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1) EXECUTIVE SUMMARY
The objective of this study was to identify the human 
dimensions (personality, emotional intelligence, and 
behavioral traits) of individuals who perform different 
job roles within SMACNA contractors. The study also 
investigated the distinctive human dimension traits of 
the top 10% of performers among Project Managers 
and Field Leaders.

Human Dimension Assessment
The study used a Human Dimensions (HD) 
Assessment comprised of three measures: 

 ■  HEXACO Personality Inventory: a measure 
of the “Big Six” personality traits. 

 ■  Emotional Intelligence Diagnostic: an 
assessment of individual capability to recognize 
and manage their own emotions and those  
of others. 

 ■  DISC Behavioral Assessment: a categorical 
measure of four behavior types and subscales 
related to communication styles & work-
orientation. 

These measures are described in greater detail in  
the report.

Participating Job Roles
A total of 182 participants from 10 companies 
across the country volunteered to complete the HD 
Assessment. The participants were from four job roles 
(described on page 2):

 ■ Project Managers (PMs)

 ■ Field Leaders (FLs)

 ■ Estimators (ESTs)

 ■ Detailers (VDCs)

Human Dimension Differences between 
the Job Roles
Results showed that the four job roles have several 
differences in human dimension traits, including:

 ■ FLs had higher Modesty than PMs

 ■  FLs had lower Openness to Experience  
than VDCs

 ■  FLs had higher Greed-Avoidance, lower 
Fairness, and lower Inquisitiveness than ESTs

 ■  PMs had higher Dependence, higher 
Sentimentality, and lower Creativity than 
VDCs

 ■ PMs had lower Prudence than ESTs

 ■  There were no statistically significant 
differences between VDCs and ESTs,  
which could be due to the lower number  
of participants in those roles. 

 The report discusses the above differences between 
each job role in detail. This information is helpful for 
contractors who  
are evaluating:

 ■  New-hire candidates: the candidate can be 
asked interview questions that explore their 
“fit” for the distinctive traits of the job role 
they are interviewing for. 

 ■  Current employees who are transitioning 
between roles (moving from FL to PM, for 
example): the employee can better understand 
their “match” or “fit” for the new job role and 
can be coached to develop the strengths that 
will be most helpful in performing the new role.

Human Dimensions of Top-Performing 
PMs and FLs
The study also identified the absolute top-performers 
among the PMs and FLs who participated in the study. 
This was accomplished by collecting performance 
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assessments from each participant’s supervisor. For 
example, each participant was rated based on their 
technical and communication skills, their ability to 
change and adapt, and other job performance metrics. 

The top 10% of performers in PM and FL job roles 
were compared vs. the other participants in that job 
role. Several distinctive traits were discovered for the 
top-performers in each job role:

 ■  Top-Performing Project Managers: compared 
to the other participating PMs, the top 10% 
of performers in the PM role tended to be 
less extraverted and more reserved in their 
communication style. They also tended to 
have lower fearfulness (greater resiliency and 
boldness), lower flexibility (prefer to address 
disagreements head-on when in the best 
interest of the project), lower creativity (PMs 
are problem-solvers who will stick to “tried-
and-true solutions when available), and higher 
gentleness (willing to allow people to grow and 
improve). 

 ■  Top-Performing Field Leaders: compared 
to the other participating FLs, the top 10% 
of performers in the FL role tended to have 
lower modesty (more keenly aware of their 
elevated responsibly on the project team), 
lower forgiveness (able to remember past 
mistakes that others have made), lower 
creativity (tendency to stick with tried-and-true 
solutions), higher fearfulness (more focused on 
avoiding risks that could result in failed project 
objectives), and higher self-awareness (ability 
to understand how their own emotions and the 
emotions of others can impact performance).

Conclusion and Take-Aways
These results are intended to help contractors hire, 
develop, and maintain talent in their workforce, which 
are increasingly challenging issues in the current 
environment with a workforce in transition. 

 ■  Hiring New Personnel: increased probability 
of finding employees who are the right “fit” 

for the job role and have the potential to 
develop into top-performers. Contractors can 
use interview questions that are designed to 
investigate the human dimension traits that are 
most important for the job role. This is helpful 
because these traits can be hard to evaluate “ 
on paper” such as in a traditional resume.  
A number of possible interview questions are 
suggested in Section 6 of the report.

 ■  Internal Promotion Decisions: assess 
employee likelihood of success when 
transitioning between job roles. Also help 
employees to be aware of the different skills 
that are needed in their new role to help them 
be more successful. 

 ■  Internal Talent Development: help employees 
grow and achieve their maximum potential by 
developing the skills that are most associated 
with top performance in their job roles. Help 
employees who may not naturally have those 
strengths by providing coaching and awareness. 
Mentorship and performance evaluations can 
focus on developing the skills that are most 
needed in the employee’s job role. Several 
suggestions are provided in the report. 

2) DATA COLLECTION
Invitations to participate in the study were provided 
to SMACNA members. A total of 182 participants 
were included in the study (88 FLs, 42 PMs, 25 ESTs, 
and 27 VDCs). Each participant completed a detailed 
Human Dimension Assessment and had their direct 
supervisor submit a Performance Assessment to assess 
the participant’s skillset and job performance. 

Table 1: Number of Participants by Job Role

Job Role Participants
Project Managers (PMs) 42
Field Leaders (FLs) 88
Estimators (ESTs) 25
Detailers (VDCs) 27
TOTAL 182
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Descriptions of the four job roles are:

Project Managers (PMs)
Responsible for the contract administration  
and performance of awarded projects as well as 
marketing (in many cases) the company’s services.

Field Leaders (FLs)
Drives field outcomes in labor production, 
quality control, and resource management to 
consistently deliver strong results in areas where 
he/she has control. Works closely with the PM to 
ensure timely delivery of tools, information, and 
material to support production. Note: the FL role 
included volunteers that typically had one of the 
following job titles: foreman, general foreman, 
superintendent, field executive, or a similar job title. 

Estimators (ESTs)
Responsible for the coordination of the 
mechanical, HVAC, and sheet metal bid process 
by leading the preparation and assembly of major 
estimate items. 

Detailers (VDCs)
Responsible for the layout of HVAC and 
mechanical items (ductwork, piping, plumbing, 
equipment, controls, etc.) and custom sheet  
metal items by creating a constructible model. 
Includes information to allow the model to be  
used so that field installation and shop production 
may be completed in the most cost-effective 
manner possible.

It is noted that all data collection took place 
during Fall 2020, in the midst of the COVID-19 
pandemic, which may have impacted the number 
of responses. 

3) RESEARCH OBJECTIVES
The study had two research objectives:

Objective #1: Human Dimension 
Differences between Job Roles
The first research objective was to identify differences 
in HD scores between each of the four job roles of 
SMACNA participants. Understanding the differences 
between roles is helpful in scenarios when an employee 
is transitioning between roles or being promoted to 
another role. It is also helpful when interviewing new 
candidates who may be qualified “on paper” because 
the company might be more likely to find the best “fit” 
candidate based on the needs of the job role.

The first research objective was accomplished by 
reviewing the results of the human dimensions 
assessment for all participants in each job role. 
The results for each job role were analyzed to find 
statistically significant differences. Section 4 of the 
report describes the human dimensions assessment 
in greater detail. Section 5 of the report describes the 
differences in each combination of job roles (FL vs. 
PM, FL vs. VDC, FL vs. EST, PM vs. VDC, PM 
vs. EST, and EST vs. VDC). Several take-aways are 
recommended based upon the specific differences 
found between the roles. 

Objective #2: Human Dimensions of Top-
Performing PMs and FLs
The second research objective was to identify the unique 
Human Dimensions of Top-Performers in the PM 
and FL job roles. The top-performers were determined 
based on performance assessments as follows:

 ■  For the FLs, the top 10% of performers out of 
the 88 total FLs who participated in the study 
were identified as top-performing FLs. 

 ■  For the PMs, the top 10% of performers out of 
the total 42 total PMs who participated in the 
study were identified as top-performing PMs. 
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The HD results of the top 10% of performers were 
compared with the remaining PMs and FLs to find 
any distinguishing characteristics of top-performers. 
These differences help to identify high-potential 
employees and reveals the skills common to the 
most successful PMs & FLs. The results, while only 
exploratory, suggest that Top-Performing PMs and FLs 
have distinctive HD characteristics when compared to 
others within the same job role. These differences are 
summarized in Section 5. 

4) ASSESSMENTS USED IN THE 
STUDY

Human Dimensions Assessment
Participants completed a human dimensions (HD) 
assessment with three questionnaires:

HEXACO Personality Inventory

A widely-used assessment that contains 60 questions 
to measure the “Big 6” personality domains. Each 
domain contains four sub-domains which give 
more specific personality-descriptors. The domains, 
sub-domains, and personality-descriptors are 
summarized below:

 ■  Honesty-Humility (H): contains the 
sub-domains of Sincerity, Fairness, Greed 
Avoidance, and Modesty. Typical personality-
descriptors include sincere, honest, faithful, 
loyal, modest/unassuming versus sly, deceitful, 
greedy, pretentious, hypocritical, boastful, 
pompous.

 ■  Emotionality (E): contains the sub-domains 
of Fearfulness, Anxiety, Dependence, and 
Sentimentality. Personality-descriptors include 
emotional, oversensitive, sentimental, fearful, 
anxious, vulnerable versus brave, tough, 
independent, self-assured, stable.

 ■  Extraversion (X): contains the sub-domains of 
Social Self-Esteem, Social Boldness, Sociability, 
and Liveliness. Personality-descriptors include 

outgoing, lively, extraverted, sociable, talkative, 
cheerful, active versus shy, passive, withdrawn, 
introverted, quiet, reserved.

 ■  Agreeableness (A): contains the sub-domains 
of Forgivingness, Gentleness, Flexibility, and 
Patience. Personality-descriptors include 
patient, tolerant, peaceful, mild, agreeable, 
lenient, gentle versus ill-tempered, quarrelsome, 
stubborn, choleric.

 ■  Conscientiousness (C): contains the 
sub-domains of Organization, Diligence, 
Perfectionism, and Prudence. Personality 
descriptors include organized, disciplined, 
diligent, careful, thorough, precise versus 
sloppy, negligent, reckless, lazy, irresponsible, 
absent-minded.

 ■  Openness (O): contains the sub-domains 
of Aesthetic Appreciation, Inquisitiveness, 
Creativity, and Unconventionality. Personality-
descriptors include intellectual, creative, 
unconventional, innovative, ironic versus 
shallow, unimaginative, conventional.

See Appendix A for fully detailed definitions of each 
domain and sub-domain. 

Important note for HEXACO scores: higher 
scores are not necessarily better. Each domain is 
simply a spectrum or range of personality traits and 
the high vs. low side of each domain is completely 
arbitrary. Therefore, readers of this report should 
not assume that higher scores are “better” nor that 
lower scores are “worse.” 

Emotional Intelligence Diagnostic:

An assessment of the participant’s capability to 
recognize and manage their own emotions and the 
emotions of others. The 28-question diagnostic 
provides an Emotional Intelligence Quotient (EQ) 
measured on a scale of 1 to 100, where EQ is a 
compilation of four skills:

 ■  Self-Awareness: the ability to understand your 
emotions as they happen.
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 ■  Self-Management: the ability to control your 
emotional reactions.

 ■  Social Awareness: the ability to understand the 
emotions of other people (even if you do not 
share the same feelings)

 ■  Social Management: the ability to use 
emotional awareness to create more successful 
interactions. 

See Appendix B for an explanation of how to 
interpret the 1-100 scores. 

Q-DISC 101 Behavioral Assessment: 

Contains 24-question in each of the following  
four groups: 

 ■  Dominance (D): associated with control, 
power, and assertiveness. Actions are focused 
on accomplishing results. Individuals with 
high D scores are perceived as demanding, 
determined, and pioneering.

 ■  Influence (I): associated with social interaction 
skills and communication. Actions are focused 
on building relationships and persuading others. 
Individuals with high I scores are perceived as 
convincing, magnetic, and optimistic.

 ■  Steadiness (S): associated with patience, 
resilience, and thoughtfulness. Actions are 
focused on compliance and cooperation. 
Individuals with high S scores are perceived as 
calm, stable, and unemotional.

 ■  Compliance/Conscientious (C): associated 
with structure and organization. Individuals 
with high C scores are perceived as cautious, 
precise, and tactful.

The four behavior types in DISC are determined 
by two sub-scales of:

 ■  Work Orientation: rated on a scale from 
people- vs. task-oriented

 ■  Communication Style: rated on a scale from 
outgoing to reserved.

See Appendix C for full definitions and a graphic of 
the DISC quadrants.

Performance Assessments
Performance assessments were collected for every 
participant for the purpose of identifying the top-
performing personnel among the data sample. The 
performance assessments were in the form of a 
questionnaire that was completed by each participant’s 
direct supervisor. 

The performance assessments included the following 
categories:

Technical Skills

This performance category consisted of up to 10 
questions related to specific technical skills. The 
questions were tailored for each job role (PM, 
FL, EST, VDC). For example, FL technical skills 
included items such as abilities in job site layout, 
safety, scheduling, and means & methods, and 
more; whereas VDC technical skills included 
items such as the ability to understand spatial 
interactions, use computer-based tools, and 
identify design errors and omissions. Each skill was 
rated on a 1-10 scale. 

Leadership and Communication Skills

Consisted of 8 questions designed to measure the 
participant’s ability to work with clients, designers, 
and other contractors. This category also rated 
their ability to mentor others, willingness to take 
accountability, and more. Each skill was rated on a 
1-10 scale. 
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Ability to Change and Adapt

This category consisted of a single question on a 
1-10 scale about the participant’s overall ability and 
willingness to adopt change. 

Job Performance 

A set of questions about the participant’s 
timeliness, quality of work, ability to contribute 
to profitability, and other general performance 
questions. Each job performance question was 
rated on a 1-10 scale. 

Additional Performance Assessments

Three additional performance assessments were 
collected for each participant. First, supervisors were 
asked to rate the participant’s overall performance 
relative to their peers via a percentile ranking (e.g. 
most participants were ranked in the top 10% of 
performers). Supervisors were asked if they would 
want to assign the participant to a high-profile 
project (a project their company would be known 
for). Finally, supervisors were asked whether the 
participant was among the absolute “cream of the 
crop top performers in their experience. 

5) RESULTS

Performance Assessments for Each  
Job Role
Performance Assessments were collected for every 
participant. The assessments were completed by the 
direct supervisor for each participant. Table 2 shows 
the average performance assessments of all participants 
by job role. The “Assessment Scale” column refers to 
the following assessments:

 ■  A scale of 1-10 was used for the skills in the 
Technical, Leadership & Communication, 
Ability to Change & Adapt, and Job 
Performance categories. The scale was  
defined as:

	■  Scores of 9 to 10 referred to top 
performers based on the supervisor’s 
experience. 

	■  Scores of 5 referred to performers who 
were roughly average in their role. 

	■  Scores of 1 to 2 referred to the lowest 
performances in the supervisor’s experience.

 ■  A percentile assessment scale was used for each 
participant’s overall performance in relation to 
their peers. 

 ■  A scale of 1-10 was used to rate how 
comfortable the company would be in 
assigning the participant to a high-profile 
project. The scale ranged from 10 = Definitely 
Yes, 8= Probably Yes; 5 = Maybe; 3 = Probably 
Not to 1 = Definitely Not.

 ■  The “%” scale referred to the percent of times 
the participant was rated as being absolutely 
in the “cream of the crop” top-performers for 
their role. 
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Table 2: Average Performance Assessment of Participants by Job Role

Performance Category Assessment 
Scale

Average Performance Assessment
PMs FL VDC EST

Number of Individuals in the Sample # 42 88 27 25
Technical Skills 1-10 8.0 8.4 8.3 8.3
Leadership & Communication Skills 1-10 7.7 8.5 7.8 7.9
Ability to Change & Adapt 1-10 8.1 8.5 8.5 8.8
Job Performance 1-10 8.1 8.9 8.8 8.4
Percentile vs. all peers Percentile Top 10% Top 10% Top 10% Top 10%
Would put on a high-profile project 1-10 8.6 9.2 9.0 9.6
Is absolutely “cream of the crop” % 76% 80% 75% 85%

Table 2 shows that the participants had very strong 
performance assessments in all 4 job roles.

 ■  In the 1-10 scales, the average performance 
assessments ranged from 7.7 to 8.9 out of 10. 
These results indicate that the participants had 
skillsets that were substantially above average. 

 ■  The average participant was rated as being in 
the top 10% of performers for their job role.

 ■  89% of participants were rated between  
“Yes” and “Definitely Yes” regarding whether 
their supervisors would assign them to a high-
profile project. 

 ■  75 to 85% of the participants were rated as 
being absolutely “cream of the crop” for their 
job role.

Human Dimension Assessment Results
There are several highlights to note among the HD 
Assessment results.

HEXACO Personality Inventory

Results of the HEXACO Personality Inventory 
shows that all 4 job roles among SMACNA 
participants were:

 ■  Above average for Honesty-Humility (H)  
and Conscientiousness (C). In fact, all 4 job 
roles were nearly in the top 20% of scores  
when compared the general population 
(e.g. the population at-large including non-
construction roles).

 ■  Below average for Emotionality (E). In fact, 
all four job roles were nearly in the bottom 
20% of scores when compared with the general 
population. In other words, we can generally 
expect lower Emotionality across all four job 
roles that participated in this study.

 ■  Roughly average for Extraversion (X), 
Agreeableness (A), and Openness (O). 
However, PMs and FLs were slightly lower 
in Openness compared with the general 
population. The positive implications of lower 
Openness scores will be explored in the next 
section of the report.

Emotional Intelligence Diagnostic

Emotional intelligence in the range of 70-79 
should be interpreted as “could become a strength 
with some improvement” whereas scores of 80-
89 are considered to be “a strength to build on.” 
Since all scores were in the 70-79 range, SMACNA 
professionals can be considered as having a 
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balanced emotional intelligence. The closest score 
to being considered an outright strength was for 
Self-Management specifically in the EST role (score 
of 78). 

Q-DISC 101 Behavioral Assessment: 

PM and FL roles have a balanced preference for 
task-oriented vs. people-oriented work as well as 
reserved vs. open styles of communication. EST 
and VDC roles have a balanced preference for task-
oriented vs. people-oriented work and tend to lean 
toward a more reserved style of communication. 

Human Dimension Differences between 
Job Roles
The first research objective was to identify differences 
in HD scores between each of the four job roles of 
SMACNA participants. 

Evaluating differences of personality traits with 
different job roles provides useful information when 
employees transition from one role to another. 

For example: consider a field leader moving into 
to a detailer position (e.g. perhaps in a situation 
where the company is moving an individual with 
valuable tradecraft knowledge and first-hand field 
experience into their BIM/VDC/Detailer group). 
If major HD differences exist between the FL and 
VDC roles, then taking an HD assessment can 
help identify traits that should be considered when 
employees transition between these roles. Some 
FLs may have HD traits that are “good fits” for 
VDC role; in these cases, there might be a greater 
probability of a successful transition. In other 
cases, FLs may not be as good of a “fit” for a VDC 
position and so guidance on specific areas they can 
work on would be helpful. 

The main HD differences between the roles are 
summarized below:

 ■  For the Emotional Intelligence Diagnostic, there 
were no differences between the roles at the 

overall emotional quotient level nor within any 
of the sub-skills. 

 ■  For the Q-DISC 101 Behavioral Assessment, 
there were no differences between the roles for 
communication style nor work orientation. 

 ■  For the HEXACO Personality Inventory, there 
were several differences between the four job 
roles at the domain-level (e.g. H, E, X, A, C, 
O scores) as well at the sub-domains. These 
differences are described below. 

Specific differences between combinations of the 
four job roles are described in detail below:

Field Leaders (FLs) vs. Project Managers 
(PMs)

There was only one difference between FLs and 
PMs in a single area of the Honesty-Humility 
domain:

 ■  On average, FLs had Higher Modesty (+11%) 
than PMs, which means FLs tend to not 
consider themselves as superior to others nor as 
being entitled to privileges that others do not 
have. Instead, they see themselves as ordinary 
members of the team to a greater extent than 
PMs. Conversely, PMs tend to recognize their 
role in overseeing the project’s well-being.

Take-Away: Although there were minimal HD 
differences, companies should monitor instances 
where a FL transitions to the PM role and ensure 
the individual is willing to take on the different 
perspective and responsibilities of the position.

Field Leaders (FLs) vs. Detailers (VDCs)

There were three differences between FLs and 
VDCs, all of which were in the same domain:

 ■  On average, FLs tended to have Lower Openness 
to Experience (–9%) than VDCs, including 
Lower Unconventionality (which corresponds 
with FLs having a tendency to stick with “tried-
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and-true” ideas and avoid unconventional, 
radical, or unusual ideas to a greater extent 
than VDCs) and Lower Aesthetic Appreciation 
(which means FLs tend to see beauty in 
simplicity and typically prefer simple solutions 
over complex ones).

Take-Away: If a FL is transitioning to a VDC 
role, they should be encouraged to use their field 
expertise to think “outside-the-box” in their new 
role more than they might be accustomed to. 
For example, FLs who are great problem-solvers 
are likely candidates to successfully build on this 
strength when transitioning to a VDC role. It 
should be noted that at least one company who 
participated in this study also tests for visual-spacial 
skills when moving individuals from the field into 
a BIM/VDC/Detailer role. The purpose of this test 
is to understand the individual’s ability to “see” in 
3-dimensions and work in model space. 

Field Leaders (FLs) vs. Estimators (ESTs)

There were three differences between these roles 
and in different sub-domains:

 ■  On average, FLs had Higher Greed-Avoidance 
(+10%) than ESTs, which means FLs tend 
to be relatively less motivated by social-status 
considerations. 

 ■  FLs had Lower Fairness (–7%) than ESTs, 
which means that ESTs are scrupulous about 
not bending the rules. 

 ■  FLs had Lower Inquisitiveness (–12%) than 
ESTs, which means FLs are focused on getting 
work done quickly and have less curiosity 
about stopping to uncover why things are the 
way they are. 

Take-Away: The opposing differences in Greed-
Avoidance and Fairness seem to balance out, 
especially given that both are part of the Honesty-
Humility (H) domain. The lower Inquisitiveness 
of FLs seems reasonable given their role of leading 
production in the field. 

Project Managers (PMs) vs. Detailers (VDCs)

There were three differences between PMs and 
VDCs. Two of these differences were in the 
Emotionality (E) domain and the third was in  
the Openness to Experience (O) domain:

 ■  On average, PMs had Higher Dependence 
(+29%) than VDCs, which corresponds 
with a strong ability to identify difficulties or 
challenges and share that information with 
others who can provide useful feedback and 
collaboration. 

 ■  PMs had Higher Sentimentality (+15%) than 
VDCs, which means that VDCs tend to rely 
less on emotional intuition and personal 
relationships when making business decisions. 

 ■  PMs had Lower Creativity (–14%) than VDCs, 
which corresponds with a greater tendency to 
stick to what works as the “tried-and-true” is 
their preferred way forward. PMs of course still 
have problem-solving skills but typically will 
not rock the boat by trying to solve problems 
in a new, different, or experimental way.

Take-Away: PMs who have shown creativity, 
innovativeness, and an ability to “think outside-
the-box” may be more successful candidates to 
transition to a VDC role. Conversely, VDCs  
who show strong relationship-building skills may 
have a greater likelihood of success in moving to a 
PM role.

Project Managers (PMs) vs. Estimators (ESTs)

There was only one difference in a sub area of the 
Conscientiousness (C) domain:

 ■  On average, PMs had Lower Prudence (–7%) 
than ESTs. This means that ESTs are less likely 
to act on impulse and tend to be cautious 
and carefully consider their options. PMs, 
conversely, are better equipped to act on a “gut-
feeling” without needing to pause to analyze 
the possible consequences. 
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Take-Away: PMs who transition into a full-time 
EST role may be more successful if they have a 
history of being cautious, non-impulsive, and 
highly measured in their actions when compared 
with their peers. ESTs who move to a PM role may 
be encouraged to act decisively and prudently in 
the best interest of the project given the number 
of stakeholders who may be awaiting their input. 
Yet overall, it is not surprising to see minimal 
differences between PMs and ESTs given that PMs 
often have substantial estimating responsibility 
(such as providing input on bids or when handling 
change orders, for example). 

Detailers (VDCs) vs. Estimators (ESTs)

There were no differences among the 37 human 
dimensions characteristics that were used in this 
study. This could be due to the relatively smaller 
sample sizes collected for VDCs (27 participants) 
and ESTs (25 participants). Gaining additional 
participation in the future may reveal differences 
between these roles.

Human Dimensions of Top-Performing 
PMs and FLs
The second research objective was to identify the 
unique Human Dimensions of Top-Performers in the 
PM and FL job roles. 

Distinct Human Dimensions of Top-
Performing PMs

The following attributes and personality 
characteristics were distinguished between top-
performing PMs (the top 10% of all participants) 
and other PMs.

Top-Performing PMs have lower scores in:

 ■  Extraversion (–20% vs. other PMs) 
including the three sub-dimensions of 
Sociability (–25%), Liveliness (–31%);  
and Social Boldness (–22%) 
Lower scores in these areas correspond with 
individuals who are less driven by a need 

for social interaction and tend to be more 
quiet, serious, and introspective. They tend 
to prioritize tangible things over relationships 
and are analytical and matter-of-fact in their 
interactions. When they do interact and 
communicate, they are thoughtful and  
sincere. However, this isn’t to say that less-
extraverted individuals necessarily avoid social 
interaction. Top-Performing PMs can become 
comfortable with a small group of close co-
workers, particularly when mutual trust is 
earned over time

 ■  Fearfulness (–21% vs. other PMs) 
Top-Performing PMs may be bolder and less 
sensitive to failure (e.g. more resilient)

 ■  Flexibility (–15% vs. other PMs) 
More willing to stand up against another 
person’s unreasonable suggestions. Less 
tendency to compromise and accommodate 
for the purposes of avoiding arguments (prefer 
to address disagreements head-on when in the 
best interest of the project).

 ■  Creativity (–18% vs. other PMs) 
Tendency to stick to what works because the 
“tried-and-true” is their preferred way forward; 
avoids the pursuit of new solutions to problems 
unless absolutely necessary (less experimental).

Top-Performing PMs have higher scores in:

 ■  A more Reserved Communication Style 
(3-times more reserved than other PMs) 
This means that top-performing PMs  
are more reserved (as opposed to assertive)  
in their communication style. Top-Performing 
PMs prefer to consider things carefully  
and thoroughly before speaking or making  
a decision.

 ■  Gentleness (+19% vs. other PMs) 
Top-performing PMs tend not to dwell on  
past mistakes of others (do not hold past 
mistakes against employees). Instead, they 
focus on moving forward to get the project 
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done and are more willing to allow people to 
grow and improve.

Distinct Human Dimensions of Top-
Performing FLs

The following attributes and personality 
characteristics were distinguished between top-
performing FLs (the top 10% of participants) 
and other FLs.

Top-Performing FLs have lower scores in:

 ■  Honesty-Humility (–6% vs. other FLs)  
and specifically the sub-dimension of 
Modesty (–6%) 
Top-Performing FLs may have a greater sense 
of special status among the project team. This 
may manifest as feelings of having elevated 
responsibility and decision-making authority 
on the team that must be exercised for the 
good of the project.

 ■  Forgiveness (–9% vs. other FLs) 
Top-Performing FLs tend to remember past 
mistakes that others have made and will keep 
those in mind when planning future tasks.

 ■  Creativity (–11% vs. other FLs) 
Tendency to stick to what works because  
the “tried-and-true” is their preferred way 
forward; avoids the pursuit of new solutions 
to problems unless absolutely necessary (less 
experimental). This trait is also common to 
PMs across the board.

Top-Performing FLs have higher scores in:

 ■  Fearfulness (+14% vs. other FLs) 
More sensitive to failure in their tasks (e.g. 
focused on avoiding risks that could hinder the 
project from delivering the required outcome).

 ■  Self-Awareness (+8% vs. other FLs) 
Greater ability to understand their own 
emotions and how these emotions impact  
their performance as well as the performance  
of others.

6) SUMMARY
In today’s hyper-competitive environment, it is critical 
for contractors to attract, develop, and maintain talent 
in their workforce. Results from this study suggest 
several applications for Hiring & Recruitment as well 
as broader Talent Development efforts. 

Differences in Human Dimension 
Characteristics between Job Roles
There were differences in HD characteristics between 
all job roles (except EST vs. VDC, which may be 
due to the smaller sample sizes in these two roles). 
Understanding the differences between roles is helpful 
in scenarios when an employee is transitioning between 
roles or being promoted to another role. It is also 
helpful when interviewing new candidates who may 
be qualified “on paper” because the company might be 
more likely to find the best “fit” candidate based on the 
needs of the job role.

Differences in Human Dimensions for 
Top-Performing Project Managers
There were several distinctive characteristics of Top-
Performing PMs. Compared with others, the Top-
Performing PMs tended to be less extraverted and 
more reserved in their communication style. Top-
Performing PMs also had lower fearfulness (greater 
resiliency and boldness), lower flexibility (prefer to 
address disagreements head-on when in the best 
interest of the project), and lower creativity (PMs 
are problem-solvers who will stick to “tried-and-true 
solutions when available). Finally, Top-Performing 
PMs are more gentle (willing to allow people to grow 
and improve). 

Differences in Human Dimensions for 
Top-Performing Field Leaders 
There were also several distinctive characteristics of 
Top-Performing FLs. Compared with others, the 
Top-Performing FLs tended to have lower modesty 
(more keenly aware of their elevated responsibly on the 
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project team), lower forgiveness (able to remember past 
mistakes that other have made), and lower creativity 
(tendency to stick with tried-and-true solutions). 
Top-Performing FLs had higher fearfulness (more 
focused on avoiding risks that could result in failed 
project objectives) and higher self-awareness (ability to 
understand how their own emotions and the emotions 
of others can impact performance). 

7) RECOMMENDATIONS OF HOW 
SMACNA CONTRACTORS CAN USE 
THESE RESULTS
There are several applications for how SMACNA 
contractors can use these results – even if they do not 
use human dimensions assessments in their operations.

Applications for Hiring and Recruitment
There are several ways that companies can immediately 
apply these results in their hiring and recruitment 
activities. For example, the results show the common 
HD characteristics of above-average performing 
employees in the four job roles of PMs, FLs, ESTs, 
and VDCs. The study also identified the distinctive 
characteristics of the top 10% of performers in the PM 
and FL roles. Contractors can use this information 
in their hiring and recruiting processes to evaluate 
candidates against the “best-in-class” or top-performer 
characteristics shown in this study. These characteristics 
are difficult to assess in candidate resumes and other 
traditional job application materials. However, these 
characteristics can certainly be evaluated in an interview 
process to “tease out” the high-performing traits.

For example, here are suggested interview questions to 
evaluate whether a candidate is prone to the distinct 
characteristics of Top-Performing PMs. All companies 
can use these questions as situational interview 
techniques. 

  Lower Fearfulness: describe a time where you  
had to act boldly, quickly, or decisively. How 
did you know that you had to act decisively? 
What were the results? 

   Lower Flexibility: tell us about a scenario 
where you had to address a disagreement head-
on because it was in the best interest of the 
job/customer/project/etc. 

   Lower Creativity: have you ever been faced 
with a choice between using a tried-and-true 
solution vs. trying a new/innovative approach? 
How did you approach this?

  Higher Gentleness: give us an example of a 
time when you allowed a colleague to make a 
mistake to help them grow and improve. 

Here are suggested interview questions to ask 
candidates related to the distinct characteristics  
of Top-Performing FLs:

  Lower Modesty: give an example of when you 
were on a team but were solely responsible for 
part of the effort/project. How did you ensure 
you stayed on top of that responsibility and 
communicate it to your team members?

  Lower Forgiveness: describe a time when you 
remembered a previous mistake and used this 
information to avoid negative consequences in 
a subsequent project.

  Higher Fearfulness: have you ever faced 
pressure to act quickly/boldly/decisively but 
knew that you needed to take more time to 
consider options? How did you approach  
this situation?

  Higher Self-Awareness: share a time when 
you felt that the vibe/mood was “off” 
and negatively impacting the workplace 
environment. What tipped you off? How  
did you all work through it?
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Applications for Talent Development
The results of this study can also be used for a variety 
of talent development purposes, such as:

 ■  Performance Evaluations: companies can 
incorporate top-performing characteristics 
into the performance evaluations that may 
be reviewed with employees. Supervisors 
can coach their employees to reflect on the 
interview questions that were suggested above. 
In this case, the purpose would be to help build 
awareness of top-performing characteristics 
and how these characteristics can be applied 
to the day-to-day situations that happen on a 
project (rather than to filter our potential job 
candidates).

 ■  Mentoring: formal and informal mentoring 
processes can also leverage the questions 
suggested above. Pairings of mentors & 
mentees can discuss the characteristics and 
reflect on situations where the characteristics 
can be applied in real-world situations. 

 ■  Job Transitions: employees who must 
transition between job roles can be supported 
to help them capitalize on strengths and be 
mindful of weaknesses within the context of a 
new role.

 ■  Advancement on the “Career Ladder”: 
Employees who are interested in transitioning 
to a new role can begin proactively building 
their skills to become top-performers in the 
new role. 

	■  Identifying “High-Potential” Employees: 
contractors can identify early career 
professionals who show the characteristics 
of a top-performer in their job role. These 
high-potential employees can be groomed 
to help them advance professionally and 
realize their full potential.

	■  Improved Communication & 
Collaboration Skills: employees in 
a certain job role can review the HD 
results of this study to understand their 
differences from the typical HD results for 
the other roles. Better understanding of 
the different HD characteristics can help 
improve communication and collaboration 
among the different job roles. For 
example, the VDC role may recognize 
that FLs tend to have a lower Openness 
to Experience; therefore, VDCs should 
take care to explain any new, innovative, 
or abnormal approaches that are being 
recommended for a project and also relate 
to previous experiences that show the 
method is “tried-and-true” from other 
projects the company has delivered. 

Final Thoughts
When using these results, contractors should also 
consider their unique company culture along with 
different responsibilities they might include in the 
different job roles. For example, some contractors 
might engage their PMs more heavily in sales and 
business development, whereas other contractors  
might promote a much higher level of PM-engagement 
in the management of field labor productivity. In each 
of those cases, the model of successful traits may be 
different depending on the responsibilities that are 
prioritized in the job role.
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APPENDIX A – HEXACO PERSONALITY INVENTORY SCALE DESCRIPTIONS

Major Domains within HEXACO

Domain-Level 
Scales

Domain-Level Description

Honesty/ 
Humility

Persons with very high scores on the Honesty-Humility scale avoid manipulating others for 
personal gain, feel little temptation to break rules, are uninterested in lavish wealth and luxuries, 
and feel no special entitlement to elevated social status.

Conversely, persons with very low scores on this scale will flatter others to get what they want, are 
inclined to break rules for personal profit, are motivated by material gain, and feel a strong sense 
of self-importance.

Emotionality

Persons with very high scores on the Emotionality scale experience fear of physical dangers, 
experience anxiety in response to life’s stresses, feel a need for emotional support from others, and 
feel empathy and sentimental attachments with others. 

Conversely, persons with very low scores on this scale are not deterred by the prospect of physical 
harm, feel little worry even in stressful situations, have little need to share their concerns with 
others, and feel emotionally detached from others.

Extraversion

Persons with very high scores on the Extraversion scale feel positively about themselves, feel 
confident when leading or addressing groups of people, enjoy social gatherings and interactions, 
and experience positive feelings of enthusiasm and energy.

Conversely, persons with very low scores on this scale consider themselves unpopular, feel 
awkward when they are the center of social attention, are indifferent to social activities, and feel 
less lively and optimistic than others do.

Agreeableness

Persons with very high scores on the Agreeableness scale forgive the wrongs that they suffered, are 
lenient in judging others, are willing to compromise and cooperate with others, and can easily 
control their temper. 

Conversely, persons with very low scores on this scale hold grudges against those who have 
harmed them, are rather critical of others’ shortcomings, are stubborn in defending their point of 
view, and feel anger readily in response to mistreatment.

Conscientiousness

Persons with very high scores on the Conscientiousness scale organize their time and their 
physical surroundings, work in a disciplined way toward their goals, strive for accuracy and 
perfection in their tasks, and deliberate carefully when making decisions.

Conversely, persons with very low scores on this scale tend to be unconcerned with orderly 
surroundings or schedules, avoid difficult tasks or challenging goals, are satisfied with work that 
contains some errors, and make decisions on impulse or with little reflection.

Openness to 
Experience

Persons with very high scores on the Openness to Experience scale become absorbed in the beauty 
of art and nature, are inquisitive about various domains of knowledge, use their imagination freely 
in everyday life, and take an interest in unusual ideas or people. 

Conversely, persons with very low scores on this scale are rather unimpressed by most works of 
art, feel little intellectual curiosity, avoid creative pursuits, and feel little attraction toward ideas 
that may seem radical or unconventional.
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Sub-Domains Within HEXACO

Domain Facet Assessment

Honesty/Humility

Sincerity Tendency to be genuine in interpersonal relations
Fairness Tendency to avoid fraud and corruption
Greed avoidance Tendency to be uninterested in possessing lavish wealth, luxury 

goods, and signs of high social status
Modesty Tendency to be modest and unassuming

Emotionality

Fearfulness Tendency to experience fear
Anxiety Tendency to worry in a variety of contexts
Dependence One’s need for emotional support from others
Sentimentality Tendency to feel strong emotional bonds with others

Extraversion

Social Self-Esteem Tendency to have positive self-regard, particularly in social 
contexts

Social Boldness One’s comfort or confidence within a variety of social situations
Sociability Tendency to enjoy conversation, social interaction, and parties
Liveliness One’s typical enthusiasm and energy

Agreeableness

Forgiveness One’s willingness to feel trust and liking toward those who may 
have caused one harm

Gentleness Tendency to be mild and lenient in dealings with other people
Flexibility Assesses one’s willingness to compromise and cooperate  

with others
Patience Tendency to remain calm rather than to become angry

Conscientiousness

Organization Tendency to seek order, particularly in one’s physical 
surroundings

Diligence Tendency to work hard
Perfectionism Tendency to be thorough and concerned with details
Prudence Tendency to deliberate carefully and to inhibit impulses

Openness to 
Experience

Aesthetic Appreciation One’s enjoyment of beauty in art and nature
Inquisitiveness Tendency to seek information about, and experience with,  

the natural and human world
Creativity One’s preference for innovation and experiment
Unconventionality Tendency to accept the unusual
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APPENDIX B – EMOTIONAL INTELLIGENCE SCALE DESCRIPTIONS

Definition of Emotional Intelligence Scales

Core EI Skills Domain-Level Description

Self-Awareness (SEA) Ability to accurately perceive your emotions in the moment and understand your 
tendencies across situations.

Self-Management (SM) Ability to use awareness of your emotions to stay flexible and direct your behavior 
positively.

Social-Awareness (SOA) Ability to accurately pick up on emotions in other people and understand what is 
really going on with them.

Relationship Management (RA) Ability to use awareness of your own emotions and those of others to manage 
interactions successfully.

Interpreting Emotional Intelligence Scores

Range Interpretation

90-100 A strength to capitalize on

80-89 A strength to build on

70-79 With some improvement, this could be a strength

60-69 Something to work towards

59 or below A goal to address
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APPENDIX C – QDISC-101 SCALE DESCRIPTIONS
The instrument provides a score for work orientation (task-oriented vs. people-oriented) and communication 
style (reserved communication vs. assertive communication) to assign a person into one of the four quadrants – 
Dominant, Inspiring, Supportive, and Cautious. Each person will display each of the four behaviors to some  
level, from low to high.

Core EI Skills Domain-Level Description
Dominant (D) Associated with control, power, and assertiveness. Actions are focused on accomplishing results. 

Individuals with high D scores are perceived as demanding, determined, and pioneering.

Inspiring (I) Associated with social interaction skills and communication. Actions are focused on building 
relationships and persuading others. Individuals with high I score are perceived as convincing, 
magnetic, and optimistic.

Supporting (S) Associated with patience, resilience, and thoughtfulness. Actions are focused on compliance and 
cooperation. Individuals with high S scores are perceived as calm, stable, and unemotional.

Cautious (C) Associated with structure and organization. Individuals with high C scores are perceived as 
cautious, precise, and tactful.

Graphic of the QDISC-101 Behavioral Diagnostic
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