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The way we define value in construction 
is changing. We can no longer afford 
to look at value merely in terms of 
lowest cost. Our definition – and the 
way we embed the concept into our 
procurement and delivery mechanisms 
– must be broadened. We must look 
beyond the lowest financial cost 
to the wider social, economic and 
environmental factors, and what’s more, 
we must consider them across the full 
investment lifecycle. 

Research by the Construction Innovation Hub 
has shown that many projects fail to realise 
their intended value. Even for projects that 
are delivered on time and on budget, the 
anticipated benefits do not always materialise. 

The infamous phrase of “race to the bottom” 
often circulates in times of economic 
uncertainty, where public sector budgets are 
under pressure and supply chains are fighting 
over a smaller pool of construction projects. 

This phrase refers to a competitive situation 
where a supplier attempts to undercut the 
competition’s prices by sacrificing quality 
standards. It can be all too tempting for clients 
to choose the cheapest option, but this does 
not necessarily afford suppliers the time to 
innovate, collaborate, push the boundaries and 
martial a project towards enhanced “value” 
across the asset’s life cycle. It could ultimately 
cost the client more money in the long term if 
the procurement process has not been able to 
distinguish this. 

Suppliers need to be able to put trust in 
the procurement process – they spend vast 
amounts of money and resource on innovation; 
as such they want the long term and added 
value that they can bring to be fairly assessed 
without the need for slashing price and 
therefore quality standards. Clients also need 

support from the industry to better prioritise 
and distinguish their key drivers, enabling 
appropriate weightings to be applied to what 
matters to them and their communities.

According to the Construction Innovation Hub, 
UK construction could soon be on the verge 
of a fundamental shift towards value-based 
decision making. The RICS, RIBA, CIOB, Social 
Value UK and the Construction Innovation Hub 
are launching a flagship initiative to develop a 
new industry-wide definition of value, offering 
a Toolkit and laying the ground-work for long 
awaited transformation.

So, why do projects sometimes fail to realise 
value? And can a value toolkit really be the 
turning point for the industry? 

Myself and 55 members of the Surrey 
Constructing Excellence Club put our heads 
together to get to the heart of these questions. 
The session started off with a presentation from 
the Construction Innovation Hub about the 
Value Toolkit initiative. Following this we split 
into five “round table” groups to discuss the 
subject further.

QUICK POLL 1:

1. Are you a...
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A Toolkit to Redefine Value 
At the heart of the movement to recognise 
value beyond cost sits the Value Toolkit. 
Created by the Construction Innovation Hub, 
the toolkit aims to help the construction 
industry better plan programmes and projects 
by creating a unique value profile. It gives a 
baseline against which informed decisions can 
be made, enabling organisations to get the 
best possible long-term outcomes and select 
a delivery model and commercial strategy that 
best meets their value drivers.

Example Project Value Profile 
Reference: The Construction Innovation Hub

The Industry view
The consensus from Surrey Constructing 
Excellence members was that the Toolkit was 
a positive change which could breed a culture 
of “value” within the DNA of the construction 
Industry. 

Value beyond cost was seen as an initiative 
for the future, with young talent in the industry 
increasingly motivated by value more than 
money, driven by the difference they can make 
to communities and on big issues like climate 
change, well-being, diversity and quality of life. 

It was also seen as an important tool to help 
focus the supply chain on value from the very 
start of a project. Too often when a project 
begins, it is already behind the ‘value curve’. 
This arises from the absence of collaboration 
between all parties at an early stage as to what 
the true value drivers of the project will be. 

By using The Value Toolkit, clients can engage 
their delivery teams from the outset, ensuring 
they are all working towards the same end 
game. They can ensure their procurement 
exercises are consistently weighted in favour 
of quality and value over cost, resulting in 
outcomes that could ultimately be cost saving 
over the long term.

QUICK POLL 2:

1. Do you agree that the industry needs 
to put more focus on Value Benefits 
(beyond lowest cost) when procuring? 
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“Businesses do 
business with people 
and organisations with 
strong values want 
to do business with 
other organisations 
with strong values.”

YES  
100%
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QUICK POLL 3:

1. Do you believe a consistent approach 
to value-based decision making will 
drive better outcomes across the 
construction industry?

Furthermore, it provides an impetus to create 
value through the whole life of a project, 
embedding it into the project ethos rather than 
making it a box ticking exercise. In the past, 
there have been concerns that ‘social value’ 
is not followed up – this toolkit would help 
organisations see value all the way through 
the process, promoting fairness and the widest 
benefit at every step. 

Crucially, delivery of value isn’t a change in 
policy. Value has always been important in 
construction. What we are aiming to change 
is our perception of value and our overall 
approach to realising it on projects. And there 
is no one size fits all.  What “value” will look and 
feel like will vary from project to project.

Encouraging value beyond 
cost in practice 
Undoubtedly, some areas of the supply chain 
are more enlightened than others in terms of 
assessing, identifying and engaging in value. 
For value beyond cost to be truly recognised, 
it must be driven at the highest levels, on the 
ground and in the boardroom.

SME’s with less resources may be
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SOCIAL VALUE
In recent years ‘social value’ has 
become more than a buzzword. 
With the recent release of the 
Construction Playbook and the 
Social Value Framework for 
Procurement, PPN 06/20, coming 
into effect, it is a concept that is 
here to stay. 

There are already a number of 
national frameworks, notably 
PAGABO, that recognise the 
importance of Social Value. Through 
their partnership with Social Value 
UK, they have developed industry 
leading initiatives to ensure projects 
are accountable for their impact on 
people, so that decisions are made 
to improve wellbeing, equality and 
the environment for everyone.

The calculation of the Social 
Profit associated with a project is 
increasing becoming a key indicator 
on viability. This is understandably 
so - the difference in Social Profit 
between design solutions can 
vary by millions of pounds over 
the legacy of an asset. Even if the 
upfront cost difference for the client 
is just a few thousand pounds. 

Nevertheless, huge challenges 
persist in its consistent adoption. 
The Value Toolkit is another arrow 
in our bow to encourage the 
supply chain to consider value, 
particularly social elements like 
diversity, inclusion, environmental 
protection, jobs and apprenticeships 
in everything we do. 
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concerned they will be less advantaged in 
the procurement process. But surely, we 
all have a responsibility to deliver buildings 
which maximise community impacts, minimise 
environmental impacts and improve the world 
we live in. If SME’s have clearer direction from 
clients and the procurement process, they will 
be assured enough to allocate resource to 
aligning their value ambitions.

Suppliers also need to build trust in the 
process and believe that clients will 
consistently hold them and others to account 
on value initiatives. It is all very well stipulating 
a requirement in a procurement exercise, 
but courage is needed from clients to follow 
through on commitments and offer a fair 
playing field to the supply chain. 

Initiatives like The Value Toolkit will not 
be effective without client buy-in. There is 
unsurprisingly some cynicism here – do clients 
want to change? Or do they want the ease of 
what is tried and tested and easily ticked off 
the list? Won’t financial departments always 
prioritise price over value? Will associated 
contractual risks cause legal headaches? 
How can multiple client departments see the 
full picture if they don’t fully understand the 
construction process? Will this all fall into the 
“too hard” category when timescales are tight?

As with all initiatives of this scale, an 
awareness and training programme for end 
users is essential. If we want to bring clients 
and the supply chain into alignment and 
fully behind the idea of value beyond cost, 
we must take them on the journey with us 
and improve collaboration between client 
departments to champion the initiative. Local 
authority attendees stressed the importance 
of involving council committee members in 
the development and briefing as they often 
drive the agenda for the projects. 

Overcoming our blockers 
As with any change programme there are 
blockers: the need for an entire industry to be 
progressive and embrace change. The desire 
to see ‘the proof in the pudding’ before making 

any change ourselves. The worry that it will 
all fall into the ‘too hard’ category and good 
intentions will go to waste. 

What’s important here is that we remember 
what we are aiming for. Not only a fairer and 
more transparent procurement process, or 
earlier engagement of the supply chain – 
but a fundamental shift in the perception of 
construction. As an industry that delivers value 
to the world we live in, rather than scaffolding, 
traffic jams and run of the mill buildings.  

A true value beyond cost process means 
a more robust brief, better change control, 
better KPIs (beyond cost and time), more focus 
on RIBA Stage 7 and objective realisation 
of benefits. It will ensure our projects are 
delivering what they intended to – value to 
everyone who helps to build and use them. 

QUICK POLL 4:

1. Do you think there is an increased 
contractual risk to your business in a 
procuring for value approach?

An evidence-based approach 
As with any initiative of this magnitude, 
the key to taking it from idea to reality is 
evidence. These kinds of changes require 
investment levels similar to bringing in new 
IT programmes and operational models. For 
things like The Value Toolkit to be effective, we 
must show that they work in practice. 
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The more we ‘show and tell’, the more widely 
accepted it will be that this approach is valid, 
that it works and it can make a difference. 

Without this evidence, value will continue to 
be an afterthought, considered at later stages 
of a project where it is often too late to realise 
it (or critical opportunities to derive value are 
missed). 

We need more evidence from live projects to 
show the approach to value beyond cost is 
working. It is easy for a procurement officer to 
say I have procured the cheapest solution – it 
is much more difficult to say, and prove, ‘I have 
procured the most ‘valuable’ solution’. Only by 
arming them with the tools they need to do 
this, will we make value beyond cost a reality.

QUICK POLL 5:

1. Value based procurement brings 
significant benefits to my business
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