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Introduction
Commercial projects at scale are laboratories for problem solving. Each site,
entitlement, stakeholder group, and supply chain forms a unique puzzle that resists
one-size-fits-all answers. This casebook assembles detailed studies of shopping
centers, data centers, multifamily towers, and industrial campuses to reveal how real
teams navigated procurement choices, design constraints, construction hurdles, and
market pressures. Rather than offering abstract theory, we focus on what was
proposed, what actually happened, and why outcomes diverged—or aligned—with the
plan.

The chapters follow a consistent arc. We begin by situating the project: developer
goals, community context, lease or power requirements, risk profile, and the
procurement path selected—CM at Risk, design-build, progressive design-build, or
traditional design-bid-build. We then trace the pivotal design challenges, from utility
capacity and envelope performance to life-safety strategies, vertical transportation,
and site logistics. Construction sequencing, prefabrication and modularization tactics,
commissioning, and quality controls are explored with the same rigor.

Budgets and schedules are treated transparently. Baselines are compared against
actuals, with change drivers called out: scope evolution, unforeseen conditions,
market volatility, or permitting dynamics. We examine how contingencies were sized
and spent, how cash flow was protected, and how schedule buffers were consumed or
preserved. When a team recovered time or money, we dissect the tactics; when they
didn’t, we trace the root causes.

Innovation appears in many forms across these cases. Some projects advanced carbon
and water stewardship through envelope upgrades, heat recovery, adiabatic cooling,
and microgrids. Others achieved reliability targets—such as Tier IV concurrent
maintainability—through topology choices, redundancy, and commissioning discipline.
Still others leveraged digital delivery, reality capture, and production planning to
elevate safety, reduce rework, and compress schedules without compromising quality.

Because context matters, we highlight site-specific constraints and the trade-offs they
forced. A coastal outlet center contended with windborne debris and phasing around
peak tourist seasons. A timber-hybrid tower balanced massing, fire protection, and
acoustics to earn approvals and meet tenant expectations. An urban last‑mile hub
navigated traffic mitigation, labor rules, and neighbors while stacking distribution
vertically to unlock throughput.

The goal is not to celebrate perfection but to map decision pathways. You will see
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where early risk registers changed the arc of delivery, where procurement aligned
incentives—or failed to—and where value management preserved performance
instead of merely cutting cost. Sidebars and “Lessons Learned” distill practical
takeaways you can adapt on your next RFP, basis-of-design, or GMP negotiation.

This book is intended for owners, developers, program managers, architects and
engineers, general contractors, trade partners, lenders, and public agencies. Whether
you are preparing a pro forma, crafting a bridging set, or standing up a commissioning
plan, you will find patterns you can reuse and pitfalls you can avoid. If these cases
help you ask sharper questions earlier—and make bolder, better-informed
decisions—then the projects chronicled here will have delivered value beyond their
original sites.
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CHAPTER ONE: Harbor Vista Open-Air Retail
Redevelopment: From Enclosed Mall to Main Street
By the time the Harbor Vista Mall sat down with its advisory team in the spring of
2016, the writing was already on the faded storefronts. Built in 1984 on a forty-two-
acre parcel in suburban Sarasota, Florida, the single-level enclosed mall had once
anchored the region's retail corridor. At its peak, Harbor Vista boasted ninety-six
tenants across 740,000 square feet of leasable space, a cinema complex, and a Sears
anchor that pulled traffic from as far as Bradenton. But by 2015, occupancy had
slipped below fifty-five percent, the roof-mounted HVAC units rattled in every storm
season, and the central court—a poured-concrete atrium with a retractable skylight
originally celebrated in trade journals—had become an expensive liability nobody
wanted to maintain.

The owner at the time, a regional pension-fund subsidiary called Horizon Institutional
Real Estate, faced a decision that dozens of mall owners were confronting across the
Sun Belt: tear the thing down and start over, or try one more renovation. Horizon
commissioned a market study from a national consulting firm, which projected that
conventional enclosed retail in the trade area would continue losing about three
percent of sales annually to e-commerce and lifestyle centers. The study also flagged
something more encouraging: the site's location at a major intersection, strong
daytime population within a five-mile radius, and proximity to a waterfront district
gave it the bones of an open-air, mixed-use retail village. The question shifted from
whether to redevelop to how.

Setting the Stage: Developer Goals and Community Context

Horizon sold the asset in late 2016 to Harbor Vista Partners, a joint venture between a
private equity real estate fund and a locally based development company called
Crescent Bay Group. Crescent Bay brought something Horizon lacked: deep roots in
the Sarasota community and a reputation for placemaking projects along the Gulf
Coast. The partners' vision was specific. They wanted to demolish the enclosed shell,
retain the existing big-box pads along the perimeter for anchor tenants, and construct
a new Main Street–style retail district wrapped around a central green and outdoor
dining area. The program called for roughly 650,000 square feet of retail, 40,000
square feet of restaurant and entertainment space, a 240-unit multifamily building
above the retail podium on one end, and structured parking for 2,200 spaces.

The municipality was eager to see the site move forward. Harbor Vista sat within a
redevelopment district that offered density bonuses and tax increment financing in
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exchange for public amenities. The city council's primary concern was that the project
not sit empty during the transition. Local businesses along the adjacent boulevard had
already felt the drag of a half-vacant mall, and council members made it clear they
would not support a phased plan that left the site partially derelict for more than
eighteen months. That constraint would end up shaping nearly every decision that
followed.

Crescent Bay's development team, led by managing principal Sandra Yee, started by
assembling a pre-leadership group: a planning architect, a civil engineer experienced
in Florida stormwater codes, a retail brokerage firm, and a cost consultant. Their
mandate was to produce a conceptual site plan, a pro forma under two redevelopment
scenarios—full demolition versus selective demolition—and a twelve-month
entitlement timeline. The cost consultant's first pass at the numbers was sobering. Full
demolition and reconstruction on the proposed schedule carried a base construction
cost of approximately $140 million, or roughly $215 per square foot across the total
development area. That figure excluded land carry, financing costs, and the
multifamily tower, which would be a separate capital stack.

Choosing the Procurement Path: Why CM at Risk Won

The procurement decision took four months and generated more internal debate than
any other single issue. Crescent Bay's co-founder, Martin Drescher, favored a
traditional design-bid-build approach. His reasoning was straightforward: he wanted
competitive tension on price, and he believed a fully designed set of documents would
give the team leverage at bid. Sandra Yee pushed for a construction-manager-at-risk
model, arguing that early contractor involvement would reduce value-engineering
surprises later. The cost consultant supported her. Their analysis showed that the
major cost risks—underground utilities, soil remediation from a former dry cleaner on
the north parcel, and the complexity of phased demolition while maintaining perimeter
retail—were difficult to scope accurately from drawings alone.

They ultimately selected a CM at Risk arrangement, engaging a national construction
firm, Lendham-Baker, during the design development phase. The CM's preconstruction
fee was set at four percent of the guaranteed maximum price, with a shared savings
clause that split any amount under the GMP at seventy percent to the owner and thirty
percent to the CM. The GMP excluded the multifamily component, which would be
procured separately. A lump-sum early site-work package—demolition, grading, and
utility relocation—was issued as the first GMP tranche within eight weeks of the
contractor's engagement, allowing demolition to begin before full construction
documents were complete.

Entitlement Challenges and the Stormwater Wild Card

The entitlement process ran roughly fourteen months, slightly longer than the twelve-
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month target, due almost entirely to stormwater management. The site's existing
drainage infrastructure—a pair of corrugated metal culverts installed in the
1970s—was undersized for the redevelopment's planned impervious surface area. The
local stormwater utility required a water-quality volume capture of 1.25 inches of
rainfall across the full site, which the original civil drawings could not meet without
consuming a significant portion of the planned central green.

The project's civil engineer, a boutique firm called Tidewater Analytics, proposed a
hybrid solution: a series of bioretention swales along the perimeter roadways paired
with a 65,000-gallon underground detention vault beneath the parking lot's northwest
quadrant. The vault used a modular plastic crate system rather than a poured
concrete tank, saving roughly $400,000 in material and excavation costs and shaving
six weeks off the utility submittal schedule because the manufacturer's pre-
engineered design qualified for an expedited county review path. The bioretention
swales doubled as landscape features in the Main Street streetscape, which gave the
city's design review board something to applaud rather than resist.

The entitlement package also required a traffic impact study, a noise analysis for the
proposed outdoor amphitheater, and a historic preservation review triggered by the
discovery that a 1950s-era motel foundation—listed on a county heritage
inventory—partially overlapped the site's southeast corner. Rather than fighting the
designation, Crescent Bay incorporated the foundation's concrete footprint into the
Main Street promenade as a heritage walkway with interpretive signage. The gesture
cost about $85,000 but earned goodwill with the county preservation office that
smoothed later permitting.

Designing the Transformation: From Box to Street

The architectural challenge of converting an enclosed mall into an open-air retail
environment is deceptive. It sounds like subtraction—tear the roof, open the
walls—but the structural, mechanical, and aesthetic demands of the new concept are
often more complex than the original building. The project's architect, a mid-size firm
called Whitmore Lusk, approached the design in three interlocking layers: the shell
transformation, the streetscape and tenant-front layer, and the infrastructure layer
hidden below grade and above the ceiling.

The existing mall structure was a conventional steel-frame-and-masonry-wall system
with a standing-seam metal roof and clerestory glazing. The design team evaluated
three options for the envelope. Option A called for complete demolition of the roof and
exterior walls and new construction of a steel-and-precast-framed street wall with a
standing-seam standing-seam metal standing-seam standing-seam metal roof.
Sorry—let me restate. The design explored three envelope strategies. Option A was
full demolition of the existing roof and exterior walls with entirely new steel-and-
precast framing for a streetscape-facing retail village. Option B retained the existing
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structural frame and roof deck, cutting out skylights and adding operable clerestory
monitors to create a partially covered galleria. Option C was a hybrid: demolish the
central atrium and skylight, retain the perimeter structure and roof, and insert a new
freestanding pavilion roof over the central green.

The team selected Option C. It offered the strongest weather protection for tenants
during Florida's frequent afternoon thunderstorms, preserved the structural capacity
of the existing perimeter walls—saving an estimated $6 million compared to full
replacement—and created a recognizable architectural identity for the development.
The freestanding pavilion, designed as a series of inverted-cone steel shade structures
clad in perforated aluminum panels, referenced the industrial aesthetic of nearby
waterfront warehouses while filtering daylight and supporting a photovoltaic array on
its upper surfaces.

MEP design presented a parallel set of complications. The existing mall's central
plant—three 200-ton centrifugal chillers—was sized for a sealed envelope with minimal
fresh-air requirement. The open-air concept demanded a fundamentally different
HVAC philosophy. The mechanical engineer, a firm called Airstream Engineering,
designed a distributed system using variable-refrigerant-flow rooftop units for each
tenant bay and a dedicated outdoor-air system for the common areas. The shift from
central chilled water to distributed VRF added approximately $1.8 million to the
mechanical budget compared to a direct replacement of the original system but
delivered better zone control, reduced energy consumption by a projected twenty-
eight percent, and—critically—allowed the central chiller plant to be demolished and
the mechanical room converted to leasable space.

Construction Sequencing: Keeping the Lights On

The phased approach was the project's most operationally demanding element. Four
perimeter retail bays—totaling about 90,000 square feet and anchored by a grocery
store, a home-improvement chain, and two restaurant outparcels—needed to remain
open throughout construction. That constraint meant site access, material staging,
and utility tie-ins had to be planned around a moving frontier of active demolition and
new construction.

The general contractor divided the site into four quadrants, sequenced
counterclockwise starting from the north, which was farthest from the active tenants.
Demolition of each quadrant was followed immediately by civil work, utility rough-in,
and structural framing so that the area could be brought under roof and partially
operational within ten to twelve weeks of its demolition start date. The grocery anchor
received a temporary service panel during the south-quadrant demolition phase to
maintain power while the main electrical room was relocated.

Noise and dust management during occupied operations required dedicated protocols.
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The contractor installed a temporary sound barrier along the shared wall between the
active retail zone and the demolition zone, used water suppression on all demolition
equipment, and scheduled the loudest work—concrete breaking and steel
cutting—between seven in the morning and five in the evening to avoid evening
restaurant service periods. One unexpected complication arose when vibration from
pile-driving for the new amphitheater's foundation cracked the tile façade of a
neighboring bank branch that predated the mall. The contractor's insurance covered
the repair, but the incident caused a two-week pause while the team redesigned the
pile-driving sequence to use a hydraulic press instead of an impact hammer.

Budget Realities: Baseline versus Actuals

The GMP for the base building work—site work, structure, envelope, interiors, and
MEP—was set at $108 million. The cost consultant's independent estimate at the fifty-
percent-documents milestone had been $114 million, giving the owner roughly a six-
percent margin of comfort. That margin eroded faster than anyone expected.

The three most significant cost overruns traced to the underground conditions, the
envelope redesign, and supply-chain disruptions on specialty architectural metals. The
soil remediation scope, initially budgeted at $1.2 million based on a Phase II
environmental report, expanded to $2.7 million when a second contamination plume
was discovered during excavation near the former dry-cleaner site. The owner
absorbed the difference because the environmental contingency in the GMP had been
set at only eight hundred thousand dollars—widely considered too lean for a site with
a known dry-cleaner history, a fact that the cost consultant had flagged in her pre-
design risk memo but that the development team had elected not to increase.

The freestanding pavilion roof's perforated aluminum panels suffered a twelve-week
fabrication delay when the primary supplier in China reduced export availability. The
contractor sourced a domestic alternative at a fourteen-percent price premium.
Combined, the remediation overrun, the aluminum-panel premium, and additional
structural welding required by the county's updated wind-load maps added $7.4
million to the final cost, bringing the as-built base building figure to approximately
$115.4 million—about seven percent over the GMP. Shared-savings provisions and
early-completion bonuses offset roughly $1.9 million of the overage from the CM's fee
pool, softening the net impact to the owner to approximately $5.5 million, or roughly
five percent of the original GMP.

The schedule performed better than the budget. The project broke ground in March
2018 and held its grand opening twenty-one months later, one month ahead of the
contract milestone. The CM's schedule team credited the quadrant phasing and early
procurement of long-lead structural steel for keeping the critical path intact despite
the panel delay.
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Innovations Worth Noting

Three specific innovations from Harbor Vista have appeared in subsequent retail
redevelopments and deserve attention. First, the team developed a detailed BIM
model that tagged every existing structural member with a demolition or retention
status, linked to cost and schedule data. That model was shared with the demolition
subcontractor through a tablet-based field application, allowing crew leaders to scan a
QR code affixed to each beam or column and see its disposition in real time. The
practice reduced demolition-phase change orders by roughly thirty-five percent
compared to the contractor's internal benchmarks for similar projects.

Second, the underground detention vault installation demonstrated the value of
modular plastic crate systems in sites with tight access and shallow bedrock. The vault
was assembled in eleven days, roughly half the time a conventional cast-in-place
structure would have required, and its inspection and sign-off process was simplified
because the manufacturer provided a pre-stamped engineering certification accepted
by the county.

Third, the photovoltaic array integrated into the pavilion's roof panels generated 153
megawatt-hours in its first full year of operation, offsetting about eighteen percent of
the common-area electrical load. The array's economics were marginal at the time of
design, with a seven-year simple payback, but rising utility rates in the Sarasota
region shortened that to five years by the project's third year of operation—an
outcome the financial pro forma did not capture at the time of underwriting.

What Came Through Clearly

The Harbor Vista project demonstrated that an enclosed mall-to-open-air conversion is
structurally and logistically more demanding than its surface-level simplicity suggests.
The decision to retain the perimeter structure saved millions but required careful
evaluation of the existing steel's capacity, which in turn delayed the structural
drawings by about six weeks. The phased construction approach successfully
preserved the active retail tenants, but it demanded detailed coordination between
the demolition and site-work trades that would have been unnecessary in a full
demolition scenario. The environmental contingency miscalculation remains a
cautionary data point: when a site's industrial history is partially documented,
budgeting conservatively on contamination scope is cheaper than explaining overruns
to a lender's independent environmental consultant after the fact.

The project leased up rapidly after its opening, reaching ninety-one percent occupancy
within fourteen months, driven largely by restaurant and lifestyle tenants who valued
the outdoor format. Crescent Bay's decision to separate the multifamily tower into its
own capital stack also proved prescient; the apartment building secured a
construction loan three months before the retail package closed, allowing both
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workforces to mobilize without overlap and the overall project timeline to remain
intact.

Harbor Vista has since been cited by two regional retail-association panels as a
template for mid-size enclosed-mall redevelopments in secondary Florida markets,
and its quadrant-sequencing approach has been adapted for at least four similar
conversion projects in the Southeast.
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