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We’re not Panic at the Disco, but…

We have High High Hopes for a Living

• Shooting for the Stars

• Go Make a Legacy

• It’s uphill for oddities

• It’s a little complicated

• It’s gonna be a sight to see

• I always had a feeling



© LEAN CONSTRUCTION INSTITUTE

2 5  Y E A R S  O F  L E A R N I N G :  S U P E R C H A R G E  Y O U R  L E A N  J O U R N E Y  I N  T H E  M O T O R  C I T Y

4

Getting Started: Shooting for the Stars

Had to have high, high hopes for a 
living

Shooting for the stars when I 
couldn't make a killing

Didn't have a dime but I always 
had a vision

Always had high, high hopes 
Source: LyricFind

https://lyrics.lyricfind.com/
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Shooting for the Stars

It’s our job to translate needs and 
expectations into something that can 
be seen and measured – 
but how do you do this? 
and when does this begin?
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Start at the Opportunity
• What do you know about the community 

and the client?

• What do you know about this project?

• What is the RFx telling you?

• Assemble the team and ideate verbally 
and visually.
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Don’t Stop When You Win
• It’s easy to jump into design – but don’t 

• Go slow to go fast
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Mama said
Fulfill the prophecy

Be something greater
Go make a legacy

Manifest destiny
Back in the days

We wanted everything, wanted 
everything Source: LyricFind

Next Steps: Go Make a Legacy

https://lyrics.lyricfind.com/
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Facilitating Exercises for Alignment 

• Ensure all stakeholders are represented or 
considered

• Scale the effort to meet the project needs 

• Ask before you assume

• This should be balanced with project confidentiality – 
and it can be.
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Facilitating Exercises for Alignment 

• Take time to uncover and understand the real 
why.

• What’s working today – what should the future 
look like?
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Eyes of a Stakeholder (Child)

• An empathy exercise that focuses on 5 responses

• Goal: 
• Move the conversation beyond a solution
• Capture the human side – needs, desires, feelings
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3 + 1 Exercise
1. What do you believe defines value to the end customer?

• Ask this of all stakeholders
2. What do you see as the project’s biggest constraints?
3. What do you see as the project’s opportunities?

+ 1: Based on the above, what are your top # goals for the 
project?

• Goal: 
• Draw out the needs and expectations of a variety of      

stakeholders
• Start the conversation on potential opportunities and      

constraints
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Rose – Thorn - Bud

1. Rose – What does success look like?
2. Thorn – What could be a challenge or something that 

needs additional support?
3. Bud – Where is there potential, an opportunity or new 

idea that should be explored more?

• Goal: 
• Mindful reflection
• This can be used at meeting check-ins or in a 

retrospective   (Done well – Things to improve – 
Things with potential) Graphic Source: Life Design Log
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Blank Check/Venmo

1. If you were writing the check or sending Venmo for 
the project, what would you spend your money 
on?

• Goal: 
• Talk about priorities for the project 
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Effort - Impact

Facilitation Pro Tips

• Don’t start with the solution – pull the stakeholder back to what’s driving that 
thought

• Give people post-its or cards for quiet reflection – then talk about them as a group
• Don’t end with a list of all the things – take the next step to talk about priorities 

Dot Voting Kano Model
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What are the priorities? Dot Voting
PROS
• Generate a lot of ideas and then help 

the important ones rise to the top
• Everyone gets a vote (or 3 or 5)

CONS
• The voter can be swayed by what their 

friend or superior is voting, where the 
majority is, or picking something else if 
something important is getting a lot of 
votes

• Scope, schedule, budget are not 
necessarily known or talked about

Dot Voting
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What are the priorities? Kano Model
PROS
• Categorize must haves, satisfiers, 

delighters – not just top 3 
• Discuss quality of the work

CONS
• There is risk in one voice dominating 

the conversation
• There is also risk in teams thinking it’s 

in the project if it’s a satisfier
• Scope, schedule, budget are not 

necessarily known or talked about

THINGS TO CONSIDER
• Combine Kano and Dots – what are 

their top 3 or 5 satisfiers or 
delighters?

• All delighters may not even be 
thought of yet – remember it’s the 
things they never knew they 
needed.

• Invite the whole design + 
implementation team to participate 
and/or listen in.
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What are the priorities? Effort-Impact

PROS
• Allows you to consider difficulty and 

ROI

CONS
• Excluding stakeholders that have the 

best knowledge of difficulty or impact 
could result in inaccurate categorization.

• Quality of the work may not be part of 
the conversation

THINGS TO CONSIDER
• This process may take several 

meetings to complete – as more 
information becomes available it 
could change the topic’s 
categorization*.

• Invite the whole design + 
implementation team to participate 
and/or listen in.



© LEAN CONSTRUCTION INSTITUTE

2 5  Y E A R S  O F  L E A R N I N G :  S U P E R C H A R G E  Y O U R  L E A N  J O U R N E Y  I N  T H E  M O T O R  C I T Y

Tools for Translation
• Translate the words to things you can see or measure
• The Opportunity – Solution (Critical to Quality) Tree 

Light

Beacon 
to the 

Community

Size

Location

Min. 3 color changes

Building glows

Min. 4 stories

Front door faces downtown

Easily accessible from interstate

Visible from interstate

NEED
(Voice of the 
Customer)

DRIVER
(Qualities solution 

must have)

CHARACTERISTIC/
PERFORMANCE REQUIREMENT

(What the customer sees, What can be measured)
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Mama said
It’s uphill for oddities Source: LyricFind

Overcoming Resistance: It’s uphill for oddities

https://lyrics.lyricfind.com/
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Just Do It. But What is It?

21
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The Warning Signs

• Signs you’re heading in the wrong or opposite 
direction:

• One person is pushing – but the team and the 
client are not bought in

• Your goal isn’t a goal

• Your goals are not attainable

• Your team is not aligned to the goals
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Guiding Principles vs. Goals

Guiding Principle
The guiding light, objectives – informing the decisions.

Project Goal
The benchmarks, the things to be achieved - informing the tasks and resources 
required.

Objectives     Goals      Milestones

    Strategy    Tactics       
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Guiding Principles vs. Goals

Guiding Principle
We will create a simple, convenient experience for 
our guests.

Project Goal
Improve first-time guest experience satisfaction 
scores by 10% within the first year.
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Mama said don’t give up,
it’s a little complicated Source: LyricFind

It’s a little complicated

https://lyrics.lyricfind.com/
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It’s a little complicated

• Maybe it’s time to realign

• Maybe it’s time to ask for support
• Expert facilitator
• Applied researcher
• Design leader
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They say it's all been done but they haven't seen the best of me
So I got one more run and it's gonna be a sight to see Source: LyricFind

It’s gonna be a sight to see

https://lyrics.lyricfind.com/
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One more run
• Lean in on your guiding principles and goals to make 

decisions – especially the critical ones

• Lean in on Lean
• Use what you’ve learned to inform the selection 

criteria in a Choosing by Advantages evaluation
• Use A3 thinking to study the ideal future state 

and create buy-in to the preferred solution
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Had to have high, high hopes for a living
Didn't know how but I always had a feeling
I was gonna be that one in a million Source: LyricFind

The Results: I always had a Feeling

https://lyrics.lyricfind.com/
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The Results: I always had a Feeling

• Don’t just say it’s great – prove it. 
• You can’t prove it unless you established a measurement first.
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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

32

Andrea Sponsel
HKS, Inc.
asponsel@hksinc.com

Kimberly Caramagno
HKS, Inc.
kcaramagno@hksinc.com

mailto:asponsel@hksinc.com
mailto:bbeikmann@hksinc.com
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Thank you for attending this presentation. Enjoy the rest of the 25th Annual
LCI Congress! 
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