INTERVIEW PACK AND SCORECARD
Construction Project Manager
Commercial Construction
	Candidate
	
	Date
	

	Interviewer
	
	Stage
	

	Requisition
	
	Location
	


WHAT THIS SEAT IS
Owns the project commercially: buyout, subcontracts, submittals, budget, change orders, billing, and the owner and architect relationships. Shares the job with the superintendent, who owns the field.
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
	Hiring on project value rather than number of cycles. Buyouts and closeouts are where the skill lives, and they are counted per job.


TECHNICAL QUESTIONS (16)
	Q1
	How do you and your superintendent divide the job?

	Strong
	Draws a clear line and then says where it blurs. The superintendent owns the field: sequence, manpower, safety, quality, what happens today. The project manager owns the contract, the money, the subs' agreements, submittals, changes and the owner relationship. Both own the schedule, and they agree how it gets updated and by whom. Says they talk daily and never contradict each other in front of a sub. The answer to listen for is who wins a disagreement and how.

	Then
	Tell me about a disagreement with a superintendent. How did it get settled?

	Said
	


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



	Q2
	The architect is slow on RFIs and the schedule is suffering. What do you do?

	Strong
	Shows the record rather than complaining: an RFI log with dates asked, dates needed and dates answered, and what each open item is holding. Writes the RFI with a proposed solution so the answer can be a yes rather than a design exercise. Escalates in a scheduled way - a log in the owner meeting, then a letter citing the contractual response period - and prices the impact as it accrues rather than presenting a surprise at the end. Resequences in the meantime.

	Then
	What does your contract say about response time, and have you ever invoked it?

	Said
	


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



	Q3
	Walk me through how you build and defend a change order.

	Strong
	Starts from the contract documents and shows what was and was not included, rather than arguing fairness. Prices labour, material, equipment, subcontract and time separately, with the schedule impact stated even when it is zero, and backs it with the field record: daily reports, photographs, the RFI or directive that caused it. Gives notice within the contractual window, which is where most entitlement is lost. Expects to negotiate and knows which lines they will hold.

	Then
	Which line in a change order do you always get pushed on, and how do you hold it?

	Said
	


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



	Q4
	How do you build a schedule of values that does not put you underwater by month three?

	Strong
	Loads the early activities honestly but completely - mobilisation, bonds, insurance, submittals, layout, general conditions spread across the real duration rather than back-loaded - and separates stored material so it can be billed when it arrives. Breaks the work into enough lines to bill partial progress without arguing, and ties the lines to how progress will actually be measured. Says what they do when the owner's representative rejects front-loading, because they usually will.

	Then
	What did your last job's cash position look like at month three, and why?

	Said
	


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



	Q5
	How do you keep work from being performed before the change is approved?

	Strong
	Treats a verbal direction as a notice event: writes it up the same day, states that it is extra, and asks for written authorisation or a not-to-exceed before proceeding. Has a mechanism for the genuine emergency - proceed on a time-and-material basis with daily tickets signed in the field - and uses it rather than refusing to work. Tells the superintendent and the foremen what they are not allowed to absorb, because unapproved work is almost always done at crew level in good faith.

	Then
	How much unapproved work was performed on your last job, and how did it end up?

	Said
	


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



	Q6
	How do you forecast cost to complete, and how often do you redo it?

	Strong
	Monthly at minimum, and honestly: committed costs, actual costs to date, remaining quantities at realistic production rather than at bid production, pending changes split into likely and unlikely, and the contingency stated rather than hidden. Reports a bad forecast early, because the project manager who discovers an overrun in month nine had the information in month four. Names what they look at to know a rate is slipping before the cost report shows it.

	Then
	When did you last report a loss, and how early did you see it coming?

	Said
	


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



	Q7
	The owner wants scope added but no more time. What do you do?

	Strong
	Prices the scope and prices the acceleration separately, so the owner is choosing with the real numbers in front of them rather than being told no. Shows what the added work does to the critical path, offers the options - overtime, added crews, resequencing, partial turnover - with a cost and a risk against each, and says plainly which ones will not actually work. Does not agree to absorb it to keep the relationship, and does not refuse on principle.

	Then
	Tell me about a time you took on added scope without more time. How did it finish?

	Said
	


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



	Q8
	How do you decide to self-perform a scope rather than sub it out?

	Strong
	Decides on capability and risk rather than on the apparent margin: whether they have the crew and the supervision free, whether the scope is on the critical path, how much is in the detail they would be taking on, and what happens if the crew is pulled to another job. Compares the real cost including supervision, insurance and warranty against a subcontract that transfers risk. Says when self-performing has gone wrong for them, which is usually when the crew was borrowed.

	Then
	What have you self-performed that you should have subcontracted?

	Said
	


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



	Q9
	How do you assemble a buyout plan after award?

	Strong
	Starts from the estimate, scope by scope, with the long-lead and critical-path packages bought first rather than the easy ones. Writes scope sheets so the subcontract matches what was estimated and the gaps between trades are assigned to somebody on purpose. Tracks the buyout against the estimate line by line so savings and overruns are visible early. Builds the closeout and schedule requirements into each subcontract at this point, not later.

	Then
	Which package do you buy first, and why that one?

	Said
	


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



	Q10
	What is your approach to a subcontractor default?

	Strong
	Treats termination as the last step of a documented sequence rather than a reaction: notice of the deficiency, a cure period, a record of manpower and progress, and a parallel conversation with the surety if the sub is bonded. Prices completion by others before pulling the trigger, because the replacement is usually dearer and slower. Protects the schedule by having a replacement identified first. Knows what their own contract requires them to do, and knows a wrongful termination is expensive.

	Then
	Have you terminated a sub? Walk me through the notices you issued first.

	Said
	


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



	Q11
	How do you handle a design change that affects three trades?

	Strong
	Gets the three trades' pricing and, more importantly, their sequence impact before responding, and coordinates them rather than passing the change through to each. Checks the change against the installed work and the submitted and ordered material, because the cost is often in what has already been bought. Presents one coordinated change with one schedule impact rather than three arriving separately over a month. Runs a coordination meeting on it before anybody prices it.

	Then
	Tell me about a change where the material already ordered was the real cost.

	Said
	


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



	Q12
	What does your monthly owner report contain?

	Strong
	Progress against the baseline with the critical path named, the current forecast completion, open RFIs and submittals with ages, changes approved, pending and in dispute, safety and quality metrics, photographs, and a plain statement of the two or three things that could move the end date. Reports problems in the month they appear rather than the month they become unavoidable. Writes it so an owner who reads only the first page knows where the job stands.

	Then
	What was the last bad news you put in a monthly report, and how did the owner react?

	Said
	


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



	Q13
	How do you manage submittals so the long-lead items do not slip?

	Strong
	Builds the submittal log from the specification at award, identifies the long-lead items first and gives them their own dates working backwards from the installation need, and tracks review time as a schedule activity rather than an administrative one. Chases the design team on the date they said they needed it. Knows which equipment on their type of job is always the problem and treats it as a risk from day one. Releases for fabrication only when the review is actually clean.

	Then
	Which long-lead item has burned you, and how early do you order it now?

	Said
	


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



	Q14
	What is your approach to claims and the documentation that supports them?

	Strong
	Builds the record as the job runs rather than assembling it afterwards: contemporaneous daily reports, schedule updates that show the impact as it happened, notice letters sent within the contractual window, and costs coded to the event rather than to the job. Separates entitlement from quantum and can argue each. Prefers to settle changes as they occur and keeps claims as the exception, because a claim means the relationship has already failed.

	Then
	What is the one document that decided your last claim?

	Said
	


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



	Q15
	How do you decide to accelerate rather than take the delay?

	Strong
	Compares the cost of acceleration against the cost of the delay, including liquidated damages, extended general conditions, the subs' extended overheads and the cost of the crews they would need to add. Establishes who owns the delay first, because accelerating through somebody else's delay without reserving rights gives the entitlement away. Says what they put in writing before mobilising the extra crews, and when acceleration has simply not worked.

	Then
	When has acceleration cost you more than the delay would have?

	Said
	


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



	Q16
	How do you run a closeout so final payment is not held for months?

	Strong
	Collects the closeout documents as each sub finishes rather than after they have demobilised, with the requirements written into the subcontracts at buyout and retention held against them. Runs punch, commissioning and documents as three parallel tracks with named owners and dates. Walks the job with the owner's representative before the official walk so the list is short. Says which document is always last and what they do differently to get it early.

	Then
	How long after substantial completion did final payment land on your last job?

	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

	Describes the PM-superintendent split clearly, and respects it
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Change-order and documentation discipline described without prompting
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Can state budget performance and what moved it
	
	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

	OSHA 30 construction
	Preferred
	Training provider card and DOL card number
	[    ]

	State contractor license or qualifying individual status
	Where the state requires it
	State licensing board lookup
	[    ]

	Credential such as LEED AP, DBIA or CCM
	Preferred
	Issuing body certification registry
	[    ]

	First Aid and CPR
	Preferred
	Training provider card, refreshed every two years
	[    ]

	Valid driver's license
	Required
	Motor vehicle record run through the company insurer
	[    ]


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.
