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Executive Summary

The construction industry stands at a crossroads, 

grappling with persistent challenges that have defied 

decades of reform attempts. This paper explores a critical 

insight: successful transformation requires mastering two 

distinct but interdependent levels of system learning.

The first level focuses on systems that make buildings, the 

platforms, standardised components, and manufacturing 

processes that promise efficiency and repeatability. The 

second level addresses tools that help to design and 

deploy systems; the rule books, standards, procurement 

models, and governance structures that enable scaling 

and adoption.

History demonstrates that focusing exclusively on the first 

level creates a dangerous cycle of overcapacity and 

under-adoption. Without the enabling ecosystem to 

support market pull, even the most innovative building 

systems struggle to achieve meaningful scale. The 

opportunity for forward-thinking industry leaders lies in 

developing capability across both levels simultaneously, 

creating a balanced approach that drives genuine 

transformation.

Key Insight

Building systems without 

ecosystems fail to scale 

effectively

Strategic Focus

Dual-level capability 

development

Market Reality

Push and pull must be 

balanced for success
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A Perfect Storm

The convergence of multiple critical factors has created an unprecedented moment of urgency and 

opportunity in the construction sector. Unlike previous reform cycles driven primarily by performance 

concerns, today's challenges represent a perfect storm of structural, economic, and social pressures that 

demand immediate and sustained action.

Housing Crisis Deepens

The structural deficit in social housing has 

reached crisis levels, with the Social Rent 

Playbook highlighting the gap between need 

and delivery capacity. Traditional approaches 

simply cannot scale fast enough to meet 

demand.

Skills Shortage Accelerates

The Farmer Review's stark warning of 

"Modernise or Die" has proven prophetic. An 

aging workforce, declining apprenticeship 

numbers, and increasing complexity in 

construction methods have created a perfect 

storm of capability gaps.

Policy Landscape Shifts

Government intervention through the 

Construction Playbook, CIH Rulebook, and the 

PAS 8700 standard represents the most 

comprehensive policy framework in decades, 

creating both opportunity and compliance 

pressure.

Market Fatigue with Silver Bullets

After years of promises that failed to deliver 

transformational change, the industry is 

increasingly skeptical of single-solution 

approaches, creating demand for more 

nuanced and comprehensive strategies.
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Three Decades of Reform Cycles
The construction industry's reform journey reveals a pattern of well-intentioned initiatives that, while 

advancing specific aspects of practice, have struggled to achieve systemic transformation. Each cycle has 

built upon previous insights while grappling with persistent challenges around adoption and scaling.

11994 – Latham Report

Focused on collaboration and 

procurement reform, introducing 

partnering concepts and integrated 

project delivery. Established foundation 

for relationship-based contracting but 

lacked technological enablers.

2 1998 – Egan Report

Emphasised process integration and 

ambitious performance targets, drawing 

inspiration from manufacturing. 

Introduced measurement frameworks 

and continuous improvement thinking to 

construction.
32016 – Farmer Review

Delivered the stark "Modernise or Die" 

message, highlighting workforce crisis 

and making the case for industrialisation. 

Created urgency around demographic 

challenges and skills shortages.
4 2020 – Construction Playbook

Embedded platform thinking directly into 

government procurement, creating 

market demand for standardised 

approaches. Shifted focus from voluntary 

adoption to mandatory compliance.

52023 – CIH Rulebook

Codified the product platform approach 

for social housing, providing specific 

technical requirements and performance 

standards. Translated policy intent into 

operational guidance.

6 2024 – Social Rent Playbook

Introduced ecosystem framing, 

recognising that successful delivery 

requires coordinated systems thinking 

across multiple stakeholders and 

organisational boundaries.

72025 – PAS 8700 & ISO Standards

International standards and deployment 

toolsets begin to emerge, providing 

neutral backbone for industry 

transformation and enabling global 

knowledge transfer.

3

https://gamma.app/?utm_source=made-with-gamma


preencoded.png

Understanding Two Levels of System 
Learning

The fundamental insight driving this analysis is that construction transformation operates simultaneously 

across two distinct but interconnected levels of system learning. Most reform efforts have focused primarily 

on the first level, developing better ways to make buildings, while neglecting the second level that enables 

widespread adoption and scaling.

Level One: Building Systems That Make 
Buildings

This includes platforms, standardised 

components, manufacturing processes, and 

technological innovations that directly improve 

how we construct buildings. These are the 

tangible, physical systems that promise 

efficiency and repeatability.

• Product platforms

• Standardised component libraries

• Digital fabrication tools

• Assembly methodologies

Level Two: Ecosystems That Make 
Building Systems

This encompasses the tool sets, standards, 

procurement models, and governance 

structures that enable the scaling and 

widespread adoption of Level One innovations. 

These are the meta-systems that create market 

conditions for success.

• Procurement tool sets

• Performance standards

• Supply chain coordination

• Risk allocation models

The critical insight is that product platforms and standardised building systems can deliver tangible 

repeatability and efficiency, while ecosystems provide the governance, standards, and procurement 

models that enable scaling. History shows that both levels must be developed together; products without 

enabling ecosystems struggle to achieve market adoption, while ecosystems without products lack 

concrete solutions to deploy.
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Strategic Framework

Forward-thinking industry leaders have an unprecedented opportunity to shape the next phase of 

construction transformation by developing dual-level capabilities. This requires moving beyond traditional 

either-or thinking to embrace a dual approach that simultaneously advances platform innovation and 

ecosystem development.

Invest in Both Levels

Build product systems and 

governance ecosystems 

simultaneously. Avoid the 

common trap of perfecting 

product platforms without 

developing the market 

conditions necessary for 

adoption. Success requires 

balanced investment across 

both levels of system learning.

Think Ecosystem, Not 
Factory

Incubate supply chains and 

align procurement processes 

rather than simply scaling 

manufacturing capacity. 

Sustainable transformation 

requires coordinated 

development across multiple 

stakeholders and 

organisational boundaries.

Balance Push and Pull

Avoid overbuilding capacity 

without secured demand. 

Historical cycles demonstrate 

the risks of push-focused 

strategies that neglect market 

development and demand 

aggregation.

Embed Standards Early

PAS 8700 provides a neutral backbone for 

transformation initiatives. Early engagement 

with emerging standards creates competitive 

advantage and reduces future compliance 

costs while enabling knowledge transfer and 

best practice sharing.

Measure Outcomes, Not Outputs

Align with Four Capitals thinking and value-

based procurement approaches. Focus on 

social, environmental, and economic value 

creation rather than purely technical 

performance metrics to ensure sustainable 

transformation.
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Implementation Roadmap

Successful implementation of dual-level system learning requires a phased approach that builds capability 

systematically while maintaining focus on market development and stakeholder alignment. This roadmap 

provides a practical framework for organisations ready to embrace transformation.

01

Assessment and Alignment

Conduct comprehensive capability 

assessment across both product 

platform development and 

ecosystem creation. Identify gaps, 

strengths, and alignment 

opportunities with existing 

organisational capabilities and 

market positioning.

02

Stakeholder Ecosystem 
Mapping

Map key stakeholders across the 

value chain, identifying influence 

patterns, decision-making 

processes, and alignment 

opportunities. Focus on 

procurement bodies, regulatory 

agencies, and end-user 

communities.

03

Pilot Program Development

Design pilot programs that test both 

product platform innovations and 

ecosytem approaches 

simultaneously. Ensure pilots 

include measurement systems that 

capture both technical performance 

and adoption dynamics.

04

Standards Integration

Actively engage with PAS 8700 development 

processes. Early involvement shapes standards to align 

with organisational capabilities while ensuring 

compliance readiness.

05

Scale and Iterate

Use pilot learnings to refine both platform offerings and 

ecosystem approaches. Focus on creating self-

reinforcing cycles where platform success drives 

ecosystem adoption and vice versa.

Platform Investment Ecosystem Investment

£0 £300,000 £600,000 £900,000
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Beyond Traditional Metrics

Traditional construction metrics focus heavily on cost, time, and quality, important measures that capture 

product platform performance but miss the broader ecosystem effects essential for sustainable 

transformation. Dual-level system learning requires more sophisticated measurement approaches that 

capture both immediate performance and long-term system health.  Consider collating date on metrics like:

40%
Platform Adoption 

Rate

Percentage of eligible 

projects using 

standardised systems, 

indicating market pull 

strength and ecosystem 

effectiveness.

25%
Supply Chain 

Integration

Degree of coordination 

across tier-1 and tier-2 

suppliers, measuring 

ecosystem development 

beyond individual 

platforms.

60%
Stakeholder 

Alignment

Level of consensus 

across procurement 

bodies, regulatory 

agencies, and delivery 

partners on 

transformation priorities.

15%
Innovation Velocity

Rate of improvement in 

both platform 

capabilities and 

ecosystem 

effectiveness, indicating 

learning system health.

Four Capitals Framework Integration

Aligning measurement systems with Four Capitals thinking 

ensures that transformation efforts create genuine value 

across financial, manufactured, intellectual, and social capital 

dimensions. This approach moves beyond narrow efficiency 

metrics to capture broader system benefits including skills 

development, community impact, and environmental 

performance.

Success indicators should include workforce development 

metrics, community engagement levels, environmental impact 

reductions, and knowledge transfer effectiveness. These 

measures help ensure that transformation efforts contribute 

to long-term industry sustainability rather than short-term 

optimisation.
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A Dual Layer Opportunity

The next phase of construction reform will be led by those who learn at 

two levels simultaneously: designing systems that build, and systems 

that enable design and deployment at scale. This represents a 

fundamental shift from the product-centric thinking that has dominated 

recent reform cycles.

Organisations that master only one level, whether platform innovation or 

ecosystem development, will repeat the boom-and-bust cycles that 

have characterised previous transformation attempts. The sustainable 

competitive advantage lies in developing dual-level capabilities that 

create self-reinforcing cycles of innovation and adoption.

The Monkey Trap

Focusing solely on product 

innovation without developing 

enabling ecosystems leads to 

overcapacity and under-adoption, 

repeating historical patterns of 

failed transformation.

The Ecosystem Opportunity

Leaders who invest equally in 

governance systems, standards 

development, and market-making 

activities create the conditions for 

sustainable scaling and industry 

transformation.

The Integration Imperative

Success requires treating platform 

development and ecosystem 

creation as complementary 

capabilities that must be 

developed simultaneously, not 

sequentially.

The window of opportunity created by current policy momentum, market pressures, and emerging international standards 

will not remain open indefinitely. Organisations that act decisively to build dual-level capabilities will shape the future of 

construction transformation, while those that hesitate or focus on single-level approaches will find themselves struggling to 

catch up in an increasingly sophisticated and coordinated industry landscape.

Transformation of our sector is not just about building better platforms or better ecosystems, it's about building better 

relationships between platforms and ecosystems, creating systems that learn and adapt at multiple levels 

simultaneously.
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