
CMCS INSIGHTS · PMO · FINANCE

The PMO and the Capital
Project P&amp;L
Four articles on why the PMO must report the project P&amp;L, and how
PMWEB delivers it in real time from three perspectives: the real estate
developer selling before building, the government entity measuring cost
against what the project delivers, and the contractor exposed to the
unbalanced-bid trap.

By Bassam Samman, PMP, PSP, EVP, GPM

CEO & Chairman, CMCS



IN THIS SERIES

4 articles

01 On Time, On Budget, and Still Losing Money: How a PMO Tracks Project
Profitability with PMWEB

02 Selling Before Building: The Real Estate Developer's Project P&amp;L in
PMWEB

03 The Public Value P&amp;L: Measuring Construction Cost Against What the
Project Delivers

04 The Unbalanced-Bid Trap: Why Contractors Need a True Project P&amp;L in
PMWEB

cmcs.co PMWEB Authorized Implementation Partner · GCC & MENA



The PMO and the Capital Project P&L  |  Part 1 of 4  |  Why the PMO Must Report the Project P&L 

On Time, On Budget, and Still Losing Money: How a 
PMO Tracks Project Profitability with PMWEB 

Turning commitments, change orders, invoices, requisitions, accruals and payments into a real-time P&L 

 

A project can finish on time, within scope and to specification, and still lose money. 
A PMO that reports only delivery and cost against budget discovers the loss after it 
has been booked. PMWEB already holds both sides of the project ledger, cost and 
revenue, and with ERP integration it turns them into a real-time Project and 
Portfolio P&L. 

Most PMO dashboards answer one question well: are we on schedule and within budget? That question matters, 
but it is not the one the CEO and the board ask. They ask whether the project is earning the margin we bid, 
whether that margin is holding, and whether profit is turning into cash. 

For contractors, EPC and design-build firms, project management consultants, and developers delivering 
projects for clients, every project carries a revenue contract and a cost base. Profit is the gap between the two, 
and it moves every time a change order is approved, a subcontractor invoice is certified, or a client payment is 
delayed. A PMO that cannot see both sides together is reporting delivery, not performance. 

 

Why cost reporting alone is not enough 

Traditional PMO cost reporting compares committed and actual cost with the budget. It tells management 
whether the project is spending as planned. It does not tell them whether the project is earning as planned. Four 
blind spots are common: 

• Revenue lives somewhere else. The prime contract, client variations and payment applications sit 
with the commercial team in spreadsheets, while invoicing and collection sit in the ERP. 

• Changes are seen on one side only. A variation instructed to a subcontractor appears as cost 
growth. The matching claim to the client, if it was raised at all, sits in a separate log. 

• The books lag the site. The ERP records cost when an invoice is posted and revenue when a bill is 
issued, often weeks after the work was done. Without accruals, the month's P&L reflects paperwork, not 
progress. 



• Cash is invisible. A project can show a healthy margin while the client pays 120 days late and retention 
builds up. 

The result is a month-end reconciliation in which the PMO, finance and the commercial team debate whose 
number is right, and margin erosion is discovered one or two quarters too late. 

PMWEB already holds both sides of the ledger 

PMWEB was built for capital project financial control, so the building blocks of a project P&L are standard 
modules, not customisation. The cost side and the revenue side are captured in matching records: 

P&L element PMWEB record What it gives the PMO 

Cost side 

Cost baseline Budget and Budget Requests The starting point: original and revised cost 
budget by cost breakdown structure (CBS) 

Committed cost Commitments (subcontracts, purchase 
orders, service agreements) 

What has been bought, and what remains to buy 

Cost growth Change Events, Potential Change Orders 
(PCOs) and Commitment Change Orders 

Forecast, pending and approved cost changes, 
traced to their cause 

Actual cost Progress Invoices Work certified against each commitment, 
including retention payable 

Cost not yet invoiced Accruals Value of work performed but not yet invoiced 

Non-contract cost Miscellaneous Invoices Fees, utilities, permits and small purchases with 
no commitment behind them 

Own staff, labour 
and plant 

Timesheets Hours valued at resource cost rates, so in-house 
cost is not missing 

Cash out Payments (A/P) What has been paid to each supplier and 
subcontractor 

Revenue side 

Contract revenue Prime Contract Contract value and schedule of values with the 
client 

Revenue growth Prime Contract Change Orders Approved and pending revenue changes 

Billed revenue Requisitions Payment applications to the client, including 
retention receivable 

Revenue not yet 
billed 

Accruals Value of work earned but not yet billed 

Cash in Payments (A/R) What the client has paid against each requisition 
 

Every record carries the same project, CBS and cost code, so cost and revenue line up at line-item level. A change 
event raised once can be carried through to the commitment change order with the subcontractor and the prime 
contract change order with the client. The PMO sees the cost and its recovery side by side, and can flag 
immediately any approved cost change that has no matching revenue change. 



 

 



 

Accruals: a P&L that reflects the work, not the paperwork 

Work on site does not wait for invoices. PMWEB accruals close the gap between progress and the books. Each 
month the project team records the value of work performed but not yet invoiced against each commitment, and 
the value of work earned but not yet billed against the prime contract. 

Three things follow. The month's P&L reflects work actually done. The difference between earned and billed 
revenue becomes visible as under-billing or over-billing. And finance receives accrual journals supported line by 
line, rather than estimates sent by email at month-end. 

 



A real-time P&L: accruals ahead of the financial close 

This is where PMWEB differs most from a financial system. An ERP P&L is built on the last closed period: cost 
when an invoice is posted, revenue when a bill is issued. PMWEB accruals add the work in place that has not yet 
been invoiced or recognised as revenue, so the P&L reflects the project as it stands today. For Project P1000: 

P&L line Financial system 
(last close) 

PMWEB real-time Difference and why 

Revenue to date 248.3 (requisitions 
posted) 

257.6 +9.3 revenue accrual: work earned, not yet 
billed 

Cost to date 214.6 (invoices posted) 226.4 +11.8 cost accrual: work in place, not yet 
invoiced 

Gross profit to date 33.7 31.2 −2.5: the ledger flatters the margin because 
cost is running ahead of invoices 

Forecast at completion Not available 446.4 revenue, 392.3 
EAC 

PMWEB adds commitments, remaining to 
buy and PCOs 

 

Management sees the margin of the work actually done, not the margin of the paperwork processed so far, and it 
sees it between closes, when there is still time to act. 

ERP integration: one P&L, in real time 

PMWEB does not replace the general ledger, and it should not. The right division of work is clear. PMWEB is 
the project sub-ledger, where commitments, changes, certifications, requisitions and accruals are created, 
approved under the Delegation of Authority (DoA) and documented. The ERP is the book of record for 
accounting, tax, payables, receivables and payments, whether it is SAP, Oracle, Microsoft Dynamics or another 
system. 

PMWEB's REST and SOAP APIs connect the two: 

• Master data from the ERP to PMWEB: companies, vendors, customers, GL accounts, cost codes, 
tax codes, currencies and exchange rates. 

• Approved transactions from PMWEB to the ERP: commitments, commitment change orders, 
approved progress invoices, requisitions and accruals. 

• Settlement from the ERP to PMWEB: A/P and A/R payments with invoice and payment references, 
so cash is visible against every contract. 

• Costs that start outside PMWEB: payroll, staff time, plant and site overheads posted to project cost 
codes in the ERP and brought back, so the P&L is complete. 

Because each transaction is approved once and passed by API, the P&L the PMO reports and the numbers 
finance closes the month with come from the same records. Reconciliation becomes an exception report instead 
of a monthly exercise. 



 

Potential change orders: claims, disputes and the P&L range 

The P&L also needs to show what could still change it. In PMWEB, potential change orders (PCOs) capture 
claims and disputes before they are settled, on both sides of the ledger. PCOs on the prime contract are 
potential revenue: variations and claims the organisation expects to recover from the client. PCOs on 
commitments are potential cost: claims from subcontractors and suppliers, and changes in its own operations. 
For Project P1000: 

PCO register Against Effect on the P&L Submitted Assessed in 
forecast 

Prime contract PCOs Client Potential revenue 12.4 7.8 

Commitment PCOs 
(subcontractor claims) 

Subcontractors and 
suppliers 

Potential cost 9.8 6.1 

 

Holding both sides in PMWEB lets the PMO report the P&L as a range, not a single number: 

Scenario Assumption Forecast gross 
profit 

Margin 

Best case All client PCOs recovered; subcontractor claims settled 
at the assessed value 

58.7 13.0% 

Expected Client PCOs recovered as assessed; subcontractor claims 
as assessed 

54.1 12.1% 

Worst case No client PCOs recovered; subcontractor claims paid in 
full 

42.6 9.7% 

 

The gap between best and worst case, 16.1 million, is the financial exposure that executives must manage. It 
shows which claims to pursue, which to settle, and how much of the forecast margin depends on negotiations 
still open. 



 

 

Five questions every P&L review must answer 

An executive P&L review is useful only if it answers five questions. Each one maps to data PMWEB already 
holds: 

Executive question What PMWEB measures 

1. Are we earning the margin 
we bid? 

Forecast revenue (revised contract plus expected recovery of pending changes) 
minus Estimate at Completion (EAC) gives forecast gross profit, compared with 
bid and target margin. 



Executive question What PMWEB measures 

2. Where is margin leaking? Gross profit bridge from bid to forecast; margin by CBS division; cost changes 
with no matching revenue change; subcontract overruns; extended preliminaries 
from delay. 

3. Will the project stay viable 
to completion? 

EAC built from committed cost, remaining to buy and pending cost changes; 
margin trend by month; ageing of pending revenue change orders. 

4. Is delivery turning into 
revenue and cash? 

Earned versus billed (under- or over-billing), billed versus received, retention, 
A/R and A/P outstanding, net project cash. 

5. What must executives decide 
now? 

Projects breaching agreed thresholds, the financial exposure in AED, the 
accountable owner, the corrective action and its due date. 

 

 



The Project P&L dashboard 

The dashboard below is built in PMWEB's embedded Power BI reporting on the same records described above. It 
uses a sample project, with values in AED millions. 

 
Project P&L dashboard in PMWEB: Project P1000, Mixed-Use Tower (sample data, AED millions) 

Read from left to right, it tells a story that a cost report would miss: 

• Margin is slipping, not collapsing. Forecast gross profit is 54.1 on forecast revenue of 446.4, a 12.1% 
margin against a 13.0% target. The trend has drifted down steadily since late 2025. 

• Changes add revenue but little profit. Approved change orders added 18.6 of revenue but only 2.4 
of profit, after 16.2 of matching cost. 

• The forecast depends on unapproved claims. It assumes 7.8 will be recovered from 12.4 of 
pending client change orders. Without it, the margin falls to 10.6%. Four of those change orders, worth 
5.1, are more than 60 days old. 

• The loss sits in two places. Preliminaries are running at a loss because of delay, and the facade 
package is 4 points below target. 

• Cash is positive, but under-billing is building. Revenue earned is 257.6 against 248.3 billed, so 9.3 
of work is not yet billed. Net project cash is +25.3. 



 

The Portfolio P&L dashboard 

At portfolio level, the same measures roll up across every project, business unit and country. This is the view for 
the executive committee. 

 
Portfolio P&L dashboard in PMWEB: nine active projects (sample data, AED millions) 

• The portfolio is 46.5 short of target profit. Forecast gross profit is 301.4, an 11.0% margin against 
a weighted target of 12.7%. 



• Two projects explain most of the gap. The Hospital Expansion (P1020) and the Hotel Fit-out 
(P1070) account for 30.3, about 65% of the shortfall. 

• Timing decides the response. The Hotel Fit-out is 79% complete with 9.6 points of fade, so little can 
still be recovered. The Hospital is 46% complete, so corrective action now can still protect the result. 

• Profit is not cash. The Hospital is under-billed by 15.2 and its net cash is -8.4: the contractor is 
financing the client. 

• Pending claims are the biggest swing factor. Unapproved revenue change orders total 67.5, equal 
to 22% of forecast gross profit. 

The margin trend shows a steady fade of 1.7 points over twelve months. No single month looked alarming, and 
that is exactly why a quarterly finance pack would have caught it late. 

Profit is not cash 

A profitable project can still consume cash, and a cash-positive project can be losing margin. The P&L review 
must show both. PMWEB tracks the full chain on each side: on revenue, from earned to billed (requisitions) to 
received (A/R payments); on cost, from committed to invoiced (progress invoices) to paid (A/P payments). The 
gaps between the links are the management signals: under-billing, overdue receivables, retention held by the 
client, and the balance between what the project collects and what it pays. 

 



 

Beyond management: the P&L for third-party stakeholders 

A real-time P&L is not only for the executive committee. The parties who fund, invest in or oversee capital 
projects need the same view, and they usually receive it late, summarised and reconciled by hand. Parts 2 to 4 of 
this series look at each case in detail: 

Stakeholder What they need to know What the PMWEB P&L gives them 

Investors in real 
estate developments 

Is my return on track, and when will I 
receive distributions? 

Development profit and return on cost against 
feasibility, sales and escrow cash 

Banks and financial 
institutions funding 
contractors 

Can the contract repay the facility, and is the 
margin real? 

True margin, cash forecast, receivables and claims 
exposure 

Government 
leadership and 
oversight bodies 

What has the capital programme delivered 
for what it has spent? 

Value of deliverables accepted, Value P&L and 
progress across entities 

 

Every external view is drawn from the same approved records the PMO uses, so it is consistent and audit-ready. 
PMWEB security settings give each party a read-only view of only the projects and measures it is entitled to see, 
through a role-based login or scheduled report distribution. 



 

PMWEB 2026 AI on P&L data 

The PMWEB 2026 release introduces the first wave of PMWEB AI. On P&L work its value comes from the same 
fact as the dashboards: every commitment, change, invoice, requisition and payment is held as structured data. 

AI Assistant 
mode 

What it does Example request from the PMO 

Find Locates records from a plain-language 
request 

"Find all prime contract change orders pending client 
approval for more than 60 days" 

Open Goes straight to the record the user 
names 

"Open the latest requisition for Project P1000" 

Create Prepares a new record from a plain 
instruction, for the user to review 

"Create an action item for the commercial manager to 
follow up the facade change orders over 60 days" 

Help Guides the user through how to 
perform a task in PMWEB 

"How do I record a cost accrual against a subcontract?" 

 

Action is taken only with the user's approval, and PMWEB AI honours security settings: a site user 
sees only the commercial data their role permits. 



 

What the PMO must put in place 

The system makes profitability visible. The PMO makes it managed. Six practices make the difference: 

• A target margin for every project, approved at award and held as the baseline. 
• One coding structure for CBS, cost codes and GL accounts, shared by PMWEB and the ERP. 
• Both sides of every change. No commitment change order is approved without a decision on the 

matching prime contract change order. 
• Monthly accruals on every active commitment and prime contract. 
• Escalation thresholds, for example margin fade above 2 points, pending revenue changes older than 

90 days, or negative net project cash. 
• A monthly P&L review in which every red item leaves with an owner, an action and a date. 

Key takeaway 
Delivery performance tells you whether the project is being built as planned. The P&L tells you whether it is 
creating value for the business. PMWEB holds both ledgers, and with ERP integration the PMO can show 
executives margin, exposure and cash for every project and the whole portfolio, early enough to act. 

 

Over to you: how does your PMO track project profitability today: through cost reports and month-end 
finance packs, or through an integrated P&L in your PMIS? 

Next in the series: Part 2, The Real Estate Developer: Sales, Milestones and Escrow. 

Talk to us: to see a Project and Portfolio P&L built on your own PMWEB data, contact CMCS at info@CMCS-
MENA.com. 

#PMWEB #CMCS #PMO #ProjectProfitability #ProjectPL #CostControl #ProjectControls #ERPIntegration #PMIS 
#ConstructionManagement #GCC 
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Selling Before Building: The Real Estate Developer's 
Project P&L in PMWEB 

Linking unit sales, construction milestones and escrow releases to the cost of delivery 

 

For a real estate developer, profit is not earned on site. It is created when units are 
sold, recognised as construction milestones are achieved, and turned into cash only 
when the escrow account releases funds. A PMO that reports construction cost 
alone sees half of the developer's P&L. 

Part 1 of this series showed how PMWEB holds both sides of the project ledger. This article applies that model to 
the real estate developer selling villas, apartments and offices, often off-plan, in the UAE and Saudi Arabia. 

The developer's question is not only whether the tower will be finished on time and on budget. It is whether the 
development will still deliver the profit approved in the feasibility study, and whether the cash from buyers will 
arrive when the contractor needs to be paid. 

How a developer earns revenue 

• Sales of assets. Revenue comes from Sale and Purchase Agreements (SPAs) for villas, apartments, 
offices and retail units. The value sold is fixed at signing; the value of unsold inventory depends on future 
prices. 

• Milestone-linked payment plans. Buyers pay a booking amount and then instalments that fall due 
when construction reaches defined stages, for example 20%, 40% and 70% complete, with the balance on 
handover. 

• Escrow accounts. In off-plan markets such as Dubai and Saudi Arabia, buyer payments are deposited 
in a project escrow account and released to the developer against construction progress certified by the 
project consultant. 

• Revenue recognition. Under IFRS 15, developers in the region commonly recognise revenue on sold 
off-plan units over time, in line with construction progress. Each company should confirm its own policy 
with its auditors. 

Construction progress therefore drives three lines of the developer's P&L at once: the cost incurred, the 
revenue recognised, and the cash released from escrow. That is why the developer's PMO, and not only 
its finance team, must own the project P&L. 



 

The developer's P&L in five lines 

P&L line Definition Where the data lives 

Gross Development 
Value (GDV) 

Value of units sold plus unsold inventory at 
current expected prices 

Unit inventory and SPAs in the sales or 
CRM system, brought into PMWEB by API 
at project and unit-type level 

Total Development Cost 
(TDC) 

Land, construction, soft costs, marketing 
and sales commissions, finance costs 

PMWEB budget, commitments, progress 
invoices, miscellaneous invoices, timesheets 
and accruals; finance costs from the ERP 

Development profit and 
margin 

GDV minus TDC, compared with the 
approved feasibility margin 

Calculated in PMWEB 

Revenue recognised Sold value multiplied by certified 
construction progress 

Certified progress from PMWEB; sold value 
from the sales system 

Escrow position Instalments called, collected into escrow, 
released to the developer, and the balance 
held 

Collections from the sales system and bank; 
escrow release requests prepared and 
approved in PMWEB 

 

The sales system remains the record of each buyer and each SPA. PMWEB does not need to hold 500 individual 
sales contracts to report the P&L. It needs sold value, unsold inventory, instalments called and collections by 
project and unit type, refreshed through the integration, next to the cost data it already holds. 

Construction milestones: the hinge of the developer P&L 

In a developer's P&L, a construction milestone is a financial event. When the consultant certifies that the 
structure has reached 70% complete, three things should happen: the instalment linked to that stage is called 
from buyers, revenue on sold units is recognised to that level, and an escrow release request can be raised with 
the evidence. 

PMWEB holds that evidence: the schedule milestone, the contractor's progress invoice certified by the 
consultant, site progress photos and inspection records. An escrow release request configured as a PMWEB 
adaptive form, with its own workflow under the Delegation of Authority (DoA), can carry those records to the 
bank and to the authority. 

The reverse is also true. On the sample project below, instalment 5 is linked to 70% completion and is worth 91.2. 
Every month that milestone slips, 91.2 of buyer payments is deferred, and the developer funds the contractor 
from equity or debt in the meantime. 



 

 



 

Where the cost comes from: the PMWEB processes behind the P&L 

The cost side of the developer's P&L is Total Development Cost, and it goes well beyond the main construction 
contract. PMWEB captures each part through a defined process, starting from the budget: 

PMWEB process What it captures Example in this perspective 

Budget (the starting 
point) 

The approved cost baseline by cost breakdown 
structure (CBS). Every cost and revenue record is 
coded to it, which is what lets cost and revenue line 
up line by line. 

Feasibility study cost plan converted into 
the development budget: land, construction, 
soft costs, sales and finance 

Commitments and 
progress invoices 

Contracted cost: subcontracts, purchase orders 
and service agreements, and the work certified 
against them. 

Main contract, enabling works, consultants, 
sales agencies and marketing contracts 

Miscellaneous invoices Non-contract cost: invoices with no commitment 
behind them, coded to the CBS so they do not sit 
only in the ERP. 

Land registration and authority fees, utility 
connections, permits, advertising and small 
purchases 

Timesheets Non-commitment cost: hours of own staff, labour 
and plant, valued at PMWEB resource cost rates. 

The developer's own development 
managers, engineers and sales staff charged 
to the project 

Potential change 
orders (PCOs) 

Forecast: cost (and revenue) changes that are 
emerging but not yet approved, so the EAC shows 
what is coming. 

Design changes requested by sales to 
improve saleability, and contractor claims 
under review 

Accruals Work performed but not yet invoiced, so each 
month's P&L reflects the work, not the paperwork. 

Construction work certified on site but not 
yet invoiced at month-end 

Payments Cash paid (A/P) and received (A/R), synchronised 
with the ERP. 

Payments to the contractor and consultants; 
collections from buyers and releases from 
escrow 

 

When the budget is the starting point and every record is coded to it, the PMO can compare each cost line with 
the feasibility study and show exactly where development profit is moving. 



 

A real-time P&L: accruals ahead of the financial close 

The finance team closes the development P&L monthly or quarterly. PMWEB accruals add certified progress and 
work in place since the last close, so the developer sees today's position. For D2000, against the June quarter 
close: 

P&L line Financial system 
(last close) 

PMWEB real-time Difference and why 

Revenue recognised on 
sold units 

419.7 (46% progress at 
June close) 

492.7 +73.0: progress certified since the close 

Construction cost 
incurred 

314.2 (contractor 
invoices posted) 

325.9 +11.7 cost accrual: work in place, not yet 
invoiced 

Forecast development 
profit 

Not available 268.5 PMWEB forecast from GDV and Total 
Development Cost EAC 

 

Between closes, the board can see how far revenue recognition, escrow eligibility and cost have moved, instead of 
waiting for the next quarter's accounts. 

Potential change orders: claims, disputes and the P&L range 

A developer's P&L is also exposed to changes that are not yet settled. PMWEB PCOs record them on both sides. 
On the revenue side, they capture buyer-requested upgrades and SPA variations, and back-charges and delay 
damages the developer expects to recover from its contractor. On the commitment side, they capture 
contractor and consultant claims against the developer. For D2000: 

PCO register Against Effect on the P&L Submitted Assessed in 
forecast 

Buyer upgrades and 
SPA variations 

Buyers Potential revenue 3.2 0.0 

Back-charges and delay 
damages 

Main contractor Potential cost recovery 4.5 0.0 

Contractor claims 
(extension of time, 
prolongation) 

Developer Potential cost 21.0 6.0 



PCO register Against Effect on the P&L Submitted Assessed in 
forecast 

Consultant additional 
fee claims 

Developer Potential cost 2.4 1.0 

 

Holding both sides in PMWEB lets the PMO report the P&L as a range, not a single number: 

Scenario Assumption Forecast gross 
profit 

Margin 

Best case Upgrades sold and back-charges recovered; claims 
rejected 

283.2 22.9% 

Expected As assessed in the forecast 268.5 21.7% 

Worst case Nothing recovered; claims paid in full 252.1 20.4% 
 

The developer's PMO can show the board how much of the feasibility margin depends on claims still open, and 
decide which to settle before handover. 

 



The Development Project P&L dashboard 

The dashboard below is built in PMWEB's embedded Power BI reporting. It uses a sample residential tower, with 
values in AED millions. 

 
Development Project P&L dashboard in PMWEB: D2000, Creek Vista Residences (sample data, AED millions) 

• Sales are ahead of construction. 362 of 504 units are sold (72%), while construction is 54% 
complete. Sold value is 912.4. 

• Profit is eroding from two directions. Forecast development profit is 268.5, a 21.7% margin against 
24.8% in the feasibility study. The construction overrun (18.5) and expected discounts on unsold units 
(15.5) explain 34.0 of the 41.5 lost. 

• Buyers are paying late. Instalments called total 456.1 but 410.6 has been collected, leaving 45.5 
overdue, mostly on instalments 3 and 4. 

• Cash is sitting in escrow. 92.4 is held in escrow awaiting the next certified milestone. Released funds 
(318.2) already exceed the contractor's payments to date (296.0). 

• The unsold stock is the large units. 66 of the 124 available units are two- and three-bedroom 
apartments. That is a pricing and marketing decision, and it sits in the P&L as the discount line. 



The Development Portfolio P&L dashboard 

At portfolio level, the same measures roll up across every development, city and country. 

 
Development Portfolio P&L dashboard in PMWEB: seven developments in the UAE and KSA (sample data, AED millions) 

• The portfolio is below feasibility. Forecast GDV is 7,981.4 and forecast development profit 1,703.8, 
a 21.3% margin against a weighted feasibility margin of 23.5%. 

• One development is building ahead of its sales. The Downtown Office Tower (D2020) is 63% built 
but only 41% sold, and its margin has fallen from 19.0% to 14.1%. The decision is whether to slow 
construction, reprice, or hold part of the building for leasing. 

• 541.9 is held in escrow across the portfolio. It is cash the developer has sold but cannot use until 
milestones are certified, with 133.6 in Palm Grove Villas (D2010) alone. 

• Early-stage projects carry the most exposure. Jeddah Waterfront Villas (D2050) is 52% sold at 
27% built: sales are healthy, but most of the cost is still to come. 

Integration: sales, cost and escrow in one view 

Three systems feed the developer's P&L. The sales or CRM system holds units, SPAs, payment plans and 
buyer collections. The ERP holds the general ledger, payables, finance costs and payments. PMWEB holds the 
budget, commitments, invoices, timesheets, change orders, progress certification and escrow release requests. 
PMWEB's REST and SOAP APIs bring sales and collections in, exchange cost transactions and payments with 
the ERP, and report the development P&L from one database. 

Reporting to investors and lenders 

Real estate developments are often funded by equity investors, joint-venture partners and funds, alongside bank 
finance. Investors want to know whether the return they were promised is still on track. A real-time development 
P&L lets the developer answer with evidence instead of a quarterly narrative. For D2000: 

Stakeholder What they need to know What the PMWEB P&L gives them 

Equity investors and 
JV partners 

Is my return on track, and when will profits 
be distributed? 

Profit on cost of 27.8% against 33.0% at feasibility; 
forecast profit of 268.5 with its best and worst case 

Funds and 
institutional investors 

Which developments are on track across the 
portfolio? 

Portfolio margin against feasibility, sales against 
construction pace, and escrow held by development 



Stakeholder What they need to know What the PMWEB P&L gives them 

Lending banks Will sales and escrow releases repay the 
facility on schedule? 

Instalments called and collected, 45.5 overdue, 92.4 
held in escrow, and the next milestone that releases 
it 

Authorities and 
escrow trustees 

Is buyer money being released only against 
certified progress? 

Escrow release requests with the certified progress 
evidence attached 

 

Every external view is drawn from the same approved records the PMO uses, so it is consistent and audit-ready. 
PMWEB security settings give each party a read-only view of only the projects and measures it is entitled to see, 
through a role-based login or scheduled report distribution. For a developer raising capital for its next project, a 
track record of transparent, real-time reporting is itself an advantage. 

PMWEB 2026 AI on development P&L data 

AI Assistant 
mode 

Example request from the developer's PMO 

Find "Find all progress invoices certified since the last escrow release for Project D2000" 

Open "Open the escrow release request for the 50% construction milestone" 

Create "Create a budget request to transfer contingency to the facade package" 

Help "How do I record a miscellaneous invoice for the land registration fee?" 
 

Action is taken only with the user's approval, and PMWEB AI honours security settings, so sales, 
finance and project users each see only what their role permits. 

What the developer's PMO must put in place 

• The feasibility study as the budget. Every cost line in PMWEB traces back to the approved 
feasibility. 

• One unit and CBS structure shared by the sales system, PMWEB and the ERP, so sales and cost meet 
at building and unit-type level. 

• Milestones treated as financial events, with certification evidence held in PMWEB and escrow 
requests raised from it. 

• All cost in one place: commitments, miscellaneous invoices, timesheets and accruals, not only the 
main contract. 

• A monthly development P&L review comparing sales pace with construction pace, and margin with 
feasibility. 

Key takeaway 
A developer's profit is set by sales, recognised by construction progress and released by escrow. PMWEB 
connects all three to the full Total Development Cost, so the PMO can show the board whether each 
development is still delivering its feasibility margin, and when its cash will arrive. 

 

Over to you: does your development P&L link construction milestones to buyer instalments and escrow 
releases, or are they reported by different teams in different systems? 

Next in the series: Part 3, The Government Entity: Cost Against Deliverables. 

Talk to us: to see a development P&L built on your own PMWEB data, contact CMCS at info@CMCS-
MENA.com. 

#PMWEB #CMCS #RealEstate #RealEstateDevelopment #PMO #ProjectPL #Escrow #OffPlan #DevelopmentManagement 
#PMIS #Investors #UAE #KSA 
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The Public Value P&L: Measuring Construction Cost 
Against What the Project Delivers 

How a government PMO reports, during delivery, what each dirham of capital spending has produced 

 

A government entity does not sell what it builds. Its revenue is what the project 
hands over: hospital beds and operating rooms, classrooms, kilometres of road, 
police stations, housing units, megawatts of data centre capacity, each to a defined 
quality. A government PMO that reports only budget spent tells the Ministry of 
Finance how much was paid, not what was delivered for it. 

Parts 1 and 2 of this series looked at organisations that earn revenue from a contract or from sales. This article 
applies the same P&L discipline to government entities delivering capital projects: municipalities and ministries 
such as Finance, Health, Education, Interior and Defence. 

What revenue means for a government entity 

For a government capital project, revenue is the deliverables the project must hand over at completion, 
of the quantity and quality approved in the business case. A hospital expansion delivers a number of beds and 
operating rooms of a specified standard. A road project delivers kilometres of road. These are short-term, 
physical outputs, and they can be measured every month while the project is being delivered. 

This is deliberately different from the long-term outcomes of the asset, such as reduced waiting times or lower 
congestion over the next twenty years. Those belong to the entity's Balanced Scorecard and strategic 
performance reporting. The P&L discussed here is narrower and more immediate: did the project deliver 
what it was funded to deliver, at the approved cost? 

Entity Capital project Deliverables at completion (the revenue) 

Ministry of Health Hospital expansion ICU and inpatient beds, operating rooms, imaging suites, 
outpatient clinic rooms 

Ministry of Education Secondary schools package Classrooms, laboratories, sports halls 

Municipality Ring road upgrade Kilometres of road, interchanges, bridges 

Municipality Storm water network Kilometres of network, pumping stations 

Ministry of Interior Police stations programme Stations handed over, cells, command rooms 

Ministry of Defence Personnel housing Housing units, community facilities 

Ministry of Finance Government data centre Megawatts of IT capacity, data halls 
 



 

The Value P&L: crediting value when deliverables are accepted 

Without a selling price, the government PMO needs a value for each deliverable. The approved business case 
already provides one. The approved budget is allocated to each deliverable type, and dividing by the number of 
units gives an approved value per unit. On the sample hospital, the 1,150 million approved budget allocates 
676 million to 260 inpatient beds (2.6 million per bed) and 192 million to 12 operating rooms (16 million per 
room). 

Four measures follow: 

• Value accepted: units handed over and accepted against their specification, multiplied by their 
approved value. A unit that is built but fails its commissioning tests earns nothing until it passes. 

• Value P&L at completion: the forecast value of deliverables at completion minus the Estimate at 
Completion (EAC). It turns negative when the project costs more than approved, or delivers less than 
approved, or both. 

• Outcome Performance Index (OPI): the percentage of deliverable value accepted divided by the 
percentage of EAC spent. Below 1.0, the project is spending ahead of what it delivers. 

• Cost per deliverable unit: the forecast cost of each bed, classroom or kilometre against the approved 
value. It is the figure the Ministry of Finance can compare across projects and entities. 

This is the public-sector equivalent of earned revenue. Value is credited when a deliverable is accepted, not when 
money is spent, and quality is part of the test. 



 

Holding the deliverables in PMWEB 

PMWEB holds the deliverables schedule as the project's revenue line. Each project carries its deliverable types, 
specification, target quantity, approved value per unit and planned handover dates, linked to the schedule 
milestones. Each handover is recorded as a deliverable acceptance record, configured as a PMWEB adaptive 
form with its workflow under the Delegation of Authority (DoA). It links to the evidence already held in PMWEB: 
inspection and test records, commissioning certificates, snag lists, and the end user's acceptance. 

Because acceptance is a record, not a statement in a progress report, the PMO can show exactly how many beds 
or operating rooms have been accepted, how many are awaiting acceptance and why, and what value has been 
credited. 



 

 
Deliverables schedule (PMWEB adaptive form) for the hospital project: G3000 (sample data) 



 
Deliverable acceptance record (PMWEB adaptive form), Main tab: operating rooms 5 and 6 failed the pressure regime test 

 
Attachments tab: linked test records, snag list and commissioning report 



 
Workflow tab: the Delegation of Authority route, returned for re-test 

Where the cost comes from: the PMWEB processes behind the P&L 

The cost side of the Value P&L is the full cost of delivering the deliverables, including cost that is often invisible 
in government reporting. PMWEB captures it through defined processes, starting from the budget: 

PMWEB process What it captures Example in this perspective 

Budget (the starting 
point) 

The approved cost baseline by cost breakdown 
structure (CBS). Every cost and revenue record is 
coded to it, which is what lets cost and revenue line 
up line by line. 

The approved business case budget, 
allocated by deliverable type and CBS, with 
its funding source and fiscal-year 
appropriations 

Commitments and 
progress invoices 

Contracted cost: subcontracts, purchase orders 
and service agreements, and the work certified 
against them. 

Construction, design and supervision 
contracts awarded under the government 
procurement rules 

Miscellaneous invoices Non-contract cost: invoices with no commitment 
behind them, coded to the CBS so they do not sit 
only in the ERP. 

Authority and utility connection fees, 
government fees, permits and small 
purchases 

Timesheets Non-commitment cost: hours of own staff, labour 
and plant, valued at PMWEB resource cost rates. 

The entity's own engineers and PMO staff 
assigned to the project, valued at cost rates 

Potential change 
orders (PCOs) 

Forecast: cost (and revenue) changes that are 
emerging but not yet approved, so the EAC shows 
what is coming. 

End-user change requests, such as an 
additional imaging suite, and contractor 
claims under review 

Accruals Work performed but not yet invoiced, so each 
month's P&L reflects the work, not the paperwork. 

Work certified on site but not yet invoiced at 
month-end and at fiscal year-end 

Payments Cash paid (A/P) and received (A/R), synchronised 
with the ERP. 

Payments to contractors and consultants, 
synchronised with the government financial 
system 

 

Starting from the approved budget allocated by deliverable means each cost can be traced to what it is delivering. 
That is what allows a cost per bed or per kilometre to be reported with confidence. 



 

A real-time P&L: accruals ahead of the financial close 

Many government financial systems record capital expenditure when it is paid. PMWEB accruals and certified 
invoices show the cost of work already in place, and PMWEB holds the deliverables value that no financial 
system records. For G3000: 

P&L line Financial system 
(last close) 

PMWEB real-time Difference and why 

Cost incurred 702.0 (payments made) 742.6 +40.6: work certified or accrued, not yet 
paid 

Value of deliverables 
accepted 

Not recorded 470.0 Units accepted × approved value per unit 

Estimate at completion Not available 1,212.0 Commitments, remaining work and 
assessed PCOs 

 

The Ministry of Finance sees the true cost position and the value delivered today, not only the cash paid at the 
last close. 

Potential change orders: claims, disputes and the P&L range 

PCOs record contractor and consultant claims and disputes against the entity before they are settled, so the 
Value P&L shows their potential effect. For G3000: 

PCO register Against Effect on the P&L Submitted Assessed in 
forecast 

Contractor claims 
(extension of time, 
prolongation, 
disruption) 

Entity (main contract) Potential cost 41.0 12.5 

Consultant additional 
fee claims 

Entity Potential cost 3.6 1.2 

 

Holding both sides in PMWEB lets the PMO report the P&L as a range, not a single number: 



Scenario Assumption Value P&L at 
completion 

% of approved 
budget 

Best case Claims rejected −66.3 −5.8% 

Expected Claims as assessed in the EAC −80.0 −7.0% 

Worst case Claims paid in full −110.9 −9.6% 
 

The range tells the entity how much additional appropriation it may need, and which disputes to resolve first. 

 



The Project Value P&L dashboard 

The dashboard below is built in PMWEB's embedded Power BI reporting for a sample hospital expansion, with 
values in AED millions. 

 
Project Value P&L dashboard in PMWEB: G3000, Hospital Expansion (sample data, AED millions) 

• Spending is ahead of delivery. 61% of the EAC has been spent, but only 40.9% of the deliverable 
value has been accepted. The OPI is 0.67. 

• Beds are behind plan. 120 of 300 beds have been handed over against 160 planned. Inpatient beds 
are at 80 against a plan of 120. 

• Quality is holding back value. Two operating rooms and one imaging suite are built but awaiting 
acceptance after failed tests. Until they pass, they earn no value. 

• The project will cost more and deliver less. The EAC is 1,212.0 against an approved 1,150.0, driven 
by design changes, scope added by the end user, delay and escalation. One imaging suite has been 
deferred, so the forecast value at completion is 1,132.0. The Value P&L at completion is -80.0, or -7.0% of 
the approved budget. 

• Funding needs a decision. Commitments of 1,068.0 already exceed the 980.0 appropriated, so a 
further appropriation must be approved before new commitments are made. 



The Capital Programme Value P&L dashboard 

At portfolio level, the Ministry of Finance or a central PMO can compare every project across entities, because 
each deliverable is valued in the same currency. 

 
Capital Programme Value P&L dashboard in PMWEB: seven projects across six entities (sample data, AED millions) 

• The programme will deliver 304.1 less value than it costs. Approved budgets total 5,847.0, the 
EAC is 6,133.1, and the forecast value of deliverables is 5,829.0. 

• Two projects explain most of the gap. The Ring Road Upgrade (-112.0) and Personnel Housing (-
92.5) account for 204.5, about 67% of it. 

• Personnel Housing has the weakest OPI. 25% of its housing units have been accepted for 47% of its 
cost spent (OPI 0.53). 

• Some projects deliver below approved unit cost. The Secondary Schools Package (+11.5) and the 
Storm Water Network (+7.7) are forecast to deliver their full scope for less than approved. 

• 5 of 7 projects are behind their deliverables plan, including the Government Data Centre, which 
has spent 41% of its EAC with no IT capacity accepted yet. 

Reporting the government's capital programme 

Beyond each entity, government leadership needs to report how the capital programme as a whole is moving: 
what has been delivered, what it has cost, and where intervention is needed. Because every project in PMWEB 
values its deliverables the same way, the Value P&L rolls up across entities. For the sample programme: 

Stakeholder What they need to know What the PMWEB P&L gives them 

Cabinet, council or 
executive office 

Is the capital programme delivering what 
was approved? 

Value of deliverables accepted of 2,412.4 against 
3,395.9 spent; 5 of 7 projects behind their 
deliverables plan 

Ministry of Finance Where is the next appropriation needed, and 
why? 

Value P&L at completion of −304.1, funding gaps 
by project, and claims exposure 

Audit and oversight 
bodies 

Is reported progress supported by evidence? Acceptance records with test and commissioning 
evidence for every deliverable credited 

The public What has been delivered in my city? Beds, classrooms, kilometres and stations handed 
over, published from the same data 

 



Every external view is drawn from the same approved records the PMO uses, so it is consistent and audit-ready. 
PMWEB security settings give each party a read-only view of only the projects and measures it is entitled to see, 
through a role-based login or scheduled report distribution. 

PMWEB 2026 AI on Value P&L data 

AI Assistant 
mode 

Example request from the government PMO 

Find "Find all deliverables awaiting acceptance for more than 30 days, with the reason" 

Open "Open the acceptance record for operating rooms 5 and 6" 

Create "Create a budget request for the additional appropriation on Project G3000" 

Help "How do I record my team's hours on the hospital project?" 
 

Action is taken only with the user's approval, and PMWEB AI honours security settings, so each 
entity sees only its own projects unless the user's role covers the whole programme. 

What the government PMO must put in place 

• A deliverables schedule for every project, taken from the approved business case: types, 
specifications, quantities and approved value per unit. 

• Acceptance as a recorded event, with the test and commissioning evidence held in PMWEB. 
• The approved budget as the starting point, allocated by deliverable, so each cost traces to what it 

delivers. 
• All cost captured, including the entity's own staff time and non-contract fees. 
• A monthly Value P&L review in which each project shows value accepted, cost spent, OPI and Value 

P&L at completion, with an owner and action for every red item. 
• Long-term outcomes left to the Balanced Scorecard, so the P&L stays focused on what the 

project can deliver and the PMO can control. 

Key takeaway 
For a government entity, the revenue of a capital project is what it hands over at completion, in the quantity 
and quality approved. PMWEB values each accepted deliverable against the approved business case and sets 
it against the full cost, so the PMO can show what every dirham has delivered while there is still time to act. 

 

Over to you: does your entity report capital projects by budget spent, or by the beds, classrooms and 
kilometres actually accepted for that spend? 

Next in the series: Part 4, The Contractor: Progress Invoices and the Unbalanced-Bid Trap. 

Talk to us: to see a Value P&L built on your own PMWEB data, contact CMCS at info@CMCS-MENA.com. 

#PMWEB #CMCS #Government #PublicSector #CapitalProjects #PMO #ValueForMoney #ProjectPL #Mashroat #PMIS 
#UAE #KSA 
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The Unbalanced-Bid Trap: Why Contractors Need a True 
Project P&L in PMWEB 

Separating billed revenue from earned revenue on remeasured contracts in the Middle East and the Gulf 

 

For a contractor, revenue is what the Engineer certifies on each progress invoice. 
On remeasured contracts priced against a bill of quantities, that number can flatter 
the project for most of its life. Unbalanced bids load the early items and underprice 
the late ones, so the margin reported in year one disappears in year three. A 
contractor's PMO needs PMWEB to show the true margin from the first month. 

This final part of the series applies the P&L discipline to general contractors, EPC contractors, design-build 
contractors and specialist contractors, where profit is the gap between cost of construction and the value certified 
on progress invoices. 

How a contractor earns revenue 

• Progress invoices (interim payment applications). Each month the contractor applies for 
measured quantities at contract rates on a remeasured contract, or for milestones and schedule-of-values 
items on a lump-sum or EPC contract. 

• Certification. The Engineer certifies the amount due, less retention and advance-payment recovery. 
• Variations. Instructed changes are valued and added to the contract, often months after the work is 

done. 
• Cost. Subcontracts and purchase orders, the contractor's own labour, staff and plant, site overheads and 

non-contract expenses. 
The simple contractor P&L is certified revenue minus cost. The problem is that certified revenue is priced at 
contract rates, and contract rates are not always a fair measure of the value of the work done. 

Unbalanced bidding: the problem hidden in the BOQ 

In competitive tenders across the Middle East and the Gulf, contractors often keep the total price competitive but 
spread it unevenly across the bill of quantities. Two patterns are common: 

• Front-loading: high rates on early items such as mobilisation, preliminaries, earthworks and 
substructure, and low rates on late items such as MEP, finishes and external works. It improves cash flow 
early, when financing costs and slow payments bite hardest. 

• Quantity speculation: high rates on items the contractor expects to increase, and low rates on items 
expected to decrease or be omitted. 

The tactic is a commercial choice, but it has a cost if it is not visible internally. Billed revenue runs ahead of the 
real value of the work, so the reported margin is inflated in the early months. The surplus reverses when the 
underpriced late sections are built, which produces a margin cliff near completion. If loaded items are reduced or 
omitted, the expected surplus never arrives. Meanwhile, bonuses, dividends and new bids may be based on 
margins that do not exist. 

On the sample contract below, worth 380.0 million, preliminaries, earthworks, substructure and superstructure 
are priced 40.0 million above their balanced value, and MEP, finishes and external works are priced 40.0 million 
below it. The total is unchanged; the timing of the profit is not. 



 

Balanced value: the contractor's internal truth 

The remedy is to keep two values for every BOQ section in PMWEB: 

• Contract value, at the rates in the contract. This is held on the prime contract schedule of values and 
drives the progress invoices (requisitions) submitted to the client. 

• Balanced value, equal to the tender cost estimate plus a uniform tender margin. The tender estimate 
becomes the PMWEB cost budget by CBS, mapped to the BOQ, and the balanced value sits next to it. 

Each month, PMWEB compares revenue billed at contract rates with revenue earned at balanced rates for 
the same progress. The difference is the front-loading surplus. It is reported as revenue received in advance, not 
as profit. The true margin is earned revenue minus actual cost, over earned revenue. 

Finance may already recognise revenue on a cost-to-cost basis in the statutory accounts. The risk sits in the 
monthly project reports and the management decisions based on them, which usually run on billed value. 
PMWEB puts the true margin in the same report. 



 

 

Where the cost comes from: the PMWEB processes behind the P&L 

A true margin needs a true cost. For contractors, a large share of cost never passes through a subcontract or 
purchase order, so a commitments-only report understates it. PMWEB captures every source, starting from the 
budget: 

PMWEB process What it captures Example in this perspective 

Budget (the starting 
point) 

The approved cost baseline by cost breakdown 
structure (CBS). Every cost and revenue record is 
coded to it, which is what lets cost and revenue line 
up line by line. 

The tender estimate converted into the cost 
budget by CBS, mapped to the BOQ sections 



PMWEB process What it captures Example in this perspective 

Commitments and 
progress invoices 

Contracted cost: subcontracts, purchase orders 
and service agreements, and the work certified 
against them. 

Subcontracts and material purchase orders, 
and the subcontractors' progress invoices 

Miscellaneous invoices Non-contract cost: invoices with no commitment 
behind them, coded to the CBS so they do not sit 
only in the ERP. 

Site utilities, rentals, permits, insurance, 
labour and visa fees, and small purchases 

Timesheets Non-commitment cost: hours of own staff, labour 
and plant, valued at PMWEB resource cost rates. 

The contractor's own labour gangs and staff, 
and owned plant hours, valued at resource 
cost rates 

Potential change 
orders (PCOs) 

Forecast: cost (and revenue) changes that are 
emerging but not yet approved, so the EAC shows 
what is coming. 

Variations awaiting the Engineer's 
instruction and claims in preparation, with 
forecast cost and revenue 

Accruals Work performed but not yet invoiced, so each 
month's P&L reflects the work, not the paperwork. 

Subcontract work done but not yet invoiced 
at month-end 

Payments Cash paid (A/P) and received (A/R), synchronised 
with the ERP. 

Payments to subcontractors and suppliers; 
receipts from the client 

 

Starting from the tender budget, every cost lands on the same BOQ section as the revenue it should earn. That is 
what makes balanced value and true margin possible. 

 



 

A real-time P&L: accruals ahead of the financial close 

The contractor's ERP closes the month on certified progress and posted invoices. PMWEB reports from today's 
progress, with accruals for work in place and the balanced value of the work done. For C4000: 

P&L line Financial system 
(last close) 

PMWEB real-time Difference and why 

Revenue to date 194.5 (last certified 
invoice) 

202.0 billed; 171.8 
earned 

+7.5 applied, awaiting certification; 30.2 of 
billed revenue is front-loading 

Cost to date 150.9 (invoices and 
payroll posted) 

153.9 +3.0 accrual: subcontract work in place, not 
yet invoiced 

Margin to date 22.4% at contract rates 10.4% true margin The ERP cannot see rate loading; PMWEB 
can 

 

The contractor's management sees the true margin of the work in place every month, not the margin of the last 
certificate. 

Potential change orders: claims, disputes and the P&L range 

For a contractor, PCOs work in two directions. PCOs on the prime contract are potential revenue: variations 
and claims against the project owner. PCOs on commitments are potential cost: claims from subcontractors 
and suppliers, and changes within its own operations. For C4000: 

PCO register Against Effect on the P&L Submitted Assessed in 
forecast 

Prime contract PCOs 
(variations and claims 
against the owner) 

Project owner Potential revenue 9.6 6.0 

Commitment PCOs 
(subcontractor claims) 

Subcontractors Potential cost 7.4 2.5 

Cost of executing 
pending variations 

Own operations and 
subcontractors 

Cost 3.9 3.9 

 



Holding both sides in PMWEB lets the PMO report the P&L as a range, not a single number: 

Scenario Assumption Forecast gross 
profit 

Margin 

Best case All owner PCOs recovered; subcontractor claims rejected 53.5 13.2% 

Expected As assessed in the forecast 47.4 11.8% 

Worst case No owner PCOs recovered; subcontractor claims paid in 
full 

36.5 9.3% 

 

With the range visible, the PMO can show how much of the forecast margin depends on claims still open against 
the owner, and where commercial effort will pay back most. 

 



The Contract P&L dashboard 

The dashboard below is built in PMWEB's embedded Power BI reporting for a sample remeasured building 
contract, with values in AED millions. 

 
Contract P&L dashboard in PMWEB: C4000, Mixed-Use Podium and Towers (sample data, AED millions) 

• Billed is not earned. 202.0 has been billed at contract rates, but the same progress is worth 171.8 at 
balanced rates. The 30.2 difference is a front-loading surplus. 

• The reported margin is more than double the true margin. At billing rates the margin to date is 
23.8%; at balanced rates it is 10.4%. 

• The cliff is ahead. As MEP, finishes and external works are built, the reported margin falls towards 
11.8% at completion. 

• A quarter of the cost is outside commitments. Of the 153.9 actual cost, 41.5 (27%) comes from 
timesheets, miscellaneous invoices and accruals. 

• PCOs keep the forecast honest. Pending PCOs of 9.6 are expected to recover 6.0, and their cost of 
3.9 is already in the EAC. The forecast margin is 11.8% against 12.0% at tender. 

• Cash looks strong for the wrong reason. Net project cash is +36.4, but 30.2 of it comes from front-
loading and will be consumed in the later sections. 



The Contract Portfolio P&L dashboard 

At portfolio level, the contractor's executive team sees reported and true margins side by side for every contract. 

 
Contract Portfolio P&L dashboard in PMWEB: seven contracts across the GCC (sample data, AED millions) 

• Forecast gross profit is 288.4, a 9.7% margin against a weighted tender margin of 10.8%. 
• Front-loading surplus totals 175.2, equal to 61% of forecast gross profit. Most of the profit 

reported so far has been billed in advance of the work that earns it. 
• The Hospital Main Works (C4030) is the largest exposure. Its reported margin is 22.6% against 

a true 7.4%, and its surplus of 64.3 is 91% of its forecast profit. 
• The School Campus Fit-out (C4060) has no real profit to date. Its surplus of 6.2 exceeds its 

forecast gross profit of 5.4, and its net cash is already negative. 
• Without front-loading, portfolio cash would be negative. Net cash is +135.9, less than the 175.2 

surplus. 

Reporting to banks and financial institutions 

Contractors in the region depend on banks for working-capital facilities, advance payment and performance 
guarantees, and sometimes project-specific funding. A lender's risk is not the reported margin but the real one, 
and the cash the contract will need before it finishes. For C4000: 

Stakeholder What they need to know What the PMWEB P&L gives them 

Working-capital 
lenders 

Will the contract generate the cash to repay 
the facility? 

Net cash of +36.4, of which 30.2 is front-loading 
that will be consumed in the late sections 

Guarantee and 
bonding banks 

Is the contract healthy enough to support 
the guarantees issued? 

True margin of 10.4% to date, forecast margin of 
11.8%, and the P&L range from 9.3% to 13.2% 

Credit committees How exposed is the contractor across its 
portfolio? 

Front-loading surplus of 175.2 against forecast 
gross profit of 288.4 across seven contracts 

Project owners and 
JV partners 

Is the contractor financially able to finish? Certified, received and outstanding amounts, and 
the claims position on both sides 

 

Every external view is drawn from the same approved records the PMO uses, so it is consistent and audit-ready. 
PMWEB security settings give each party a read-only view of only the projects and measures it is entitled to see, 



through a role-based login or scheduled report distribution. A contractor that shows its lenders the true margin 
and the coming cash need, months in advance, negotiates its facilities from strength. 

PMWEB 2026 AI on contract P&L data 

AI Assistant 
mode 

Example request from the contractor's PMO 

Find "Find all PCOs on Project C4000 submitted to the Engineer more than 60 days ago" 

Open "Open the September progress invoice for Project C4000" 

Create "Create a PCO for the additional dewatering instructed on site" 

Help "How do I enter plant hours on a timesheet?" 
 

Action is taken only with the user's approval, and PMWEB AI honours security settings, so 
commercial data is visible only to the roles that are permitted to see it. 

What the contractor's PMO must put in place 

• The tender estimate as the budget, mapped to the BOQ, with the balanced value calculated at 
award. 

• Two revenue lines every month: billed at contract rates and earned at balanced rates. 
• Front-loading surplus reported as revenue in advance, never as profit. 
• All cost captured: commitments, timesheets for labour, staff and plant, miscellaneous invoices and 

accruals. 
• PCOs raised as soon as a change emerges, with both cost and revenue forecast. 
• Bids and bonuses based on true margin, not on reported margin. 

Key takeaway 
An unbalanced bid moves profit forward in time. If the PMO reports billed revenue as profit, the contractor 
discovers the truth at the margin cliff. PMWEB holds contract value and balanced value side by side, with 
every source of cost, so the true margin is visible from the first progress invoice. 

 

Over to you: does your monthly contract report show the margin at contract rates, or the margin the work 
has really earned? 

The series: Part 1, Why the PMO Must Report the Project P&L; Part 2, The Real Estate Developer: Sales, 
Milestones and Escrow; Part 3, The Government Entity: Cost Against Deliverables; Part 4, The Contractor: 
Progress Invoices and the Unbalanced-Bid Trap. 

Talk to us: to see a contract P&L with balanced value built on your own PMWEB data, contact CMCS at 
info@CMCS-MENA.com. 

#PMWEB #CMCS #Contractors #EPC #ConstructionManagement #UnbalancedBidding #ProjectPL #CostControl #PMO 
#ProjectFinance #PMIS #GCC 

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 and Kuwait. 

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 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 
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