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ACEM

_ CBM CERTIFICATE OF PARTICIPATION

The Alavipour Construction Engineering and Management Institute (ACEMI) presents this certificate to

Alireza Hamzeh

(L SO

For participating in the
Construction Business Management (CBM) Program

(e T X ML LI N L

s\ CBM Centficate
s of Participation

Date: June 15, 2020
7 Credential ID: CPC-w678012
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CONSTRUCTION BUSINESS MANAGER
IN CONSTRUCTION INDUSTRY (CBMCI)

The Alavipour Construction Engineering and Management Institute (ACEMI) certifies that

% |

FaTa

S. M. Reza Alavipour

Has successfully completed all the requirements of Construction Business Management (CBM) Program

CBMCI Certification :"‘l
Date: June 15, 2020

! | Credential ID: CBMCI-w678012

(CHANY ¢ 3 Reza Alavipour, CEO, PAD, PME, CMIT
SRR NN ER RN RGP ER G O/J
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Alavipour
Construction Engineering
and Management Institute

October 10, 2022

Dear Mr. Farahmandi:

‘We know that how hard is to get certified in the ficld of Construction Business Management
and we congratulate you on your well-deserved success

You have been awarded the *Construction Business Manager in Construction Industry
(CBMCI) Certification” because of vour successful completion of “Construction Business
Muanagement (CBM)” Program and ACEMI confirms your competency in this field.

P.3. “CBMCI Certification” is awarded (o altendees aller the professional requirements
are met. Companies can rely on this certification to determine whether the person who
applies for their job is qualified or not

Sincerely,

Vi Va7

8. M. Reza Alavipour, PhD, CMAA Authorized Trainer, PMP, CMIT
CEO,
Alavipour Construction Engineering and Management Institute (ACEMI)

Enclosures: CBMCT Certification

Unit C42, 3th Floor, Abgineh Center, After of Hasan Abad St., E Ferdows Blvd., Tehran, Iran
Zip code: 1481835915 | Ph: +98 21 46100445 +98 21 46100450 | Fax: +98 21 89782156

Email: infoi@dralavipour.com
lavipour.com

www.dralavipour.com
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Alavipour
Construction Engineering
and Management Institute

Qctober 10, 2022

Dear Mr. Ham zeh:

ACEMI thank you for participating in the “Construction Business Management (CBM)™
Program. Getting a certificate is worth when you are trying to bolster your experience and
skills and ACENMI congratulates you on achieving a “CBM Certificate of Participation.”

This certificate shows that you have a baseline of skill and experience and ACEMI wishes
you the best in your career path. Warmest congratulations on your achievement.

P.S. “CBM Certilicate of Participation” is given Lo attendees for participating in the
Construction Business Management (CBM) Program

Sincerely,

Ve Yerom

8. M. Reza Alavipour, PhD, CMAA Authorized Trainer, PMP, CMIT
CEOQ,
Alavipour Construction Engineering and Management Institute (ACENMI)

Enclosures: CBM Certificate of Participation

Unit C42, 3th Floor, Abgineh Center, After of Hasan Abad St., E Ferdows Blvd., Tehran, Iran

Zip code: 1481835915 | Ph: +98 21 46100445 +98 21 46100450 | Fax: +98 21 89782156

dralavipour.com
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7.\ What we will learn?

O Do you have what it takes?

] Essential traits
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ACE& As your own boss

L Leadership consists not in degrees of technique but in traits of character:
It requires moral rather than athletic or intellectual effort ...

— Lewis H. Lapham, Money and Class in America

Leadership Development for Engineering Managers
by JohnV.Farr,Stuart G.VWalesh,& George B. Forsythe

CEO or
President Leadership
Upper
Management Human
Mid Skills
Management
Project e
Engineer T“h_mcal
Skills
Technical
or Staff
Engineer \
Student

Evolution in Skills for a Successful Engineer
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7w\ As your own boss

L Before going further, let’s look at some of the characteristics you must have in

order to succeed as your own boss.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 5
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Zeem\  AS your own boss

L Starting and running your own business are two of the toughest jobs you or anyone

can have.

R/

% You may not have a boss looking over your shoulder telling you what to do,

but you actually have the most demanding boss of all.

v This tyrant lives right inside you, and will demand your attention

every minute of your day.

v He’ll be there to ask you hard questions, judge your performance, and

nag you about tomorrow’s meeting when you go to bed at night.
v He expects you to risk a lot of your assets,

maybe all of them, especially in the early years.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 6
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7w\ As your own boss

O It’s low pay or no pay for you, but he won’t hear to your missing payday for your

employees.

L Most work weeks for you are six or seven days long, and this ogre wants you to be

the first one in the office and the last one to leave.

L This boss expects you to do many things at one time and perform them with
excellence,

even though you haven’t mastered all of them yet.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 7
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2w\ What would you work for this guy?

O If self-employment as a building contractor is not for the timid of spirit, neither is it

for the weak of character.

U

If we lie, we will not be believed.

O If we don’t follow through with our commitments, no one will place their faith in
us.

O If we cheat, we’ll be found out—even if not by others, we still know about it
ourselves.

O Aside from any moral argument, lacking character dooms us to mediocrity at best

In whatever we do.

L A sound ethical compass will be at the top of almost any top-ten list of must-have

leadership qualities.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 8
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ACEMI Initiative

O You know it if you’re capable of managing yourself:

R

% You’re ever alert for some fresh idea that you can exploit, and you’ve long
cultivated your mind to receive it.

* You’re going over the day’s To-Do list before the alarm clock goes off in the
morning and you can’t wait to get started on it.

% Each time the phone rings you wonder what new opportunity has found its
way to you.

% You drive home in the evenings thinking of the day’s victories, however large

or small, and tomorrow’s opportunities.

* You learn from your setbacks and quickly put them behind you.

N

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 10
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2w\ Passion

O Nothing difficult is accomplished without passion.

O Your passion and intensity not only fuel your own fires

but lead others to play above their heads,
to do more than is required of them.

“* Winners are passionate.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 11
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2w\ Passion

O Jack Welch, the former chairman of General Electric (GE), wrote this about passion
in his book, Jack: Straight From the Gut,

Making initiatives successful is all about focus and passionate

commitment.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 12



(CBM) colv caun jo )5 gans Cu o

ool Jgol Hldie Josle

/ ] Caddge sl wiyl plnse 5)k8) bl sl A
2w\ Passion

O Welch also said,

For me, intensity covers a lot of sins. If there’s one characteristic all
winners share, it’s that they care more than anyone else. No detail is too
small to sweat or too large to dream. Over the years, I’ve always looked

for this characteristic in the leaders we selected. It doesn’t mean loud or

flamboyant. It’s something that comes from deep inside.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 13
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7.\ Stress tolerance

O Few owners of even the best-run firms in almost any industry have dodged the
stresses of dealing with

*

Unreasonable characters,

¢ Costly mistakes,

+» Slow-paying customers,

* Employee problems,

+ Endless governmental regulation,
* Disappointing financial reports,
*» Unfavorable market conditions,
% Angry customers,

* Uncooperative bankers,
% Rising costs, and
Other challenging situations too numerous to name.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 14
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7.\ Stress tolerance

L To succeed in your business, you must put these in the perspective of your larger

picture and move forward.

“* You cannot allow the resulting emotions to
¢ Dominate your time and energy,
¢ Impair your decision-making ability, or

 Dim your overall attitude.

Tolerance

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 15
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‘A Reliability (follow-through)

L Do What You Say You Will Do When You Say You Will Do It.
¢ Nothing builds credibility better, and nothing is more important to cementing
effective relationships with your employees, customers, outside contractors,

banks, insurance carrier, and others you depend on for your success.

*

» One-time neglect to return a phone call can leave a lasting memory.

L)

*

» Failure to keep a major commitment such as a delivery schedule can fracture

L)

the good image you’ve spent years building.

1134 ~
Relfl'a'b-lhtv
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A Willingness to work while others play

L Owning and operating a construction firm is not a five-day occupation.

L You can count on six or even seven long days in the beginning while you’re setting
up your company’s infrastructure, simultaneously building projects, and trying to
get new ones.

L As you become more established, plan on fifty- to sixty-hour weeks routinely, and
often longer.

O Your vacation, when you get one, will no longer be a time when you can forget
about everything back at the office.

O Not all of these hours will be at the office or jobsite.

% Some will be spent at home in the evenings or on‘yveekends planning,

reading, or just mulling over business matters.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .cew! zibedy M;o G yguo 40 Le,..»d,s bJUa.o ,Sa 17
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‘ACEMI Willingness to work while others play

O If you are unable or unwilling to give this amount of time to your business,
reconsider starting your own business.
*» However, for most self-employed business men and women, the hours aren’t
burdensome.

v' They fly by, and the day is gone before they want it to be.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 18
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A Unyielding positive attitude

L Thomas Jefferson said,
“Nothing can stop the man with the right mental attitude from achieving his
goal; nothing on earth can help the man with the wrong mental attitude.”
% The “right” mental attitude is belief in yourself that you can and will
defeat the obstacles that come your way and turn them into

opportunities.
v' The writer Charles Swindoll says, “ life is 10 percent what

happens to me and 90 percent how | react to it.””

BOSS QUOTES-

STAY FOCUSED,
STAY/POSITIVE} AND
NEVER GIVE UP:
f{(' w yv)
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7.\ Mental toughness

L There are times when it gets lonely for the sole owner of a business.

L You’re forced to make decisions that you know will not have perfect outcomes.

L Sometimes they are agonizing, yet there is really no one who can totally
comprehend what you may be going through because it is impossible for another
person to relate to the unique set of financial and practical consequences you face.

O That’s when you draw on your belief in yourself; remember other rough times that
you’ve pulled through; and remind yourself that you did all your homework,
dotted all the i’s, and never expected it to be all roses.

O The ancient philosopher Epictetus said, “Difficulties show men what they are.”
ntal Toughness Matters y 4
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7.\ Attention to detalil

L The attention you give to detail becomes evident in most aspects of your life, such
as your personal appearance, your home, even the condition of the car or truck you
drive.

O Inyour construction business, your attention to detail shows up in

¢ The people you hire,

R

% The bids you send out,

R/

% The quality of your work, and

R

*» The image presented by your organization to prospective customers and

countless others whose opinion may have an impact on your success.

" \l
0./
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7w\ Sense of urgency

O In many situations there is a brief moment during which an opportunity must be

grasped or

it is lost forever.
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7.\ Self-control

 Being on time.
L Keeping a cool head in the face of adversity.
O Spending within your means.
Q Practicing sensible personal habits.
% The list goes on.

These impact both your personal and your business life.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 23
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2w\ T hirst for knowledge

L Knowledge of construction and of running a business are only the beginning of what

you need to know.

O Politics, the stock market, interest rates, general business trends, who’s who and
what’s what in your customers’ industries, and knowledge of your competitors are
also among the things that require pipelines of information flowing to you.

0 Reading newspapers, magazines, and books that provide such information will put

you a step ahead of much of your competition, and so must become part of your

daily routine.

GET THIRSTY
FOR KNOWLEDGE

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 24
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A Ability to get along with others

L There may be no more valuable skill than the ability to deal successfully with
people.

L The human quest for this skill is demonstrated, for instance, by the enduring demand
for Dale Carnegie’s book, How to Win Friends and Influence People.

O Based on his extensive research, Carnegie declared that financial success is due 15

percent to professional knowledge and

85 percent to ““the ability to express ideas, to assume leadership, and to arouse

enthusiasm among people.”

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573
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A Ability to get along with others

L Again, don’t be discouraged if you haven’t yet conquered all of these traits.

Internalizing their importance gets you halfway there.

0 Working with purpose and determination can take you the rest of the way.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 26
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A Ability to get along with others

L Most of us who’ve taken the plunge into entrepreneurship wouldn’t go back if we
could.

L Owning our own business Is not a destination, but a journey we hope never ends.

L In America and other free-market nations we have the freedom to excel as well as to

fall flat, and we learn from both.

Q Many entrepreneurs thriving today suffered initial failures,

then rebounded with new wisdom, cleared away the debris, and started all

over again.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 27
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ACEMI What we will learn?

Your role as owner of your construction firm
Leadershlp (setting the course)
Leadership in times of uncertainty
Manager vs. Owner/shareholder
The entrepreneur mindset
Managing risk

Establishing your corporate culture
Striving for excellence

Hiring the right people

Knowing your industry
Coordinating resources

Keeping in touch

Being there

Little habits with big payoffs
Getting involved

(N Iy Iy Iy Iy B Ny Iy Ny Ny O
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Z..w\ Introduction

L Remember, you build a business from the top down and from the inside out.

L Be assured you lead, not push,
your way to profitability.

O This holds whether it is a two-person firm or a 200,000 corporate behemoth —

Michael H. Mescon and Timothy S. Mescon, Atlanta Business Chronicle

So
[ you should assume three major titles J

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 4
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Z..w\ Introduction

L As owner of your own business, you assume three major titles:
1. Leader,
2. Manager, and
3. Stockholder.

O You will define these roles uniquely for yourself as you grow in each area of

responsibility.

Below are the challenges you will face.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 5
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Z..w\ Introduction

L A leader i1s someone who visualizes and communicates

an objective with so much passion and influence

that people around him internalize it and deal with it as their own.

U Instead of being driven by their leader,
they follow,

yet they are the source of the leader’s power.

[ This needs to convert vision to reality! J

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 7
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7.\ Vision to reality: The required path

L Obviously, action is required if a vision is to become reality.

L Here is the required route from idea to making it happen.
1. Birth of the vision or idea

Go/no-go decision

Commitment

Plan

o bk~ D

Execution

[ Do we need to be smarter than anyone? J

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 8
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7.\ Vision to reality: The required path

L Your job as leader doesn’t require you to be smarter or know more than everyone
else in the company.
Q Certainly, John F. Kennedy did not have the kind of training and knowledge those

who carried out the moon mission had.

R/

% Wise leaders hire people who know more than they do and who complement

their own strengths.

[ Don’t we need to know about our work? J

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 9
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7.\ Vision to reality: The required path

L As the one who has to keep the big picture in focus, you must know your industry,

and you have to know enough to

R/

¢ Ask your key people the right questions,

R/

¢ Evaluate their responses,

R/

¢ Redirect them when your instincts tell you it’s necessary, and

R/

+» Hold them accountable.

By: Alavipour, PhD, PMP, CMIT
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7.\ Vision to reality: The required path

L The bonds that enable you to lead are based on trust, which you must build and

protect with your every word and deed.

Once trust is broken, it can be impossible to repair.

FROM VISION TO REALITY

[ Leaders and managers? ]

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 11
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‘A Leaders and managers are different from each other

O In On Becoming a Leader, Warren Bennis differentiates between leaders and
managers:
“The manager does things right; the leader does the right thing.”
O Leaders have followers.

Leaders assume responsibility for whatever happens

LEADERSHIP @ MANAGEMENT

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 12
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‘A Leaders and managers are different from each other

L On the other hand, entrepreneurial leaders don’t always have the skills or

temperament to be the most effective managers, and

often must hire one to carry out their vision.

Leadership vs. Management

« Leadership and management
complement each other.

[ What to do if we are not a manager? ]

&

www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 13
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‘A Leaders and managers are different from each other

L Most intelligent, motivated people can be trained as managers— to organize
people, money, time, information, and systems and procedures.
O If after getting your start-up off the ground you decide that you may not be the
manager your company needs,

then develop a strong manager who can complement your leadership.

Leadership vs. Management

« Leadership and management
complement each other.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 14
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‘A Leaders and managers are different from each other

L As your organization’s successes grow, some of your employees will see you as
more important than themselves,

bigger than life even, as we all want to think our leaders are better than us.

U But shake off the tendency to accept the glory,
remembering that a leader is nothing without followers.
* Know who you are and resist the occasional temptation to portray a
different you.
** Your employees will appreciate your realness, and

¢ your power to lead will only grow from it. LEADER

S Mt
MANAGER
1 @M

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 15
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7w\ Tame the ego

L A certain amount of ego is inevitable in a high-achieving person,

who probably would not have excelled without a lot of self-confidence.
“ But you’re not likely to meet a successful business owner who does not
attribute some measure of his success to

good timing or good luck or some combination of the two.

% Certainly, intelligence, leadership, hard work, and other qualities are
involved

but there’s not much room for ego in the equation.

[ Do you think we should praise people? ]
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ACEMI Tame the ego

L Once when | was a junior-level manager with Shell Oil Company not long out of
college, my boss praised the outcome of a project 1 was responsible for in the
presence of a valuable, long-time outside vendor and me.

O It was the vendor who had actually done the job I had given him,

but I hadn’t shared the credit with him at that moment when we were all
there together.
¢ My boss privately pointed out my error to me later.
v" This principle is especially applicable to your relationship with
your employees, e.g., when a customer makes a positive comment
about some aspect of a project.

Give those responsible the credit they deserve.
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Z..w\ Introduction

L There’s no circumstance in which leadership is more critical than in times of crisis
or doubt.
L Author and speaker John Maxwell talks about the characteristics of leaders and

their followers in times of uncertainty.

O He says leaders study the actions of earlier successful leaders,
1. Give hope to their followers,
2. Convey compassion,
3. Act with courage that others can draw on, and
4

Provide a feeling of security to their people by staying close to them.
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2.\ Business failure case study

O While businesses often focus on challenge coming from outside the organization,
crisis often stems from within, as was the case in the following example in
my history.

“ When my company was about ten years old we had developed several new chain
store customers during the past year and our “old” customers were going
stronger than ever.

% We had ended a good year, and had built up some cash reserves over the longer

term.
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7.\ Business failure case study

L While businesses often focus on challenge coming from outside the organization,
crisis often stems from within, as was the case in the following example in my
history.

% So, over a period of months | hired a couple more project managers,
Increased the administrative and accounting staffs, extensively expanded
and remodeled offices, created a second layer of management between me
and my jobsite superintendents, and implemented the latest new
construction software and hardware (which was very expensive in those

early days of computers and specialized software).

*

» All of this meant increased overhead, confusion and loss of time learning

L)

and converting to the new system, the dead-cost transition period for new

employees, and a focus on infrastructure rather than operations.
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7.\ Business failure case study

O At this point, | had made two unforgiving mistakes:
1. First, because of the good results of that prior year, and a good history
altogether, | lapsed into the faulty thinking that the next year and the next

and the next would be just as good.

2. Secondly, I had taken my eye off the ball—the business of running my
business— and with all the extraneous activity | had put into motion, | had set
up my employees to take theirs off the ball as well.

s All that non-productive in-house activity was time-consuming and
distracting to all of my employees and to me, and it was eating cash
voraciously.

% Even without the events that were to follow, described below, the
consequences of my management errors were sufficient to, at best, throw
any small business off course.
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2.\ Business failure case study

¢ Within the next few months, three of my customers who had shown every
outward indication of continuing business as usual filed for bankruptcy.

“ The economic climate was bad for other of our customers as well, and we had
trouble getting paid on several projects we had under construction.

** We had disastrous performance problems on one of our jobs that ended up with

a large loss.

Reasons behind the failure of a hu:z.. Mess
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7.\ Business failure case study

O First went our working capital, then our cash reserves.

O When my audited yearend financial statements were completed, they showed that the
company had lost twice the amount of money the in-house monthly statements had
been showing.

O This started the dominos to tumble.

O The new bank | had switched to before all the trouble began cancelled my line of
credit and called in the balance due.

O My surety company of ten years cancelled my bonding line.

O | was faced with going beyond the company’s reserves well into my personal

assets.

% However, a cash infusion from my personal accounts was no promise of
success, and failure then would mean the additional loss of the money | had
loaned the company, and a blow to the wherewithal | would need to start over

in that event.
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2.\ Business failure case study

O 1 had lost control by failing to lead and manage well.
L Now there was a crisis and leadership was doubly required.
O | put the money in, and with this the company had digested new cash, including its

reserves, amounting to a million dollars just to see another day.
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7.\ Business failure case study

L My job now was to lead the company to safe ground.

L There was a strongly positive side to the equation: | had the goodwill and dedication
of my employees and a long record of good business practices

with our customers, suppliers and subcontractors, insurance and bonding agent,
and certified public accountant, and | drew heavily on these precious
intangible assets.

L We contacted our materials vendors with an explanation and a request for more
lenient terms: Sixty to seventy-five days to pay the accounts that we had
scrupulously paid in thirty days historically, which would result in a significant
Improvement in our cash position.

¢ 1 don’t recall that even one of the suppliers balked.
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7.\ Business failure case study

L Most of our small subcontractors required more frequent payment but bent as
much as they could.

L My project managers and in-house accountant met weekly to decide how to divide
the still scarce cash among the creditors.

O | approached a bank executive at my former bank who agreed against all of the
bank’s policy guidelines to issue an irrevocable letter of credit for my use in
securing a bonding line.

O With this, my bond agent was able to arrange for the performance and payment
bonds | needed.

L Some of my key employees agreed to take cuts in pay, and | suspended my own.
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7.\ Business failure case study

O From the beginning | offered encouragement to my employees.

O | let them know | understood what they were going through and that I was going
through it with them.

O I slashed overhead to the point of agony.

O At the same time | needed more than ever to keep business rolling in the door and
find ways to further reduce overhead.

O My managers’ jobs were to carry out their usual functions plus bear the burden
Imposed on them by our financial plight.

O They were used to a lot of autonomy but now they needed a reason to believe that
what they were going through was not futile.

O 1 agonized with them but failure was never discussed as an option.
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2.\ Business failure case study

O My employees deserve the credit for our survival and | owe them a debt of

gratitude that can never be fully paid.

O It took us two years to recover the losses and get back to “normal’ operation, and

to my knowledge none of our customers were ever negatively affected by our

financial problems.

O All of our creditors were paid what they were due, even if late.
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7.\ Business failure case study

O | take full responsibility for the problems of that time in the mid-1980s.
O It is true that there were some circumstances out of my control, such as the
bankruptcies,
but part of my job as owner of my firm was to anticipate what may go wrong
and to have a plan in place to deal with it.
O It’s not practical to plan for an asteroid striking Earth or a nuclear attack,
but bankrupt and slow-paying customers and vicious economic cycles must

be included in your business planning.

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .caww! gilod gasw 553 &yguo 30 ad 399 ko 4,573 30



(CBM) colv caun jo )5 gans Cu o

/‘ : . A y] oyl e S 190 ik
7.\ Business failure case study

What did I learn from this experience?
L That being laser-focused on the part of my business that generates income requires

the highest priority.

U

That past performance is no promise of success going forward.

U

That there 1s no substitute for dedicated, capable employees.

L That I need to stay as close as possible to where the money is made or lost with the

least possible insulation separating me from that.

U

That building up cash reserves is essential.

L That managing relationships fairly with business associates during good times

builds up a cache of goodwill and trust that can be drawn on in not-so-good times.

L That contingency plans must be in place for all practically imaginable pitfalls.

And that without effective leadership, ill winds are certain.
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2w\ Owner vs. manager

O If your company is like most small construction firms, you have the twin but

separate responsibilities of owner and manager.

O As owner, you decide the goals and objectives for the business.

L As manager your job is to carry them out by

organizing, planning, controlling, directing, and communicating.

o
_—
Gt lLv
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2w\ Owner vs. manager

L Several times each year, you must stand back from your desk and

objectively compare your performance as manager against
the objectives you previously set as owner.

L You may be satisfied with the results you see or you may find them not what you had

expected.
¢ If the latter is the case, you as manager must dig out and “report” the reasons

*

for your less-than-expected performance.

¢ Then you the owner must decide what internal changes are required that you

*

the manager must now accomplish.
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Zeewd  OWNET Vs, manager

O Failure to separate and fulfill and overview each role independently can result in

acceptance of things the way they are,
instead of recognizing any departure of performance from expectations
and self-imposing the discipline necessary for adjustment.
L The problem is that things don’t remain “the way they are”:

Without critical evaluation and effective management, they go downhill.
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7.\ Entrepreneur mindset

L People who envision and create their own business usually do so on the

entrepreneurial model,

iIn which they keep the strategic planning and problem solving to themselves.

L Having had the dream, taken the risks, and birthed their business pretty much by
their own courage, wit, and determination,
they don’t easily share the controls with others—
no matter how capable their employees or advisors may be.
L For many entrepreneurs it’s much easier to direct others
than to assign areas of authority and responsibility, require accountability, and

allow capable people to operate with autonomy. Entrepreneurial Mindset

isir
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ACEM Entrepreneur mindset

O Certainly many businesses thrive for years and years in the entrepreneurial mode,

but with sacrifices.

O That is not to say you should not be the final authority in all matters.

O It needs to be clear that once you’ve considered others’ input—as you’d better—

it is you who makes the final decision.

R/

¢ If your decision at times seems to fly in the face of all the advice you’ve

received,

that doesn’t mean you could have or would have made the same

decision without it.

ENTREPRENEURIAL =7
MINDSET? ;
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ACE$ Managlng risk from entrepreneur perspective

L Let’s face it: Construction is a risky business.

¢ But no business worth spending your time in, that I’m aware of, is risk free.

L The first step in managing risk is knowing where it lies.
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Estimators make mistakes.
Contractors’ payment applications are delayed.
Owners don’t pay on time.

Contractors cannot or do not reduce fixed overhead fast enough in rough times.

It rains for two months while the job is coming out of the ground.
Subcontractors don’t perform as required, or go broke.
Suppliers don’t meet schedules.

The cost of certain materials spikes unexpectedly. e
Jobsite accidents occur. .L.{i]‘*‘ gx; - @
The insurance company denies a claim. 24 5 "ﬁe @j* .
Owners dispute claims for change orders. '_,ff-'_”;'g'-&jg 0 "t 2

A key employee quits. s . c=d

Non-documented site conditions present themselves r Hﬁ@ﬁfﬁﬁ%@l
Owners file for bankruptcy.
Contractors’ cash runs short.

Suppliers cut off credit.
And on and on.
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ACEM] Managlng risk from entrepreneur perspective

O We take for granted the ready availability of common building materials, but many
essential items including steel, concrete, plywood, and gypsum board have become
scarce from time to time.

O Custom materials made for a specific application are potentially more of a

problem, and it’s up to you to evaluate the reliability of their chains of supply, whose

failure to deliver could severely hurt your job.

O You may be able to identify a backup source in advance in the event of a primary

vendor’s failure to perform,

but even that solution may increase your project cost and time.
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ACE$ Managlng risk from entrepreneur perspective

L The bottom line about risk is that
1. You must identify your various exposures,
2. Decide the potential impact of each, and

3. Do what you can do to manage it both internally and externally.

O For those exposures that cannot be eliminated, you must develop plans that can be

implemented quickly if required to minimize the impact on your company.

A
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7.\ Corporate culture

L A company’s culture might best be understood in the answer to the question,
“What’s it like to work here?”
% For instance, can you tell the boss when you think he is wrong?
** What employee behaviors get rewarded? Ignored? Punished?

% What’s really important around here, anyway?

By: Alavipour, PhD, PMP, CMIT www.dralavipour.com el gledl guw 355 &yguo 30 e 399 ko 4573 45



(CBM) colv caun jo )5 gans Cu o

oobes Jool iy Josbo
/‘ oyl Q|ﬁ¢odw:,95aui;dq
7.\ Corporate culture

L Every company has its own culture whether by design or by default.

R/

¢ If by default, the owner and the employees may not even be conscious of their
organization’s culture, but it exists just the same.
v" You may never write a memo that states a dress code or proclaims that
you’re open to new ideas,
but any employee that’s worth the space he occupies in your office

watches your behavior and listens to your words for clues to your

priorities.
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2w\ Corporate culture

L Michael H. Mescon, founder and chairman of Atlanta, GA-based business consulting
firm The Mescon Group (now HA&W Mescon Group), says
organizations are built from the top down and from inside out.
¢ The quality of the employees you hire,
* The way you relate to them and to people outside the company, and
¢ The systems you establish for responsibility and accountability
all communicate your values and expectations to the people who

work for you.

i
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ACE$ Corporate culture

O Here are other examples of the way culture develops within and to some degree
defines an organization.

* If you average a ten-hour workday yourself, your project managers are not
likely to drag in late or leave urgent details hanging when they go home for the
day.

s If you wear pressed khakis to the office regularly, you probably won’t see
office employees in cutoffs and sneakers even if you’ve never mentioned such
an expectation.

¢ If you usually reject your employees’ suggestions that involve new challenges,
don’t expect them to bring in unusual projects.

¢ If you’re cool-headed in a crisis situation (as you’d better be) your employees
are probably going to examine how they might react in similar situations.
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7.\ Corporate culture

U You may have written a set of values that you’ve hung on the walls around your

office that describes how you’d like your company to run.

Q It might include words and phrases like, “We strive for excellent quality,” ““Customer

care is priority one,” “Empowerment of our employees ,”” or ““Integrity above all.”

O But these are ideals (and generalizations) and don’t always describe the culture

that actually exists in the firm.
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7.\ Corporate culture

U Unfortunately, your culture is best seen by your subcontractors or your attorney or
your customers.
% That is, until you synchronize what actually exists with what you want,
it will be impossible to follow the course you’ve charted:

You’ll try to steer in the direction you want to go, but your ship will

go in another.

-
| e
) _ STRONG
COMPANY
CULTURE
i ———
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ACE$ Corporate culture

0 So, knowing yourself—truly seeing yourself (your firm) as you really are—is the
first step in putting your values and your culture in sync with each other.

% However, you cannot fake it.
% As a small business owner close to your employees, you are more or less

transparent.

% Don’t try to sell beliefs and values that are different from the real you.

*

No one will buy them.
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7.\ Strive for excellence

O If you as the leader of your organization do not practice excellence yourself, you
will not be able to successfully demand it from your associates, and you and your
customers will not see excellence in your company on any consistent basis.

¢ The concept of excellence cannot simply be worn as a badge.

¢ It must come from your conviction that it is crucial to your success and from
your unrelenting requirement that it be met as it is defined for the various
functions of your firm.

L Your employees, and certainly those in managerial positions, must internalize it as

well.

% " STRIVE FOR

EXCELLENGE
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7.\ Strive for excellence

O While it is possible to fail in any endeavor even with the strongest dedication to
excellence,
| have rarely seen enduring success in any individual or business organization
in which excellence at all levels was not demanded and practiced from
within.
O Excellence is not just “getting by” with the minimum requirements of the task or
project at hand and it is not merely a slogan.
O It means that what may pass as “satisfactory” performance to others is
unacceptable to you.
O It is an internal standard that you and your top-echelon employees establish for every
level of your organization and demand that it be met.
the reports your bookkeeper produces; for your cost estimates; in placing the
concrete foundations you build; in the finishes in the buildings you turn over to
project owners; for your relationships within your company and with your
customers and others outside; in the image you and your employees project for
all the world to see; etc.
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7.\ Strive for excellence

d Don’t confuse excellence with perfection.

% Set as your goal, excellence is consistently achievable.

% Perfection is an ideal that is neither practical nor affordable in the

commercial world.
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ACE$ Hiring the right people

L One of your critical functions as leader is to identify, hire, and groom your firm’s

future talent for
key positions within the company and, some day,

even your own.

L Of course, in the early stages of your business you may fill all of the key roles

yourself.

At
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7.\ Hiring the right people

O Don’t compromise.

0 Before you decide to include someone in your business circle,

thoroughly research his qualifications with respect to your requirements, and

his business and personal reputation.

«» Don’t base decisions on initial cost alone.
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7.\ Hiring the right people

L A commonsense rule is to hire only people you like.

L Regardless of an employee’s qualifications,
you’re probably not going to stick with him long term if you don’t like
him and vice-versa.
% On the other hand, of course, personal compatibility is no guarantee

that he will satisfy your business needs.

Right Person
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7.\ Knowing the industry

O You should know

R/

¢ Basics of the construction business in general and of your selected field

within the industry;

R/

¢ lItsrole in the national economy; and

R/

* How it’s affected by various economic, regulatory, and political factors.

L You learn these things through experience, by paying close attention to local and

national events and trends, and through construction industry advocacy groups.

L There’s no substitute for business-reading on a regular basis.

R/

% Routine reading is part of your continuing education.
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7w\ Knowing the industry

O You can get a lot of ideas from organizations that are linked to your field of

specialization within the construction industry, e.g., retail stores or shopping centers.
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ACEM‘I Knowing the industry e

O As your company grows, you will sometimes wonder

whether you know enough to keep up with it and to grow it to the next stage.

O The familiar saying “It’s lonely at the top™ is true partially because it’s not possible

for another person to imagine your identical circumstances.
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7w\ Knowing the industry

L The time will come in your growth when you will need an outside advisor or mentor.

O Your CPA and your attorney will be helpful, and you will depend on their advice

In the course of business.

O But close friends, family members, and people you do business with regularly

including those professionals may not give you objective opinions outside their
fields,

finding it uncomfortable to disagree with your ideas.
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ACE$ Knowing the industry

O Seek out two or three small- to medium-size business owners who are successful
In their fields and approach them on the subject of meeting you once or from time

to time to discuss business issues.

O Choose people whose experience can fill in the gaps in your own.

L Offer to pay for their time so they will understand that you want more from them

than casual conversation.
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ACE$ Knowing the industry

L Becoming active in civic organizations is another excellent way to meet people

who may be just the right advisors for you.

L This way, you have the advantage of learning some of their characteristics before

deciding whether to approach them.
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A CEMI COOrdlnatlng resources

O It’s up to you to establish and maintain the basic elements required to carry on the

business.
L You may delegate some of these functions to key employees,
but others require handling by you, the owner,
especially in a small company, and

always in the beginning.

Resource Goordination

Holey ok (ﬁw
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Z:w\  Coordinating resources

L Those you should handle yourself include

R/

¢ Controlling your finances;

R

* Maintaining banking relationships, including working capital and line of credit
If necessary;

% Securing business and project insurance coverage;

% Providing office space and business equipment;

* Implementing certain business and field operating procedures including the
handling of bank statements, cash receipts, and payment of invoices;

% Coordinating marketing and business development;

% Selecting your outside professionals (CPA, lawyers, insurance agent); and

* Hiring key employees.
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ACEMI Coordlnatlng resources

O Your foremost resource is your employees, and it’s solely your responsibility to

1. ldentify and develop key personnel and

2. Future leaders of your company.

% Don’t delegate this critical responsibility.
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ACEM‘] Keeping in Touch

O In a start-up business the entrepreneur is likely to be the person answering the

phones and taking out the trash.

O You may do this by staying in touch to the appropriate degree with every aspect of

your business,

even as you grow larger.
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L This doesn’t mean that you micromanage.

s If you’ve put the right people in place, that’s counterproductive.

s But if you frequently drop by one of your project managers’ office and sit down
with him for a few minutes you’ll get a sense of how things are going on in his
projects.

“* When you stop at a jobsite, look around, and chat with your superintendent and
subcontractors, you’ll know more (For instance, a disorganized, unkempt
jobsite always raises a caution flag to me.)

v If something doesn’t feel quite right to you, it probably isn’t, so delve into

it until you know why.

o Compare what you observe on your own with the reports you get

back at the office.
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O Take a break in your bookkeeper’s office.
% Do you get a sense that the financial paper flow is running smoothly?

% Can he explain to your satisfaction what’s behind the numbers on the reports?

*

% Ask probing questions about your financial statements until they make sense

*

to you.
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L Author and businessman Pat Croce talks about his “Five-Fifteen” management tool.
On Fridays, he says,

*» Each of his employees spends fifteen minutes writing a progress report on

his own goals and successes for the week and emails them up the line to
the next supervisory level.

% Eventually the reports trickle up to Croce, who spends five minutes

reading each one and perhaps sending it back down the line with an

appreciative comment (thus the “five-fifteen” terminology).
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O He says the writers see it not as a chore but as an opportunity to showcase their

achievements.
O And to Croce, it is a way to stay in close touch with his people and to know what’s

going on.
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ACEM‘] Keeping in Touch

O Through communication you can create an open and cooperative environment in

your firm.

O Letting your employees know your goals for the company and giving them
feedback on a regular basis
1. Creates excitement,

2. Promotes teamwork, and

3. Allows your people to
| @% jig by
make your goals their goals. .ﬂ.’f’%;
ﬁﬁ - i*lll,-
oo @R @n\ 4
S Din i%:"f |E“
_!# JH-E*'
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7.\ DBeing there

O Your employees, subcontractors, suppliers, bankers, and customers see you as the
“rock” of your firm in which they place their trust.
L Seeing you on jobsites and in your office,
hearing you on the phone,
knowing you’re available when they need you—
all these help keep their security index steady.

L Remember that your work ethic, involvement, and dedication set the tone for

everyone around yOoul.

O Habitually come in late, leave early, spend too much time out of pocket, and you

will pay the price.
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7.\ Measuring results

L Once you’ve established objectives for your firm, you can weigh them against real

performance.

L When considering the “size” of your business, think not only in terms of contract
volume

but also—and more importantly—profits.

O It’s a matter of keeping your eye on the ball.

Focusing on contract volume can distract you from the number that matters:

profit.
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7.\ Marketing

L As small general contractors do not usually have a marketing or sales department

as such, this function probably falls upon you as the owner of your firm.

O Sales and marketing are discussed in “Sales, marketing and business development.”
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