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What we will learn?

 Reasons for learning about emotional intelligence (EI)

 Introduction

 Why CMs should care about emotions?

 How the CM should manage?

 Roadmap
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Introduction

 Emotional Intelligence (EI) has become a major topic of conversation at

construction management conferences, in the office, on the jobsite and in the

boardroom.

 As leaders of successful teams, we cannot stress enough the importance of

communications and, thanks to Daniel Goleman, Lisa Sachs, and Daniel Iacofano,

it is our hope to motivate the construction industry to apply more EI and raise

the bar on EQ (Emotional Quotient).
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Introduction

1. What is Emotional Intelligence (EI)?

2. When measured, what is Emotional Quotient?

3. How does emotional intelligence apply to construction industry?

4. Why is it needed?

5. How does it relate to what Construction Managers do as leaders of 

construction teams?

These are topics written by 

1. Construction Management Professional 

2. Professional Facilitator

each with over 40 years of experience

addressed in this section 
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Construction industry

 The construction process is inherently human,

with all the fears, foibles and weaknesses of any human.

It’s based on relationships, understanding, communications,

collaborations and processes.
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Construction industry

But what is the difference with this concept compared to what 

we have in construction industry?
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Construction industry

 There is probably nothing more demanding than asking a very disparate group of

individuals—

often with no previous working relationship—

to jointly build a capital construction project

worth millions of dollars

come in safely, on time and on budget.
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 Keen balance of project and business management

 Understanding of the building technical insight as well as the financial component

 Strong emotional intelligence

 Relationship orientation, internally and externally

 Paradoxical blend of visionary and detail orientation

A contractor may say that is an accounting 

stuff and that is not my job. My job is to do 

only concrete. This is scary!

Construction industry
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 Reality of traditional management, direction and control

Construction industry
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Construction industry

Why we need to learn?
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Why CM should learn these skills?

 Every manager needs the right skills to be a strong facilitator and leader to

improve a project’s success factor.

And there’s no app for that.

You are the app.

With the right skills, your performance will

get results and improve your communications

with colleagues.

Why this is even more complex in 

construction industry?
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Why this is even more complex in construction industry?

 As the construction industry continues to evolve,

1. It is becoming much more specialized and complex.

2. Teams are expanding to include an ever more diverse range of experts

who no longer fit the construction archetype.

Why should CMs care about emotions

when they are responsible for constructing buildings?
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 Since buildings do not build themselves, at

least not yet,

CMs need to work with people and

motivate them to accomplish

the task at hand.

 Additionally, the more clients seek

collaborative partnerships to streamline the

construction process—

both in the private and public sectors—

the more teams must learn how to

collaborate.

Humans
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 Both leadership and management skills are needed for construction managers to

become business managers.

 An optimal balance exists between leadership and management at

1. Individual level

2. Organizational level

 When all your people “want to do things” then you are a leader,

when all your people “have to do things” you are a manager

Leadership and management skills
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Individual Performance
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Organizational Performance
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How the CM could manage this process?

 Becoming self-aware and understanding how you work in a group—

your effect on the group and the group’s effect on you—

is the first place to start as a leader of high-performance teams.

That means understanding the emotions that drive people.

How the CM could manage this process?
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Developing a culture of project leaders

How the CM could manage this process?
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Difference between IQ and EQ
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Difference between IQ and EQ
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Difference between IQ and EQ
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Difference between IQ and EQ
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Turning project managers into leaders
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Turning project managers into leaders
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Turning project managers into leaders
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Project leader processes

30

1. Good processes have structure

2. Great processes have structure and encompass the perspectives of:

a) Planning

b) Communicating

c) Business management

3. Operation in vacuum leads to missed opportunity

“Lone Wolves” lead to disorganization and inconsistency

Turning project managers into leaders
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Example of Starbucks 

 Legacy organization – Established in 1912

 Number of employees – 190,000 worldwide

 Annual approximate revenue - $17 billion

 Menu – Infinite potential menu combinations

 With all this variability, how can Starbucks create the “same” cup of coffee in

Tampa, FL as it does in Seattle, WA?

Turning project managers into leaders
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Why do projects fail?

32
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Internal firm-wide structure

Turning project managers into leaders
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Process, tools and accountability

Turning project managers into leaders

Is partnering and conflict resolution 

the total EQ solution for CMs?
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Is partnering and conflict resolution the total EQ solution for CMs?

 Partnering can certainly be an important part of the equation,

but it is not the sole remedy, which is the reason for this Section.

 There were also spectacular failures due to inexperienced

management teams who could not build stable organizations.

 The construction industry certainly isn’t broken,

but there is always room for improvement, especially when it

comes to teamwork.
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Is partnering and conflict resolution the total EQ solution for CMs?
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Is partnering and conflict resolution the total EQ solution for CMs?

What are the cast of characters in construction industry?
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Cast of characters
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Cast of characters
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(Roadmap)
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Road map
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What we will learn?

 Who do CMs manage and lead, and who needs high EQ most?

 Whom do CMs manage and lead?

 Who needs high EQ most?
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Road map
In this section



Who Do CMs Manage and Lead, and 
Who Needs High EQ Most?

(Whom Do CMs Manage and Lead?)
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Introduction

 The terms “manage” and “lead” are complementary because you need both to be a

successful CM.

These terms are not meant to be used interchangeably, and

one should never assume that if you are managing you are

necessarily leading.
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Leaders vs. managers

Since CMs must both manage and lead, how do CMs achieve right balance when 

individual performance is so highly affected by outside pressures and influences?
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Managing and leading by CMs

 Let us keep in mind that CMs manage and lead a myriad of people,

each with differing levels of expertise, perspectives and experiences

derived from past projects.

How a CM approaches an issue with a contractor often

differs from the approach used with the design professional

or the owner.

CMs need emotional intelligence to understand their audience—

who is being managed and led. 

A difficult balancing act.
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Managing and leading by CMs

 A good CM must adopt a suite of behaviors

that support team development—

becoming a role model for

1. Desired behaviors and

2. Managing people with

differing perspectives and

expectations,

including design

professionals,

construction

professionals, superiors,

subordinates and peers.



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 
دارند؟EQچه فرد یا افرادي توسط مدیر پروژه مدیریت و رهبري میشوند و چه فرد یا افرادي نیاز به بالاترین 

9

Managing and leading by CMs

 To help you better understand differences among team members,

following summaries illustrate varying viewpoints

based on roles and responsibilities.

Always remembering your role in relationship to whom you manage 

will help elevate your EQ.

Let’s see how you should do this as a CM!
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Managing and leading by CMs

1. CMs manage/lead Design Professionals

2. CMs manage/lead Construction Professionals

3. CMs manage/lead Team Subordinates

4. CMs manage/lead Their Peers

5. CMs manage/lead Their Superiors

6. CMs manage/lead different Types of People

Let’s see how you should do this as a CM!
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CMs manage/lead Design Professionals

What do you think and how do you treat as a CM?
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CMs manage/lead Design Professionals

 Sometimes this is mistaken for ego…well, sometimes it is ego.

Nevertheless, they have chosen their professions because they are generally

good at what they do.

Never criticize a design solution in attack mode, 

either in writing or orally, 

even if it is warranted.

Let’s see an example!
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CMs manage/lead Design Professionals

How do you respond?
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CMs manage/lead Design Professionals

Does it? What do you think?
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CMs manage/lead Design Professionals

 People can easily be offended when under attack, so don’t attack.

 Provide constructive and pragmatic solutions about budget, schedule,

constructability, buildability, and maintainability or durability.

 Remember why you are there; you were not hired to

1. Offer design solutions or

2. Express your own personal design sensibilities.

Let the designers do what they do best or were hired to do, and 

help guide them through the process—based on your expertise.
How?
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CMs manage/lead Design Professionals
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CMs manage/lead Construction Professionals

What do you think and how do you treat as a CM 

if contractor fights with someone else in the jobsite?
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 The more risk,

the higher the stakes and

therefore the higher the emotions

when dollars are on the line.

Let’s see an example!

CMs manage/lead Construction Professionals
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CMs manage/lead Construction Professionals

How CM should act?
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Have you? What do you think?

CMs manage/lead Construction Professionals
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 Just remember that CMs are there to ensure that

1. Contract deliverables are met and

2. Owners’ needs are represented.

 CMs must

1. Document, track and monitor the work objectively,

2. Keep all team member emotions in check and

3. Professionally facilitate conflicts to protect the interests of their clients.

It is really that simple.
How?

CMs manage/lead Construction Professionals
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CMs manage/lead Construction Professionals
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CMs manage/lead Team Subordinates

What do you think and how do you treat as a CM with your team subordinates?
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 Most likely your boss moved up the ranks from the PE or ACM level and

was accustomed to handling all the details.

Finding comfort in the technical details can lead to micromanagement.

Let’s see an example!

CMs manage/lead Team Subordinates
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CMs manage/lead Team Subordinates

Does it? What do you think?
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CMs manage/lead Team Subordinates

 Do micromanagers make good leaders?

You know the answer to that.

 As a CM managing your internal team,

delegate and manage your team members with strong guidance and support.

Don’t dump responsibilities and then play the blame game.

How?
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CMs manage/lead Team Subordinates
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CMs manage/lead Their Peers

What do you think and how do you treat as a CM with your Peers?
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 First you must earn their respect, and

then you may have a chance at reaching consensus on an issue.

Even then, a persuasive argument may not always prevail.

 Remember, bullying or manipulating individuals to achieve

a desired result could backfire.

Is that how you would like to be treated?

So, what should be done next?

CMs manage/lead Their Peers
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1. Preparation,

2. Consideration of appropriate timing, and

3. Using well-honed facilitation skills

always works best,

as will be discussed in next section.

But, let’s continue…

CMs manage/lead Their Peers
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 Leading an individual is much easier than leading or managing a group with equal

decision making ability.

 It’s all about reaching mutual agreement.

 In any scenario it’s important to understand the perspective

of each individual.

In a board meeting, for example, it’s essential to

observe group dynamics and pay attention to each

individual’s role in the group, monitor alliances and

watch for strategic alignment.

People will tend to follow those they trust based on prior experience.

What else?

CMs manage/lead Their Peers
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 Be sure to provide all the necessary facts to decision makers well in advance of any

meeting to allow them adequate time to absorb the information.

Then lay the groundwork to guide resolution.

 Ideally, as the CM, you are objective and

can truly facilitate the group to reach a well-thought-out

response or decision.

If all voices are truly heard, consensus is more readily achieved.

CMs manage/lead Their Peers
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CMs manage/lead Their Superiors

What do you think and how do you treat as a CM with your Superiors?
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CMs manage/lead Their Superiors

Let’s see an example!
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CMs manage/lead Their Superiors

How CM should act?
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CMs manage/lead Their Superiors

 Also, don’t be afraid to stay on top of a pending decision until it is rendered.

Of course, the power of persuasion requires another level of EQ,

which we will explore further in the How Section.
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CMs manage/lead different Types of People

What do you think and how do you treat as a CM with different types of people?
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 Because CMs manage both internal and external team members

with diverse backgrounds and experience levels,

they need to know how best to lead each individual to achieve the

overall team’s project success.

How?

CMs manage/lead different Types of People
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CMs manage/lead different Types of People



Who Do CMs Manage and Lead, and 
Who Needs High EQ Most?

(Who Needs High EQ Most?)
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Introduction

For example, let us consider how a CM lacking EQ approached

team members in the following hypothetical scenario.
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CM lacking EQ – Example

 The CM has just learned that ABC Contractor submitted another delay notice and,

as is customary for Mr. ABC, it is on a Friday afternoon at 4 PM.

 But this time it arrived on a Friday before a three-day holiday weekend

and it was the straw that broke the camel’s back.

A well thought out response could not be issued until Tuesday at the earliest, but most

likely not until Wednesday—

adding even more days to the potential claim.

Let’s see what will happen…
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CM lacking EQ – Example

Without carefully reading the notice or analyzing the scheduling detail,

CM immediately sits in front of his computer screen and starts to pound away

on his keyboard…

Let’s see what will happen next…
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CM lacking EQ – Example

The CM hits send and is starting the next email to the design professional, with this to

say…

Let’s see what will happen next…
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CM lacking EQ – Example

And now that the CM is starting to feel better

because all the blame has been pushed off on to others and

he believes no risk or liability rests with the owner,

the next email goes out to the owner…

Is it the true approach? Why?

Let’s analyze the case first…
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CM lacking EQ – Example

 Please consider this “teachable” moment an example of what one “should not do.”

None of us have ever sent out an over-heated first email draft…right?

WRONG.
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CM lacking EQ – Example

 Please consider this “teachable” moment an example of what one “should not do.”

None of us have ever sent out an over-heated first email draft…right?

WRONG.

 We have all been tempted to clear our desks at the end of the day so we can start

fresh in the morning.

Emails and texts make things so much easier to communicate…right?

WRONG AGAIN.

So, what?



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 
دارند؟EQچه فرد یا افرادي توسط مدیر پروژه مدیریت و رهبري میشوند و چه فرد یا افرادي نیاز به بالاترین 

48

CM lacking EQ – Example
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CM lacking EQ – Example

So, How to take a high road?
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CM lacking EQ – Example

 Let’s revisit the preceding scenario with a CM who has taken some leadership

training,

has developed a higher level of emotional intelligence, and

knows how to work with different stakeholders.

Or should we say, an enlightened CM.

Managing emotions through preparation and

appropriate communications leads to success.

Let’s revisit the case…
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CM lacking EQ – Example

 First of all, the CM as manager will have set the ground rules for delay

notifications.

 Most importantly, there should never be any unexpected notifications,

since anticipated delays will have been discussed and

submitted at

weekly job-site meetings and

open verbal communications will keep emotions

in check.

Remember TIA? 

So what happens?
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CM lacking EQ – Example

There are Three Golden Rules for CMs

regardless of who you are managing or leading!
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CM lacking EQ – Example

Is there really a difference in how one communicates with 

various stakeholders?
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CM lacking EQ – Example

Is there really a difference in how one communicates with various stakeholders?

ABSOLUTELY!

 Even if the differences are subtle,

CMs must rely on a keen understanding and awareness of each stakeholder’s

emotions and/or perspective.

By recognizing and understanding other people’s emotions

CMs will know whom they are managing and leading, and

ultimately gain proficiency in managing the emotions

of others.
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CM lacking EQ – Example
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EQ Exercise to apply to other parties you work with

1. Choose one problem you have had in your project with others

2. Type 1 solution: Address problem with low EQ

3. Type 2 solution: Address problem with high EQ

4. Send it to my email (ralavipour@gmail.com)

Your homework is due on next 2 weeks

mailto:ralavipour@gmail.com


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

در مدیریت پروژه) EQ(استفاده از هوش هیجانی : دومفصل 
باید در پروژه ترویج یافته و چه مهارتهایی در این مسیر باید افزایش یابد؟EQچه مفاهیمی از : سومبخش 

:هارائه دهند
محمدرضا علوي پورسید

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

 What is EQ, what key concepts must be mastered, and what gets in the way?

 What is EQ?

 What Key Concepts Need To Be Mastered?

 what gets in the way of high EQ?
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Road map
In this section



What is EQ, What Key Concepts Must Be 
Mastered, and What Gets in the Way?

(What is EQ?)
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What is emotional intelligence (EI)?

 PMBOK 7th Edition

 Emotional intelligence is the ability to recognize our own emotions and

those of others.

 This information is used to guide thinking and behavior.

1. Recognition of personal feelings,

2. Empathy for the feelings of others, and

3. Ability to act appropriately

are the cornerstones for effective

1. Communication,

2. Collaboration, and

3. Leadership.
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What is emotional intelligence (EI)?

 PMBOK 7th Edition: Since projects are

undertaken by people and for people,

emotional intelligence—the ability to

1. Understand one’s self and

2. Effectively sustain working

relationships with others—

is critical in project team

environments.
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What is emotional intelligence (EI)?

 Daniel Goleman popularized the concept of the role of emotions in communications

and leadership in his 1995 publication, Emotional Intelligence.



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 
باید در پروژه ترویج یافته و چه مهارتهایی در این مسیر باید افزایش یابد؟EQچه مفاهیمی از

8

What is emotional intelligence (EI)?

 Goleman identified five domains of Emotional Intelligence (EI).
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What is EQ?

How to master these domains?

Let’s see the definition of these domains. 

 When those domains are measured,

this is also referred to as Emotional Quotient (EQ)
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Domains of EI
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EQ is all about effective communications

 Because communication flows in two directions, we both transmit and receive.

 For those of us who are less social or sociable,

communicating effectively becomes even more challenging.

 It is so much easier to sit quietly in front of a computer surfing the net, wrapped

in thought with no interruptions,

than it is to reach out and share knowledge, mentor or lead a team.

 If none of this seems relevant or important to you, then most likely you are not quite

ready to

address your EI to improve your EQ.

How about CM?
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EQ is all about effective communications

How about CM?

Why this is important 

in your career?
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EQ is all about effective communications

 How many times have you seen others move

up the ranks to lead teams

who, in your opinion, don’t have a solid

grasp of the technical side of the

business?

Well, there’s a good reason for this.

Are you one of those CMs…
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Are you one of those CMs…

 Who start every sentence with “I”.

 “I did this” or “I did that.”

 Who put the “m” in “we” and state,

 “because of me”, or

 “if it weren’t for me this project never would have been completed on time?”

 Who continue to expound upon the virtues of Building Information Modeling

(BIM) long after you’ve lost your audience.

 Who let your temper get out of hand, shouting expletives at the contractor’s project

manager during a construction meeting in front of his team over an unexpected

delay notice, without considering the causes?

 Or worse, use a condescending tone to incite the contractor?

Are you like the above examples?
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Are you one of those CMs…

Even if you are none of the above don’t you still think there is room for improvement?

 Assuming your CM IQ is already strong,

next you must work on your CM EQ to

better position yourself for growth opportunities.

This Section should help make you more aware by highlighting key EQ concepts.

What is the first step?
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First step

Let’s see…



What is EQ, What Key Concepts Must Be 
Mastered, and What Gets in the Way?

(What Key Concepts Need To Be Mastered?)
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Awareness

 Recognizing that human beings live in their heads,

we must conquer the first step of interpreting interpersonal;

communications.

 Understanding oneself and one’s self-image is critically important.

 People perceive the world differently and act on those perceptions differently.

 Some are introverts, others extroverts.

 Some are more accepting of things a CM may say,

 Others require tangible evidence; they want you to prove it.
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Awareness

 People also learn, or take in information, in different ways.

 Some are highly visual,

 Others need things written down,

 Others learn through experience.

 People from different cultures also perceive and react to information and situations

differently.

How this affects CMs performance?
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Awareness on CMs

 CMs need to pay attention to the patterns they see in people;

how they react to what you may say or ask them to do.

 Saying the same thing over and over in the same manner

may not get the results you need—you may not actually be

communicating.

 You may need to communicate in different ways with

different people within your team.

How we assess people’s styles for perceiving and rendering decisions?
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People’s styles assessment

1. Myers-Briggs Type Indicator (MBTI Test)

 Describes sixteen possible psychological types and how they relate to each other

 https://www.truity.com/test/type-finder-personality-test-new

 https://b2n.ir/627481

2. Birkman Method

 Online workplace personality, social perceptions and occupational interest

assessment tool

 You can request technical manual at https://birkman.com/the-birkman-method/

3. Process Communication Model

 Originally developed for NASA astronaut selection

 https://www.processcommunication.com/

https://www.truity.com/test/type-finder-personality-test-new
https://b2n.ir/627481
https://birkman.com/the-birkman-method/
https://www.processcommunication.com/
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People’s styles assessment

1. Myers-Briggs Type Indicator (MBTI Test)

 https://www.truity.com/test/type-finder-personality-test-new

https://www.truity.com/test/type-finder-personality-test-new
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