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What we will learn?

 Sales, marketing, and business development
 Industry introduction
 What is a contractor’s business?
 Construction economics: the supply and demand curve of contracting
 Marketing materials
 Publicity
 Proposals and presentations
 Staying ahead of the pack
 Impressions
 New customers vs. Old
 Reaching out
 The attitude of successful contracting: no windfalls are left
 Exercises
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The attitude of successful contracting: no windfalls are left

 A time or two ago,

material prices were stable, people wanted to work, the economy was steady,

and legal/political issues were a minor concern.

 We all have worked as laborers in the field.

 Loud music playing on the radio, our shirts off, and after-work time was ours.

 What happened?

 In the decades since, we have moved up in our responsibilities, thus we’re

having less fun.
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Changes in the last three decades

 Let’s look at the changes that have occurred in the last 30 years or so.

 These points are compiled from several groups of contractors at different times.

 They were asked what has changed in the last three decades.
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Changes in the last three decades

 Rising Age of Workforce

 The average age of foremen has risen to the upper 40s.

 No one is replacing them.

 As a witness to that fact, the average age of a construction apprentice rose to

the upper 20s.

 Less people want to be in our industry.

 The young people are seeking other careers first, and then, working in

construction.

 The replacements are not coming.

 This has made the average age of field managers rise.
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Changes in the last three decades

 Declining Quality of Construction Documents

 Designers work under price pressure from owners/developers.

 This price pressure forces intense cost/labor management.

 To make a profit, time has to be cut from oversight by experienced design

people, thus, plan details and clarity are not there.

 Frustration by the contractor is the result.
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Changes in the last three decades

 Fast Track Schedules

 Years ago, this was a new concept.

 Now, Fast Track is a standard expectation.
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Changes in the last three decades

 Material Availability

 Between the shortages and the decreased amount of stocked material at

suppliers’ warehouses, this is another negative change.

 Material logistics are a greater concern than ever.

 If you don’t have the material, you cannot install it.
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Changes in the last three decades

 Restrictions/Red Tape

 Bureaucratic demands on contractors has risen to an all-time high.

 Permitting, Occupational Safety and Health Administration (OSHA),

environmental, and client paperwork requirements make office work more

demanding.
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Changes in the last three decades

 Technology

 Wireless, Internet, software, and the like were not standard equipment three

decades ago. They are now.

 We believe if you don’t have some technology in your business, you are at a

competitive disadvantage.
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Changes in the last three decades

 Risk

 With more change and demands by others, contracting has more risk than ever

before.

 Add to that price (profit) pressure and, again, the opportunities are limited.

 The law of repose or extended construction liability time has not decreased.
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Changes in the last three decades

 Workforce Fewer

 American high school graduates and more immigrants work in construction

contracting.

 It is a different workforce and this will not change.

 The languages and customs of other countries are the norm on the project.

 We have to gear up and learn to be cosmopolitan.
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Changes in the last three decades

 Competition Today,

the U.S. has three times the number of contractors it had in the 1960s.

 That speaks volumes about the lack of profit opportunities.

 This translates into more bidders on projects and more headhunters for your

employees.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CBM(مدیریت کسب و کار در صنعت ساخت
اصول بنیادین: ماژول پیش نیاز

فروش، بازاریابی و توسعه: بخش سوم

108

Construction productivity is flat

 We track several metrics that indicate

 The general health of our industry,

 Its workforce, and

 Its practices.

 Our consulting firms review the constant dollar value of construction put in place

and

divides it by the number of people who work in the industry.
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Construction productivity is flat

 That is, with all the computer technology, efforts made to improve the industry

practices, and other initiatives,

we still have not improved the productive rate of work installed each year as

an industry.
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Construction productivity is flat

 Figure shows a long-term problem over a number of years.

 The output of a labor dollar is not rising.

The question is this: what can we do about it? 
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Supervisory hours are trending in a downward direction

 Released information by the Bureau of Labor Statistics shows a negative trend for
construction supervisors and their crews.

 In the period from 1979 to 2003, supervisor hours are at almost a 1:1 ratio with a
worker’s hours.

 This means supervisors are at more of a leverage point for production.
 This is certainly good news.
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Project risk in construction

 A contractor’s risk on a project is caused by two potential events:

1. Unaccepted work by the client

2. Higher than estimated project costs
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Project risk in construction – Unaccepted work by the client

 Unacceptable Installation

 Client will not pay for the work
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Project risk in construction – Higher than estimated costs

 Bad Estimate

 Higher Material Cost

 Poor Labor Management

 Project Factors Outside the Contractor’s Control
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We choose our risk curve

Our risk curve is the risk factors that cause us financial harm or reward. 

 Contractors are on a risk/reward curve that is much different from the general

business as shown in this section.

 There is little similarity of construction to most businesses.

 The combination of factors is found in no other industry.
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Risk versus reward
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Risk versus reward
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Risk versus reward

 High-risk projects typically are larger-dollar volume jobs,

so the percentage of net profit bid is lower compared to small projects.

 The gross profit amount is acceptable due to the project size.

 Other risk factors are added, such as:

 Project distance from office

 New type of work

 Novice or unknown client

 Unknown building department

 New subcontractor(s)
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We choose our risk curve

 Our business is:

1. Craft-driven

 It cannot be replicated by machine, only by man. Craftsmen are hard to find and

they are our only means of production.

2. Variable cost-driven (not fixed cost)

 You have to make a specific percent of profit with little exception on each job.

 You don’t make money by increasing volume.

3. Treated as a commodity

 Strangely, even though our business lives and dies on the quality of

craftsmanship, the customer assumes craftsmanship is a constant.

 Therefore, they focus on price.
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We choose our risk curve

 Our business is:

4. Natural conflict

 People expect a minimal price for above-average quality.

 Add to that time pressure and safety, along with uncontrollable weather, and the

inexperienced end user is unhappy.

5. No road test

 Product samples are nonexistent.

 Naïve customers don’t understand what the final product will look like and how

long quality takes.
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We choose our risk curve

 Our business is:

6. High expectations

 The earthmoving and structural work gets naïve end users excited and the detail

work afterward makes them frustrated.

7. All projects are custom

 Even though the project may be a cookie cutter, it still is on a different site and

at a different time.
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We choose our risk curve

Our risk curve is the risk factors that cause us financial harm or reward. 

 Remarkably, the choices we make determine the risk we take.

 Our place on the risk/reward curve is of our choice.

 We choose:

 Large, medium, or small jobs

 Long-duration or short-term projects

 Clients who play fair or not

 Contracts that are onerous or not

 To stick to a niche or not

 To promote managers who are qualified or not

 High-maintenance or low-maintenance crews (see Figure in the next slide)
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We choose our risk curve
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We choose our risk curve
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The high cost of rework
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The high cost of rework

 The cost of loss, theft, and mistakes has to be repaid by profit.

 Profit is a function of revenue.

 This is an illustration of how we must generate a substantial amount of revenue to

pay for losses.

 Some of these losses are easily identified,

such as safety, job cost overruns, theft, rework, and so on.

 Other types of losses are less clear,

such as efficiency, morale, lack of paperwork, unrecognized change orders, job

site favors, and so forth.
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The high cost of rework

 As an example, let’s say an employee loses a $1,000 tool.

 The company’s net profit is 3 percent.

 This means the company has to earn $33,300 of revenue to break even on this loss.

 Wouldn’t some of your employees act differently if they had this information?

 And, what if the loss was $10,000?

 Isn’t it time for your construction staff to have some financial education?

Next Figure effectively portrays the huge cost 

that companies must expend to make up for loss. 
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The high cost of rework
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The profitability challenge
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The profitability challenge
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The profitability challenge
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The secret to profitability

 Attaining and keeping profitability is a little simpler than you might think.

 The basis for all profitability is to do the following:

1. Control what you can control

2. Perform the work you are good at

3. Focus on two things: financing and scheduling

This sounds simple, but it works hard.
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The secret to profitability

You can do this in four practical ways: 
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The secret to profitability

1. First, educate your people.

 Show them productivity statistics.

 Illustrate how lost time is such a large part of the typical crew day.

 Show them and ask them, don’t tell them.

 Getting their emotional involvement is crucial.
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The secret to profitability

2. Second, focus your people on the controllable.

 This is planning, schedule, buyout, and so forth —not the uncontrollable events,

weather, changed conditions, and so forth.

 Explain that this is where the greatest lasting improvement can be made.

 You never win consistently against uncontrollable factors, such as weather.
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The secret to profitability

3. Third, define the major business processes.

 These are the processes that most affect the schedule and budget.

 Map them out and make them clear to all. (See Figure)
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The secret to profitability

4. Fourth, follow the productivity improvement cycle.

 This applies to getting work, doing work, and keeping score.

 Improving your productivity is expressed in four steps, and then repeated:

1. Planning scheduling the plan and budget.

2. Communicating the plan, schedule, and budget.

3. Measuring against the plan, schedule, and budget.

4. Feedback performance and adjust the plan, schedule, and budget.
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The secret to profitability

These four steps will help a contractor achieve a lower installed cost with less stress. 

Once your people have experienced some success, they will own the process emotionally. 
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The secret to profitability
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Planning – Market research
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Contractor’s management flow
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Go Past Documentation—Now Improve Your Processes
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Issues to address in a continuous improvement initiative
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Comparison of Multi versus Singular Practice Implementation



Exercises
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Discussion

1. What is the greatest competitive edge a contractor can have?

2. What risk factors do contractors sometimes choose to have in their business?

3. Do best practices assure a great result in every project? Do they guarantee profits for

a contractor every year? Why or why not?
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Homework

1. Name and describe a dozen risk factors in a new contracting business, and then

discuss how to limit or minimize them.

2. How would you address the issue of the supply/demand curve for construction

contracting?

3. State the value of using quantitative methods in managing risk versus reward in

construction contracting.
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What we will learn?

 Controlling your finances

 Working capital

 Projecting cash needs

 Understanding financial statements

 Dishonest employees

 Where is the money?

 Financial management for contractors

 Successful contracting organizations know finance

 Exercises



Controlling Your Finances
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Introduction

 Experience is a hard teacher because it gives the test first, the lesson afterward.

– Vernon Law

 Although you may (and must) employ someone qualified to keep your books and a

CPA to guide you and your bookkeeper in establishing proper accounting procedures

and tax planning,

you yourself must remain in close touch with your finances.



Working Capital
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Importance of working capital

 The United States Small Business Administration (SBA) says lack of adequate

working capital is one of the top causes of small business failure.

 In addition to having enough cash for day-to-day operations,

you need reserves that will enable you to survive the tough times.
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Importance of working capital

 In a large corporation, a design flaw that results in the mass recall and modification

of thousands of one of its major products may cost the company many millions of

dollars,

but that isn’t likely to threaten the viability of such a large and

diversified company.
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Importance of working capital

 But in a small construction firm,

especially a young one, making a substantial bidding error or going an

extended period of time without securing profitable work

can have consequences ranging from merely worrisome to

catastrophic.
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Importance of working capital

So build up cash reserves as early as possible, and 

establish a line of credit to provide funds for temporary needs 

(but don’t use loans to support a losing operation).
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Relationships with banks

 Establish relationships with more than one bank.

 You will probably use one more than another,

but if you ever need the second bank,

you will be ahead by having established some history there.



Projecting Cash Needs
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Project cash needs

 Theoretically, you should be able to operate a construction business with little cash.

 After all, you’re going to pay your subcontractors and other vendors on a

thirty-day basis, aren’t you?

 And your customers promise to pay you within thirty days, do they not?

So all you need is enough cash for miscellaneous expenses and payroll and your 

construction draw will come just in time to pay the subcontractors and Home Depot, 

right?

What’s wrong with that picture? 
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Project cash needs

 A cash forecast is an attempt to project your cash needs at a time in the future by

estimating your cash inflow and outflow.

 On the outflow side are G&A expenses including payroll, rent, insurance, and

taxes; and job costs including payments to subcontractors and suppliers.

 Cash inflow usually amounts to owner payments for the construction draws you

submit.
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Timing of cash flow

 Timing payroll, rent, and other G&A outflow are relatively easy,

but subcontractor and vendor payments are as random as job starts, and

receipts from owners

are often delayed for any number of reasons.

 This amounts to a complex cash flow picture that requires updating at least as often

as the schedules for your new projects are known.



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CBM(مدیریت کسب و کار در صنعت ساخت
اصول بنیادین: ماژول پیش نیاز

تأمین مالی: بخش چهارم

15

Your financial responsibilities

 Taking on more work than can be supported by

your working capital, management team, and other infrastructure

is as likely to cause failure as being unable to acquire work.

 Other financial responsibilities that fall on you include

establishing budgets for a chart of accounts that you’ve tailored to your

business.
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Your financial responsibilities

 You must monitor

accounts receivable,

accounts payable,

job costs,

overhead expense,

cash balances,

bank lines of credit,

payroll tax remittances,

income tax payments, and

other important gauges, and

act quickly when one of them gets out of line.
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Your financial responsibilities

 Establish reporting formats that your bookkeeper will use for each of these

indicators, and

review these reports on a regular schedule.



Understanding Financial Statements
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Understanding financial statements

 Unless you already have a good understanding of how to read and interpret income

statements and balance sheets,

ask your CPA to spend some time teaching you at least the fundamentals.

 Consider enrolling in related seminars and classes.

 This is important for comprehending your own financial reports and those

provided to you by project owners, subcontractors, and other vendors.
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Understanding financial statements

 Financial statements are crucial tools in your decision-making process.

 But when using them to evaluate others,

be aware that anyone can throw dreamed-up numbers onto an un-

audited financial statement,

so all statements should be viewed with a critical eye (yours or

your CPA’s) when their accuracy may affect your well-being.

 High-profile accounting scandals in giant corporations have shown that even

audited financial statements must be viewed with caution.



Dishonest Employees 
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Dishonest employees

 An employee who is determined to cheat will find a way.

 Even an “honest” employee who happens upon a weakness in the system may be

tempted and eventually steal from you.

 Your CPA can help you devise systems that at least make cheating difficult and

more likely to be discovered.
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Dishonest employees

 A project manager or field superintendent may on occasion be offered a favor or

outright payment from a subcontractor or vendor in exchange

for something in return from your company that your employee controls.

 Your employees should understand that accepting bribes is a firing offense.

 Be careful about making accusations without the proper proof and consider

consulting with an employment attorney about such a matter.
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Dishonest employees

 Let’s say you have a project manager (“Jack”) who is authorized to approve

vendor invoices submitted to your company.

 Jack covertly sets up a fake company, XYZ Plumbing, which then issues invoices

for nonexistent charges to one of your actual projects that Jack manages.

 When the phony XYZ invoices arrive at your office, Jack approves them and they

are processed for payment the same way as for the invoices of your real vendors.

 Finally, your firm’s check arrives at the XYZ post office box owned by Jack.
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Dishonest employees

 Another situation to warn your employees against is

 A request by the project owner for you to invoice entities other than the

owner named on the construction agreement or

 To otherwise manage payments and invoices in an unusual manner.

 Doing so could be innocent or it could have serious consequences for your firm.

 Any such transactions should be made openly, in writing, with your knowledge,

and

only with the advice of your own attorney

if you are not certain as to the potential consequences.
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Dishonest employees

 The above are only a few of the many avenues for dishonesty or mishandling in

construction.

 You can never be guaranteed that it will not occur in your company, but

 A good “firewall” is diligence in hiring,

 Effective training of your employees,

 Proper controls, and

 Your careful oversight of vendor payment.



Where is the Money?



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CBM(مدیریت کسب و کار در صنعت ساخت
اصول بنیادین: ماژول پیش نیاز

تأمین مالی: بخش چهارم

28

Where is the money?

 Be sure you understand your internal flow of cash receipts and disbursements.

 In a small business you may know all of your vendors personally, but this becomes

less likely as you grow larger.

 One simple control to put in place is for you personally to look for your signature on

all cancelled checks.



Financial Management For Contractors 
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Financial management for contractors

 Financial management is not an exciting subject,

except when you are in financial trouble.

 To the unknowing, this is not the time to study the subject.

 As sure as the sun will rise tomorrow, lack of financial knowledge can lead to

financial distress.
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Financial management for contractors
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Financial management for contractors

 Contractors are different from tradespeople because they view construction as a

business.

 Successful contractors know construction is more than tradecraft.

 Without a keen eye for cost and value, their companies would, at best, stay small

and, at worst, no longer exist.

 Money is the key difference.

Without money, no company can stay in business.

As I have heard often, “Money is next to oxygen in importance.”



By: Alavipour, PhD, PMP, CMIT www.dralavipour.com .ذکر مطالب فوق تنها در صورت ذکر منبع بلامانع است

)CBM(مدیریت کسب و کار در صنعت ساخت
اصول بنیادین: ماژول پیش نیاز

تأمین مالی: بخش چهارم

33

Financial management for contractors

 Financial management is not accounting.

 Accounting deals with the classification of income and outgo (expenses).

 Financial management is the diagnosis and operation of your finances.

 Excellent accounting is the first step in the process.

 Certainly, if your accounting is performed haphazardly, then the financial

management will be poor.
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Financial management for contractors

 Not all financial concepts apply to construction.

 In fact, some are dangerous.



Successful Contracting Organizations Know 
Finance
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Successful contracting organizations know finance

 Construction companies have long neglected the idea that their employees should

understand financial management.

 Owners trying to create personal wealth with employees who do not know

money management fundamentals is madness.

 If employees don’t know financial concepts, how can they deliberately

influence them?

o Furthermore, if an employee is causing profit losses for the firm,

owners are quick to dismiss him.

o Simply put, finances are critical to the success of any business.

Why don’t we do more to further the understanding of finances?
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Finances make or break a construction firm

 Senior managers

must have a laser-like focus on financial matters.

 All activities—

adopting technology, hiring, office expansion, and bidder-list qualification, just

to name a few—expand or curtail due to money.

 Well-managed firms

1. Keep clients,

2. Attract talent, and

3. Build value for their owners.
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Finances make or break a construction firm

 Middle managers

make the most money for the construction firm.

 Profit is made on the project.

 Field supervisors and project managers make it happen on the job.

 Shouldn’t they be the most knowledgeable of all middle managers?
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Finances make or break a construction firm

 Look at these statistics that reflect most categories of contracting:

1. 3 percent—average profit before tax

2. 10 percent—average overhead

3. 87 percent—direct job costs
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Finances make or break a construction firm

 Middle managers influence or control 87 percent of the project.

 They are critical to profitable construction and, therefore, to profitable companies.
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Finances make or break a construction firm

 Overall, three people have the greatest impact:

(1) the estimating manager

(2) the field supervisor, and

(3) the project manager.

 Each of these people has profit-and-loss responsibility, but financial management is

more than that.
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Finances make or break a construction firm

 As an example, cash flow is a key indicator.

 Cash flow involves the sources and uses of funds.

 In some research, long-term negative cash flow is a sign to bankruptcy.
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Finances make or break a construction firm
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What is the first rule of business?

 The first rule of business is don’t run out of cash.

 You are taken out of the game for that.

 The second through tenth rules of business are the same:

don’t run out of cash.
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Construction contracting financial fundamentals

 We have listed below the four typical issues for construction firms.

 Solve these and you will have stronger financial health.
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Construction contracting financial fundamentals

1. How do you decrease the cash conversion cycle (days) of your firm?

 The equation has two parts:

1. Income

2. Outgo

 Contractors start by making sure they have an above-average paying customer.

 They give (happily) the poor paying ones to their competitors.

 Additionally, they make sure they bill and collect from that client per their

agreement,

not only first billings and follow-on billings,

but also change orders and retention.
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Construction contracting financial fundamentals

1. How do you decrease the cash conversion cycle (days) of your firm?

 The other part of the equation is the outgo.

 Financially successful contractors make sure they are conservative on their

expenses.

 They do not spend carelessly on investments in their business or future

opportunities with customers. (Examples: computer software.)

 They know that first adopters typically are the beta-testers and they take a financial

hit.

Combine the two and you have a cash flow or a cash-to-cash cycle. 

This determines your financial success. 
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Construction contracting financial fundamentals

2. How do you improve the return on investment (ROI) of a project?

 Take a look at the cash-to-cash cycle of a construction project and its profit margin.

 These two are the major parts of a return on investment.

 Keep these favorable more often and your company’s financial performance will be

above average.
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Construction contracting financial fundamentals

3. What are the key financial control measures you should review at least

monthly?

 Company profit and loss

 Job cost with cost-to-complete calculations

 Cash flow

 Gross profit per man-hour or man-week
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Construction contracting financial fundamentals

4. Which construction factor is the true profit opportunity for most firms?

 Labor is the true profit opportunity.

 Over the history of the United States’ construction market, for some 200+ years,

labor management has determined the success or failure in 90 percent of the

projects.

 Do your senior and middle managers know these answers?

 Do they actively try to increase the financial performance of your firm?

 Could education in these areas help them work smarter?

 As an aside, understanding risk is part of any financial management improvement.
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Construction contracting financial fundamentals

4. Which construction factor is the true profit opportunity for most firms?

 The construction industry is one of the top five riskiest industries in the United

States based on bankruptcy statistics.

 Your employees must have this type of financial education to keep you profitable.

 In fact, best of class contractors are determined by their financial result,

not by their technical ability.



Exercises
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Discussion

1. What is the purpose of job cost reports?

2. What are the primary factors that should be included in a cost report?

3. What is a good measure of productivity in financial terms?

4. What are two financial accounts used in construction contracting that are unusual in

general business? What is their purpose?
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Homework

1. Create an incentive program for a field manager in a company. Do the same for a

project manager. Why will the incentive program work? What are its potential

weaknesses?
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