BETTROI

BETTER BUSINESS

The Contractor's
Profit Leak Map

From Estimation to Handover and Beyond

11 Hidden Costs Draining Your Project Margins

3-8% 10-30% 30-50% 11

Net Margins Project Losses Recoverable Profit Leaks

A practical cost analysis framework for Civil, MEP, EPC, Infrastructure, and Oil and Gas Contractors operating in the GCC.

Use this framework to quantify where your projects bleed profit, calculate the cost of inaction, and build a board-ready business
case for digital transformation.

PHASE 1 Winning Work Leaks 1 to 4: Estimation, Bids, VE, Accuracy
PHASE 2 Executing Work Leaks 5 to 7: QA, Execution, Communication
PHASE 3 Protecting Value Leaks 8 to 9: Documentation, ESG, Green
PHASE 4 Getting Smarter Leaks 10 to 11: Lessons Learned, ML
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BETTER BUSINESS

WHY THIS FRAMEWORK EXISTS

Most contractors operate on 3 to 8% net margins. Yet projects routinely lose 10 to 30% of contract value to hidden
inefficiencies. Costs that never appear on a single line item, but collectively destroy profitability.

This framework maps 11 profit leaks across the full project lifecycle. For each leak you will find:

The hidden cost drivers most contractors never calculate
A simple calculator to estimate your annual exposure
The Al-powered solution that eliminates the root cause
GCC industry benchmarks for context

"The contractors who digitize first do not just save costs. They bid more, win more, build faster,

and compound their advantage with every project.”

THE 11 PROFIT LEAKS MAPPED TO YOUR PROJECT LIFECYCLE

Phase # Profit Leak Core Question
. . . How much does it cost to price a job and how many jobs are you not
Estimation and Quantity Take-Off o
bidding?
Proposal and Bid Management How many bids die in assembly, not in pricing?
Winning
Variations, Value Engineering and . . .
Work ) g g Are you leaving money on the table by not offering alternatives?
Options
Estimation Accuracy and Risk . )
S How often does your estimate match your final account?
Mitigation
Quality Assurance and Compliance What does rework, NCRs, and snag lists actually cost you?
Executing Project Execution and Management Where does time disappear between site and office?
Work
Communication and Stakeholder »
L How many days do you lose waiting for answers?
Coordination
. . . . ' .
Protecting Documentation, Data Silos and Insights  Can you find what you need when you need it?
Value _— I S . o
Green Building, ESG and Certifications Is sustainability costing you or saving you?
Lessons Learned and Feedback Loops Do you repeat the same mistakes project after project?
Getting
Machine Learning: Systems That
Smarter Improve g- =y What if every project made the next one more profitable?
\%
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WINNING WORK

The cost of getting projects and the hidden price of bidding and winning

PHASE 1

Estimation and Quantity Take-Off

Your estimating team is the gateway to revenue. With 3 to 5 people spending 2 to 4 weeks on every tender, this team is both
your most valuable asset and your most constrained resource. Manual quantity take-off from drawings is slow, error-prone, and
capacity-limited. Every hour spent on one bid is an hour not spent on the next.

Industry Benchmark A mid-size GCC contractor bidding 40 to 60 tenders per year typically spends AED 1.5 to 3M on
estimation. Al-powered QTO reduces take-off time by 60 to 80%, freeing capacity for 2 to 3x more tenders with the same team.

Bettroi Solution AIVA + AgentX: Al-powered quantity extraction from drawings, automated rate building from historical data,
intelligent bid/no-bid scoring, and ML-optimized win rate prediction.

How to Calculate Your Estimate

Estimator labor cost per bid No. of estimators (3-5) x hours per bid (80-160 hrs) x loaded rate

Quantity take-off time Hours on manual measurement from drawings x blended rate

Cost of unsuccessful bids Total annual bid spend x (1 minus win rate). At 20% win rate, 80% is sunk cost
(sunk)

Missed tenders due to capacity No. of tenders declined per year x avg contract value x win rate x margin

Historical rate lookup time Hours searching past projects for pricing benchmarks x rate

Proposal and Bid Management

Pricing is only half the battle. Proposals die in assembly: chasing sub-quotes, formatting compliance documents, coordinating
method statements, and racing against submission deadlines. The best price means nothing if the proposal is not competitive,
compliant, and compelling.

Industry Benchmark 30 to 40% of bid cycle time is spent on assembly, not pricing. Al-driven proposal automation reduces
assembly time by 50 to 70% and reduces submission errors by 80%.

Bettroi Solution AgentX + AIVA: Automated proposal assembly from templates, Al-drafted method statements, automated
compliance document generation, and intelligent sub-quote consolidation.

How to Calculate Your Estimate

Sub-quote collection delays Days lost waiting for subcontractor pricing x risk of missing submission deadline
Proposal assembly and Hours assembling commercial and technical docs x rate x number of bids per year
formatting

Compliance document Hours preparing prequalification, insurance, CICPA, ICV docs x rate

preparation

Last-minute errors in No. of bids disqualified by assembly errors x contract value lost per bid
submission
Bid/no-bid decision overhead Hours in management review meetings for go/no-go decisions x senior rate
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Variations, Value Engineering and Options

Most contractors bid exactly what is asked. The ones who win and win profitably offer alternatives. Value engineering
alternatives, material substitutions, and phased delivery options can turn a losing bid into a winning one, and a thin-margin
award into a profitable project.

Industry Benchmark Contractors who proactively propose value engineering alternatives win 15 to 25% more bids and improve
contract margins by 2 to 5%. Post-award VOs identified within 30 days are approved at 3x the rate of those found later.

Bettroi Solution AIVA + AutoPanel: Al scans specifications and drawings to identify VE opportunities, automated cost-benefit
analysis for alternatives, real-time VO identification and pricing during execution.

How to Calculate Your Estimate

Uncaptured value engineering No. of projects where VE was possible but not proposed x potential margin uplift
opportunities

Late variation identification Revenue from VOs identified months late vs. real-time x approval rate differential
Variation pricing delays Days to price a VO x no. of VOs per month x daily cost of work at risk
Rejected variations (weak No. of rejected VOs x avg VO value x margin lost per rejection

documentation)

Alternative analysis time Engineering hours per VE study x rate x no. of missed opportunities

Estimation Accuracy and Risk Mitigation

The gap between your estimate and your final account is where margin lives or dies. Manual estimates carry human error,
inconsistent rates across estimators, and untested assumptions about productivity and risk. Projects where you lose money
rarely fail because of bad luck. They fail because of systematic estimation gaps.

Industry Benchmark Industry data shows manual estimates carry 10 to 20% variance on complex projects. Al-assisted
estimation using historical project data reduces variance to 3 to 5%, directly protecting margin.

Bettroi Solution AIVA + AgentX: Al cross-references every line item against historical project data, flags anomalies and missing
scope, applies Al-calibrated risk factors, and generates contingency recommendations.

How to Calculate Your Estimate

Estimation variance No. of projects where final cost exceeded estimate x avg overrun percentage
(under-pricing)

Over-pricing (lost bids) No. of bids lost due to non-competitive pricing x estimated margin if won
Contingency miscalculation Difference between applied contingency and actual risk cost x no. of projects
Rate inconsistency across Variance in pricing for same scope items across different estimators
estimators

Missed scope items / Value of items discovered post-award not in the original estimate

incomplete BOQ

I N C—
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EXECUTING WORK

Where time, money, and quality are won or lost on site

Quality Assurance and Compliance

Rework is the silent profit killer. In MEP contracting, tear-out and redo from design clashes, poor workmanship, or missed
inspections can consume 5 to 15% of contract value. Every NCR costs you twice: once to fix the problem, and once in the time
and relationships it damages.

Industry Benchmark Construction rework costs 5 to 12% of contract value globally. Al-driven quality management and
automated inspection tracking reduce rework by 40 to 60%.

Bettroi Solution AgentX + PermitX: Al-powered inspection scheduling and tracking, automated ITP management, real-time NCR
logging and resolution tracking, and clash detection integration.

How to Calculate Your Estimate

Rework cost (tear-out and redo)  Rework labour hours x loaded rate plus wasted materials cost per project

Design clash remediation on No. of clashes found on site x avg resolution cost (MEP avg AED 50-200K each)
site
NCR processing and No. of NCRs per year x avg rectification cost plus admin overhead

rectification

Snag list close-out delays Days to close snags x daily cost of retained team x no. of active projects

Inspection failure and No. of failed inspections x rescheduling delay cost plus re-work cost
re-inspection

Project Execution and Management

Between site and office, time disappears. Manual progress tracking, paper timesheets, reactive scheduling, and the daily
firefighting of resource conflicts and procurement delays erode schedule and margin. Every day of project overrun carries a
cost: direct preliminaries, liquidated damages exposure, and opportunity cost.

Industry Benchmark GCC construction projects average 15 to 25% schedule overruns. Digital project management with
Al-driven schedule optimization reduces overruns by 40 to 60%.

Bettroi Solution AgentX + APX + PermitX + SafetyX: Al-driven project intelligence, automated progress tracking, predictive
scheduling, resource optimization, safety management, and permit-to-work automation.

How to Calculate Your Estimate

Schedule overruns / LD LD rate per day x avg overrun days x no. of projects per year
exposure

Extended preliminaries Monthly site overhead x no. of months overrun per project

Crew idle time / trade stacking Idle hours per week x crew blended rate x 52 weeks per year
Manual progress reporting Supervisor hours on reports per day x no. of supervisors x daily rate
overhead

Material procurement delays Production days lost waiting for materials x daily overhead cost
Safety incidents and work Direct plus indirect cost per incident x annual incident frequency

stoppages
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BETTER BUSINESS

Communication and Stakeholder Coordination

Every day you wait for an RFI response, a submittal review, or a consultant approval is a day your crew is working at reduced
efficiency or waiting entirely. Communication fragmented across WhatsApp, email, and disconnected platforms means
decisions are lost, instructions are disputed, and accountability evaporates.

Industry Benchmark Studies show construction professionals spend 35 to 45% of their time on non-productive communication.
Unified communication platforms reduce this by 50 to 60%.

Bettroi Solution EngageX + AgentX + AIVA: Al-powered omnichannel communication hub, automated RFI tracking and
escalation, Al-generated meeting minutes and action items, unified document distribution.

How to Calculate Your Estimate

RFI response delays Avg response time per RFI x no. of RFIs x daily cost of work at risk
Submittal review cycle time Avg weeks per submittal cycle x no. of submittals x crew cost during delay
Meeting overhead Hours per week in coordination meetings x no. of attendees x blended rate

(unproductive)

Miscommunication-driven No. of errors traced to miscommunication x avg rectification cost
errors

Information scattered across Hours per week searching for decisions, approvals, instructions x rate
platforms
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PROTECTING VALUE

Turning data into dollars and compliance into competitive advantage

PHASE 3

Documentation, Data Silos and Insights

Your project data is your most underutilized asset. When drawings live in one system, submittals in another, financials in a
third, and correspondence scattered across email and WhatsApp, you cannot build claims, you cannot track trends, and you
cannot learn from what has already happened. Data silos do not just slow you down. They cost you money directly.

Industry Benchmark GCC contractors typically have 15 to 25% of contract value locked in disputed claims at any time. Digital
documentation systems increase claim recovery rates by 30 to 50%.

Bettroi Solution APX + AgentX + AIVA: Al Command Center unifying all project data into a single source of truth, automated
claim documentation, real-time cost tracking, and Al-generated project analytics.

How to Calculate Your Estimate

Lost or weakened claims (poor No. of claims reduced or lost due to weak documentation x avg claim value

records)

Progress claim delays Delayed payment value x cost of financing x avg delay in days

Time searching for project Hours per week per PM searching across systems x no. of PMs x rate
information

Duplicate data entry across Hours per week re-entering data across platforms x no. of staff x rate
systems

Decisions made on outdated No. of incidents where wrong data caused costly decisions x avg impact
information

Green Building, ESG and Certification Enablement

Sustainability is no longer optional in GCC construction. LEED, Estidama (Pearl Rating), GSAS, and Dubai Green Building
Standards are increasingly mandatory for government and major private sector projects. Contractors who cannot demonstrate
sustainability compliance are losing bids they do not even know they are losing.

Industry Benchmark Green-certified projects in the GCC command 5 to 10% premium in tender scoring. Contractors who
embed sustainability tracking from design stage reduce certification costs by 40 to 60%.

Bettroi Solution AgentX + AIVA + APX: Al-powered sustainability tracking from design stage, automated material compliance
checking, ESG reporting generation, and green certification project management.

How to Calculate Your Estimate

Late-stage certification Cost of retrofitting or swapping materials to meet green requirements post-award
remediation
Documentation overhead for Hours tracking material certifications, waste diversion, and energy data x rate

green credits

Missed green tender No. of tenders requiring green cert you could not bid x win rate x margin
prequalification

Material substitution costs Cost premium when specified materials fail sustainability compliance checks
(non-compliant)

ESG reporting burden Annual hours on sustainability reporting across all active projects x rate
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GETTING SMARTER

The compounding advantage: every project makes the next one better

PHASE 4

10 Lessons Learned, Feedback and Self-Improvement

Most contractors have a lessons learned meeting after project close-out. Most of what is discussed is forgotten within 90 days.
The same mistakes repeat on the next project. The same subcontractors underperform again. The same estimation
assumptions are wrong again. Institutional knowledge walks out the door every time an experienced PM leaves.

Industry Benchmark Companies with structured knowledge management systems report 15 to 20% improvement in project
delivery over 3 to 5 years. Staff turnover costs 50 to 200% of the departing employee annual salary in lost productivity and
retraining.

Bettroi Solution AIVA + APX: Al captures and structures lessons learned from every project automatically, subcontractor
performance scorecards, client behaviour analysis, and an automated knowledge base queryable in real time.

How to Calculate Your Estimate

Repeated mistakes across No. of recurring issues (same rework, same delays) x avg cost per occurrence
projects

Knowledge loss from staff Revenue risk from PM and estimator departures plus rehiring and retraining cost
turnover

No structured feedback from Estimation accuracy gap from using assumptions instead of actual project data

site to estimation
Client feedback not captured No. of repeat clients lost or contracts reduced due to unaddressed feedback

Subcontractor performance not Cost of re-engaging underperforming subs due to absent performance records
tracked

11 Machine Learning: Systems That Get Smarter With Every Project

This is not a cost category. This is the category that shrinks every other category over time. Traditional software gives you the
same output whether you have used it for one project or one hundred. Al-powered systems learn from every project, every
decision, and every outcome, then apply that learning to make every subsequent project faster, cheaper, and more predictable.

Industry Benchmark Companies deploying machine learning on operational data report 15 to 30% cost reduction and 20 to 40%
productivity improvement within 24 months of full adoption.

Bettroi Solution Bettroi full platform: Every data point from every project feeds back into your estimation models, risk profiles,
schedule assumptions, and subcontractor ratings. The system compounds its own accuracy automatically.

How to Calculate Your Estimate

Stale estimation models (not Annual accuracy degradation from not feeding project actuals back into base rates
updated)

Manual model updates by Hours per year manually adjusting rates and assumptions x senior estimator rate
estimators

Competitor advantage from Al Revenue lost to competitors whose Al models outprice and outwin yours
adoption

Missed productivity Estimated gain from Al-calibrated scheduling vs. current manual assumptions

improvements
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EE BETTROI

BETTER BUSINESS

How to Calculate Your Estimate

Delayed ROI on data already
captured

HOW BETTROI Al GETS SMARTER WITH YOUR DATA

What the System Learns After 10 Projects After 50 Projects

Value of insights locked in your existing systems that Al could unlock now

Estimation accuracy

Productivity factors

Risk patterns

Subcontractor reliability

Client behaviour

Material cost trends

Quality patterns

Schedule accuracy

Rates calibrated to your actual costs, not industry
averages

Site-specific labour productivity replaces textbook
assumptions

Common risk triggers identified from your project
history

Performance data on your regular subcontractors

Payment patterns and VO approval tendencies per

client

Seasonal pricing patterns for key materials

Common defect types by trade and scope identified

Realistic duration estimates replacing standard
assumptions

Predictive pricing with 95%-+ accuracy by project type
and client

Al predicts exact crew output by trade, location,
season, and scope type

Automated risk scoring for new tenders based on your
50-project pattern library

Predictive sub performance scoring with
recommended alternatives

Al advises optimal commercial strategy per client
based on full history

Predictive procurement timing that locks in lowest
prices automatically

Predictive quality alerts that prevent defects before
they occur

Al-generated schedules with 90%+ reliability based on
your actual data

"The first project costs money. The tenth project saves money. The fiftieth project makes you

the most competitive contractor in your market."
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BETTER BUSINESS

TOTAL COST OF MANUAL OPERATIONS

Your Total Profit Leakage Summary

Transfer subtotals from each section below:

Profit Leak Category Annual Cost (AED / USD)

1 Estimation and Quantity Take-Off

2 Proposal and Bid Management

3 Variations, Value Engineering and Options

4 Estimation Accuracy and Risk Mitigation

5 Quality Assurance and Compliance

6 Project Execution and Management

7 Communication and Stakeholder Coordination
8 Documentation, Data Silos and Insights

9 Green Building, ESG and Certifications

10 Lessons Learned and Feedback Loops

11 ML and Continuous Improvement (future savings)

WHAT THIS MEANS AT YOUR SCALE

Est. Profit Leakage (15-25%) Recoverable (30-50%) Net Margin Impact

AED 50M AED 7.5to 12.5M AED 2.3 to 6.3M +2 to 5% uplift
AED 100M AED 15 to 25M AED 4.5 to 12.5M +2 to 5% uplift
AED 250M AED 37.5 to 62.5M AED 11 to 31M +2 to 5% uplift

AED 500M AED 75 to 125M AED 22 to 63M +2 to 5% uplift
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BETTER BUSINESS

PRESENTATION TOOL

Your Executive Summary Template

Use this to present findings to your board, partners, or project owners:

1"

"Our project portfolio is absorbing approximately [total from summary] annually in hidden costs across
estimation, execution, and documentation. Of this, we believe [recoverable amount] is recoverable
through Al-powered process improvements over [12 to 24 months]. This represents a [margin uplift]
improvement in net project margin and a payback period of [period] on the investment in digital
transformation."

Draft your executive summary here:

CONFIDENCE CHECK
Before Your Meeting

| can quantify our total annual profit leakage across key categories

I know how many tenders we declined due to estimation capacity constraints

| can identify our top 3 profit leak categories with supporting data

| can explain why Al solves this faster than adding more people

| have calculated payback period and net margin impact

| can point to at least one project where these costs caused measurable damage

| have a clear and specific ask: budget, pilot project, or partnership
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BETTER BUSINESS

NEXT STEP

Get Your Free Profit Leak Audit
This framework gives you the structure. A personalized Bettroi audit gives you the precision.

Our team with 25+ years of domain expertise in construction, MEP, and EPC operations will:

Walk one of your active projects through this Run your estimation process through our Al speed
01 . 02
framework with real numbers benchmark
Calculate your missed bid opportunity cost o Identify the 3 highest-ROI digital interventions for

your operation

Build a board-ready business case with validated Design a phased rollout starting with 30-day quick

savings projections wins

The contractors who digitize first do not just save costs.

They bid more. They win more. They build faster.
And every project makes the next one better.

bettroi.com/get-in-touch

hello@bettroi.com | +971 50 1988 042






