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Introduction 

Procurement strategy is an important success factor in construction projects that has moved out of 

contractual administration to be a strategic activity. With the modern world marked by demands 

to increase efficiency, digitalisation, and innovation, the use of traditional procurement models can 

be quite counterproductive in the industry. These competitive strategies often suffocate the 

teamwork required of the contemporary methodology to thrive. The essay will provide an 

argument that certain collaborative approaches in procurement are needed to effectively mediate 

the deployment of Lean Construction, Building Information Modelling (BIM), and Innovation. It 

will initially define these concepts followed by analysing key procurement routes and finally give 

a critical justification of the best pairings using real-life case studies. 

Section 1: Understanding of Lean Construction, BIM, and Innovation 

1.1 Lean Construction 

The production management concept known as "lean construction" that is based on the Toyota 

Production System and is focused on maximising the end-user value and at the same time 

minimising wastage in the project lifecycle (Forbes & Ahmed, 2010). Its philosophy is different, 

as the focus is shifted on value creation rather than cost reduction. The most significant ones are 

defining value as perceived by the customer, removing all types of non-value-adding operations 

(waste or Muda), constant workflow, and a commitment to continuous improvement (Kaizen) 

(Morabi and Sormunen, 2023). In practice, using techniques such as the Last Planner System to 

create more solid workflow, Just-in-time delivery to minimise inventory wastage and Value Stream 

Mapping to visualise and optimise processes is used.  
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Figure 1: Lean Construction Management 

(ZIGURAT, 2023) 

1.2 Building Information Modelling (BIM) 

Building Information Modelling (BIM) is a paradigm shift in comparison to the old 2D 

representation of an object, which serves not only as a shared digital depiction of a physical and 

functional environment of a facility but also as a collaboration process (Sacks et al., 2018). Its 

general philosophy goes around managed information to make joint decisions. It will be supported 

by the principles of using a Common Data Environment (CDE) as a single point of truth, 

developing structured data that may be used to analyze it, and the need to cooperate at the earliest 

phases of a project. The uses of BIM are not limited to 3D coordination, but there are also 4D 

(scheduling), 5D (cost estimation), clash detection, and full lifecycle asset management. It is of 

paramount importance because it will save on the amount of rework by identifying the problem 

early enough and increase cost predictability, as well as create a collaborative atmosphere by 

ensuring that the information is clear and available to all of the interested parties (Hu et al., 2021). 
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Figure 2: Building Information Modelling (BIM) 

(Altieri, 2024) 

1.3 Innovation 

Within the construction industry, innovation can be described as the effective application of new 

or vastly better processes, technologies, products, or business models (Xue et al., 2014). When 

differentiating between incremental and radical innovation (radical change that alters the state of 

things), it is essential to consider between a small, continuous innovation and radical innovation. 

One of the drivers is the culture promoting research and development (R&D) and knowledge 

sharing. The fields of application are wide and expanding, covering Off-site Manufacturing and 

Design for Manufacture and Assembly (DfMA), use of drones to survey and AI to analyze projects, 

the creation of new sustainable materials, like self-healing concrete, and the creation of digital 

twins by managing assets in real-time (Zahedi et al., 2024). The importance of innovation is that 

it leads to long-term competitiveness, assists in solving long-term problems faced by the industry, 

as skills shortages and low production, and serves to attain high targets of sustainability. 
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1.4 Interrelationships and Synergies 

These concepts are not independent of each other, but rather closely synergistic and reinforcing. 

Lean decision-making, including pull-planning and waste identification, is enabled by BIM, which 

offers an accurate foundation of the data-rich, digital form (Sacks et al., 2018). Moreover, the 

trusting and open-minded atmosphere provided by both Lean and BIM introduces the 

psychological security and joint workflows that need to take place to ensure innovation is 

proposed, tested, and incorporated to work (Likita et al., 2025).  

Section 2: Identification and Analysis of Procurement Methods 

2.1 Traditional Procurement (Design-Bid-Build) 

The classic procurement or Design-Bid-Build is a path linear and sequential process, where design 

development totally occurs through a group of consultants and is submitted to the tender process 

to choose a contractor (Walker, 2015). Its principal feature is the separation of contracts between 

the client and designer, as well as between the client and contractor (Boyd and Chinyio, 2025). 

This is a simple accountability, the client is assured of the cost at the date the contract is awarded, 

and it is a well-known type (Naoum and Egbu, 2015). It has also limitations. This split is often 

unfriendly and promotes conflictual relationships, unresponsive to the demands of clients, and less 

innovative, to the creativity of an earlier input by the contractor, thus making claims and schedule 

overruns more likely (Watermeyer, 2012). 

2.2  

 is a contract whereby the construction and design work is subjected to 

a single contract with a prime contractor. The contractor shall be engaged to fulfill the project 

according to Employers Requirements of the client (Masterman, 2013). This point of 

accountability can lead to a decrease in the project completion schedule because of overlapping 

activities, better buildability and cost certainty given to the client at a tender age during the project 

(Masterman, 2013). The first and most obvious is the fact that the client lacks control over the 

quality of the design of the end product and there is always a risk of the contractor attempting to 
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cut corners to increase the profits, which is known as commercial optimisation (Boyd and Chinyio, 

2025).  

2.3 Collaborative/Relational Procurement Models 

a) Partnering & Alliancing: All of these approaches are implemented on the principles of the 

aspiration to reach shared objectives, the society of culture, and such strategies like open-book 

accounting and pain-share/gain-share (Young, 2016). They are often institutionalised in an 

unbinding Charter. The supported teamwork and trust promote the idea of continuous 

improvement and can be helpful in difficult and risky projects (Nwajei, 2021). To the contrary, 

their functionality highly depends on the relationship management and require a considerable 

degree of cultural change among all the parties that might be difficult to sustain (Nwajei, 2021). 

b) Integrated Project Delivery (IPD): The smoothest form of cooperative procurement is IPD, 

which often assumes a multi-party contract where the client, the designer, and the significant 

contractors are locked at the very first steps of the project (Reed, 2014). This structure makes the 

interests of the stakeholders to be closely related, which creates serious motivations to cooperate 

with each other, to be effective and creative (Asmar, Hanna and Loh, 2013). IPD is an intricate 

legal discipline which entails high rates of trust and transparency and is not an option of 

mainstream choice (Asmar, Hanna and Loh, 2013). 

2.4 Management-Oriented Procurement (e.g., Management Contracting) 

In the management based procurement, the client hires a management contractor according to the 

professional services fee to arrange a series of particular works package contractors (Popov et al., 

2021). Also, it may be hasty tracked in the sense that the progression of design and building may 

occur simultaneously and gives the client the flexibility (Popov et al., 2021). The client however, 

has the risk of cost of works packages and such a way of treating the works would require a 

complex and highly trained client staff to carry the process effectively (Popov et al., 2021). 

Section 3: Justification of Procurement Method Selection and Understanding of 

Procurement Challenges 
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3.1 Justification for Lean Construction 

Integrated Project Delivery (IPD) is the most appropriate procurement approach to facilitate Lean 

Construction, and Collaborative Partnering and Alliancing are also very efficient. The basic 

rationale is the philosophical congruency between the procurement model and the Lean principles. 

Lean involves the early and sustained engagement of the parties in order to streamline the overall 

project in totality and remove waste (Likita et al., 2025). The multi-party contract and joint 

financial incentives of IPD directly compensate the behavioural changes, i.e. collaborative 

problem-solving, transparency, and orientation towards continuous flow, which are pre-eminently 

vital to the success of Lean methodologies such as Target Value Design and the Last Planner 

System (Fischer et al., 2017). The siloed format and fixed-price aspect of Traditional procurement, 

by contrast, foster a state of adversarial relationships and not encourage the open interaction that 

is the basis of Lean, and in many ways, the waste that Lean aims to eradicate (Fischer et al., 2017). 

3.2 Justification for Building Information Modelling (BIM) 

In order to effectively implement Building Information Modelling (BIM), partnering, alliancing 

and IPD collaborative procurement models are essential. The essence of the argument behind this 

is that BIM is not a technological device, it is essentially a collaborative process. Its full potential 

can be realised only in case all the stakeholders contribute and believe in a common information 

model in a Common Data Environment (CDE) at the beginning of the project (Sacks et al., 2018). 

The open information sharing can only be made possible with the help of collaborative models 

that offer the required contractual framework and culture of trust. Although a two-phase Design 

and Build may be appropriate because it enables early contractor engagement, Traditional 

procurement is fundamentally incompatible because it introduces information silos and contractual 

divisions prioritizing the single source of truth principle at the heart of BIM (Hu et al., 2021). 

3.3 Justification for Innovation 

These procurement systems are Collaborative Partnering, Alliancing, and Two-Stage Open Book 

which would be best in fostering innovation. The defence in this case revolves around risk and 

reward. Innovation takes investment in research and development, ability to take risks and long-
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term view of value. Collaborative schemes that have pain-share/gain-share provisions provide 

financial incentives to contractors and designers to present and apply innovative solutions that 

provide a better whole-life value. On the other hand, lump-sum contracts, are fixed-priced 

contracts whereby all risk is transferred to the contractor and no financial incentive is given to 

invest or propose unexplained ways of doing things, effectively discouraging innovation in order 

to maintain the profit margins (Nwajei, 2021). 

3.4 Understanding of Procurement Challenges and Risks 

Although they offer benefits, there are numerous difficulties related to the adoption of 

collaborative procurement models. To start with, a significant cultural and mentality change of all 

parties is necessary since relationships built on trust and mutual goodwill must be established as 

opposed to those built on antagonistic and transactional ties. Second, it should be able to work 

with clients who are sophisticated, knowledgeable, and active participants, which is necessary to 

maintain these intricate relations (Huemann and Turner, 2024). Third, it is legally complex in 

nature since the IPA and multi-party contracts are more challenging to write and manage compared 

to the standard forms. Lastly, there is the issue of measurement and incentives, which may be quite 

subjective and difficult to quantitatively measure the abstract things such as "innovation" and 

"value" as well as the reduction of waste so that it can be put through gain-share mechanisms 

(Asmar, Hanna and Loh, 2013). 

Section 4: Critical Review and Application to Real-life Contexts 

4.1 Application to Lean Construction: Case Example 

The Sutter Health Cathedral Hill Hospital project in California is an iconic project that has been 

facilitated by procurement to achieve Lean success. The project was provided with some sort of 

Integrated Project Delivery (IPD), which is a multi-party contract and a joint risk/reward scheme. 

Importantly, such an IPD model established a single combined team with similar financial 

incentives, which was a condition to complete the implementation of Lean techniques, including 

Target Value Design, pull scheduling and cross-functional work (Rashidian, Drogemuller and 

Omrani, 2022).  
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4.2 Application to BIM: Case Example 

The BIM Mandate of the UK Government gives a national level case of how to make procurement 

meet digital transformation. Although it was stated that it is BIM Level 2, its successful application 

could be explained by a simultaneous change of the procurement approach. Manchester Town Hall 

refurbishment was projected as an example of work based on a NEC4 contract and the X10 (Early 

Contractor Involvement) option and implemented using collaborative models such as SCAPE. The 

contractual agreement that facilitated the sharing of information was the NEC4 contract, which 

focused on mutual trust and cooperation (Masmeijer, 2021).  

4.3 Application to Innovation: Case Example 

The example of project Horizon, which is a project of the UK ministry of justice, shows how 

procurement can be organized to be innovative. The project was realized in a form of a Long-term 

Partnering Framework with a group of suppliers. This framework was important because the long-

term time and the collaborative aspect provided suppliers with the confidence and financial 

incentive to invest in research and development (R&D) (Khoteja et al., 2025). Through this 

investment, standardised and innovative courtroom designs through off-site manufacture (DfMA) 

was created, which brought about a 30% cost reduction and a 40% reduction in programme time 

throughout the entire estate. This is the opposite of the situation with one-off projects that are 

acquired under the conventional lump-sum contracts, wherein the contractor does not have any 

strategic incentive to be innovative. 

4.4 Synthesis and Critical Evaluation 

A critical analysis of these cases brings into view a strong synergistic effect. The most advanced 

projects are progressively becoming any unit, combined procurement strategies, like IPD or 

advanced Alliancing, which are in position to support Lean, BIM, and Innovation. BIM, Lean and 

Innovation would be the nucleus of data, the production management strategy, and the persistent 

output respectively, all supported by a procurement model that would incentivise and reward this 

coherent solution to the problem (Likita et al., 2025). In the future, the future performance of the 
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industry and the capacity to cope with global challenges in productivity and sustainability is 

pegged on the ability to get rid of the legacy of traditional procurement.  

Conclusion 

This essay has shown that such collaborative models as IPD and Alliancing with their focus on 

early involvement and shared risk/reward are entirely consistent with the objectives of Lean 

Construction, BIM, and Innovation. Conversely, the conventional practices introduce structural 

barriers, which prevent cooperation. The key enabler that opens the synergistic potential between 

these concepts of the modern world is the right procurement strategy. The construction industry 

needs to be transformed where clients are able to make conscious choices of procurement channels 

that bring integration and value other than the transactional cost management. 
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