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WHAT THIS SEAT IS
Runs the painting crew on a commercial job: scheduling against the other trades, manpower loading, material ordering, protection of finished work, quality walks, and the punch list that painting almost always inherits from everyone else.
HOW TO USE THIS
Ask the questions as written. They are technical rather than behavioural because a commercial trades hire fails on what the person can do, not on how they describe themselves, and because a question about a real piece of equipment cannot be answered from an interview-prep article.
Score against what a strong answer contains, which is printed under every question, rather than against how fluently the candidate speaks. That line is the difference between a scorecard and a feeling. Where a follow-up is given, ask it: it is chosen to separate someone who has done the work from someone who has read about it.
Write what the candidate actually said in the Said box, not your impression of it. You will be comparing notes with someone who was not in the room, and an impression does not survive that conversation.
RATING SCALE
	
	What it means

	1
	No evidence in the interview

	2
	Some evidence, not enough for the seat

	3
	Clear evidence, meets the seat

	4
	Strong evidence, beyond the seat


THE MISTAKE THIS SEAT INVITES
	Promoting the best painter. The foreman job is sequencing against other trades and defending finished work, which is coordination rather than craft.


TECHNICAL QUESTIONS (16)
	Q1
	The general contractor compresses your schedule by two weeks. What changes?

	Strong
	Works out what is actually on the critical path for finishes rather than adding people everywhere, and says what the compression costs - a second shift, more crew, spray instead of roll where containment allows, or a sequence change. Puts the price and the risk in writing before mobilising, and says plainly what cannot be bought back, because paint has cure times that no amount of labour shortens. Does not agree in the meeting and work it out later.

	Then
	What part of a paint schedule cannot be compressed at any price?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q2
	How do you protect finished walls when flooring and casework follow you?

	Strong
	Agrees the sequence and the protection with the general contractor before the first wall is finished, and gets who-damages-who-pays settled in writing rather than at the end. Finishes to a point, lets the other trades in, and keeps the final coat or the touch-up for after them where that makes sense. Photographs the condition at handover. Prices the touch-up as a line rather than discovering it as a loss.

	Then
	Do you hold the final coat until after flooring, and when does that not work?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q3
	How do you work a punch list of three hundred items across four floors?

	Strong
	Sorts it by location rather than working down the list, so a crew does a floor in one pass with one set of material and one set of masking. Splits the genuine defects from the damage caused by other trades and tracks the second set separately so it can be charged. Assigns crews by area with a named owner, closes items as they go in a system both sides can see, and re-walks rather than taking a tick as done.

	Then
	How do you keep other trades' damage from becoming your punch list?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q4
	How do you phase a building so you are not blocking other trades?

	Strong
	Builds the phasing with the other finish trades rather than announcing it: where they need to be in front, where behind, and which spaces have to be closed for spray. Takes areas in a size that can be finished and released rather than opening a whole floor. Keeps a float area so a delay somewhere else does not stand the crew down. Publishes it and updates it weekly in the coordination meeting.

	Then
	Which trade do you most often have to get out of your way, and how?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q5
	What does your daily production target look like, and how do you track it?

	Strong
	Has a number per crew per day in the units the estimate used - square feet of wall, doors and frames, linear feet of trim - and checks actuals against it daily rather than at the end of the week. Knows which areas run below rate and why. Uses the gap to decide whether to add people, change method, or raise it as a change. Can quote their own rates rather than talking about working hard.

	Then
	What is your crew's daily rate on open wall, and on a heavily detailed space?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q6
	How do you handle a crew member whose cut lines are not acceptable?

	Strong
	Shows them what good looks like on the wall rather than describing it, works out whether it is technique, the brush, the lighting or rushing, and watches them do it again. Moves them to work that suits them in the meantime rather than letting a floor get finished badly. Says there is a point where it is not trainable and what they do then. Catches it in the first days rather than at punch.

	Then
	How quickly do you know whether a new painter can cut?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q7
	How do you set up a floor so one crew can work behind another without re-masking?

	Strong
	Sequences so masking is put down once and serves every operation that follows - ceilings, walls, trim, doors - rather than each crew protecting for itself. Agrees the order of operations with the crews and keeps it the same floor to floor so nobody has to think about it. Knows masking and protection is often a quarter of the labour, and that re-masking is the most common hidden overrun on a finishes job.

	Then
	What share of your labour goes on masking, and how do you cut it?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q8
	How do you manage material on a job with multiple colours and sheens?

	Strong
	Keeps a colour schedule by room and surface that matches the drawings, labels and stores by colour, and orders in batches big enough to avoid a visible batch change within a continuous surface. Boxes material where batches must be mixed. Controls who opens what, because the expensive mistake is a crew rolling the wrong sheen on a floor of corridors. Keeps the attic stock labelled for the owner.

	Then
	How do you stop the wrong sheen going on a wall?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q9
	How do you estimate labour for a floor so the crew is not idle?

	Strong
	Estimates from measured quantities and their own production rates rather than a feel for the floor, allows for the detail - doors, frames, soffits, bulkheads - that eats the hours, and checks access and whether other trades will actually be out. Sizes the crew to the work available rather than to who is on the books. Has a second scope ready for the day the area is not released.

	Then
	What do you do with a crew when the floor is not ready?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q10
	What is your approach to safety on lifts and scaffold for a painting crew?

	Strong
	Treats the equipment as part of the plan rather than an afterthought: the right lift for the reach and the floor, trained and documented operators, harnesses where required and actually worn, and the ground conditions and overhead checked. Knows the specific risks of their trade at height - overreaching for a cut line, carrying material up, solvent and ventilation on a lift in a closed space. Stops work for the ones that are not fixable on the spot.

	Then
	What do your painters most often try to do that you stop?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q11
	How do you handle spray in a space with other trades present?

	Strong
	Usually does not. Gets the space to themselves by scheduling or by containment, because overspray on another trade's work is a bill and a relationship. Where it has to be shared, containment is sealed and agreed with the other foremen, the HVAC is dealt with, and the boundary is physical rather than a request. Rolls instead where containment is not practical and prices the slower method rather than gambling.

	Then
	Who pays when overspray lands on another trade's work?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q12
	What is your process for colour approval and mock-ups?

	Strong
	Gets the mock-up up early, on the actual substrate, at the actual size, in the room's own lighting, and gets it signed rather than nodded at. Knows a colour chip and a wall are different things and says so before painting a floor. Keeps the approved mock-up intact as the reference for the rest of the job. Treats a late colour change as a change order rather than a favour.

	Then
	How big does a mock-up have to be before a client can judge it?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q13
	How do you manage waste, disposal and site cleanliness?

	Strong
	Has a plan rather than a bin: washout contained and not into a drain, solvents and rags stored and disposed of as the regulations require, lids on, empty containers collected, and the area left clean at the end of each shift. Knows rags with certain coatings are a fire risk and how they are stored. Says a clean painting area is also how you avoid the dust and debris that ruin a finish.

	Then
	Where does your wash water go?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q14
	How do you handle a crew member damaging adjacent finishes?

	Strong
	Reports it the same day rather than hoping, gets it repaired properly by whoever owns that finish, and makes sure the crew know reporting is safe or the next one gets hidden. Looks at whether the protection was adequate rather than only at the person. Keeps a record, because the general contractor will attribute every mark on the job to the painters otherwise.

	Then
	How do you make sure your crew tells you rather than hides it?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q15
	What do you do when the general contractor will not give you a clean space to finish in?

	Strong
	Raises it early and in writing with what it is costing - re-masking, re-cleaning, touch-up, standing time - rather than absorbing it and complaining at the end. Offers a workable alternative: a sequence change, a phased release, or finishing after the other trades with the cost of the delay priced. Documents the condition with photographs each time. Knows this is the single biggest source of loss on a finishes package.

	Then
	How do you document a space that was not ready for you?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



	Q16
	How do you judge a painter you have not worked with before?

	Strong
	Puts them on something visible but recoverable and watches: how they set up and protect, how they cut, whether they keep a wet edge, how they look after their tools and material, and whether they clean up. Asks what they have worked on and listens for whether they talk about prep. Decides quickly rather than carrying someone for a month, and is honest with them about why.

	Then
	What do you have a new painter do on day one?

	Said
	


	Score
	1   [  ]      2   [  ]      3   [  ]      4   [  ]



STRONG-CANDIDATE SIGNALS
Rate these from the whole conversation and the resume rather than from one answer.
	Signal
	Evidence
	Score

	Schedules painting around the trades that will damage it, rather than after them
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Can describe manpower loading on a job that compressed
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Owns the punch list without treating it as someone else's fault
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]


VERIFY BEFORE AN OFFER
Not after. A credential taken on trust at offer is the most expensive thing on this page.
	Credential
	Status
	Verify with
	Done

	Competent person training for scaffold, fall protection, or aerial lifts
	Required
	Training provider record kept in the company safety file
	[    ]

	Driver's license and acceptable MVR
	Required
	Annual MVR pull through the company's insurance carrier
	[    ]

	Respirator fit test and medical clearance
	Required
	Company safety file with the clinic's clearance and the annual fit test
	[    ]

	OSHA 30 construction
	Preferred
	Course completion card and the training provider's record
	[    ]

	First aid and CPR
	Preferred
	Red Cross or equivalent provider card on file
	[    ]

	State contractor license qualifier for painting
	Where the state requires it
	State licensing board online lookup
	[    ]


DECISION
	Total score
	          out of 76



	[    ]
	Hire. The evidence is on the page.

	[    ]
	Hire with reservations. Name them, and name what would close them in the first ninety days.

	[    ]
	Do not hire.



	Reason
	





	Interviewer
	Date
	Hiring manager
	Date

	
	
	
	


Two notes on reading the total. There is no pass mark here: where the line sits depends on the market you are hiring in and how long the seat has been open, and a threshold we invented would be worse than the judgement you already have. But a 1 on any question that matters for the seat is usually a no whatever the total says, because the total can hide it.
