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EXECUTIVE SUMMARY

Operating control moves the company from owner
memory to shared management.

An operating control system is not software, a dashboard, or a binder of policies. It is the combination of
trusted information, clear decision rights, and a repeatable management rhythm that lets a company

answer five questions without waiting for the owner.

e What is happening right now?

e What is changing or moving outside plan?

e What requires a decision?

e Who has the authority to make it?

e How will the company know whether the action worked?

Most owner-led contractors can answer these questions personally. The weakness is that the company
cannot answer them consistently when the owner is unavailable. Operating control transfers the ability

to see, decide, act, and learn from the owner's head into the business itself.

WHAT IT IS

The system is a management discipline, not
another technology purchase.

Software may support operating control, but software does not create it. A dashboard filled with stale
numbers, a meeting with no decisions, or a responsibility with no authority only makes the absence of

control look organized.

Real operating control has three parts:

1. A small set of trusted facts

The team works from current, agreed information about cash, job performance, schedule,
commitments, and exceptions. The objective is not more data. It is fewer arguments about which

number is real.
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2. Explicit decision rights

People know what they own, what they may decide, what requires consultation, and what must be

escalated. Authority is tied to thresholds, not to the owner's mood or availability.

3. A recurring operating rhythm

The company reviews the same critical measures, exceptions, decisions, and commitments on a set
cadence. Problems surface because the system asks for them, not because they have already become

emergencies.
Control is not knowing everything yourself.

Control is building a company that knows what to watch and what to do next.

THE FIVE CONTROL DOMAINS

The system looks across the company, then starts
where the risk is highest.

The BuildLoglQ Operating Control System examines five connected domains. Not every engagement

works on all five at once, but every improvement should strengthen one or more of them.

Owner and leadership control

Clarify the owner's highest-value work, decision thresholds, leadership cadence, and the recurring issues

that should no longer require owner intervention.

Financial and job control

Make estimating assumptions, committed costs, labor performance, change orders, billing, collections,

and cash visibility timely enough to support action.

Production and workflow control
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Define how work moves from sale to handoff, procurement, field execution, closeout, and warranty,

including the points where delay, rework, or missed information commonly enters the job.

People and accountability control

Translate job titles into owned outcomes. Establish who decides, who contributes, what completion

means, and how missed commitments are handled.

Information and decision control

Create a reliable source for critical numbers, a record of important decisions, clear escalation rules, and

a way to verify whether the decision produced the intended result.

THE OPERATING RHYTHM

A useful weekly control session produces
decisions, owners, and dates.

The weekly meeting is not a status recital. It is the mechanism that converts current information into

coordinated action. A practical session can fit into sixty focused minutes:

e Review the small scorecard of current facts and note only material movement.

e Surface exceptions: what is off plan, becoming risky, or waiting too long.

e Make the decisions that belong in the room and assign a single accountable owner.
e Record commitments, deadlines, and any escalation threshold.

e Close the prior week's commitments and capture what the company learned.

A cash forecast, job-cost view, schedule, change-order log, and decision record are useful only when
they feed that cadence. The meeting gives the information a purpose. The information gives the

meeting discipline.

THE CONTROL LOOP

Every issue moves through the same six steps.

1. See
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Detect the exception early through an agreed measure, trigger, or field signal.

2. Decide

Define the decision required, the available options, and who has authority.

3. Assign

Give one person the outcome, deadline, resources, and escalation boundary.

4. Execute

Take the action where the work actually happens, not only in the meeting.

5. Verily

Confirm whether the result occurred and whether the underlying risk changed.

6. Improve

Update the process, threshold, template, or responsibility so the same lesson becomes reusable.

Consider a job whose labor cost is drifting. The system compares current cost and production against
plan, identifies the cause, assigns corrective action, and checks the next reporting cycle. The purpose is
not to explain the lost margin at closeout. It is to protect what can still be protected while the job is

open.

IMPLEMENTATION

The first engagement is narrow enough to finish
and important enough to matter.

A company running on instinct usually has more than one weak spot. Trying to repair everything at once
creates fatigue, parallel initiatives, and little adoption. The first ninety days should prove that a better

operating method can work inside the real company.
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Phase 1: Readiness and baseline

Confirm that the owner will share real information, make decisions on schedule, assign an internal
counterpart, and allow the team to own defined outcomes. Establish a baseline for the few measures

the work is intended to change.

Phase 2: Control scan and priority

Review the five domains, trace how important work and decisions currently move, and select two or

three control points where improvement would create meaningful financial or operating leverage.

Phase 3: Build and use

Create the minimum useful scorecard, decision rules, workflow, and meeting cadence. Run them with

the team on live jobs. Adjust the design from actual use rather than from theory.

Phase 4: Transfer and verify

Move meeting ownership and recurring decisions into the company. Confirm that the new controls are

being used, that commitments close, and that the owner is no longer the default answer.

THE OWNER'S ROLE

The company cannot realign unless the owner
changes how the company reaches the owner.

Operating control fails when the owner asks the team to decide, then overrides every decision; requests
current numbers, then ignores the cadence; or keeps answering questions that were supposed to move

elsewhere.

The owner does not disappear. The role becomes more deliberate: set direction, define risk tolerance,
protect capital, develop leaders, and handle the small number of decisions whose consequence truly

belongs at the owner level.

That transition requires patience. A team learning to decide will not make every call exactly as the
owner would. The correct standard is not identical judgment. It is sound judgment within clear

boundaries, followed by review and learning.
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MEASURING CONTROL

Success is measured by earlier action and less
owner dependence, not by prettier reports.

e Job-cost information is current enough to influence an open job.

e Unapproved changes, billing delays, and collection risks are visible by age and owner.

e Weekly commitments close on time or are escalated before they disappear.

e Routine decisions are completed within defined thresholds without owner intervention.
e The number of avoidable calls, texts, and approvals reaching the owner declines.

e The company can complete a planned owner-absence test without stalled work or hidden

surprises.

The exact measures should fit the contractor's business model. The test is whether they change

behavior, expose risk earlier, and show that responsibility is moving into the company.
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EVIDENCE BEHIND THE BENEFIT
e CFMA's 2025 Construction Financial Benchmarker reported an average 2024 net income before

tax margin of 6.7%, which leaves limited room for preventable erosion.

e A Dodge Construction Network and Procore study of specialty contractors found average project
margin erosion of about five percentage points and estimated that 32% of potential revenue

was lost to unbilled or unpaid change orders.

Sources: CFMA, 2025 Construction Financial Benchmarker Executive Summary; Dodge Construction Network and Procore, Margin
Minefields: Understanding Key Factors Impacting Project Profitability (2023). The Dodge findings describe its specialty-contractor
sample.

CLOSING

A company that can see itself can begin to run
without the owner in every room.

Operating control is not a report the owner reads. It is a company that knows what matters, notices

when reality moves away from plan, and has enough authority to respond.

That capability protects cash and margin. It also changes the owner's future. Once routine work and
decisions can move through the company, the owner can use the business for leadership, opportunity,

and eventually time away.
Control is proven when the company responds before the owner has to.

Freedom is what becomes possible after that response is reliable.
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