaboration and 

adaptation[9]. However, because the construction industry is a special industry with typical 

characteristics, each building is a unique product, and the social capital characteristics of each 

project team are also unique. The establishment and acquisition of its social capital become 

difficult during the temporary formation of the construction project team. There is a large amount 

of undeveloped social capital in the construction project team, especially when the project team is 

just established. 

This research focuses on those social capitals that have not yet been effectively utilized and 

analyzes their constituent characteristics. People are social, and the application and development 

of social capital are related to human cognition. At the individual level, social capital consists of a 

person’s awareness of these norms and how much they interact with the community[10]. The 

appropriateness of social capital to project performance depends on the common perception of 

their relationships among team members[11]. The Johari window model[12] developed from the field 

of cognitive psychology is a method that helps people better understand their relationships with 

themselves and others. It was created by psychologists Joe Luft and Harry Ingham (1955). This 

study argues that the use of Johari window model is beneficial to explore the potential 

characteristics of social capital in construction project teams, because the two terms are related to 

cognition, reflect the relationship between individuals and others, and embody a dynamic 

characteristic.  

From the perspective of psychological self-cognition, a new social capital model for 

construction project teams is proposed based on Johari window method. To explore the 

characteristics and composition dimensions of social capital, especially for those social capitals 



that have not been directly used, it is important to note that social capital is not static, or a 

solidified one, but a dynamic evolution that can be transformed. In the past, social capital was 

more of a dimensional division of the cross-sectional nature, but there was less research on the 

process of longitudinal dynamic evolution. In the implementation phase of construction projects, 

more attention should be paid to cultivating social capital in project teams. Digging out the social 

capital that has not been used effectively can help achieve construction project delivery. This   

research aims to better understand the dynamic characteristics of social capital and how to develop 

more available social capital based on the Johari window in construction project teams. 

2 literature review 

2.1 Social capital 

Social capital is the actual or potential set of resources that exist and arise in the network of 

relationships between people and organizations[5,13]. Scholars have a different emphasis on the 

concept of social capital. Loury (1977) believes that social capital is a kind of social resource 

corresponding to physical capital and human capital[13]. Bourdieu (1986) emphasizes the 

acquisition of individual interests[14], while Coleman (1994) emphasizes the reciprocity and 

sharing of resources[15]. Putnam (1995) believes that social capital is a certain characteristic of 

social organizations[16]. For the dimension of social capital, the structure, relationship and 

cognitive dimension proposed by Ghoshal & Nahapiet (1998) were widely adopted. In this 

research, social capital is defined as the actual or potential set of resources embedded in the 

relation network[5]. 

2.2 Project team’s social capital 

Team or group social capital is a special type of social capital. It can be defined as the resources 

which can be accessed through members’ social relationships within the team’s social structure 

and the broader formal and informal structure of the organization to which the team belongs[6,17,18]. 

Social relationships can promote a healthy team atmosphere, which is conducive to the formation 

of efficient teams[1]. In this regard, team social capital plays a key role in positively affecting team 

performance[6].  

3 Research method 

A critical literature review method was adopted in this research. It is an analysis and conceptual 

innovation based on extensive research and quality evaluation of the literature[19]. The critical 

review method was used because it enables the study to provide a conceptual and theoretical 

contribution to social capital development of the construction project team. Daniel et al., (2020) 

assert that a critical literature review allows a study to make conceptual and theoretical 

contributions to construction project management practice and theory because it provide useful 

literature for evaluation[20]. The critical literature review method was used to synthesis the current 

knowledge of the construction project team’s social capital via Johari window model. Based on 

the Johari window model, a new conceptual model of social capital for construction project teams 

is proposed, and their dimensions are divided, the social capital transformation and cultivation 



strategies are discussed. 

3.1 Construction project team’s social capital in project delivery 

Construction projects are understood as social processes in multi-organizational settings and have 

complexity[21]. Due to the on-site construction characteristics, environmental complexity and 

multi-organizational characteristics in the construction industry, the construction project team is 

featured with uncertainty, temporary, and fragmentation[22]. Social capital transforms construction 

projects from loose associations of individuals into interwoven teams with common goals[11]. If a 

construction project can be viewed from the perspective of social collaboration, participants must  

values and trust, so that by sharing the same values and trust, participants can form an efficient 

team[3]. When project performance is appropriate, social capital creates “a sense of belonging” and 

the social cohesion makes project members feel connected. At that time, the sense of belonging 

encourages team members to make the project targets their own goals and help others to do the 

same. The process of “role socialization” integrates, shapes and constrains team members’ 

behaviors in the social environment. This socialization requires team members to consciously 

cultivate appropriate forms of social capital in their relationships, however many people find this 

difficult[3,11,23]. To solve this problem, it is necessary to know what appropriate form of social 

capital is and, secondly, how to make social capital more explicit in a construction project team. 

3.2 Explicit social capital and implicit social capital 

Because the social capital of a construction project team can be seen as a set of actual or potential 

resources in the relation network. According to the resource-based view, the resources of an 

organization are valuable, rare, unique and irreplaceable. Therefore, resource constellation is fixed 

to a certain extent[24]. Knowledge is also a kind of resources which can be classified as explicit and 

tacit[25]. According to the categories of knowledge, we defined the social capital that can be 

directly obtained and utilized as explicit social capital, and the social capital that cannot be 

directly obtained is defined as implicit social capital. 

3.3 Johari window model 

The Johari window model developed from the field of cognitive psychology. It is a method that 

helps people better understand their relationships with themselves and others. It was created by 

psychologists Joe Luft and Harry Ingham (1955), and the window derives its name from them [12]. 

Johari window method is a technique of analyzing different parts of oneself by considering other 

peoples’ perspectives. Through the different combinations of “others know”, “others don’t know”, 

“oneself know”, and “oneself don’t know”, the cognition of oneself is divided into four panes, as 

shown in Figure 1: 



 

Figure 1. Johari Window Model (Joe Luft and Harry Ingham, 1955) 

 

Window 1: Open or free areas 

The part is known by oneself and also known by others, which is called “open or free area”. 

It belongs to the part that is displayed by oneself and has nothing hidden to others. 

Window 2: Private or hidden area 

The part that is known for oneself and not known by others is called “private or hidden area”, 

which belongs to the secret part of the individual. 

Window 3: Unknown area 

The part is unknown by yourself and unknown by others, called the “unknown area”, is the 

part that remains to be explored. 

Window 4: Blind area 

The part is unknown by oneself, but known by others, called “blind area”. Just like a person’s 

back, which is not seen by oneself, but can be seen by others very clearly. 

At present, the study of the Johari window mainly exists in the field of cognitive psychology, 

especially for the analysis of self-cognition. Also, the Johari window is more used to solve the 

problem of communication barriers. The size of the four areas between “oneself” and “others” 

tends to change at different communication stages. With the deepening of the communication 

between the two parties, the open area will gradually become larger, while the other three areas 

will correspondingly become smaller. The application of Johari window theory to the analysis of 

social capital is rare in the field of construction. 

3.4 Application of Johari Window in the analysis of social capital in the 

construction team 

The construction project team is temporarily formed for project delivery. A network is 

established between team members and stakeholders outside the project team based on project 

cooperation. Because of the temporarily nature of construction project team, the explicit social 

capital and implicit social capital embedded in the network are constantly changing. Based on the 

cognition of team members, this dynamic characteristic of team social capital is similar to the 

activity of Johari window to some extent. In the Johari window, each area can change in size 



depending on how well one communicates with others. Johari window provides a method to 

discover the potential of the social capital exists in the project teams from a dynamic perspective 

to help improve the team performance. 

4 Discussion 

4.1 Four dimensions of social capital based on Johari window 

Based on the Johari window model, the construction project team’s social capital is divided 

into four dimensions. Through the different combinations of “others know”, “others don’t know”, 

“oneself know”, and “oneself don’t know”, the four dimensions are namely explicit social capital, 

private social capital, unknown social capital, and blind social capital, as shown in Figure 2. The 

private, unknown, and blind social capital are all implicit social capital. It can be seen that 

according to the four quadrants, up to 75% of the construction project team’s social capital may 

not be directly utilized, which needs to be developed, and the development difficulty of this 

implicit social capital is also differentiated. In combination with Figure 3, the actual situation of 

social capital corresponding to this model in the projects involved is explained in detail.  

 

Figure 2. The conceptual model of the construction team’s social capital 



 

Figure 3. A construction project team’s social network 

Assume that the construction project team’s network is composed of the team members of A, 

B, C, D, E and F. G, H and I are the stakeholders outside the team relevant to the project. For each 

member of the team, the social capital can be divided into four regions based on Johari window 

model. Take team member “A” as an example: 

(1) Window 1 (explicit social capital): explicit social capital exists in the construction team 

relationship network and is known resources in the team, which can be directly acquired and used 

by any team members. The explicit social capital includes, for example, the explicit knowledge 

generated in construction projects[26], information which can be reused in the on-site construction 

process improvement and learning[27], and a recognized best process practice model in building 

construction[28]. Like clean air and safe streets, these forms of social capital are “collective goods” 

because they are not the private property of those who benefit from them[29]. This is especially true 

of internal, interconnected social capital; This use of social capital is non-competitive – one 

person's use of it does not reduce its availability to others – but (unlike pure public goods) its use 

is exclusive – others can be excluded from a given network of relationships [17,29]. For the team 

member “A”, such public social capital is visible and available to itself, as is any other member of 

the team.  

(2) Window 2 (privacy social capital): it refers to the social capital that you know but others 

don't know. Construction project teams may be in a competitive relationship or involved in 

conflicts of demands among different stakeholders[30], which makes team members unwilling to 

share their social capital with participants outside the team. For example, the project target cost, 

quality, time limit, safety, environmental protection, each team has different perspectives, which 

prevent the sharing of social capital between teams; Moreover, Project networks often face the 

tension between collective identity and individual identity, manifested in the competing values, 

roles and membership relationships of individuals and groups[31]. The diversity of members and 

organizations makes social capital more privatized. In Figure 3, the social relationship established 

by “A” and “G” is the individual social capital of “A”. For other members of the team, the 

resource is not available and is not a public social resource of the team. The relationship of “A – 



G” belongs to privacy social capital. 

(3) Window 3 (unknown social capital): it is the social capital that is unknown by oneself 

and unknown by other people, this part of social capital is very difficult to be discovered. The 

establishment of social relations between “I” and the team members can promote the realization of 

project goals. However, “I” is a relationship resource unknown to member “A” and unknown to 

other team members. 

(4) Window 4 (blind social capital): it is the social capital that unknown by oneself but 

known by others. These types of social capital are the social relations that are ignored or 

deliberately hidden by other team members. A project itself has paradoxical nature of short-term 

and long-term interests. This kind of social capital stems from these paradoxical tensions. For 

example, a construction project team’s leader may intend to establish project targets, best practices 

and gain resources to promote a good short-term performance. However, a long-term relationship 

with suppliers were ignored. In Figure 3, team leader “A” and supplier “H” should be related for a 

long-term relationship, but “A” ignores the social relationship with “H”, the social relations of “A 

– H” belong to blind social capital; For another example, blind social capital is due to deliberate 

concealment by team members. In the construction project team, “A” is the team leader and “C” is 

the opinion leader, many times the official team leader is not the opinion leader of the team. Those 

relationships might be established by “A – F”, “A – E” are all team blind social capitals. The 

official team leader “A” could have obtained the resources of “E” and “F”. However, the 

concealment of opinion leader “C” who has a direct social relationship with “A” leads to the fact 

that “A” cannot know he can establish the relationship with “E” and “F”. As a result, those blind 

social capitals cannot be used effectively.  

4.2 A new conceptual framework for the social capital of construction 

project teams 

Based on Johari window, a conceptual model is proposed to give cultivation strategies of a 

transformation of three kinds of implicit social capital into explicit social capital in a construction 

project team, as shown in Figure 4. 

 

Figure 4. The strategies to maximize the explicit social capital 



4.2.1 The transformation strategies of private social capital to explicit social capital 

 More reasonable interest distribution mechanism and incentive mechanism. More 

reasonable interest distribution mechanism and incentive mechanism to make the team 

members willing to provide their private social capital. When the interests of team members 

personal and collective are not consistent, the team members cannot put overall interests first. 

 Build swift trust between project participants. The trust-building process helps to mitigate 

the tensions between the individual and the collective[32]. Based on trust, team members 

increase loyalty and willingness to disclose their private social capital. 

 Integrated project delivery (IPD). The model of Integrated Project Delivery (IPD) enables 

all parties involved in the project to work cooperatively and realize the integration of risks 

and benefits, to promote all parties involved in the project to take project benefits as the 

overall goal. The strategy can effectively promote private social capital to become public use. 

4.2.2 The Transformation strategies of blind social capital to explicit social capital 

 Create learning atmosphere. Play the role of team leader and attach importance to the 

learning atmosphere of team open communication are good strategies. Managers and leaders 

can play an important role in facilitating feedback and disclosure among team members, as 

well as in reporting directly to individuals about their blind spots. Leaders also have a great 

responsibility to promote a culture and expectations that are open, honest, positive, helpful, 

constructive, and sensitive to communication and the sharing of knowledge throughout the 

organization. The best performing teams, departments, companies, and organizations tend to 

have a culture of open and positive communication, so encouraging everyone to actively 

develop “open spaces”. 

 Use feedback tools, such as lean construction techniques. The philosophy and methods of 

lean construction are conducive to the transformation of blind social capital to explicit social 

capital. Lean construction[33] was first proposed by Koskela (1992). It is the development of 

lean thinking in the field of construction. Lean construction focuses on reflection, full 

participation and continuous improvement. As a representative tool in the field of lean 

construction, the Last Planner System@ (LPS) tool advocates first-line managers to 

participate in the planning[34]. With the implementing of LPS, which can shorten the feedback 

cycle, and focus on learning and reflection. Feedback can reduce blind area, and learning can 

decrease unknown area, and make more social capital be utilized properly.  

 Encourages self-discovery. In Toyota’s Production System in Japan, undiscovered human 

potential is considered the eighth waste. By empowering employees and mobilizing them to 

participate in continuous improvement, people's potential can be brought into full play. It is 

widely accepted that most people in any organization work well within their potential at all 

times. Creating a culture, atmosphere, and expectations for self-discovery can help people 

realize more of their potential, thereby achieving more innovation and contributing more to 

organizational performance. An environment that encourages team members to explore the 

untapped opportunities can shrink the blind and unknown spot. 

 Information technology. Implementing information technology can make resources visible 



and open. Such as using the Building Information Model (BIM), which can solve the 

problems caused by information asymmetries[35]; BIM is also considered to implement the 

construction industry to improve productivity, efficiency, shorten the delivery cycle, reduce 

life cycle costs, improve quality and sustainability[36], make information and resources 

integration and sharing, facilitate communication between the project participants, 

visualization and simulation function of BIM can diminish the blind region, and make social 

capital explicit, to make the construction team’s social capital be used more effectively.  

4.2.3 The diminishing of unknown social capital 

Explicit social capital and unknown social capital are not adjacent to each other. However, as 

private social capital and blind social capital shrink, explicit social capital keeps increasing, while 

unknown social capital keeps decreasing. More unknown social capital can be further developed.  

5 Conclusions 

This research aims to better understand the dynamic characteristics of social capital and how to 

develop more available social capital based on the Johari window in construction project teams. 

The study found that because of the temporarily nature of construction project team, there are a lot 

of social capital in construction project team that cannot be effectively utilized. The social capital 

needs to be developed, and the development difficulty of the implicit social capital is also 

differentiated. 

In this study, social capital acquisition in construction project teams is regarded as a dynamic 

process, and social capital is divided into four dimensions based on Johari window model, namely 

explicit social capital, private social capital, blind social capital, and unknown social capital. A 

conceptual framework is proposed and put forward strategies on how to expand the implicit social 

capital of the construction project team in all dimensions to open areas. 

The research has multiple contributions to social capital theory and practical application in 

the construction field. In previous studies, undeveloped social capital in the project was ignored. 

First this research divides social capital into dimensions from a dynamic perspective for the first 

time and clarifies the dynamic composition of social capital with the help of the Johari window 

method. Besides, combining the four types of social capital with the actual situation faced by the 

construction project team, a new conceptual model was proposed. This model clarifies the 

conversion path and strategy of social capital and provides practical solutions for the 

determination and cultivation of social capital in actual construction projects. 

The evidence from this study can be promoted, although the research object of this study is 

the construction project team’s social capital. t It could be applied all kind of projects with 

temporary project team to achieve the project goals, rely on social relations, need to play to the 

role of the social capital between person and person, our conclusion is applicable. Since the 

construction industry is special, every building is a unique product, and the social capital 

characteristics of the project team are also unique. Temporarily formed teams need more sustained 

social capital to achieve project targets. Although the composition of social capital of each project 

team is different, the analysis method of the social capital can be copied. According to this method, 



the social capital of the construction project team is divided into these four dimensions and can 

excavate the implicit social capital, and promote the effective use of social capital. 

The next focus of the authors is to apply the proposed framework in a real-life project to 

demonstrate how the social capital of the project team develops using case studies.   
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