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Who Are These Handsome Gentlemen?
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Problem Statement

3

Lack of decisions are a catalyst for waste, and this is the biggest issue many project 
teams face.  Countless teams attempt to drive sound decision-making by doing A3’s 

without truly understanding the purpose, process & value it brings. If you need a 
decision made, “just do an A3” is not necessarily the answer.

• Too much time on an A3? 

• Approved by the wrong person? 

• A3 approved too late? 

• Whose Court is the Ball in? 

• Unclear on when to do an A3? 
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Eight Types of Waste
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Waiting

Excess Inventory 

Over Processing

Unnecessary Transportation  

Unnecessary Motion/Effort  

Defects

Unused Creativity of Team Members
(teammates check out)

Over/Under Production
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Not Always Calm Seas 
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Wrong Stakeholders Involved
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Not Always Calm Seas 

6

Disagree & Commit
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Not Always Calm Seas 
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Should Have Memorialized 
via A3 Process
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Our Journey
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Tailored the A3 
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Alignment Session 
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Typical reasons to do an A3: Impacts to 
• Scope, schedule, budget

Significantly impacts: 
• Quality

• Safety

• Patient Impact 

• System Initiative

• System Policies & Standards

• Master Plan Impacts

• Deviates from Aesthetics/Vision

• Impacts existing buildings

• Use of Owner Contingency

• Change to the Program 
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To A3 or Not to A3…
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To A3 or Not to A3…
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To A3 or Not to A3…
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Initial Few Waves
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Switchgear & AHU manufacturer 
decision 

• Say NO to seagulls
• Did not significantly impact A3 

criteria
• Trust the process & people involved
• Eroded trust
• Wasted energy & time NOT on the 

project 
• We spent 2 months re-evaluating 

and landed at the same conclusion
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Initial Few Waves
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Exterior Façade Change

• Followed the process
• Underestimated the amount of time to get 

reviews done
• Too many approval gates involved 
• Should have circumvented at rendering or 

table-top mock-up standpoint.  
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Initial Few Waves
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Renderings Table-Top Mock-
Up Scale Mock-Up

Core Team

Exec SWAT

Core Team

Exec SWAT

Core Team

Exec SWAT

Enterprise Leadership

Steering Committee
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Continuous Improvement
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A4s
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Team Code & Team Health 
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Team Health Survey Results
Do we make high quality decisions fast enough to meet the needs of the project?

April 2023:
Decision Making 
Hierarchy 
Presentation

August 2023:
Decision Needed Log 
Roll-Out

Average Score: 4.86
April 2023 – September 2024
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Decision-making log
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The end of the wave 
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Contract is signed… now what?
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TARGET VALUE 
DESIGN

TARGET VALUE 
DELIVERY

• A3’s
• High Engagement 

• Change Management
• Required Engagement

(Signed GMP)
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How/What can you apply tomorrow?
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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
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Steve “HammerTime” Haemmerle

Atrium Health

Steven.Haemmerle@AtriumHealth.org

Adam “The Lean Ranger” Kouri

DPR Construction

AdamK@DPR.com

Tyler “Scottish Lord” Campbell

Storey Program Management

Tyler.Campbell@StoreyPM.com

Thomas “Mr. T” Harper 

Adams Electric

ThomasHarper@Adams-Electric.com
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