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A Strategic Imperative for AEC
Firms to Drive Growth,
Retention, and Competitive
Advantage — and Elevate the
Client Experience.

In the AEC industry, client experience isn't just about delivering high-
quality work—it's about how that work is delivered, communicated, and
supported. Today’s market rewards firms that listen, learn, and adapt in
real-time. And at the center of that evolution is project-based client
feedback. This guide presents a compelling business case for
structured, ongoing client feedback in AEC. We explore how leading
firms are using real-time feedback not just to improve relationships—
but to drive growth, retention, differentiation, and operational efficiency.
If you're an executive or decision-maker looking for ways to future-proof

your firm, this strategy can no longer be considered optional.



The Cost of Not
Listening to Clients

LET’S START HERE 1in 4 clients has an unvoiced complaint.

In the AEC industry, where projects are complex, timelines tight, and clients sophisticated, it's dangerous to
assume silence means satisfaction. Yet many firms believe their long-term relationships and steady book of

business mean all is well.

But repeat business does not equal loyalty. Often, it just means the client hasn't yet found a better option. And

by the time they do, it’s too late to repair the damage.

‘“
We know This is one of the most common
our Clients and most dangerous myths
well” holding firms back.

Even long-standing clients can be lost overnight due to a single misstep or leadership change. Feedback
provides early warning signals—ensuring firms don't wait for RFP loss or disengagement to discover something

went wrong.



Why Milestone-Based
Feedback Is Essential

Annual surveys or close-out reviews simply aren’t fast or frequent enough. By the time a client voices
dissatisfaction post-project, you've already missed your chance to improve their experience. In contrast,
milestone-based feedback captures the client’s voice in real time—during the proposal phase, at project kickoff,
first deliverable, mid-point, project close-out, or critical milestones. This allows your team to pivot quickly,
resolve issues early, and exceed expectations. These moments—called Critical Moments of Truth (CMoTs)—are
when the client experience crystallizes. Manage them well, and you create loyalty. Miss them, and you risk

churn.




The CX Gap: A Blind
Spot in Most AEC Firms

Too many AEC firms claim to be client-centric yet rely on inconsistent, ad hoc approaches to understanding the
client experience. They conduct occasional interviews, informal debriefs, or home-grown surveys that lack
structure, scalability, and objectivity. These efforts, while well-intentioned, fall short of a true client experience
management system. Without a centralized platform, firms cannot benchmark performance, measure
experience over time, or align internal teams around shared CX metrics. They are left reacting to anecdotal
input rather than leading with insight. Firms that aspire to exceed client expectations must first create a system

to measure, benchmark, and continuously improve those expectations.

Do we provide an above-average client experience?

Yes
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GAP
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Clients




ROI in Hard Numbers

These are not aspirational outcomes—they're the reality for AEC firms that commit to listening better and acting

smarter.
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Win More Work

Up to 50% increase in proposal win rates
when feedback is used to shape pursuit

strategies.

Drive Revenue and Margin

Feedback identifies overdelivery, under-
scoping, and new opportunities—
resulting in higher profitability. In fact,
firms are twice as likely to see top-quartile

profitability.

Retain Top Talent

Visibility into team performance and
morale allows for better staffing decisions

and reduced burnout.

0%

Retain and Grow Clients

Firms that close the loop on feedback
report an 83% reduction in future

complaints.

Improve Forecasting and
Planning

Client sentiment data helps firms detect
risk early, improve pipeline accuracy,
recover productivity, and increase pipeline

conversion up to 30%.

Expand Through Referrals and
Cross-Selling

Promoters identified through feedback
programs drive organic growth and
expansion—averaging $1.8M in new

referral revenue.



Debunking the Common
Feedback Myths

Here are the most common objections to ongoing client listening—and why they're baseless.

“We already know

what our clients . o .
think.” Assumptions are not insights. AEC clients are often too

polite—or too busy—to complain until it’s too late.

“We did a survey once.
It didn't work.” Was it sent to the client from their project manager or

project executive? Was it tied to specific project
milestones? Did you ask the right questions? Did you
measure expectations or just satisfaction? Did you follow

up?

“Clients don't want to
be bothered” When feedback is brief and acted upon, response rates

average over 40%—far above industry norms.

“It's too time-
consuming.” Modern CX tools automate delivery, tracking, and alerts.

Feedback becomes a seamless part of project execution.



Client Feedback as a
Leadership Tool

Client feedback is often misunderstood as a marketing function. In reality, it's an executive tool for:

Revenue Growth Margin Protection Risk Mitigation

Strategic Planning Client & Team Alignment

It touches every part of your AEC business—from BD to delivery to leadership.

Feedback doesn't replace client conversations—it enables better ones. Structured feedback arms your teams

with context, helping them move from “How'’s it going?” to “How can we make this even better?”



What Great Client
Feedback Looks Like

Ditch Satisfaction. Measure Expectations.

“Satisfaction” scales are vague and inflated. Most firms see 90 %+ “Very Satisfied” responses—but can't tell

what's working or where to improve.

An expectation-based scale provides: This approach delivers:
® Bell-curve response distribution (not top-heavy ® Clear benchmarks for what “‘good” truly looks like.
fluff).

® Twice the response rate and six times the
® Centered “Met Expectations” as a healthy norm. actionable feedback compared to standard

. e : satisfaction surveys.
® Granular feedback tied to specific project

moments. ® A bell-curve distribution that avoids inflated

scores and allows for continuous improvement.
Our patented Client Experience Indicator (CXI)® is

designed specifically for AEC firms to measure ® Role-based insights and scorecards that help
expectations with nuance and clarity. Our 7-point project managers and leadership align around
scale is built around the concept that ‘Met meaningful CX metrics.

Expectations’ is the performance baseline— not a ] . Lo

This model allows for real differentiation, process
mediocre outcome. Scores above the center . . .

improvement, and pricing confidence.
indicate where teams have exceeded expectations,

while scores below signal areas for improvement.

Helpfulness
- |
Unacceptable Needed Acceptable Met Exceeded Excellent Exceptional

Improvement Expectations Expectations



How to Operationalize
Client Feedback

This insight fuels strategic planning, training, pricing, and resource allocation.

STEP 01

Custom-Tailor Feedback to Fit Your Clients @ Proposal

and Projects ® Project Kickoff

® First Deliverable
Milestone-based feedback should be tailored to the scale and

structure of your work. A firm managing a few large projects will ® Mid-point Progress

deploy feedback differently than one delivering many smaller ® Near Project Completion

engagements. The key is designing your program around how—and

when— your clients prefer to share feedback. Typical AEC ® Project Close-Out

checkpoints include:

STEP 02 STEP 03 STEP 04
Ask Smart, Brief Close the Loop Analyze and Act
Questlons Follow up on feedback Over time, feedback reveals systemic themes:

promptly. Acknowledge

Focus on expectations, . ® \Which teams deliver best under pressure?
praise. Address concerns.
processes, and value

Most issues stem not from ® \Which clients are most (and least) aligned?

delivery— not personalities.
what went wrong—but
. _ ® \Where can process or scope be
from clients feeling
improved?
unheard.



Insights from Across the
AEC Industry

While individual firms have their own challenges, common themes emerge across the AEC industry—and many

stem from not having structured, ongoing client feedback:

01

Strategic growth demands more

than technical excellence.

It requires a system to
understand, manage, and
continuously improve client

experience.

04

Feedback reduces waste.

It enables firms to avoid
overdelivery, make smarter go/
no-go decisions, and redirect
resources toward high-fit, high-

value pursuits.

07

Overdelivery and scope creep.

Feedback helps firms right-size
service levels, reduce waste, and

protect margin.

02

The cost of silence is real.

Even one missed opportunity to
repair or retain a client can result

in millions in lost lifetime value.

05

Low proposal win rates.

Without client insight, pursuit
strategies are misaligned.
Feedback helps teams
understand win/loss reasons and

tailor efforts more effectively.

08

Poor go/no-go discipline.
Feedback-informed pursuit
decisions help teams focus
resources where they have the
best odds—improving BD

efficiency and morale.

03

Seller-doers need help.

Structured feedback empowers
technical staff to engage more
comfortably in BD, using insights
to guide conversations instead of

selling blindly.

06

Ineffective cross-selling.

Many firms miss opportunities
because they don't know what
else their clients need—or who
the promoters are. Feedback
surfaces unmet needs and client

advocates.

09

Low staff engagement or

burnout.

Teams who see direct links
between their work and client
satisfaction are more motivated
and less prone to

disengagement.



Impact Beyond Projects

BUSINESS DEVELOPMENT

Feedback surfaces your differentiators—in your clients’ words. That fuels better proposals, messaging, and

marketing.

RECRUITMENT AND RETENTION

Clients want to work with firms that “get it.” So do employees. Happy clients and healthy projects improve

morale and reduce burnout.

M&A VALUATION

Client feedback programs reduce revenue risk in transitions—proving client loyalty and positioning your firm

for a stronger valuation multiple.



Why Client Feedback is
Needed More Than Ever

AEC firms face unprecedented margin pressure, rising client expectations, and growing complexity. Your

technical skills aren’t the differentiator—they're the baseline.

Your experience is the differentiator

Client feedback gives you the tools to manage that experience with precision, accountability, and agility. It's how

the best firms keep their best clients—and take the best work off the table before competitors even see it.

The real cost of doing nothing

A single lost legacy client could cost millions in lifetime value. Every silent dissatisfaction is a potential
opportunity for your competitors. Clients who are quietly dissatisfied are 92% more likely to stop doing business
with you than those who are actively satisfied. Without a system in place, you're not just missing insights—you're
funding someone else’'s growth. The opportunity to elevate your client experience is within reach. The firms that
lead tomorrow are the ones listening today.
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It take only While

5 NEGATIVE 2X AS MANY
REVIEWS POSITIVE REVIEWS

to discourage a buyer are needed to sway them in your favour



The opportunity is clear.
The tools exist.
The rewards are real.

Don’t wait for silence to speak louder than feedback.

In today’s AEC marketplace, technical competence is no longer enough. Growth, loyalty, and long-term success
hinge on the quality of the experience your firm delivers—and your ability to measure, manage, and improve
that experience in real time. Ongoing, project-based client feedback is no longer a competitive edge. It's the

new standard and a business advantage.

Firms that embrace this approach are winning more work, retaining more clients, attracting top talent, and
improving profitability—all while building resilient cultures grounded in client trust. The question is no longer if

you should listen more closely to your clients— it's how fast you're willing to act
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