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The real estate market has
changed—again.

The instinct-driven strategies
that once worked in fast-moving,
low-rate environments no longer
protect margins or guarantee
absorption in today’s real estate
climate. Developers now face
slower sales cycles, higher
capital costs, tighter financing,
and more cautious buyers.

In 2026, risk no longer begins on the
construction site. It begins at the
planning table.

Across every Pre-Con Recon podcast
conversation we've had this season, one
message was consistent: gut instinct
alone is no longer a reliable decision-
making tool. Data is the foundation

for product planning, pricing, amenity
selection, and branding.

At the same time, uncertainty remains
elevated. Although the Bank of Canada
has begun easing rates, borrowing costs
remain well above pre-pandemic levels.
Roughly 60% of Canadian mortgages will
renew in 2025-2026, and about 60% of
those households are expected to face
higher payments.t Consumer debt now
sits near $2.5 trillion.2 Simply put, buyers
and renters are financially stretched.
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In this real estate environment, As multiple podcast guests made
technology has moved from being clear: guessing has simply become
a marketing function to a core too expensive.

development protection. Unit-level
market intelligence, CRM systems,
predictive pricing tools, and integrated
leasing platforms are now reducing
exposure long before ground breaks.

So, what can you expect
from this report?

Your time is valuable. In this report
you'll find the most actionable insights
from our podcast interviews to show
how today’s smartest teams are using
data and technology as modern risk
management tools before land is
purchased, before designs are finalized,
and before pricing is released.

A new kind of leader is emerging—the
analytical developer—one who still values
experience, but validates every major
decision with data.

You'll learn how to:

Reduce product misalignment

Stress-test pricing strategies

Improve leasing and sales predictability

Protect long-term asset performance

All'in the hopes of a strong and successful
2026 season. Ready? Let's get started.
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Qverview

There was a time when developers could
rely on city-wide averages, historical
absorption, and broad market cycles

to guide decision-making. That time

has passed. Across the Pre-Con Recon
podcast conversations, one reality was
unmistakably clear: today’s market is too
fragmented, too volatile, and too localized
for macro assumptions to protect capital.

Market intelligence is no longer a
background research function. It has
become the first and most critical layer
of development risk management. In
2026, developers and agents who fail to
operate with micro-market visibility are
behind the curve.

The Collapse of the
Metro-Wide Assumption

We spoke at length with Ryan Mounsey,
founder of Urban Insights, in episode 1
(listen here).

He repeatedly explored the idea that
city-level data is now an unreliable
proxy for true demand. Within the same
municipality, one neighbourhood can
be oversupplied, price-sensitive, and

stalled, while another just a few kilometres
away experiences sustained demand

and absorption. The market no longer
moves as a single organism. It moves as a
patchwork of micro-economies.

Many project decisions are still being
made using blended metro averages.
This approach masks local price ceilings,
underestimates supply saturation, and
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distorts buyer behaviour. The resultis a
product that may look feasible on paper
but struggles in its execution.

Developers who are outperforming
today are those who have shifted their
lens downward and studying demand by
intersection, transit node, demographic
pocket, and even block by block. Micro-
market intelligence has become the new
due diligence.

Statistics Canada data also shows
how structural this shift has become.

In February 2025, municipalities issued
permits for roughly 21,000 multi-family
dwellings versus 4,800 single-family
homes, with total dwellings down 7.1%
from the previous month.?
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And this isn't a blip. Before 2011,
apartments accounted for under 40%
of building permits; since 2011, multi-unit
buildings have made up about 68% of
new residential units, rising above 73%
in 2021 alone. 4

In other words, Canada is now firmly a
multi-unit, rental-heavy market—exactly
the kind of environment where relying on
broad metro averages, rather than micro-
neighbourhood intelligence, can lead to
costly misreads.
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VWhen Absorption
Becomes a Live Signal,
Not a Retrospective Report

One of the most consequential changes
discussed on the podcast is how
absorption is now being tracked and
interpreted.

Darcy Rai, Founder and President of Real
Property Data, outlined how real-time,
unit-level absorption data is replacing the
quarterly and annual reports that once
guided pricing and product decisions.

Instead of waiting months to understand
if a unit mix is succeeding, developers
now have live visibility into:

« Which layouts are moving
« Which price bands are softening

« How incentives are shifting demand
week by week

This has transformed absorption from a
historical measurement into a predictive
signal. In a slower market, where even
minor delays materially impact carrying
costs, early detection of resistance is a
necessity. The ability to intervene before
momentum is lost has become a defining
competitive edge.

PreConRecon.ca
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Finding Demand Where
Others Aren't Looking

Oversupply is increasingly concentrated

in very specific product bands,

particularly investor-skewed segments.

Darcy Rai described how unit-level
pricing intelligence is revealing
underserved "blue ocean” pockets.
Think — price ranges and unit types
where demand remains resilient and
competition is thin.

Rather than competing in crowded,
incentive-heavy segments, data allows
developers to intentionally position
product in zones of unmet demand,
where buyers are motivated but
underserved.

These gaps are often invisible at the

macro level and only become visible

through granular inquiry, pricing, and
engagement data.

In practical terms, pricing is no longer
being set purely by competitive
benchmarking. It is increasingly being
shaped by live behavioural response—
inquiry volume, conversion ratios, and
incentive sensitivity. This data-led
precision is what allows some projects
to sustain margin while others slide into
reactive discounting.

PreConRecon.ca
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Designing for a Future Buyer,
Not Today's Snapshot

Several of our podcast guests warned
against anchoring product decisions to
the buyer profile of today.

Ryan Funt, VP of Marketing at Fitzrovia
Real Estate, and Kayleigh Johnson,
Director of Marketing at Peterson,
both referenced the long-term nature
of rental demand and the multi-year
leasing cycles now shaping asset
performance. What matters is not

just who is buying or renting today, but
who will be occupying these homes
three, five, and ten years from now.

Demographic shifts toward:

« Rent-by-choice households

« Multi-generational living

« Family-forward rental demand
- Flexible work-driven lifestyles

These are not short-term trends. They are
structural changes that directly impact
unit mix, amenity programming, pricing
tolerance, and retention risk. Developers
who fail to forecast end-user evolution
risk launching product that is misaligned
before the project even stabilizes.

Market intelligence becomes a time
horizon tool, not just a snapshot of
current conditions.

PreConRecon.ca 10



Every Market Carries Its
Own Risk Signature

Alan Klippenstein, VP of Real Estate
Development at Schinkel Properties,
spoke of his experience in secondary
and tertiary markets which revealed

a truth that applies across all regions:
every market carries a distinct approval,
political, economic, and behavioural risk
profile. Smaller cities often introduce
softer absorption but tighter community
scrutiny. Larger centres may move
faster but with heavier competition

and pricing pressure.

Rachel Rehkopf, Senior Manager, Sales
& Marketing at Neatt Communities,
shared with us how StationSide’s

example demonstrated how even

a single amenity decision—when
misaligned with buyer expectations—
can ripple through the financial
model, fee structure, and buyer
trust simultaneously. These are not
theoretical risks. They are tangible,
compounding exposures that surface
when assumptions go untested.

Data now allows developers to surface
market-specific resistance early—
whether it's fee sensitivity, amenity
rejection, political friction, or pricing
elasticity—at the feasibility stage, when
corrective action is still financially viable.

PreConRecon.ca "



What This Means for
Developers in 2026

Market intelligence is both a support tool
for marketing and a core development
protection strategy. It shapes product,
pricing, phasing, and long-term asset
performance before capital is fully exposed.






Overview

For years, product design in real estate
followed a familiar formula: replicate
what has sold before, mirror what
competitors are building, and assume
buyers will adapt. But our Pre-Con Recon
podcast conversations told a different
story. In today’s market, design driven by
precedent is being replaced by design
driven by proof.

What buyers say they want, what
developers assume they want, and what
buyers actually respond to with their
behaviour are often three very different
things. The most disciplined teams are
no longer debating design in boardrooms
alone. They're letting data, digital
engagement, and real buyer feedback
arbitrate those decisions early, while
change is still affordable.

Rachel Rehkopf's experience at

Neatt Communities captured this

shift perfectly. During the planning of
StationSide, the team tested buyer
interest in a swimming pool (an amenity
long considered a “must-have”). The data
told a different story. Buyers didn't want
to pay for it. Instead of pushing ahead
for the sake of optics, they removed the
pool entirely, lowering condo fees and
increasing buyer trustin the process.

That moment reflects a much broader
transformation happening across the
industry. Developers are discovering
that what once sold well no longer
automatically sells today. Investor-driven
layouts, prestige amenities, and density-
forward planning are increasingly out of
sync with end-user priorities, especially
as more families, renters by choice, and
long-term residents enter the market.

PreConRecon.ca 14



Design driven by
orecedent is being
replaced by design
driven by proof.




Unit Mix Is the New
High-Risk Variable

Several of our podcast guests pointed
to unit mix as one of the most fragile
pressure points in modern development.

In episode 10 of our podcast, Darcy Rai
described how his firm tracks unit-level
traffic, inquiries, and absorption in real
time, allowing developers to see exactly
which layouts are resonating (and
which are quietly failing) long before
construction is complete.

Instead of defaulting to traditional
formulas (heavy micro-units, investor-
skewed studios, or uniform layouts),
developers are now watching:

« Which floorplans attract sustained
online engagement

« Which price points generate repeat
inquiries

« Where buyers drop off in virtual tours

This level of visibility has revealed a hard
truth: the wrong unit mix slows sales

and it can lock a project into years of
underperformance. In a slower market,
there is far less tolerance for product that
misses its audience.
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Floorplans are now being
tested the way digital
products are tested.

Engagement analytics, such as
time-on-plan, click paths and virtual
walkthrough behaviour are being used
as predictive tools.

‘esting Layouts Before
‘hey Exist

Developers are learning which layouts
invite exploration, which trigger
hesitation, and which cause buyers

to abandon altogether. This has
transformed product design into an
iterative, feedback-driven process
instead of a static one. The benefit

is not just better layouts—itis early
warning. Teams can refine plans before
architectural drawings are finalized,
rather than absorbing costly redesigns
mid-stream.
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Designing for How People
Actually Live Now

Another consistent message from our
podcast guests is that household reality
has outpaced housing typology.

Demand is shifting toward:

Kayleigh Johnson, Angela Walsh, and Functional 2- and 3-bedroom layouts
Ryan Funt all emphasized that renters
and buyers are no longer looking for
transitional housing. They are building Storage and separation of private and
full lives in these spaces. shared space

Work-from-home flexibility

Multi-generational adaptability
Acoustic privacy and durability

Units that were optimized for short-term
investor yields are now struggling to
satisfy long-term lifestyle needs.

PreConRecon.ca 18



National rental data also speaks to this.
According to the Canada Mortgage and
Housing Corporation, purpose-built
rental apartment supply grew by 4.1%

in 2024—the fastest expansion in more
than 30 years.

Yet, the national vacancy rate only
increased from 1.5% to 2.2% and remains
below its 10-year average.® Even with
record new supply coming onling, rental
demand continues to outpace availability.

This places enormous pressure on
developers to build product that
genuinely works for long-term renters,
not just speculative turnover.

Developers who fail to design for real
day-to-day living introduce retention risk,
leasing friction, and long-term brand
erosion. On the flip side, those designing
for life cycles rather than transactions are
seeing stronger loyalty, lower turnover,
and more resilient demand.

The Quiet Cost of the
Wrong Amenities

Amenity strategy has become one of the
most misunderstood areas of modern
development. Darcy Rai and Rachel
Rehkopf both showed how amenities
that look impressive in renderings can
chip away at a project’s financial and
experiential performance.

Underused amenities inflate both
capital costs and monthly fees: two
pressures today's buyers and renters
are increasingly unwilling to commit to.

Because of this knowledge, developers
are now tracking:

« Amenity utilization
« Impact on leasing velocity

« Feedback tied directly to
occupancy decisions

This has led to a steady shift away from
prestige amenities toward high-utility
amenities. These are spaces that solve
everyday problems rather than decorate
marketing brochures. The financial
advantage is twofold: lower upfront costs
and stronger long-term satisfaction.
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Summary

Product design is no longer insulated from  was continuously informed, tested, and
market volatility. It sits directly on the fault  validated by real buyer behaviour.

line between profitability and exposure. : :
Developers who still design

Throughout our podcast discussions we primarily from instinct, precedent,
learned that the strongest performing or competitive mimicry are taking
projects shared one common trait: design ~ measurable financial risk.

PreConRecon.ca 20






Overview

"We've always done it this way" is no
longer a helpful strategy. Especially not
when it comes to pricing. Developers
need an out-of-the-box approach.

Pricing needs to be a living strategy
that directly determines confidence,
absorption velocity, and long-term
brand trust.

Pricing has become one
of the highest-leverage
(and highest-risk) variables
in modern development.

In a real estate climate defined by
elevated borrowing costs, cautious
buyers, and longer sales cycles, even
small miscalculations in pricing can
trigger hesitation, stall momentum, and
force reactive discounting that erodes
both margin and reputation.

Recent investor performance data
clearly shows this.

A Maclean's analysis citing
Urbanation reports that in early 2024,
81% of investors with mortgages on
newly completed condos in the GTA
and Hamilton were losing money
each month, with average negative
cash flow of roughly $605 per unit .
This reality has fundamentally altered
the demand landscape. Pricing
models that once leaned heavily

on investor absorption are now

being stress-tested against a far
more cautious, cash-flow-sensitive
buyer pool. This is making static,
assumption-driven pricing strategies
far more vulnerable to stall-outs.
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The End of Static Pricing

Historically, developers set pricing once,
backed by a competitive review and a
pro forma stress test, then held firm
unless the market shifted dramatically.
That model no longer works. As Darcy
Rai explained in episode 10 (listen here),
buyer response now changes too quickly
for static pricing to remain effective.
Demand can soften within weeks

based on rate movements, competing
launches, and shifting consumer
emotions.

Developers who continue to rely on
fixed pricing structures risk stagnation.
In contrast, teams using live pricing
intelligence now treat pricing as a
dynamic calibration tool, adjusting in
response to real-time demand signals
rather than waiting for quarterly
reassessments.

This shift has fundamentally altered
how absorption is managed. Pricing
has become the primary steering
mechanism for sales velocity.
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How Technology Is
Reshaping Pricing Ladders

Several of our podcast guests described  This approach lets pricing rise with real

how pricing is increasingly being confidence, not guesswork. When the
shaped by predictive models rather data shows buyers are comfortable
than intuition. Technology platforms at a certain level, increases become

now analyze inquiry volume, conversion a measured next step, not a gamble.
ratios, unit-type responsiveness, and
competitor movement to determine
optimal pricing ladders across a
project’s lifecycle.

And when resistance shows up, teams
can respond early, before hesitation
turns into distrust. The result is
smoother absorption and far fewer
Rather than front-loading assumptions, panic-driven pricing swings.

pricing is being structured with:

« Multiple test thresholds
« Graduated release strategies

« Pre-programmed price escalations
based on demand triggers

PreConRecon.ca 24



Behaviour-Driven Incentives

Historically, incentives were used
reactively, typically introduced late in a
slow sales cycle to revive momentum.
Today, as described by Darcy Rai and
Tim Ng, incentive strategy has become
behaviour-led and predictive.

CRM and lead-tracking platforms now
monitor:

+ Inquiry-to-appointment ratios
+ Tour-to-offer conversion
« Offer-to-close timelines

« Resistance thresholds by price band

This behavioural intelligence reveals
where friction exists and why buyers
hesitate. Instead of blanket concessions,
incentives can now be:

- Targeted by unit type
 Triggered by lagging response metrics

« Time-bound to specific demand
inflection points

This precision prevents unnecessary
margin erosion while still protecting
momentum.
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Automating Price

Adjustment in Real

One of the most transformative themes
we discovered through conversations
with our podcast guests was the growing
automation of pricing response. Instead
of manual recalibration after stalled
performance, some developers now build
pricing logic directly into their tech stack.

Automated workflows can adjust:

+ Release pacing

Promotional pricing

Incentive thresholds

Allocation between investor and end-
user inventory

me

This level of responsiveness allows teams
to act inside the hesitation window, not
after it has already damaged perception.

For sales teams, this removes the friction
of pricing uncertainty. For buyers, it
creates greater confidence that pricing
reflects real market conditions—not
outdated assumptions.
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In a fragile buyer environment, price
fog breeds suspicion. Several of our
podcast guests explained that buyers
today arrive informed, cautious, and
data-literate. When pricing feels
inconsistent, unexplained, or artificially
inflated, hesitation quickly turns into
disengagement.

Rachel Rehkopf's StationSide example
further proves how transparency

ow Price Transparency
Builds Trust

strengthened buyer trust rather than
weakened it. The same logic now applies
to pricing. When buyers understand:

« What drives pricing
« How it may move over time
« Why certain incentives appear

they are more likely to engage
with confidence instead of waiting
defensively.
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What This Means for
Developers in 2026

Pricing has moved from a one-time
financial decision to a continuous
intelligence-driven discipline.
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Overview

development infrastructure.

channels

« Behavioural heat-mapping
(what buyers
click, view, abandon)

« Conversion monitoring by
unit type and price band

System Lead Intelligence Automated Outreach

Tools CRM Drip Sequences
Behavioural Analytics Lead Nurturing

Purpose Replaces guesswork with Ensures no lead is lost to
live buyer behaviour and slow response or inconsistent
demand signals. follow-up.

Key « Centralized customer data

Capabilities - Inquiry tracking across all * Automated follow-ups

- Behaviour-triggered email/
text campaigns

- Stage-based buyer education

Retargeting integration



(cont)

questions
- Self-booking tours

« Digital sales centers

System Leasing & Sales Data Integration Systems
Operations Tech

Tools Virtual Tours Marketing - Sales -
Al Chat Leasing in One View
Self-Guided Touring

Purpose Removes friction from the Eliminates siloed decision-
buyer journey and scales making and exposes where
leasing capacity without momentum truly breaks down.
scaling overhead.

Key « Virtual walkthroughs « Unified dashboards

Capabllltles « Al chat for real-time buyer - Cross-platform data flow

« Lifecycle tracking from
lead to long-term resident

- Sales + leasing + retention
analytics



(cont)

connected ecosystem.

« Rapid campaign testing

« Personalized buyer
messaging

« Multi-channel
content scaling

System Al-Assisted Construction &
Content Creation Operations Tech

Tools Faster, Smarter Progress Tracking
Marketing Output Cost Estimating

Purpose Compresses marketing Reduces timeline volatility,
timelines and increases budget surprises, and
creative testing capacity execution risk.
without ballooning budgets.

Key + Al-driven copy and asset + Real-time construction

Capabilities generation progress reporting

+ Schedule forecasting

« Cost estimating and
variance detection

+ Vendor and trade
performance tracking






Overview

For years, real estate systems were
built around transactions. Marketing
generated leads. Sales converted
them. Leasing filled units. Retention
happened—if it happened at all. Each
function operated in its own silo.

In 2026, that fragmented model no
longer holds. Today’s most resilient
projects are built on one continuous and
connected lifecycle, from first click to
long-term residency.

This is the shift from lead-to-lease
thinking to lead-to-life infrastructure.

Why The Rental Pipeline
Never Truly Ends

In episode 12 of the Pre-Con Recon
podcast, Ryan Funt described rental
operations as a perpetual cycle:
marketing never turns off, leasing never
stops, and resident experience directly
affects future demand.

When marketing, leasing, and retention
operate in silos, visibility is lost and
performance quietly suffers.

When systems fail to connect:

« Marketing can't see which leads become
long-term residents

+ Leasing can't trace which messages
produced the strongest tenants

« Operations can't anticipate renewal risk
before it surfaces

On the flip side, unified systems create
continuous visibility across the entire
resident journey, allowing teams to
intervene before friction becomes fallout.

PreConRecon.ca 34



Predictive Analytics &
The Renewal Forecast

One of the most powerful evolutions
discussed with our podcast guests is
the rise of predictive renewal modelling.
Rather than reacting to vacancy after
notice is given, developers can now
track:

« Resident engagement over time
« Service interaction patterns

« Amenity usage

« Communication responsiveness

These signals act as early indicators of
renewal intent, allowing operations and
leasing teams to stabilize occupancy
proactively instead of defensively.

In a lower-velocity market, this shift
alone materially reduces long-term
vacancy exposure.

According to the Canada
Mortgage and Housing
Corporation, Canada’s
purpose-built rental stock
grew by 4.1% in 2024—the
fastest pace in over 30
years—yet national vacancy
remains just 2.2% and still
below its 10-year average.’

Even with record levels of new rental
supply coming online, demand
continues to absorb available inventory
quickly. This makes retention,
experience and lifecycle management
even more important than one-time
lease-up success.
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From Transactions
to Lifetime Value

Lifetime customer value is now a « Identify which marketing strategies
key metric for portfolio-driven rental produce the most stable tenancies
developers. When marketing, leasing,
and operations share a unified data view,
each residentis no longer treated as a
single transaction, but as a multi-year
asset relationship.

« Build tenant loyalty into portfolio
performance

Data connects brand, revenue, and
resident experience into a single

This allows developers to: feedback loop.

« Track acquisition cost vs.
long-term value

» Measure retention ROI

PreConRecon.ca 36



Continuity Is the New
Competitive Advantage

Tim Ng, Founder & CEO at Blackline
App and ADHOC Studio, shared that
technology only creates advantage
when it supports continuity, not just
conversion. When messaging, pricing,
service, and engagement all flow from
the same system, residents experience
consistency.

That consistency becomes the quiet
engine behind trust, renewals, referrals,
and brand equity.

Fragmented systems break trust invisibly.
Unified systems reinforce it continuously.
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How Price Transparency
Builds Trust

Many rental teams now operate with a This structure exposes exactly where all-
single integrated stack that tracks off would have occurred. Each hand-off
a resident from: becomes measurable. Each friction point

becomes visible. Each improvement

hifsEngUIBEeUEAleasess becomes strategic instead of reactive.

move-in = renewal

First inquiry

Tour

L ease

Move-in

Renewal
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Summary

In a market where acquisition is
more expensive and retention drives
profitability, disconnected systems
quietly amplify risk. Unified systems
quietly reduce it.

PreConRecon.ca
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Overview

In the boom years, inefficiency could hide
behind speed. Today, it can't.

Rising acquisition costs, slower buyer
decision-making, and longer absorption
timelines have forced a fundamental
shift in how marketing and sales

teams operate.

Efficiency is no longer
about spending less. It's
about wasting nothing.

In 2026, the most competitive
developers will not be those with the
biggest budgets, but those with the
cleanest data, the sharpest targeting,
and the shortest path from interest to
commitment.

From Broad Reach to

Precision

Several podcast guests, including Tim Ng
and Darcy Rai, pointed to the growing role
of Al-enhanced targeting and predictive
audience modelling.

Rather than casting wide nets across
generic buyer pools, marketing is now
being engineered to reach:

« Buyers most likely to convert
« Renters most likely to renew

- Traffic segments with the highest
engagement-to-close ratios

argeting

Al tools now analyze behavioural signals
(think click depth, dwell time, repeat
visits, and inquiry patterns) to refine who
sees which messages. The result is fewer
wasted impressions and higher-intent
traffic entering the funnel.

Efficiency begins before the first ad is
ever served.
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Nurture as Infrastructure,
Not a Nice-to-Have

Automated nurture flows were once
considered an enhancement. In 2026,
they are infrastructure. Behavioural-
triggered campaigns now respond to:

* Inquiry timing
- Content viewed
« Tour behaviour

« Time-to-decision patterns

Instead of relying on manual follow-up,

systems now educate, remind, and re-

engage prospects continuously, without

adding personnel.

This consistency protects momentum
in a market where buyers increasingly
pause, compare, and wait.

The inefficiency no one can
afford anymore is silence
between touchpoints.

PreConRecon.ca



Attribution > Assumption

One of the most damaging
inefficiencies in real estate marketing
has long been the inability to clearly
answer a simple question: What actually
worked? We've seen the growing use

of true attribution modelling at work,
where teams can now see:

« Which campaigns generated
qualified leads

« Which platforms drove conversions

« Which messaging produced the highest
lifetime value residents

This removes guesswork from future
budget allocation. Instead of defending
spend based on visibility or volume,
marketing decisions are now being made
on demonstrated revenue impact.
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The Decline of
Generic Marketing

Generic marketing is ineffective and,  Create audience-specific ad variants
worse yet, it is actively ignored. Buyers
now expect content that reflects their
lifestyle, price sensitivity, family structure,
and stage of decision-making.

« Customize unit and community
storytelling

« Align messaging to behavioural signals

Al-assisted content creation and
personalized asset pipelines now allow
teams to:

This personalization increases relevance
without multiplying cost. The era of “one
message for everyone” is over. Efficiency
now lives in relevance, not repetition.
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How Price Transparency

Builds Trust

Perhaps the most practical efficiency
gain discussed with our podcast guests
is funnel compression.

Self-booking tours, digital sales centres,

virtual walkthroughs, and instant-
response Al chat have removed entire
layers of delay from the buyer journey.

Every eliminated friction point
compounds:

Faster response -
higher confidence

Higher confidence -
faster decision

Faster decision -
stronger absorption

The longer a buyer waits for information,
the more likely hesitation grows. Modern

systems are now engineered to remove
waiting from the sales process entirely.
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Summary

The most successful teams are not those
doing the most activity, but those doing
the most attributable, most targeted,
most frictionless work.

PreConRecon.ca
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Overview

For developers, construction has always
been the most capital-intensive and
least forgiving phase of the project
lifecycle. In today’s market, where
margins are thinner, financing is tighter,
and delays carry amplified financial
conseqguences, construction risk has
become business risk.

The developers most insulated from
budget shock and timeline drift are
those who now treat construction
technology as a predictive control
system, not a reporting tool.

From Estimates to
Live Cost Intelligence

Cost estimation used to be a front-end
exercise: completed early, revisited
occasionally, and often overtaken

by reality. Today, cost-estimating
platforms are designed to operate as
continuous financial feedback engines.

Instead of static budgets, developers
now monitor:

« Live trade pricing updates

« Variance tracking against original
pro formas

« Cost pressure by construction phase

« Early warning signals before overruns
compound

This real-time visibility allows teams

to intervene before escalation clauses,
labour shortages, or supply disruptions
crystallize into lost margin.
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Forecasting Delay
Before It Happens

There is no room for guesswork in
construction. Forecasting platforms
combine historical performance data,
trade productivity, inspection timing, - Re-sequencing work
and weather impacts to predict delay
probability before timelines collapse.

This allows for:

- Trade resourcing adjustments

Rather than discovering slippage weeks » Procurement acceleration
after it occurs, teams are now alerted at

« Contingency deployment
the moment momentum softens.

With elevated rates, predictive scheduling
has become a primary defense against
rising carrying costs.

Materials Pricing:
Volatility Made Visible

It's hard to manage what you can't control.
Materials volatility remains one of the most
unpredictable issues in development.

Supplier quotes

Regional price indexes

As discussed in our podcast Lead-time risk

conversations, lumber, steel, and specialty
systems continue to fluctuate based on
global supply chains, tariffs, and labour This allows developers to lock pricing
constraints. strategically, sequence procurement more
intelligently, and avoid downstream cost
shocks that once appeared suddenly and
without warning.

Substitution modelling

Materials pricing dashboards
now aggregate:
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Using Site Data as an
Farly Detection System

Construction sites now generate
constant streams of data: progress
scans, inspection logs, productivity
metrics, and safety reporting. Everything
can be quantified and visible.

Site data allows teams to:

« Detect productivity slowdowns

Risk Scoring for
and Vendors

« Identify quality drift before failures occur

« Correlate safety incidents with
schedule risk

 Surface compounding pressure
points early

Rather than responding to failure after
the fact, developers are now managing
construction as a live health system.

rades

One of the most powerful—but least This enables:

discussed—advancements is contractor
and vendor risk scoring. Using
performance history, delay frequency,
warranty claims, and deficiency patterns,
developers can now assign measurable
risk profiles to their trade partners.

Smarter trade selection

« Early intervention with underperforming

vendors

- Portfolio-wide risk benchmarking

More accurate schedule forecasting
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Summary

Construction risk can no longer be absorbed
quietly within contingency budgets. Every delay,
every escalation, and every coordination failure
now compounds directly into project viability.
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Overview

For all of the technological advancement
reshaping the construction industry today,
one truth remains constant: experience
still matters. The shift underway is not
from people to machines, but from
unverified instinct to validated judgment.

The most effective developers are not
abandoning intuition. They are testing it,
refining it, and strengthening it with data.

Technology is not replacing expertise,
but rather it is augmenting it. And in

a market where confidence is fragile
and risk is amplified, this blend of
human insight and analytical precision
is becoming one of the most powerful
competitive advantages.

Why Instinct Still Matters—
But No Longer Stands Alone

Construction development remains

a human business. Site selection,
architectural vision, community
integration, and long-term
placemaking require experience,
creativity, and judgment. We also know
that instinct without validation is now a
measurable liability.

Markets are changing too quickly.
Buyer expectations are shifting just as
fast. Capital exposure is too significant
for decision-making to rely on “what
worked last cycle.”

Today's most resilient teams still trust
their instincts, but they no longer act on
them without confirming:

« Demand signals
« Price elasticity
« Lifestyle alignment

« Absorption probability
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Blending Intuition with

Intelligence

Developers who are leading in 2026
are not choosing between data and
experience. They are operating in the
overlap. Several of our podcast guests
described how:

- Design concepts are informed by
behavioural heatmaps

- Pricing strategies are refined by live
inquiry and conversion data

« Amenity decisions are validated by
usage insights

+ Leasing strategies are adjusted using
predictive modelling

This blend produces a quieter, more
disciplined style of leadership. One that
is less reactive, less emotional, and far
more consistent under pressure.
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Building Cultures
That Trust Data

Technology only reduces risk when the « Feedback is continuous rather than
people using it trust what it reveals. There episodic
is an increased importance of building

organizational cultures where: + Performance is measured, not assumed

These cultures move faster not
because they rush, but because they
« Insights are acted on rather than argue less and validate more.
debated away

« Datais shared across departments
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Technology as Augmentation,
Not Replacement

We've had many in-depth conversations
about technology with our podcast guests.

In all of them, technology
was framed not as a
replacement for people,
but as a force multiplier.

Al, automation, analytics, and predictive
systems are reducing administrative
drag, accelerating insight, and clarifying
risk. They are not replacing the need for
experienced leadership.

In the strongest organizations, technology
is now doing what it does best:

« Monitoring

« Forecasting

« Pattern recognition
+ Process automation

This leaves human teams to focus on
what only they can do:

- Strategy
« Community engagement
« Design leadership

« Long-term vision
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Data-Led Strategy in Action

Throughout our podcast conversations,
several real-world examples were spoken
of that show how this blend of instinct
and intelligence is already outperforming
traditional approaches:

- A Purpose-Built Rental project
optimized its unit mix using early
demand data, reallocating layout
types before construction and avoiding
long-term absorption drag.

- A secondary market development
validated demand through micro-

An amenity strategy

was reshaped using buyer
resistance and usage analytics,
eliminating a high-cost, low-value
feature and strengthening trust while
lowering long-term fees.

A developer consolidated
their tech stack across
marketing, leasing, and
operations, dramatically reducing
handoff friction and shortening overall
leasing timelines.

market forecasting, aligning pricing
and product with actual household
formation instead of metro-wide
assumptions.

In each case, performance did not
improve because of technology alone. It
improved because leaders trusted what
the data revealed and acted early.
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Summary

If we could share one single most
important lesson from all our podcast
episodes, it would be this: technology is
not changing development, but rather that
the decision-making itself is changing.

Developers who pair instinct with
insight are:

« Making fewer late-stage corrections

- Preserving margin more effectively

 Protecting buyer trust
« Stabilizing assets faster

« And navigating volatility with greater
confidence

Those who rely on instinct alone are simply
reacting faster to problems that could have
been prevented.
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Quick-reference tools for immediate application



Overview

These tools translate the insights from this report into actionable, on-the-ground
execution. Each can be used internally with your development, marketing, leasing,
and operations teams.

1. Data Readiness Audit

A fast diagnostic to assess how decision-ready your organization truly is.

Use it when: evaluating whether your next project is being built on insight or assumption.

CAPABILITY IN PLACE PARTIAL NOT IN PLACE

Unit-level market &
absorption data

Live pricing & demand visibility
Integrated CRM (marketing

+leasing)

Demographic & household
forecasting inputs

Construction cost & schedule
variance tracking

Interpretation:

«4-5"In Place" - Data-ready organization
«2-3"In Place" - Moderate exposure

+0-1"InPlace" - High assumption risk

PreConRecon.ca 60



2. Tech Stack Builder

A tiered modernization guide based on organizational scale and readiness.

Use it when: planning phased tech investment without overbuilding your stack. Most
teams will live in the Intermediate tier for a while. Only move to Advanced once your core
systems are stable and integrated. Use this as a roadmap, not a shopping list. Progress

only when the previous tier is fully operational.

Stack Progression Framework

BEGINNER INTERMEDIATE ADVANCED

Lead-to-life system

CRM + automated email Behavioural analytics . .
Integration
Virtual tours Attribution reporting Predictive renewals
Basic construction e , . :
. Predictive scheduling Automated pricing logic
tracking
— Pricing intelligence tools Vendor risk scoring

3. Product Design Evaluation Checklist

Protection against assumption-led design decisions.

Use it when: approving schematic design and final unit allocations.

Design Validation Checklist

Confirm that:

- Unit mix is backed by live demand data

- Layouts have been engagement-
tested digitally

+ Family and lifecycle needs are addressed

- Storage, acoustics, and flexibility are prioritized

- Amenities are supported by actual usage

or resistance data

« Work-from-home functionality has

been validated

« Long-term livability aligns with retention goals
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4. Market Intelligence Worksheet

A structured framework for micro-market validation.

Use it when: assessing land feasibility and early underwriting.
Micro-Market Assessment Fields
BEGINNER INPUT / NOTES

Local demand drivers

Competitive product
saturation

Price sensitivity indicators

Political & approval risk

Demographic & household
formation trends

Transit, schools,
employment proximity

Comparable absorption
velocity

Rental vs. ownership
demand balance
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5. Risk Scoring Template
for Upcoming Projects

A standardized method for comparing exposure across your portfolio.

Use it when: prioritizing which projects move forward first.

Portfolio Risk Scorecard
RISK CATEGORY LOW (1) MODERATE (2) HIGH (3) SCORE
Market volatility
Pricing elasticity
Construction variability

Vendor reliability

Leasing & retention
sensitivity

Total Risk Score: /15

How to read it:

«5-7 > Low-risk priority project
«8-1 - Moderate risk — proceed with mitigation
«12-15 = High risk — revisit assumptions or delay
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So much of the world feels
uncertain these days. Your
construction development
project should not be.

In a real estate climate defined
by tighter capital, cautious
buyers, volatile costs, and
slower absorption, instinct
alone is no longer enough.
Intelligent development, rooted
in live market intelligence,
predictive technology, and
validated decision-making, has
become the new standard of
performance.

Data is no longer optional. It is now
the operating foundation of
pre-construction success.

As 2026 unfolds, data-led strategy will

be the baseline expectation for every
competitive development team operating
in complex markets.

The most resilient projects of 2026 will
be built before ground breaks.

Let's talk about how data-led strategy
can guide your next development.

Reach out today >
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sources

1

Financial stability report 2025
https://www.bankofcanada.ca/2025/05/financial-stability-
report-2025/

2

The doom spenders
https://macleans.ca/longforms/the-doom-spenders/

3

Statistics Canada, Building permits, February 2025
https://www150.statcan.gc.ca/n1/daily-quotidien/250410/
dg250410a-eng.htm

4

To buy or torent
https://www150.statcan.gc.ca/n1/daily-quotidien/220921/
dg220921b-eng.htm

5

Historic rental supply growth raises Canada's vacancy rate
https://www.cmhc-schl.gc.ca/media-newsroom/news-
releases/2024/historic-rental-supply-growth-raises-canada-

vacancy-rate

6

The condo crash
https://macleans.ca/longforms/canada-condo-market-crash/

7

Historic rental supply growth raises Canada's vacancy rate
https://www.cmnhc-schl.gc.ca/media-newsroom/news-
releases/2024/historic-rental-supply-growth-raises-canada-

vacancy-rate
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livability insights, and marketing-driven design.

We help developers build communities that sell smarter, faster, and
with lasting impact. Pre-Con Recon is your ultimate source for all
things brand and marketing in the preconstruction real estate
market, where leaders share their knowledge and strategies for
success, empowering our community to thrive now and in the future.

Brought to you by:

HIMAER

305 King St W, Suite 400
Kitchener, ON N2G 1B9

himandher.ca


http://himandher.ca

