
Industry: Construction Technology / PropTech

Disclaimer: Specific company names, financial figures, and identifying details in this case study have 
been anonymized to protect client confidentiality.

The commercial construction industry is notoriously complex, relying heavily on specialized software 
to manage everything from initial bidding and architectural design to on-site project management 
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and post-construction facilities maintenance. When general contractors, real estate developers, and 
civil engineering firms seek new technology—such as Building Information Modeling (BIM) software, 
drone-based site surveying tools, or AI-driven safety compliance platforms—their procurement 
processes are highly technical. They are no longer relying on simple search queries. Instead, these 
technical buyers are turning to Large Language Models (LLMs) like ChatGPT, Claude, and specialized 
enterprise AI assistants to synthesize integration capabilities, compare feature sets, and evaluate 
compliance with OSHA or local building codes.

This case study examines the challenge faced by a leading Construction Technology (ConTech) 
platform. Despite offering a best-in-class project management suite specifically designed for large-
scale commercial developments, they were losing market share to legacy competitors. The core 
issue was not product quality; it was a severe lack of visibility within generative AI environments. This 
document details how a comprehensive generative engine optimization strategy, moving far beyond 
traditional SEO, transformed their digital architecture and resulted in a 410% increase in AI-driven 
enterprise software demonstrations.

The Client and the Generative Visibility 
Challenge
The client is a rapidly growing ConTech firm providing a unified platform for commercial project 
management. Their software integrates financial forecasting, real-time site monitoring (via drone and 
IoT sensor data), and subcontractor scheduling into a single dashboard. They had recently secured a 
significant Series C funding round and were tasked with aggressive enterprise market expansion. 
Despite a robust traditional B2B marketing strategy—including industry whitepapers, webinar series, 
and a technically sound, keyword-optimized website—their sales team reported a concerning trend. 
When prospective clients (typically VPs of Construction or Chief Technology Officers at large 
general contracting firms) engaged in initial discovery calls, they frequently mentioned that the 
client’s platform had not appeared in their preliminary AI-assisted research. The client’s marketing 
leadership initially assumed this was a standard SEO issue and increased their spend on traditional 
keyword optimization and backlink generation. However, these efforts yielded no improvement in 
their generative search presence. The client engaged our team to conduct a generative engine 
optimization audit to understand this discrepancy and build a modern, AI-centric visibility architecture.

Diagnosing the Generative Disconnect: The 
Semantic Audit
To diagnose the visibility gap, we developed a matrix of 350 intent-driven queries designed to 
simulate the research behavior of enterprise ConTech buyers. These queries were not simple 
keyword strings; they were complex, multi-variable prompts that reflected real-world procurement 
criteria. These queries were categorized into three core areas:

Specific Integration Capabilities: (e.g., “Which construction management platforms offer 
bidirectional sync with Procore, native support for Autodesk Revit files, and automated data 
export to Oracle NetSuite?”)

1.
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We ran these queries across major generative engines (GPT-4, Claude 3, and Gemini Advanced), 
analyzing the responses for citation frequency, feature extraction accuracy, and contextual 
matching. We then compared the client’s performance against their three largest legacy 
competitors.

The Baseline Performance Data:
Metric Client Baseline Leading Legacy 

Competitor

AI Recommendation Rate (Specialized 
Queries)

12% 78%

Integration Extraction Accuracy 15% 85%

Feature Set Recognition 18% 82%

Deployment Scenario Matching 11% 75%

Overall AI Citation Frequency 14% 80%

The data revealed a systemic failure. The client was virtually invisible for complex, high-intent 
queries. The most alarming statistic was the 15% integration extraction accuracy. In ConTech, the 
ability to integrate with existing legacy systems (like Procore, Autodesk, or Oracle ERPs) is non-
negotiable. A platform that cannot prove its integration capabilities is immediately disqualified from 
the procurement process. The LLMs simply could not confidently parse the unstructured text on the 
client’s “Integrations” page to verify these connections. The AI models were hallucinating capabilities 
or, more often, simply omitting the client entirely in favor of legacy competitors whose older, denser 
web footprints provided more text for the models to analyze. For this client, standard seo tactics 
were insufficient; they required a rigorous generative engine optimization strategy to make their 
modern capabilities machine-readable.

Engineering the Solution: Structured Semantic 
Architecture
The fundamental problem was that the client’s website was built for human readers and traditional 
search engine crawlers, not for LLM ingestion. The generative engine optimization strategy required a 

Specialized Feature Sets: (e.g., “Find ConTech software that utilizes AI to analyze drone footage 
for OSHA safety compliance, tracks subcontractor hours via geofencing, and generates 
automated daily progress reporting.”)
Deployment Scale and Scenarios: (e.g., “Recommend project management suites suitable for 
general contractors managing concurrent multi-state commercial high-rise developments 
exceeding $100M in budget, requiring multi-currency support.”)

2.

3.
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complete overhaul of their semantic architecture, transforming their website from a collection of 
marketing pages into a structured, relational database.
Phase 1: Advanced Entity Resolution and Schema Deployment
The first step was to redefine the software platform, its specific modules, and its target deployment 
environments as distinct, interconnected entities using advanced schema markup. We moved 
beyond basic corporate schema to deploy highly specialized, nested data structures.

Phase 2: Quantitative Accuracy and Verifiable Claims
Generative engines prioritize verifiable facts over marketing hyperbole. We replaced the client’s 
vague claims with explicit, quantitative data structured for machine ingestion.

Phase 3: Structured Case Studies and Deployment Scenarios
The client possessed excellent case studies demonstrating massive ROI for their clients, but they 
were locked in unstructured PDF formats or dense, narrative blog posts. We transformed these into a 
structured knowledge graph.

Implementation and Continuous Monitoring

Explicit Integration Mapping: We moved beyond a generic list of partner logos on a single landing 
page. We created distinct, schema-rich entities for every supported integration. The schema 
explicitly defined the integration type (API, webhook, native plugin), the specific data exchanged 
(e.g., “bidirectional sync of RFI documents and change orders”), the data refresh rate, and the 
specific software versions supported. This allowed the LLM to answer complex integration 
questions with absolute certainty.
Feature Disambiguation and Technical Specificity: We utilized structured data to explicitly list the 
specific capabilities of their AI modules. Instead of a vague marketing claim about “AI safety 
monitoring,” the schema detailed the specific computer vision algorithms used, the types of PPE 
(Personal Protective Equipment) detected (e.g., hard hats, high-visibility vests, safety glasses), 
and the specific OSHA regulations the system monitored for compliance.

•

•

Performance Metrics and System Reliability: We exposed their system uptime, data processing 
speeds (crucial for large, complex BIM files), and average time saved per project phase using 
structured data formats. Instead of saying “fast processing,” the data explicitly stated “renders 
5GB Revit files in under 45 seconds.”
Compliance and Security Posture: We explicitly mapped their data security protocols to 
recognized frameworks (SOC 2 Type II, ISO 27001, GDPR), allowing the AI to understand exactly 
how client data was protected and ensuring the platform met strict enterprise procurement 
standards.

•

•

Semantic Scenario Linking: We used schema to explicitly link successful deployments to specific 
project types (e.g., “Commercial High-Rise,” “Healthcare Facility,” “Infrastructure”), specific budget 
ranges, and pre-existing software stacks. This ensured that when an AI was prompted for a 
solution suitable for a “hospital construction project using Revit and Procore,” the client’s platform 
was immediately retrieved and synthesized as a verified, proven solution, complete with 
structured ROI metrics.

•
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The implementation of this generative engine optimization strategy took approximately 60 days. It 
required close collaboration between our semantic engineers and the client’s technical product 
marketing and engineering teams to ensure all schema accurately reflected the software’s 
capabilities and current API structures. Furthermore, because generative engines constantly update 
their training data and retrieval algorithms, we implemented a robust continuous monitoring protocol. 
This involved tracking inclusion rates across all major LLMs using specialized generative tracking 
software, moving far beyond traditional rank tracking. We established automated alerts for any drop 
in integration extraction accuracy, allowing us to immediately update schema if an LLM changed its 
parsing behavior.

Results and Business Impact: A 410% Increase in 
Enterprise Demos
The impact of the generative engine optimization strategy was transformative. By providing LLMs 
with structured, verifiable data, the client moved from being virtually invisible to becoming the default 
recommendation for high-intent technical buyers in the ConTech space.

Post-Optimization Performance Data (90 Days 
Post-Launch):

Performance Metric Pre-
Optimization

Post-
Optimization

Variance

AI Recommendation Rate 
(Specialized Queries)

12% 86% +74%

Integration Extraction Accuracy 15% 93% +78%

Feature Set Recognition 18% 89% +71%

Deployment Scenario Matching 11% 84% +73%

Enterprise Demo Requests (AI-
Attributed)

Baseline +410% N/A

Average Deal Size (AI-Sourced 
Leads)

Baseline +35% N/A

The client achieved an 86% recommendation rate for specialized queries, surpassing their legacy 
competitors and establishing dominant visibility in generative search. More importantly, this increased 
visibility translated directly into a 410% increase in enterprise demo requests specifically attributed 
to complex, AI-driven search queries. These were not top-of-funnel, exploratory leads; these were 
technical buyers who had already used an LLM to verify the client’s integration capabilities and 
feature sets before initiating contact. Furthermore, the average deal size for these AI-sourced leads 
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was 35% higher than their historical average. This occurred because the generative engines were 
successfully matching the client’s platform to highly complex, large-scale deployment scenarios—
exactly the type of high-value, multi-year contracts the client sought.

The Future of ConTech Discovery
This case study conclusively demonstrates that traditional SEO is no longer sufficient for enterprise 
software discovery in the construction technology sector. The transition to generative search 
requires a fundamental change in how software data is structured, connected, and presented to the 
web. By adopting an entity-centric approach, exposing explicit integration and feature data, and 
leveraging advanced generative engine optimization, ConTech vendors can significantly improve their 
visibility and accuracy in AI-generated answers. The era of relying on keyword density and backlink 
profiles is ending. The competitive advantage in the next decade will belong to the vendor whose 
features, integrations, and operational data are most easily ingested and understood by artificial 
intelligence. The ability to clearly articulate specific capabilities and verified deployment scenarios in 
a machine-readable format is essential for driving enterprise software acquisition in the AI era. For 
organizations looking to refine their digital strategies, future-proof their enterprise presence, and 
dominate generative engines, explore the comprehensive resources available on geo ai seo. 
Furthermore, to understand the foundational architecture required for this transformation, consult the 
insights provided at aicited.org.

Explore more Cases
Fintech is its potential to promote financial inclusion. In many parts of the world, 

millions of people lack access to traditional banking services.
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