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How to Build a Lean Culture from the Ground Up 
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Specialty Trade – Framing, Drywall, Plaster, Themed Construction

50%+ labor cost - $125,000,000/year

Rob Walter – Background in design, project management & organizational management

Jeff Cleary – Background in field trades & leadership

Blake Tormey – Background in project analytics & operational controls

Congress Tracks:

Turn Up the Heat—with Field Execution & Safety &

It Starts with Good Ingredients—Developing People & Buy-In



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

Objective 
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• Learn what you need to do to build a Lean Culture in a specialty trade 

from scratch. 

• Challenge = Culture Change

• 11 years since initial exposure to Lean

• Lessons learned from multiple approaches

- Firehose

- Discipline

- Process and Tools will enable and build the Culture
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Overview
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1. Education Program

2. Certification & Recognition Programs

3. Enabling Tools

4. Coaching Program
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Interaction Around Participant LPS Stages
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Live interaction app for questions and responses

• What is your role/position within your organization?

• What kind of company do you work for?

• What portion of LPS could you utilize the most?



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

Poll Everywhere Instructions: 
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Basic Training for Lean and LPS / WWP
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18-Hour Training Class Curriculum 

6 Class Course, 3hr. Classes Once a Week

• Teach the Why 

• Teach the Application 

• Take Them Out of the Game (Field)

F O R  F I E L D  L E A D E R S  A N D  P R O J E C T  M A N A G E M E N T  

Start of Each Class
1. Review & discuss topics from last class (15 min) 
2. Quiz (30 min)

End of Each Class
1. Plus / Delta
2. Questions / Review 
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Basic Training for Lean and LPS / WWP
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“Tell me and I forget, 
teach me and I may remember, 
involve me and I learn.”

- Ben Franklin 

EDGE Method
Explain

Demonstrate

Guide

Enable
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Education Program -
KHS&S Lean Basic Training for Field 
Operations Personnel
(Bronze Training)
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(Bronze Training) Curriculum

Class #1 – Lean House & Last Planner System

Class #2 – Stand Up Board, WWP, Teaching vs. Telling

Class #3 – 5-S Training & Visual Management Training

Class #4 – Weekly Improvement Meeting & Effective Meetings

Class #5 – Waste & Material Control

Class #6 – Full Dress Rehearsal – WWP, Teaching, & Daily Stand-Up Meeting

KHS&S Lean Basic Training for Field Operations Personnel
6 CLASSES 
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Program Overview Handout
6 CLASSES 
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Lean House
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• Culture

• Core Purpose

• Core Values

• Lean Values 

1
CLASS 
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Last Planner System
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• System Overview

• The Basics of a Weekly Work Plan (WWP) 

- Show the basics of reading each category of a budget.

- Demonstrate how to calculate goals for the WWP.

- Review the superintendent WWP and how it is generated.

- Explain each category on the Weekly Work Plan sheet and the meaning behind 
each category.

- Explain basics of Percent Plan Complete (PPC) chart and Tasks Made Ready 
(TMR) chart.

• Hands-On Learning Exercise 

1
CLASS 
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Exercise
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1
CLASS 

Kim’s Game #1

•Table Groups 

•Each table to have report out person
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Exercise
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1
CLASS 

Kim’s Game – Paper Clip

1. Shiny, metallic cylinder

2. Appears to be made from galvanized steel wire

3. Approximately 1/64” in diameter

4. Approximately 1 7/8” tall while bent

5. Has 3 radii

6. The larger radii are approx. 3/8”, 

7. Smaller radii are 1/4”

8. Two on one end and one on the other

9. Smallest radius is approximately half an inch below the other

10. Smallest radius is nested inside the other two curves

11. Outer leg is slightly longer than inner leg

12. Outer leg is 1 3/8” long, Inner leg is approx. 1”
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Exercise
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1
CLASS 

Kim’s Game #2
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Exercise
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1
CLASS 

Kim’s Game - Reflection
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Exercise
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1
CLASS 

Examples of other hands-on games to include in your training.

1. Parade of trades

2. 5-S numbers game

3. Lego building

4. House of cards

5. Peanut butter sandwich assembly

6. Marshmallow challenge

What are your favorite hands-on games?
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Stand Up Board
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• Setting up a Lean Stand Up Board:

- Placement of each component on the Stand-Up Board.

- Component and the intended information of each component.

- Components tie together and are used in conjunction with each other.

- Location of the Stand-Up Board on a jobsite.

2
CLASS 
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Stand Up Board
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2
CLASS 



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

Stand Up Board & WWP
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2
CLASS 



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

WWP
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• First hands-on use of WWP to gain familiarity and greater understanding

Write a mock Weekly Work Plan: Complete a blank Weekly Work Plan from the budget and 
superintendent’s WWP and utilize Last Planner System (LPS) to generate Percent Plan 
Complete (PPC), Tasks Made Ready (TMR) and Variance Chart.  

2
CLASS 



© LEAN CONSTRUCTION INSTITUTE

L E A N  G U M B O :  T H E  R I G H T  I N G R E D I E N T S  F O R  P R O J E C T  S U C C E S S

WWP Handout
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2
CLASS 
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5-S Training & Visual Management Training
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• 5-S - What, why, how, and applications

- Sort

- Set-In-Order

- Shine

- Standardize

- Sustain

• Gang Box 

• Visual Management - What, why, how, and applications

- See Together, Know Together, Act Together

- Inventory control cards

- Tool control cards

- Visual management of a material ordering tracking system 

• Management of Constraint Log

3
CLASS 
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5-S Activity
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3
CLASS 
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Weekly Improvement Meeting & Effective Meetings
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• Weekly Meeting – What, Why, and How

• How to Hold Effective Meetings

- Elements of a good action meeting 

- Purpose of action meetings

- Purpose of superintendent improvement meetings

- Review Improvement Meeting Assessment Form

• Speaking opportunity

- Practice and get comfortable with public speaking and delivering Lean learning

4
CLASS 

Live Lab 8 – Super Meetings
Thursday - 11:45

Live Lab 8 – Super Meetings
Thursday - 11:45
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Bad Meeting
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4
CLASS 
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BREAK
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Waste & Material Control
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• 8 Types of waste

- How to get your work force engaged on eliminating waste.

- How to explain kinds of waste to your crew.

• Waste Walks

- Waste Walk Form & Waste Walk Summary

5
CLASS 
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Waste & Material Control
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5
CLASS 
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Waste & Material Control
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5
CLASS 
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Table Discussion
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5
CLASS 

What kind of waste do you see on your jobsite / in your work?
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Waste & Material Control
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• Material ordering, tracking, control & logistics

- Importance of material inventory control

- Material review in daily stand up meeting

• Point of use

- What is “Point of Use”?

- Importance of material location     

5
CLASS 
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Waste Factor – Per Day
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5
CLASS 

Place your guess! Enter in a number of minutes. 
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Waste Factor Video
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5
CLASS 
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Waste Factor – Per Day
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5
CLASS 

Man day rate all in $525.00

Per hour $65.60 So Cal

10 Min a day looking / stocking material 

5 days a week (5x10) = 50 mins 

4.3 in a month (4.3x50) = 215 mins

Job is 8 months long = 215min x 8 months = 1,720 minutes 

1,720 mins /60 = 28.6 hours

28.6 hours x 65.60 = $1,876.00

25 Men on a 8 month job 

25 x $1,876 = $46,900
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Full Dress Rehearsal - WWP & Daily Stand Up Meeting 
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• Lean Assessment Process 

• Stand-up meeting & board assessments

• WWP & Stand Up  

- Write a plan and run a daily stand up meeting

- Conduct actual assessments of each 

stand-up meeting.

6
CLASS 
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Certification & Recognition Programs
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Bronze Continuous Improvement Program 
(CIP)
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SILVER

BRONZE

GOLD
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Bronze Continuous Improvement Program 
(CIP) Handout
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Bronze Certification and Recognition
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• Bronze Certification

• $1/hr increase from completion

• Recognition program

- Stickers

- T-Shirts
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Bronze Certification and Recognition
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• Recognition program

- Vests

- Social Media (Internal)
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Bronze Certification and Recognition
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• Recognition program

- Lean Champion of the Quarter

- President’s Award
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Group Discussion
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What do you currently do for recognition? 

How intentional are you about recognition?
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Table Discussion
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What challenges do you encounter in implementing or sustaining recognition 
programs?

What are the best practices or successes around recognition programs?
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How to Set Up a Daily Stand-Up Board 
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Stand Up Board
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The board is the tool that enables the meetings and learnings that build the culture.
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Stand Up Board Zoom into three segments –
Agenda Handouts
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Stand Up Board Zoom into three segments
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Stand Up Board Zoom into three segments
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Lean Stand Up Meeting
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Assessment Program 
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Assessment Program 
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• Assessment form

How to use the assessment information to coach
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Assessment Program Handout
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Summary & How can you apply this 
tomorrow?

59

• Education

• Customized to company core purpose and values

• Create a training course specific to your business

• Use training time for hands-on learning that will be applied in the field immediately

• Certification & Recognition

• Create support and accountability mechanisms that carries the application and growth further

• Provide an incentive to change culture - WIIFM

• Recognize Lean growth & behaviors

• Enabling Tools

• Create tools to enable culture change

• Coaching

• Create feedback system for lean coaching and growth
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QUESTIONS?
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In the spirit of continuous improvement, we would like to remind you to 
complete this session’s survey! We look forward to receiving your 
feedback. 
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Contact Us

62

Jeff Cleary

General Superintendent

Jeff.Cleary@khsswest.com

Rob Walter 

Senior Vice President 

Rob.Walter@khsswest.com

Blake Tormey

Process Improvement Manager

Blake.Tormey@khsswest.com
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Thank you for attending this presentation. Enjoy the rest of the 24th Annual
LCI Congress! 
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