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THE GONSTRUGTION

FINANGIAL

Strategic KPIs for Profitability,

Effic

BLUEPRINT

Sustainability

PREPARED FOR: Construction Owners & CFOs

OBJECTIVE: From Survival to Scale
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THE CRITICAL PATH: SURVIVING THE APRIL 2026 BREAKEVEN

The business is racing toward PROJECTED
a projected breakeven point in BREAKEVEN
April 2026. The margin for $832.000

error is dangerously thin. A CASH PEAK

«@

single 60-day delay will burn
through all capital reserves.

THE DANGER ZONE
(60-DAY BUFFER)

CPM Timeline JAN FEB MAR JUN
2026 2026 2026 2026 2026

Cash Requirement

RISK ALERT

A one-month project delay pushes the cash
injection need to March. If delays exceed
60 days, the capital reserve is depleted.
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THE FOUR PILLARS OF FINANCIAL HEALTH

Turning opaque finances into a navigable dashboard.

2. WORKFORCE
EFFICIENCY (PEOPLE)

Utilization, Salary Coverage

1. UNIT ECONOMICS
(PROFIT)

Gross Margin, Scope Stability

4. FINANCIAL HEALTH
(CASH)
EBITDA, Cash Conversion Cycle

3. GROWTH DYNAMICS
(SALES)
CACvs. LTV

We will analyze the specific KPIs required in each pillar to secure the April 2026 target.
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THE $180/HOUR ILLUSION

Target: Gross Margin > 30%

INSIGHT: A $180 rate is
meaningless if overhead o
allocation is a blanket guess. You BEZTn

BILLABLE

must calculate the exact cost basis -$85.00
to avoid selling time at a loss. L
(Base + Taxes/Benefits) -$30.00

ALLOCATED
OVERHEAD

WARNING:

Under 25% Gross Margin triggers
immediate project review.
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PROTECTING THE SCOPE
Target: Project Scope Change Rate < 5%

THE MATH (EXAMPLE):

Original Contract Value: $1,000,000
+ Change Order (HVAC Upgrade): $25,000

CALCULATION:
$25,000 / $1,000,000 = 2.5% RATE

STATUS: HEALTHY (V)

Margins are destroyed when “On-Time, On-Budget” becomes “Just get it done.”
Uncontrolled changes erode the value proposition.

ACTION ITEM: Mandate detailed scope sign-offs before physical work starts.
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THE UTILIZATION TRAP: FINANCING YOUR OWN TEAM

Salaries are fixed; revenue is variable. If your team isn't billing, you are financing their existence.

7

ROLE: PROJECT MANAGER ROLE: SITE SUPERVISOR

Y

* Annual Salary: $90,000 @@ * Annual Salary: $75,000
* Monthly Cost (Loaded): ~$10,000 ‘ * Monthly Cost (Loaded): ~$8,500
* Billable Rate: $125/hr ‘ » Billable Rate: $100/hr

80 HOURS 85 HOURS

' Required Monthly Billings f Required Monthly Billings
o@ ~ toBreak Even 'O' to Break Even

2
L
,
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KPI: BILLABLE UTILIZATION
Target: 85% (Field Staff)

BENCHMARKS BY ROLE:

- Field Staff / Site Super: 85%

- Project Managers: 75% - 80%
(Due to permitting/admin)

Underutilized

86.25%|

Underutilized Burnout Risk

CALCULATION:
138 Billable Hours / 160 Available Hours = 86.25%

Utilization >95% signals burnout risk. Utilization <80% signals a need to reduce admin intake time.
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REALIZING THE VALUE
KPIl: Revenue Per Billable Hour (RPBH)

THE LEAK:
$8.57/hr

QUOTED Lost Revenue

RATE (CM):
$180.00

REALIZED
RATE:
$171.43

BENCHMARKS

TARGETS:
- Construction Management (CM): ~$180/hr
- Design/Planning (DP): ~$120/hr

W

THE MATH " e

Total Revenue: $600,005&‘,};E@31
Total Billable Hours: 3,500

Result: $171.43 per hour

Action: Flag any project dipping below
$150 RPBH for immediate review.
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THE COST OF GROWTH
KPI: CAC vs. LTV

o, ., "o - . -
- —
__H‘- x__;‘“a____h- L._ ’

THE GOLDEN RATIO: LTV MUST BE 3x CAC

Strategic Implication: You cannot spend $1,200 to acquire a client who only
generates $3,000 in gross profit.

2026 TARGETS:

- CAC Goal: $1,200 (Marketing Spend / New Customers)
- Required LTV: $3,600+
- Action: Focus on securing projects over $50,000 initially.
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THE CASH VELOCITY
KPI: Cash Conversion Cycle (CCC) < 30 Days

DSO »][o DPO

CLUIDEVS €DEVD (50 Days)

Collecting Inventory SES?{ES

Construction kills cash flow because you pay for materials before
the client pays you. We must keep this gap under 30 days.

Strategy List:
1. Invoice within 24 hours of milestones.
2. Negotiate Net 45 terms with suppliers.
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THE OPERATIONAL ENGINE
KPI: EBITDA Margin

@ IVIIA(I)?:‘./?N @

TARGET: - INDUSTRY
10% ($342k BENCHMARK:
Projected for 8% - 15%

2026)

Definition: Operational profitability before financing/accounting.

Insight: This acts as the “Check Engine” light for core business health.
If Gross Margin drops, EBITDA follows immediately.
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THE MASTER DASHBOARD: 2026 TARGETS

=N
GROSS MARGIN

(4 -

BILLABLE
UTILIZATION

. 85% =

A Red Flag: <80%

7 s

SCOPE
CHANGE RATE

A Red F|ag: >10%

CONVERSION

Strategy: Net 45 DPO

(4 : ﬁw
PER HOUR

~$180

A RE"d F|ﬂg: {$,| 50
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ACTION PLAN: SECURING THE APRIL BREAKEVEN

To cover the $832k cash requirement and ensure the business

survives the 60-day buffer zone:

pr— - T

s

| Punch List

| [ 1. ACCELERATE INVOICING: Reduce Cash Conversion Cycle |
immediately. Invoice within 24 hours of completion.

/| 2. CUT OVERHEAD: Reduce projected fixed overhead by

$10k/month to protect the 10% EBITDA goal.

[/ 3. SECURE THE SCHEDULE: Ensure all Q4 2025 projects

close on time; a 60-day delay is fatal.

[/| 4. SALES FOCUS: Direct marketing spend toward high-margin

commercial jobs to validate the $1,200 CAC.
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"Financial health is not about high
rates; it is about high efficiency. R
Track the leaks to keep the profit.”

The difference between the $180 quoted rate and
the $65 actual margin is management. Implement
weekly KPI reviews to bridge that gap.
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