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Foreword

Foreword

Informed, value-based decisions 
support better outcomes 
from the investment we make 
in the built environment. 
Such decisions go beyond 
simply controlling cost during 
construction or ensuring that 
projects are completed on 
time. Value also encapsulates 
wider, whole-life considerations: 
how does it support our net 
zero ambitions, will it improve 
the experience of users, will it 
improve productivity of industry, 
how can this project support 
greater social impact, and what 
is its impact on biodiversity?

3

The Value Toolkit empowers clients and policy 
makers to work with their supply chains to 
make informed, value-based decisions, driving 
better social, economic, and environmental 
outcomes. It sets out a series of integrated 
activities – supported by tools, resources, 
and guidance – undertaken by a client over 
the lifecycle of a project or programme to 
drive better outcomes from the investment in 
new schools, hospitals, real-estate, utility and 
transport networks, and more.

Historically, many decisions in the construction 
sector were made through the lens of cost, 
with lowest initial price and risk-transfer 
having a higher priority than outcomes for 
operators, users, the environment, and 
society as a whole.

Government, clients, and the industry all 
agree that a different approach is needed. 
An approach that reflects a shared ambition 
for a built environment that delivers more – 
one that enhances communities, sustains the 
environment, and provides a springboard for 
economic growth. 

Rory Kennedy 
 
Director of Capital at the 
Department for Education (DfE)

An approach that enables a mature, aligned, 
and productive relationship with the supply 
chain, unlocking industry to innovate and 
develop world-leading practices that deliver 
value in design, delivery, and operation.

The Value Toolkit encapsulates this new 
approach. It is a suite of tools, processes, 
and guidance that will empower clients 
and policy makers to make smarter, more 
informed, decisions.

Government and private sector clients achieve 
greater value, certainty, and performance 
from their investment. Industry can innovate 
and invest to become more productive, 
sustainable, and profitable. And society is 
rewarded with a high-quality, high-performing, 
and safe built environment that works not just 
for users, but also enables the delivery of 
broader social and environmental benefits.
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The Value Definition stream develops and 
refines a unique Value Profile for a project 
or programme enabling clients and their 
stakeholders to articulate what is important 
to them – their core values and drivers.

This establishes a reference point for value-
based decision making across the asset 
lifecycle and signposts to the market the 
relative importance of value drivers in future 
decisions. The Value Profile helps clients 
to demonstrate alignment with national, 
organisational, and regional policies and 
priorities, translating these into measurable 
outcomes that can be achieved through a 
specific project or programme.

Example Value Profile

 

Value Definition

The Value Toolkit will empower 
clients and policy makers to work 
with their supply chains to make 
informed, value-based decisions 
that drive better social, economic, 
and environmental outcomes.

This overview document describes the key 
activities and outputs within the Value 
Toolkit and how these integrate to support 
key decisions that – at every stage of the 
investment lifecycle – allow clients and the 
market to work together to target, measure 
and deliver improvements in value.

It enables policy objectives to be delivered 
more effectively, supports industry to offer 
greater value to their clients, and enables 
projects and programmes to deliver better 
outcomes through how they are designed, 
delivered, and operated.

The Value Toolkit brings together 
five integrated streams:

• Value Definition

• Risk

• Client Approach

• Measurement & Evaluation

• Appointments
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The Risk stream helps clients to identify risks 
and create a Risk Profile for the project. 

The Value Toolkit provides guidance to 
assist clients in moving from conventional 
risk transfer methods towards active and 
evidence-based approaches, mitigating and 
assigning risk in the most appropriate way.

The Client Approach stream helps clients 
to select a Delivery Model and build a 
Commercial Strategy that best fits the Value 
Profile of a project. It focuses on how clients 
work with the market to effectively deliver 
value and address risks. It determines how to 
embed, enhance, and protect the Value Profile 
through the project lifecycle with the aim of 
setting up the project in a way that leverages 
the very best capabilities. 

The Measurement & Evaluation stream builds 
on the Value Profile to develop a project-or 
programme-specific Value Index. The Value 
Index enables clients to compare very different 
options and to exercise informed choice in 
deciding how they spend their money. 

The Value Toolkit helps clients to develop 
a robust approach to measurement and 
evaluation, including the assignment of 
suitable metrics, performance ranges, and 
targets for each element of the Value Profile. 

The Appointments stream helps the client 
build a team of highly motivated individuals 
and organisations that will deliver all phases of 
a project – from the validation of the business 
case through to the operation of the asset.

Risk Client Approach Measurement & Evaluation Appointments
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The Value Toolkit will change the way 
that clients, consultants, contractors, 
manufacturers, and specialist suppliers 
approach projects and how these different 
parties interact and align to produce the 
best value solution. 

This change of approach encourages 
collaboration, and mirrors the principles 
set out in the Government’s Construction 
Playbook and IPA’s Transforming Infrastructure 
Performance. It is also an approach that works 
equally well for the private sector, supporting 
investors in delivering their Environmental, 
Social and Governance (ESG) objectives and 
targets and enabling clients to meet their 
own specific value drivers. This is an approach 
widely supported by industry, forming part 
of the Construction Leadership Council’s 
Roadmap to Recovery.

Its use will demand new skills and behaviours 
from clients and the whole supply chain but 
will also provide huge opportunities for the 
supply chain to target projects and clients 
where their offering and skillset will provide 
the most value.

The Value Toolkit has been created through 
a collaboration between the construction 
industry and Government under the direction 
of the Construction Innovation Hub (the Hub). 
Each stage of development has been co-
created by a cross-section of industry partners 
and peer-reviewed. It has been produced by 
the sector for the sector. A list of contributors 
can be found at the end of this document.

The release of this document coincides 
with the start of live testing. It provides 
an overview of what the Value Toolkit 
is, why it has been developed, and 
how it can be applied in practice.

Over the coming months, the Value Toolkit 
will be extensively tested with clients and 
practitioners from across the sector. Feedback 
and lessons learned from the testing will 
be used to refine the process and produce 
training material for clients and industry so 
that the Value Toolkit can be deployed widely 
and with confidence when it goes live later 
in the year.
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The Value Toolkit will drive better 
social, environmental and economic 
outcomes during both the delivery 
and operation of built assets.

It provides a way of defining and 
measuring value – as opposed 
to cost – which can be applied 
consistently throughout a project 
or programme lifecycle, from 
early business cases through to 
use of an asset. But change will 
not be delivered by a process 
alone. The Value Toolkit also 
enables clients to understand 
the role they should play in 
realising their desired outcomes. 

7

The Value Toolkit sets out a series of 
integrated activities which support value-
based decision making. It gives policy makers 
and budget holders a deep understanding 
of value and so enables them to make 
meaningful value choices and trade-offs. 
Within each of the five streams of the Value 
Toolkit there are activities, deliverables, 
and decision points. These are not isolated 
streams, but involve interaction, iteration and 
continuous review.

The principle of value-based decision making 
is already used in both Government and 
private sector investment policy. HM Treasury’s 
Green Book and Balanced Scorecard, and 
private sector ESG investment criteria, 
encourage this approach. But implementation 
often lacks consistency and there is a gap 
between policy and performance. The Value 
Toolkit fills this gap by providing a process 
which shows how to make and implement 
value-based decisions.

The Value Toolkit guides and prompts decision 
making. The maximum benefit will be derived 
by using the Value Toolkit as a supporting 
tool for workshops and meetings and as a 
mechanism for recording, justifying, and 
embedding key decisions. The Value Toolkit 
is not something that should be used by one 
party in isolation of the rest. It promotes 
collaboration, challenge and transparent 
decision-making and should be used by all 
parties involved in a project or programme.

Using the Value Toolkit will increase the 
likelihood that the final built asset will deliver 
the client’s desired outcomes and will give the 
client the ability to measure achievement of 
those outcomes. It can be used for new-build 
projects or programmes across all sectors of 
construction, but also provides a framework 
for identifying and planning interventions 
throughout the life of an asset.

Purpose The use of the Value ToolkitT will strengthen 
the early phases of a project or programme. 
It demands considerable rigour in defining the 
outcomes to be delivered and understanding 
the client’s approach to project delivery and 
risk, which will take time. But this will be more 
than offset by efficiencies realised in the design 
and delivery stages – ultimately leading to a 
better overall solution. 

The Value 
Toolkit: Overview
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The Value Toolkit uses the capitals approach 
as a way of defining value. Whilst the capitals 
approach may be new for a construction 
audience, it is familiar to a corporate audience 
– where many construction-related decisions 
are made. It also aligns with HM Treasury’s 
Green Book, against which public sector 
investment decisions are made.

There is an international movement towards 
a capitals approach for managing impacts 
and dependencies. The definitions in the 
Four Capitals Model have been agreed 
upon following extensive consultation and 
engagement with UK and International 
governments, investors, businesses, 
academia, and society.

The Four Capitals Model used in the Value 
Toolkit has been developed by the Capitals 
Coalition and defines a capital as any resource 
or asset that stores or provides value to people. 

8

The capitals approach reflects how a project 
or programme may have an impact on a 
capital, and how it may depend on a capital. 
For example, a project may have an impact 
on biodiversity and may depend on the 
availability of local labour. This contextualises 
how projects and programmes relate to the 
capitals and illustrates the business case for 
protecting and investing in them.

All capitals are interrelated, forming part of 
a wider system. Their effective consideration 
requires an integrated approach to their 
assessment and embedment into decision 
making – the approach provided by the 
Value Toolkit.

Four Capitals Model

 

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.

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. 

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

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

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

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.

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.  

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. 

Natural 
Capital

Human 
Capital

Social 
Capital

Produced 
Capital

The Four Capitals Model
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To apply the Value Toolkit effectively, there is a 
need to understand the principle of outcomes 
in both the traditional project context and 
the broader context set out under the Four 
Capitals approach.

Whilst some aspects of value will contribute to 
the core mission of the project or programme, 
within the Value Toolkit, Value Definition, 
and Measurement & Evaluation are primarily 
concerned with the value context. The Client 
Approach, Risk, and Appointments bring the 
project and value context together.

9

The value context focuses on those broader 
outcomes – across the four capitals – that 
can be leveraged through the delivery of 
the project mission. The capitals approach 
to accounting for value is described through 
an input, output, outcome, and impact 
flow. Within the value context, the following 
definitions therefore apply: 

• Input: The resources used to undertake 
value-adding activities for the project (for 
example, investment of time and resource 
to deliver training during construction of 
the school, or in a natural capital context, 
investing in planting);

• Output: The products, services, by-products 
and waste resulting from activities undertaken 
(for example, a number of hours of training 
delivered and number of participants 
involved in the training, or in a natural 
capital context, 1.5 hectares of land 
planted with diverse species);

The project context relates to the overarching 
aims and activities undertaken to meet a core 
need identified by the client. Within the project 
context, the following definitions apply:

• Mission: the overall aim to meet a need for 
an intervention in the built environment, 
often but not always by building something 
(for example, the need to meet the rising 
demand for primary school places as 
forecast by current birth rates); and

• Project Outcomes: the core functionality 
of the delivered solution and meet the 
original need (for example, a combination 
of new school construction, extension of 
existing facilities, and re-organisation of 
teaching provision).

PROJECT CONTEXT VALUE CONTEXT

• Value Outcome: The change in state or 
condition of the capital due to project 
activities, they can be positive or negative 
(for example, improved skills and knowledge 
of the individuals who took part, or in a 
natural capital context, improvement in 
biodiversity); and

• Impact: The positive or negative contribution 
to one or more dimensions of well-being 
(for example, increase of workers’ income 
through access to more skilled positions, or 
from natural capital, health benefits from 
recreation in green and diverse areas). 

Project and Value Context

This will be fully explored and explained in the detailed 
guidance but are summarised here and in the diagram 
on the following page to establish the principles.
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Project and Value Context

 

InputMission Project OutcomeOutput Value Outcome Impact

Value contextProject context Project context

The overall aim to 
meet a need for an 
intervention in the 
built environment

The core functionality 
delivered solution to 
meet the need

Resources used to 
undertake value 
adding activities for 
the project

Products, services, 
by-products and 
waste resulting from 
activities undertaken

Change in state or 
condition of the 
capital due to
project activities

Positive or negative 
contribution to one
or more dimensions 
of well-being
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The Value 
Toolkit: Process

The Value Toolkit: Process

By considering clients’ approach 
to both value and risk as a project 
or programme develops, the Value 
Toolkit’s five integrated streams 
provide a transparent and rigorous 
process which will lead to better 
informed decisions being made 
more quickly.

11

The Value Toolkit starts with the assumption 
that value can be defined, but also that it is 
fluid and can be either created or destroyed. 
Therefore, the Value Toolkit provides guidance 
on how value can be defined and measured, 
but it is neutral on what value means on any 
project or programme. Instead, it provides 
a robust framework within which clients can 
explore their required outcomes. 

An Integrated Approach The Value Toolkit process considers five phases 
of an investment lifecycle:

• Need

• Optioneering

• Design

• Delivery

• Operation

For each phase, the Value Toolkit sets out a 
series of activities aimed at helping the client 
to make more informed, value-based decisions 
and, ultimately, to drive better outcomes. 
A detailed version of this integrated process 
can be found on the Value Toolkit website:

www.constructioninnovationhub.org.uk/ 
value-toolkit

http://www.constructioninnovationhub.org.uk/value-toolkit
http://www.constructioninnovationhub.org.uk/value-toolkit
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Is there
a case for
change?

What is the
preferred

viable
option?

What is the
preferred

option
for delivery?

Has the 
value been 
delivered?

Does the
solution
meet the
viability

and current
need?

Delivery
Model

Commercial
Strategy

Risk Profile

Value Index

Value Profile

HM Treasury
Business Case

Intervention
Required

Continued
Operation

Need phase Optioneering phase Design phase Delivery phase Operation phase

Back to Need phase

Back to Operation phase
Strategic Outline Case Outline Business Case Final Business Case

Measurement
& Evaluation

Appointments

Value Definition

Risk

Client Approach

Value Toolkit Integrated Process (outline only).  

A fully detailed version of this process is available here

 

The following sections provide an outline of the 
purpose, activities, and key outputs for each stage.

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 1: Need

Purpose 

The Need phase defines the problem that 
needs to be solved or goals that need to 
be achieved. It includes consideration of 
whether any intervention is required or 
whether a ‘do nothing’ option is the right 
conclusion at this stage. 

Measurement
& Evaluation

Appointments

Value Definition

Risk

Client Approach

Set
Strategic
Metrics

Set
Measurement
Principles

Select
Performance
Metrics

Set
Performance
Ranges

Compare Project
Options

Update
Value
Index

Validate
Delivery
Performance

Validate
Operational
Performance

Ongoing
Monitor
Operation

Monitor
Value
Profile

Monitor
Value
Profile

Review
Value
Profile

Freeze
Value
Index

Freeze
Value
Profile

Refine
Value
Profile

Compare
Tender
Options

Evaluate
Design
Solutions

Form
Strategic
Team

Form
Concept
Team

Form
Design
Team

Commence Procurement
of Delivery Organisation(s)

Award
Contract
(MAT)

Identify
Strategic
Risks

Key Deliverable

Key Deliverable

Identify
Risks

Validate
Risk
Profile

Refine
Risk
Profile

Active
Risk
Management

Monitor
Risk
Profile

Ensure Risks
Closed out

Review
Operational
Risk

Finalise
Risk
Management

Design/
Integration

Refine
Value
Profile

Identify
Client
Characteristics

Identify
Client
Attitudes

Reward &
Incentives
Model

Develop
Contract
Strategy

Prepare
For
Change

Manage
Delivery

Operational
Readiness

Staged  
Opening

Scope &
Packaging

Make
Recommendations

Final
Reward

Market
Consultation 1 Is there a case 

for change?
What is the preferred

viable option?

No

Yes

Contract award and delivery of the solution, including any further design work. 
Progress is monitored both to record outcomes realised in delivery and to refine 

outcomes relating to operation.

What is the preferred
option for delivery?

Has the value 
been delivered?

Does the solution meet the 
viability and current need?

Stakeholder
Engagement

Identify Strategic
Value Drivers

Develop 
Outcome 
Statements

Prioritise 
Outcome 
Statements

Rationalise 
Outcome 
Statements

Identify
Market
Factors

Market
Consultation 2

Intervention
Required

Back to Need phase

Continued
Operation

Back to Operation phaseHM Treasury
Business Case

Strategic Outline Case Outline Business Case Final Business Case

Deliver

Key Deliverable

Key Deliverable

Delivery
Model

Value
Index

Risk
Profile

Value
Profile

Client
Profile

Key Deliverable

Commercial
Strategy

Key Deliverable

Value Toolkit Integrated Process - Need 

The full version of this process is available here

 

Key Decision 

The Need phase answers the question, ‘Is 
there a case for change?’At the end of this 
phase, the final task for the client and the 
Strategic Team will be to review the Value 
Profile and confirm that a case has been 
made to start developing solutions.

13

Value Profile

Client Profile

Key Deliverables

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 1: Need

Essential to project or programme success is 
the establishment of a rounded team at the 
very earliest stage, including an individual 
or organisation who will own and drive the 
Value Toolkit process. This Strategic Team 
is responsible for the implementation and 
governance of the Value Toolkit process and 
is likely to be a combination of client sponsors, 
their in-house experts, and external advisors.

14

In the Need phase, a unique Value Profile for 
a project or programme is created. The Value 
Profile records the core objectives and drivers 
of the client and the wider stakeholders and 
establishes a reference point for value-based 
decision making. It is also an early signpost 
to the market of the basis on which decisions 
will be made.

An essential first step in creating the 
Value Profile is Stakeholder Engagement. 
Engagement with wide ranging stakeholders, 
from internal client departments to end-
users and community groups, will enable the 
Strategic Team to identify the Strategic Value 
Drivers. These include the policies, values, and 
corporate aims that shape the outcomes the 
project or programme must deliver.

The Strategic Team will then translate the 
broad objectives of the Strategic Value 
Drivers into project or programme specific 
Outcome Statements. 
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Example Value Profile

 Embedded in the Value Toolkit is a Value 
Definition Framework1, which helps clients to 
organise their Strategic Value Drivers and 
to articulate their desired outcomes. The 
Value Definition Framework is based on the 
Four Capitals Model and sets out 17 value 
categories relevant to the built environment. 
The Value Toolkit also contains an Outcome 
Statement Library and clear guidance for the 
development of customised statements.

Finally, the Outcome Statements are 
objectively prioritised, rationalised and 
combined by category to generate a visual 
representation of the Value Profile.

Appointments Value Definition

1 https://constructioninnovationhub.org.uk/value-toolkit/

value-definition-framework/

https://constructioninnovationhub.org.uk/wp-content/uploads/2020/12/Value-Toolkit_Value-Definition-Framework_v1.0.pdf
https://constructioninnovationhub.org.uk/wp-content/uploads/2020/12/Value-Toolkit_Value-Definition-Framework_v1.0.pdf
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In parallel, the Strategic Team will map the 
characteristics and attitudes of the client to 
produce the Client Profile. It demonstrates 
where a client is best placed to take on roles 
and responsibilities and where these should 
be avoided.

Client characteristics and attitudes capture 
the purpose, values, and plans of the client 
organisation and how the client interacts with 
the external environment. They considered 
in the context of the project or programme, 
and capture the client’s measures of success, 
the technical complexity of the project or 
programme, and its corporate importance.

They also capture how, historically, the client 
has approached projects and programmes of 
work. This tests how the client will approach 
current and future projects and programmes, 
and examines its resourcing model and 
leadership style.

Market Consultation also commences during 
the Need phase, allowing the Strategic 
Team to test if the market is able to deliver 
the desired outcomes, to evaluate market 
constraints, and to consider innovations in the 
marketplace. Through engagement with the 
market, the client will come to understand 
any critical factors which will shape supplier 
selection and choice of Delivery Model. 

During the Need phase, the Strategic Team will 
identify the Strategic Risks that may impact on 
the successful delivery of the Value Profile. 

The Value Toolkit guides clients to consider risk 
in terms of the four capitals, which leads to a 
broader, more holistic approach to risk than the 
traditional time, quality, and cost perspective.

As the Value Profile develops, the Strategic 
Team will set some high-level Strategic Metrics 
against the Outcome Statements to support 
evaluation of options against the Value Profile. 
More detailed metrics and performance 
ranges will be developed through the 
Optioneering and Design phases.

Client Approach Risk Measurement & Evaluation
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Measurement
& Evaluation

Appointments

Value Definition

Risk

Client Approach

Set
Strategic
Metrics

Set
Measurement
Principles

Select
Performance
Metrics

Set
Performance
Ranges

Compare Project
Options

Update
Value
Index

Validate
Delivery
Performance

Validate
Operational
Performance

Ongoing
Monitor
Operation

Monitor
Value
Profile

Monitor
Value
Profile

Review
Value
Profile

Freeze
Value
Index

Freeze
Value
Profile

Refine
Value
Profile

Compare
Tender
Options

Evaluate
Design
Solutions

Form
Strategic
Team

Form
Concept
Team

Form
Design
Team

Commence Procurement
of Delivery Organisation(s)

Award
Contract
(MAT)

Identify
Strategic
Risks

Key Deliverable

Key Deliverable

Identify
Risks

Validate
Risk
Profile

Refine
Risk
Profile

Active
Risk
Management

Monitor
Risk
Profile

Ensure Risks
Closed out

Review
Operational
Risk

Finalise
Risk
Management

Design/
Integration

Refine
Value
Profile

Identify
Client
Characteristics

Identify
Client
Attitudes

Reward &
Incentives
Model

Develop
Contract
Strategy

Prepare
For
Change

Manage
Delivery

Operational
Readiness

Staged  
Opening

Scope &
Packaging

Make
Recommendations

Final
Reward

Market
Consultation 1 Is there a case 

for change?
What is the preferred

viable option?

No

Yes

Contract award and delivery of the solution, including any further design work. 
Progress is monitored both to record outcomes realised in delivery and to refine 

outcomes relating to operation.

What is the preferred
option for delivery?

Has the value 
been delivered?

Does the solution meet the 
viability and current need?

Stakeholder
Engagement

Identify Strategic
Value Drivers

Develop 
Outcome 
Statements

Prioritise 
Outcome 
Statements

Rationalise 
Outcome 
Statements

Identify
Market
Factors

Market
Consultation 2

Intervention
Required

Back to Need phase

Continued
Operation

Back to Operation phaseHM Treasury
Business Case

Strategic Outline Case Outline Business Case Final Business Case

Deliver

Key Deliverable

Key Deliverable

Delivery
Model

Value
Index

Risk
Profile

Value
Profile

Client
Profile

Key Deliverable

Commercial
Strategy

Key Deliverable

Phase 2: Optioneering

Phase 2: 
Optioneering

Purpose 

The Optioneering phase considers 
alternative options that address the need. 
Outline designs are created, compared, 
and evaluated against the mission and 
the Value Profile. A recommendation is 
made on the preferred option. 

Measurement
& Evaluation

Appointments

Value Definition

Risk

Client Approach

Set
Strategic
Metrics

Set
Measurement
Principles

Select
Performance
Metrics

Set
Performance
Ranges

Compare Project
Options

Update
Value
Index

Validate
Delivery
Performance

Validate
Operational
Performance

Ongoing
Monitor
Operation

Monitor
Value
Profile

Monitor
Value
Profile

Review
Value
Profile

Freeze
Value
Index

Freeze
Value
Profile

Refine
Value
Profile

Compare
Tender
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The Optioneering phase answers the 
question, ‘What is the preferred viable 
option?’At the end of this phase, the client 
sponsor and the Strategic Team must 
confirm the scope of the option to be 
taken forward and the Delivery Model.
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Value Index

Risk Profile

Delivery Model

Key Deliverables

Value Toolkit Integrated Process - Optioneering 

The full version of this process is available here

 

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 2: Optioneering

In the Optioneering phase, the Strategic Team 
continues to direct the project or programme, 
but will need to form a much wider team – 
the Concept Team – who understand what 
the outcomes mean, how they interrelate, 
and have the capability to develop suitable 
concept solutions. The size and extent of 
the Concept Team will be determined by the 
nature, scale, and complexity of the project 
or programme.
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Through this phase the Value Index is 
created starting with the establishment of 
Measurement Principles. This helps clients 
to articulate their preferred approach to 
aspects such as data collection, roles and 
responsibilities and assurance. 

A Metrics Library is provided to support 
selection of suitable Performance Metrics for 
each Outcome Statement contained within 
the client’s Value Profile. The measurement 
of performance within the Value Toolkit 
can be aligned with existing measurement 
activities already undertaken by the Client (for 
example BREEAM2 and National TOMS – Social 
Value Portal3), with the ability to combine 
multiple methodologies while identifying any 
measurement gaps to be addressed.

For each Outcome Statement, the team must 
agree with the client a target performance 
level and set Performance Ranges (i.e. the 
minimum and maximum expectations of 
project or programme performance). The 
real-world Metrics, Performance Ranges & 
Targets are then converted into a points-
based index – the Value Index. 

The Value Index is used by the Concept Team 
to iteratively test and evaluate different 
solutions against the target Value Index and 
against each other, eventually narrowing these 
down to a single preferred option.

2 https://www.breeam.com/discover/how-breeam-

certification-works/

3 https://socialvalueportal.com/national-toms/

The Strategic Team will review and refine the 
Value Profile created in the Need phase to 
reflect the developing scope. Engagement 
with the market will enable the Strategic Team 
to test the risk associated with delivering the 
Value Profile from a wider market capacity 
and capability point of view.

Appointments Value DefinitionMeasurement & Evaluation

https://www.breeam.com/discover/how-breeam-certification-works/
https://www.breeam.com/discover/how-breeam-certification-works/
https://socialvalueportal.com/national-toms/
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STRATEGIC APPROACH COMMON FEATURES

1: Transactional 

“I know my requirement, who can 
best deliver it?”

Traditional approach in which the industry is engaged to provide 
a standard service, with competition at procurement.

2: Hands-on leadership

“Given the complexity I’ll need to 
watch over this closely.”

Complexity of work and stakeholder environment in which 
the client needs greater control. Certainty of outcome and 
stakeholder management are more important than lowest cost.

3: Product mindset

“I need lots of these and need 
them to get better, greener 
and faster.”

Learning the lessons of repeatability from manufacturing, often 
with extensive use of digital design and Design for Manufacture 
and Assembly. Should lead to progressive improvement and 
efficiency. Viability depends on a visible pipeline of 
repeatable products.

4: Hands-off design

“I need to solve this problem, and 
I am willing to allow significant 
flexibility as to the solution.”

The client is clear on the outcome and agnostic as to the 
solution (Which may not even require a physical structure). Open 
to innovation and amenable to using technology to solve the 
problem instead.

5. Trusted helper

“I need help, come and perform 
for me without me having to tell 
you how that needs to be done.”

The client is focused on its core business and requires competent 
suppliers (often in a safety critical environment) that may know 
the client’s operating procedures or technical challenges better 
than the client. There is close proximity between client and 
market, and workloads may fluctuate.

Phase 2: Optioneering

The Strategic Team will carry out the second 
Market Consultation in this phase. This enables 
the team to consider potential risks from a 
market perspective, for example, market 
appetite or availability of competent Delivery 
Organisations. It will also allow the Strategic 
Team to test the feasibility of proposed 
options, for example, buildability and 
materials availability.

The Market Consultation will help identify 
the Market Factors which will influence the 
selection of the Delivery Model. The Strategic 
Team will consider how the market dynamics 
may shape and inform the solution options 
and influence the Risk Profile.
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Delivery Models (Adapted from the Construction Playbook4)

 
In parallel to other activities, the Concept 
Team will use their expertise to help Identify 
Risks to the project or programme in each 
of the different solution options. 

The Strategic Team will work with the client to 
establish and assess the nature and potential 
impact of the Identified Risks and develop a 
risk management approach for the project or 
programme. The client’s appetite for risk and 
the risk management strategy are captured 
in the Risk Profile. 

When the Delivery Model has been agreed, 
the Strategic Team will validate the Risk 
Profile to confirm that the risk can be 
adequately defined and managed within 
the Delivery Model. 

The Strategic Team can now make a 
recommendation on the optimal Delivery 
Model for the project or programme based 
on a thorough understanding of:

• The Value Profile;
• The Client Profile; 
• The Risk Profile;
• Feedback from the market; and
• The solution options.

Client Approach Risk

4 https://www.gov.uk/government/publications/

the-construction-playbook

https://www.gov.uk/government/publications/the-construction-playbook
https://www.gov.uk/government/publications/the-construction-playbook
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The Design phase develops the selected 
solution in enough detail to allow Delivery 
Organisation(s) to be procured; this 
may be concept or full detailed design, 
depending on the Delivery Model selected. 
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The Design phase answers the question 
‘What is the preferred option for delivery?’ 
At the end of this phase, the final task for 
the client and the Strategic Team will be 
to confirm the preferred option for the 
delivery of the project or programme.

19

Commercial Strategy

Key Deliverables

Value Toolkit Integrated Process - Design 

The full version of this process is available here

 

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 3: Design

In the Design phase the Strategic Team 
will manage the process of selecting and 
appointing the Design Team, with the extent 
of their role being determined by the Delivery 
Model selected. 

The Value Index is a key factor in shaping 
the Design Team. The Design Team must be 
made up of individuals and companies that 
understand what the outcomes mean and 
how they interrelate; having the capability 
to develop solutions which will deliver the 
desired outcomes. The Design Team will 
include experts across the value categories. 
And is likely to include designers, cost-
managers, social value practitioners, 
and environmental specialists.

The role of the Design Team is to use their 
expertise in the value categories to develop 
the design solution to the stage where there is 
sufficient information available to commence 
Procurement of Delivery Organisation(s). The 
Design Team will also use their expertise to 
help refine the Value Profile and Risk Profile 
and to contribute to the design of the 
Commercial Strategy.
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The procurement team will take each 
package to the market in accordance with 
the client’s procurement policy, for example, 
through existing frameworks, through an 
advertised competitive tender, or through a 
negotiated process. Following the assessment 
of potential Delivery Organisation(s) offers 
or tenders, the procurement team will make 
a recommendation to the client on the most 
advantageous tender (MAT) or offer.

The Strategic Team should now refine the 
Value Profile to ensure alignment with the 
chosen solution, selected Delivery Model and 
Risk Profile. 

This review will mirror the activities undertaken 
in the Need phase: Stakeholder Engagement, 
review of Strategic Value Drivers, and updating 
of Outcome Statements. This may take place 
many months or even years after the initial 
Value Profile was agreed. By this stage in 
the project or programme, the Stakeholder 
Engagement may be considerably wider than 
in the earlier phases. The purpose of this 
review is to sense-check the Value Profile, 
not to reset the entire process.

Following the review, the Strategic Team will 
freeze the Value Profile. This will set the criteria 
for decisions associated with the appointment 
of Delivery Organisation(s).

Having refined the Value Profile for the chosen 
solution, the Strategic Team, with support from 
the Design Team, will review the Value Index 
to reflect any updates made to the Value 
Profile. This review will mirror the activities 
undertaken in the Optioneering phase: refining 
Measurement Principles, updating the Metrics 
and refining the Performance Ranges & Targets.

As the design development progresses the 
Design Team must evaluate the design 
solution(s) against the updated Value Index, 
to demonstrate that the desired value is being 
optimised during the Design phase.

As the Design phase draws to a close, the 
Strategic Team must freeze the Value Index 
to enable the procurement process for the 
Delivery phase to commence.

Using the Value Index, the procurement team 
can clearly communicate the performance 
requirements that must be met by potential 
delivery organisations and how actual 
performance will be monitored (with the 
Commercial Strategy establishing how this will 
be reflected in contract). The comparison tool 
is then used to compare Tender Options and 
to determine which offer delivers best value 
for the client.

Appointments Value Definition Measurement & Evaluation
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Phase 3: Design

The Commercial Strategy sets out how the 
solution will be bought and delivered, how and 
when Delivery Organisation(s) will be paid, and 
the contractual agreements underpinning this. 
The Commercial Strategy will consider how 
disparate and parallel activities come together 
and how interfaces are to be dealt with. 

With the scope and the Delivery Model fixed 
and the Value Profile, Value Index and Risk 
Profile frozen, the Strategic Team can now 
finalise the Commercial Strategy, including 
delivery Packages, Reward & Incentivisation 
Models, and the Contract Strategy. At this 
stage, the Strategic Team may need to 
be augmented with specialist legal and 
procurement advice – the procurement team.

21

With the solution confirmed, and the Delivery 
Model, Scope & Packaging agreed upon the 
Strategic Team should re-visit and refine the 
Risk Profile. 

Once the design solution has been developed 
(to the extent required by the Delivery Model), 
and the Value Profile and Value Index have 
been frozen, the Strategic Team must overlay 
the Risk Profile with the Commercial Strategy 
to finalise the Risk Management process. This 
will demonstrate to the client that all identified 
risks are allocated, that they will be managed 
in a way that is acceptable, and that this is 
reflected in the contractual arrangements.

Designing the Commercial Strategy

 

Step 2 
Rewards & Incentives

Step 1
Scope & Packaging

Step 3
Contract Strategy

Breaks down the role of the 
market into deliverable 
packages of work and define 
the following for each package:

The outcomes required   
aligned to the valueprofile

The deployment model for  
each package of work

The risk apportionnment

For each package the following 
decisions are made:

Once the previous two steps 
have been completed an 
appropriate contract model
can be selected which reflects 
the commercial intent

Choice of reward model 
from input/output/outcome

Choice of incentivisation  
mechanism from financial,  
repeat business or
data monetisation

Client Approach Risk
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Purpose 

The Delivery phase commences when 
the contract is awarded and the solution 
delivered, including any further 
design work.

Throughout this phase, progress is monitored; 
both to record outcomes realised in delivery 
and to refine predicted outcomes relating 
to operation. 
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As well as measuring and monitoring value 
through delivery, this phase ultimately 
answers the question ‘Has the value been 
delivered?’At the end of the Delivery phase, 
the Strategic Team will confirm to the 
client the outcomes achieved. This will give 
the client a picture of the efficacy of the 
solution and the Delivery Organisation(s) at 
that moment in time. This may be the basis 
for triggering contractual incentivisation 
mechanisms, although these may extend 
well into the Operation phase. 

The value at handover will give the client a 
datum against which ongoing operational 
performance can be measured, and an 
opportunity to apply learning from one 
project into subsequent projects.
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Value Toolkit Integrated Process - Delivery 

The full version of this process is available here

 

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 4: Delivery

The client’s primary role throughout the 
Delivery phase is to manage stakeholders, 
both external to and within their own 
organisation, and to allow sufficient space 
for the Delivery Organisation(s) to deliver 
the solution. 

Once the client has committed to awarding 
the contract to a Delivery Organisation(s), 
there will be a change in the dynamic of the 
project or programme and it is important 
that the client is prepared for this. Prior to 
award of contract, the client is integral to 
the development of the Value Profile, the 
project or programme scope, and the solution. 
Following execution of the contract, the client’s 
ability to further influence the solution or the 
delivery of the solution is much more limited.

As the Delivery phase progresses, the client’s 
attention will turn to the Operation phase; how 
and when the asset will be handed over to the 
client (or their operations organisation) and 
the preparation that is required to achieve 
Operational Readiness. This may require very 
close integration with the delivery team (for 
example, adopting a soft-landing approach), 
or see the client having limited involvement 
(for example, where a design, build and 
operate model is used).
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Before anything can be delivered, the 
Delivery Organisations(s) must be formally 
engaged. The client must award the contract 
to the successful organisation(s) and notify 
unsuccessful organisations, in accordance with 
the process set out in the tender invitation. 

Following the award, the client and the 
Delivery Organisation(s) will execute the 
contract. Once executed, the Delivery 
Organisation(s) have a binding obligation 
to deliver the contracted solution.

Throughout the preceding phases, risk is 
identified, evaluated, and apportioned, and a 
risk management plan put in place. But much 
of this work is theoretical – in preparation 
for the Delivery and Operation phases. It is 
during these later phases that risks are likely 
to surface and a very active approach should 
be taken to the coordination of risk activities 
across all parties. 

The Strategic Team will use the Value Toolkit 
to promote Active Risk Management. This 
approach encourages the client and Delivery 
Organisation(s) to share knowledge and risk 
awareness with a focus on the prevention and 
mitigation of risk, not apportionment 
of blame.

Prior to the appointment of the Delivery 
Organisation(s) some level of solution design 
will have been undertaken and may continue 
after they have been appointed. The extent 
of this design and where the responsibility 
lies will vary depending on the Delivery Model, 
but important knowledge will be lost and time 
wasted if there is not comprehensive Design 
Integration between the two areas of 
design responsibility. 

The Value Toolkit steers the Delivery 
Organisation(s) through this integration.

To achieve Operational Readiness, the client 
must have a very clear understanding of 
everything that has happened during the 
Delivery phase that may impact on the 
operation. For example, have identified 
risks been successfully mitigated and have 
previously unforeseen operational risks been 
identified? The mitigation of known risks and 
the identification of new risks may change the 
Risk Profile and, as the Delivery phase closes, 
the Strategic Team must evaluate the Risk 
Profile to ensure that there is an adequate risk 
management plan for the Operation phase.

RiskClient ApproachAppointments
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Phase 4: Delivery

The Value Toolkit supports the Strategic 
Team in assessing and recording the actual 
performance of the Delivery Organisation(s) 
compared to the performance set out in 
the contract.

During the Delivery phase, the performance of 
the Delivery Organisation(s) will be monitored 
using the Metrics set out in the Value Index. 
This includes direct measurement of outcomes 
realised in the Delivery phase (for example, 
air quality, apprentices employed) as well as 
prediction or projection of performance for 
outcomes associated the Operation phase 
(for example, operational energy, indoor 
air quality).

Regular joint validation exercises with the 
Delivery Organisation(s) will allow them to 
take any necessary corrective action and 
will also allow any contractual incentivisation 
mechanisms to be applied.

24

The Value Toolkit recognises that the actual 
outcomes realised may not always reflect 
those intended. To address this, the Value 
Profile is reviewed during the Delivery phase to 
reflect any additional or unintended outcomes. 
For some value categories, particularly 
those in the social and human capital, it 
is not possible to fully predict the changes 
stakeholders will experience. The Outcome 
Statements may need to evolve through the 
project or programme lifecycle, informed by 
feedback from stakeholders.

Comparison of actual vs. target performance

 
Value DefinitionMeasurement & Evaluation

Target

Actual
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Phase 5: Operation

Purpose 

The Operation phase is when the 
solution is in use, both during and 
beyond the contract period. 

Key Decision 

The Operation phase poses the question 
‘Does the solution meet the viability 
and current need?’ Changing demands 
will often lead the client to review their 
asset. This may lead to further projects 
or programmes or the end of the 
functional life of the asset (for example, 
upgrades, maintenance, change of use, 
etc.). Each new project or programme 
should be taken through the Value 
Toolkit phases, which will determine 
the preferred viable option for the new 
project or programme. 
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Value Toolkit Integrated Process - Operation 

The full version of this process is available here

 

Measurement
& Evaluation

Appointments

Value Definition

Risk

Client Approach

Set
Strategic
Metrics

Set
Measurement
Principles

Select
Performance
Metrics

Set
Performance
Ranges

Compare Project
Options

Update
Value
Index

Validate
Delivery
Performance

Validate
Operational
Performance

Ongoing
Monitor
Operation

Monitor
Value
Profile

Monitor
Value
Profile

Review
Value
Profile

Freeze
Value
Index

Freeze
Value
Profile

Refine
Value
Profile

Compare
Tender
Options

Evaluate
Design
Solutions

Form
Strategic
Team

Form
Concept
Team

Form
Design
Team

Commence Procurement
of Delivery Organisation(s)

Award
Contract
(MAT)

Identify
Strategic
Risks

Key Deliverable

Key Deliverable

Identify
Risks

Validate
Risk
Profile

Refine
Risk
Profile

Active
Risk
Management

Monitor
Risk
Profile

Ensure Risks
Closed out

Review
Operational
Risk

Finalise
Risk
Management

Design/
Integration

Refine
Value
Profile

Identify
Client
Characteristics

Identify
Client
Attitudes

Reward &
Incentives
Model

Develop
Contract
Strategy

Prepare
For
Change

Manage
Delivery

Operational
Readiness

Staged  
Opening

Scope &
Packaging

Make
Recommendations

Final
Reward

Market
Consultation 1 Is there a case 

for change?
What is the preferred

viable option?

No

Yes

Contract award and delivery of the solution, including any further design work. 
Progress is monitored both to record outcomes realised in delivery and to refine 

outcomes relating to operation.

What is the preferred
option for delivery?

Has the value 
been delivered?

Does the solution meet the 
viability and current need?

Stakeholder
Engagement

Identify Strategic
Value Drivers

Develop 
Outcome 
Statements

Prioritise 
Outcome 
Statements

Rationalise 
Outcome 
Statements

Identify
Market
Factors

Market
Consultation 2

Intervention
Required

Back to Need phase

Continued
Operation

Back to Operation phaseHM Treasury
Business Case

Strategic Outline Case Outline Business Case Final Business Case

Deliver

Key Deliverable

Key Deliverable

Delivery
Model

Value
Index

Risk
Profile

Value
Profile

Client
Profile

Key Deliverable

Commercial
Strategy

Key Deliverable

http://www.constructioninnovationhub.org.uk/value-toolkit
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Phase 5: Operation

As the asset moves into operation, the client 
must not lose sight of those risks identified 
during the Delivery phase and must ensure 
Risks are closed out. At this stage, the client 
may have moved into using an operations 
organisation; it is important to ensure no 
loss of knowledge that would allow risks to 
be overlooked. The close-out of risks may 
also be part of the Delivery Organisation(s) 
incentivisation structure.

Throughout the Operation phase, the 
operations organisation will be responsible 
for the ongoing implementation of the 
Value Toolkit and will use it to monitor 
performance. This will include continuous 
review of Operational Risk. If risk events occur, 
the operations organisation must implement 
remediation measures and determine 
whether these were predicted events and 
if they had the predicted impact. This will 
be recorded in the Value Toolkit to improve 
ongoing operational performance and provide 
feedback for future projects and programmes. 
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The Delivery Organisation(s) will continue 
to have contractual obligations into the 
Operation phase. At the end of the contract 
period, the performance achieved will be 
recorded against each Outcome Statement 
using the same Metrics and points index 
as the contracted Value Index. This review 
will validate the Operational Performance 
achieved by the Delivery Organisation(s).

This will provide an operational Value Index 
against which performance will be monitored 
throughout the Operation phase. If the Value 
Profile is updated during the Operation 
phase, the Value Toolkit will be used to 
create a revised Value Index to set the new 
performance metrics.

For end users, the wider community and 
other stakeholders, project or programme 
success is often defined by the very early 
stages of asset operation. A well-orchestrated 
handover from Delivery Organisation(s) 
to operations organisation is essential to 
maintain stakeholder confidence. The client 
and the operations organisation must commit 
sufficient resources to deliver the operational 
readiness plan, which may involve a Staged 
Opening of an asset or facility.

Risk Client Approach Measurement & Evaluation

Critically, over time, the Value Toolkit will 
drive the collection of predicted and actual 
performance data from a range of project 
types, clients and sectors against a consistent 
performance framework (i.e. the Value 
Definition Framework). This will in turn drive 
increasingly quicker, data-driven decisions.
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Phase 5: Operation
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Over the operational life of the asset, ongoing 
operational performance will be reviewed 
against the Value Profile. Throughout the 
Operation phase, Strategic Value Drivers and 
desired outcomes may change and the Value 
Profile should be updated. Changes to the 
Value Profile should be made in accordance 
with the activities set out in the Need 
phase, including Stakeholder Engagement 
and identifying Strategic Value Drivers and 
Outcome Statements. At the end of the 
Delivery Organisation(s) contract period, the 
Value Profile will be reviewed and updated 
to reflect the lessons learned to date.

Throughout operation, the client should 
continually review whether the asset is meeting 
current need or whether a new intervention is 
required (beyond routine maintenance).

If the review indicates that the solution is 
unable to meet the current need, the Value 
Toolkit process should be restarted to establish 
whether to refurbish, repurpose, renew, or 
decommission the solution, or sell the asset.

The Value Toolkit provides a consistent 
mechanism for reviewing real-time performance 
and collating feedback from asset users and 
other stakeholders. This data feedback loop will 
support continuous improvement of subsequent 
projects and programmes.

Value Definition Activities Appointments

The reward for the Delivery Organisation(s) is 
linked to the achievement of the contacted 
Value Index at the end of the contract period – 
recorded in the Value Toolkit by the validated 
Operational Performance. The nature of this 
reward – which may include incentivisation 
payments for enhanced performance or 
penalties for substandard performance – is 
defined as part of the Commercial Strategy 
and set out in the contract. At the end of 
the contract period the Strategic Team will 
recommend to the client the Final Reward to 
be made to the Delivery Organisation(s).

This may be a financial reward, but performance 
could also be rewarded through repeat 
business or a greater share of a framework.

Using the Value Toolkit to Support 
Future Interventions
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Conclusions

The five phases of the Value Toolkit set 
out above integrate with the phasing 
of any project or programme. The 
diagram illustrates how the Value Toolkit 
aligns with key business case stages, 
assurance reviews and procurement 
cycles, together with typical stages that 
are found in building or infrastructure 
projects and programmes.
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Value Toolkit: Alignment with other processes (Indicative only)
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GRIP or other construction project stages.
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The Value Toolkit process demands a 
change of approach from clients and the 
wider construction industry. It provides an 
opportunity to replace behaviours and 
approaches that have traditionally held 
back the delivery of value, including: reward 
systems focussed on short-term financial 
reward, tendency towards known solutions, 
unwillingness or lack of confidence to embrace 
new ways of thinking or a supply chain that 
lacks or overstates its capability or capacity 
to participate.

Following the Value Toolkit process will be a 
big step forwards, but over and above this, 
the following factors are critical for successful 
delivery of the desired outcomes:

COMMITMENT

• Client commitment from the beginning, including motivated people 
at all levels to make it work and not let it be undermined;

• Allow enough time at the outset of the project or programme – 
more haste, less speed; and

• Push the boundaries – use incentivisation and reward to change 
the way things are done, but beware perverse incentives that 
undermine the outcomes. 
 

UNDERSTANDING

• Clients – understand yourself, your objectives, and your attitude 
toward and ability to manage risk;

• Take time to understand wider capitals and why they are important:

• Natural capital, social capital and human capital work in much 
the same way as traditional capital – if we invest in them, they 
create value; if we degrade them, we limit their value;

• A capitals approach moves beyond considering only how we 
impact on the capitals to also highlighting how we depend on 
them; and

• This shift in mindset contextualises our relationships with the 
capitals and helps to illustrate a clear business case for their 
protection and investment in their health and resilience.

CULTURE

• Avoid a blame culture – allocate and own risks in order to manage 
them better;

• Be open minded at all stages – for example, don’t undertake 
optioneering without being open to alternatives; 

• Higher aspirations – seek to achieve outcomes other than on time 
and budget; and

• The Value Toolkit complements good project management, 
but is not a substitute for it.

BEHAVIOURS

• Change mindset – consider what is possible, not what is  
‘normally’ done;

• See what the market can offer – be open minded to different 
delivery models and innovative approaches;

• Humility rather than hubris – listen and strive for better;

• Have the right people in the room – including highly engaged 
individuals and organisations who will own and drive the Value 
Toolkit process. The right people will be different at different 
stages for different parts of the process;

• A team that respects each other; and

• Good facilitation skills in the team – the best solutions may need to 
be drawn out from multiple stakeholders.

Delivering Success



30

This Overview document has 
been produced to accompany 
the commencement of live 
testing of the Value Toolkit. 

Between May and October 2021, the 
Value Toolkit will undergo widespread 
testing with clients, practitioners and 
constructors before the final industry-
wide version is launched at the end 
of 2021. This test period will be an 
opportunity for the development team 
to gather feedback, learn from users, 
and refine and strengthen the processes.

Next Steps
30

Supporting the Value Toolkit process are 
a suite of tools, resources, and detailed 
guidance, which will be made available to 
clients and organisations contributing to the 
testing phase. 

A beta version web application has also been 
developed to support implementation of the 
Value Toolkit, providing clients with a ‘golden 
thread’ of how value has been defined, 
optimised, and delivered from business case 
to end of life of the asset.

The Value Toolkit promotes a new approach 
for clients and delivery teams and its 
success will depend on the capability and 
understanding of those facilitating, interacting 
with or responding to its use. Therefore, the 
testing period will also be used to develop 
and test a suite of training resources 
ranging from general awareness to detailed 
implementation, backed by an assurance 
regime to ensure consistency of application.

Next Steps

Beta version of the Value Toolkit web application
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