
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)



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

2

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
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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/


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

22

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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People’s styles assessment
1. Myers-Briggs Type Indicator (MBTI Test)

 https://www.truity.com/test/type-finder-personality-test-new
 My test: https://www.truity.com/test-results/typefinder/17786/18043788

https://www.truity.com/test/type-finder-personality-test-new
https://www.truity.com/test-results/typefinder/17786/18043788
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People’s styles assessment

1. Myers-Briggs Type Indicator (MBTI Test)

 https://b2n.ir/627481

 My test: https://testotype.com/Result/MBTI/1015042: ENTJ

https://b2n.ir/627481
https://testotype.com/Result/MBTI/1015042
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People’s styles assessment
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People’s styles assessment
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EQ Exercise for People’s styles assessment

1. Use both websites and do your MBTI test

2. If you can, make a PDF from your result

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

Your homework is due on next 2 weeks

mailto:ralavipour@gmail.com
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People’s styles assessment
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People’s styles assessment

 By the way, there is no right or wrong answer when completing assessment tool

exams; and

your personality profile isn’t intended to label you as a personality “type”—

it’s all about

1. Suitability with others on the team and

2. Learning how to make adjustments to accommodate the

differences.

3. More than anything else, it clears the path to awareness.
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People’s styles assessment

How to increase EQ by increasing our understanding of ourselves and others?
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People’s styles assessment

 Simply paying attention to

1. Yourself as you communicate, and

2. Each team member’s reaction as they hear you,

will increase your understanding of yourself and others—increasing your EQ.

So, how to communicate person to 

person afterwards?
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Person-to-person communications

 When communication occurs, a message is transmitted.

 The desired recipient receives the message and if the communication is successful,

recipient understands the sender’s intent and meaning.
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Person-to-person communications

 Communications can be transmitted and received

through a variety of channels, either

1. Instantaneously (synchronously) or

2. Not (asynchronously).

Easy right?

Just spit it out or type it out. How difficult can that be?
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Person-to-person communications

 IF ONLY IT WERE THAT EASY.

 Where things seem to fall apart is somewhere between what you think about in

your head, how it actually comes out or is “encoded,” and

finally, how it is received or “decoded by the recipient through the

selected channel (synchronously or asynchronously).

What are the elements of communication?
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Elements of communication

 The person (the source) who has a

reason to communicate must first

access his or her

communication encoder to

formulate a message.

 Just as the source needs an encoder

to render his or her thoughts into a

message,

receiver must use a decoder

to translate the message.
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Elements of communication

 The message is passed through a channel,

affected by emotional states and surrounding “noise”,

which is where things get lost in translation,

even when we speak the same language.

Why Channel is important this much?
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Elements of communication

 That is why channels of communication used to transmit a message go beyond just

synchronous and asynchronous dialog.

 Channels are further complicated when distorted by

channel noise— attributable to different personalities, prejudices, styles or other

personal agendas,

including the moods of both the transmitter and the receiver.

Different channel filters can help eliminate or at least reduce some of the noise, 

which is also referred to as the art of communication.

Let’s look at the Transmission Process!



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

38

Transmission process

How often have you been told that you are not a good listener, 

especially by the people closest to you?

Let’s get into this matter!
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Transmission process

 It’s essential to recognize where and when communications break down during the

transmission process.

 Tuning in to the right channel at the right time is harder than you think.

Why? Let’s see why!
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Transmission process

 On any given day you may experience a wide range of emotions.

Your transmitter or receiver may be tuned to a happy channel, sad channel,

insecure channel, or 50 other channels,

depending on the day of the week and the time of day.

Let see some examples!
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Transmission process - Examples

 If you’re still working at the end of a long day and haven’t had much success with

your project—and

in fact found out ten minutes earlier that you are running over budget—

you are not very likely to share the enthusiasm of your co-worker who

just announced a promotion.

What to do at this situation?
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Transmission process - Examples

 If you’re the transmitter of great news,

instead of being upset that someone doesn’t share your excitement,

find out what’s going on.

 By the end of that conversation,

1. That person will have relaxed,

2. You may have subdued your enthusiasm a little—using

your channel filter— and

3. You may find you’ve both eventually tuned into the same

channel.

What to do at this situation?
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Transmission process - Examples

The simple act of recognizing channel complexities greatly enhances your EI. 

The closer you can tune in to the recipient, 

the more effective your communications will be.

Wait…How to do this when we have dynamic groups?
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Group dynamics

 What may seem obvious is sometimes overlooked during group meetings.

 To achieve a common goal,

group members must have a basic level of mutual

respect for each other.

 There must be open communication between group members with

an understanding of each other’s perspective,

which gets to the heart of Goleman’s 4th domain—empathy.

What traits should be considered to have successful groups or teams?
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Group dynamics – Basic traits of successful groups

 Researchers (Shepherd and Clovis, Small Groups, 1964) have long shown that

successful groups or teams exhibit five basic traits as represented in the chart below.

How about construction teams?
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Group dynamics – Basic traits of successful groups

 In construction teams, the CM needs to ensure those five traits are in place.

 Employing the right techniques

as discussed in more detail in Section 6

in support of team collaboration

is the basis of Partnering.

 Retaining a professional facilitator at the start of a project as

your Partnering consultant

can help set the team on the right path,

but then you need to reinforce the process every

step of the way through closeout.

Let’s see each of these traits!
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Basic traits of successful groups: Goals

 Groups form around a purpose; they need a mission and tasks to perform.

 When people join groups, they look for that

1. Mission,

2. Structure,

3. Clarity and a sense of direction.

and looking for signals and feedback about their performance and how it

is helping the group meet its goals.

What do you need to recognize as a CM here?
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Basic traits of successful groups: Goals

 At the same time, you need to recognize that

different people in the group need different levels of interaction to make them

feel comfortable.

1. Some need more intense feedback—hearing that they’re doing a great

job, and asking them for their input.

2. Others need less feedback, and in fact may think you’re

condescending if you’re always saying “great job!”

As a leader, you need to recognize the cues they’re giving you back—

1. How they react to what you say—and

2. Adapt your interaction to each individual in the group.
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Basic traits of successful groups: Values and norms

 Before the team meets together, you can meet with key members to

1. Gain a better understanding of why they are there,

2. Learn more about their background and history,

3. What they value about what they do and how they work, and

4. Find common values that can help the group bond and cohere.

What do you need to do as a CM here?
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Basic traits of successful groups: Values and norms

.

How could we improve execution 

of these norms as a CM?
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Basic traits of successful groups: Goals

 Whatever norms or ground rules you set,

ask the team to agree to them.

Then it’s up to you to enforce them through how you act.

You communicate the expected norms of behavior and

team follows your lead.

Let’s see an example. 
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Basic traits of successful groups: Goals

 For example, here’s how a CM with a low EQ might unintentionally sabotage his

team.

What do you think?
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Basic traits of successful groups: Goals

 For example, here’s how a CM with a low EQ might unintentionally sabotage his

team.

If the norms don’t promote constructive interpersonal relations, 

it will be difficult for individuals to work together.
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Basic traits of successful groups: Roles

 Group members play different roles within the group—

not the specific job they’re doing,

but their role as a member of the group.

 You need to interpret and guide those roles.

For example, one person may need a lot of processing

time before committing to agreeing to a specific action

or task.

You’ll need to let that person have the time,

perhaps holding a decision in break until you can meet

individually.

Let’s see some example. 
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Basic traits of successful groups: Roles
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Basic traits of successful groups: Roles
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Basic traits of successful groups: Roles

How should we act as a CM here?
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Basic traits of successful groups: Roles

 As CM, you want to strengthen both your position as leader and

manage the role of each team member.

 To do that, you need to

1. Pay attention to the roles people take on and

2. Understand the motivations behind them.

 People will almost immediately start reacting to

how others are acting in the group and

they’ll look to you to see your reaction.

 They take their cue from you.
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Basic traits of successful groups: Membership criteria

 This is seemingly straightforward;

you know why everyone is there.

But it’s still important for all the other team members to know and

understand

1. Specific tasks each group member will undertake, and

2. How that task relates upstream and downstream to what they are

doing.
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Basic traits of successful groups: Communications

 And we’re back to EQ.

 Ensuring that each team member

1. Feels secure and comfortable

2. Contributing at meetings and

3. Asking essential questions

is key to the group’s success.

What causes teams to break down?



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

61

Primary factors cause teams to break down



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

(What Gets in the Way of High EQ?)



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

63

Introduction

People carry baggage

 That means their history, culture, life experiences—

positive and negative—

which influence how they interpret

1. People,

2. Events

3. Processes.

What are EQ elements holding CMs back?
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Introduction

 According to Dirk Lindebaum and Catherine Cassell (2012) there are four elements

holding CMs back:

1. One-off nature of our products [or projects]

2. Need to respond to short-term pressures

3. Reliance on temporary workforce

4. Male-dominated culture

Is it always good to have high EQ?
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High EQ

 Lindebaum and Cassell say that having too much EQ (not balanced with IQ)

may make you inclined to exploitation in negotiations and

therefore it’s not beneficial.

 Additionally, an industry built on labor and the trades,

which are still largely masculine,

does not view emotions as an essential or necessary

characteristic.

In fact, it often views them negatively.

So what? 

Why EQ needed for a CM?
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High EQ

 But CMs and the people they manage and lead

are now an increasingly female population.

 They come from a variety of backgrounds including legal, engineering,

architecture and construction.

 As long as teams need to work together to build projects,

a team leader is needed to manage and keep these disparate

groups,

with varied perspectives and egos, in check.
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One-off nature of our projects

 Many construction teams don’t have the opportunity to

develop long-term relationships built on

trust, cooperation and

flexibility.

 Projects with the same client are few and

clients generally select team members through

what can be referred to as speed dating,

only to be disappointed later when

the firm switches out a key team

member in pursuit of the next new

win. So what? 

Why EQ needed for a CM again?
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One-off nature of our projects

 So for at least the foreseeable future,

teams need to get used to the dating game,

control egos and break down the barriers that hinder EQ growth,

while individuals shift from project to project with new team

members.
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Need to respond to short-term pressures

 One could compare the jobsite to an emergency room.

Each day brings unexpected surprises.

 Project teams never know

 What political challenge will arise during design,

 What will be unearthed during excavation, or

 What force majeure event will upend things in construction.

 Worse yet, your key contact from the owner’s side retires and now

you are dealing with a new boss

with a whole new set of priorities and working style.

So what? 

Why EQ needed for a CM again?
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Need to respond to short-term pressures

 Just like a skilled surgeon, a CM also requires a

steady hand to guide the team

when dealing with short-term

unexpected events so as not to

inadvertently sever ties in the process.

 CMs can always improve

their abilities to think

clearly and react positively

under pressure,
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Reliance on transient workforce

 Unlike other industries where projects are brought to the worker,

CMs must follow the projects and revenue stream.

Intrinsically, CMs understand how the economy affects their

workflow,

but what is less obvious is how specialization further limits

opportunity.

Let’s see an example!
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Reliance on transient workforce

 Not only is the CM industry workforce affected by geographic opportunities,

it is also limited by specialization.

 For example, if you’ve been working only in the education sector for

the last ten years,

it will not be possible to submit your resume for a healthcare

project.

 This is less true for the trades,

but definitely the case for professional design

and construction experts.
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Male-Dominated culture

 While it is still true that trades and labor are largely

composed of a masculine workforce, the

complexities of projects today require much more

specialization and the involvement of a wider and

more diverse group of specialists.
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EQ improvement

What gets in the way of EQ for CMs?
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EQ improvement

Sound Easy?
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What gets in the way of EQ for CMs?

 While the concept may sound easy, it is not easy in practice.

Good communications are harder to achieve than you think.

1. Recognizing Who you communicate with and their relationship to you is

paramount.

2. Then, having an understanding of

i. What key concepts need to be mastered and

ii. What inhibits effective communication

iii. Why good communication is needed.

3. And finally, timing the When & Where to communicate is necessary before

you are ready to consider How best to apply EQ.



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

77

What gets in the way of EQ for CMs?

Luckily, EI can be learned and developed during an individual’s professional career
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What we will learn?

 Why Do CMs Need EQ + IQ?

 Reasons
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Road map
In this section



Why Do CMs Need EQ + IQ?

(Reasons)
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Introduction

 EQ and IQ are complementary opposites

with separate yet equal qualities.

 While EQ results are not measured in the same way as IQ,

end result is apparent.

 While IQ is a measurement of intelligence derived from several standardized tests,

EQ is measured through self-judgment with no standard of measurement.

The perfect balance between EQ and IQ is the winning combination.

Let’s see the four reasons why you need CM EQ + IQ
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Reason #1: Ensure expectations are met

 One reason CMs need to increase their EQ + IQ is to

1. Open up awareness to client expectations and

2. Ensure they are met or better yet, exceeded.

Sounds easy, but it’s not as easy as one might think.

So what?
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Reason #1: Ensure expectations are met

 It’s critical to understand that expectations vary.

 So while you may have performed your contractual obligations,

you may not have satisfied each stakeholder.

What does that mean?

 It is either black or white; there is no gray, right?.

Solution?
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Reason #1: Ensure expectations are met

 More than anybody, CMs should know that construction management is all about the

gray—

and the gray is controlled through communications.

Could you explain more?
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Reason #1: Ensure expectations are met
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Reason #2: Claim avoidance

 Effective communications can mitigate and avoid conflict.

Every CM knows construction projects can lead to conflict.

Why?

 Because dollars are on the line and,

as in any contract (including a marriage contract),

when commitments are tied to dollars,

there is bound to be disagreement.

What is a solution?
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Reason #2: Claim avoidance

 As long as communications are

open, honest and fair,

resolution is largely possible without costly legal fees.

 Sometimes issues cannot be resolved

no matter how hard you try to reason with all parties

so there is no use wasting emotional energy.

Stick to the facts and agree to disagree so that

you can move on…
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Reason #3: Reaching consensus

 CMs need to forge ahead,

steer the ship and make things happen.

 If not, you failed to do your job.

 That is where your EQ comes in.
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Reason #3: Reaching consensus
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Reason #4: Having fun

 Finally, and perhaps most importantly, don’t forget about having fun.

 Since construction teams spend at minimum 8 hours a day on the job, more

likely 10 or 12,

they deserve to enjoy that precious time away from their loved ones.

 It becomes difficult to remember why you wanted to be in this business

when you start to resent everyone with whom you work

just because they are doing their job.

 Take a breather and think back about

why you wanted to become a CM in the first place.
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Reason #4: Having fun
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What we will learn?

 When and Where Does EQ Apply?

 Introduction

 Pre-construction phase

 Construction phase

 Post-construction phase

 Throughout all phases
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Road map
In this section



When and Where Does EQ Apply?

(Introduction)
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Introduction

 Whether team members are design professionals, construction professionals, CMs,

or an owner footing the bill,

all parties have a common goal—success.

What does success mean?
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Introduction

 Success equates to

a profitable, high quality, possibly award-winning project

that was enjoyable to work on, completed safely, on time

and on budget.

 Only teams that have applied EI are aware of their differences,

can find the common ground that lets them respect each other’s roles

and work together

toward achieving success throughout the lifecycle of a project,

from initiation to closeout and certification.

What life cycle do you mean?
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Introduction



When and Where Does EQ Apply?

(Pre-Construction Phase)
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Pre-Construction phase
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Introduction

 The construction process may seem very prescribed and familiar to CMs,

but the players are always changing,

which makes it even more important to agree on

ground rules early on.

 Creating a set of “operating principles” or

principles of communication

that outline what you and the team

will do to move the project forward

right from the start of a project

which is when most of the

critical problems arise
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Design-Bid-Build

 In traditional design-bid-build projects, the owners and their representatives get to

hire the consultants they want to work with,

but don’t necessarily get to choose the construction professionals,

who account for more than 70% of the budget.

 Yet you still have to form an organization for the life of the project,

which means you need to build good working relationships.

How?
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Communication in pre-construction

 The root of that is

 Active listening,

 Problem-solving orientation,

 Creativity,

 Openness to ideas,

 Non-defensive positioning and,

 Even empathy.
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Communication in pre-construction – Example

How this concept can be used in construction?
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Communication in pre-construction – Example

 That “Hollywood” model is beginning to take hold in the design-build arena because

owners want to have more control over their teams, to work with people they know

and trust.

 Bids these days are not necessarily all about price and finding the absolute

low-cost contractor.

Make no mistake; owners are very price-sensitive.

But they have realized the low-cost bid isn’t

necessarily going to get them the building they want,

in fact it isn’t necessarily even going to be low-

cost,

considering potential change orders and delays

due to conflicts.
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Communication in pre-construction – Example
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Procurement phase
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Procurement phase – Design

 When you’re selecting consultants either for your own team or on behalf of the client,

using your EI can make all the difference.

As you evaluate individuals consider how each person will fit in

with the team as a whole.

 How do they complement skill sets,

 How do they communicate with you and the client, and

 More importantly how do they communicate with each

other?

Do we still need IQ?



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

18

Procurement phase – Design

 Just because you like working together and have worked together before,

doesn’t automatically mean they are suited to this project and you’ll

automatically get great results.

 You still need to use your IQ and

be objective to analyze and critique abilities.

Once you move forward, don’t get too cozy and familiar allowing

the team to slack off.

Always stay professional and objective and

keep everyone on task.
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Procurement phase – Design

How your business get succeeded in the market? 
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Procurement phase – Design

 Being viewed as a high-quality, people-oriented organization

will have your colleagues pounding on your door to work with you.

 Clients will see how cohesive and collaborative your team is—and

call on you again and again.
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Development phase
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Development phase

 Once funding has been identified, the CM develops the plan and framework for the

organization to manage the process for all team members involved on the project.

Let’s see this in small projects!
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Development phase

 Once funding has been identified, the CM develops the plan and framework for the

organization to manage the process for all team members involved on the project.
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Development phase

 Once funding has been identified, the CM develops the plan and framework for the

organization to manage the process for all team members involved on the project.
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Design-Phase programming
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Design-Phase programming

Why this is important?

Let’s see an example!
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Design-Phase programming

 For example, a new children’s courthouse was being built, where child abuse and

neglect cases would be handled.

 Who were the primary users?

Not the judges, lawyers, police or parents.

No—the children!

Let’s get into that…
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Design-Phase programming

 They realized that the children entering the previous building were already

traumatized and then had to wait in little rooms that resembled jail cells.

 They were small people, but all the courtrooms were large,

 Judge loomed above them.

 There was no private place to talk with their advocates or meet with their parents.

 No place to play or do homework.

 The building made them feel they were in the wrong; they were the “bad guys” and

being punished.

The design team then had to translate solutions.



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

29

Design-Phase programming
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Design phase – Plans & Specs
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Design phase – Plans & Specs

 The contractor’s highly experienced

joins your design review meeting with the architect and owner.

 They’re going through a design they believe

 Is unbuildable.

 Can’t be done.

 Going to go way over budget.

Stop that architect right now!

So what should be done?
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Design phase – Plans & Specs

How?
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Design phase – Plans & Specs
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Pre-construction phase – Conclusion



When and Where Does EQ Apply?

(Construction Phase)
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Construction phase



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

37

Procurement phase



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

38

Construction phase – Procurement

 A CM with high EQ will

1. Objectively explain pros and cons regarding various delivery methods and

2. Listen closely to their clients’ issues and concerns

to best understand their risk tolerance.

 In addition to risk tolerance it is important to understand the clients’ in-house

capabilities relative to

1. Contract management,

2. Risk management,

3. Procurement and

4. Accounting.

An appropriate delivery method for one client 

can generate very poor results for another.
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Construction phase – Procurement
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Oversight phase
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Construction phase – Oversight: Technology

It’s not one size fits all. 

 Is Excel spreadsheet sufficient to track a million-dollar project?

 Do you need to input facilities information into your model?

 Do you need to consider modeling levels offered through Building Information

Modeling (BIM) 3D, 4D, or 5D and beyond?

 Or are 2D Computer Aided Design and Drafting (CADD) programs sufficient?

 Maybe even a hand-drawn set will suffice?

How to decide?
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Construction phase – Oversight: Technology

 Evaluate the project needs on a case-by-case basis and then recommend the

appropriate tools.

 Also, consider the level of sophistication of the client and of the design and

construction professionals who are likely to work on the project.

 Do not recommend tools that won’t be used.

Technology does make us more efficient—

but sometimes it’s hard to get everyone on board.

What should we do here?
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Construction phase – Oversight: Technology

 Having high EQ means you can sympathize,

but it doesn’t mean you have to enable resistance.

Once the team has agreed on the appropriate tools to get the job done, 

then everyone needs to comply.

Let’s see an example 
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Construction phase – Oversight: Technology
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Construction phase – Oversight: Site management

 Everyone wants to be kept in the loop.

 A lot of misunderstandings and conflicts can be avoided simply by making sure

everyone is up to speed about what’s going on.

 Communicating progress and remembering what level of information is required for

various stakeholders is critical.

How?
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Construction phase – Oversight: Site management

 Site meetings are one way to inform the team about

 Status of the job,

 Latest changes,

 When to expect deliveries,

 What’s delayed,

 What’s on time,

 Etc.

Is there any information that is non-negotiable?
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Construction phase – Oversight: Site management

 Or perhaps you need to communicate information that’s non-negotiable and

needs to be very directive, such as signage about site safety information.

 You might get some cynical reactions to what could be interpreted as overly

simplified and obvious signage.

 You can diffuse dissention by letting the team know upfront

what the concerns are through site meetings and

asking for suggestions about how to improve site

safety.

How?
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Construction phase – Oversight: Site management

 Whether it’s in person, written, through meetings, through signage, through high-level

dashboards, status updates on websites or other mechanisms,

ongoing communications can keep the team moving forward.

Is it for example good to send letter or email to the contractor?
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Construction phase – Oversight: Site management

 A CM shooting a stream of emails or texts about a problem to the contractor all day

long rather than having a chat

is not going to be well received.

You’ll get annoying notes back or

even worse, you’ll get nothing back.

You’ve documented just fine, but you don’t have a solution.

How to solve?
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Construction phase – Oversight: Site management

 Try picking up the phone to tell the contractor,

“there’s a problem, this is what it is, and I’m going to send an email so we have

a record but we really need to meet to figure this one out.”

 That can totally change the tone of the communication.

 The reception will be much better when the receiver knows

what’s going on.
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Construction phase – Oversight: Site management



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

52

Construction phase – Oversight: Schedule management

 Sometimes projects just don’t go well.

 The job is behind schedule and you finally narrow it down to a subcontractor who is

the bottleneck,

affecting all of the other trades unnecessarily.

Do you send nastygrams or pick up the phone and make accusations? 

The response will of course be defensive.

So, what could be done instead?
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Construction phase – Oversight: Schedule management

 Try scheduling an in-person meeting with the subcontractor through the general

contractor to

address the issues impacting their ability to get back to the job site.

 Find out what’s needed to get back on track.

How this solution helps?



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 پروژه استفاده نمود؟EQچه زمانی و کجا باید از 

54

Construction phase – Oversight: Schedule management

You’re then allowing that person to be part of the solution.

 Better yet, you assist them or you bring in some additional help.

 The point is that you have met and worked things through together.

No defensiveness required.
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Construction phase – Oversight: Quality management

 There’s no negotiating about quality.

 The inspector has issued a notice of non-compliance on your project and

you have no choice but to fix the problem.

What was the reason—

was it lack of information about the requirements, lack of resources, lack of materials?

Let’s see some of the challenges that we may have!
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Construction phase – Oversight: Quality management

 Sometimes inspectors will wait to ding you near the end of a job

when it’s very difficult to do anything about it,

rather than being part of the team and proactively providing some

helpful, initial quality checks along the way.

 That style of regulation can lead to poorer performance,

rather than improved performance.

Why this may happen?
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Construction phase – Oversight: Quality management

 Perhaps the inspector is worried

you’ll interpret any cooperation as weakness and try to take advantage.

 Like doctors trying to protect themselves

by not getting too close to patients,

they’re holding you at arm’s length.

How to encounter this challenge? 
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Construction phase – Oversight: Quality management

So use some EI. 

 Don’t react personally.

 In fact, you really need non-reactive EI rather than reactive.

 You can change the dynamic by being proactive.

What about sitting down and talking 

about a schedule of inspections for specific items, 

so everyone knows the quality expectations and timing?
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Construction phase – Oversight: Budget and change order control

 Scope creep might just be the most insidious cause of project failures.

How to solve before bidding?
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Construction phase – Oversight: Budget and change order control

1. Prior to bidding a project, this is best controlled through

continuous cost management practices to keep the design team and user

groups on track.

 Don’t be afraid to share the bad news.

 Be sure user groups understand what they’re getting before you award a

contract,

especially if the original vision is downgraded to stay within

budget.

How to solve during construction?
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Construction phase – Oversight: Budget and change order control

2. Through a project, ongoing communications and project updates can help keep

scope under control.

 Honest communications will mitigate avoidable changes during

construction—

when the cost of the change will increase twofold.

How to use IQ?
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Construction phase – Oversight: Budget and change order control

 Setting up protocols and processes in advance of project start-up as part of the

general conditions to the contract,

can ensure that everyone knows

what to do when scope changes affect the

schedule and/or costs.

What to do when protocols aren’t followed?
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Construction phase – Oversight: Budget and change order control

 When protocols aren’t followed, interactions on the job site become more divisive.

How to solve?

 At the start of construction it is best if you’ve all agreed in advance

that you’ll work together as a team to

uncover issues and work through impacts together at weekly

meetings.

Let’s see an example!
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Construction phase – Oversight: Budget and change order control

“Okay, so let’s avoid what happened on my last job, let’s agree on some

mechanisms we can put in place to be more proactive in rooting out conflicts

between the trades.

If we see problems arising, we won’t wait until a notice of delay is

issued; we’ll let each other know in advance and follow-up with the

necessary documentation.”
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Construction phase – Oversight: Safety

Everyone knows how to dress for safety on a work site, right? 

 Not always.

 As the CM, your job is to ensure they do,

without making them feel uncomfortable.

Let’s see an example!
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Construction phase – Oversight: Safety

 Most job sites provide hardhats, vests and safety glasses

for visitors,

but they’re not going to provide shoes.

 Obviously it’s more common for women than men

to arrive in heels or other inappropriate footwear

they’re sometimes subjected to

ridicule for it.

Does it mean they are inappropriate?

Let’s analyze this case and find the solution!
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Construction phase – Oversight: Safety
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Construction phase – Oversight: Punchlist

Lists are great. 

 But using lists effectively needs some EI.

 If you’re the only one aware of all the items on the list,

team members might not know if they’re holding things up.

 Being clear on assignment of responsibilities and timing

upfront

will help prevent items from falling through the cracks.

How to do this?
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Construction phase – Oversight: Punchlist

 You can have team members

 Create initial punch lists individually

 Schedule a meeting together;

 Take your clipboards or tablets and

 Actually walk through the site or building together.

 Make annotations,

 Agree on who’s doing what and when,

 What are the co-dependencies.

Why this helps?
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Construction phase – Oversight: Punchlist

Then, no one can later say a task didn’t get done because Joe didn’t do his

task and I can’t do mine until he does— everyone is aware of the tasks and

has agreed to the timing.
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Occupancy phase
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