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TVD Modules

Module 1: Learning the Fundamentals
• Gain insight into how implementing TVD approaches improves project outcomes through an overview of 

the phases and key components of TVD.

Module 2: Setting the Stage for Success
• Discover how creating early alignment and understanding of the owner’s Business Case, Value 

Statements and Conditions of Satisfaction will lead to successful outcomes and how these foundations 

become the anchor for future decisions.

Module 3: Organizing for Flow and Efficiency
• Discover how teams can be challenged with maintaining effective processes and engagement through 

creating a cross-functional work cluster organization as a highly effective means of driving innovation 

and productivity through concurrent work.

Module 4: Modeling for Predictable Outcomes
• Experience a framework for predictive cost modeling, target setting and rapid innovation capture in 

collaborative TVD environments.
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Learning Objectives

Discover how to effectively organize and manage teams in cross functional, 

interconnected work clusters and how cluster groups engage with cost model and 

Last Planner System in Design.

Discover the importance of key leadership roles and responsibilities that are 

foundational to the successful implementation of Target Value Delivery, information 

management, and decision making.

Identify what are the characteristics of effective facilitation and Lean practices at a 

project and work cluster level for Target Value Delivery to support information flow.

Understand information and decision-making workflow across clusters and from 

cluster groups to decision making authorities within team and how to manage owner 

prerogative in the context of consensus driven decision making.

7



© LEAN CONSTRUCTION INSTITUTE

R E F L E C T I N G  O N  O U R  P A S T ,  E N V I S I O N I N G  O U R  F U T U R E

Lean Journey to Mastery 

UNAWARE

AWARENESS

UNDERSTANDING

COMPETENCY

MASTERY

CONTINUOUS 

LEARNING

How will you 

reach the next 

level on your 

journey?
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ORGANIZATIO

N

OPERATING

SYSTEM

COMMERCIAL

TERMS

Lean teams organize in a 

structure that leads to 

improved coordination, 

outcomes and shared 

leadership.

Lean can be implemented 

regardless of commercial terms: 

Design-Bid-Build, Design-Build or 

Integrated Project Delivery.  The 

degree of implementation varies 

with the terms.

A Lean Operating System is a 

organized implementation of Lean 

Principles and Tools combined to allow 

a team to operate in unison to create 

flow.

Project Elements
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1

2

3

4

5

6

Respect for people

Optimize the Whole

Generate Value

Eliminate Waste

Focus on Flow

Continuous Improvement

Six Tenets of Lean Construction
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8:00 AM – 

9:45 AM – 

12:00 PM – 

Class Begins

Break 15 minutes

Class Adjourns

Target Value Delivery
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Introduction:  Who you are, What you do & What 

you hope to get from the day.

Discuss challenges associated with team 

organization and information flow?

1 5  M I N U T E S

Introduction / Discussion
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Participants' CoS

What do you want to gain from this workshop?
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TVD Definition

A disciplined management practice to be used throughout the project 
to ensure:

• The facility meets the operational and performance needs and values of the 
users.

• The project is delivered within the allowable budget, schedule, and intended 
scope.

• That innovation is promoted throughout the process to increase value and 
eliminate waste.

17
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Target Value Delivery 

encompasses Target 

Value Design AND Target 

Value Production 

(Construction).

Target Value Delivery (TVD)

Target 
Value 

Design

Target 
Value 

Production

Target 
Value 

Delivery
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Application

Target Value Delivery is to be applied 
holistically to obtain maximum value.

Regardless of the project delivery framework, 
the owner, designers, builders, and key trades 
must be fully engaged from the onset.

It generates a creative tension between driving 
up quality YET driving cost down.

YET

Drive 

Cost

Drive 

Value

Creative Tension
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Traditional vs. Target Value Delivery

Courtesy of HKS Architects

The goal of TVD is to 

minimize the waste 

produced by the design, 

estimate and redesign 

cycle(s) of the 

traditional value 

engineering approach.

Cost is an output of design

Cost is an input of design
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• This graphic depicts the 

relationship between the TVD 

Phases and the Targets.  

• Targets may include cost, 

time and quality as defined 

by the Value Definition.

Business Case Planning

Go/No Go

Validation

Go/No Go

Value Delivery Design & Construction

Value Post Construction

Set 

Targets

Design to 

Targets

Build to 

Targets

Target Value Delivery Phases

Confirm 

Targets

Assess the 

Outcome

Resource

TVD Phases Overview
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Business Case
Planning

Chapter 2

Validation
Chapter 3 

Value Delivery: Steering to Target in Design 
and Construction
Chapter 4 

Value Post
Construction

Chapter 4 

BIG ROOM     Chapter 8

PROJECT PLANNING    Chapter 9 

COST MODELING: PREDICTING COST AND VALUE  Chapter 10

CONTINUOUS ESTIMATING   Chapter 11

CONCEPTUAL DESIGN  Chapter 12

PRODUCTION DESIGN  Chapter 13

TEAM FORMING/ORGANIZATION  Chapters 6 & 7

CORE

COMPONENTS

OF TVD

PROCESS

PHASES OF TVD

CONSTRUCTION    Chapter 14

Target Value Delivery (TVD) Overview
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Business Case
Planning

Chapter 2

Validation
Chapter 3 

Value Delivery: Steering to Target in Design 
and Construction
Chapter 4 

Value Post
Construction

Chapter 4 

BIG ROOM     Chapter 8

PROJECT PLANNING    Chapter 9 

COST MODELING: PREDICTING COST AND VALUE  Chapter 10

CONTINUOUS ESTIMATING   Chapter 11

CONCEPTUAL DESIGN  Chapter 12

PRODUCTION DESIGN  Chapter 13

TEAM FORMING/ORGANIZATION  Chapters 6 & 7

CORE

COMPONENTS

OF TVD

PROCESS

PHASES OF TVD

CONSTRUCTION    Chapter 14

Module 3: Organizing for Flow and Efficiency
Team Forming/Organization

Big Room

Target Value Delivery (TVD) Overview
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Team Kick-Off Workshop

• Why: Create necessary alignment among all team members 

• Who: 
• Project leadership 

• Core team 

• End user stakeholders as necessary

• Day to day team members / design implementation team 

• What: 
• Team building and goal alignment 

• Define team structure, roles and responsibilities, decision workflow, etc.

• Design planning 

• Learning 
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Kick-Off Meeting Examples
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Work Cluster Organization – Why?

• Breaks down project complexity for 
rapid learning and decision making 

• Cross-functional knowledge sharing 

• Better informed and well-timed 
decisions (LESS ITERATION)

• Ensure design solutions aren’t made in 
a vacuum 

Source.  Team of Teams: The New Rules of Engagement for a 

Complex World, General Stanley McChrystal, 2015
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Work Cluster Organization

Work Clusters:
• Leader

• System oriented

• Cross discipline

• Stakeholder representation

• Form as need

Executive/Senior Management:
• Not involved in day-to-day of team

• Resolve conflicts

Core Team:
• Day-to-day leaders of the team

Work Cluster Leader:
• Coordination between work cluster & core team
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Work Cluster Organization

• Formed as necessary for project needs 

• Can be formed ad-hoc around a critical decision

• Depends on size and complexity of the project 

• Should be Multi-disciplinary /Cross Functional

• Examples include: 

• Building System (MEP, skin, structure, site)

• Department type 

• Big Ideas and Innovation 
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Leadership & Facilitation

• Leadership: visionary, big picture, 
leads the group to achieve vision

• Facilitator: brings people together 
to develop a vision then leads 
them toward achieving it

**A facilitator can be a leader, but a 
leader is not necessarily a facilitator
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Cluster Examples
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Cluster Examples
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Cluster Examples
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Roles & Responsibilities
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What do Cluster Teams Do?

Cluster Groups:
• Develop work based on priorities created with core team

• Analysis and research for presenting decision information

• Set design priorities based on decisions

• Use collaboration tools to provide access to whole team

• Use cost model in each cluster group

• Make sure right balance of team members across groups

Cluster Group Report Outs:
1. Present design set analysis and make recommendations 

to Core Team

2. What have you been working on?

3. What work will occur over the next work cycle?

4. Risks & Opportunities

5. What upcoming decisions need to be made?

6. Are you on track with your pull plan commitments?
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Project Club House 

36

<<Insert QR Code for the 

narrative and other 

documents >>

• LCI has decided to partner with a national non-profit to build a 
clubhouse that will be donated to a local elementary school. 

• We have committed to building (1) Play/Learn Clubhouse this year 
utilizing lean principles with our LCI members.

• They have identified an elementary school (Pre-k thru 2nd grade, kids 
aged 4-8 years old) in an underserved community as the recipient of 
the clubhouse. 

• LCI has raised $55,000.00 to go towards the clubhouse

• The LCI would like to cover the material and labor cost of building the 
clubhouse and be able to completely furnish it. It would be nice to 
provide playsets such as a kitchen playset, etc. if savings allow
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Cluster Assignment Per Table - Develop:

• Cluster Organization / Leadership / Facilitation

• Cluster Priorities / Purpose

• What are the 1st 2-3 things we should focus 

on?

• Develop Cluster Meeting Agenda

 

Cluster Group Formation

2 0  M I N U T E S
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15 Minute Break

38
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Managing Information Flow & Decision Making
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Set Based Design

• Method that keeps requirements and options flexible for as long as 
responsible during the development process.

• Highly collaborative and less rework during design 

• Allows for: 
• Designers to be more creative 

• Owners to get more options and more information to inform decisions 

• Builders get involved earlier to inform cost, schedule, and constructability 
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Set Based Design
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Set Based Design

Also known as 

Set Based 

Concurrent 

Engineering
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Tools Supporting Set Based Design

Choosing by Advantages (CBA)

➢ Decisions must be based on 
Differences

➢ Decisions must be based on the 
Importance of Advantages

➢ Decisions are Anchored to the 
relevant facts
* Stakeholders contribute relevant 

subjective data

➢ Decisions must be based on 
Differences

➢ Decisions must be based on the 
Importance of Advantages

➢ Decisions are Anchored to the 
relevant facts
* Stakeholders contribute relevant 

subjective data
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Set Based Design Examples 
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Set Based Design Examples 



© LEAN CONSTRUCTION INSTITUTE

R E F L E C T I N G  O N  O U R  P A S T ,  E N V I S I O N I N G  O U R  F U T U R E

46

Set Based Design Example
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Decision Flow Model 
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Decision Flow Model 
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Decision Flow Model 
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Decision Flow Model 
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Decision Flow Model 
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Decision Flow Model 
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Decision Flow Model
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Utilizing LPS® in Work Clusters

Decision

Promise/

Request

Promise/

Request

Promise/

Request

Promise/

Request

Promise/

Request

Promise/

Request
Promise/

Request

Promise/

Request

Promise/

Request

Execute the Work

Develop the Plan
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Decision Mapping and Pull Planning 

55

Traditional Design Planning vs. Target Value Delivery Approach 

Managing by “Big Bars”

Detailed Plan
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Decision Mapping and Pull Planning 

56

Identify Major Decisions vs. Depending on Traditional Design Milestones
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Decision Mapping and Pull Planning 

57

Identify Major Decisions vs. Depending on Traditional Design Milestones
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From CPR Program

Integration Event
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• Cluster Assignments

• Brainstorm Value Driving Ideas within your Cluster

• Write 1 idea per sticky note

• Ideas that could optimize owner value

    (Value Def & CoS)

• Analyze and Agree on Top 3 to present at Core 

Team / Integration Event 

Cluster Work Activity

3 0  M I N U T E S
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• Present Top Value Ideas to Core Team

• Recommendation for Implementation

• Core Team Decision for Further Evaluation 

Cluster Work Presentations

1 5  M I N U T E S
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Cluster Maintenance

• Be nimble based on project needs 

• It’s ok to close out a cluster team when 
necessary 

• Check in with cluster team on 
effectiveness occasionally 
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Drive Learning & Improvement
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What new actions or ideas that you learned 

today can you take back to your project? 

Discussion Question
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Learning Objectives

Discover how to effectively organize and manage teams in cross functional, 

interconnected work clusters and how cluster groups engage with cost model and 

Last Planner System in Design.

Discover the importance of key leadership roles and responsibilities that are 

foundational to the successful implementation of Target Value Delivery, information 

management, and decision making.

Identify what are the characteristics of effective facilitation and Lean practices at a 

project and work cluster level for Target Value Delivery to support information flow.

Understand information and decision-making workflow across clusters and from 

cluster groups to decision making authorities within team and how to managing owner 

prerogative in the context of consensus driven decision making.

64
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Lean Journey to Mastery 

UNAWARE

AWARENESS

UNDERSTANDING

COMPETENCY

MASTERY

CONTINUOUS 

LEARNING

How will you 

reach the next 

level on your 

journey?
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eLearning Courses

67

• Introduction to the Last Planner System®

• Introduction to Lean Project Delivery

• Lean in the Design Phase

• Effective Big Room

• Target Value Delivery

• Last Planner System® in Design
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Questions?
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Conduct Plus/Delta

Plus: What produced 

value during the session? 

Delta: What could we 

change to improve the 

process or outcome?

69
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Presenter Contact Information

Julie Glassmeyer

Owner

Glassmeyer Construction Consulting & 

Coaching, LLC

Michelle Whiteside

Regional Lean Director

Brasfield & Gorrie
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LCI Website Information

71

www.LeanConstruction.org

http://www.leanconstruction.org/
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Rate Session In Event App

Plan to evaluate 
each session you 

attend in the 
event mobile app!
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