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• Apprentice Carpenter  / Carpenter/ General Builder – 1976 – 1998
• Customer Care (snag buster) / Innovation Manager --1998 – 2004
• Discovered Lean around 2001 and applied to Hotel & Supermarket 

projects – 20% lead time reductions. 
• CLIP Engineer (Building Research Establishment) 2004 – 2007
• Lean Construction Training & Consultancy --2007 on 

Contact: Steve@LeanConstruct.co.uk
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ISO 18404:2015



Lean Intervention Vs Transformation

• Lean Intervention
• Definitions

• The act or fact of intervening.
• Ad Hoc deployment of Lean Techniques based on Waste Removal

• An Example
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https://www.dictionary.com/browse/intervene


What do you see?

ACTIVITY = WORK + WASTE

When you look at sites, offices, fabrication yards… 
What do you see? 
Lots of busy people? 
Busy at what?



3 Elements of a Day

Something 
changes to get 
closer to what the 
customer wants

Value Adding

Something we 
currently MUST do 
but does not in 
itself add value for 
the customer

Support Activity

Transport
Inventory
M otion
Waiting
Over Process
Over Production
Defects

Waste



Making Value FLOW
To raise the ratio of Value Added activities to  
Support Activity and Waste

Working Day

WASTE SA VA

VA

Minimise

SAMore resources available for other 
activities

Eliminate

VASAVASA

Working Day





Lean Intervention Vs Transformation

• Lean Transformation
• A systems wide, long term and continuous approach to improving 

operations, based on Lean Thinking that benefits customers, 
employees and the business.

• An Example

0"

50"

100"

150"

200"

250"

2008$

2009$

2010$

2011$

2012$

Takt$+me$m2/week$

Ye
ar
$

Takt$Time$Improvement$2008$to$2012$to$date$



Interesting chart
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Small Scale Actions…

Over the last 3 years…

Street Lighting +20%
Patching +20%
Slurry sealing +30%
Blairgowrie +10%
Forfar +10%



Produce large scale benefits



Why ISO 18404?

• We Didn’t know how it might 
apply/work?

• Had heard Resistance?
• Critics?
• Gut feel was it’s the right way 

to go.

Now we have an informed view.



• Yellow Belts? Really?
• Quality of training – some questionable
• Tendering confusion for clients – companies claiming to be Lean to get 

work.

Quality of Training 

ISO 18404 attempts to deal with two issues.
• Quality of Training (should be certification)
• Organisational Deployment

Why ISO 18404?



• Competency of Personnel
• Knowledge, experience, auditable competence

• Adequacy of the organisations approach
• Strategy

• Must be clear link to business plan
• Defined objectives

• Architecture
• E.g. steering groups, reporting structure, accountabilities, 

supporting resources.
• Continuous Improvement

• Defined Metrics, targets & review mechanisms

Why ISO 18404?

Points



IGLC Paper Dublin - July 2019



Research Methods – A Single Case Study, Structured 
Interviews and  Literature Review last. 

• Literature Review – IGLC Conference paper search returns.
• ISO18404 no papers
• “Transformation” 79  papers retrieved but many about TFV Theory(Koskela)
• 15 relevant papers about lean transformation in construction organisations



1.Organisational Structure --- “Must be clear link between Lean 
operations, strategy and capability”

2.Roadmaps for Lean and clarification of concepts

3.Lean Leadership --Simultaneous top down & bottom-up strategy

4.Change by Force ---we know what to do but won’t do it until 
forced. (UK Farmer Report concurs) 

Four Themes emerged (Things needed to achieve 
transformation)



The Need for a Road Map
The Early Majority need: A compelling case 
and a clear path (roadmap) to follow



Piloting ISO 18404 as a 
Transformation Model 



Gilbert & Goode Ltd
• Cornish Main Contractor & Developer

(with a social purpose)

• Operating for over 40 years

• Growing Rapidly

• Owned by Ocean Housing Group



Productivity
Cornwall Productivity
75.1% of UK Average



Lean Journey

• Success realised for two pilot projects; desire to rollout 
across company and all operations
• Desire to move from “Intervention to Transformation”
• Selected ISO18404 as a route map



Ocean Corporate Plan
200 new homes per annum

G&G Vision / Raison D’etre
Maximise value to the Ocean Group

G&G Lean Objective Hierarchy

How
Professionalism & Innovation (Good to work with/for) – Productivity & Efficiency – Customer Satisfaction/Reputation

Short Term Targets

10% design time 
reduction

5% accident 
reduction

10% site  time 
reduction

5% build  cost 
reduction

98% Customer 
Satisfaction

10% defect reduction

Long Term Targets

20% design time 
reduction

10% accident 
reduction

20% site  time 
reduction

10% build  cost 
reduction

100% Customer 
Satisfaction

20% defect reduction

Deployment
Lean Forums – Improvement Projects  via Lean Leaders, Lean Practitioners, Lean Implementer's





Bringing Irish Industry Together with Research 
- Openly Discussing the Future of Lean Construction -

lLean Leaders – run BIT

lLean Practitioners run 
forums

lDeployment via Lean 
Practitioners & Lean 
Implementors

lEngagement with front line 
staff and supply chain

Business Improvement Model - Deployment



Progress to date
Status No.
Allocated 1
Started 2
Reviewed 3
Complete 4

Strong Impact p p

Partial Impact t t

Project ref. Lean Champion Progress Remaining

Des1 Mike Jeffs 0% 100% 0%

Des2 Mike Jeffs 5%     0% 100%

Cons1 Callum Yeowell 5%  2%    80% 20%

Cons2 Callum Yeowell  0%  0%    100% 0%

Cons3 Adrian Cocks  1% 1% 1%    0% 100%

Cons4 Adrian Cocks & Callum 
Yeowell  0.5%      10% 90%

Cons5 Adrian Cocks & Callum 
Yeowell  0.5%  0.2%    10% 90%

Cons6 Callum Yeowell & Adrian 
Cocks  2%  1%    20% 80%

Cons7 Adrian Cocks  1%  0.2%    5% 95%

Cost1 Shaun Rabey      t 25% 75%

Cost2 Dan Cole    0.2%    10% 90%

Cost3 Darren Hicks      t 50% 50%

Cost4 Shaun Rabey      p 0% 100%

Cost5 Darren Hicks     t 50% 50%

Cost6 Dan Cole      p 10% 90%

Dfct1 Adrian Cocks & Callum 
Yeowell    0.4%  5% 90% 10%

H&S1 Callum Yeowell   0%    t 100% 0%

H&S2 Adrian Cocks   1%    25% 75%

H&S3 Adrian Cocks & John 
Hutchens   1%     

5% 10% 3% 5% 0% 0% 5%

5% 0% 2% 0% 2% 3% 5%

Accidents from 1st Half 2018
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Description



Training & Communication



Competencies in 18 Areas

Understanding, Applying, 
Managing and  Training. 

Page 1 of 2

Competency Evidence



1. Organisational Structure --- “Must be clear link between Lean operations, 
strategy and capability”

2. Roadmaps for Lean and clarification of concepts
3. Lean Leadership --Simultaneous top down & bottom up strategy
4. Change by Force ---we know what to do but won’t do it until forced. (The UK 

Farmer Report concurs) 

“ISO18404 Provides a Roadmap, demands Organisational Structure, 
encourages good leadership and 
offers a lever for sector wide change” 

Recap & Compare - Four Themes found in IGLC 
literature (Things needed to achieve transformation)



In Summary

ISO18404 Provides………….

• Confidence in certified individual’s competence in Lean 
• Confidence in an Organisation’s genuine Commitment to Lean 

Improvement
• A Roadmap for Lean Transformation that works and facilitates “buy-in”
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Thank you for listening

Dr Steven Ward FCIOB 
Steve@leanconstruct.co.uk
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