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Hub Overview

Born out of the Construction Sector Deal, with £72 million from the UK Research and 
Innovation’s Industrial Strategy Challenge Fund, the Construction Innovation Hub’s 

mission is to be a catalyst for change.

The Hub is a core partner of UK Research & Innovation’s Transforming Construction 
Challenge (TCC) programme, which aims to transform the construction sector, enabling 

it to produce safe, healthy, efficient building using the latest digital manufacturing 
techniques.

Our transformative programme is structured around the four core themes of Value, 
Manufacturing, Assurance and Digital.



Overarching Aim

To drive better social, environmental and economic 
outcomes through value-based decision-making.

This means better outcomes from what we deliver and 
how we deliver it, leading to a more sustainable built 
environment and a more sustainable model for our 

industry.



Context



Why now: Pre-Pandemic

“Develop an industry wide definition of value”

“Embed ‘procure for value’ approach”



“Historically, pandemics have forced humans to 
break with the past and imagine their world anew. 

This one is no different. It is a portal, a gateway 
between one world and the next. We can choose to 

walk through it, dragging the carcasses of our 
prejudice and hatred, our avarice, our data banks and 
dead ideas, our dead rivers and smoky skies behind 

us. Or we can walk through lightly, with little luggage, 
ready to imagine another world. And ready to fight 

for it.”

Arundhati Roy, 2020

Why NOW: Post-Pandemic



And more significant policy on the way…



The problem



I want one of these, 
and I want it delivered 

as quickly and as 
cheaply as possible.

R
ace to the bottom

Current State:



I want children to 
learn, to feel safe and 
to care and respect 

people and the 
environment.

Desired State:

…and these are 
my constraints



Enter the Value Toolkit…



What is the Value Toolkit?
The overarching aim of the Value Toolkit is to drive better social, 
environmental and economic outcomes from the delivery and 
operation of the built environment.

It provides a structured approach to embedding value-based 
decision-making within projects, programmes and portfolios. 

By embracing the Value Toolkit we can make more balanced, more 
informed decisions, maximising the impact of our investment in the 
built environment. 

The Toolkit contains three core modules: 

Value 
Definition

Client & Market 
Approach

Evaluation &
Measurement



But what does it look like?

Process
A step by step 

approach to 
embedding value 
based decision 

making in projects 
and programmes

Tools
A suite of tools to 

facilitate and 
document execution 

of the process.

Guidance
Clear guidance and 
training to help with 
implementation of 

the toolkit.

Digital Platform

The Value Toolkit helps clients to embed Value-based decision-making across the investment 
lifecycle



Value 
Definition

Client & Market 
Approach

Evaluation &
Measurement

Example Value Profile

Delivery Model

Commercial 
Strategy

Measurement 
Strategy

Evaluate Options 

Monitor 
Performance

Value Profile

Key Outputs

Outputs

Modules

Enabling…



Benefits of using the Value 
Toolkit
The Value Toolkit can be applied in three different settings:

Project

Applied to individual projects, the Value Toolkit maximises the 
outcomes that can be achieved by embedding value-based 
decision-making across the project lifecycle.

Programme

Where applied to wider programmes of work, the Value Toolkit 
drives consistency across multiple projects while allowing flexibility 
to account for local needs and priorities.

Portfolio

The Value Toolkit can also be used to support strategic planning 
and capability development within an organisation, embedding and 
continuously improving value-based decision-making across a 
portfolio. 

Project

Programme

Portfolio



Value Definition
The Value Definition module facilitates clear and consistent articulation of the 
value drivers that will underpin client decision-making. This empowers the 
market to respond with business models and solutions focused on the creation 
of value rather than minimisation of cost.

Step 1: Identify Strategic Value Drivers

Step 2: Develop Outcome Statements

Step 3: Prioritise Outcome Statements

Find out 
more…

HomeHome

Step 4: Generate Value Profile

The first step of Value Definition is to 
identify the Strategic Value Drivers.

The Strategic Value Drivers provide a 
thorough and balanced account of the 
National, Organisational and Regional 

policies that need to be reflected in the 
client’s value definition.

The Strategic Value Drivers are used 
to inform creation and prioritisation of 
the project-, programme- or portfolio-

specific outcome statements 
developed in step 2. 





Value Definition
The Value Definition module facilitates clear and consistent articulation of the 
value drivers that will underpin client decision-making. This empowers the 
market to respond with business models and solutions focused on the creation 
of value rather than minimisation of cost.

Find out 
more…

HomeHome

Step 1: Identify Strategic Value Drivers

Step 2: Develop Outcome Statements

Step 3: Prioritise Outcome Statements

Step 4: Generate Value Profile

The Strategic Value Drivers are 
mapped against the Value Definition 

Framework and detailed outcome 
statements are developed for each 

corresponding value category.

The outcome statements set out the 
specific outcomes that are to be 
targeted through the project or 

programme of work.

The Value Toolkit provides clear 
guidance on the development of clear 
and measurable outcome statements 

in addition to a library of examples.

The Value Definition 
Framework is a critical 
element of the Value 

Toolkit. 

We are working with 
more than 50 industry 
experts to develop a 

common framework for 
defining value in the built 

environment.



Capital Capital Definition Category of Issues Category Description

Natural 
Capital

Natural Capital is defined as the stock of 
renewable and non-renewable resources (e.g. 
plants, animals, air, water, soils, minerals) that 
combine to yield a flow of benefits to people.
[Ref 1]

In the context of the built environment, Natural 
Capital values the natural environment, addresses 
solutions to climate impacts and provides benefits 
to society throughout the full life cycle of the built 
assets. 

Air Providing clean air to breathe                                                                                               
Assuring superior air quality for people and their surroundings throughout the lifecycle of the built asset.

Climate
Supporting zero carbon emissions
Adapting asset delivery and operations to minimise global climate change.  This includes: whole life carbon emissions attributable to products, construction process, 
use and end of life of the built asset. 

Water Recognising the value of clean water
Supporting the provision, quality and management of water throughout the lifecycle of the built asset and it's environment.

Land 
Providing quality land for a range of uses                                                                                   
Provisioning quality land for nature, wellbeing for inhabitants and economy throughout the lifecycle of the built environment. This category also covers the mix of 
land uses derived from the built environment investment, including recreation and culture.

Resource Use* 
Using materials efficiently and reducing waste
Monitoring resource consumption during the construction and operation of built assets and attention to circular economy principles to promote resource efficiency 
and waste reduction.

Biodiversity
Valuing nature protection
Protecting the indigenous species and habitats throughout the lifecycle of the built environment.  The intention is to promote conservation and the best possible 
interactions between people and nature.

Human Capital

Human Capital is defined as the knowledge, skills, 
competencies and attributes embodied in 
individuals that contribute to improved 
performance and wellbeing.[Ref 1]

In the context of the built environment, Human 
Capital encompasses employment opportunities, 
skills development, individual health and wellbeing 
as well as an assets’ capacity to influence these 
factors.

Employment Providing well paying work opportunities to the community                                                                   
Generating quality employment for those involved in project delivery and in the vicinity.

Skills and Knowledge Providing skill development and training                                                                                     
Offering high quality training to support skills development for betterment of those involved in the delivery of the project and in the community.

Health Improving the physical and mental health of the community
Supporting and empowering the physical and mental health of those involved in project delivery and the surrounding community.

Experience
Creating a positive experience for all
Being attentive to the experience of the creation of the built asset for all relevant stakeholders including aspects such as avoiding disruption during development and 
enjoyment in use after completion.  

Social Capital

Social Capital is defined as the networks together 
with the shared norms, values and understanding 
that facilitate cooperation within and among 
groups.[Ref 1]

In the context of the built environment, Social 
Capital refers to influence and consultation, 
equality and diversity, networks and connections 
as well as the changes people experience in these 
areas as a result of built assets.

Influence and 
Consultation

Enabling those involved a say in the construction process
Allowing people to have their voice heard during the decision-making process at all stages of the project lifecycle, through consultations with the community, 
stakeholders, workforce, labour relations, etc. 
The intention is to produce an asset that is collaboratively designed whilst delivering superior experience, availability and accessibility to the relevant stakeholders 
over the life of the asset. 

Equality and Diversity
Supporting equal opportunities and equal access for all
Covering equal access to jobs, transparency in employee relations, access to the supply chain and investment in the betterment of deprived communities.  Includes 
provisions for marginalised, disadvantaged or disabled groups that wouldn’t normally be able to access the asset.  

Networks and 
Connections

Supporting the organisation through the network
Enhancing the strength of the networks that the organisation engages with; ensuring that the supply chain, communities and workforce are supported. 

Produced 
Capital

Produced Capital is defined as the man-made 
goods as well as all financial assets that are used 
to produce goods and services consumed by 
society. [Ref 1]

In the context of the built environment, Produced 
Capital encompasses a combination of capital 
cost, operational cost and revenue, thereby 
covering the whole of the direct monetary spend 
on the project over its whole life.  The man made 
elements include indicators of the efficiency and 
quality of design, construction and operational 
processes.

Life Cycle Cost
Making allowances for present and future costs 
Taking into consideration the combination of capital and operational costs.  Capital cost is defined as the acquisition and construction cost of an asset or building 
including the design costs.  It is the total price payable for work normally included in contracts to construct a building or civil engineering works. Operational cost is 
defined as the cost to operate the asset during its life including maintenance and repairs over an agreed timescale. 

Return
Generating a profit on the asset
Calculating the rate of return on the investment, using standard defined terms and measures, is critical in attracting initial capital.  This category includes profits and 
income generated through the whole life of the asset, for both the investors and stakeholders.

Production Striving for both efficiency and high quality
Successfully integrating the pace, quality and design of construction enhances the life span of the built asset and saves future maintenance costs.

Resilience
Adapting to changes and responding to future challenges
Appraising the resilience of the asset to external threats (related to environmental impacts or security issues) and the ability to adapt to changes in the future 
provides an insurance policy to stakeholders. 



Impacts Dependencies

I depend on this.

I should value it accordingly

I can have a significant impact on this.

I should take responsibility for minimising 
negative impacts and maximising positive 

impacts.



Strategy & Policy

Tangible Objectives



Value Definition
The Value Definition module facilitates clear and consistent articulation of the 
value drivers that will underpin client decision-making. This empowers the 
market to respond with business models and solutions focused on the creation 
of value rather than minimisation of cost.

Step 1: Identify Strategic Value Drivers

Step 2: Develop Outcome Statements

Step 3: Prioritise Outcome Statements

Find out 
more…

HomeHome

Step 4: Generate Value Profile

Each outcome statement is now 
examined to determine a priority rating.

A question-set is provided to ensure an 
objective and evidence-based 

approach to this exercise. 

Once all the outcomes statements 
have been rated, the relative weighting 
of each corresponding value category 

can be established.



Scoring Criteria

 Is this outcome critical to the 
achievement of a National Strategic 
Objective?

 Is this outcome critical to the 
function or utility of the asset?

 Is funding dependent on this 
outcome being achieved?

 …

Outcome Statement:

Operational carbon emissions to 
be net-zero.



Value Definition
The Value Definition module facilitates clear and consistent articulation of the 
value drivers that will underpin client decision-making. This empowers the 
market to respond with business models and solutions focused on the creation 
of value rather than minimisation of cost.

Step 1: Strategic Value Drivers

Step 2: Develop Outcome Statements

Step 3: Prioritise Outcome Statements

Find out 
more…

HomeHome

Step 4: Generate Value Profile

A Value Profile can now be generated, 
providing a clear and evidence-based 

articulation of the client’s value drivers.



A clear and consistent articulation of 
the value drivers that will underpin client 
decision-making, empowering the 
market to respond with business models 
and solutions focused on the creation of 
value rather than minimisation of cost.



Module 1 Recap:

Value Definition Framework

“Industry-wide framework for 
defining value”

4 Capitals
17 Value Categories

Investment Case
(‘The Need’)

National

Organisational

Local / Regional

Strategic Value Drivers

IPA Project Scorecard

(see National Infrastructure 
Strategy)

Outcome Statements

Prioritisation

Value Profile

Rating Questions

Outcome Statements Library
Or guidance for creation

Mathematical Model 1

This is the point at which the client 
should be made aware of any potential 

trade-offs or relationships between 
outcomes. Is the Value Profile Realistic?



Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

Delivery Model Selection

Commercial Strategy Development

The first step of the Client and Market 
Approach module is to consider potential 

threats to the realisation of the client’s 
value profile.

Using the Risk Profiler tool and in 
consultation with the market, the full range 
of potential opportunities and threats – or 

risks – are considered. This allows the 
development of a detailed risk profile.

This exercise requires the client to take 
broader view of risk, transcending the 

typical boundaries of time and cost and 
actively involving their organisation in its 

management.

HomeHome

Find out 
more…



Current Approach:

What is the risk of not delivering on time 
and on budget?

How can I minimise my exposure to this 
risk?

Paradigm Shift:

What are the risks associated with not 
achieving my desired outcomes?

How can I place those risks with those 
most able to manage them?

What is my role in managing these risks?



Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Delivery Model Selection

Commercial Strategy Development

HomeHome

Find out 
more…

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

With a risk profile established, the client 
must now assess their own capabilities 
and constraints to understand the role 
they should play in realising the desired 

outcomes. 

This is done by assessing client 
characteristics (organisational structure) 
and exploring client choices (preferences 

and cultural attitudes).



I know what 
I need but I 
don’t know 
how to get 

there…

This is quite 
complicated; 
you’ll need 

my help.

I know what 
I need and 

I’ve done it a 
thousand 

times…

I don’t know 
what I 
need…



Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Delivery Model Selection

Commercial Strategy Development

HomeHome

Find out 
more…

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

Through engagement with the market, the 
client must now understand any critical 
factors shaping supplier selection and 

choice of delivery model including 
capability, capacity and availability and 

timing of key market participants.

This exercise leads to the selection of one 
of the defined delivery models. The 

delivery model establishes the relative 
roles and responsibilities of the client and 

the market.





Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Delivery Model Selection

Commercial Strategy Development

HomeHome

Find out 
more…

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

With the relative roles of the client and the 
market established, the commercial model 

can now be developed.

This step identifies the optimal way in 
which the selected delivery model is 

contractually defined and how suppliers 
should be engaged to deliver it.

The commercial model considers the 
packaging structure, approach to dealing 

with risk, level of scope definition, 
remuneration and the selection of 

contractual vehicles.





Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Delivery Model Selection

Commercial Strategy Development

HomeHome

Find out 
more…

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

The fifth step optimises the way in which 
the contractual payment mechanism is 

structured for each work package and the 
client’s approach to Intellectual Property 

Rights (IPR)



IPR





Client & Market Approach
The Client & Market Approach module facilitates optimisation of delivery 
models and commercial strategies to maximise value and outcomes

Delivery Model Selection

Commercial Strategy Development

HomeHome

Find out 
more…

Step 1: Establish Risk Profile

Step 2: Establish Client Profile

Step 3: Identify Market Factors

Step 5: Set Payment Structures

Step 6: Set Contract Incentives

Step 4: Develop Commercial Model

The final step of the client and market 
approach module optimises the way 

contractual incentives are structured and 
aligned across the work packages.

This exercise maximises the likelihood of 
the clients desired outcomes being 

realised.





Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

Step 1: Establish Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

HomeHome

Find out 
more…

Step 5: Compare Options

Step 6: Monitor Performance

The first step of the Evaluation and 
Measurement helps clients to establish 

a series of Measurement Principles 
which will underpin the way in which 

options are evaluated and 
performance measured.

The Measurement Principles will help 
clients to articulate their preferred to 

approach to aspects such as data 
collection, roles & responsibilities and 

assurance.



Measurement Principles:

 Existing measurement constraints

 Existing access to data

 Roles & Responsibilities

 Data sources

 Approach to assurance

 …



Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

Approach Application

HomeHome

Find out 
more…

Step 1: Establish Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

Step 5: Compare Options

Step 6: Monitor Performance

Metrics are now selected for each of 
the Outcome Statements developed in 

the Value Definition Module. 

The chosen metrics should drive 
collection of data that helps the client 
to make a decision and be aligned with 

the measurement principles.

The Value Toolkit includes a Metrics 
Library to support identification and 

selection of appropriate metrics.



Driving common datasets vs Collecting the right data



Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

Approach

HomeHome

Find out 
more…

Step 1: Establish Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

Step 5: Compare Options

Step 6: Monitor Performance

Performance ranges and targets must 
now be established for each metric.

These should set out minimum 
acceptable performance, good 

practice - or target - performance and 
maximum performance - the point at 

which improved performance no longer 
adds value.

The Metrics Library will provide default 
ranges and targets where such 

information is available but appropriate 
guidance, benchmarking data and 

modelling may also be used.





Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

HomeHome

Find out 
more…

Step 1: Set Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

Step 5: Compare Options

Step 6: Monitor Performance

With metrics selected, performance 
ranges and targets set and weightings 

extracted from the Value Profile, a 
series of Value Indices can now be 
established to aid decision-making.

Two value indices are generated by 
default within the Value Toolkit: 

Total Value Index – an aggregated 
score across all metrics.

Design Value Index – an aggregated 
score across metrics relating to design 

quality.



Outcome Statement Metric Total Value 
Index

Design 
Value Index

Custom 
Value Index

Net zero operational carbon KgCO2/m2/
yr   

20% local employment during delivery % within 10 
mile radius  

[Outcome Statement] [Metric]   

[Outcome Statement] [Metric]  

[Outcome Statement] [Metric] 

[Outcome Statement] [Metric]  

[Outcome Statement] [Metric]  



Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

HomeHome

Find out 
more…

Step 1: Set Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

Step 5: Compare Options

Step 6: Monitor Performance

Using the Value Indices, the client can 
now make more informed decisions. 

For example, the client may need to 
evaluate and compare concept design 

options, to make decisions on 
technical solutions or to review tender 

submissions.

The Value Toolkit helps clients to 
compare multiple options and to 

evaluate which option most closely 
aligns with their value profile.



Tender Total Value Index Design Value Index Regional Value 
Index

Baseline 1000 250 450

Tender 1 1200 200 400

Tender 2 950 190 200

Tender 3 1100 300 475

Same data, different lenses.



Evaluation & Measurement
The Evaluation and Measurement module helps clients to develop a robust 
approach to the evaluation of options and measurement of performance to 
support informed decision-making. 

HomeHome

Find out 
more…

Step 1: Set Measurement Principles

Step 2: Select Metrics

Step 3: Set Performance Ranges & Targets

Step 4: Create Value Indices

Step 5: Compare Options

Step 6: Monitor Performance

Following the initial capital investment 
decision, the Value Toolkit helps 

clients to measure the value delivered 
during the construction phase and to 

monitor operational performance.

Ongoing measurement throughout the 
lifecycle of the asset helps to inform all 

decisions, from operations and 
maintenance through to refurbishment 
and end of life. This also establishes a 

powerful feedback loop for future 
investments.



Maximise Value Deliver Value
Maintain / 

Monitor Value
Identify Need for 

Intervention



As a sector, we must take seriously the 
responsibility we have to leverage better outcomes 

for all.



#ValueToolkit

ron.lang@constructioninnovationhub.org.uk
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