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What will you learn?
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Syllabus
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What we will learn?

 Reasons for learning intelligent quotient (IQ)

 Concepts

 All parties involved

 Process of learning intelligent quotient (IQ)

 Road map



Reason For Learning “Intelligent 
Quotient (IQ)” 

(Concepts)
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Introduction

 Construction management involves the management of three basic project

parameters:

cost, time, and scope (including both the quantity and quality of the work).

 All these parameters are closely linked and that a change in one can affect the

others.

 In the parlance of the construction management profession, this linkage is

sometimes known as the “triple constraint” theory.

 Increase or decrease the length or magnitude of one side of the triangle and the

lengths of the other sides are affected.

Maintaining the proper balance!



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
در مدیریت پروژه IQارائه نقشه راه استفاده از 

5

Introduction

Two of the most important factors in the construction process are 

communications and planning.
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Organizational Assessment



Reason For Learning “Intelligent 
Quotient (IQ)” 

(All Parties Involved)
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Objective of the IQ

 This section:

1. Answers to the question of what do you do for a living?

2. Is a form of therapy so we can clearly verbalize that what “we CMs” do for a

living is an essential component of the building process.
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Objective of the IQ

 The section

1. Offers a road that leads to that “promised land.”

2. Tells

i. Where the most “lethal landmines” are

ii. How to avoid them

3. Illustrates

1. Internal quality check system,

2. A method and procedure that developed to manage, monitor and evaluate

large construction programs.
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Objective of the IQ

This System 

1. Assures well-managed projects, 
2. Enhances the quality of design, and 
3. Helps to protect architects, construction managers, contractors and project 

owners.
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Students of architecture and construction management

 Students of architecture and construction management will

find a clear, sensible and clever presentation of a subject

that is based on common sense,

but that often seems boring and dry.
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Architects

 Architects will learn

how to work with construction managers.

This will help them

1. Meet their objectives,

2. Complete their deliverables, and

3. Improve their businesses.
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Professional Construction Managers

 For professional Construction Managers, this section offers

1. An overview of all the components of their work,

2. Discussion of all the new project delivery models.
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Contractors

 Contractors will benefit from this information and discussion as well.

 Some contractors may not clearly see the value of understanding the Owner’s

point of view,

as represented by a construction manager.

 This section may help those contractors expand their career

opportunities.
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Owners

 Project Owners will benefit the most,

business executives and facilities administrators who work with

1. Architects,

2. Construction managers and

3. Contractors who design and construct their projects.

 For these Owners, this section will

i. Clarify the process

ii. Help them learn how to work with Construction Managers

as their advocates in leading the design and

construction team.
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Construction management

1. What is Construction Management and How does it differ from

 Project Management

 Construction Administration

2. What exactly does a Construction Manager do?

3. What are their backgrounds?

4. How are they trained?

5. What is a Construction Manager’s role throughout the design and construction

process?

6. How does the Design-Build system and Integrated Project Delivery work?

7. How will these new models affect architects and architecture?

But before and above all, how do we manage schedule, cost, scope and quality?



Process of “Intelligent Quotient (IQ)” 

(Road Map)



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
در مدیریت پروژه IQارائه نقشه راه استفاده از 

19

Road map
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What we will learn?

 Who are CMs?
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Road map

In this section



Who Are CMs?
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Who we are?
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Construction Management
 Construction Managers provide services specifically to the construction industry,

and not to be confused with Project Managers who provide services across all
industries including construction.
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and not to be confused with Project Managers who provide services across all
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Construction Management

See Video #01
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Construction Management Standards of Practice

 Due to our diverse backgrounds in this industry,

Construction Managers come from varied backgrounds

legal, engineering, architectural or construction.

there is all the more reason to develop Standards of Practice to

ensure we bring

1. Consistency

2. Excellence

to the projects and programs we manage.
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1983

1997

These are just a few!

1956

Construction Management Standards of Practice
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Construction Management Standards of Practice
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Construction Management Standards of Practice
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Construction Manager Certification Institute (CMCI)

 CMs hail from a wide variety of backgrounds, making it even more difficult to

define who we are.

 CM Certification Program as administered by the Construction Manager

Certification Institute (CMCI).

 CMCI, is an independent administrative body of the Construction

Management Association of America (CMAA).

 CMCI’s mission is “to recognize through certification, the individual

knowledge and experience that meet the established practices of

Construction Management.”

 CMCI’s vision is to be the recognized authority in certifying managers of

the construction process.
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Construction Manager Certification Institute (CMCI)

See Video #02
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CM Know-how

 A good CM knows

1. How to lead

2. What he or she doesn’t know

3. When additional expertise is needed

4. Never oversteps his or her boundary to take on responsibility or liability outside

the contract.

A CM needs to be familiar with delivery options and contract requirements, and 

understand the roles and responsibilities of each team member.



در ) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
مدیریت پروژه

در مدیریت پروژه) IQ(استفاده از بهره هوشی : فصل اول
وظایف و مسئولیتهاي مدیر پروژه در ارتباط با حوزه هاي دانشی و روشهاي اجراي پروژه: سومبخش 

:هارائه دهند
محمدرضا علوي پورسید

(PhD, PMP, CMIT)
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What we will learn?

 What do CMs do?

 Project delivery

 Alternative delivery systems

 PM Competency assessment tool



What Do CMs Do?

(Project Delivery)
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Road map

In this section
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Who?
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What owner says about CM?

The real question here is “What do CM’s do?”

 Many Owners have asked this question over the years and the best answer we can

give is short and sweet:

“We help you, the Owner, do your job and help others on the team do theirs.”

 At which point the Owners think we are trying to avoid the answer, but

the reality is that

there is no debate, no overlap

who will be taking the meeting minutes and of course we have an opinion of who that 

should be!
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What is the responsibility of CM?

 There is sometimes a question of responsibility or liability for what each party is

responsible…right?

The next Section reviews

1. Team member roles and responsibilities and

2. Why a CM is needed.
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Architects vs. Contractors vs. CMs

 Architects design the project and are responsible to ensure that the design intent is

carried through.

 Contractors build the project and are responsible to ensure that what the architect

designs gets built correctly through occupancy and beyond, based on contract

provisions for warranty and commissioning responsibilities.

 As the Owner’s representative, the CM’s role is to lead the team to ensure all

stakeholders perform their individual duties successfully in order to ensure overall

project success.

Where this is important?
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Owner should advocate!

Where things become less clear is when delivery moves away from traditional methods. 

 The variety of options for delivering projects makes

1. Life a bit more interesting and sometimes roles

2. Responsibilities can become confusing.

Where this is important?

What happens to each party when different delivery system used?
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Architect’s responsibilities

 If the architect is designing the project, no matter which delivery method is

employed,
at a minimum the architect’s responsibility during construction (otherwise
known as Construction Administration services in the traditional sense)
includes:

What happens to each party when different delivery system used?
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Architect’s responsibilities

 Keep in mind that alternative delivery methods such as Design Build

begin to blur the lines of accountability.

 In a traditional Design/Bid/Build model Owner is the client.

 In the Design Build model, When the architect is working under the direction of

the contractor, now the contractor is the client and

so the traditional Construction Administration role changes.

Under Design Build 

who reviews submittals and quality of installed work with the Owner’s best interests in 

mind?

What happens to each party when different delivery system used?
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Contractor’s responsibilities

 If the Contractor is building the project, at a minimum he is required to:

What happens to each party when different delivery system used?
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Contractor’s responsibilities

 Again, keep in mind that when the architect is part of the contractor’s team as in

Design Build,

 RFI’s are now internal and not issued to the client unless

1. Design intent clarification is needed or

2. There is an unforeseen changed condition,

same with change orders.

So now the architect’s allegiance is to the contractor and visa versa, and 

not the Owner. 

And what happens when the contractor switches roles from CM as Agent to CM @ Risk?

What happens to each party when different delivery system used?

So, the first step is to see how variations in project delivery impact relationships



What Do CMs Do?

(Alternative Delivery Systems)
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Traditional DESIGN-BID-BUILD (DBB)
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Traditional DESIGN-BID-BUILD (DBB)
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Traditional DESIGN-BID-BUILD (DBB) with Agency CM
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Multiple Prime Approach
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Multiple Prime Approach with Agency CM
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DESIGN-BUILD (DB)
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DESIGN-BUILD (DB)
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DESIGN-BUILD (DB) with Agency CM
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Agency CM (ACM) (CM-for-fee)
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CM-At-Risk
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Contractor XCM (CM-at-Risk)
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Contractor XCM (CM-at-Risk)
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Contractor XCM (CM-at-Risk) with Agency CM
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CONTRACTOR/CONSTRUCTOR XCM
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CONTRACTOR GMPCM
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CONTRACTOR/CONSTRUCTOR GMPCM
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OWNER/MANAGE CM (IN-HOUSE CM)
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Integrated Project Delivery (IPD)

Is it CM as Agent or Agency CM? 

What is the difference between these two terms?
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Is it CM as Agent or Agency CM? What is the difference between these two terms?

 This is not to be confused with CM @ Risk,

where the CM starts off as the Owner’s agent during the design phase and

then shifts over to become the contractor during construction.

Just remember that the term Agency CM is not exclusive to any delivery model.

Is it CM as agent or Agency CM?

Who owns the risk?
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 Perhaps you are now beginning to see how variations in project

delivery impact relationships from the point of view of

accountability.

 At the end of the day, He Who Owns the Risk

has the most control over the delivery of the project.

Whatever option is ultimately selected

Owner always needs advocacy.

Who owns the risk?
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 A team delivers a project for the Owner.

 Someone needs to lead the team and ensure timely flow of information, fair and

reasonable pricing, and clear communication.

 Delivery options are alternatives to the Traditional Design/Bid/Build model which

has generated a lot of claims and problems over the years for public sector

clients

who want options to the low bid environment.

Who owns the risk?

So why is there a need to have alternative delivery 

systems, and alternative to what? 
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 In evaluating the pros and cons of each Delivery Method remember to consider
 Who owns the risk? Don’t forget Risk = $$$.

 if the Owner claims they don’t want any of the risk,
o Is he or she then paying a premium?
o Can these costs be controlled through the Owner’s efforts?
o Is the never ending search for the ideal project delivery system or

“Garden of Eden” a way to shift risk?
o At which point are you really willing to give away control?

Why we need alternative delivery systems?
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Spectrum of delivery systems: Who owns the risk?
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1. Increased regulatory mandates
2. Litigation
3. Economic constraints

have forced Owners to seek alternative methods to deliver projects.

Spectrum of delivery systems: Who owns the risk?

Why are there so many delivery systems or models to consider for both public and 
private sector owners?
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1. Will selection be primarily based on lowest cost or highest qualification?

 Don’t confuse contracting method with delivery model.

 Each delivery model can accommodate any combination of contracting

methods such as:

1. Lump sum,

2. Time and material (T&M),

3. Guaranteed maximum (GMAX) or

4. Unit pricing

Evaluate owner’s philosophical position relative to risk
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2. What phase of the project lifecycle the owner is willing to put the most effort?

 Keep in mind that the earlier management effort is expended,

higher the ability to control costs,

thereby achieving better balance on the risk/control scale.

Evaluate owner’s philosophical position relative to risk
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3. Who owns the risk?

 Remember that risk = $$$

 Don’t forget to weigh Risk vs Reward.

Whoever owns the risk best controls the outcome. 

 If the Owner claims they do not want any of the risk (DBB),

he or she may be paying a premium and

by giving up control, may not be satisfied with the end product.

Evaluate owner’s philosophical position relative to risk

1. How can the shift towards IPD help to balance these risks? 

2. Is it workable for all project types? 

3. Can it be successful in the public sector?
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Which delivery method should be adopted?
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 Each delivery model and contracts can be adapted to suit the model as long as

 Method of payment

 Any damages and rewards

 Responsibilities

 Time line expectations

are clear, defined, and identified.

Which delivery method should be adopted?

Do Alternative Delivery Systems assure delivery of a successful project? 
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 Alternative Delivery Systems do not assure delivery of a successful project in and of

themselves.

1. These systems focus on contracting relationships,

not human relationships, built on trust, cooperation and flexibility.

2. While movement towards a more collaborative approach earlier in the process

is desirable,

without the ability to aggregate a proven team from project inception

comprised of Owner, Designer and Builder,

there is

1. Neither assurance of best value

2. Nor high performance

Do Alternative Delivery Systems assure delivery of a successful project?

How to minimize risk of aggregating proven team?
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 The best way to minimize risk is to

establish performance measurement of the team to

control the outcome of a project through the selection process.

How to minimize risk of aggregating proven team?

How Project Manager Competency assessed? 
Wow! We have a magic here!

Let’s take a look and hope you enjoy!
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 This user guide (IR 306-2) for the Project Manager Competency Assessment Tool

(PM CAT) explains its purpose and gives step-by-step instructions for its use.

 The PM CAT is a user-friendly tool that

1. Quantitatively assesses and

2. Scores project manager (PM) competencies

 The tool should be completed by

1. Direct supervisor of the PM being evaluated, or

2. Used by PMs for self-assessment

How Project Manager Competency assessed? – Overview
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 The questions in the PM CAT focus on the competencies that a PM should possess to

successfully lead, manage, and execute a project.

 The tool output compares

1. PM’s score

2. Industry standards established by Research Team (RT) 306

How Project Manager Competency assessed? – Overview
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 The tool:

1. Compares evaluated PMs with PMs ranked as either excellent or average in the

team’s research

2. Identifies the PM’s areas of strength and any opportunities for improvement

(i.e., Competency gaps).

How Project Manager Competency assessed? – Overview

How the tool has been developed?
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 RT 306

1. Identified,

2. Tested, and

3. Weighted for

significance a battery of necessary

1. Skills,

2. Attributes,

3. Knowledge, and

4. Characteristics

required to succeed as a PM on an engineering, procurement, and

construction (EPC) project, and

used them as the framework for the PM CAT.

How Project Manager Competency assessed? – Tool development

What happened next?
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 After developing this MS Excel®-based tool,

research team then tested and validated it on PMs on EPC projects.

 The team also made it adaptable for use by different EPC

stakeholders, e.g., owners, contractors, and architects.

How Project Manager Competency assessed? – Tool development
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 Project and evaluator

How Project Manager Competency assessed? – Introduction and copyright
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 Project and evaluator

How Project Manager Competency assessed? – Introduction and copyright
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 Copyright

How Project Manager Competency assessed? – Introduction and copyright
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How Project Manager Competency assessed? – List of PM competencies
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How Project Manager
Competency assessed? –
List of PM competencies
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 There are a total of 131 questions for the 49 competencies.

 The “N/A” response should only be selected

1. If competency queried is not applicable to the company, or

2. If the user is uncertain whether the PM has the competency.

 It should not be confused with the “Not at All” response,

which means the PM does not possess the competency.

How Project Manager Competency assessed? – Input PM rating page
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 For example, a score of 60 percent would mean that the PM is more competent than

60 percent of PMs and less competent than 40 percent of PMs.

How Project Manager Competency assessed? – Output report page
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How Project Manager Competency assessed? – Output report page

 The graph’s dark blue vertical line represents the PM’s percentile score, showing
how it compares to other PMs:
o Below 25 percent (in the red zone on the left-hand side), the PM scores below

average.
o Between 25-75 percent (in the light green zone) indicates a competent PM.
o Above 75 percent (in the dark green zone on the right-hand side), the PM

demonstrates an exceptionally high (excellent) level of competence.
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How Project Manager Competency assessed? – Output report page

 The next section in the output report
delineates how the PM performs for each of
the four competency categories:

1) Knowledge and Experience,
2) Management,
3) Cognitive, and
4) Leadership

 Colors next to each section have the
following meanings:

1. Red means below average competence.
2. Light green stripes mean competent in

that area.
3. Dark green means highly competent

(excellent).
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How Project Manager Competency assessed? – Output report page

 EXCELS IN THE FOLLOWING
 BELOW AVERAGE
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How Project Manager Competency assessed? – TEST

1. Download and answer the survey (file PMCAT_)
2. Save the file with your name (e.g., PMCAT_Alavipour)
3. Email it to ralavipour@gmail.com (MUST be sent in a week)

 Tell me in the email if you want the explanatory analysis that will be sent 
to TELEGRAM Group about you

4. We analyze the results in a week and send you back the results to your email
 I will send a voice to the telegram group if you requested in email

mailto:ralavipour@gmail.com
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Once selected

performance measurement must be continuous through an internal quality

check system,

described in more detail in the next section, to

ensure all team members are meeting expectations.

How to minimize risk of aggregating proven team?

How do procurement and delivery options impact price/quality?
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How do procurement and delivery options impact price/quality?
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How does effort impact risk during the project lifecycle?

What are some of the pros-strengths/opportunities 

vs. 

cons-weaknesses/threats of each from an owner’s perspective?
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Design/Bid/Build
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Multiple prime or CM not at risk
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Design/Build
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Turn-key or lease-leaseback or developer manager or Maybe even design/build/operate
and transfer
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CM @Risk or CMAR or CMR



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

در مدیریت پروژه) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
وظایف و مسئولیتهاي مدیر پروژه در ارتباط با حوزه هاي دانشی و روشهاي اجراي پروژه

72

Integrated project delivery (Co-Evolved with lean construction)
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Decision – Making

How to succeed in the project?
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There is no perfect system and no one model is right for every project. 

Owners must evaluate each project on a case by case basis.

Decision – Making

How to succeed in the project?
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As you evaluate the contracting relationships

under each delivery model 

think through

1. Differing perspectives of each participant

2. What is driving their motivation or incentive to perform the work.

Decision – Making

How to succeed in the project?



در ) VQ(و هوش ارزشی ) EQ(، هوش هیجانی )IQ(استفاده از ضریب هوشی 
مدیریت پروژه

در مدیریت پروژه) IQ(استفاده از بهره هوشی : فصل اول
بررسی دلایل وجود مدیر پروژه در فازهاي مختلف پروژه: چهارمبخش 

:هارائه دهند
محمدرضا علوي پورسید

(PhD, PMP, CMIT)



سپاس از توجهتان

www.dralavipour.com

T.me/alavipour_pm

@Alavipour_pm

@ACEMI_Social
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