INTERVIEW PACK AND SCORECARD
HVAC Project Manager (Commercial)
HVAC & Mechanical
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WHAT THIS SEAT IS
Owns commercial mechanical projects from buyout through closeout: submittals, procurement with long-lead equipment, subcontractor coordination, change orders, schedule and the job's gross margin. On design-build work the role also carries the engineering relationship.
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 size alone. A manager who ran one $20M job may have run one schedule; a manager who ran twelve $2M jobs has run twelve buyouts and twelve closeouts.


TECHNICAL QUESTIONS (16)
	Q1
	Your chiller slipped twelve weeks. Walk me through what you do first.

	Strong
	Confirms the new date in writing from the manufacturer rather than a verbal from a rep, then works out what it actually blocks: startup, commissioning, temporary cooling, certificate of occupancy. Notifies the general contractor the same day with the impact and the options, prices temporary cooling or a rental if the date is immovable, and starts the time extension conversation before the float is gone. The wrong answer is waiting to see if it recovers.

	Then
	Who do you tell first, and what do you put in writing that same day?

	Said
	


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



	Q2
	How do you price and present a change order the general contractor will not want?

	Strong
	Prices it the same way they price anything - labour, material, equipment, subcontract, time - and shows the working rather than a lump sum. Presents it early, ties it to the specific drawing revision, RFI or field condition that caused it, and separates the cost from the schedule impact so each can be argued on its own merits. Does not bury it or trade it away for goodwill.

	Then
	What do you do when they tell you to proceed and sort the paperwork later?

	Said
	


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



	Q3
	At buyout, what do you check before you accept the estimate as your budget?

	Strong
	Walks the estimate against the actual contract documents rather than assuming they match: scope gaps, exclusions that did not survive negotiation, allowances, quantities that look thin, labour rates and hours against who will really be on it, and equipment pricing that has aged. Flags what they will not hit before it becomes their number.

	Then
	What have you found at buyout that the estimator missed, and what did you do about it?

	Said
	


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



	Q4
	How do you sequence long-lead equipment against a general contractor schedule that keeps moving?

	Strong
	Releases long-lead items against the dates that will not move rather than the ones that will, keeps a live lead-time list rather than one from buyout, and protects the submittal and approval time at the front because that is where the weeks are usually lost. Asks for storage and delivery access early, and says what they will do about equipment arriving before the building can take it.

	Then
	What do you do with a chiller that arrives eight weeks before there is a pad for it?

	Said
	


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



	Q5
	What does your submittal process look like, and where does it usually go wrong?

	Strong
	A submittal log with dates against both sides, packages sent complete rather than drip-fed, and review time tracked as a schedule activity. Names the real failure honestly: it goes wrong in approval turnaround and in resubmittals caused by incomplete first submissions, and both are partly within their control.

	Then
	How many days of review do you assume, and what happens when it takes three times that?

	Said
	


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



	Q6
	How do you track labour against budget during the job rather than after it?

	Strong
	Earned value or units installed against hours burned, reported weekly, by cost code rather than in total, with the foreman involved in the number rather than told about it. Says plainly that a monthly report is an autopsy, and that the point is to find the slip while there is still job left to recover it in.

	Then
	What is the earliest point you have spotted a labour overrun, and how?

	Said
	


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



	Q7
	A subcontractor is behind and blaming your equipment delivery. How do you resolve that?

	Strong
	Gets to the facts first - delivery dates, site records, what was actually available when - rather than arguing. If the delivery was late, owns it and replans. If it was not, shows the record calmly and moves to recovery rather than blame. Either way the conversation ends with a plan and a date, not a position.

	Then
	What records would you need to have been keeping all along for that conversation to go well?

	Said
	


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



	Q8
	What do you hand the service department at closeout, and why does it matter?

	Strong
	As-builts that reflect the field, O and M manuals, startup and commissioning records with real readings, warranty start dates and terms, controls documentation and logins, equipment tags and serials, and a walk-through with whoever will service it. Says why: the service department inherits every shortcut, and the first callback is where a project reputation actually gets decided.

	Then
	When does the service team first see the job?

	Said
	


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



	Q9
	How do you build a schedule of values on a mechanical scope?

	Strong
	Breaks it so that it bills in step with the work actually done, with equipment, labour and startup separated. Front-loads legitimately where procurement costs land early and can defend each line. Keeps enough value in closeout that there is something left to finish for, and knows the owner will test exactly that.

	Then
	How much value do you leave in closeout, and why that much?

	Said
	


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



	Q10
	The mechanical drawings conflict with structural. What is your process?

	Strong
	Documents the conflict with references to both drawings, raises an RFI rather than resolving it in the field, and stops work in the affected area rather than building something that has to come out. Checks whether coordination drawings or a model should already have caught it, and chases the answer rather than filing the RFI and waiting.

	Then
	What do you do while you are waiting for the answer?

	Said
	


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



	Q11
	A start-up fails on the day the owner is watching. What do you do?

	Strong
	Deals with the room before the equipment: says plainly what happened, what is being done, and when they will have an answer, rather than narrating troubleshooting in front of an audience. Gets the owner out of the plant room, works the problem properly, and comes back with a cause and a date. Does not guess out loud and does not blame another trade in front of the client.

	Then
	What do you say to the owner in the first sixty seconds?

	Said
	


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



	Q12
	The controls contractor is not ready for your start-up. How do you handle it?

	Strong
	Saw it coming, because readiness was tracked rather than assumed. Where possible, starts what can be started standalone and documents what could not be proved without controls. Puts the delay and its cost in writing to the general contractor the same day, and resists being pushed into a start-up that will have to be repeated.

	Then
	What can you legitimately prove without the controls contractor, and what cannot be?

	Said
	


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



	Q13
	How do you manage retainage and closeout on a mechanical job?

	Strong
	Starts closeout during the job rather than after it, keeps a live punch and documentation list, and submits closeout packages as they complete rather than in one pile. Knows which documents hold the retainage and chases those first. Treats retainage as money already earned that is being held, and works it weekly.

	Then
	What is the single document that holds up retainage most often?

	Said
	


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



	Q14
	How do you decide whether to self-perform or sub out sheet metal?

	Strong
	Capacity and current backlog, the margin they actually make self-performing rather than the one they assume, the risk of carrying the labour through a gap, schedule control, and the quality they can hold. Says what would change their answer, rather than treating it as a matter of principle.

	Then
	What would make you sub out a scope you normally self-perform?

	Said
	


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



	Q15
	What is your approach to a commissioning agent who keeps adding scope?

	Strong
	Separates what the specification genuinely requires from what the agent would prefer, in writing and against the document. Builds a working relationship rather than a trench, because a commissioning agent on side finds problems earlier and cheaper. Prices the genuine additions as change rather than absorbing them quietly.

	Then
	Where is the line between the specification and a preference?

	Said
	


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



	Q16
	How do you track and report cost to complete?

	Strong
	Committed costs, actual costs, and a genuine estimate of what remains rather than budget minus spent, updated monthly at minimum and more often on a job in trouble. Reports a forecast that moves when the job moves, and will show a bad number early. Says the point of the exercise is the decision it enables, not the report.

	Then
	Tell me about a time your forecast got worse, and when you said so.

	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

	Can state the margin they carried and what moved it, not just project values
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Long-lead equipment procurement described as a scheduling problem they planned around
	
	1 [ ]  2 [ ]  3 [ ]  4 [ ]

	Change-order discipline - documentation habits described without prompting
	
	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 mechanical or HVAC license
	Where the state requires it
	State licensing board lookup
	[    ]

	EPA Section 608 Universal
	Preferred
	Certifying organization card
	[    ]

	Project management credential such as PMP or CM-Lean
	Preferred
	Issuing body certification registry
	[    ]

	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.
