
NEW IMAGE

How forward-looking AEC leaders can see the
numbers that matter and get complete clarity,
control, and confidence in their business.

The AEC leader’s
guide to better
business visibility

BEYOND THE BLIND SPOTS



Introduction: Seeing the bigger picture.

Your architecture and engineering firm is built on brilliant ideas and talented
people delivering success, project after project.

But success on a design board doesn't guarantee a healthy business. The
challenge for leaders isn't talent, it's the inability to see the true financial
picture. 

Too many directors lack a clear line of sight into the crucial numbers: which
projects are truly profitable, where their cash flow is strained, and when their
best teams are hitting capacity limits.

These gaps in visibility are silent threats to your business's health, making it
nearly impossible to make proactive, informed, profit-driven decisions.

This playbook is designed to fix that. It gives AEC leaders a definitive,
overview of the essential metrics needed to gain total visibility, empowering
them to steer their firm toward predictable and sustainable growth.
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Flying blind: The AEC visibility problem.
The success of your architecture or engineering firm rests on a foundation of
operational complexity that few outside the industry appreciate. Leading this
business means simultaneously orchestrating:

A portfolio of dozens of projects, each demanding meticulous control over
schedules, costs, and unique client risks.
Your most valuable asset, your people, who must be efficiently allocated
across conflicting project demands without hitting capacity limits.
A business model where cash flow and true project profitability hinge on
insights, forecasts and phase-based billing.

Yet, the operations engine powering these complex firms generally remains
fragmented, with most firms still relying on a patchwork of disconnected tools,
manual spreadsheets, and outdated processes that create critical blind spots. 

When you lack a single, clear, and real-time view of your business, decisions
are based on old data and instinct. You can't proactively guide the firm, spot the
early warning signs of a failing margin, or confidently bid on new work, because
your performance data is consistently incomplete, out-of-date, or misleading.
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The cost of limited visibility.
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Poor visibility isn’t just an inconvenience, it’s a direct drain on your bottom line and your firm’s most valuable asset: time. It prevents you from enabling
your talented team to turn brilliant ideas into sustainable, predictable profit. These blind spots create persistent operational failures, including:

Wasted time: You spend days wrestling with
fragmented & outdated information instead of
making strategic, data-driven decisions.

Escalated risk: Early warning signs like scope creep
or high utilization go unnoticed until they become
major project delays or financial problems.

Margin erosion: Unbilled work and quietly
underperforming projects silently drag down your
firm's hard-earned profitability.

Firefighting emergencies: Feel like you’re constantly
dealing with immediate, unexpected issues instead
of proactively guiding your firm's future.

Strained finances: Inaccurate tracking of work-in-
progress, expenses & billable time slows down
invoicing, creating unnecessary cash flow pressure.

Repeated mistakes: With scatted project data, you miss
opportunities to standardize processes and repeatedly
re-learns costly lessons on every new project.



The critical areas of business visibility.
Every AEC leader already knows they need to see the health and
performance of their business. You know you can't run a world-class firm
on guesswork. The real challenge isn't if you need data, it's what exactly
you need to track.

That essential visibility isn't about drowning in endless dashboards or
financial jargon. It's about a small, vital set of core essentials - the numbers
that tell you if your projects are profitable, your people are supported, and
your business is heading in the right direction. 

Over the next few pages, we’ll explore the four critical areas that give
leaders clarity and control & the key questions you should answer:
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Profitability

Resourcing & utilization

Pipeline & forecasting

Risks & early warning signs



Visibility: Profitability
Profitability isn’t just about whether a project comes in above or below budget at the end. You need ongoing visibility into project margins as the work
unfolds. Without this, you risk discovering over servicing months after the damage is done.

These insights allows you to make informed calls about where to invest resources and which types of work are worth pursuing, and which ones quietly
erode the firm’s financial health. 
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Discover the steps to ensure
long-term profitability with

expert tips on managing your
project costs.

Learn More

Are we tracking project margins in real-time, or do we only report on project
profitability after the job is complete?
Which clients, service lines or project types consistently deliver the highest, most
consistent margins?
How accurate are initial fee proposals compared to the final cost of  delivery?
Is profitability evenly spread across the portfolio, or are a few star projects
masking financial issues elsewhere?
When we calculate project profit, are we truthfully factoring in the full financial
impact of rework, write-offs, and non-billable time?
Do we have a real-time, reliable figure for our total unbilled WIP right now?

Key questions to answer.

https://www.cmap.io/blog/understanding-profit-how-to-manage-costs-in-your-architecture-firm


Visibility: Resourcing & utilization
Your people are your most valuable asset. Yet many AEC firms run resourcing reactively, spreadsheets updated weekly (at best), with no forward-looking
views & insights. This leaves you & your team blind to workload imbalances until stress or underperformance become visible.

Visibility here means more than a percentage figure on a report. It’s about seeing how today’s resourcing decisions ripple into tomorrow’s delivery, and
using that knowledge to protect both your people and your profitability.
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Key questions to answer.
Does our system provide a single, real-time view of each team member's
utilization across all active projects and future resource assignments?
Can we easily find the right available resource based on skill, availability, and
target utilization?
What is the effective billable rate for resources after accounting for all rework
and hidden costs?
Are we confidently protecting our people from capacity overload & burnout?
Are we efficiently using our specialized talent, or are they sitting idle when
needed elsewhere?
How much highly paid time is wasted on low-value, non-billable tasks?

See how CMap's resourcing
tools are built to give AEC firms
the clarity & control they need
to deliver on-time & on budget.

Watch demo

https://www.cmap.io/live-demos/smarter-resource-planning-forecasting-with-cmap
https://www.cmap.io/live-demos/smarter-resource-planning-forecasting-with-cmap


Visibility: Pipeline & forecasting
What’s in the pipeline doesn’t just determine revenue, it dictates future resourcing, cash flow, and business decisions. Too often, pipeline reporting is
vague, static, or outdated, leaving you in the dark.

With clear visibility of pipeline & forecasting, you can make proactive decisions: hiring ahead of demand, planning for peaks and troughs, and confidently
saying yes (or no) to opportunities based on real-time, accurate data, not guesswork.
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How confident are we that our current pipeline will meet our revenue and cash
flow targets for the next six months?
What is the financial impact of losing our two biggest pipeline opportunities next
quarter, and can we model that easily?
Is the current pipeline strong enough to justify our planned investments in hiring,
technology, or expansion this year?
Do our pipeline metrics provide an accurate prediction of when revenue will
actually be realized, not just when the deal is expected to close?
Are we proactively pursuing work that fills the future utilization troughs identified
in our resource forecast?

Find out how Archio gained
greater visibility of their
projects & more effective
forecasting with CMap.

Learn more

Key questions to answer.

https://www.cmap.io/case-studies/archio
https://www.cmap.io/case-studies/archio


Visibility: Risks & early warning signs
Projects rarely fail overnight, the signs are almost always there earlier. The challenge is spotting them. Without timely visibility, leaders are left reacting
to issues when they’ve already snowballed.

Visibility here gives leaders time to intervene before a project derails, to address issues constructively with clients, and to protect the business from
unnecessary surprises.

9

How quickly do early warning signs (e.g., spending spikes, significant delays,
client issues) reach leadership for immediate intervention?
Can we instantly see where a project's actual burn rate is exceeding the
planned rate, triggering an automated alert?
Are all scope changes formally logged and approved, or are they being
informally absorbed, which silently erodes our margins?
Do we track dependencies between projects so that a delay in one area
doesn't unknowingly create risk across three others?
Can we instantly see our total financial exposure at a portfolio level, i.e.,
what’s the impact if multiple key projects slip simultaneously?
Are we learning from past projects to build better early warning indicators?

 See how to manage risk across your
business with insights from our

webinar with Architects' Journal.

Watch now

Key questions to answer.

https://www.cmap.io/webinars/business-in-practice-managing-risk


Moving beyond the blind spots.
You know the friction of leading an architecture or engineering firm with
blind spots. Good visibility of your business & project information is the
solution. It moves you beyond fragmented reports, allowing you to instantly
see the single, unified state of your entire business in real time, at a glance.

Instead of disconnected spreadsheets and gut feel, you have:

Single source of truth
A single, connected platform consolidates all data for projects, people, and
finances, eliminating silos and the need for fragmented spreadsheets.

Real-time accuracy
Reporting and dashboards update instantly as work is logged, giving you
the current state of every project, not just a snapshot of last week's data.

Predictive foresight & insights
Reliable, forward-looking forecasts for revenue and resource needs allow
you to see financial risks and opportunities months in advance.
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The executive advantage.
When leaders can see the numbers that matter, everything changes. Visibility turns management from guesswork into guidance. It gives you the
ability to read your business in real time, to understand not just what’s happening, but why. With the right insight, you stop reacting to yesterday’s
issues and start steering toward tomorrow’s opportunities. 

It’s the difference between leading by instinct and leading by insight, between chasing problems and confidently setting direction. When you can see the
numbers that matter, you don’t just manage the business more effectively, you lead it with purpose and control.
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Clarity: You know exactly where the firm
stands today and where it’s heading.

How does better visibility transform leadership.

Alignment: Connect your teams around
one single source of truth.

Agility: Adapt plans quickly and
confidently when you need to.

Confidence: Make decisions based on live-
data & up-to-date reports, not gut feel.

Focus: Get time to drive the business, not
just fix the loudest issues of the day.

Performance: Turn insights into progress
by identifying improvement areas.



The visibility checklist.
Visibility isn’t just a concept, it’s measurable. Our business visibility checklist gives every leader a quick way to gauge how much clarity & control they
really have. It’s a snapshot of what good visibility looks like in practice: clear data, confident decisions, and a business that runs on insight, not instinct.

If you can’t confidently tick every box, you’re not alone, most firms can’t. But it’s a sign that key decisions are still being made without the full picture.
Those blind spots might not show up in today’s results, but they will shape tomorrow’s. See where your firm stands today:
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I can easily find the real profitability of all our
projects whenever it’s needed

I have clear visibility of utilization rates across
project teams for the next few months

I can see our pipeline and forecasted revenue,
including WIP, at least 6 months ahead

I get alerted when performance dips or projects
are drifting off schedule

I can see quickly find what is our current cash
flow and outstanding invoices

I can instantly see which projects are over or
underperforming against budget

I can drill from firm-level metrics down to
individual project details in seconds

I can build accurate, board-ready reports
without hours of manual preparation



Where CMap fits in.
The takeaway is simple: you can’t steer what you can’t see. If your firm lacks visibility into
the numbers that matter, you’re leaving profitability (and peace of mind) on the table. 

CMap AEC Edition is purpose-built to help architecture & engineering firms put visibility
at the heart of their business. It provides a single, connected view across projects, people,
performance and finances so you can:
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Replace disconnected spreadsheets with live, reliable data you can trust.
See project performance in real time, not weeks after the fact.
Track profitability as work happens, catching overruns before they eat your margin.
Understand true utilization across your team, balancing workload and wellbeing.
Forecast pipeline and future capacity with confidence, not guesswork.
Spot risks and early warning signs before they impact delivery or cash flow.
Connect delivery, finance, and leadership around one version of the truth.

Ready to gain clarity? Discover how CMap helps you see the insights
that matter and take full control of your business.

Book a demo

https://www.cmap.io/book-a-demo
https://www.cmap.io/book-a-demo


www.cmap.io

https://www.cmap.io/cmap-for-consulting-firms

