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Our Lean Journey 
 

“our story so far and 
what next!” 

 
Derek Drysdale 





Relentless search 

for perfection! 







Our Philosophy  

The Client must engage with the Supply Chain to  

achieve continuous improvement! 

http://www.amazon.co.uk/gp/reader/0684819767/ref=sib_dp_pt#reader-link


Defining Lean Thinking? 

Principles now adopted world-wide in a variety of industries 
and professions 

PULL 

FLOW 

VALUE STREAM 

CUSTOMER 
VALUE 

Understanding and agreeing exactly 
what your customer needs 

Understanding all your processes 

Pulling value through the chain 

Smoothing the flow 

Continuing to attack waste PERFECTION 
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8 Wastes – Definitions 

Transportation   moving materials from stores to work site  

Inventory   stock piling of aggregates or imported fill 

Motion   double handling materials  

Waiting   a gang waiting for instructions or materials 

Over-Production    completed surfacing too early which   
  could then get damaged 

Over-Processing   over complex capture of financial information that  
  nobody then uses 

Defects/Rejects/  resources wasted in doing it again 

Rework    design changes causing re-work loops 

Skills-Misuse   supervisor acting as a ‘banks-man’ 



The Human Organism? 



The three stakeholders of Lean 

What’s in it for 
me and respect 
for individuals 
ENGAGEMENT! 

Highest 
satisfaction 

of needs 

Total 
elimination of  
waste (Speed, 
Precision and 

Cost) 

For Lean to achieve sustained success, all 
three of these Stakeholders must feel the 

benefit 

CUSTOMER 

EMPLOYEE ORGANISATION 



 



 





Smart Motorway 



A lean journey – only just begun 
Pressure on operating/ maintenance costs 

 



3500 Staff 

3.5bn Euro annual spend on the Network 

20 – 30% Budget reduction targets 

£120m Efficiencies to date 





Highways Agency Lean Deployment 

HA Business Maintenance 

Major Projects 
SMART 
Motorways 



Improvement 
Engine 

Lean Deployment Strategy 

Leadership & 
Engagement 

Developing 
Capability 

Sustainability 

Lean 
Deployment 

Highways Agency invests $3m per 

annum in developing our supply chain 

in lean thinking 



Creating the right Environment 

• Contractual incentives – ‘traditional or 
adversarial’ contracts don’t work!  

• Develop relationships which are collaborative 

• Strive to become an  ‘’Intelligent Client 
– Engage with all levels of the supply chain 

– Understand the cost base 

– Measure Performance  

– Rewards which incentivise continuous 
improvement 



 

                

Alan Cook 6 Golden Rules 

Articulate and demonstrate the need clearly 

Senior level sponsorship is vital 

Get key opinion formers onside 

Learn how to do Lean properly 

Become self-sufficient in Lean 

Use Lean as a staff engagement tool not just for 

eliminating waste 
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RECOGNISE 

OPPORTUNITIES 

CONTROL    ANALYSE   MEASURE      DEFINE TRANSFER    IMPROVE 

Tools and 

Techniques 

  

 The Improvement Engine 

Lean – doing the right thing the right way 



Strong Leadership for 

a Continuous Improvement culture 

Assessment of Lean Maturity 

Lean Deployment Strategy 

Collaborative Planning Visual Management Problem Solving Benefits Realisation 

People 

Knowledge Transfer BIM? 

? 
The HA Strategy for deploying 

Lean – how can BIM help? 



HA 

team 
HA 

team 

HA 

team 
HA 

team 

Supply Chain 

Secondees 

Lean Practitioners 

[HA and Supply Chain} 

Lean Improvement 

Community 

Lean 

Improvement 

Champions 

Project  

Managers 

Supply Chain 

Business 

Improvement 

Directors 

Senior Leaders 

Maintenance 

Community 

Lean teams 

Specialist 

Consultants  

In Lean  

Construction 



Visual  

Management 

Lean Sigma 

5 S 

CI Cells 

Community 

Benefits  

Framework 

HALMAT 

Lean in the  

Highways 

Agency! 

Community 
Contracts 

& 

Feedback 

Tracking 

Lean  

Projects 

Knowledge 

transfer 
Collaborative 

Planning 
Making it all fit together! 



• Understand 
concepts 

• Able to use a range 
of  lean tools 

• Understand the 
DMAICT approach, 
Collaborative 
Planning and Visual 
Management 

• Able to lead Lean 
Projects 

• Apply learning on 
own project during 
the training 

• Receive attendance 
certificate 

• Receive certificate 
of competence on 
completion of 
project 
 

• Understand 
concepts Able to 
use a range of Lean 
Sigma data analysis 
tools  

• Able to lead  more 
complex Projects 

• Able to train to Lean 
Practitioner level 

• Apply learning on 
delegates own HA 
project Green Belt 
‘accreditation’ by 
Black Belt following 
pass of examination, 
completion of GB 
project  & 
production of 
Knowledge Transfer 
Pack 

Highways Agency 
Development Route Map 

Basic Lean 
Awareness 

3 days – 1 module 

• Understand 
concepts and 
language of lean 

• Deliver simple 
projects with 
initial support 

• Understand lean 
philosophy 

• Start to 
challenge waste 

• Receive 
attainment 
certificate on 
passing test at 
end of module 

Lean 
Practitioner 

6 days –2 modules 

A multiple stage approach to meet 
individual development needs 

4 days – 1 module 

Advanced  
Practitioner 

4 days –  1 module 

• Understand 
concepts .  Able to 
use the full range of 
Lean Sigma tools – 
including data 
analysis. 

• Able to lead 
complex Lean and 
Six Sigma Projects 

• Have the 
foundations to train 
to Green Belt Black 
Belt ‘accreditation’ 
by Master Black Belt 
following pass of 
examination, 
completion of Black 
Belt project 
production of 
Knowledge Transfer 
Pack and review 
with Master Black 
Belt 

Master 
Practitioner 

Lean 
Foundation 

• Experience of 

Lean using 

practical 

exercises 

• insight into how 

Lean thinking can 

be applied to 

your own 

processes 

• To describe the 

Agency’s 

approach to Lean 

Deployment 

• Understand Lean 

principles and 

some of the basic 

tools 

1 day – 1 module 

+ 
+ 

+ 



Collaborative Planning  



Collaborative Planning in the 
Supply Chain 



The route map to a Lean Highways 

Agency and our Supply Chain 

Unconscious 
Incompetence 

Conscious 
Incompetence 

Conscious 
Competence 

Unconscious 
Competence 

Organisational Lean maturity; 

applying the 4 stage competence model 

2015          2020 2009             2013              

Step change 



0 = Lean not yet introduced 

1 = Improvement in patches of the organisation 

2 = Lean is aligned to organisational strategy  

3 = Organisation plus supply chain engaged in Lean  

4 = Organisation is very mature 

 and striving towards perfection 

 

0 

4 



In 2012/13 the following organisations 

 underwent the  HALMAT process 
(Highways Agency Lean Maturity Assessment Toolkit) 

21 

Supply chain 

Organisations  

6 

Major Projects 

6 

Maintenance 

7 

Consultants 

2 

Category 

Management 

OF WHICH 

Range 

1.28 - 2.40 

Average 

1.83 

Range 

1.25 – 1.87 

Average 

1.57 

Range 

1.31 – 2.43 

Average 

1.82 

Group needs to be  

larger before  

range and average  

can be  

provided 

No category  

Management  

Assessments 

In 2011/12 

Range 1.97 - 2.63 

2011-12 

2012-13 Range 1.31 – 2.3 Range 1.53 – 2.41 

Average 2.39 Average 1.95 Average 1.93 



Lean Maturity Route Map 

2009 2012 2016 2020 
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Unconscious 

Incompetence 

Conscious 

Incompetence 

Conscious 

Competence 

Unconscious 

Competence 

HALMAT will provide the maturity assessment mechanism 



Lean Programme Governance 

Status Report 



Some Examples 



Knowledge Transfer 

• Lean practitioners develop a knowledge transfer pack 
to capture lessons learned and ensure benefits can 
be applied to other schemes. 



 



Collaborative Planning 

• Collaborative Planning is a technique that can reduce 
idle ‘float’ time on a project. 
 

• This results in a more efficient programme, which 
can bring significant savings. 
 

• Successfully used at Bidston Moss and M40 J15 



Production 
Commitment  

Production 
Measurement 

Constraint Analysis 

Work Structuring  

SPS|PM Implementation Process 

BMV Initial Implementation to date 

Performance improvement 
opportunity is usually 
 between 10 – 40% 

BMV to be…. 



Reliability & Reasons 

Design: 

Construction 



Visual Management 

• An easy two-way 
communication tool for 
workforce and management. 

 

• Placed in a prominent 
location and updated 
regularly. 





Lean Sigma Project 

STDev 15.667 

The high variation in 
cycle time is attributed 
to a number of things: 
•Haul distance 
•Break downs 
•Delays and disruptions 
on haul route. 
 

Further observe and 
analysis is needed to 
narrow down the cause 
of variation. 

October 5 

Total Truck Time October 5 

4.2 Earthworks Process Implementation 
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Motorway Communications Ducting  





• Delivery of measurable 
efficiency improvements 
• Time compression /Cost 
• Safety 
• Carbon 

• Significant industry shift 
towards continuous 
improvement 

• Develop industry capability using  
 lean thinking ( Adapted Toyota Production 

Model) 

Our Vision 

Image Credit:  http://www.flickr.com/people/bb_matt 



What next? 2025 

Collaboration 

 

Construction = 

Production 





Changing 
Behaviours! 



What next other than more of it? 

• Focus on value especially from design ( products) 

• Improving all our processes 

• Customer experience 

• Shorter faster roadwork's – a challenge to us! 

• Synchronizing decision making at the work face? 

• BIM and lean 

• What else? 

 



Thank You 
 

More Information & Contact details 
 
 

Image Credit:  http://www.flickr.com/people/29890539@N07/ 

http://www.highways.gov.uk/specialist-
information/lean-improvement/ 

http://leanconstruction.org.uk/# 

Lean Construction Institute UK 

http://www.highways.gov.uk/specialist-information/lean-improvement/
http://www.highways.gov.uk/specialist-information/lean-improvement/
http://www.highways.gov.uk/specialist-information/lean-improvement/
http://www.highways.gov.uk/specialist-information/lean-improvement/
http://www.highways.gov.uk/specialist-information/lean-improvement/
http://leanconstruction.org.uk/

