
From Transaction to Enterprise: 

Lean at National Highways

Date: 2nd, 3rd June 2024
Presented by Stephen Williams and Paul Ebbs



Stephen Williams Lean Journey

Date: 2nd, 3rd June 2024
Presented by Stephen Williams and Paul Ebbs



SMP ALLIANCE STRATEGY 2022-25

WHO WE ARE

Stephen Williams

Construction, Highways and Civil Engineering

2022 2024

Public Sector
Private Sector

Royal Statistical Society 

Certified ISO 18404

Lean Leader

2017

Lean 

Practitioner 

Certificate

CMIOSH

1995

Higher National 

Diploma

 Civil 

Engineering 

2003

Post 

Graduate 

Diploma 

City and Guilds

1977

Farmer

Highways 

Forman

Site 

Engineer

Construction 

Manger

Project 

Manager H&S 

Manager 

/Team 

Leader

Lean 

Practitioner Senior Lean 

Expert

Lean Area 

Manager

National HighwaysHighways AgencyLocal Authority and Private Sector

Construction 

Design and 

Management 

Coordinator 

(CDMC)

2002



Paul Ebbs Lean Journey

Date: 2nd, 3rd June 2024
Presented by Stephen Williams and Paul Ebbs



SMP ALLIANCE STRATEGY 2022-25

WHO WE ARE

Paul Ebbs ² Lean Organisations & Background
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WHO WE ARE

Paul Ebbs ² Publications

2015 2017 2018 2018

2019
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WHO WE ARE

National Highways
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We started 

delivering customer 
needs by building 
and maintaining the 

necessary 
infrastructure 

We developed our 

capabilities to operate 
our network in order 
to optimise its 

capacity

We will deliver 

safe and 

reliable 

journeys
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EFFICIENT DELIVERY

National Highways

Road Investment Strategy (RIS2 2020 ² 2025 Efficiency KPI)

Post Efficient RIS2 funding = £27.5B

ü Our primaryefficiency (£2.11B)is achieved by delivering our agreed outputs (on time and within 

budget)

Our Lean Contribution

ü Our Lean EfficiencyTarget = £350m /Using secondaryevidence we want tosee at least 

£350m generated fromthe use of Lean toolsand methodology.

Progress to date ?

üOur current progress Year 4= £1.344B / £124m betteragainst the year 4 target of£1.22B

üWe areforecasting £2.17B by March 2025 which ifachieved is £63m over
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2007

Nichols

Review

HALMAT (Highways 

Agency Lean Maturity 

Assessment Toolkit

introduced

2012

2009

20132010

First Supply Chain

Secondees join team

Highways 

Agency 

Lean team

formed

Exec agrees to

Lean Deployment across

business

Lean Strategy/Deployment 

Plan/Lean Contribution Plan

Agreed with CEO

Commitment to delivery of 70K hours saved

OUR LEAN JOURNEY: 2007 to 2015

National Highways
2015 - 2020 £250m Efficiency Target Set

2015

Highways England 

Lean Maturity 

Assessment 

(HELMA) is developed 

including independent 

moderator role.

Lean in 

contracts

1000t project delivers 

major improvement in 

pavement productivity

2016

2018

2017

Performance Cell 

training across 

areas of the 

business

Collaborative Planning & 

Visual Performance 

Management Standards 

Introduced
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2019 2020

Covid 19 Pandemic starts

Development of LCI-UK 

Lean Capability 

Development Programme 

(LCDP)

Lean awareness and 

advocate training 

rolled out

OUR LEAN JOURNEY: 2015 to 2020

National Highways

Lean in Contracts 

(Alliancing)

2015 ï 2020 Achieved: £292m Enabled Efficiency 

HELMA average score improvement from 1.0 to 2.0

2021

Scheme Visits

(61 recorded]

Internal 

Highways 

Excellence Lean 

Maturity 

Assessment 

(HELMA)

Lean 

Community 

Workshops

2022 2023

PPC 

Implementation

Collaborative Planning & 

Visual Performance 

Management Standards and 

Assessments updated

ISO 18404 

Practitioners

and Leaders

IPD Research and 

Investigation

New Highways 

Excellence 

Maturity 

Assessment

Alliance Make-Ready 

Planning & Direct 

Work Observations 

2024

Supporting schemes 

through visits and 

collaboration

Lean and IPD: 

Developing 

our future 

contracts

Productivity

Dashboard

and suppler 

App

Scheme 

Collaborative 

Planning and 

Visual 

Management 

Assessment

Make-Ready 

Planning & Direct 

Work Observations 

Pilot IPD Contracts

Promoting Left Shift 

Thinking
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HELMA

Developing Lean Maturity across the Supply Chain

Highways

Excellence

Lean 

Maturity

Assessment
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HELMA

10 Topics

1. Integration of Lean in Business Strategy

2. Lean Leadership & Engagement

3. Deployment Management & Lean Infrastructure

4. Voice of the Customer

5. Value Streams & Processes

6. Methodologies & Tools

7. Competencies & Capabilities across the Organisation

8. Performance Improvement & Delivery of Outcomes

9. Continuous Improvement Culture

10.Supplier Engagement
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NEW 
2024 

HELMA

HELMA

Average Scores since 2015

?
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ISO 18404: A Model 
for Lean 

Transformation in an 
AllianceQueue

ahead

40 40 40 40

Slow vehicle 
joining ahead

X505050
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WHAT

Alliance Lean Contract Requirements

1

Deliver 
successful 
schemes

2

Generating 
tangible 
benefits

3

Safe and 
customer 
focused

4

Learning and 
sharing good 

practice

5

Visible lean 
leadership

6

Visible and 
proactive 

adoption of 
innovative 
working 
methods

7

Visible 
metrics & 
production 

data

8

Engagement 
and 

embracing 
lean

9

Strategy 
Deployment
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WHAT

Lean Transformation

1

Capability

2

Culture

3

Continuous 
Improvement

Leadership lead lean 

deployment
Lean skills & deployment 

across the organisation

Tangible benefits being 

realised
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Clarity of Roadmap & Lean Concepts

ISO 18404

V Only international standard in lean & six sigma 
published in 2015 with 3 main components

1. Strategy
2. Architecture
3. Continuous Improvement

V 2019 - Gilbert & Goode (Cornish Social Housing 
Provider) certified

V 2021 - Balfour Beatty (UK Highways) certified

V 2024 - SMP Alliance certified
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WHAT

Creative Thinking Exercise - Example
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Red - what do you feel about lean transformation in construction? 

Purple - how would construction sector customers feel if every project 
embedded lean thinking into delivery?

White - what do we know about lean transformations?

Green - what ideas do you have to make lean transformation the norm in the 
construction sector?

Yellow - what are the key points to build on?

Blue - summarise the key points on blue post-its 

Black - what concerns have you got? 

- What are there likely cause(s)? 

                     - What are the countermeasures to address them?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Red - what do you feel about lean transformation in construction? 

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V Good

V Important/necessary

V Ambitious

V Excited

V Lonely/difficult
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Purple - how would construction sector customers feel if every project 
embedded lean thinking into delivery?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V Happy

V Curious

V Less worried

V Better outputs
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

White - what do we know about lean transformations?

?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V It takes time

V Good examples exist

V Practice required

V Culture/mindset change required
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Green - what ideas do you have to make lean transformation the norm in the 
construction sector?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V Needs direction and measurement

V Headspace to innovate required

V Training/coaching

V Top down & bottom up

V Do lean basics well
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Yellow - what are the key points to build on?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V Education & mentoring

V Communication, collaboration & trust

V Creating shared understanding 

V Providing feedback

V Small steps and wins
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Blue - summarise the key points on blue post-its 

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.

V Huge opportunity

V Win-win strategies

V People & culture

V Start something now
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WHAT

Creative Thinking Exercise

V What are the key elements required for lean transformation in the 
construction sector?

Black - what concerns have you got? 

- What are there likely cause(s)? 

                     - What are the countermeasures to address them?

Index Competency
Performance 

criteria

Suggested evidence 

of understanding the 

competency

Suggested evidence of 

applying the 

competency

Suggested evidence 

of managing the 

competency

Suggested evidence 

of training the 

competency

5 Creativity thinking.

Understands the need 

to apply creative 

thinking approaches to 

pursue Lean 

objectives.

Describes the different 

thinking modes 

(e.g.creative and 

analytical).

Evidence  of use of this 

approach.
Not applicable

Trains others in creativity 

thinking approaches.
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WHAT

4 Themes for successful lean transformations

* Business as Usual

1. Organisational Structure 

V a supportive business model required 

2. Clarity of Roadmaps & Lean Concepts 

V need clarity on both before the critical mass 

will adopt lean

3. Lean Leadership & Community of Practice

V senior leadership participation required and 

lean philosophy comes before the tools

4. Change by Force & Lean as BAU* 

Vmoving to clients specifying lean, training, 

coaching and the use of lean principles as the 

norm
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Theme 1 Menti Question:

 

How can you create the right 

organisational structure for lean 

transformation on your project?

Menti
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Theme 2 Menti Question:

 

How can we create a roadmap & 

understanding of lean concepts on your 

project?

Menti
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Theme 3 Question:

 

How can we create lean leadership & 

create a community of lean 

practitioners on your project?

Menti
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Theme 4 Question:

 

How can you ensure lean becomes 

business as usual on your projects?

Menti
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Theme 1: 

Organisational Structure
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Organisational Structure

7 Alliance Partners & Diverse Supply Network
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Organisational Structure

Vision, Mission, Outcomes & Values
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Organisational Structure

Commercial Terms

National Highways will pay Alliance Partners a fee to manage and deliver the Smart Motorway Programme. Full recovery 

of Partner Fee is subject to performance against the Alliance Objectives. 

Budget

Goals

Base

P
a
rt

n
e

r 
F

e
e

75% of 

remaining Fee

25% of 

remaining Fee

50% Business 

Overhead

F
e

e
 a

t 
ri

s
k

G
u
a

ra
n
te

e
d

Paid in full if the collective Alliance out-

turn is equal to or less than Alliance 
budget.

Paid in full if the Alliance collectively 

achieve its safety, customer and 
delivery objectives.

Paid to allow partners to recover a portion 

of business overheads. 



SMP ALLIANCE STRATEGY 2022-25

Organisational Structure

Tender Commitments

Leading / 

Lagging

Strategic 

Alignment
Ref Performance Measure Description

Achievement 

Definition
Methodology

Frequency of 

Reporting

Target 

Commentary
A M J J A S O N D J F M Total % of Target Score

Leading Tender 

Commitment 

14 Tender Commitment 

(Ref#145)

By end March 2024: We will 

target accreditation against BS 

ISO18404:2015 for Lean

As per 

description

Sum of milestone 

achievement

Milestone delivery achieved by Q4 4 4 3.33%

Total Score 0.0 0.0 12.0 0.0 0.0 36.0 0.0 0.0 40.0 0.0 0.0 32.0 120

Less than 50%

From 50% to 85%

From 85% to 100%

Alliance Customer 

Objective Score

Target Points

<60

60 - 102

>102

PERFORMANCE TABLE HEADINGS Target Scores

35 lean tender commitments to one
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Organisational Structure

Lean Production Steering Committee
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Theme 1 Menti Question:

 

How can you create the right 

organisational structure for lean 

transformation on your project?

Menti
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Theme 2:

Clarity of Roadmaps & Lean 

Concepts
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Clarity of Roadmap & Lean Concepts

ISO 18404

V Only international standard in lean & six sigma 
published in 2015 with 3 main components

1. Strategy
2. Architecture
3. Continuous Improvement

V 2019 - Gilbert & Goode (Cornish Social Housing 
Provider) certified

V 2021 - Balfour Beatty (UK Highways) certified

V 2024 - SMP Alliance certified
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Clarity of Roadmap & Lean Concepts

18404 Normative to 9001
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Clarity of Roadmap & Lean Concepts

Single Page Lean Strategy
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Clarity of Roadmap & Lean Concepts

Developing our people ² ISO 18404 Lean Practitioner, Leader & Expert Cohorts
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Clarity of Roadmap & Lean Concepts

Excelling at our core lean tools and techniques ² The 8 Pre-Requisite Flows of Lean

1. Information

2. Equipment

3. Materials

4. People/Workers

5. Prior Activity

6. External Conditions

7. Safe Space

1. Physical 

2. Wellbeing

8. Shared Understanding

Colours represent 

the 8 flows use as 

post-its in the 

subsequent 

collaborative 

workshops

7 óHardô Flows

1 óSoftô Flow + (safe) space

(Bertelsen, Koskela et al.)

(Pasquire)
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Clarity of Roadmap & Lean Concepts

Excelling at our core lean tools and techniques ² Flow Walks (IRMA* 360)

*Integrated Risk Management Approach 
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Clarity of Roadmap & Lean Concepts

Excelling at our core lean tools and techniques ² IRMA 360 Output: NEAR* Mobilisation Workshop

*National Emergency Area Retrofit 


