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Problem Statement
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How do you 
recover when 
balance is lost?
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TVD –
Mastering the Barrel 
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Trust • Conceptual Design & Estimating • Small Iterations 
Live Collaboration and Communication
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• Learning to See (Team preparation)

• Getting into Position (Validation)

• The Pop Up (Kicking off TVD)

• The Barrel (Small adjustments)

• Wipeout! (Reset)

Our plan today
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Who’s In The Room?  Three wishes?
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Learning 
to See
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Traditional vs. Target Value Delivery

The goal of TVD is to minimize 
the waste produced by the 
design, estimate and 
redesign cycle(s) of the 
traditional value engineering 
approach.

TRADITIONAL 
APPROACH

TARGET 
VALUE 

DELIVERY

Value 
Engineering Loop
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PD SD CD PR CA OPDD
Time

Effort/Effect

PD: Pre-design
SD: Schematic design
DD: Design development
CD: Construction documentation
PR: Procurement
CA: Construction Administration
OP: Operation

Graphic courtesy of Patrick MacLeamy AIA / HOK

Ability to impact cost and 
functional capabilities1

1

Cost of design changes2

2

Traditional design process33

4

DB/IPD/TVD design process4

Early Team Involvement
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TVD Maturity Assessment

Cost estimates 
developed after 
design

1 
UNAWARE

2 
AWARENESS

3 
UNDERSTANDING

4
COMPETENCY

What evidence looks likeThe use of cost estimates

VE and cost 
reduction 
rework cycles

Design is evaluated 
for constructability. 
Benchmarks are used.

Cost is one of several 
design variable elements.

Design is evaluated 
for constructability. 
Benchmarks are used.

Target Values developed 
for element clusters

Designers, builders and end users 
share responsibility; real time cost 
and metric updates at design 
updates

Cost estimates developed 
during and after design
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TVD Maturity Assessment

5 - Mastery

1 
UNAWARE

2 
AWARENESS

3 
UNDERSTANDING

4
COMPETENCY

What evidence looks likeThe use of cost estimates

Target Value clusters 
supported by enhanced 
estimate detail.

A mechanism is in place to 
evaluate the design against the 
targets. Scheduled ongoing 
reviews.

Value is returned via 
reduced cost or 
increased scope. 

Scope and cost were kept 
tightly aligned through 
frequent estimate updates 
and reconciliations. 
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Team Needs

12

Technical skills Team mindset Structure
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Technical skills

• Benchmark interpretation

• Conceptual cost estimating

• Conceptual design skills (design sketch)

• Design with cost drivers as an input

Team Needs
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• Collaborate, really collaborate

• Reliable promising 

• Handshake agreements

Team Mindset: Managing the Uncertainty

confidence factor

Team Needs
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Team Mindset: 
Managing the 
Uncertainty

Communication

Forward 
Thinking

Creativity

TEAM 
NORMS

Confidence

Humble

Conflict 
Resolution

Proactive Integrity

Passion

Continuous 
Improvement

Dependable

Productive

Flexible

Respectful

Team 
Player

Team Needs
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Team Needs: Structure
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Chunk not batch / Cross functional

SMT

PIT PIT PIT PIT PIT

PMT
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Team Needs: Integration Events
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Getting 
Into 
Position
(Validation)



© 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

Validation:  

Risks &
OpportunitiesScheduleBudgetScope Trust

4 Expected + 1 Required
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Validation Outcome
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Stretch goal?

• Confidence that you're in range
• Group familiarity with stretch goal

oYes, no success failure
• Data or info about the role of stretch 

goals
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Kick-Off Project Structure

The Pop Up 
(Kicking Off TVD)
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Kick-Off Project Structure Take-Off
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Team Start-Up 

24

• Onboarding / Kick-Off Meeting 

• Recommit to Conditions of 
Satisfaction 

• Decision Workflow 

• Team Collaboration Plan 
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Kick-Off Meeting
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Conditions of Satisfaction 
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Conditions of Satisfaction 
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Work Cluster Organization

Source.  Team of Teams: The New Rules 
of Engagement for a Complex World, 
General Stanley McChrystal, 2015

• Break down project 
complexity for rapid learning 
and decision making 

• Deliver cross-functional 
knowledge sharing 

• Are better informed and 
provide well-timed decisions 
(less iterations)

• Ensure design solutions 
aren’t made in a vacuum 

These teams:
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Decision Workflow 
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Decision Workflow 
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Team Collaboration
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The Barrel
(Small adjustments)
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Auditing the model (tracking progress)

• Make design updates
o Summarize all changes (big and small)
o Scope
oArea

• Identify enabling technology
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Continuous Estimating
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Working Estimate
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Managing risks and opportunities
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One piece flow / Managing schedule
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Wipeout!
(Reset)
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Leading Wipeout Indicators

Not finishing validation

Accountability – team missing 
commitments

Rework – revisiting decisions

Hoping for the best
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Case Study
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Case Study
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Case Study
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TVD –
Mastering the Barrel 

44

Trust • Conceptual Design & Estimating • Small Iterations 
Live Collaboration and Communication
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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

46

Stan Chiu 
HDR 
Stan.chiu@hdrinc.com

Katie Wells
Brasfield & Gorrie
kwells@brasfieldgorrie.com

James Pease 
UCSF
James.pease@ucsf.edu
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Thank you for attending this presentation. Enjoy the rest of the 26th Annual
LCI Congress! 
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