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ABOUT THE PROJECT HIiD

The Health Innovation Dudley (HID) project was
a major public sector infrastructure
programme in Dudley, developed to support
the integration and improvement of health,
social care and community services through
the creation of a new, modern health and
wellbeing facility. Emerging through
collaboration between Dudley Metropolitan
Borough Council, Dudley College, Worcester
University and wider stakeholders, the project
adopted The IPI Model of Insurance Backed
Alliancing as the procurement and delivery
approach. Through IPI, the client, designers,
contractors and key suppliers formed a single
integrated alliance operating under shared
objectives, collective governance and open-
book commercial arrangements, with a shared
risk-reward mechanism linked to overall
project outcomes.

WHAT IS IN THE REPORT

The HID Lessons Learned Report captures structured reflections from across the
alliance and the extended supplier network on their experience of delivering the
HID project using the IPl model. Drawing on responses to targeted questionnaires,
the report explores how individuals experienced collaboration, governance,
decision-making and behavioural expectations within the alliancing environment.
It draws out the key themes and benefits realised through the use of the model,
alongside the practical challenges encountered.

In addition to these overarching thematic insights, the report provides specific
feedback from different project roles, setting out what project members believe
worked well, what could be improved, and what advice they would offer to future
teams embarking on an [Pl project. These role-based perspectives are
complemented by consolidated commentary from the Lessons Learned
workshops held in February, where participants collectively reflected on key
moments across the project lifecycle. Together, these inputs create a practical
evidence base grounded in lived experience, intended to inform continuous
improvement and support more confident and effective delivery on subsequent
IPI projects.



IPI TEAM SUMMARY HiD

The Health Innovation Dudley (HID) project has
demonstrated that adopting the IPI model can
deliver not only strong project outcomes, but
also meaningful cultural and behavioural
change across a complex delivery
environment.

At the outsett many individuals and
organisations involved in the project were
deeply embedded in traditional construction
industry processes, characterised by
established hierarchies, defined authority
structures, and conventional approaches to
risk management. As a result, certain aspects
of the IPI methodology, particularly its
emphasis on shared accountability,
transparency, and collaborative decision-
making, presented initial challenges. In some
instances, this led to inefficiencies in
developing solutions and impacted the pace of
progress on site during the early stages.

However, as the project evolved, teams increasingly adapted to the alliancing
approach. Trust, openness, and collective ownership began to strengthen, enabling
more effective collaboration and improved problem-solving. The shift away from
adversarial behaviours towards a more integrated and supportive working culture
became a defining feature of the project.

Despite early challenges, the overall outcome of the HID project can be considered
highly successful. The project was delivered on time, within the target cost and within
the gain share threshold, demonstrating the commercial effectiveness of the IPl model.
Equally important were the less tangible, but deeply significant, outcomes: many
participants reported improved mental health and wellbeing, alongside a greater
sense of shared purpose and professional fulfilment.

The experience has generated valuable learning for all parties involved. Future
applications of the IPl model can build on these insights, particularly in supporting
early-stage cultural transition and helping individuals adapt more quickly to new ways
of working.

In summary, while the journey required adjustment and learning, the HID project stands
as a compelling example of how collaborative contracting models like IPI can deliver
both high-performing project outcomes and healthier, more sustainable working
environments.
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