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Your Expertise and Efficiency
are Being Penalized

Traditional pricing models punish your for being good at your job

1 Hourly Billing: Faster work = lower revenue
2 % of Construction: Saving Client money = cutting your fee
3 Result: Excellence becomes a financial liability

This is why we’re all feeling fee pressure —it’s baked into how we price.

Today, we're going to explore how to break that cycle.
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What Architects and Engineers Actually Sell

When we focus on hours and deliverables, we undersell our true value and create a transactional relationship instead of a transformational one.

Insight Judgment

See possibilities clients can't envision Professional expertise through thousands of decisions

Confidence Transformation

Peace of mind about decisions and outcomes Create a better future

REWRITING THE FEE FORMULA: A Smarter Model for Pricing Your Services




Insights Win Projects

Healthcare Surgery Center Case Study

Traditional Proposal Winning Proposal

v/ Focused on: programming, space planning, and v Began with the question: “What’s limiting your
aesthetics ability to perform more daily procedures?

v/ Emphasis on deliverables and regulatory v Discovered bottlenecks in patient flow and
checklists equipment staging

v Descriptions of firm capabilities and similar v/ Focused on designing for operational efficiency, not
projects just space

v/ Framed the proposal around outcomes, not just
deliverables

v Positioned themselves as a strategic partner

The winning insight about patient flow was worth hundreds of thousands in annual revenue to the client, far

exceeding the architectural fee.
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A Century of Fee Models—and Why They No Longer Fit

1910s 1960s 1990s 2010s Present
% of Construction Cost Fixed Fees & Cost Plus Hourly & Hybrid Models Isolated Performance- Value-Based Pricing
Based Fees
(Standard: 6-10%) (Attempts predictability, (Defensive Pricing, (Rare in practice, (Pricing expertise, outcomes,
disconnected from value) Focus on inputs and protection) tied to sustainability, and transformation —
speed, or ROl metrics) not deliverables)

Fee models have evolved over time, but the fundamental question remains: Do our fees reflect the true value we create?
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When Percentage of Construction Cost Worked

e Clear scope boundaries  ==rrssssssssssssmseessssaaennnsssaaannnnranns » o Complex, expanding scope

e Low professional liability =~ ssssssseecccnsssmmmmmmssssssisssinnnans » o Heightened liability exposure

e Design expertise wasrevered = sssssssssssssssssssssssssssssssssssssas » o Design expertise commoditized
e Simple construction techniques ssescssccccissciccccniiiininnnan. » o Complex building systems

e Limited technology requirements = ccccssssssssssssinsnssssnnnnnss » ¢ Intensive technology integration

The profession has evolved dramatically, but our fee structures largely haven't kept pace.
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The Mindset Shift

From Time-Based to Value-Based Thinking

FROM TO

1. PriCing iNPULS  serersrrrssmsmsmmssnnssnnsnsissnsssssas e » Pricing outcomes

2. Time tracking for billing  «cevvrmiiniiiiiiia, » Time tracking for learning
3. Selling SErViCES  «rereresesrecsessssssmsssrereseacacacsaenens » Selling Transformations
A, ONEPIICE  rrrrerrrsersssrssesmssesessesesseensseeseasssssssseesnns » Three Options

5.  Client "shops" YOU  ereeersrrmmssmmssnnsnnssnssanissnsanas » Client chooses you

This shift requires rethinking not just how you price, but how you position your entire practice

in the marketplace.
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The Value Conversation - Ask Before You Price

\

Why? What Value? Why Now?

Discover true motivation Define what success looks like, Understand urgency and
behind the project ROI metrics consequence of delay

These three questions reveal the true business context and help you understand what's actually at stake for your client.
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Case Example:

Private School
Early Childhood Center

e 8,500 square feet
e 5S4 million construction budget

e C(Critical requirement: Open by fall or risk enrollment loss

Three architectural firms shortlisted for this opportunity with dramatically different approaches.
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Three Firms, Three Approaches

Firm A

$275,000
Hourly: Not-to-Exceed
e Focused on inputs / deliverables .
e Detailed hourly breakdown .
e Time-based approach .

FIrm B
S300,000

Fixed Fee: % of Construction

7.5 % of construction cost
Tied to project budget

Familiar, traditional approach

Firm C
S300K / S420K/ S500K

Fixed Fee: Tied to Outcomes

e Business outcome focused
e Speed to market guarantee

e Enrollment protection assurance

Firm C's S420K Fee Feels Like a Smart Investment. They Didn’t Win on Price. They Won on Positioning. As Trusted Advisors, they were able to upsell to S500K

REWRITING THE FEE FORMULA: A Smarter Model for Pricing Your Services




Firm C Asked Different Questions

Why thisk

market

rom new students

redibility damage

They connected the dots between the $1.2M in annual revenue at stake and their ability (and

commitment) to deliver. With the proper framing, their S420K fee seemed like a bargain.
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Always Present Three Options

Start with the top tier. Anchor high.

Build down with integrity.

Comprehensive

Enhanced V' Delivers maximum value

Basic v/ Adds strategic value o _
V' Minimizes client effort

V' Core services onl
' v Greater impact and support v/ The absolute best version where money is no

v Lean delivery object

v/ Smart, risk-balanced middle ground with

v No extras additional value

Options create choice that empowers clients while positioning your firm as thoughtful and thorough.
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The Anatomy of a One-Page Proposal

Clarity and Brevity Win

ﬁ The Headline

Your understanding of their desired outcome

0— Three Options

Clear choices focused on outcomes
[Ie; Defined Scope

Enough detail without over-explaining
@ Clear Next Step

Explicit call to action

A one-page proposal demonstrates confidence and forces clarity in your thinking and

communication.

Proposal for Architectural Services

Client: Private Residence — Single-Family Home
Date: [Insert Date]

Understanding Your Goal

Your goal is to design and build a new home that reflects your lifestyle, strengthens family connections, and
creates a legacy property; a place where your children will want to return frequently as they grow older and
develop families of their own. This residence should provide both daily comfort and long-term value while
balancing design, budget, and schedule priorities.

Our Service Options

Basic — $150,000 Enhanced - $210,000

Most Popular

Comprehensive — $275,000

e Core architectural e All Enhanced services,

services (schematic o All Basic services, plus plus post-occupancy

design through enhanced design check-in

construction documents) development e Custom furniture &

» Meets program & code e Interior planning support
requirements and material guidance

e Focus on essential e Construction-phase

coordination and quality

oversight

landscape integration
» High-touch client support
for a turnkey experience
design and permitting

Next Steps

Please select your preferred option below. Upon acceptance, a formal agreement (AIAB101 or a custom
residential services contract) will follow to incorporate detailed terms and conditions.

[ ] Basic ($150,000) — Initials:
[ ] Enhanced ($210,000) — Initials:

[ ] Comprehensive ($275,000) — Initials:

Authorized Signature: Date:
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Why Options Work - It's About Psychology, Not Just Pricing

Avoid Extremes

People shy away from highest and lowest options
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Anchoring Effect

High-value option sets higher reference point
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Shows deep understanding of their needs

Middle Tier Default

Most clients gravitate toward mid-tier

| Signals Confidence

The psychology of choice is powerful —70-80% of clients select the middle option when

presented with three choices.
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Addressing Risk Without Discounting

Replace Discounts With Risk Reversal

Q
(CA

|
11,

Phased Engagements Limited Deliverables

Start with pilot/discovery phase Focused output like feasibility study
N 9

Performance Incentives Money-Back Guarantees

Link fees to success metrics Use rarely, but powerful

When clients hesitate due to risk, offer to restructure the engagement—DO NOT REDUCE YOUR FEE.
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Track Time to Learn, Not Bill

Every Hour You Save Should Benefit You—Not Just the Client

Pricing Accuracy

More precise future proposals

Mot in

Daeh&ooard

Profit Centers

L~/ o
|dentify your most valuable work -
a5
o
Scope Management g
Q m
Early detection of scope expansion Time Tracking
1,344s
Process Optimization T Y
' 8,0,38k

Streamline inefficient workflows

In a fixed fee world, efficiency = profit.

Track time to increase efficiency, not to bill more hours.
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Your New Fee Process - From Discovery to Decision

Value Conversation Design Options Anchor Confidently One-Page Proposal Track & Improve
Create outcome-based Learn from every project
Understand what's at tiers Present comprehensive Clear, focused, actionable
stake option first

This continuous improvement cycle creates a sustainable competitive advantage for your practice.
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Your Challenge

What Will You Do Differently?

Ask "What's at stake?"

Before discussing scope

Offer three options

Instead of single price

Frame your value

Instead of justifying your fee

Choose one thing to implement in your next client conversation.
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Remember

"Every conversation with
a prospect or client is a
sales conversation.”

It's your responsibility to maintain your position as a trusted advisor.

"
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Let's Keep the Conversation Going

Business Coaching and Strategic Support for Architects & Engineers

o510 THE
o ESIGNED

@ Cefees Bl tessest o3 ARCHITECTURE IN BUSINESS

Steven Burns, FAIA, NCARB

Architect. Technologist. Business Strategist

Web: thewelldesignedfirm.com
] Email: burns@thewelldesignedfirm.com
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Steven
Cyma Architects, Inc

Steven Burns

B Time Card stow | Employee

Dashboard

S|

Projects MON TUE WED THU FRI SAT >
PROJECT A ACTIVITY DESCRIPTION 9 SEP 10 SEP 11 SEP 12 SEP 13 SEP 14 SEP PERIOD TOTAL

Actions v More ~ Period = Bi-Weekly 9/8/2024 - 9/21/2024 Hide empty rows

Contacts

|Sefect project Select activity Enter description Hrs Hrs Hrs Hrs Hrs Hrs

¥ Load More Recent Activities
v 00-00 - FOUNTAINHEAD: General Office

Billing

General:Meeting Staff Meeting

Accounting

v 19-03 - SMSC: Schematic Design

Design:BIM Modeling BIM modeling

Design:Elevations Elevations
o] v 19-08 - PASADENA: Design Development

Analytics
Design:Elevations Elevations

Meeting:Client Client Meeting
v 19-14 - WARNER: Pre Design
Design:Details Details

v 19-34 - ASPEN: Construction Documents

Design:Details Details

Design:Drafting Drafting
v 20-04 - BRADFORD: Change Order #1

Production:Redlines Pickup Redline corrections
v 20-08 - SPOTLIGHT: Construction Documents

Design:Model Building Physical model making

Design:Model Building Physical model making

Subtotals Entry Details Total

Non-Billable
Overtime
Extra Time

Settings Comp Time

<

Steven Burns
Fountainhead A+E, Inc.

Manager
28 Erployees
B vendos
»  Clents

Activity Items

Expense ltems

Projects
(@9 Review Time & Expense
Time & Expense

nting
juman Res

Sales and Marketing

Sign Out

4:087

= Fountainhead A+E Financial He...

Income for Last 12 Months

$778.6K

Architectural Design
Default Item Income Account
Expense Income

Furniture, Fixtures & Equipment

Mode! Building

Steve's To-Dos
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Employees

*182.3«  *118.6«

Alice Shapiro

*7.843....

Office Manager o Administration

Curtis Jameson

Principal e Architecture

Jan DeMarco

Project Architect o Man

Jason Acosta

Architect Intern e Architecture

Jennifer Smith

Project Manager o Man,

Linda Dale

Architect Intern e Architecture

Richard Cohen

Project Architect e Architecture

sally Ryan

Project Architect » Architecture

Steven Burns.

Expense Entry

182.19

20-02 - LONG BEACH: Expenses
Printing:Letter B+W

20-02 - LONG BEACH: Design D...

Printing:Services

20-02- LONG BEACH: Expenses
Travel:Meals (Project)

20-02 - LONG BEACH: Design D..
Travel:Car Mileage

£ Back Performance

Profitability

$6.20

$52.48

$64,603
$15,000
-$47,175

2,225

$257,572

4:049

= Fountainhead A+E Financial He...
Balance Sheet- Comparative

As of Today

Isaaz‘sk $7,137.83 | $875.7K
es L

s of Today (PY)

|5569 2K $48.7K | $520.5K

4129
{ Visits Visit Detail

Rey
&

Q

&Maps

9 12671 Sandhill Lane

20-08 - SPOTLIGHT THEATERS
Sep 27, 2020

2:35PM

3:04 PM

0.47

CONVERT TO TIME ENTRY
< Remove Visit )

4069

{ Back Performance =

Billability Analysis

$34B.1K

| s238.3K
|

< Mileage Tracking

Steve's Team's To-Dos

Time Entry

10.00 9.00

Monday, September 28, 2020

19-08 - PASADENA: Design...
Design:3D Modeling

Approve
Reject
Submit
Un-Submit
Un-Approve
Copy
Delete

Cancel

4129

1,250

2.00

®Mags

S Verdun Ave

to

Hawthorne Blvd

Sep 23, 2020

Unclassified

11.63 miles

$0.00

$6.74

Remove Trip

2

Steve's Team Performance

Staff Effective Rates: LAST 12 MONTHS

Richard Cohen

B
Steven Burns
Jennifer Smith

s2s000 16523 [N+ ¢

Curtis Jameson

sisoo s [ 5150+

sally Ryan

Time Entry

10.00 9.00

Monday, September 28, 2020

19-08 - PASADENA: Design Dev...

Design:30 Modeling

19-03 - SMSC: Schematic Design

19-08 - PASADENA: Design Dev...
Design:Elevations

1903 - SMSC: Schematic Design
Const Admin:Bulletin

4104

{ Back PTO Request Detail Edit

Oct 19, 2020 to Oct 23, 2020

Steven Burns Oct 7, 2020

Linda Dale

Submitted

I need a vacation!

( Reject )

o]

4047

= Fountainhead A+E Financial He...

Account Balances
Account Reconciled Bal. [l Batance [l

Wells Fargo Checking

Accounts Receivable

Accounts Payable

Undeposited funds
I

Opening Balance Equity
|

Wells Fargo Savings
-

Customer Deposits/Retainers  N/A

Main Service Tax Payable

Timers.

20-04 - BRADFORD: Design
Development
BIN eling « 03:07:30

19-14 - WARNER: Pre Design
Design:Details  Details 01:00:55

19-08 - PASADENA: Design
Development

Meeting:C 02:16:54
Client M

19-08 - PASADENA: Design
Development
00:00:00

Design:Plans e Plans

19-03 - SMSC: Design
Development

Design:Plans # Plans 00:00:00

20-08 - SPOTLIGHT:
Construction Dacuments

Projects

$182.3«  230.7«  ®348.4«

00-00 - FOUNTAINHEAD A+E
FOUNTAINHEAD A+E

19-03 - SANTA MONICA SCIENCE CENTER
Santa Monica Initiative

19-08 - PASADENA ELEMENTARY SCHOOL

Pasadena Schaol District

19-14 - WARNER RESIDENCE

Will and Wanda Warner

19-24 - MCCORMICK RESIDENCE
Tom and Julie McCarmick

19-34 - ASPEN CULTURAL CENTER
Aspen Chamber of Com.

20-02 - LONG BEACH SPORTS
Long Beach Sports

20-04 - BRADFORD RESIDENCE
Barry and Betty Bradford

20-08 - SPOTLIGULIUEALER e




Favorites Fountainhead A+E Financial Health ~

%  StevenBu

wr

Dasnboara
& Income for Last 12 Menths il Expenses for Last 12 months View by il Account Balances Accrual 1)
Projects.
B 4010 : Architectural Design W 6560-1: Salaries Professio.. ACCOUNT ReconciLeD BAL. [l BALANCE [l
Contacts 7300 : Uncategorized Income 6560-2 : Salaries Office Staff 1002 Wels F. Checki 567838184 $666.44787
: Wells Fargo Checking ,381.
(O} 4012 : Furniture, Fixtures & £ 5100 : Qutside Consultants
Tae :
4013 : 3D Modelin 62951 Rent
- e - 20000 : Accounts Payable NJA §170,761.88
$3,289,011 B 4016 : Construction Manage.. $2,695,552 B 6000 Other Expanse EEE—
Biling 4014 : Artistic Rendering ToTA 6192 : Medical Insurance 11000 + Accounts Recaivable WA $125,410.77
4015 : Mode! Building 8200 Uncategorized Expe... I
Accounting 4900 : Expense Income 6250 Office Equipment 12000 - Undeposited fund WA $18.500.92
: Undeposited funds ,500.
® 4000 : Other Income 6146 : 401K Contribution I
40000 : Default Item Income ... Others
e Slautitem income e 3000 : Opening Balance Equity $0.00 $63,450.00
<
crM
Balance Sheet- Comparative Accrual i Profit and Loss-Comparative Accrual il Cash Flow il
$300.0K
As Of Today Net Income As of Today : $575,958.97 0%
$250.0K

AIA
Continuing
Education

Provider

$645,492.69 $6,08372 $639,408.97 $3,271,510.56 $2,695,551.59 $200.0K
ASSETS 0% |ABI £ES 0% EQUITY 0% INCOME 0% EXPENSE 0%
$150.0K
As Of Today (PY) Net Income As of Today (PY) : $575,958.97
$100.0K
$50.0K
$645,492.69 $6,083.72 $639,408.97 $3,271,510.56 $2,695,551.50
ASSETS LIABILITIES EQUITY INCOME XPENSI $0.00 -—
May Jun  Jul  Aug Sep Oct Dec Apr May Jun Jul  Aug
20 20 20 20 20 20 20 21 21 pal 21 21
Aged Receivables ﬁl Money Owed /' Hl Retainer Balances H !
CLIENT ID / NAME BALANCE AGING CLIENT ID / NAME RECEIVED USED REMAINING
Aspen Chamber of Commerce $49,902.96 705 days Pasadena School District $15,000.00 $0.00 $15,000.00
Thurston Howell James Sanders
1-30 Days
® $793,879 31-60 Days. Will and Wanda Warner $28132.11 971 days Wwill and Wanda Warner $10,000.00 $0.00 $10,000.00 $
Help ’ 51-90 Days Wanda Warner Wanda Warner
TOTAL
@ 91-120 Days
Sottgs v Tom and Julie MeCormick $19,803.77 705 days
120+ Days Thomas McCormick
————
l I ||\
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Steven Burns, FAIA, NCARB

Founder

Web: thewelldesignedfirm.com
Email: burns@thewelldesignedfirm.com
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