G. CRACE PN EXCELLENCE ACADEMY PROJECT FINANCE - MODULES 2 & 3 PrOject Finance on One Page- @ QUICK REFERENCE - ONE SHEET

A project can be on budget and still lose money, and profitable and still run out of cash. Your job is to move a signed fee all the way to collected cash — without leaking margin on the trip.

01 THE FIVE MOVES — FEE TO CASH @ Module 2 - earn & protect @ Module 3 - bill, price & collect
~ N ~ N ~ N ~ N ”~ ~
Earn Protect Bill Price Collect
Backlog - earned value Effort behind earned value Earned value - invoice Name every change first Invoice - cash
$1.4M N - | | | o o _ 15-20%
Value is the work truly finished x the fee, not When spend runs ahead of what you've Invoice work as it's earned. Unbilled earned A change is added scope. Price it and offer An unpaid invoice is a loan you're making the
FEE IN the hours you spent. earned, that gap is margin leaving now. work is cash sitting still. the choice before you build it. client. Work the aging. PROFIT KEPT

02 COMMIT THESE TO MEMORY

~$110 2.75% 62.5% 3.2-3.4% 15-20%

BREAK-EVEN HOUR - $40 x 2.75 COST MULTIPLIER - 1.75 OH UTILIZATION - DIRECT + TOTAL NET MULTIPLIER - REV PER $1 DIRECT TARGET MARGIN - THE REWARD FOR RISK
03 TWO NUMBERS ON YOUR DESK 04 READ THE BST SCORECARD 05 WHICH MODULE TEACHES WHAT
(

MODULE 2 - THE MACHINE

On budget, still losing money
THE FEE — WHAT GRACE EARNS

i PSP e The dollar and the $110 hour
$1.4M Margin — are you earning it?

Variance @ = Revenue - Effort @ The three KPIs — utilization, multiplier, revenue factor

Grace's net service revenue on Oakhaven. The number you manage to a 15-20% . L . . )
Earned minus spent. Negative is the Margin Gap — margin leaving now.

margin. e Building & defending the fee — the three doors
Cash — are you getting paid? e Earned value and the Margin Gap
Unbilled days + Receivable days \
How long earned work waits for an invoice, then cash. Add them for your days to cash. 4

MODULE 3 - THE FLOW

Backlog to cash
THE OPCC — WHAT THE BUILDING COSTS ]
Where it lands — the forecast

@ Profit is earned; cash is received
~ Profit ® at completion

) . ) o . Fee minus estimate-at-completion, at today’s pace. Found early, it's a recovery plan. ® The fee-to-cash pipeline and the float
The Owner’s construction cost. Carry it as a range, disclaim it, reconcile every gate.

Don’t blur them — one earns a tough review, the other gets you fired. e Billit, price it, collect it

@ Collections, and the Owner’s cost number

N
06 THE FOUR PATTERNS, IN THE MONEY
The Competent Coordinator The Obsessed Designer The People Pleaser The Accountable Owner
Watches spend, never earned value. Sees green while margin quietly Refines past the fee; keeps a high-cost principal on production. Absorbs scope, softens bad news, lets the aging invoice ride. Treats every hour as a financial decision and every invoice as cash at
leaks. . L ) isk.
ears Owner move - staff to the rate, stop at the earned-value line. Owner move - name the change, price it, make the collections call. s
Owner move - compare earned to effort every week, not the budget earn it, protect it, bill it, price it, collect it.

alone.

Earn it, protect it, bill it, price it, collect it T S AR

REMEMBER
PROJECT FINANCE - QUICK REFERENCE - 2026

On Monday, ask one question: what have | earned, what have | billed, and what have | collected — and where is the gap?




