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OPENING

People buy consistency.

McDonald's didn't become one of the world's most recognized businesses by convincing people it made

the best hamburger. It succeeded by giving customers a predictable experience.

Walk into a McDonald's in an unfamiliar city and you have a good idea what will be on the menu, what it
will cost, how long it will take, and what the food will taste like. The meal matters, but so does the

absence of uncertainty.

IKEA built a similarly recognizable model around flat packaging. Every part of the company understood
that flat packaging was the point. It made shipping cheap, warehousing dense, and prices low enough to
change the category. The company was willing to push the pain of assembly onto the customer because

the price made the trade worth it.

Southwest Airlines had a blunter internal mantra: "Wheels up." The plane only made money in the air.
Everything the company did was aligned around minimizing time on the ground. No assigned seats. No
meals. One aircraft type so maintenance was fast and pilots were interchangeable. Simple, low-cost

travel was what the customer bought. The operating discipline behind it was ruthless.

Each company chose a way to operate and followed it long enough for customers to understand what

they were buying, and for employees to know exactly what to protect.
Contractors need that same clarity.

A construction client isn't buying only the finished project. The client is also buying the experience of
getting there. How often will the contractor communicate? How will decisions be made? What happens
when conditions change? Will the invoice reflect the last conversation? Will problems be raised early, or

revealed only after they affect the schedule?

Every contractor handles those questions differently. The opportunity is to decide how your company

will handle them, explain that approach clearly, and then follow it from one project to the next.

Choose your way. Name it. Deliver it every time.

SECTION ONE

Most contractors sound the same.
Visit a dozen contractor websites and you'll see many of the same promises:
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Quality work

Honest communication

Competitive pricing

Attention to detail

Projects delivered on time and on budget

There's nothing wrong with those claims. They just don't tell a client much about the experience of

working with the company.

The meaningful differences appear in the way the contractor operates. How much planning happens
before construction? How are changes documented? How often does the client receive financial
information? How does the company balance speed, cost, and certainty? Which decisions stay with the

contractor, and which ones reach the client?

Most established contractors already have an approach. Their habits made it, whether they named it or

not.
The problem is that the client may not understand that approach until the project is underway.

By then, the contractor may discover that the client doesn't value the way the company works. The
client may want flexibility from a contractor built around early decisions. The contractor may emphasize
detailed planning while the client wants to start immediately. One party expects regular financial

reporting; the other assumes a brief invoice is enough.

These differences don't always mean someone is wrong. Often, they mean the fit was poor from the

beginning.

A clearly stated operating approach helps the right clients recognize your company. It also gives other

clients an opportunity to choose someone better suited to what they want.
Losing that project is usually less expensive than spending a year in the wrong relationship.

SECTION TWO

Your approach is a set of choices.
There's no universal operating model for a construction company.

One builder may believe that extensive preconstruction produces the best outcome. That company
wants major selections completed, scope questions resolved, and cost implications understood before

mobilization.

Another may specialize in complex renovations where unknown conditions are part of the work. That
company may be particularly good at documenting discoveries, presenting options, and helping the

client make decisions as the building reveals itself.
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Both can produce excellent work. They're making different promises.

The first contractor may struggle with a client who refuses to make decisions before construction. The
second creates trouble if it promises the cost certainty of a fully defined project when too much remains

unknown.
Every contractor makes similar choices.

Some companies favor planning; others are built for adaptation. Some protect cost certainty; others
preserve client options. Some involve the client in frequent decisions; others take broad responsibility
and bring the client only the issues that truly require attention. Some create highly customized

experiences; others rely on a repeatable process that produces efficiency and predictability.

Those choices shape the project. If the company hasn't defined them, the sales team may promise one

experience while the project team delivers another.

SECTION THREE

When the approach is left unspoken.

Imagine a contractor telling a renovation client, "We're flexible. We'll work with you as the project

develops."

The contractor means the company will respond responsibly to concealed conditions and help the client

make informed decisions as new information appears.

The client hears something else: "We can change our minds as often as we want without affecting the

price or schedule."

Construction begins. Selections are delayed. Completed decisions are reopened. Verbal direction is given

in the field. The contractor starts issuing change orders and adjusting the schedule.
The client believes the contractor has become rigid. The contractor believes the client is unreasonable.

Neither side necessarily acted in bad faith. They agreed on the word "flexible" without agreeing on what

it meant.
The contractor could have prevented much of the conflict by describing its process more precisely:
Renovations contain uncertainty, and our process is designed to respond to it. When

concealed conditions or client decisions change the scope, we document the effect on

cost and schedule before proceeding.

That statement won't appeal to a client who expects unlimited flexibility within a fixed price. That's

useful information for both sides to learn before signing a contract.
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SECTION FOUR

Look at your best and worst projects.
You don't need to invent an operating philosophy from scratch. Your projects already contain the

evidence.
Start with the jobs that were profitable, well executed, and enjoyable for both the team and the client.

What did those clients value? How did they make decisions? How much information did they want? How
did they respond when conditions changed? Which parts of your process worked particularly well? What

did the clients do that helped the project succeed?
Then look at the jobs that produced the most friction.

What did those clients expect that your company wasn't designed to provide? Which parts of your
process did they resist? Did you alter your normal approach to win the work? Were warning signs visible
before the contract was signed? Did someone make a promise during sales that the operating team

couldn't keep?
The patterns are usually revealing.

You may find that your best clients value thorough planning and early decisions. You may discover that
your company excels when clients want a knowledgeable guide rather than an order taker. Perhaps your
systems work best with owners who want detailed financial visibility. Or perhaps your strength is

carrying the details for clients who want one accountable person and limited day-to-day involvement.

The goal isn't to identify the approach with the broadest appeal. It's to understand the one your

company can deliver exceptionally well.

SECTION FIVE

Give the approach a name.
Once you understand the pattern, put it into language that employees and clients can remember.

The goal isn't a clever advertising line. It's a clear expression of how the company works.

A contractor built around early planning might say:

Decide early. Build with confidence.

A company known for strong communication might promise:

You'll never wonder where your project stands.

A contractor serving clients who want a low-burden experience could say:
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We carry the details so you don't have to.

A schedule-driven commercial contractor might use:

Plan the work. Keep the promise.

A renovation specialist could say:

No false certainty. No hidden surprises.

Each statement appeals to a different client. It also gives employees a standard they can use.

"You'll never wonder where your project stands" means more than sending an occasional update. It
requires current schedules, accurate cost information, documented decisions, prompt change notices,

and early communication when a problem develops.

Without those practices, the statement is advertising. With them, it becomes part of the company's

reputation.

A useful mantra should be short enough to remember, specific enough to mean something, and
practical enough to guide decisions. It should describe the company as it operates today, not the one

leadership hopes it may become.

The best test is straightforward:

Can a customer describe how you work in one sentence, and would your field team

use that same sentence when making a difficult decision?

If not, the idea probably needs more work.
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SECTION SIX

Explain the tradeoffs.

A clear operating approach should explain what the company prioritizes, how its process supports that

priority, what it requires from the client, and what tradeoffs come with it.

For example:

We create cost and schedule certainty through disciplined preconstruction. Major
selections and scope decisions are made before work begins. That takes more effort up

front, but it produces fewer surprises during construction.

A client who values predictability may find that appealing. A client who wants to start immediately and

make most decisions later may not.

A renovation contractor could describe a different model:

We specialize in projects where not everything can be known before the walls are
opened. We establish a clear starting scope, communicate discoveries quickly, and

help the client make decisions as conditions become visible.

Neither contractor needs to claim that its method is right for everyone. It only needs to explain its

method honestly.
That honesty should include boundaries.

A contractor may not be a good fit for a client selecting solely on the lowest initial price. Another may
refuse to begin major work before critical scope questions are answered. A company may require
written approval before performing changed work or decline schedules that can be achieved only by

weakening safety and quality controls.

Boundaries aren't posturing. They help the client understand what the contractor will protect once the

project gets difficult.

SECTION SEVEN

Use the approach throughout the sales process.
An operating philosophy does little good if it appears only on the company's About page.

The website should explain how projects begin, how clients receive information, how changes are

handled, and what the company expects from the people it serves.

The first client conversation should explore fit rather than chase the opportunity.
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Useful questions include:

e What matters most to you: initial price, final cost, speed, craftsmanship, or predictability?
e How involved do you want to be in day-to-day decisions?

e How do you prefer to receive project information?

e What happened with a previous contractor that you don't want repeated?

e How quickly can you make selections and approvals?

e What would make this project feel successful beyond the finished product?

There's no single correct answer. The purpose is to determine whether the client and contractor define

a successful project in compatible ways.

The proposal should reinforce the same expectations. If the schedule depends on selections being
completed by certain dates, say so. If weekly meetings are part of the process, identify them. If changed

work requires written authorization, explain that before construction.

Important operating assumptions shouldn't remain unwritten because the sales conversation felt

positive.

Before signing, the contractor should be comfortable saying:

This is how we run our projects. If this process feels too structured, or not structured

enough, we may not be the right contractor for you.

The right client will often trust the company more for being candid.
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SECTION EIGHT

Consistency makes the promise real.
Naming the approach is the easy part. Delivering it is where the reputation is built.

If the company promises weekly communication, updates must arrive every week, including the weeks

when the news is uncomfortable.
If it promises cost transparency, clients need information they can understand.

If changes require written authorization, the field can't routinely proceed on verbal direction because

documentation feels inconvenient.

If the company sells disciplined preconstruction, it can't rush into mobilization because everyone is

eager to begin.
Every exception teaches employees and clients that the process is optional.

Consistency doesn't mean every project must be identical. Construction contains too much variability for

that. It means the company's principles remain recognizable even when conditions change.
The format may adapt. The standard doesn't.

That requires alignment throughout the company. The estimator can't promise flexibility the project
team can't provide. The owner can't sell personal attention and disappear after the contract is signed.

The project manager can't abandon the communication rhythm described during preconstruction.
The client experiences one company. Internal departments don't excuse inconsistent delivery.

SECTION NINE

Measure the experience.
If an operating promise matters, the company should be able to observe whether it's being delivered.

A contractor promising predictability might track schedule variance, budget variance, procurement

delays, and the number of major decisions left unresolved at mobilization.

A company promising communication could track whether weekly reports were delivered on time, how

long client questions remained unanswered, and whether meeting commitments were completed.

A contractor promising disciplined change management could measure the time between discovering a

condition, notifying the client, pricing the work, and receiving authorization.
Clients should also be asked directly:

e Did the process feel like the one we described?

e Where were we inconsistent?
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e What did you value most?

e What created unnecessary effort?

e Would you choose this process again?

e What type of client do you think fits us best?

The purpose isn't to collect compliments. It's to learn whether the company is delivering a recognizable

experience.
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THE EXERCISE

Define your own approach.

Do this exercise with the people who sell, run, and perform the work. The answers will describe how you

actually operate, not how you'd like to.
Complete these statements:

Our best clients value us because we consistently

Our best projects work when the client

We create the most value before construction by

When cost, speed, and quality compete, we generally protect
We communicate with clients through

We handle uncertainty by

We handle changes by

We expect clients to

¥ © N o U A~ DR

We are not a good fit for projects where
10.We would rather lose a project than compromise

Then ask what behaviors the resulting promise requires, what it prohibits, which systems make it

repeatable, and how the company will know when it has failed to deliver.
Test every answer against recent projects.

If the answers describe what the company wishes it did rather than what it does consistently, they're

aspirations. Aspirations shouldn't be sold as an established experience.

A strong operating approach is specific enough to help a client make a decision, honest enough to reveal

a poor fit, and repeatable enough for the company to deliver from one project to the next.

The right client should hear it and think:

That's how I want my project run.

The wrong client should recognize the mismatch before it becomes an expensive relationship.

The work earns the payment.

Consistency earns the reputation.
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ABOUT BUILDLOGIQ

BuildLogIQ is a private local circle for owner-led contractors doing
$2M to $10M. Members meet monthly to solve operating problems,
make better decisions, and build companies that depend less on

them.

The room begins over dinner at the Builder's Table, runs monthly in the
Circuit, and goes deeper in the 3-Deep. Align, our back-office service, runs

alongside members whose books need the same operating discipline.
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