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Everyone wants to deliver great projects with a great team
delivers high-
performing 
buildings reliably

attracts good 
employees



Copyright  2026

”You are an idiot if you are not using the best tool possible.”
Manfred Fischer, 1972
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Jamestown Verrazano Bridge (Pictures courtesy Michael Veegh)
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VDC Framework
Client Objectives

Project Objectives

Integrated 
Concurrent 
Engineering 
(ICE)

Building 
Information 

Modeling 
(BIM)

Project 
Production 
Management 
(PPM)
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Full scope for a 
hospital delivered on 
budget and 30% faster

Clinical functions have the desired space +/- .5%
Staff turnover reduced by 20%

On budget
30% faster

Big Room collocated 11+ critical firms
95% of questions answered in < 1day

Objects > 1cm modeled in BIM
Rework < 1%

Weekly subcontractor 
coordination with 4D models
Productivity > 110% of 
planned productivity
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Voilà the VDC Framework
Client

Objectives

Project
Objectives

Integrated
Concurrent 
Engineering

(ICE)

Visualization
Integrated Information

Automation
(VIA)

Project
Production 

Management 
(PPM)



©2026

Designing and Constructing 
a 97,000 m2

 Multi-Sports Facility 
for the Pan American Games 

in LIMA 2019 
in 16 Months

Slides by Raúl Eyzaguirre former head of VDC at COSAPI
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Client Objectives
Lima hosted the Pan American Games and 
needed Olympic-level sports facilities
National and international relevance
+1,800 athletes in 39 sports
33 countries

Legacy for Peruvian Sports Federations

CO

PO

ICE

PPMVIA
M

et
ric

s
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Project Objectives
Main venue for the Games
Fast Track, Design-Procurement-Construction
97,000 m2 constructed area
150M+ USD

16 Months
(NO TIME 

EXTENSION)

Reputation

Penalties

CO

PO

ICE

PPMVIA
M

et
ric

s
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ICE
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ICE

+ 50 ICE sessions in 10 weeks

+ 15 Critical issues solved per 2-hour session 

+ 10 Team members involved (architects, project managers, BIM 
consultants, design subcontractors)

CO
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ICE

PPMVIA
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BIM
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BIM
BIM developed for schematic design (LoD 200), 
design development (LoD 300), 
and “Issued for Construction” (LoD 350), 
taken to LoD 400 in the construction phase.

+ 60 models

+ 10 BIM uses implemented

+ + 3,000 Issues solved during design, no construction impact

90% of project staff used BIM
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PPM
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PPM
Design developed in the UK and Peru simultaneously. Thus, focus was 
on designing a process where the information was updated in real 
time helped by the cloud, having reliable information to make 
decisions.

= 2 sessions to design the process collaboratively
+ 10 procedures developed to align all design participants

Daily meetings during the project kick-off to report progress and share 
obstacles.

+ 10 participants (design supervisors, design project managers, 
construction project managers, planner, BIM managers, 
procurement team)
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Metrics
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Designing and building Olympic-level sports facilities really fast

PO

ICE

VIA PPM

CO Have the sports facilities available for 1,800+ 
athletes from 33 countries to compete in 39 sports 

Design and build 97,000 m2 of multi-sport facilities 
in 16 months

Resolve all issues (750 in total)
Hold 2-hour ICE sessions each day for 10 weeks

Have CDE procedures that work 
across the UK and Peru
Co-develop procedures to use the 
CDE

Resolve all design conflicts 
before construction (3,000 in 
total)
60 discipline-level BIMs

CO

PO

ICE

PPMVIA
M

et
ric

s
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Global community of over 2,000 VDC-certified professionals
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Flywheel Concept – “Schwungrad”

https://en.wikipedia.org/wiki/Flywheel
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Robert A. Burgelman, Stanford Graduate School of Business

A Lesson from a Former Student about Strategic Dynamics:

Jim Collins, Turning the Flywheel, HarperCollins, 2019, page 5:

“As Stanford Graduate School of Business strategy professor Robert Burgelman once 
observed to a classroom full of students in 1982 (of which I was one), the greatest danger in 
business and life lies not in outright failure but in achieving success without understanding 
why you were successful in the first place. Burgelman’s insight kept pinging in my brain 
throughout my twenty-five years of research into the question of what makes great 
companies tick, especially in explaining why some companies fall from grace. When you 
deeply understand the underlying causal factors that give your flywheel its momentum, you 
can avoid Burgelman’s trap.”

Note: “Flywheel” is a good metaphor for developing a system of self-reinforcing strategic leadership activities that strengthens the 
company’s long-term ability to survive and thrive in its current product-market environment. In this course, such strategic leadership 
involves developing a “virtuous cycle.”
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Rick Kettner, The Flywheel Concept from Good To Great by Jim Collins, https://rickkettner.com/the-flywheel-concept/, March 9, 2021

The Amazon Flywheel

https://rickkettner.com/the-flywheel-concept/
https://rickkettner.com/the-flywheel-concept/
https://rickkettner.com/the-flywheel-concept/
https://rickkettner.com/the-flywheel-concept/
https://rickkettner.com/the-flywheel-concept/


ÆRLIGFAGLIG 
DYKTIG AMBISIØS

Sammen gjør vi en forskjell

Johnny Rimestad Sætre – Project developer
May 4th 2026

VDC-enabled Flywheels



Industrial projects: 
Where is the value created
for the clients?

$



Where do most costly
errors and 
misunderstandings occur?

!
!

!



Why is interface 
management a challenge?

The people planning, designing and installing 
buildings and plant equipment come from different 
companies and teams from two different industries!

• Different workflows

• Different technology

• Different skillsets

• Different collaboration approaches

• Not assigned to the project at the same time

• Often no direct interaction

• Often no project target alignment 
 (buildability vs. factory operations)

 Out of sync



The Solution: 
InterfaceBIM

Simplified
geometry

Location for  
connection

points

3D layout Utility
requirementsInterfaceBIM



Flywheel: InterfaceBIM Which enables our
project team to create a 

high-performing
industrial plant, for the

right budget, with a 
reliably short time to 

market 

Which enhances our
InterfaceBIM library for 
use on future projects

Which allows us to 
integrate layout, utility

requirements, 
connection points, and 

plant equipment
geometry into one BIM 

file

Which creates a highly
integrated design with
plant equipment, MEP, 
and building systems, 
and provides a visual 

interface to structured 
data

Which allows designers, 
contractors, PMs, and 

Operations Managers to 
see the detail and big

picture and have 
predictability on what’s

being built

Which eliminates
misunderstandings, 

reduces design errors
and rework on site, and 

leads to confident
decision-making



Outcomes for the project owner
1. Factory operations 100% on day one

2. Project cost reduced (10% budget contingency unused)

3. One of the most complex designs and systems for poultry processing
delivered on time

4. Design duration in detailed MEP design reduced (from 7 to 6 months)

5. Balancing hot water systems in testing stage reduced by 50%

InterfaceBIM development outcome
1. InterfaceBIM concept deployed on 6 projects across industrial projects

(battery factory, fish farming, medical equipment, data centers)

2. Provides competetive edge and better tool for Interface Managment



EXPO 2027 COMPLEX & 
NATIONAL FOOTBALL 
STADIUM COMPLEX

PROJECT EVOLUTION 
UNLOCKING THE POTENTIAL 

LINEAR INFRASTRUCTURE PROJECT
BIM COORDINATION (Models, Clash, Quantities)1 DATA 

TRUST

EXPO 2027 COMPLEX & STADIUM – PHASE 1
4D SIMULATION, PROGRESS TRACKING, DASHBOARDS2 PLANNING 

& CONTROL

FULL EXPO 2027 COMPLEX DEVELOPMENT
5D ESTIMATION, COST INTEGRATION, 
IPC CONFIRMATION, SUPERVISION APPROVALS

3 PRODUCTION 
& STABILITY

BELGRADE AQUARIUM PROJECT
DOC. EXCHANGE & APPROVALS, 
ISSUE MNGM., BI & AI INSIGHTS

4
FULL COLLABORATION 
AI INSIGHTS 
CONTINUOUS 
IMPROVEMENT

DATA-DRIVEN PROJECT MANAGEMENT EXPO 2027 PROGRAM 
MATURITY JOURNEY MANAGED BY SERBIAN BUILDING DIRECTORATE

Powered by:



DATA-DRIVEN PROJECT MANAGEMENT EXPO 2027 PROGRAM 
MATURITY JOURNEY MANAGED BY SERBIAN BUILDING DIRECTORATE

Powered by:
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Submittal review is one of the most important and “fun” 
processes for project engineers in the US 

Work by Bochen Zhang in collaboration with Mortenson



Copyright  2026

Not to worry! There is AI!

Work by Bochen Zhang in collaboration with Mortenson

Automate 
submittal 
review with AI
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Work-in-process submittals throughout the project timeline

01/26/2023 (max total 247 open 
submittals)

155 submittals 
created before the 
start of the project
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Yes, there is AI … but not for submittal review

Work by Bochen Zhang in collaboration with Mortenson

Support the management of the submittal process
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Flywheel: 
Submittal review process

Which allows us 
to process 

submittals in a 
timely manner

Which gives us
reliable 

submittal
planning data

Which turns 
submittal time-

stamps into
production data

Which leads to 
visibility of the 

Work-In-
Process (WIP)

Which enhances
the understanding

of the review
process behavior

Which
prioritizes

release of the
right submittals

Which 
shortens 

cycle times



Välkomna till oss!

Max Tran



The challenge:
Reduce design 
and construction 
cost by 30%

2023 2024 2025

 

 _____

Construction cost Construction cost index *Source: 
SCB CCI

Construction cost index +7%*
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2026-05-06Resona 40

Decision
Yes

Decision
Yes

Workshop Resona | mini-metrics of approved ONE-Solution ideas

Should we have digital locks?
Should the windowsill 
be modelled 10 mm 
shorter than the window 
opening?



World Class Project - VDC

Copyright

Lidl Example – Optimization Mechanical Room

41

• Second floor
• 297 m2

• Second floor
• 86 m2 (-71%)



World Class Project - VDC

Copyright

Lidl Example – Ventilation System

42

• Complicated system
• 6 fire dampers (12’000 €)
• 8 heat exchangers (8’000 €)

• Simple system
• 1 fire damper (2’000 €)
• 4 heat exchangers (4’000 €)



ONE Design Process

Schematic Design Design 
Development

Construction 
Documentation

6 months

Before

After

Construction 
Documentation
(Master BIM)

18 5.5 months
Design time (- 69 %)

12 of 708
Revised decisions (1.7 %)

6 3 months
Permit lead time (- 50 %)

~10  2.2 days
Average decision latency (- 78 %)



Resona One Solution
Implemented solutions

ONE CONTRACT 
TEMPLATE

ONE WALLTYPE

37 -> 1 (-97 %) 27 -> 13 (-52 %)

ONE DECISION 
ARENA

Chaos -> ONE Arena



ONE noise requirement

360 type of windows 60 type of windows



ONE type of screw

Screws & nails Screws



Number of questions: 150-200
Decision latency: 1.1 days
Decision variance: 1-5 days 

Before
Number of questions: 500-800
Decision speed (latency): 9.5 days
Decision variance: 1-16 weeks

Today

ONE Decision Process



ONE Question to improve communication

1 Questions
(The Law of Least Resistance)

2 Answers
(The Law of Uncertainty 
Reduction)

3 Decisions
(The Wisdom
of The Crowd)

Question Rose



ONE Question example

Current practice
Avstånd överkant hål fönster och underkant ovanliggande bjälklag 
är på en mycket stor del av fönstren 190 mm. Övriga mått: 
Våningshöjd 2500 mm, bröstningshöjd 600 mm, hålmått fönster 
1710 mm.(Se bifogad bild) 

Enligt "projekteringshandbok Arkitekt" sid.27 så är minsta mått 
mellan hål och överkant vägg 300 mm. Detta tolkar jag som att 
avståndet hål och u.k. bjälklag ska vara min 300 mm.
Måttet 300 mm står också som minimimått på sid. 10 i "Guide 
prefab betongstommar. 

Är det något problem eller fungerar det som det är ritat nu, d.v.s. 
190 mm mellan fönsterhål och u.k. bjälklag? Om det fungerar, har 
det några fördyrande konsekvenser för produktionen såsom dyrare 
att producera, transportera eller montera j.m.f. om det hade varit 
300 mm ovanför hål?

Q-Rose Practice
Kan vi ha 190 mm betong mellan överkant 
fönster och takbjälklag?



Sollentuna

Ritorp, Solna

Aspudden

ONE MasterBIM
Projektspecifik 

projektering

MasterBIM
v.01

2. Ritorp
Solna

MasterBIM
v.02

3. Aspudden

MasterBIM 
v.03

Projekt X

1. Trollvagnarna
Sollentuna



Radical Procurement Results

Contract prices compared to budget

Ventilation
-10 %

Plumbing
-20 %

Electrical
-30 %

Cost – 20 %
Average cost reduction



… a new project starts 
with the latest and best 
possible Master BIM … 

… which reduces 
owner variabilities … 

… which becomes the basis 
for the contract with the 

winning GC … 

… and supports the project team in 
delivering a new store faster and at 
lower cost than before so that …

… the lessons learned on 
projects are valuable and 
improve the Master BIM so 
that …

Flywheel to keep improving cost and schedule of new stores

Jim Collins, Turning the Flywheel: A 
Monograph to Accompany Good to Great



From Many to ONE-Solution
Turning Complexity into Simplicity in Construction



18,200 m2 library constructed in 12 months with 30,000 students around

Omar Alfaro, Project Manager and Head of 
Integrated Project Division for COSAPI

About 100 key project staff co-located on site
24 of them VDC-certified



Improvements over three projects with VDC

Project duration reduced by 67%. Installation of precast slabs shortened by 73% per bay. 
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6.5.2026
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Severi Särkilahti
Development Manager

Teemu Saarinen
Design Manager

”The Finnish VDC-guys”
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Akseli alliance project information
Client
• Metropolitan Area Transport Ltd 

(Pääkaupunkiseudun 
Kaupunkiliikenne Oy)

Design team
• Lead designer, architecture and interior 

design:
Arkkitehtityöhuone APRT Oy

• Structural, track, fire, yard, signalling, 
life cycle and geotechnical planning : 
Sweco Finland Oy

• HVAC, sprinkler and energy: 
Rejlers Rakentaminen Oy

Alliance partners 
• Track installation, track electrics, foundations 

and cicular economy: Kreate Oy
• Frame structures: Lujabetoni Oy 

Contract type and target cost:
• Alliance contract

• Target cost 282,4 M€ 

Contractor
• Skanska Infra Oy
• Skanska Talonrakennus Oy

Size
• Approx. 41 000 m2

• Approx. 5,3 km of track 6.5.2026
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Things were not running smoothly at the start…



61
We flew in a 
Norweagian to help…
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Two weekly rhythms
side by side

6.5.2026

OLD NEW

6.5.2026

No meetings / 
other projectsMeetings

WorkshopsProject status

Scheduling & 
coordination
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Organizing ICE-days

Solving topics 
efficiently and multi-

disciplinarily

Reflecting on the 
solutions and the 

big picture together

Sharing information 
about the topics to be 
solved during the day 

with everyone
Introduction to today's ICE sessions

2.1 2.2 2.3…

3.1 3.2 3.3…

1.3…

4.1 4.2 4.3…

Reflecting on the ICE sessions

10-11

12-13

13-14

14-15

1.21.1
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6.5.2026

ICE-days and agendas are in Monday.com



All design tasks are in Monday.com
 no more email silos



ICE topics via ICE form
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How do we plan great ICE days?

6.5.2026
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6.5.2026

Three levels of 
problem-solving?

1. Problems that can be solved by 1 
person or a small team (task-
management)

2. Problems that need
multidiciplinary coordination (ICE)

3. Big topics that need a formal
decision (decision-making)



69

Key takeaways
from the VDC 

course

1. Confirmed that our current
project practices already align
well with VDC-priciples

2. Valuable networking
3. Strengthened understanding

of PPM 
4. Clearer view of how

client/project objectives link
with different VDC elements
and metrics



ICE VIA / BIMPPM
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Client Objectives are always taken into account in 
decision-making

6.5.2026 Koskelan varikko
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Issues are solved reliably in about 14 days

6.5.2026
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% of issues drops slightly as the number of 
participants in an ICE session increases

6.5.2026
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What are the trends across 1,000+ ICE sessions?
Planning/design coordination decreases over time
• Early in the timeline, a lot of sessions focus on basic design coordination and technical alignment such as 

structures, foundations, drainage, interfaces, and general design-phase problem solving. Later on, these topics 
appear less frequently, which suggests the project has moved past the most intensive early coordination phase. 

Execution / production support increases as the timeline progresses
• The sessions shift more toward implementation-oriented topics such as production support, site logistics, schedule 

coordination, practical execution decisions, and worksite operations. That looks like a clear increase
Carbon, BREEAM, and environmental themes increase
• Topics related to BREEAM and environmental monitoring become much more common later in the project. These 

seem to move from occasional topics into a more recurring and structured theme. 
Digitalization / information management increases
• There is also a noticeable increase in sessions around metrics and data/information management. Digital steering 

and data-driven project control become more visible over time. 
Quality, safety, and operational control topics increase
• Later sessions include more on quality management, safety observations, risk handling, implementation controls, 

and operational routines. That suggests the project is moving from “how should we design this?” toward “how do 
we control and deliver this well in practice

Commissioning / handover readiness begins to rise
• There is now more emphasis on use-phase preparation, maintenance, handover-related planning, and operational 

functionality. That indicates gradual movement toward later delivery-stage readiness.
6.5.2026
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The VDC Playbook for Relentless Performance
Client

Objectives

Project
Objectives

Integrated
Concurrent 
Engineering

(ICE)

Visualization
Integrated Information

Automation
(VIA)

Project
Production 

Management 
(PPM)

InterfaceBIM
Master-BIM
Multi-disciplinary BIM
Product-process simplification

Consistent decision process
AI-supported submittal review

Consistent ICE sessions
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Everyone wants to deliver great projects with a great team
delivers high-
performing 
buildings reliably

attracts good 
employees
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Flywheel to create high-performing buildings with VDC
delivers high-
performing 
buildings reliably

keeps improving the 
knowledge base of 
the company

attracts good 
employees

are comfortable 
defining ambitious 
quantitative 
performance 
criteria for buildings

leads to the 
deployment of 
the right team 

defines and and 
applies the best work 
methods and  
production processes

which

which

whichwhich

which

which
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Flywheel to create high-performing buildings with VDC
delivers high-
performing 
buildings reliably

keeps improving the 
knowledge base of 
the company

attracts good 
employees

are comfortable 
defining ambitious 
quantitative 
performance 
criteria for buildings

leads to the 
deployment of 
the right team 

defines and and 
applies the best work 
methods and  
production processes

which

which

whichwhich

which

which

Client Objectives
Project Objectives

Client Objectives (CO)
Project Objectives (PO)

PPM, ICE, VIA

CO, PO, 
PPM, ICE, VIA
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