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16 York St.: Drivers of Success 

Flat Iron goes above and beyond our scope of work to ensure that our projects are 
well executed and delivered to our clients on time and on budget. The success of 
any project is determined by the sum of all its small parts, and experience has shown 
us that for every best practice that is implemented, we see exponential results.  
We’ve found that the success curve turns steeply up upon implementation of 
around 20 “Best Practices”.        

Flat Iron was hired as a Construction Manager for the 7 floor, 200,000 SF build out at 
16 York Street. Despite unforeseen delays as a result of 2 lockdowns, the project was 
delivered on time, and $500K under budget. The role of Construction Manager 
allowed key decisions to be made in pre-construction that were integral to the 
success of the project.   

The following is a summary of best practices that were implemented on various 
projects at 16 York Street.   

Pre-Construction 

It is critical to the construction success that Flat Iron is heavily involved in the pre-
construction phase. 

1. Specifications/Alternates: The design team worked closely with Flat Iron during 
the pre-construction phase that allowed decisions to be made that ultimately 
made for seamless construction – reducing schedules and budgets.  There are 
multiple examples of achieving design intent with reduced complexity in 
construction and adequate lead times for product.    
 
The best example of this was flooring.  The designer wanted to replace all existing 
Camino floor with an alternate Camino product that was “finished”.  Flat Iron 
recommended a product to ‘cover’ the existing system instead of replacing it.  
What the designers had not fully understood was that it would mean that: 

a. The entire floors would remain open for extended times where no other 
trades could work, negatively impacting the timeline and sequencing 
of construction 

b. The amount of material to load on site would be a 5x multiple of a 
simple coverage of the existing floor system, affecting the ability of 
other trades to work efficiently on site and increasing the already taxed 
elevator booking schedule 

c. All infrastructure under the existing floors would need to be replaced, 
significantly increasing costs for flooring. 
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2. Value Engineering: Value engineering needs to happen when the drawings are 
30%, 60%, and 90% complete, or the project will be behind on budget and 
schedule from the date of mobilization on site. At First National, the tender was 
~$300K (2%) under budget.  Flat Iron worked hand in hand with the designer to 
feel 100% confident that the tender results would come in budget and still achieve 
the design intent.  
 
The partition structure is an example of early value engineering on the First 
National project.  The designer had planned for slab-to-slab partitions, which 
would have suffocated the pressurized floor system and increased labour to 
modify the raised floor system.  Resolving this constructability issue saved 
hundreds of thousands of dollars and was only possible because Flat Iron was 
engaged during design. 

 
3. Drawing Coordination: Changes in construction are typically due to existing 

conditions and omissions on the drawings.  Flat Iron completed page turns with 
the full consultant team at 60%, 90%, and 100% drawings with the full team 
present.  Flat Iron takes full responsibility for red-line drawings in this meeting to 
ensure all changes are captured.  This detailed drawing review takes time but 
prevents changes during construction, which is what makes schedules and 
budgets achievable.   
 
At First National, this resulted in only 29 changes over 3 floors, and none of those 
changes were the result of an omission or existing condition.   
 

4. Early Tender:  The tendering for First National was completed 8 weeks before the 
scheduled start of construction, allowing the completion of the entire shop 
drawing process prior to mobilizing to site.  This allowed materials to be ordered 
early.   
 
Procurement of materials is the #1 driver of project success.  The longer the 
procurement cycle floods into construction, the more delayed a project is.  As a 
result, there are more deficiency / day two items which results in more costs 
incurred to expedite material and construct out of sequence. 
 

5. Design Assist Millwork / Hold To Measures:  Millwork drawings often burden the 
design team as the volume of drawings and high degree of detail means that they 
do not have enough time to ensure proper coordination of the main architectural, 
structural, mechanical, and electrical drawing sets, resulting in increased time and 
increased costs. 
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On First National, Flat Iron procured a millworker in advance of any other trade.  
They provided a price for the number of units and images of the detail and 
finishes, but with no specification.  The millworker was then charged with 
detailing each piece for design approval.  This allowed fabrication costs to be 
adequately factored into the design and the design team could focus on other 
areas. It also shortened the submittal review process as all parties were on the 
same page from the start.  Additionally, it allowed for the millwork to be fabricated 
in advance of construction and to hold all other trades to ‘hold to measures’ in 
construction.  This ensured that the full millwork package was installed prior to 
substantial completion.   
 

6. Pre-Order Long Lead Materials:  For First National and for almost every project as 
a construction manager, Flat Iron pre-orders all the lighting, millwork, specialty 
finishes, operable walls, etc.  Lead times right now are so extreme that ordering 
before construction starts is critical to success.  When the trade is awarded, we 
then transfer the PO to them direct to the distributor.  Many items are currently 
taking in excess of 20 weeks, which if not ordered until the submittal process is 
complete (2-3 weeks into construction) means that they will not deliver for 
substantial. 

 
7. Procurement / Submittals (General):  The Submittal process on First National 

was exemplary.  All shop drawings, cut sheets, and samples were submitted by 
trades within 2 days of being issued.  On average, it took 10.2 days for the design 
review, any revisions, and final approval.  This is a testament to a very good team 
on both the construction manager and design side.   

 
The metric of days aged for submittals is one of the most important lead 
indicators that Flat Iron measures on every project as if this process lags the 
downstream impact is very significant on both schedule and budget. 
 

8. Load Site / Landlord Communications: 16 York is a “new building” and therefore 
Flat Iron knew that conflicts of multiple tenant contractors and base building 
constructors working in the building at the same time was going to impact 
elevators and the schedule of deliveries.  If materials cannot get to a floor, nothing 
can be built.  Flat Iron was the first tenant contractor in the building (on a previous 
project, IMCO), and met with the landlord very early and frequently to work out a 
full elevator schedule in advance for both IMCO and First National.  The site for 
First National was loaded for a full month in advance of starting construction, 
which reaped huge gains in the schedule.  
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9. Pre-Construction Schedule Management: There is a saying that “crap rolls 
downhill”.  On this project, and every project, Flat Iron was part of measuring, 
monitoring, and holding the whole team to pre-construction milestones.  Too 
often, those are missed but the substantial completion date remains, resulting in 
compressed construction.  Compressed construction increases costs to expedite 
and overlap trades and include for overtime.  All parties were held to milestones 
for page turns, drawing issue, and approvals that were clearly laid out and agreed 
to at the start of the project. 

 
10. Binding Trades:  All trades were clearly bound to durations to complete tasks 

upon signing.  The onus was on them to supply the workforce and overtime to 
achieve the timelines.  

 
Construction 

When engaged as a General Contractor, Flat Iron would only come in at this point 
and cannot perform any of the items listed above under pre-construction, and 
therefore is less able to influence the success factors of the project.   

1. Limited Changes: On First National’s 4-floor build out, there were only 29 
changes.  These were all either client changes to layout or credits for allowances 
carried at time of tender.  The changes resulted in a savings of $200K.  There were 
no changes for omissions or co-ordination issues, a direct results of quality 
drawing review and coordination, and value engineering in pre-construction. 

 
2. Accountability / Measurement / Monitoring: Flat Iron believes that “what gets 

measured, gets managed” is especially true in construction, and sets itself apart 
from other constructors by tracking and measuring on various metrics that 
ultimately add up to every project’s success.  Some metrics include days aged on 
RFIs, Quotes, Changes, Samples, Shop Drawings, Cut Sheets, Start Up Documents, 
in addition to Manpower on Site by day, number of Quality Issues Raised, etc.  A 
high variance in any one of these metrics ultimately impacts the end of a project.  
Slow response to an RFI leads to construction stalling on site; slow issue of a 
change (or lots of changes) results in delays.  Flat Iron avoids delays by holding the 
entire team accountable to turn around timelines. 

 
3. Communication: 99% of problems are due to communication breakdowns and 

differing points of view.  Flat Iron was rigorous during the First National project to 
hold weekly trade meetings with mandatory attendance by all trades and a 
standard agenda / follow up, weekly construction meetings with the full 
consultant team and client with a standard agenda and reporting review, and 
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weekly internal review by management to ensure any ‘overdue items were 
flagged and escalated where required. 

 
4. QA/QC: Lack of QA/QC results in a long deficiency list and longer time to 

complete deficiencies.  Lack of changes and efficient procurement are critical to a 
short list of “Day 2 / Deficiencies”.  The most effective control measure is to log and 
report on quality issues while the trade is still working on site.  For example, 
asking the to make a drywall touch-up while they are there only takes a few 
minutes, whereas asking them to come back for it will take weeks. 

 
5. Deficiency & Close Out Process: This process is driven by “what gets measured, 

gets managed”.  Flat Iron reports weekly on days aged on deficiencies and close 
outs on all projects until they are removed from the list.  Prior to having this 
internal reporting, the last 1% could be forgotten until a tenant reminder.  At First 
National, we ensured that this did not happen through reviewing the list every 
week.   


