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Problem Statement
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The mentalities, nuances, and 
processes of Design Planning are 
uniquely different from those in 
Construction Planning.  
• Design Process – An iterative 

process that flows through 
decision points to build layers of 
information leading to a set of 
documents.

• Construction Process – A linear 
finish-to-start process that builds 
layers of work to create a 
product.
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Glossary - "By the book"
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• Constraint - An item or requirement that will prevent an activity from starting, advancing or completing as planned.
• Customer - The individual engaged in a conversation for action who will receive the results of performance either requested 

from, or offered by, the Performer.
• Flow - Movement that is smooth and uninterrupted, as in the "flow of work from one crew to the next" or the flow of value at the 

Pull of the customer.
• Kanban - Japanese term meaning "a signboard." A communication tool used in JIT production systems.
• Last Planner - The person or group that makes assignments to direct workers.
• Last Planner System - System for project production planning and control, aimed at creating a workflow that achieves 

reliable execution, developed by Glenn Ballard and Greg Howell, with documentation by Ballard in 2000.
• Last Responsible Moment - The moment when failing to take a decision eliminates an important alternative.
• PDCA - Stands for Plan - Do - Check - Adjust.
• Percent Plan Complete (PPC) - A basic measure of how well the planning system is working - calculated as the 

"number of promises/activities completed on the day stated" divided by the "total number of promises/activities made/planned for 
the week".

• Phase Plan or Pull Plan - A plan for executing a specific phase of a project using a pull technique to determine hand-
offs. It is prepared by the team actually responsible for doing the work through conversation. Work is planned at the "request" of a 
downstream "customer".
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Glossary – How we do it
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• Constraint – What’s stopping you? 
• Customer – Who requested your work? 
• Flow - Movement that is smooth and uninterrupted.
• Last Planner – The person capable of and responsible to committing to work.
• Last Planner System – System of reliable commitments of work creating flow. 
• Last Responsible Moment – The absolute last day/hour/minute work must be done before 

delays.
• PDCA - Stands for Plan - Do - Check – Adjust (sometimes we say “Act” too).
• Percent Plan Complete (PPC) – A Calc of “work done”/”work committed”.  
• Phase Plan or Pull Plan – Athose doing the work plan the work by committing their work as 

responses of requests. 
• Post-Design – Often referred to here as “construction”
• Preliminary Budget – “The Conjecture”
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Reflecting Back

Eric Ubersax Scott Rasmussen Romano Nickerson
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Two Questions
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• What is the problem we’re trying to solve?
• How can we be more effective?
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Pick a Problem – Any Problem
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I've got too many 
meetings already. I 

just need time to do 
the work.

Contractors don't 
understand how 

designers think, and 
besides, design is 

iterative so it can't be 
planned.

Pull planning is 
exhausting! After 3-

hours, we have a 
couple dozen stickies 

on the wall

Supply chain is broken, 
and we're forced to 

design out of sequence

That guy thinks DD 
means one thing, the 
AIA says something 

else, and I don't agree 
with either

I can't bring on the 
right people at the 
right time because 

blah, blah, blah

There is a lack of 
consistency in how 
people plan or talk 

about planning

I'm hitting 100 PPC, 
what's the problem?

I’ve got teammates 
with difficult 

personalities. How do I 
deal with them?

How can I encourage 
my team to plan their 

work?

>>>Glossary
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Problem:  
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“How can I encourage my team to plan their 
work?”
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These eight people were the original “lean team” at Boulder Associates
The team was comprised of five architects (one architect and four architectural interns) and three 
interior designers
The team billed time to 31 projects during the study period
Interior designers had specific project assignments while the architects worked on all projects
On March 17th, 2008, the team began individual and team weekly work planning
The study period included ten weeks leading up to the March 17th start of planning and two 
subsequent ten-week periods

Once Upon a Time in Sacramento
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Ten weeks prior to 2008.03.17
The team averaged more than 44 
hours of OT per week, or 17% of 
all hours worked
Most people were in the office 
both Saturday and Sunday
People were frazzled and 
disgruntled

Once Upon a Time in Sacramento
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Ten weeks prior to 2008.03.17
The team averaged more than 44 
hours of OT per week, or 17% of 
all hours worked
Most people were in the office 
both Saturday and Sunday
People were frazzled and 
disgruntled

The first ten weeks
The team reduced overtime by 
34%, averaging 29 hours of OT 
per week, or 11% of all hours 
worked
Fewer people were in the office 
Saturday and Sunday
People were happier and felt 
empowered and in control

Once Upon a Time in Sacramento
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The first ten weeks
The team reduced overtime by 
34%, averaging 29 hours of OT 
per week, or 11% of all hours 
worked
Fewer people were in the office 
Saturday and Sunday
People were happier and felt 
empowered and in control

The second ten weeks
The team took on more work and 
delivered on deadlines, but still 
reduced overtime by 21%, yielding 
23 OT hours per week, or 10% of 
all hours worked
There were 15 days of the 210 day 
sample where no one recorded 
any hours.  14 of those days came 
after March 17

Ten weeks prior to 2008.03.17
The team averaged more than 44 
hours of OT per week, or 17% of 
all hours worked
Most people were in the office 
both Saturday and Sunday
People were frazzled and 
disgruntled

Once Upon a Time in Sacramento
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The LPS in Design Value Proposition
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• Work less overtime
• Go home on time
• No work on the weekends
• Share the load with your team
• Reduce stress
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WDI Presentation  |  Glendale, CA  |  April 1, 2015

Five Years Later...

BACK
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Problem:  
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“I’ve got some teammates with difficult 
personalities.  How do I deal with them?”  
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Fix What Bugs You
• Things are rarely perfect
• Almost everyone has a problem
• Almost everyone will accept help
• Ask "what bugs you?" and then help them fix it!

BACK
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Problem:  
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“I’ve got too many meetings already. I just 
need time to do the work.”  
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Incremental Improvements
• Can we save, or be more efficient, 

by 5-minutes per day?  
• Can we improve by 1% the next 

day?  That’s only 3-seconds!
• Can we repeat that 1% 

improvement everyday for a year?

10 Minutes

20 Minutes

30 Minutes

40 Minutes

50 Minutes

60 Minutes

70 Minutes

3 Months

6 Months

8 Months

10 Months

11 Months

12 Months65-Minutes!

BACK
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Problem:  
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“Contractors don’t understand how designers 
think, and besides, design is iterative so it can’t 
be planned.”  
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Pull Plan in Construction

Swimlane #1

Swimlane #2

Swimlane #3

Swimlane #4
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Pull Plan Showing Flow in Construction

Swimlane #1

Swimlane #2

Swimlane #3

Swimlane #4
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Swimlane #1
Architect

Swimlane #2
Struct

Swimlane #3
MEP

Swimlane #4
Civil

Pull Plan in Design - Swimlanes
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Swimlane #1
Architect

Swimlane #2
Struct

Swimlane #3
MEP

Swimlane #4
Civil

Pull Plan in Design - Swimlanes
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January February March April

Typical Pull Plan in Design (Following Construction Planning)
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Typical Pull Plan in Design (Following Construction Planning)

January February March April
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BLANK
SPACE
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MEP Arch Civil LandscapeStruct

Pull Plan in Design (Top-Down Planning)
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MEP Arch Civil LandscapeStruct

Pull Plan in Design (Top-Down)
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January February March April
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January February March April
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Problem:  
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“Supply chain is broken and we’re forced to 
design out of sequence.”



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

Anchor Planning in Work Streams
• One project
• Just the design phase
• 21 total pull plans
• Over 1,500 stickies
• Statused and replanned weekly
• Replanning is working the plan
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12-Week Design Planning Cycle
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Problem:  
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“I can’t bring on the right people at the right 
time because blah blah blah.”
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Design Planning with Visual Management
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Design Planning with Visual Management
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Back of House

▪   Areas that can be designed based on professional best practice
▪   Requires neither input from users nor special attention from the interior designers

Design Planning with Visual Management
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Group A

▪   Patient Rooms
▪   Waiting Areas
▪   Fewer than a dozen unique spaces, but which repeat throughout

Design Planning with Visual Management
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Group B

▪   ORs / C-Sections
▪   Nursery
▪   Diagnostic Imaging rooms

Design Planning with Visual Management
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Group C

▪   Corridors
▪   Nurse Stations

Design Planning with Visual Management
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Group D

▪   Elevator Lobbies
▪   Main Lobby / Cafeteria
▪   Public armatures

Design Planning with Visual Management
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Design Planning with Visual Management
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Design Planning with Visual Management
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Design Planning with Visual Management
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Design Planning with Visual Management
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Design Planning with Visual Management
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Problem:  
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“Pull Planning is Exhausting.  After 3-hours, we 
have a couple dozen stickies on the wall.”  
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Importance of the “First Planner”
Successful Homework includes:
1. Defined Deliverables
2. Reliable Durations
3. Responsible Individual
4. Constraints Identified

Deliverable (What 
you will provide)

Duration 
(Work Days)

Phas
e

Responsible 
Individual

Constraints (What you 
need to start this 

deliverable)

Homework:  1-week prior to the pull
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Importance of the “First Planner”
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COS and SOC
• For the pull at hand:
• Conditions of Satisfaction (COS): "How will we use the product of this pull?"
• Standards of Completion (SOC): "What will I produce to meet that pull?"
• COS and SOC for SD package for a replacement hospital:
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COS and SOC
• For the pull at hand:
• Conditions of Satisfaction (COS): "How will we use the product of this pull?"
• Standards of Completion (SOC): "What will I produce to meet that pull?"
• COS and SOC for SD package for a replacement hospital:

CONDITIONS OF SATISFACTION

• Achieve end user signoff at the departmental room 
level

• Provide an estimate update to the Board of Directors
• Achieve planning approval
• Bring on design-assist trade partners
• Ensure place in line for steel mill order

STANDARDS OF COMPLETION - STRUCTURAL

• Framing plan substantially complete
• Major slab openings identified and dimensioned
• Gravity load calcs 50%
• Outline spec complete
• Issue preliminary steel mill order for bringing on steel 

design-assist trade partner

BACK
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Problem:  
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“There’s a lack of consistency in how people 
plan or talk about planning.”  



© LEAN CONSTRUCTION INSTITUTE

S U R F I N G  T H E  W A V E  O F  L E A N  D E S I G N  A N D  C O N S T R U C T I O N

Level Setting

Table of Contents:
1. Introduction to LPS
2. Milestone Planning
3. Phase Planning
4. Design Cycle Planning
5. Weekly Work Planning
6. Learning
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Level Setting

Each Section Includes:
1. Why we do this
2. How we do this
3. Keys to Success
4. Target Metric
5. What Good Looks Like
6. What Great Looks Like
7. Some Examples
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Level Setting – Make it Fun (Pull Tending)

BACK
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Problem:  
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“That guy thinks DD means one thing, the AIA 
says something else, and I don’t agree with 
either.”  
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Use Smart Milestones

Schematic Design Design Development Construction Docs

• User Sign-Off
• Exterior Design Sign-Off
• Interior Design Sign-off
• Phasing Plan Determined
• Site Specific Vendor 

Drawings

• Coordinated BIM
• Permit Set Submitted
• Construction Set Complete

• Space Program Sign-Off
• Departmental Adjacencies 

Locked
• Frozen Floor Plan

BACK
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Problem:  
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“I’m hitting 100 PPC, what’s the problem?”  
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Healthy Metrics
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What can you do on Monday?

66

• Ask the two questions:
• What is the problem I’m trying to solve?
• How can I be more effective

• Improve by 1% (continuously)
• Start fixing what bugs you
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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

68

Scott Rasmussen

Boulder Associates

srasmussen@boulderassociates.com

Eric Ubersax

Devenney Group, Ltd., Architects

eubersax@devenneygroup.com

Romano Nickerson

Boulder Associates

rnickerson@boulderassociates.com
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Thank you for attending this presentation. Enjoy the rest of the 26th Annual
LCI Congress! 
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