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Initial design and early-stage cost 

estimation 

Detailed Business 

Case and 

Procurement 

Strategy

Handover

Stage 5 

Post Completion Review 

and Benefits Realisation

Design Tender

CWMF LIFECYCLE - OVERVIEW

Strategic 

Assessment and 

Preliminary 

Business Case

Monitoring and 

Reporting

Post Completion 

Report

Tender evaluation and preferred 

contractor recommendation 

Various contract management 

reports

Stage 4 

Implementation

 Construction 

Project outturn review

Stage 2 

Project Design Planning 

and Procurement Strategy

Stage 3

Post Tender 

Final Business Case

Final Business 

Case and 

Procurement 

Strategy

Stage 1  

Strategic Assessment and 

Preliminary Business Case

Feasibility Study/ 

Preliminary Report
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Outputs

CWMF 

Process

Approval 

Gates

```

``````

Gate 3
Approval 

to Proceed

Gate 2 
Pre-

Tender

Gate 1
Approval 

in Principle

Project

Inception



CWMF Process

Standard Conditions 

of Engagement

Project Management

Design

Information Management (BIM)

Cost Control                 

ICMS Reporting

Carbon

ICMS Reporting

Risk Management
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Tender evaluation and 

preferred contractor 

recommendation.

Various contract management 

reports.
Project outturn review.

Defined strategy, scope, 

budget, and team for project 

initiation.

Established design oversight, 

change control, and contract 

management framework.

Initial design and early-stage 

cost estimation

Developed Cost Plan and                                                    

statutory approval 

submission.
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Manage construction.

Pretender WLCA update.

Develop Detailed Cost Plan                   

Develop Whole Life Cost appraisal
Review Developed Cost Plan

Check detailed costs, update 

lifecycle costs, prepare Pricing 

Document.

Manage Change Control for Costs.                                 

Prepare Final Account.

Develop detailed design or 

performance specs (for Design & 

Build); prepare tender documents.

Manage residual and construction risks 

effectively.

Collaborative production of construction 

information.

Issue tender documents.

Assess technical proposals.

Appoint works contractor and 

mobilisation.

Develop tender cost analysis.

Develop tender report.

Control changes, and update WLCA. Outturn WLCA.

CWMF LIFECYCLE

Confirm strategic function. Assess 

feasibility, develop risk plans.
Evaluate risk management process.

Respond to design queries or review 

design submissions for Design and Build 

procurement.

Manage the entire tender process.

Financial Appraisal and Economic 

Appraisal (where required).

Prepare statutory approval 

submission (e.g. planning 

permission).
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Manage Detailed Design, prepare 

tender documents.

Financial & Economic Appraisal.
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Assess tender returns for risk 

management impact.

Manage review process.

Update WLCA.

Stage 5 

Post Completion Review 

and Benefits RealisationStrategic Assessment Preliminary Business Case

Outline Design Statutory Process Prepare Tender

Pre-Stage (i)

Strategic Assessment 

Support

Preliminary Business 

Case Support

 Feasibility Study/ 

Preliminary Report

Stage (i)Early Stage (i) Stage ii (a) 

Construction

Stage 1  

Strategic Assessment and Preliminary Business Case Stage 2 

Project Design Planning and Procurement Strategy

Stage 3

Post Tender Final 

Business Case

Stage 4 

Implementation

Stage ii (b) Stage ii (c) Stage iii

Tender

 Process

Stage iv Stage v

Handover

Handover construction information. 

Safety File.

Develop analysis for outturn cost.

Collaborative production of handover 

information and project close-out.

Manage project reviews, prepare safety 

file, outturn review.
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Approval Gates
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Manage statutory submission.
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Strategic planning.

Initial scoping and budgeting.

Project definition.

Manage technical experts (if 

required).   
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Manage Procurement Strategy. Prep 

CWMF outputs; IG activities – 

Financial & Economic Appraisal. 

Assess feasibility costs and prepare 

the Feasibility Budget Cost.

Estimate the Design Teams' exchange 

information requirements.

Check/assess budget.

Appoint Design Team, assess needs, 

set standards.

Check/assess budget.

Collaborative production of the 

works contractor tender information.

Initiate Whole Life Carbon 

Assessment (WLCA).

Appoint Design Teams; mobilise and 

collaboratively produce outline 

design information.

Collaborative production of 

developed design information.

Outline WLCA Plan Developed WLCA Plan Review Developed WLCA Plan

Develop outline schemes/drawings, 

manage design, assess buildability

Develop Outline Cost Plan.

Review Options. Identify/Agree risk 

allocation.

Developed Cost Plan 

(reviewed).

Report on statutory approval 

outcome.

All tender documents, pre-

tender estimate and 

contractor shortlist.
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Manage Outline Design Process. 

Project definition.

Consider risk Management in Outline 

Sketch Scheme development.

Assess buildability, manage residual 

and design risks.

Review planning conditions for risk 

Management implications

Review suitability questionnaires for 

risk impact.

Appoint individuals for the Client's 

information management role and 

define project requirements.

Submit, review statutory approval 

outcome.

Conduct studies, define brief, appoint 

technical experts.

Collaborative production of statutory 

information.

Conduct studies, define brief, 

appoint technical experts.

```

Gate 3 
Approval to 

Proceed

Gate 2 
Pre-Tender

Project

Inception

c

Gate 1 
Approval in 

Principle



.

Standard Conditions of 

Engagement

Cost Control

ICMS Reporting

Carbon

ICMS Reporting

Risk Management
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Preliminary Project Brief. 

Project management structure.                                                                  

Preliminary Output Specification.                             

Feasibility Study and cost plan.                                          

Design Brief.                                                                                  

Final Output Specification.                                              

Definitive Project Brief.                                                       

Project Execution Plan.                                                                  

Risk Management Plan.

CWMF Process
Strategic Assessment 

Support

Preliminary Business 

Case Support

Project Management
Strategic planning.

Procurement Strategy development 

Initial scoping and budgeting.

Manage outputs: Project Definition 

Manage technical experts (if 

required).      
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Input to the Strategic Assessment / 

Preliminary Business Case (if required).

Identify and assess risk relating to the 

Project Execution Plan.                                                                             

Develop high level Risk Management 

Plan.

Input to the Strategic Assessment / 

Preliminary Business Case (if required).

Develop Preliminary Project Brief or 

appoint technical experts to develop 

the Preliminary Project Brief and 

oversee early desktop/site surveys.                     

Appoint PSDP (if design undertaken at 

this stage).              

Definitive Procurement Strategy.

Contract type proposal.

Project team selection report.

Information Management 

(BIM)

 Pre-Stage (i) Scoping  Early Stage (i) Services

Develop Preliminary Project Brief or 

appoint technical experts to develop 

the Preliminary Project Brief and 

oversee early desktop/site surveys.                     

Appoint PSDP (if required).              

Stage (i) Feasibility Study/ 

Preliminary Report
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Identify risk in relation to  

procurement.

Agree risk allocation.

Buildings:

Set Life Cycle Global Warming 

Potential (LCGWP) scope & baselines 

.

Civil Engineering:

Initiate Whole Life Carbon 

Assessment (WLCA).

Feasibility Study/ preliminary report.                                              

Develop Definitive Project Brief.

Appoint technical experts and                 

PSDP (if required).  

Appoint Design Team/ team leader.                

Assess Output Requirements.

Develop design standards.                  

Preliminary cost estimation.

Baseline Budget Cost / outline 

estimate feeding Preliminary Business 

Case.

Check/assess budget.

Feasibility study.                           

Develop Definitive Project Brief.

Appoint technical experts (if req'd ).

Appoint Design Team / team leader.                

Assess Output Requirements.                          

Appoint PSDP (if design undertaken at 

this stage).              

Manage Procurement Strategy; 

design consultancy appointment; 

assessment of Output Requirements.

Manage IG activities – Financial 

Appraisal (all projects), Economic 

Appraisal where required.

Manage preparation of PBC.

CWMF Lifecycle Stage 1

Conduct cost assessment of 

Feasibility Study preliminary report 

(capital and maintenance cost).

Feasibility Budget Cost.
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Stage 1  Strategic Assessment and Preliminary Business Case

Strategic Assessment Preliminary Business Case

Appoint individuals to undertake the 

Client's Information Management 

(IM) function and establish the 

project’s requirements, delivery 

milestones, and information 

standards. 

Define production methods and 

procedures, reference information, 

shared resources, the Common Data 

Environment (CDE), and the 

information protocol.

Estimate the Design Team exchange 

information requirements, assemble 

reference information and shared 

resources. 

Establish tender response 

requirements and evaluation criteria 

and compile invitation to tender 

information. 

Building Design                                      

Civil Engineering Design                                      

 Feasibility Study/ 

Preliminary Report

Gate 1 
Approval in 

Principle
To Stage 3

Project

Inception

AG1 Position

Confirm Preliminary Business Case requirements by categorising the project 

(sector, approving authority, single project vs. programme), identifying 

exchequer funding stream(s), and current total cost estimate. 

Ensure compliance with IG or Sectoral CAF (if available) and any IG-specific 

programme requirements. 

Note: Some Stage 2 activities may be required depending on sector, value, or 

complexity. At a minimum, financial appraisal is required at all applicable gates.



Develop 

Design

Prepare

Statutory 

Approval 

 Submit for 

Statutory 

Approval 

Review

 Outcome

Prepare

 Tender

Documents

Standard Conditions of 

Engagement

Prepare 

Developed Sketch 

Scheme.

Continue 

Preliminary 

Planning (Design).

Develop 

performance 

specifications.

Prepare tender 

documents.

Cost Control

ICMS Reporting

Carbon

ICMS Reporting

Risk Management

` `
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Develop Detailed Design.
Prepare tender 

documents.

Tender documentation.                                                        

Detailed pre-tender cost check.                                               

Whole Life Cost update.                                                      

Contractor shortlist (restricted procedure only) .

Consider Risk Management Plan in 

relation to Outline Sketch Scheme.

Conduct detailed and pre-tender cost checks and Whole 

Life Cost update in advance of preparing tender 

documents.

Prepare Pricing Document.
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Review any statutory approval 

conditions for risk impact.

Review suitability assessment of contractors for risk 

impact.                                                                            

Buildings:

Review developed LCGWP targets and 

design alignment.

Civil Engineering:

Review developed WLCA plan and 

design option.

Buildings:

Prepare pretender LCGWP estimate using available data; 

replace generic values with actual EPDs where possible.

Civil Engineering:

Prepare pretender WLCA estimate; incorporate verified 

Environmental Product Declaration (EPD)s where 

available.

Review Developed Cost Plan

CWMF Process

Identify residual risks.

Consider Risk Management Plan in 

relation to Developed  Sketch Scheme 

.

Develop suitability assessment of 

contractors.

Buildings:

Develop WLCA plan; refine LCGWP 

with design options.

Civil Engineering:

Develop WLCA plan; compare design 

options.

Confirm the Design Team’s BIM 

Execution Plan and establish the 

Master Information Delivery Plan 

(MIDP).

Mobilise resources and IT systems. 

Test information production methods 

and procedures. 

Collaboratively produce design 

information, including generation, 

QA, review, authorisation, and 

acceptance.

Collaborative production of design 

information. 

Generate information. Undertake 

quality assurance, check, review, 

authorise and accept information. 

Develop Detailed Cost Plan.                                           

Develop Whole Life Cost appraisal.

Buildings:

Refine LCGWP with design options; 

set targets.

Civil Engineering:

Develop WLCA scope and 

assumptions; compare design 

options.

CWMF Lifecycle Stage 2

Building Design                                      

Civil Engineering Design                                      

Design & Build

Develop Outline Sketch Scheme.

Appoint PSDP (if not appointed 

earlier).

Develop Preliminary Planning 

(Design).

Appoint PSDP (if not appointed 

earlier).

Manage Detailed Design process.

Financial appraisal and Economic Appraisal (where 

required).

Prepare 

submission for 

statutory 

approval (e.g. 

planning 

permission). 

Submit for 

statutory 

approval.

Review statutory 

approval 

outcome.
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Manage statutory submission 

process.

Information Management 

(BIM)

Collaborative production of statutory 

information. 

Generate information. 

Undertake quality assurance, check, 

review, authorise and accept 

information. 

Develop Outline Cost Plan
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Stage 2 

Project Design Planning and Procurement Strategy

Outline Design

Statutory Process Prepare Tender

Project Management
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Collaboratively produce works contractor tender 

information, including generation, QA, review, 

authorisation, and acceptance. 

Estimate exchange information needs, compile reference 

materials and shared resources. 

Define tender response requirements and evaluation 

criteria, and assemble the invitation to tender.

Manage outline design process.

Stage ii (a) 

Outline Design

Stage ii (b) 

Statutory Process

Stage ii (c)

Detailed Design and Prepare Tender 

Documents
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Manage developed design process.                             

Manage procurement process.
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Outline Sketch Scheme (buildings).                         

Preliminary Planning drawings (civil 

engineering).

Outline Cost Plan.

Developed Sketch Scheme 

(buildings). 

Developed Preliminary Planning 

drawings (civil engineering).                                       

Developed Cost Plan.      

Whole Life Cost appraisal.

Whole Life Carbon Assessment. 

Statutory approval submission.

Detailed 

Design

Developed Cost Plan (reviewed).

Report on statutory approval 

outcome.

```

Gate 1 
Approval in 

Principle

Gate 2 
Pre-Tender

To Stage 3From Stage 1

Tender Timing

Note earlier timing of tender documents using D&B 

Procurement. Detailed design developed post-tender.



Tender Process

Standard Conditions of 

Engagement

Project Management Manage the tender process.

Manage Final Business Case 

inputs – Financial Appraisal 

and economic (as required.)

Design & Build
Oversee 

contractor's 

Detailed Design.

Cost Control

ICMS Reporting

Develop tender cost 

analysis.                                       

Develop tender report.

Carbon

ICMS Reporting

Buildings:

Define tender LCGWP 

requirements aligned to 

final specification.

Civil Engineering:

Define WLCA requirements 

and assumptions for tender 

stage.

Design and Build tenders:

Assess LCGWP/WLCA; 

report in tender evaluation.

Replace generic values with 

actual Environmental 

Product Declaration (EPD) 

data where available.

Risk Management
Assess tender returns for 

risk impact                   
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Assess competence of contractor as PSCS.

Assess competence of contractor as designer, PSCS (and 

PSDP if appropriate).

Collaborative production of handover 

information. Generate information.

Undertake quality assurance, check, 

review, authorise and accept information.

 

Archive the project information model and 

capture lessons learned for future 

projects.

Develop analysis for outturn cost.

Conduct design review.

Buildings:

Report outturn LCGWP; document lessons 

and offsets (if any).

Civil Engineering:

Report outturn WLCA; document lessons 

and offsets (if any).

Tender assessment criteria.

Tender analysis and report.

Contractor recommendation.

Various contract management reports. Project outturn review.

Evaluate risk management/risk mitigation 

process.                                                                                   

Consider operational risk reviews.                                                
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 Construction 

Stage (iii) 

Tender
Stage (iv) Construction 

Manage change control for costs.                                  

Prepare Final Account.

Buildings:

Update WLCA and refine LCGWP to reflect design and construction 

changes; replace generic values with actual Environmental Product 

Declaration (EPD) data; manage variances.

Civil Engineering:

Update WLCA to reflect design and construction changes; incorporate 

verified EPDs where available; manage variances.

Manage residual risk .                                                  

Manage construction risk.

Collaborative production of construction information. 

Generate information. 

Undertake quality assurance, check, review, authorise and accept 

information. 

Information Management 

(BIM)

Confirm the works contractor’s BIM Execution Plan. 

Establish the Master Information Delivery Plan (MIDP). 

Mobilise resources and information technology. 

Test the project’s information production methods and 

procedures.

Building Design                                      

Civil Engineering Design                                      

Respond to design queries.

Oversee contractor's compliance with 

performance specification.

Stage 5 

Post Completion Review 

and Benefits Realisation

Stage 4 

Implementation

Stage 3

Post Tender Final Business Case

CWMF Lifecycle Stages 3-5
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Stage (v) Handover

Manage implementation/construction process.                                                       

Manage change control.                                                     

Manage contract.

Appoint contractor as PSCS (and PSDP if appropriate) for Design and 

Build procurement.

CWMF Process

Tender  Process

Tender 

Assessment

Manage project review.

Handover

Detailed Design Timing

Note timing of preparation of detailed design using D&B 

Procurement.

Gate 3 
Approval 

to Proceed

Gate 2 
Pre-Tender

From Stage 2


