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Four Five projects in – Cone Health’s 
transformation from “the norm” to True IPD

October 20, 2022

The Owner:  Karin Henderson, RN, MSN, CCRN-K, CENP Cone Health

The Architect:  Leslie Hanson, AIA, HKS

The General Contractor:  David Wyatt, Brasfield & Gorrie

The Engineer: Jeremy Jones, PE, EDAC, Affiliated Engineers, Inc.
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Here Today
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Problem Statement
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• Traditional contracting methods can create a negative and defensive work environment where the 
owner pays the price for disfunction.  

• We have found that a properly executed IPD contract can improve behaviors, outcomes, and 
quality-of-life for all involved.
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Why IPD – How the Owner Launched IPD 
at their organization
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What will it 
take?
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Find your 
“why”
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What is 
your 
burning 
platform?
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Aligning our resources and work 
with our mission:                          
Health Equity in our Community
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Comparison of the Four Five projects
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5 Projects – Building 
on the learnings

• 60,000 sf Cancer Center in 
Validation

200,000sf:   $96M

150,000 sf:   $98M30,000sf:  $32M

150,000SF: 160M
50,000SF:  $50M
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Five projects - Comparison
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- Wide variety of project sizes / clinical intensity
- 9 to 11 signatories, depending on the needs of the project
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“Signing Day”
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IPD Behavior Change

© LEAN CONSTRUCTION INSTITUTE



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

IPD Contract Highlights
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• 9 to 11 Signatories

• All costs paid, 
without profit

• Team shares 
profit pool • Projections, 

not fees

• “Stretch” Goal

• Detailed monthly 
invoice review

• Win together or 
Lose together
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IPD Behavior Change
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• In a traditional project, everyone is guarding their 
own interests – Not in an IPD project

• Win together / Lose together
• Incentivizes win/win scenarios
• “OUR” issue
• Requires increased communication and trust
• Minimize waste
• Incentivizes respect for others’ time
• Get comfortable with others in your business
• Requires DEEP owner involvement

Most traditional project 
members would claim 
they operate as a “team”.  

This is actually true in an 
IPD contract.

Respect for 
people  |  Team
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Pseudo IPD
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• Many clients are trying “IPD-ish” , “IPD-lite”, 
or “IPD without the contract”

• Steps in the right direction, but….
• The contract is what creates true 

behavior change

The ultimate benefits of 
IPD are driven by the 
contract

IPD“-ish”

Design/ 
Bid/ 
Build
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IPD Design Innovation
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Design Innovation – Drawing Sizes
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• Traditional Drawing Sizes –
Disadvantages

• 48 x 32 largest
• ¼ scale required to show detail
• Maze of matchlines
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Design Innovation – Drawing Sizes
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• Large Format Drawings– Advantages
• 48 x 32 -> 84 x 60
• Entire floors on one sheet
• 496 MEP sheets -> 114
• MEP system clarity
• Better as-builts
• Digital world
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Design Innovation – Communication

• Aligning user engagement 
with integrated communication
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Design Innovation – OB High Risk location
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Design Innovation – OB High Risk Original Proposed Location
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Design Innovation – OB High Risk location – Future State
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Design Innovation – OB High Risk location – Future State
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Design Innovation – OB High Risk location – Value Enhancement

Maximized efficiencies by 
sharing services, equipment, 
staff, and resources
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IPD Construction Innovation
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IPD Construction Innovation
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• Analyze every facet of the building and ask “How Can We Improve?”
• Focus on optimizing the whole – not just your trade!
• Open the door to prefab opportunities
• There are no foregone conclusions
• Build trust, push each other and get uncomfortable
• Behavior change - focus on optimizing the whole – not just your trade!
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IPD Construction Innovation
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• How Can We Improve?
• New, alternate product types
• Need based design – not CYA
• Prefabrication opportunities
• Lean jobsite improvements
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IPD Construction Innovation
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• How Can We Improve?
• New, alternate product types
• Need based design – not CYA
• Prefabrication opportunities
• Lean jobsite improvements
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IPD Construction Innovation
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• How Can We Improve?
• New, alternate product types
• Need based design – not CYA
• Prefabrication opportunities
• Lean jobsite improvements
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IPD Construction Innovation
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• How Can We Improve?
• New, alternate product types

• Need based design – not CYA

• Prefabrication opportunities – Maximize 
Value

• Lean jobsite improvements
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IPD Construction Innovation

34

• How Can We Improve?

• New, alternate product types

• Need based design – not CYA

• Prefabrication opportunities – Maximize Value

• Lean jobsite improvements - Incentivize the 
whole project staff, they usually have great 
ideas
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IPD Construction Innovation
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• Case Study – Structural Frame
• 12’-6” floor-floor height for expansion
• Full engaged partner team

• Architect
• Structural Engineer
• MEP Engineer
• General Contractor
• MEP Trade Partners

• Completed analysis early - during 
schematic design phase
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IPD Construction Innovation
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• Case Study – Structural Frame
• Initial cost comparison of steel moment 

frame vs flat plate concrete
• Concrete frame too expensive by $400,000 

(roughly $3.25/SF)
• MEP partners offered up enough expected 

labor savings to offset the structure 
premium

• This only happens on an IPD delivery – no 
incentive for traditional subcontractors to 
offer up savings

• Optimize the whole, not just the parts
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IPD Construction Innovation
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• Case Study – Structural Frame
• End result

• Additional labor savings beyond 
expected created cost savings on the 
project

• Enhanced ability for prefab elements 
above ceilings

• Cleaner above ceiling installation -
more easily QC’ed, more accessible for 
long term maintenance and renovation
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IPD Construction Financials
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Construction Financials – IPD Projects
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• Open and accessible – from conceptual phase through project completion
• Rapid feedback for option evaluation
• One shared bank account for the whole team
• Don’t reinvent the wheel

• …but you may need to find different tires that fit!
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Construction Financials – IPD Projects
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• Open & Accessible
• Smartsheet, Egnyte, Google Sheet, etc.
• Regular reviews
• Monthly, bi-monthly or quarterly deep dives
• Risk tracking is critical – keep your head 

out of the sand and get it on the table
• Get comfortable with the forecast changing
• Make sure everyone understands!
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Construction Financials – IPD Projects
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• Rapid Cost Feedback
• Need continuous feedback for design 

team
• Evaluate options as a team – A3s and 

CBAs, drive best outcomes
• Utilize best available information –

can’t wait for CD’s!
• Doesn’t stop when construction starts 

– continues through life of project
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Construction Financials – IPD Projects
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• One Shared Bank Account
• When the contract is signed, we’re all in it 

together! If you don’t have team trust by now, 
you better get with it.

• Overruns, savings, or scope gaps all belong to 
the entire team

• Forecasting cost at completion is critical - for 
both construction & design partners
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Construction Financials – IPD Projects
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• Don’t Reinvent the Wheel
• Everyone has different accounting 

and cost management systems
• Can’t retool everyone for each 

project
• Have to find consistent format for 

reporting that works for each partner 
– keep it simple but make it effective

• Need to know where you stand at all 
times!
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IPD Design Team Financials
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Design team financials (Traditional)
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Revenue
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Design team financials (IPD)
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Revenue
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Design team financials
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Which drives your business?
- Predictability of revenue – Traditional makes more sense
- Project profitability – IPD makes more sense

- The design team WANTS to give fee back!
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What worked and what didn’t
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Legitimate concerns with IPD
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• Not all IPD contracts are created equal
• “Cost Caps” would impact behavior

• At the mercy of others’ performance
• Unethical partners would reduce quality
• Absolutely requires like-minded partners
• Requires very high owner involvement
• Profit is back-loaded
• High PIC/PM involvment

Common theme: 
Pick the right 
partners
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What didn’t work
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1) Onboarding results mixed 
• Example – Transactional vs Partners

2) Opportunities exist for shared 
resources

• Example – Should have used single 
firestopping contractor

3) Quality is everyone’s job – See 
something, say something

• Example – Expansion Joint
4) Project problems are Team problems

• Example – Expansion Joint
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What didn’t work
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5) Users may not understand floor 
plans

• Example – Wardrobes
6) Need to utilize SMT / PMT Structure

• Example – Did not take advantage of 
SMT

7) Definition of scope / what is out of 
team’s control

• Example – LDR Isolation Panels
8) Timing of target cost

• Example – Too soon or too late both 
cause challenges
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What DID work – the highs
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• There was no finger-pointing on the project – the entire team worked together to solve 
problems

• Stayed with early decisions and documented those decisions well
• The innovative structural design contributed to field efficiencies
• Early risk assessment went well especially related to DOH issues
• Scope and program were defined early
• Solutions were focused on the best interest of the project and not trade or discipline
• CA collaboration with site superintendent and submittals went very well
• The team was comfortable sharing cost information
• The team provided accurate forecasting and not a lot of sandbagging
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How can you apply this tomorrow?
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• Owners – Find a project opportunity and try out an IPD arrangement

• Designers – Prepare by aligning with partners you can trust
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TRUST!
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Rate Presentations in the App
Continuous improvement: give 
presenters your feedback by taking the 
session evaluation! 

1. Find the session under “schedule”
2. Click on it then scroll down
3. Click “core program evaluation”
4. Complete the 5-question 

evaluation
This information will determine the top 5 
presentation teams and the top Live Lab
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In the spirit of continuous improvement, we would like to remind you to 
complete this session’s survey! We look forward to receiving your 
feedback. 
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Contact Us
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David Wyatt

Brasfield and Gorrie

dwyatt@brasfieldgorrie.com

Karin Henderson, RN, MSN, CCRN-k, CENP

Cone Health

khenderson@conehealth.org

Jeremy Jones, PE, EDAC, LEED AP

Affiliated Engineers, Inc

jjones@aeieng.com

Leslie Hanson, AIA

HKS

lhanson@hksinc.com
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Thank you for attending this presentation. Enjoy the rest of the 24th Annual
LCI Congress! 
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