


• 4,300 miles (40% 
Motorway & 60% APTR).

• 9,000 bridges, 9,000 
other structures and 
34,000 drainage assets.

• 34% of all road travel 
and 67% of lorry freight 
travel.

• 4 million vehicles use 
the network daily.

• 6000 incidents/month

• Asset valued at over 
£100 Billion



Our Lean Journey

“working wi�� our 
supply chain to achieve  

conscious competence 

in lean”



My Hypothesis!

If clients don’t ask for change

they will not get it!





Defining Lean Thinking?

Principles now adopted world-wide in a variety of industries 

and professions

Understanding and agreeing exactly 
what your customer needs

Understanding all your processes

Pulling value through the chain

Smoothing the flow

Continuing to attack waste
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The Human Organism?



Our Philosophy 

The Client must engage with the Supply Chain to 
achieve continuous improvement!



The route map to a Lean Highways 
England and our Supply Chain

Organisati l L t it
applying



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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Highways England Lean Deployment

HA BusinessMaintenance

Major Projects
SMART
Motorways









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



Improvement

Engine

Lean Deployment  St rategy

Leadership &

Engagement

Developing

Capability

Sustainability

Lean
Deployment



• 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



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
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Lean Maturity Route Map

2009 2012 2016 2020

L
ev

el
 o

f 
L

ea
n

 M
at

u
ri

ty

Conscious 
Incompetence

HALMAT will provide the maturity assessment mechanism



Over 300 Case Lean Proj ects



Improving efficiency is not new!



Deploying lean across Highways England
Measure Team 

Performance using 

appropriate, data 

based KPI(s)

Display Performance on Teams own Visual 

Management Display  & Communication Cell

Team undertake regular 

reviews of performance:

Daily short meetings, less 

frequent performance 

improvement working 

sessions

Prioritise main 

instances of 

performance shortfall 

that the team can 

impact

Define root-cause of major instances of 

performance shortfall and identify 

improvement actions 

Undertake actions and reflect 

changes in Standard Operating 

Procedures

Carry out work 

to Standard 

Operating 

Procedure



Optimising Surfacing Productivity
The 1000 T target



1. Why does it take nearly half an hour from close of motorway to start planing ?
2. Paver idle –Awaiting material –Why are we waiting ?
3. Off site nearly 1.5 hours before we need to be –can we extend paving further and get off later?
4. Are the working windows in line with contractually acceptable delay times –can they be increased?

Top critical areas of Non Value Added

D M A I C

Current state – What were the issues
Average based on data measured during 2 site visits (21+22 Jan 2015) supported as typical by historical data

Shift Time
22.00 23.00 00.00 01.00 02.00 03.00 04.00 05.00 06.00 07.00

22.08 Access working
area for surfacing

Planing 22.37 – 00.54 

Paving 00.17 – 02.28

Cleaning and preparation

White 
Lining -

3.00

Rolling

Remove TM 4.15-4.39

Curing 
1 hour +

Material 
Call Off

Paving Time [hrs]

Theoretical Working Window [hrs]

Working Time [hrs]



D M A I C

The outcome – 1024 T ! 

21.03 Access working
area for surfacing

Planing 21.30- 02.45

Paving 22.15 – 05.05

Cleaning and preparation

White Lining 02.30 - 06.46

Rolling – 05.25

Remove TM – 07.39

Curing 
1 hour +

Material 
Call Off

Original work - Paver  active for 33% of working  time
1000 T work – Paver active for 64% or working time 

Working Time [hrs]

Paving Time [hrs]

Shift Time / Working Window [hrs]

22.00 00.00 02.00 04.00 08.0006.0020.00

Shift Duration (staggered):             
Theoretical Working Window 20.00-09.00:        
Actual Work (TM on – TM off) 21.03-07.39:                
Tonnage laid:
Paving duration 22.15-05.05:                             

Data:

10 Hours
13 Hours

10 Hr 36 Mins
1024 T

6 Hr 50 Mins

Average hourly tonnage laid:
Total meters laid:
Paving time of full working time

- 6 Hr 50 Mins out of 10 Hrs 36 
Mins

137 T
938 m

64%

Statistics (@ 45 mm thin surfacing):
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Lean Construction Research 
Alliance

To create improved project delivery to meet client 

needs and improved efficiency for constructors.



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

• Changing behaviors

• Gaining the support of Academia in developing 

new ideas?



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


