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What we will learn?

 How Can CMs Elevate their EQ?

 How To Apply EQ Using Appropriate Communications?

 The Four Stages of Group Development

 Applying Tools of Observation and Leadership

 EQ in Conflict

 Afterword
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Road map
In this section
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Four-Faceted leader

 The behaviors can be categorized into four key roles:

1. Animator,

2. Navigator,

3. Interpreter and

4. Problem Solver.

Each role requires a different set of tools and techniques.

Meeting of the Minds: a Guide to Successful Meeting Facilitation,

Chapter 5, pages 38-59

Let’s see the Animator!
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Four-Faceted leader – CM as interpreter

Let’s see the problem solver!
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Four-Faceted leader – CM as problem solver

 Even the most expertly planned, structured and facilitated group may have conflicts

 Resolving conflicts starts with

1. Knowing the individuals and

2. Understanding their reactions to each other.

What methods could we use?
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Four-Faceted leader – CM as problem solver

 Prior to scheduling a meeting you know might be contentious,

you can meet individually with the primary participants who disagree.

 If they each feel that they know and trust you—and you understand their point of

view—

they’ll be more likely to cooperate in overcoming conflicts during the meeting.

What if you validate contentious positions that come up during meetings?
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Four-Faceted leader – CM as problem solver

 If you validate contentious positions that come up during meetings

 “Well, that is another valid approach, but in this case….” or

 “I can see you feel strongly about this, but let’s also look at this from John (or

Jane’s point of view …”

you can guide the conversation without diminishing the individual.

Could we break down a large team meeting?



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 
را به عنوان مدیر پروژه در خودمان ارتقاء دهیم؟EQچگونه میتوانیم مهارتهاي 

81

Four-Faceted leader – CM as problem solver

 Another method is to break down a large team meeting

with several arguing participants into smaller groups,

encouraging those participants to talk with each other one-on-one

rather than grandstanding in front of the entire team.

 They’re more likely to find common ground and

forge new strategies for workable solutions,

then bring those back to the team.

Let’s see some specifics!
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Four-Faceted leader – CM as problem solver
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Four-Faceted leader – CM as problem solver
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Four-Faceted leader – CM as problem solver
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Four-Faceted leader – CM as problem solver
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Your quad-cornered hat

Sometimes you need to solve a specific 

issue in a specific amount of time…
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Maybe you need to solve a specific issue in a specific amount of time. 

 You might say,

 “This is what we have to deal with,” and explain the issue.

 “We have to solve this problem by the end of the week.”

 You can then, for example,

1. Assign small groups to work on specific aspects of the problem, or

2. Ask everyone to come up with ideas and meet again in 24 hours, or

3. Divide the team in two.

 You’re looking for different ways to step into the conversation,

structure the work and

engage the entire group.

Your quad-cornered hat



How Can CMs Elevate their EQ?

(EQ in Conflict)
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 Besides telling your story,

 You need to know how to listen to the other “half”.

 Your body language will give clues as to how receptive you are to what you are

hearing.

 You will have a tendency to prejudge, so do not allow that.

 Concentrate by using eye contact,

 Be mindful of your body language

 Show your comprehension by rephrasing what people say in a summarizing

statement.

Even if you get it wrong, others will appreciate your efforts at being open and listening—

and it allows them the opportunity to correct your understanding.

Introduction

What are key methods for reaching consensus in conflict situations?
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1. Avoid solely insisting on your position

2. Avoid win-lose statements

3. Avoid giving in or changing your mind merely to avoid conflict

4. View differences of opinion as both natural and helpful

5. View initial hasty or quick agreements suspiciously

Key methods for reaching consensus in conflict situations



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 
را به عنوان مدیر پروژه در خودمان ارتقاء دهیم؟EQچگونه میتوانیم مهارتهاي 

91

Key methods for reaching consensus in conflict situations
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Key methods for reaching consensus in conflict situations
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Key methods for reaching consensus in conflict situations
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Key methods for reaching consensus in conflict situations
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Key methods for reaching consensus in conflict situations

Let’s see shortlist for effective communications in conflict!
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Shortlist for effective communications in conflict
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Shortlist for effective communications in conflict
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Shortlist for effective communications in conflict
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Shortlist for effective communications in conflict
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Shortlist for effective communications in conflict
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Shortlist for effective communications in conflict
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Effective communications in conflict
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 Consider an incident between a CM and a superintendent that actually occurred

during a construction site meeting.

 While the CM never raised his voice,

he certainly knew how to push the superintendent’s button and

that was enough to set off a chain reaction that ended physically.

 Don’t push buttons.

 However, we can’t always predict what will set someone off.

So…

Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode
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Dealing with difficult and unreasonable parties who are in attack mode



Afterword
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 What Key Concepts Need to be Mastered, identified six elements of communication:

1. Source,

2. Encoder,

3. Message,

4. Channel,

5. Decoder and

6. Receiver.

 There’s one final element to consider in the communication lifecycle: 7. feedback.

 This was intentionally omitted from the initial listing of six elements

to address as a separate and distinct element and

is most suitable in this summary.

Communication lifecycle
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 With all of your newly acquired communications skills and awareness

don’t forget that everyone needs feedback and we’re all eager to receive it.

 The CM needs to set the stage for feedback to be accepted positively.

Feedback

 Immediate feedback can be extremely beneficial.

 But they have to agree and know that you’re

there to coach them in a positive atmosphere.

 Non-immediate feedback is also important.

Whether the feedback is critical or laudatory,

we all need to know the truth to be able to improve

and to build our confidence.
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 Once again, remember to employ P³+ whenever possible,

as both the transmitter and receiver and,

most importantly, before providing feedback

whether synchronous or asynchronous,

immediate or not so immediate.

Feedback

What are 4 levels of communication competence?
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 The perfect balance is to be between competence levels 3 and 4,

since 3 alone can be very draining and mentally exhausting.

 But you do sometimes need to consciously think about

communications, especially when conflicts arise.

Levels of communication competence

Are you ready to lead a team?
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Are you ready to lead a team?

 The behaviors can be categorized into four key roles:

1. Animator,

2. Navigator,

3. Interpreter and

4. Problem Solver.

Each role requires a different set of tools and techniques.
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Further reading
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در مدیریت پروژه) VQ(استفاده از هوش ارزشی : سومفصل 
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What we will learn?

 Reasons For “Value Quotient (VQ)”

 Concepts

 Roadmap

 Part 1: What is Value Quotient?

 Part 2: What is a CM’s Path To Achieve Value?

 Part 3: What is Your Value?



Reasons For “Value Quotient (VQ)” 

(Concepts)
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Introduction

 There are two reasons this career guide chose the title What is your Construction

Management VQ (Value Quotient)?

1. It completes a trilogy, complementing two other publications;

I. What is your Construction Management IQ?

II. What is your Construction Management EQ?

2. A career guide implies a focus on an early career,

however, this document is intended as a guide to benefit a professional

CM at any career phase since value is timeless.

What VQ stands for?



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 
چیست و مدیر پروژه چه زمانی میتواند ارزش آفرین باشد؟) VQ(هوش ارزشی 

5

Value Quotient

 The Oxford English Dictionary defines value as simply,

“The regard that something is held to deserve; or the importance, worth, or

usefulness of something.”

 It’s appropriate for us to understand the concept of value as it

relates to Construction Management (CM) for Construction

Managers (CMs).

In fact, the fundamental idea behind the creation and growth of

the CM industry was that an independent entity could add value

to the design and construction process.

 As CMs,

we strive to bring real value to our clients.

What values do we mean?
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Value Quotient
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Value Quotient
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Value Quotient

 If we do our jobs right,

construction projects are achieved more effectively,

creating significant value for our clients.

 There are a few things you should do to ensure the

time spent on this effort provides the most value to

you.

What few things?
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Value Quotient
1. First, sit down and as honestly as possible do a self-evaluation of your current value

to your

1. Project team,

2. Employer,

3. Client.

2. Second, ask your current and/or past mentor to

assess your value from the same three perspectives.

3. Finally, develop a plan to

improve your CM Value Quotient.

It’s one of the most valuable investments

you can make in your professional life.



Reasons For “Value Quotient (VQ)” 

(Roadmap)
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Roadmap
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Roadmap
In this section



What?

(Part 1: What is Value Quotient?)
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VQ formula

 The Value Quotient of a construction manager is the ratio of assignment outcome

(numerator) to the cost of service (denominator).
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VQ formula

 This could be seen from the perspective of:

1. Customer

2. Employer

 Was the value received worth the cost of service?

 When your VQ is evaluated by the customer experience

think about how the client and other stakeholders perceive your efforts.

Let’s see some recommendations!



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 
چیست و مدیر پروژه چه زمانی میتواند ارزش آفرین باشد؟) VQ(هوش ارزشی 

18

Recommendations to increase VQ
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Recommendations to increase VQ
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Recommendations to increase VQ
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Recommendations to increase VQ



What?

(Part 2: What is a CM’s Path To Achieve Value?)
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Magic formula

 To achieve a high Value Quotient (VQ) you need

1. Hard skills honed by years of experience, raising your IQ,

2. Plus strong soft skills to attain a high emotional quotient (EQ)

What does it mean to be a Qualified CM 

and 

What is Values-Based Construction Management?
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Qualifications of a CM

 The Construction Management profession is relatively new and is less regulated than

many other professions.

 The Certified Construction Manager (CCM) and CMIT programs was

accredited by

American National Standards Institute (ANSI) in 2006, only a few

decades after CMAA was formed and

only a few years after CMAA developed its Standards of

Practice (SOP).

What is the loss of having 

unregulated profession?
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Qualifications of a CM

 To practice CM there are

 No points of entry requirements,

 No gate keepers requirements, and

 No standard education requirements.

Without regulation of entry and practice of any profession

1. Professional standards of practice cannot be enforced,

2. Compliance cannot be ensured.

Why is this really important for CMs?
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Qualifications of a CM

 As a result, the level and quality of services within the profession are uneven.

 The immediate loss is to the owners who are unaware of the value offered by true

CM professionals.

 If they were unfortunate to hire an unqualified CM and value is not delivered,

they’ll assume there’s no benefit to retaining CM services in the future.

The long-term loss is to the CM practitioners when demand for our services declines.
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Qualifications of a CM

Now, let’s look at Values-Based Construction Management
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Value-based construction management

George O. Lea, Jr, FCMAA, PE, CCM, is credited with coining the term and providing the 

definition of Values-Based CM for this course.
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Value-based construction management

 Our beliefs and behaviors grow into our values over time.

 Someone who’s willing to lend a helping hand is most likely always available to

assist anyone in need. They embody the value of being selfless.

 If you’re a person who likes to take risks, then you highly value risk takers.

While values are determined individually, 

you can always find people who share many of your same values.

Do we embrace all of the values?
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Value-based construction management

Do we embrace all of them? 

 No, we tend to embrace values that are

1. Most significant and meaningful to us and

2. That we repeat most often.

 A person who embraces the value of truthfulness is known for being an

honest person.

More importantly, their behavior is predictable, and

they’re relied upon to always tell the truth.

Repeat an action enough times and it turns into

one of your core values.

How have you been recognized?
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Value-based construction management

 Here are a few core values identified by CMAA under its Code of Professional

Ethics of the Construction Manager

to be applied by CMAA members in performance of their services.

Which ones do you embody?

What do values have to do with construction management?
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Value-based construction management

There aren’t one set of core values that can be applied equally

among all CMs.

We gravitate towards people with similar interests, have a lot in

common, and share the same values.

 As we apply our core values to our daily lives,

we most certainly apply those same values while on the job.

Let’s see an example!
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Value-based construction management

 A person with high integrity wouldn’t take on a job knowing it couldn’t be done in

the time specified

even if it meant they would lose the opportunity.

 A client will listen to a CM known to have high integrity.

This builds your reputation and therefore your competitive edge.

What does uniquely qualified mean when factoring in 

value-based construction management?
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Value-based construction management

 A CM who applies the SOP and has defined core values that benefit the client is

a uniquely qualified CM with high VQ.

1. High VQ CMs build teams, organizations and associations with

individuals who

I. Share the same values and

II. Implement the SOP

2. Furthermore, these same CMs accept work from organizations

with

i. Very same values

ii. Appreciation of the SOP.

Through association of people with shared values and practices 

our profession will strengthen.
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Value-based construction management

3 Source data for the Construction Management 
Association of America, Inc. (CMAA) Membership 
Survey is based on responses received
as of May 30, 2019.

What are these CM services?
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Construction management services

What are these construction management career options?
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Construction management career options

 Professional CMs don’t just work for construction management consulting firms

providing

1. At-Risk Construction Management (@ Risk CM) or

2. Agency Construction Management (Agency CM) services.

 There are a multitude of opportunities for CMs to work for
 Builders,
 Design firms,
 Real estate companies,
 Developers,
 Construction divisions of law firms, and
 Directly for either public or private owners of different sizes and a wide

array of sectors.

Let’s see what we mean…
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Construction management career options
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Construction management career options

Even when you think you know what type of
firm you want to work for when you graduate,
life happens and it’s best to be prepared for
the unexpected.

More importantly many of us become CMs
after first pursuing a different career path.
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Construction management career options

What are construction market sectors?
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Construction management market sectors

Which areas the CMs work more?
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Construction management market sectors

 Some CMs specialize in transportation and infrastructure projects,

while others may focus on vertical construction projects such as

hospitals, schools, universities, municipalities, cultural, corporate,

manufacturing, retail, themed entertainment, hospitality, high end or mixed

use residential.

Which majors and backgrounds the CMs come from the most?
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Construction management market sectors

 Based on such a wide range of service offerings and market sectors,

it’s not surprising that CMs come from varied backgrounds including

law, real estate, engineering, architecture, construction, and business.

 Evaluate your education and training to determine

1. What experiences you’ve already attained and

2. What experiences you’d still like to have to maximize your

value.
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Construction management market sectors

What are the Construction Management Education Pathways?
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Construction management education pathways

Which one could lead to Professional CM?
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Construction management education pathways
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CM career path

Where to start career path?
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CM consulting firms
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CM consulting firms
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CM consulting firms
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CM career path

Where is your entry point to CM profession?
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Entry point to CM profession

1. If you have technical expertise in cost or scheduling

 Perhaps you start off as a junior estimator or scheduler.

2. If you’re familiar with various design technology software,

 You could become an assistant to a building information modeler or virtual

design and construction engineer.

3. If you have internship experience,

 You could apply for a field engineer, junior inspector or contract

administrator position

for either a CM or a General Contractor (GC).

There are any number of early career options to consider.

Let’s see some of them…
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Entry point to CM profession

 Working on a construction site early in your career will

 Expose you to the realities of being out in the field and

 Need for clear and concise contract documents

 Oversight and inspection requirements.
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Entry point to CM profession

 You can start off working as an office or field engineer and

then work your way up the ranks to project engineer and project manager.

 Along the way be sure to learn about

 Estimating,

 Scheduling,

 Project controls, and

 Contract administration

including change and claims management
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Entry point to CM profession

Regardless of the type of firm you work for 

keep in mind, that while technical skills may open doors, 

soft skills will keep them open and ensure your success. 

Ask yourself the following questions as you search your path to achieve high VQ.
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Entry point to CM profession

Would you like to see the progression in CM consulting firms?
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Career progression agency construction management
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Career progression at-risk construction management



What?

(Part 3: What is Your Value?)
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Billable or chargeable

 It’s important for CMs to understand their basis of compensation.

 Keep in mind that opportunities and salaries vary by geographic region.

How geographic region affects?

If you’ve priced yourself out of the market 
you should review your VQ and evaluate 
what you can do to increase it.



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 
چیست و مدیر پروژه چه زمانی میتواند ارزش آفرین باشد؟) VQ(هوش ارزشی 

61

Geographic region

 If you reside in a region that’s growing and has a healthy and stable economy

you can optimize your value,

 if not, you may want to consider relocating if you have that option.

 If you’re seeking a job with a public owner, the salary ranges

are set and openly disclosed.

 If you’re filling a billable position with a firm do your

homework.

Let’s analyze some of them!
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Areas you work

1. Public agencies

2. Developers and corporations

3. Subject matter expert in a company

4. Outside consultant

5. Owner's in-house CM leader
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Public agencies

 Public agencies and non-profits are often controlled by boards that are influenced by

their constituents.

 Budgets are determined through legislation, elections, and/or private donations.

CM departments within these types of organizations have the least

control over the budget setting process.
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Developers and corporations

 Developers and corporations set budgets annually based on revenue projections

derived from an assessment of

1. Backlog (billing projections from existing contracts) and

2. Forecasted growth (weighted business development opportunities).

Publicly traded companies have external shareholders to answer to and

have little room for margin of error on their projections.
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Subject matter expert in a company

 What if you’re not planning to be fully billable and

 Are a subject matter expert, or

 Seeking a leadership role within a firm, or

 Working for a public organization or a private developer?
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Outside consultant

 As an outside consultant,

1. You must ensure success within your division by

i. Keeping the internal departments satisfied and

ii. Meeting external expectations

2. Repeat business with existing clients and

3. Bring in new clients to contribute to business revenue,

4. Oversee teams to manage the projects you bring in.
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Owner’s in-house CM leader

 As an owner’s in-house CM leader of a public or private organization,

1. You’ll be responsible to manage your internal team within budget limits

set annually,

by optimizing staff utilization.

2. You’ll also need to be able to manage the politics of

administrators and boards who determine the fate of your

department.
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VQ relation to career path

In any of these situations, do you have the requisite VQ to 

1. Represent yourself,  

2. People you lead? 

If you do, should you do it for yourself and start your own firm?
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Start your own firm

To be successful, 

1. Be realistic and give yourself enough time to network, develop relationships, 

2. Explore new opportunities before you transition into a less billable role. 

3. Continue to maintain a high percentage of billability until you can truly 

demonstrate your value.
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Start your own firm
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Start your own firm

It’s important to remember what motivates you most. 

1. Winning a project and moving on to the next win, or 

2. Working on a project and seeing it through to completion? Or 

3. Maybe it’s a combination of both. 

Either way you need to decide if you have what it takes to start a new firm.



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 
چیست و مدیر پروژه چه زمانی میتواند ارزش آفرین باشد؟) VQ(هوش ارزشی 

72

Start your own firm

If you’re going in partnership with others 

1. Be sure to get upfront agreement on positions to be filled and

percentage of work to fall under your responsibility.

2. Then, be sure to formalize the agreement through a

memorandum of understanding (MOU) or other formal

commitment between you and your partner to ensure shared

information is kept confidential.

Especially when circumstances change and the people you had an 

agreement with have selective memory or leave their firm.
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Conclusion

Whether your preference is to 

1. Own your own firm or

2. Elevate your position in a firm to a senior

scheduler, senior project manager, regional

cost leader, vice president, or managing

principal,

you need to choose a path that maximizes your 

value and is satisfying enough to keep you 

1. Motivated,

2. Positive and

3. Challenged.



سپاس از توجهتان

www.dralavipour.com
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