
Resort design and construction is associated with many complexities and potential pitfalls, 
but insight and experience lead to success for all stakeholders and guests.

M
anaging hospitality and resort project 

design and construction is a complex job 

fraught with challenges and decisions, 

which, when it comes to making judgment calls and 

risking misinformation, may baffe all but the most 

experienced owners. Here are fve management tips 

that can help owners manage hospitality and resort 

development process more effectively:

Management Insight No. 1
Challenge your design team to fnd ways to execute the grand visions 

that make memorable resorts. The owner of a world-class resort 

hotel with an exotic African safari theme wanted to accurately refect 

the region’s character, and so he pressed for implementation of an 

elaborate design concept using what appeared to be primitive mate-

rials. One of the design elements was a thatched roof.

To satisfy code requirements, architecture frm GSB Inc. worked closely 

with the owner to come up with a successful process for fabricating sim-

ulated logs to serve as structural columns and beams. Intricately detailed 

forms were used to cast colored concrete into massive structural tree trunks.
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The demand for a thatched roof 

proved more challenging. Skeptics ob-

served that authentic thatch would violate 

both the building code and common sense. 

Even if it were allowed, the material is 

impractical as installation and ongoing 

maintenance costs would be exorbitant.

The thatched roof concept presented 

an additional challenge. Designers were 

asked to meet the client’s fre insurance 

carrier requirements, in addition to those in 

the building code for a Type I construction 

roof assembly.

Although the resulting negotiation was 

both diffcult and time-consuming, GSB 

secured the approval of a roof assembly that 

satisfed the insurance company. Underwrit-

ers Laboratories (UL), and the local authority 

accepted it. This proved vital to the project’s 

overall success. The result: A six-story Afri-

can safari-themed resort hotel that appears 

to have been constructed with logs and a 

thatched roof. 

 

Management Insight No. 2
Don’t select an architect, engineer or spe-

cialty consultant on the basis of a low fee. 

Screen potential frms based on their relevant 

experience and performance. Solicit fees from 

qualifed frms and agree to pay a fair fee at 

the outset to avoid headaches later.

Owners often select A/E consultants 

solely on the basis of their proposed fees, 

but often, the money “saved” on professional 

fees is spent many times over in the feld. In 

an effort to secure a project at any cost, A/E 

frms inexperienced in resort design often 

quote fees notably lower than those of frms 

with a substantial resort portfolio.

Those frms with no experience may 

hope to learn as they go, while those with 

some limited-service hospitality projects 

under their belts may expect that to translate 

into the resort realm. 

One reason is that these frms vastly 

underestimate the effort involved, the level 

of coordination required, and the pitfalls 

along the way. For example, architects 

unfamiliar with hotel design may not 

recognize fundamental requirements, such 

as simply never abutting electrical outlets in 

adjacent guest rooms (doing so is both a fre 

code violation and an acoustical mistake). If 

such a misstep occurs and goes unnoticed 
Screen potential frms based on their relevant experience and performance.

Engage a third party to verify 
the cost estimates submitted 
by the construction manager.
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during design and permitting, the local 

code authorities undoubtedly will discover 

it during construction. At that point, the 

demolition and outlet relocation in several 

hundred-guest rooms will constitute a 

signifcant added cost, and potential delay, 

to the owner.

 

Management Insight No. 3
Engage a third party to verify the cost 

estimates submitted by the construction 

manager. In the world of hospitality and re-

sort development, it is common for an owner 

to bring a construction management (CM) 

frm on board at the design process’ early 

stages. A CM adds estimating and value en-

gineering capabilities, plus scheduling input, 

all informed by recent real-world experience.

As an incentive to aggressively pursue 

cost savings on the owner’s behalf, many 

owner/CM agreements allow for the owner 

and CM to share the value of cost saving 

measures. This arrangement can work well 

for both parties, but a CM can take advan-

tage of this arrangement by misrepresenting 

proposed savings.

The best way to circumvent possible 

temptation is to engage an independent con-

struction cost estimator to peer-review the CM 

estimates. These ongoing reviews can provide 

a valuable second opinion, and the indepen-

dent estimator can question or critique the 

CMs cost data both during the value engineer-

ing process and throughout construction. 

 

Management Insight No. 4
Once a project begins, commit to keep it 

moving on schedule and recognize the often 

hidden costs of interruption or delay. Any 

delay during the design process almost inev-

itably leads to a delay in the commencement 

of construction. 

Owners of world-class resort hotels often wish to accurately refect the region’s character.
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On the other end of a project, fnishing the construction on 

schedule is jeopardized. Therefore, the owner’s contract with 

the architect and sub-consultants should stipulate a reasonable 

maximum construction duration, during which the design team will 

provide construction administration services for the stated fee. If 

the construction is unreasonably extended, the design team may 

require an incremental increase in their fee to provide additional 

service beyond the anticipated completion date. 

In the same way, a delay in construction can be a hardship 

for the owner. In-house staff must be paid to remain on the project 

longer, increased interest costs will be incurred for project fnancing, 

negative publicity may result from a delayed opening or the owner 

may have lucrative unit sales or rentals fall through.  

If the effort required managing the design and construction 

teams, the project schedule and budget prove too daunting for an 

owner, they should engage the services of a qualifed program man-

ager. This person can enforce the project schedule on all parties – 

including the owner – to avoid costly delays and ensure the project’s 

timely delivery.

Management Insight No. 5
Don’t risk value engineering in reverse. Make sure the architect and 

the design team, the CM and any other project stakeholders are at 

the table when the owner makes value-engineering decisions.

A CM sometimes value-engineers a project twice. The frst effort 

is the formal process, which occurs in the design phase in response to 

a high construction estimate, and is an effort 

to bring the project within budget. Everyone 

on the design team comes to the table to 

offer input on each proposed design revision’s 

benefts and consequences, and the owner 

makes well-informed decisions.

Another kind of value engineering 

occurs during construction and can have 

unintended consequences. This scenario 

unfolds during informal conversations 

between the CM and the owner, without the 

architect’s knowledge or input.  

Offered an opportunity to save money 

and lacking information about potential 

drawbacks, an owner is apt to accept such 

seemingly advantageous suggestions. But 

problems may arise immediately if the 

project fails an inspection due to code 

violations related to the change.

They may also surface much later, even 

after the project’s is completed. The owner 

or individuals buying resort residences may present letters from 

lenders requesting the architect to provide a written statement that 

the unit was built in accordance with plans and specifcations. The 

architect, who is aware that changes have been made without their 

knowledge or input during construction, obviously cannot make such 

a claim. Thus lenders, wanting to be confdent of their property’s 

value, may rescind their fnancing. This can lead to a failed buyer 

closing, placing owners in distress.

Resort design and construction is associated with many 

complexities and potential pitfalls, but insight and experience lead 

to success for all stakeholders involved in a hospitality project: 

architects, engineers, construction managers, and ultimately owners 

and guests. CCR

Ronald G. Smith, AIA, NCARB, is president of Glover Smith Bode. He can be reached at RSmith@gsb-inc.com.

Challenge the design team to fnd ways to execute the grand vision that makes 
memorable resorts.

Once a project begins, commit to keep it 
moving on schedule and recognize the 

often hidden costs of interruption or delay.
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Jim Merkel, President
David Lutz, SVP, Owner Services
Sam Davis, SVP, Construction
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