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Execution Is the Real Tender Evaluation 

A tender evaluation scores intentions. The approved cost estimate is only protected — or lost — 
by what happens the day after award. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

For a project owner, the final tender evaluation is more than a procurement milestone. It is the moment 
the approved cost estimate becomes real. The selected contractor's price, once accepted, sets the 
baseline budget — and together with the contingency and other allowances, it becomes the most realistic 
number the project will ever have. Every feasibility study, every IRR calculation, every board approval 
rests on that number holding. 

 

So the tender evaluation deserves all the rigor it receives. But it is worth being honest about what a tender 
evaluation can and cannot measure. 

It measures intentions. It cannot measure execution. 

Before award, every contractor looks capable. The presentations are strong. The pricing is competitive. 
The methodology is impressive. The proposed team, subcontractors and suppliers are confident and 
credentialed. Everything looks controlled, and there is no obvious reason the final cost should drift from 
the estimate. 

Then the project begins. And reality starts its own evaluation. 
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Can they mobilize on time? Can they retain their key personnel? Can they solve problems without creating 
new ones? Can they hold their cashflow — receivables in, payments out — without it showing up on site? 
Can they manage the interfaces between their own subcontractors and suppliers? Can they absorb a 
delayed decision without turning it into a claim? Will the baseline schedule still be a workable schedule in 
month four? 

Because the pressure always arrives. 

The difference was never the bid. It was execution. 

We have watched contractors win with outstanding submissions and struggle from the first week. We have 
watched contractors with modest presentations become exceptional partners. The difference was never 
the bid. It was not even the track record on similar projects. The difference was execution. 

This is why mature contract and commercial teams evaluate more than price and methodology. They 
evaluate how a contractor behaves when things get difficult — and they keep evaluating, every day, long 
after the award. Winning the tender is not proof of capability. Delivering the project is. 

 

The evaluation that never stops 

An owner cannot run that daily evaluation on intuition, site gossip, or a report that arrives three weeks 
after the events it describes. It requires a single system of record where every event that could move the 
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cost estimate is captured the day it happens — and reported in real time. That is the role a PMIS like 
PMWEB plays for the commercial and contract management function. 

With PMWEB, the owner's team has live visibility into: 

— Delayed decisions and approvals, and the cost and time they are exposing the project to 

— Identified and emerging risks, with their quantified impact on cost and schedule 

— Early warning notifications, change order requests, change orders, claims and extension-of-time 
records as they are raised 

— RFIs, NCRs, material replacement requests and submittals that carry commercial consequences 

— Payments due to the contractor, and payments the contractor owes its subcontractors and suppliers 
down the chain 

— Currency exchange exposure on projects with international procurement and services 

— Predefined checklists for mobilization, demobilization, initial and final acceptance, and final account 
— so the processes that quietly drag are completed to an agreed standard, not left to memory 

 

None of this replaces a good tender evaluation. It does something the tender evaluation never could: it 
tells the owner, while there is still time to act, whether the contractor they selected is actually the 
contractor they evaluated. 
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Because the approved estimate is not just a budget. On a real estate investment, it is the return. And the 
return is protected — or lost — in execution. 

The question for you 

What is the strongest indicator of future performance you look for during a tender evaluation — and once 
the contract is signed, how do you keep watching it? 
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Building a Baseline You Can Defend 

An approved number is not a baseline. The baseline is the structure that lets you prove, every 
month, whether the investment is still on track. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

The day the estimate is approved, it stops being a forecast and becomes the budget. The board has signed 
off, the IRR is locked to that figure, and from here on the project will be judged against it. But there is a 
quiet gap between an approved number and a baseline you can actually defend — and most cost surprises 
live in that gap. 

 

A number in a board paper tells you the total. It does not tell you, six months in, whether you are on track. 
For that, the estimate has to be broken into a structure you can measure against: a budget every future 
cost can be traced back to, with contingency and allowances held as deliberate, visible decisions rather 
than a vague cushion buried in the total. 

Without that structure, the honest answer to "are we still on budget?" is usually "we think so." With it, the 
answer is a number — and the evidence behind it. 
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A budget you can trace 

A defensible baseline is organised so that every commitment, every invoice and every change links back 
to a specific line. When the estimate is structured by work breakdown and cost breakdown, you can see 
not just the total position but where the pressure is building — long before it reaches the bottom line. That 
traceability is what turns a static budget into a living one. 

This is exactly the discipline a PMIS like PMWEB is built to enforce. The approved estimate is loaded as a 
structured budget, and from that point every pound, riyal or dirham of commitment and cost has a place 
to land. 

Contingency is a decision, not a cushion 

Contingency and allowances are part of the approved estimate for a reason — and they deserve to be 
tracked as deliberately as the rest of it. Held as distinct, governed lines rather than absorbed into the 
general budget, they stay visible: you always know how much remains and what it is protecting. Lose sight 
of them and they are the first part of the investment to quietly drain away. 

A number you cannot trace is a number you cannot defend. 

With PMWEB, the owner's team has a baseline that holds up to scrutiny: 

— The approved estimate loaded as a structured budget by work breakdown and cost breakdown 

— Original, current and forecast columns visible side by side from day one 

— Contingency and allowances tracked as distinct, governed lines 

— Every commitment and actual cost linked back to its budget line 

— A locked, version-controlled baseline so changes are visible, not silent 

— A full audit trail behind every budget adjustment 

— Real-time budget versus committed versus actual, at any level of detail 
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The question for you 

When the board asks "are we still on budget?" in month six, can you answer with a structure that proves it 
— or with a spreadsheet and a hope? 

  

About the Author 

Bassam Samman, PMP, PSP, EVP, GPM is the Chairman and Chief Executive Officer of CMCS FZ-LLC, the PMWEB Authorised 
Implementation Partner for the Gulf Cooperation Council and broader Middle East and North Africa region. CMCS holds the 
PMWEB Partner of the Year 2025 designation and serves capital project owners, contractors and consultants across the UAE, 
Saudi Arabia, Qatar, Kuwait and India. 

Bassam has over four decades of experience providing project management, project controls services and project management 
information systems to more than two hundred capital projects with a combined value exceeding one hundred billion US dollars. 
He is the author of four published books on project management digitalisation and has lectured at more than three hundred and 
fifty international events. He holds a Master's degree in Engineering Administration (Construction Management), with Faculty 
Commendation, from George Washington University and a Bachelor's degree in Civil Engineering from Kuwait University, with 
executive education at Harvard Business School and London Business School. 

About PMWEB 

PMWEB is an enterprise-class, web-based capital construction project management platform trusted 
by organisations worldwide including Harvard University, the United Nations, and Atlanta Airport. Built 
on Microsoft .NET technology, PMWEB manages the entire project lifecycle within a single integrated platform — from portfolio 
planning and cost management through document control, procurement, scheduling, asset management, and business 



 The Approved Estimate 

cmcs.co  ·  PMWEB Authorized Implementation Partner — GCC & MENA 4 

intelligence. With 150+ pre-configured SSRS reports, drag-and-drop dashboard design, multi-currency support, and open 
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The Leading Indicators of Overrun 

Cost overruns announce themselves long before they appear in a cost report. The early signals 
just look administrative. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

By the time an overrun shows up in the cost report, the money is already spent. The cost report is a 
lagging indicator — it tells you where the project has been, not where it is heading. The signals that would 
have warned you arrived months earlier, and they rarely looked like cost at all. 

They looked administrative. An RFI waiting three weeks for an answer. A submittal sitting in review past 
its turnaround. A decision parked on someone's desk. An early warning raised and quietly filed. 
Individually, each looks like routine project correspondence. Together, they are the leading indicators of 
an estimate about to slip. 

The owner who watches them acts while there is still time. The owner who waits for the cost report acts 
when the only options left are expensive ones. 

 

By the time it's cost, it's late 

Every unanswered question and every late approval is potential cost in waiting. A delayed response 
becomes a delayed activity; a delayed activity becomes a claim for time; a claim for time becomes a claim 
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for money. The chain is predictable — which is exactly why catching it at the first link is so much cheaper 
than meeting it at the last. 

This is where a PMIS earns its place. PMWEB does not just store the correspondence — it tracks how long 
each item has been open, whether response times are improving or slipping, and what each one could 
cost if it stalls. 

The signals hiding in plain sight 

What changes an owner's position is seeing these signals together, in real time, instead of discovering 
them one by one when they have already turned into cost. A register that ages every open item and trends 
the project's responsiveness turns a pile of routine paperwork into an early-warning system. 

By the time it shows up in the cost report, the money is already gone. 

With PMWEB, the leading indicators are visible while they still lead: 

— An RFI register that ages every open item and tracks response times 

— A submittal log with turnaround KPIs against agreed timeframes 

— Early warning notifications captured and tracked from the day they are raised 

— Pending decisions and approvals logged with days outstanding 

— Trend dashboards showing whether the project is getting faster or slower 

— Automated alerts and escalation before items go critical 

— Each open item linked to its potential cost and time impact 
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The estimate is rarely lost in one big event. It is lost in dozens of small delays that no one was watching 
until they added up. 

 



 The Approved Estimate 

cmcs.co  ·  PMWEB Authorized Implementation Partner — GCC & MENA 4 

The question for you 

Which leading indicator would have warned you earliest on your last project — and was anyone actually 
watching it? 
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Change Before It Becomes Cost 

Change is not the enemy of the estimate. Uncontrolled change is. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

Every construction project changes. Conditions differ from assumptions, requirements evolve, and the 
design that looked complete at tender meets the reality of the site. Change itself is normal and expected. 
What separates a protected estimate from an overrun is whether change is seen early and decided 
deliberately — or discovered late, at the final account, when the room to negotiate is gone. 

Uncontrolled change is the single biggest threat to the approved estimate. Not because each change is 
large, but because changes that are not captured, priced and decided on time accumulate quietly — and 
arrive all at once, as cost the owner never agreed to. 

 

Capture it the day it's raised 

The cheapest moment to deal with a change is the moment it appears. A potential change spotted early 
can be scoped, priced and approved — or rejected — while options still exist. The same change discovered 
months later is already built, already disrupting the programme, and already the basis of a claim. 
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A PMIS like PMWEB gives change somewhere to go the instant it surfaces. A potential change is logged 
before it is even a formal request, its cost and time impact captured, and its effect on the budget made 
visible immediately rather than at month end. 

Decide before it's a number 

Control is not about resisting every change — it is about deciding on each one with eyes open. When every 
change carries its quantified impact and routes through a clear approval path, the owner is making 
informed decisions, not absorbing surprises. And because each approved change draws down against the 
budget and contingency in real time, the cumulative picture never gets ahead of you. 

A change you didn't see coming is a claim waiting to happen. 

With PMWEB, change stays under the owner's control: 

— A potential change log that captures change before it becomes a formal request 

— A structured change order request and change order workflow with approvals 

— Cost and time impact recorded on every change 

— Budget and contingency impact reflected in real time 

— Full audit trail and approval routing on every item 

— Cumulative approved change tracked against the original budget 

— A clear line of sight from each change back to its cause 
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The goal is simple: no change should ever reach the final account as a surprise. By then it is not a decision 
— it is a dispute. 
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The question for you 

How much of your last project's overrun was change you approved — and how much was change you only 
discovered at the end? 
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Risk and the Contingency Reserve 

Contingency is part of the approved estimate. Spent without discipline, it's the first place the 
investment leaks. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

Every approved estimate carries a contingency. It exists for a specific purpose: to absorb the risks the 
project will inevitably meet. Yet on too many projects, contingency is treated as a general convenience — 
drawn on for anything that strains the budget, with no link to the risks it was meant to cover. By the time 
the serious risks arrive, the reserve is gone. 

Risk and contingency are two sides of one coin. The contingency is only adequate if it is held against the 
risks still ahead. Spend it early, on issues that were never really risks at all, and the project faces its 
hardest moments with nothing left to draw on. That is how an investment with a healthy buffer ends up 
over budget. 

 

A reserve, not a slush fund 

The discipline that protects the estimate is simple to state and hard to maintain without the right system: 
draw down contingency only against identified risks or approved changes, and always know how much 
remains relative to how much risk is left. That requires the risk register and the contingency to be 
connected, not managed in separate worlds. 
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This is where a PMIS like PMWEB changes the picture. Risks are registered with their probability, impact 
and cost exposure, and contingency drawdown is linked to specific risk events — so the reserve is spent 
deliberately, against something real, and always visibly. 

Draw down against risk, not against habit 

The number that matters most is not how much contingency you have spent — it is how much remains 
compared with the exposure still in front of you. When that comparison is live, an owner can see a reserve 
being consumed faster than the project is de-risking, and act before the buffer is empty rather than after. 

Spend the contingency early and you face the late risks with nothing 
left. 

With PMWEB, the reserve stays governed: 

— A risk register with probability, impact and quantified cost and schedule exposure 

— Contingency held as a tracked, governed line rather than absorbed into the budget 

— Drawdown linked to specific risk events or approved changes 

— Remaining contingency shown against remaining risk exposure 

— Mitigation actions with owners and due dates 

— The trend of contingency consumption over the life of the project 

— Alerts when drawdown is outpacing progress 
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A contingency that disappears without a trace was never really protecting the investment. A contingency 
drawn down against managed risk is doing exactly what it was approved to do. 
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The question for you 

At your project's halfway point, do you know how much contingency is left — and how much risk is still 
ahead of it? 
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Claims and Extension of Time 

Claims are resolved on the record — and the record is built every day, not reconstructed at the 
end. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

On any sizeable project, claims and extension-of-time requests are a normal part of delivery, not a sign 
that something has gone wrong. Conditions change, decisions take time, events interrupt the plan. What 
determines how these are resolved — and what they ultimately cost the investment — is rarely who is right 
in principle. It is who has the clearer record of what actually happened, and when. 

The owner with a complete, contemporaneous record is in a strong, calm position. Entitlement can be 
assessed on facts, fairly and quickly, and the estimate is protected without drama. The owner 
reconstructing events months later, from scattered emails and fading memories, is in a weak one — and 
weak positions get settled expensively. 

 

The record is built daily 

A good record is not assembled when a claim lands. It accumulates from the first week of the project: 
notices raised on time, early warnings logged with dates, correspondence kept in one place, events linked 
to their effect on cost and programme. None of it is dramatic. All of it is decisive when entitlement is in 
question. 
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This is the unglamorous work a PMIS like PMWEB does quietly in the background. Every notice, every 
early warning, every relevant communication is captured with its date and its supporting documents — so 
the timeline tells itself when it needs to. 

Facts beat memory 

Approaching claims well is not about being adversarial. It is about both sides being able to see the same 
facts, so the conversation stays grounded in evidence rather than recollection. That is better for the 
relationship and better for the estimate. A clear record tends to resolve issues faster and closer to what is 
fair — which is exactly what an owner protecting an IRR wants. 

The strongest position in any claim is a complete record kept in real 
time. 

With PMWEB, the record is ready before it is ever needed: 

— A contemporaneous log of correspondence, all in one place 

— Early warnings and notices tracked with their dates 

— A claims register with status, value and supporting documents 

— Extension-of-time records linked to the events and delays behind them 

— Cost and time impact tracked for each claim 

— Supporting evidence attached directly to each record 

— A full timeline and audit trail for every entitlement discussion 
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The best time to build the record that resolves a claim is long before the claim exists. After it lands is the 
most expensive time to start looking for it. 
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The question for you 

If a claim landed today, would your project record be ready — or would your team start digging through 
inboxes? 
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Payments, Cashflow and Currency 

The approved estimate is also a payment plan. It leaks through over-certification, lost retention, 
and currency no one was watching. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

Protecting the estimate is not only about scope, change and risk. It is also about the point where money 
actually leaves the project: payment. An estimate can be perfectly managed everywhere else and still 
erode, quietly, through certifying more than has been earned, mishandling retention, failing to recover 
advance payments, or ignoring the currency moves on imported materials and services. 

Each of these is small in isolation and significant in total. And several of them sit outside the owner's 
direct payments altogether — in the health of the payment chain running down to subcontractors and 
suppliers, where a problem can surface on site long before it surfaces in a report. 

 

Certify what's earned, not what's claimed 

The discipline at the heart of payment is straightforward: pay for work actually done, against the budget, 
with retention held and advances recovered as agreed. Where certification drifts ahead of real progress, 
the owner is funding the project faster than it is being built — and carrying risk that belongs to the 
contractor. A PMIS like PMWEB ties each progress certificate to measured progress and to the budget, so 
over-certification has nowhere to hide. 
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Watch the chain and the currency 

On projects with international procurement, the approved estimate was set at certain exchange rates — 
and the market does not hold still for the convenience of a budget. Visibility into currency exposure is part 
of protecting the number. So is visibility into whether the contractor is paying its own subcontractors and 
suppliers, because a strained payment chain becomes the owner's problem the moment it stops work. 

You can lose the estimate one over-certified payment at a time. 

With PMWEB, the money side of the estimate stays in view: 

— A progress invoice and payment-certificate workflow tied to actual progress 

— Retention tracked with a clear release schedule 

— Advance-payment recovery tracked to completion 

— Cumulative certification checked against the budget to flag over-certification 

— Visibility into payments due down the chain to subcontractors and suppliers 

— Currency exchange exposure on international procurement and services 

— Cashflow forecast against actual, period by period 

 

The estimate is rarely lost in a single bad payment. It is lost through a steady drift that no one was 
tracking — until the cashflow no longer matches the plan. 
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The question for you 

On your last project, did you certify what was actually earned — and did anyone watch the currency? 
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The Cost Estimate at Completion 

The final cost shouldn't be a surprise. It should be a forecast you've watched move every single 
month. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

The entire purpose of everything in this series is one outcome: that the final cost matches the approved 
estimate, so the investment delivers the return it promised. The mistake owners make is treating that as 
something they will find out at the end. The final cost is not a result to wait for. It is a forecast to watch — 
and the watching is where the protection happens. 

The estimate at completion is the single most important number an owner can see during delivery. It 
answers the only question that ultimately matters: given everything that has happened and everything still 
committed, where will this project land? The gap between that forecast and the approved estimate is your 
early warning — and it is most useful long before it closes. 

 

Forecast the landing, don't wait for it 

A live estimate at completion pulls together the budget, the commitments made, the costs incurred, and 
the changes and claims in play, into a single honest forecast of the final number. Updated continuously, it 
turns cost management from a backward-looking report into a forward-looking instrument. You stop 
asking "where have we been?" and start asking "where are we going, and is it still where we approved?" 
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This is precisely what a PMIS like PMWEB maintains. As every commitment, change and claim is recorded, 
the estimate at completion moves with it — so the forecast is never more than a moment out of date. 

The gap is the early warning 

What matters is not just today's forecast but its direction. A gap to the approved estimate that is steady 
can be managed. A gap that widens month after month is telling you something the cost report will only 
confirm later, at far greater expense. Watching the trend is what gives an owner the time to act while 
acting is still cheap. 

The most expensive moment to learn your final cost is the day you 
reach it. 

With PMWEB, the landing point is always in view: 

— Original budget, committed, actual and forecast in a single view 

— A live estimate at completion that updates with every change, claim and commitment 

— Variance to the approved estimate highlighted continuously 

— The trend of the estimate at completion over time — is the gap widening? 

— Forecast-to-complete by cost element, not just in total 

— Drill-down from the headline number to the events behind it 

— Early visibility of the final position while there is still room to act 



 The Approved Estimate 

cmcs.co  ·  PMWEB Authorized Implementation Partner — GCC & MENA 3 

 

An owner who forecasts the final cost every month is rarely surprised by it. An owner who waits for the 
final account is surprised almost every time — and surprises, at that stage, only ever cost money. 
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The question for you 

Right now, today, do you know where your project will land — or only where it has been? 
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Final Account and Closeout 

The final account is where the estimate is judged — and where loose records turn into disputes. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

The final account is the moment of truth for the approved estimate. Everything the project did, decided 
and deferred arrives here to be reconciled against the number the investment was built on. For a well-
managed project, it is a confirmation. For a loosely-managed one, it is where months of postponed loose 
ends, undocumented changes and incomplete records all come due at once — and turn into dispute and 
delay. 

Closeout has a way of revealing how the whole project was run. The discipline that felt optional in month 
three — capturing each change, keeping the record, closing items as they arose — is exactly what makes 
the final account a reconciliation rather than a renegotiation. 

 

Closeout is a process, not a scramble 

The projects that close cleanly treat closeout as a defined process with clear steps, not a frantic search at 
the end. Substantial and final acceptance, the final account, demobilisation, retention release, 
outstanding defects — each has its checklist, and each is worked to completion. The processes that 
quietly drag when left to memory are the ones that hold up settlement and erode the estimate. 
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A PMIS like PMWEB makes closeout repeatable. Predefined checklists ensure nothing is missed, and 
because the change and claim record has been building all along, the final account assembles from facts 
already captured rather than evidence hastily reconstructed. 

The record decides the final number 

At final account, the strength of the record is the strength of the owner's position. Every documented 
change, every resolved claim, every closed item is one less thing to argue about. The owner who reaches 
this point with a complete record settles faster, closer to the approved estimate, and with the relationship 
intact — which is its own kind of return. 

Every loose end you left open arrives at the final account at the same 
time. 

With PMWEB, closeout is controlled to the end: 

— Predefined checklists for substantial and final acceptance, final account and demobilisation 

— A complete change and claim record feeding the final account 

— An outstanding-items log tracked to closure 

— Retention release tracked against its schedule 

— Defects and snags tracked through to sign-off 

— Document-completeness checks before closeout 

— Final account reconciled against the approved estimate 
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The final account does not reward the project that was loudest at the end. It rewards the one that kept its 
record all the way through. 
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The question for you 

When you reach final account, will it be a reconciliation — or a renegotiation? 
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The Owner's Real-Time Commercial Dashboard 

Protecting the estimate isn't one report. It's one real-time picture of everything that can move it. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

Across this series, one thread has run through every article. Protecting the approved estimate — and with 
it the IRR the whole investment depends on — is not a single task done once. It is the sum of many: 
watching the leading indicators, controlling change, governing contingency, keeping the record, certifying 
payment carefully, forecasting the final cost, closing out cleanly. No owner can do all of that on monthly 
PDFs and intuition. It requires seeing the whole picture, in real time, in one place. 

That is what a commercial dashboard delivers, and it is the capability that ties everything else together. 
Leading and lagging indicators side by side. The signals that warn early and the results that confirm late, 
on one screen, updated continuously — so the owner is never the last to know, and always has time to act. 

 

Leading and lagging, in one place 

The value of a real dashboard is not prettier reporting. It is the combination of indicators that, separately, 
each tell only part of the story. Aging RFIs warn that cost is forming. The estimate at completion shows 
where the project will land. Contingency against remaining risk shows whether the buffer will last. 
Cashflow shows whether the money matches the plan. Together, in real time, they let an owner manage 
the investment rather than audit it after the fact. 
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From hindsight to foresight 

The difference a PMIS like PMWEB makes is the shift from hindsight to foresight. A monthly report tells 
you what already happened. A live dashboard tells you what is happening and where it is heading, while 
there is still room to change the outcome. For an owner whose return depends on the final cost matching 
the approved estimate, that shift is the entire game. 

The owner who can see everything in real time is the owner who still 
has time to act. 

With PMWEB, the whole commercial picture lives on one dashboard: 

— Live cost: budget, committed, actual and estimate at completion 

— Change and contingency status against the original budget 

— Risk exposure measured against remaining contingency 

— Aging RFIs, submittals and pending decisions — the leading indicators 

— Claims and extension-of-time status and value 

— Cashflow and currency exposure against the plan 

— Closeout readiness as the project nears completion 

— Role-based views for the owner, the project manager and the delivery teams 
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Every article in this series was, in the end, about the same thing: visibility early enough to do something 
about it. The dashboard is where that visibility becomes a daily habit — and where protecting the estimate 
stops being a hope and becomes a discipline. 

 

The question for you 

If you could see only one dashboard every morning, what would have to be on it to protect your 
investment? 
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Committing the Budget 

An approved budget is only a plan. It becomes real — and either protected or exposed — at the 
moment you commit it to purchase orders and subcontracts. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

The baseline sets the budget, but money is not spent at the baseline. It is spent — committed — when 
packages are procured: when purchase orders are placed, subcontracts are awarded, and agreements are 
signed. That moment of commitment is where the approved estimate is genuinely put at risk, because a 
commitment is a promise the budget now has to keep. 

Between the approved budget and the final cost sits a layer that often receives less attention than it 
deserves: commitment management. The gap between what has been committed and what remains 
uncommitted is one of the clearest early reads on whether the estimate will hold — and one of the easiest 
to lose sight of without the right system. 

 

Commitment is where the estimate meets reality 

Each package procured at or under its budget line protects the estimate. Each one awarded above it 
quietly erodes the contingency before the work has even begun. Owners who track commitments against 
the budget package by package see that pressure building while there is still room to rebalance — rather 
than discovering it once the invoices start to arrive. 



 The Approved Estimate 

cmcs.co  ·  PMWEB Authorized Implementation Partner — GCC & MENA 2 

This is precisely the link a PMIS like PMWEB is built to maintain. Every purchase order and subcontract is 
tied back to its budget line, so committed cost is visible against the plan in real time, not reconstructed at 
month end. 

The uncommitted budget is your room to manoeuvre 

The portion of the budget not yet committed is the owner's flexibility. While it remains, an overrun on one 
package can be offset against savings elsewhere. Once it is gone, the options narrow sharply and every 
further pressure lands straight on the contingency. Knowing, at any moment, how much of the estimate is 
committed, how much is forecast, and how much is still genuinely open is what keeps an owner ahead of 
the number instead of reacting to it. 

A budget is only a plan until you commit it. After that, it is a promise. 

With PMWEB, every commitment stays anchored to the budget: 

— Purchase orders and subcontracts linked directly to their budget lines 

— Committed cost tracked against the budget in real time, package by package 

— The gap between committed, forecast and uncommitted budget always in view 

— Procurement status for every package, from tender through to award 

— Commitment changes and variations captured against the original order 

— Approval routing and a full audit trail on every commitment 

— Early flags when a package is trending above its budget line 

 

The estimate is rarely lost in a single award. It is lost across dozens of packages, each a little over its line, 
with no one watching the cumulative effect until the uncommitted budget has quietly run out. 
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The question for you 

How much of your project's budget is already committed — and do you know whether each commitment 
came in under its line? 
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The Cost of Time 

On a real estate investment, every day of delay is a day of delayed return. Time is not just 
schedule — it is cost. 

By Bassam Samman, PMP, PSP, EVP, GPM  —  CEO & Chairman, CMCS 

 

It is tempting to treat cost and time as separate disciplines — managed by separate teams, reported in 
separate documents. For a project owner, they are the same conversation. A real estate investment earns 
its return when it opens: when tenants move in, when units hand over, when the asset finally starts 
working. Every day that moment slips, the return slips with it, and the IRR the whole investment was 
approved on quietly weakens. 

This is the cost of time, and it rarely appears in the cost report. It shows up instead as prolongation, as 
extended financing, as delayed revenue, and as escalation on materials and labour that were priced for an 
earlier completion. The approved estimate assumed a date. Miss the date, and the estimate was never 
quite the estimate. 

 

The programme is a cost document 

The baseline schedule is not only a sequencing tool — it is a financial commitment. Every activity carries 
cost, and the order and timing of activities determine when money is spent and when it is recovered. An 
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owner who reads the programme as a cost document sees slippage for what it really is: an early signal of 
cost still to come. 

A PMIS like PMWEB connects the programme to the commercial picture, so a slipping schedule is visible 
alongside its cost consequences — rather than sitting in a separate report that lands too late to do 
anything about. 

Protect the date to protect the return 

Protecting the completion date is one of the most direct ways an owner protects both the estimate and 
the IRR. That means watching progress against the baseline continuously, catching slippage in its first 
weeks, and understanding the cost of a delay before it compounds. The cheapest delay to recover from is 
always the one caught early; the most expensive is the one acknowledged at handover. 

Every day the asset opens late is a day of return the investment never 
gets back. 

With PMWEB, time and cost are watched together: 

— Progress monitored against the baseline schedule in real time 

— Slippage shown alongside its cost consequences, in one place 

— Delay events and their impact linked back to the programme 

— Prolongation and time-related cost exposure tracked as it accrues 

— Early warning when key activities or milestones begin to drift 

— A completion forecast updated continuously, not only at month end 

— Time and cost reported together, not in separate silos 
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An owner who manages cost without managing time is protecting only half the investment. The estimate 
and the date stand or fall together — and the return depends on both. 
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The question for you 

If your project slipped a month today, do you know what it would cost the investment — and would you 
see it in time to recover? 
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fifty international events. He holds a Master's degree in Engineering Administration (Construction Management), with Faculty 
Commendation, from George Washington University and a Bachelor's degree in Civil Engineering from Kuwait University, with 
executive education at Harvard Business School and London Business School. 

About PMWEB 

PMWEB is an enterprise-class, web-based capital construction project management platform trusted 
by organisations worldwide including Harvard University, the United Nations, and Atlanta Airport. Built 
on Microsoft .NET technology, PMWEB manages the entire project lifecycle within a single integrated platform — from portfolio 
planning and cost management through document control, procurement, scheduling, asset management, and business 
intelligence. With 150+ pre-configured SSRS reports, drag-and-drop dashboard design, multi-currency support, and open 
REST/SOAP API integration, PMWEB delivers enterprise capability with implementation timelines measured in months, not years. 

About CMCS 

CMCS (Collaboration, Management and Control Solutions) is the regional PMWEB implementation partner 
for the GCC and MENA regions, awarded PMWEB Partner of the Year 2025. CMCS specialises in digital 
project management solutions for real estate developers, infrastructure owners, and construction 
companies across the Middle East and North Africa.  
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