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“Not only will an integrated system of information enable you to estimate and price accurately, 
it will allow you to track the progress of the job to make sure you estimated it properly and are 

producing it in accordance with the way you sold it.” – Frank Ross 

 

What is Integrated Financial Management? 

 
 

   

 

Integrated financial management is not 

accounting. It is a system of financial 

management for business that relates 

the most important financial processes to 

each other in such a way that, at any 

point in your financial cycle, you will have 

a clear and focused picture of where your 

business stands, where each individual 

job stands, where you’re in great shape, 

where you need a little work, and what 

your next steps should be. When all of 

your financial pieces are related to one 

another, it allows you an extremely 

accurate 360-degree overview of your 

business’s financial status. 

Must be complicated, right?  

Not really. Integrated Financial Management takes financial processes and information that you’re 

most likely already using and tweaks them so they work with each instead of next to each other to 

provide you with timely, useful information to manage and grow your business.  

These processes include: 

 Estimating and Pricing 

 Job Tracking 

 Accounting 

 Budgeting 
 
See? Stuff you do all the time.  

 

 

 

 

 

 

 Introduction     
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“When you get a job, you’re going to track that job in hours and in operations completed, but 
also in job cost. Then you’re going to roll up all the jobs you have into an income statement to 
see how you’re performing more globally within each profit center you have in your business. 
Then, take all of that information along with the information you glean from your current 
marketplace and build a budget. From that budget you’ll develop the pricing strategy you’ll use 

for next year’s bidding.” – Frank Ross 

What is the Integrated Financial Management Cycle? 

 

 

 
 

The four elements of management success include sales (you can sell the work), leadership (your 

team is with your firm because of you), productivity or technology (you know exactly what your 

marketplace needs and how to provide it), and financial savvy. This last element is, unfortunately, 

a common weakness for contractors.  

Business leaders that are financially savvy know:  

 How to price their work 

 How much overhead to put on their jobs 

 How much profit to put on their jobs 

 How to control business costs 

 How to stimulate volume 

 How to impact profitability
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“Out of every ten contractors who open their doors today, maybe one will see their 7th 

anniversary. Why is that? Principally because they did not win financially” – Frank Ross 

The integrated financial management cycle gives business leaders the tools they need to do all of 

these things in a manner that integrates all their financial information and provides instantly useful 

and actionable results, not just a handful of reports that require the services of an accountant to 

translate.   

The cycle starts with a lead. That lead becomes an appointment. The appointment results in a 

request for a proposal. The RFP becomes an estimate that leads to a contract. The contract is 

accepted and job tracking begins. Job tracking interfaces with the accounting systems, which 

interface with the budgeting process, which provides the pricing factors, which is how you came 

up with the estimate in the first place.  

Voila! 

Accounting may be the foundation for the integrated financial management cycle, but it’s what 

springs from the accounting process that makes the system work amazingly well for landscape 

contractors! 

 

 Why is an Integrated Financial Management System Important? 

 

 

Hmmm. Integrated Financial 

Management. It sounds complicated. It 

sounds boring. You’re a landscaper, 

not an accountant. You do your own 

books and you’re doing okay, or you 

have people who do your books for 

you, right? Of course. 

But…  

Whether you install landscapes or 

bake cookies for a living, you’re a 

business owner. As a business owner, 

your most important job is to maximize 

profits for the sake of your company, 

your family, your employees and your future, right?  

Simply put, if you’re not using integrated financial management you’re losing money. 
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Your Lead Tracking System 

Questions to ask: 

1. Where do your leads come from? Do you generate leads yourself or do you just wait for 

the phone to ring? 

2. When you bring a lead into your business, how is it documented? 

3. How often do you follow up if you’re tracking leads? 

4. Do you have and use a lead tracking report? 

No leads, no sales! 

One way to stimulate profit is to generate more volume. To generate more volume, take a hard 

look at the way you’re receiving and following up on the leads coming into your business.  

Obtaining and managing leads is the 

step that kick starts the entire financial 

management cycle. Following up on 

leads creates the basis for your 

scorecard. It tells you how you’re 

tracking against your overall sales goal. 

Don’t make the mistake of tracking only 

contracts. Tracking the leads each 

salesperson is approaching daily will 

give you a good idea of how many 

leads it takes to get to a proposal. From 

there, you can backtrack and know how 

may leads need to be approached to 

reach your sales goal.  

A useful lead-tracking chart could include: 

 The date a lead came in  

 The name of the salesperson 
assigned to the lead 

 The name of the potential client 

 The address, phone, email of the 
potential client 

 The date of the appointment set by 
your sales person 

 The date the estimate is completed 

 The date the proposal is delivered 

 The proposed value of the project 

 The percentage chance the 
salesperson feels he/she has to close 
the deal 

 Sold contracts 

 Declined contracts 

 Open proposals 

 Salesperson’s comments 

 The 5 Principal Elements of the   

 Financial Management Cycle   
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Leads should be tracked for specific periods (i.e. monthly). This information, in chart form, would 

allow you to know, at a glance, the value of all proposals submitted during the reporting period as 

well as the number and value of sold contracts for the period and the number and value of 

remaining open proposals. It also allows you see where any issues arise that you may wish to 

address with your sales force. This is a broad outline. You will want to come up with a report that 

meets the specific needs of your company and your sales team. 

Your Estimating and Pricing System 

 

 

 

Questions to ask:  

1. Is your accounting system built around the methods you use to estimate the cost of what 

you sell?   

2. Do you develop a financial budget for the coming year and then use it throughout the 

year? 

3. Are you consistent in your estimating process?  

4. Do you have a basic understanding of financial management, especially knowing how to 

read an Income Statement? Do you understand the relationship between overhead and 

direct cost? 

 

Consistency is the key to creating an accurate, simple pricing process. 

Pricing is the process that determines how much you need to charge for a job in order to cover 

your costs and your overhead and ensure you’ll end up with a decent profit.  
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You wouldn’t go out on a job without taking the necessary equipment with you, right? So ditch that 

seat-of-your-pants estimating and pricing system, okay? Here’s a list of tools you’ll need to create 

a pricing system that will work across all of your profit centers: 

1. Your Income Statement: To create a successful pricing strategy you will need a basic 

understanding of financial management. Start with your income statement. If you don’t 

know how to read one, our program will help. Basically, an income statement shows 

the relationship between your overhead (operating costs) and your direct costs (i.e. 

materials).  

 

Once you are familiar with reading your income statement, the statement can be 

divided into as many profit centers as types of work you perform to help you create 

your pricing strategy. 

 

2. Your Accounting Methods: Build your accounting methods around the methods you 

use to estimate the cost of what you sell. By doing so, you can separate your true 

overhead costs from the direct cost of what you sell. You can build a costing system 

that will tell you if you’re making money on what you’re selling and you can have that 

system integrate with both your estimating and accounting systems.  

 

Additionally, you can then supplement your management information systems with a 

series of reports in estimating costs and finances that are similar in format and easy to 

read. This allows you to create a mathematically correct relationship between your 

direct costs and your overhead by profit center and will be the basis for your pricing 

strategy.  

 

3. Your annual budget: Budgeting seems like an exercise in futility, right? After all, there 

are all kinds of factors that can – and do - affect your business from weather delays to 

economic downturns to not knowing how much work you’ll book next year. But it is 

possible - and it’s crucial.  

 

Say it’s October and you’re bidding a job you’ll install next spring. If your bid fails to 

take into account expected increases in overhead (wages and other operating 

expenses) and direct costs (materials, equipment rentals, etc.) for the coming year 

how can you expect to build an accurate estimate? Conversely, by taking these figures 

into account, you’ve made pricing a snap. (See more on budgeting later in this 

section.) 

Again, consistency is king. Estimating and pricing should be done the same way every time! If 

you’re consistent in defining your direct costs, your markup method for recovering overhead will 

be equally consistent and therefore easy; however, if you use different figures for the same direct 

costs from job to job, those inconsistencies will create confusion as well as ever growing problems 

that will negatively impact your bottom line.  
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A solid consistent estimating/pricing system will:  

 Tell you when to walk away.  

 Show you the break-even point on 
every job 

 Show how much profit you’re making 
on each job.  

 

Finally, establish a logical method to recover your overhead as a function of what you are selling.  

Always mark up your product or service enough to cover your direct costs, 
overhead, and profit. 

 

Your pricing process will identify your direct costs, your overhead, and your profit for every job so 

that every price being developed will support your salespeople and give them the information and 

the confidence they need to successfully negotiate the selling price when they’re sitting face to 

face with your clients. 

Your Job Tracking System 
 

Questions to Ask: 

1. Do you have a Production Schedule Board hanging up with a plan for the week so your 
crews know where they’ll be every day and how much time they should expect to spend 
on each job?  

2. Is the board available for everyone to review daily so when crews arrive in the morning 
there’s no confusion or wasted time as everyone tries to figure out where they are going 
for the day?  

3. Do you understand both methods of job tracking, i.e. tracking labor and tracking costs? 
 

The most important thing going on in your business is the estimating and pricing of work. How do 

you know if your estimates and your pricing structure are earning you money? The only way to 

know is to compare actual activity against those estimates. This requires a job tracking system.  

Job tracking compares performance on the job with the estimate. It should be simple and – here’s 

that word again – consistent. It requires that the estimate include basic items that can be tracked 

including labor, materials, subcontracts, and general conditions like permits, dumpsters, 

equipment rentals, etc. Be warned, if you include too many categories it will become overly 

complex and will no longer be useful or accurate.  

Your job tracking system is the canary in the coal mine. When the canary is lively and singing a 

pretty tune it means your estimating and pricing system is working properly. If the singing stops, 

however, it indicates a disconnect between your estimate and the actual activity on the job that 

needs to be identified and addressed before the issue spreads to other jobs and ultimately affects 

your bottom line.  

The key to the success of your tracking program will be communication. It’s vital that you 

communicate the value of your tracking system to your entire team because for the system to 
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work, their compliance with it’s reporting requirements is crucial. Remember that only those things 

included in an estimate can be tracked, so if there’s an item you want tracked, make sure it 

appears in your estimate.  

Once a contract is signed and a job is scheduled, 

you or your project manager should sit down with 

the crew leader whose team will be performing the 

work to go over the scope of work, any unique 

requirements of the job, and the information that 

needs to be collected and documented to fulfill the 

requirements of your tracking system. Be sure to 

discuss when and how often the crew leader will 

be required to update the system.  

Two methods of job tracking include: 

1. Labor Productivity Report: Tracking of labor showing hours for crews (job schedule) that 
includes both estimated hours and actual hours worked for each line item in the job 
estimate. This is a powerful tool as it creates ownership among employees. You must 
involve the people who are responsible for hitting the goals you’ve set.  
 
This report allows you to take the trend of productivity on the job to date and extend it to 
the completion of the job to obtain a job efficiency rating. If the projected job efficiency is 
less than 100% at any given time, this is a red flag that signals a problem and allows you 
to identify it and address it in a timely manner. 
 
The report that feeds this Labor Productivity Report is the time sheet.  

This method does not cycle through your accounting system. It tracks labor hours and 

quantity from the time sheet and allows you to integrate the estimate process with both the 

job tracking process and the payroll process.  

2. Job Costing: This method tracks revenue, labor, and vendor transactions for each job, 
which are then posted to the accounting system by job number. It tracks estimated costs, 
actual costs to date, and projected costs at completion based on performance to date.  
 
The report based on this method of job tracking allows you to sit down with your foreman 

each month and forecast the bottom line for a particular job as it outlines how much money 

you need in each category to complete the job. It also indicates the gross profit you’re 

forecast to earn at completion. If this gross margin at completion is projected to be less 

than originally forecast, that indicates a problem and allows you to identify it and address it 

while you still have response time.  

This method cycles through your accounting system. 

Because one of these methods cycles through your accounting system and the other does not, 

they also differ in timeliness. If you need information coming from the job on a daily or weekly 

basis, you will want to use the Labor Productivity Report. 
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Your Accounting System 
 

Questions to ask: 

1. Do you receive reports in a timely manner? 

2. Are the reports you receive accurate? 

3. Are the reports you receive telling you what you need to know? 

If your accounting system consists only of 

sending invoices, doing payroll, and 

paying the bills it’s not telling you nearly 

enough about your overall financials. It’s 

the analysis of compiled information that is 

the true benefit of accounting, and a 

system that provides so little information 

isn’t giving you the tools you need to 

maximize your business’s profitability. 

The accounting process is where you 

collect, summarize, and tabulate your 

financial data so you know whether you’re 

making money, if you have cash flow (or 

need it), how much you’re worth, how much business you’re doing, etc. Most accounting reports 

cycle every 30 days.  

To stay on top of your company’s finances in a meaningful way, you must become familiar with 

the following two reports that should be reviewed monthly: 

 Your Balance Sheet  Your Income Statement  
(Profit & Loss Statement)

 
Each is a scorecard that mirrors how you do business, but each scores different things.   

The Balance Sheet: Tells you how liquid you are, how much leverage you have if you don’t have 

liquidity, and how much you’re worth.  

 This report should list all of your accounts in order of liquidity 

 This report should list all of your liabilities starting with what you must pay first and ending 

with your most illiquid asset – your equity.  

 
The Income Statement (P&L): This statement tells you how much business you did during the 

period, what the cost structure was in the jobs for that period, and whether you did them in the 

manner you estimated them. This report will tell you how much overhead you have and whether 

you made any money during the reporting period. 
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Other reports that you should review include: 

1. Aging Schedule of Accounts Receivable (shows who owes you money and how regularly 

you’re being paid.) 

2. Aging Schedule of Accounts Payable (shows who you owe and how regularly you’re able 

to pay them.) 

3. Chart of Accounts (a document that tells you how your accounting system is set up. This is 

not a report, but is a very important document that is covered in depth in our course.) 

4. Cash Flow Report (per day, per week, or per year) 
 

Set up timelines for every report. You should review your balance sheet and income statement for 

each month no later than the 15th of the following month. Aging statements should be reviewed on 

an ongoing basis. 

Reports such as labor reports, job costs, job tracking, and labor productivity must come out on a 

timeline that allows your production staff to respond to problems as they arise and before they 

become major issues. 

What method of accounting do you use? There are two: 

 Cash Basis  Accrual Basis 

 
Cash basis simply refers to a method of accounting like the one you most likely use at home – 

your checkbook. Each sale is a receipt and each expense is a debit.  

The accrual method is a little more complex. There are several ways of using this method.  

1. Billings based: In this method, as soon as you post an invoice it becomes an expense. 

Conversely, as soon as you send an invoice it becomes revenue. When you post payroll to 

your accounting system, it becomes an expense.  

 
2. Percentage of completion: This is a method of accounting that recognizes profit on a job 

that is earned gradually over the construction period. This method relies on accurate 

estimates of degree of completion and is a preferred method of matching revenue and 

expense over the contract period. This method adjusts for over- and under-billing to 

accurately reflect what you’ve actually earned on a job to date.  

 
The method of accounting you use to file your tax returns may not be the same as the method you 

use to manage your business. This doesn’t mean you keep two sets of books. Work with your 

CPA to establish the system that works best for your business.  
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Embracing the financial side of your business will make you more aware of how your business is 

performing on a timely basis, leaving you ample opportunity to fix those things that aren’t going 

the way you need them to go. 

Budgeting 
 

Questions to ask:  

1. Do you budget?  

2. Do you know where your current prices come from?  

3. If you have a budget, do you monitor your budget monthly and make adjustments in 

course throughout the year?  

4. Do you hold your people accountable, and do they have ownership of your budget’s 

expectations?  

 

A budget is a way to realistically combine what you know with what you want to achieve. A budget 

asks, What do we need to do today to make our long term goals a reality? 

Would you ever accept a job you’d 

never created an estimate for? Of 

course not. Well, a budget is 

basically an estimate of what you 

anticipate you will do financially in 

the coming year. It’s through 

budgeting that you control the 

profitability of your business. 

Additionally, If you know how much 

product you want to move in the 

coming year, how much work you 

intend to install, and how much 

overhead you intend to spend, your 

budget will make it possible to effectively set prices for the year ahead. 
 

The 5 Steps in the Budgeting Process: 

1. Determine how much profit you need to make 

2. Forecast the spending habits of your company’s overhead structure  

(Step 1 + Step 2 = the amount of gross margin you need to make.) 

 

3. Determine how much of that gross margin is already sold 
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4. Determine the revenue goals you need to achieve to generate the remaining gross margin 

requirement.  

5. Take the resulting annual budget and spread it over twelve months so you can periodically 

compare how you are performing against your goals.  

 

To establish how much profit you need to make, keep in mind that profit is used to provide the 

cash to meet your company’s needs in five areas: The retirement of debt, the purchase of capital 

assets, the support of growth, the payment of bonuses or dividends, and the payment of taxes. If 

you fail to generate the necessary cash through your profits you risk not being able to pay for 

these items. 

In Closing 
 

We hope this overview of integrated financial management has inspired you to evaluate how 

you’re currently handling your business’s financials and to consider changes you might make that 

will better serve your company going forward.  

This overview contains a lot of valuable, actionable information, so just imagine the benefit you 

and your team will realize from A Better Way 2 Learn + Financials 32 lesson course! This course 

covers all of the areas addressed here and - a lot more - in much greater detail and in a format 

that you can complete with just a limited weekly time commitment.  

Course developer Frank Ross is one of the country’s most highly regarded consultants on 

financial management and business strategies in the construction industry. His in-depth work on 

several national industry financial studies along with more than thirty-five years of hands-on 

experience with hundreds of the most successful companies in the country gives him unparalleled 

knowledge of what contracting firms in all types of construction-related industries do to become 

profitable and what steps they must take to sustain that profit. 

Let Frank show you how integrated financial management can help you keep your fingers on the 

pulse of your financials, enhance your profitability, and lead your company into the future! 

The journey from where you are to where you want to be financially is easy! A Better Way 2 Learn 

+ Financials offers Affordable Tuition, A No-Risk Trial Offer, and a Money-Back Guarantee.  

 

 

 

 

 

 

Signup for your FREE trial 

https://www.abetterway2learn.com/abw/
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 Sign up for your No Risk Trial at http://www.financials.abetterway2learn.com/no-risk-offer/. You’ll 

be glad you did. We guarantee it! 

 

Your enrollment in the program includes: 

1. 32 Lesson Plans/Agendas along with videos that bring Frank Ross directly to your team 

each week. 

2. Monthly teleconferences that you will participate in for an entire year featuring some of the 

greatest business leaders in the industry. 

3. A blog and e-mail process that will get your specific questions answered by leaders that 

have proven answers, not just opinions. 

4. All reading material to support the lesson plans. 

5. Working Excel spreadsheets and forms that can be used immediately in your business. 

6. Access to the A Better Way 2 Learn Financials website and conference calls for one full 

year from your registration date. 

7. You will become part of a National Network of companies supported through blogs and 

monthly teleconferences that will allow you to tap into some of the best business minds 

and expertise of our time. 

8. Most of all, your tuition guarantees that you and your team will be gaining the deeper 

understanding necessary to effectively manage your business’s financials. 

 

 

 

Signup for your FREE trial 

http://www.financials.abetterway2learn.com/no-risk-offer/
https://www.abetterway2learn.com/abw/

