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Hire AEC PMs Better
Understanding Essential 

Traits for AEC PMs During 
the Hiring Process
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Selecting the right project managers for AEC organizations is critical but 

challenging. What if there was a way to streamline your process by 

pinpointing the exact traits that make AEC Project Managers successful? 

With the AEC PM Job Success Factors (JSF) tool developed by EMI and 

Talent Matters, you can. 

This powerful tool leverages proven research to help you identify, 

evaluate, and select project managers with the essential traits 

necessary for success in the AEC industry. Join EMI and Talent Matters 

team members as they walk you through how the AEC PM JSF tool can 

transform your selection process, making it more effective and reliable.

Description

2



4/22/25

2

Engineering Management Institute

Session Outline (1 Hour Total)

1. Introduction (5 minutes)

2. The Challenge of Hiring AEC Project Managers 

(10 minutes)

3. Proven Research & Methodology (10 minutes)

4. Essential Traits of Successful AEC Project 

Managers (20 minutes)

5. Applying the Traits in the Hiring Process (10 

minutes)

6. Q&A Session (5 minutes)

7. Closing Remarks & Resources (5 minutes)
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1. Introduction

• Brief overview of the importance of selecting the 
right AEC Project Managers.

• Introduction of EMI and Talent Matters 
collaboration.

• Explanation of the research-based approach.

• What participants will learn: How the JSF tool 
helps you identify, evaluate, and select for 
essential AEC PM traits.
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2. The Challenge of Selecting AEC 
Project Managers

• Common pain points in the 
selection process.

• The evolving demands and 
expectations of AEC project 
management.

• The consequences of poor 
selection decisions.

• Why traditional selection 
methods may fall short.
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3. Proven Research & Methodology

• Overview of the research 
conducted.

• Sources of data 
(e.g., surveys, interviews, case 
studies).

• Validation process of traits 
identified.

• How the research applies to the 
selection process.

• Introduction to how the JSF tool 
was built based on this research.
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ENJOYMENT
PERFORMANCE

THEORY
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CERTAINOPEN & REFLECTIVE

SELF-ACCEPTANCE

SELF-IMPROVEMENT

FRANK

DIPLOMATIC

ASSERTIVE

HELPFUL

ANALYTICAL

INTUITIVE

SELF-MOTIVATED

STRESS MANAGEMENT

PERSISTENT

EXPERIMENTING

ORGANIZED

FLEXIBLE

RISKING

ANALYZES PITFALLS

ENFORCING

WARMTH & EMPATHY

AUTHORITATIVE

COLLABORATIVE

OPTIMISTIC

FLEXIBLE

INFLUENCING

MANAGES STRESS WELL

OUTGOING

PLANNING

PRECISE

RELAXED

TAKES INITIATIVE

SYSTEMATIC

TEMPO

TOLERANCE OF STRUCTURE

W ANTS AUTONOMY

W ANTS CAPABLE LEADER

WANTS CHALLENGE

W ANTS DIPLOMACY

W ANTS FRANKNESS

W ANTS HIGH PAY

WANTS TO LEAD

W ANTS STABLE CAREER

COMFORT WITH CONFLICT

ENLISTS COOPERATION

ENTHUSIASTIC

CAUSE MOTIVATED
COACHING 

TRANQUIL INERTIA 

PROLIFIC QUALITY 

COMPASSIONATE ENFORCING 

P O I S E D  A C H I E V E M E N T  

E V A S I V E  

S T R E S S E D  P E S S I M I S M  

P E R M I S S I V E  

C A U S E  M O T I V A T E D  

BLUNT 

FORTHRIGHT DIPLOMACY 

PRECISE BUT SLOW 
ENTHUSIASTIC 

COMFORT WITH CONFLICT 

DOGMATIC 

CAUTIOUS INATTENTION 

HARSH 

FORCEFUL ENFORCING 

NON-FINISHING 

INVENTIVE 
TRUTH EXPLORING 

RIGIDLY METICULOUS 

BLINDLY OPTIMISTIC 

UNRESOURCEFUL 

D O M I N A T I N G  

AVOIDS DECISIONS 

DISINTERESTED IN DECISIONS 

MINDFUL COURAGE REALISTIC OPTIMISM 

SCATTERED 

CAUTIOUS 

SPORTS 

ANIMALS 

PUBLIC CONTACT 

PRESSURE TOLERANCE 

RECEIVES CORRECTION 

HEALTHY SELF-ESTEEM 

JUDGMENT (STRATEGIC) 

INTERPERSONAL SKILLS 

PAY MINUS MOTIVATION 

HANDLES AUTONOMY 

ENLISTS COOPERATION 

STRESSED UNDERACHIEVEMENT 

NEEDS AVOIDANCE 

UNCERTAIN DISINTEREST 

NARROWLY UNAMBITIOUS

RIGIDLY DISORGANIZED 

SLOW AND IMPRECISE 

AVOIDS COMMUNICATION 

COOL PERMISSIVENESS 

PROBLEM SOLVING 

AUTHORITARIAN 

FLEXIBLE ORGANIZING 

PEOPLE ORIENTED 

MANUFACTURING 

FOOD 

BIOLOGY 

PHYSICAL SCIENCE 

WRITING / LANGUAGE 
PROVIDES DIRECTION 

MUTUAL HELP 

INCONCLUSIVE 

SELF-SACRIFICING 

COMPUTER HARDWARE 

NON-LOGICAL 

REBELLIOUS AUTONOMY 

COMPUTER SOFTWARE 

PLANTS 

LEGAL MATTERS 

EFFECTIVE ENFORCING 

HANDLES CONFLICT 

LASER LOGICAL 
SELF-CRITICAL 

PSYCHOLOGY 

SELLING 

ELECTRONICS 

FINANCE / BUSINESS 

HEALTH / MEDICINE 

STRESSED ACHIEVEMENT 

MEDICAL SCIENCE 

AUTHORITATIVE COLLABORATION 

ORGANIZATIONAL COMPATIBILITY 

CARELESS PESSIMISM 

IMPULSIVE 

LOGICAL INTUITION 

DOESN'T NEED STRUCTURE 

FAST BUT IMPRECISE 

REPETITION 

ENTERTAINMENT 

COMPUTERS 

SCIENCE 

MANUAL WORK 

PHYSICAL WORK MECHANICAL 

PUBLIC SPEAKING 

CLERICAL 

STANDING 

NOISE 

ARTISTIC 

TEACHING 

DRIVING 

RESEARCH / LEARNING 

WANTS DEVELOPMENT 

AMBITIOUS BENEVOLENCE 

WANTS ADVANCEMENT 

175 
Behaviors 

& 
Tendencies
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ANALYTICAL

AUTHORITATIVE COLLABORATION

PERSISTENT

PRECISE

PROBLEM SOLVING

PROVIDES DIRECTION

SELF-MOTIVATED

SYSTEMATIC

TEACHING

WANTS ADVANCEMENT

WANTS TO LEAD
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Will the 
person perform?

Can the 
person perform?ELIGIBILITY

SUITABILITY
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Traits To Avoid

Desirable Traits

Essential Traits

defined by

defined by

YOUR 
Eligibility 
Factors

ELIGIBILITY

SUITABILITY
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Suitability Trait Categories

12

Connecting behaviors to success and satisfaction

Traits most important to the role—the 
stronger the more positive impact on job 
success.

“Threshold” traits. Less than a moderate 
amount can hinder performance.

Negative traits that can derail effective 
performance.

Traits To Avoid

Desirable Traits

Essential Traits
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Essential 
Traits

Desirable 
Traits

Traits To 
Avoid

TOP PERFORMERS

AVERAGE & TOP PERFORMERS

LOW PERFORMERS

Traits Common To:

Traits To Avoid

Desirable Traits

Essential Traits

Connecting behaviors to 
PM PERFORMANCE
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ELIGIBILITY

SUITABILITY
~20%

YOUR
INTERVIEW

SUITABILITY 
SCORE

~30%
HARRISON

SUITABILITY SCORE

TTA

DTET

~50%

YOUR 
DETERMINATION 
OF CANDIDATE 
ELIGIBILITY

=OVERALL 
JOB FIT+

Traits To Avoid

Desirable Traits

Essential Traits
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THE RESEARCH 
PROCESS
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STEP 1: Select Research Participants à à à CRITICAL SUCCESS FACTOR

Top Performers Average Performers Low Performers

The research group contained 79 PM’s across 6 AEC 
organizations with at least 1 year of experience and  about 30% 

top, 40% average and 30% low performers.

RATING Project managers
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STEP 2: Assemble and Educate Raters on Rating Criteria

RATING Project managers
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STEP 3: Rate PM performance 

RATING Project managers
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Avoid Rating Pitfalls

• Central Tendency 
• Leniency Effect 
• Recency Effect
• Halo Effect 
• Similarity Effect

ASK:  Is my rating what I think/feel or what I have observed?
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4. Essential Traits of Successful 
AEC Project Managers

• Breakdown of essential traits 

• Explanation of each trait and 
why it matters in selection.

• Real-life examples and case 
studies.

• How the JSF tool helps evaluate 
these traits in candidates.
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Analysis
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Analysis
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FINAL RESULT - PM Job 
SUCCESS FACTORS

Traits To AvoidDesirable TraitsEssential Traits

Analytical
Authoritative Collaboration

Persistent
Precise

Problem Solving
Provides Direction

Self-Motivated
Systematic
Teaching

Wants Advancement
Wants To Lead

Analyzes Pitfalls
Finance / business

Organized
Wants Opinions Valued

Certain
Effective Enforcing

Forthright Diplomacy
Optimistic
Planning

Prolific Quality
Self-Improvement

Stress Management
Negotiating

Pressure Tolerance
Tempo

Handles Autonomy
Tolerance Of Structure

Repetition

Avoids Decisions
Fast But Imprecise

Scattered
Slow And Imprecise
Careless Pessimism

Disinterested in Decisions
Blunt

Defensive
Evasive

Inconclusive
Non-Finishing

Permissive
Precise But Slow

Cautious Inattention
Self-Sacrificing
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FRANK

DIPLOMATIC

MUTUAL
HELP

102

10

2

Forthright
Diplomacy

Blunt

Evasive
Avoids
Communication

FR
A

N
K

DIPLOMATIC

COMMUNICATION

FORTHRIGHT
DIPLOMACY

Evasive

PARADOX
THEORY
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5. Applying the Traits in 
the Selection Process

• Tools and techniques provided 
by the JSF tool to identify traits 
during interviews.

• Evaluation frameworks and 
assessment methods built into 
the JSF tool.

• Tailoring job descriptions and 
interview questions using the 
JSF tool to target essential 
traits.

• Incorporating traits assessment 
into selection decisions with 
the JSF tool.
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SHOW REPORT
EXAMPLE
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ELIGIBILITY

SUITABILITY
~20%

YOUR
INTERVIEW

SUITABILITY 
SCORE

~30%
HARRISON

SUITABILITY SCORE

TTA

DTET

~50%

YOUR 
DETERMINATION 
OF CANDIDATE 
ELIGIBILITY

=OVERALL 
JOB FIT+

Traits To Avoid

Desirable Traits

Essential Traits
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Selection Dashboard
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HARRISON ASSESSMENT REPORTS TO CONSIDER
PRE-SELECTION AND ONBOARDING

START
DATEPRE-SELECTION

90
DAYS

6
MOS

9
MOS

1
YR

Reports for 
Manager

Reports for
Employee

How to 
Manage 

Develop & 
Retain

Engagement 
and Employee 
Expectations

Career 
Development

Your Greatest 
Strengths

Behavioral 
Success 
Analysis

Behavioral 
Success 
Analysis

Trait 
Development 

Guide

Paradox 
Mastery

Paradox 
Mastery

Trait 
Development 

Guide

Remote Work
(if applicable)

Remote Work
(if applicable)

Engagement 
and Employee 
Expectations 

(with 
refreshed 
fulfillment 

survey)

Engagement 
and Employee 
Expectations

Job Success 
Analysis

Interview Guide

How to Attract 
this Candidate

Quantitative 
Critical Thinking

Other:
Paradox Mastery

Engagement and 
Employee 

Expectations

Take HA 
Questionnaire
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Validity of Job Success Formulas

Face Validity
Face validity refers to what the test appears to measure. Face validity refers to assessment 
questions that are work-related and report results that appear to relate to the requirements of the 
specific job. 

Test-Retest 
Test-retest is a method to determine the reliability of tests. It is determined by testing a group of 
people and then retesting them after a period of time to determine the consistency of the results. 

Construct Validity
Construct validity examines the question: Are the assessment method and results consistent 
with the related theory or concept the assessment intends to measure?

Criterion Validity 
Criterion validity is generally considered to be the most important aspect of validity for 
employment assessments. It indicates the degree to which a set 
of scores from test results relate to and accurately predict job performance. 
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Compliance

Complies with EEOC regulations

Complies with ISO 10667

Complies applicable OFCCP regulations

Positioned to comply with your data protection and privacy 
policies, such as EU GDPR Data Protection Law
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7. Closing Remarks & Resources
• Recap of key takeaways.

• How to get in touch to learn more about JSF tool
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6. Q&A Session
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More information
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