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Introducing your speakers
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Sutter and our “Why”

How: Great Facilities: On Time & On Budget

What: Change Everything

Results

A Great Discussion with You

Agenda
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Sutter Overview
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Broad Reach 

Largest contiguous not-for-profit health system in the US

Diverse Patients

100+ languages

Serving some of the richest and poorest areas in the nation

National Health Impact 

1 in 100 Americans receives care at Sutter

Economic Contributor

Among the largest US employers

Community impact

$3M of charity care provided every week
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(Start with) WHY
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WHY: Serve Patients, Communities
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Sutter Facilities & Property Services

WHY: Empower Healing Environments
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HOW: Provide Great Facilities, On Time, 
On Budget 
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But this … Sylmar, OSHPD and Northridge

Sutter Health 
• At least 8 hospitals 

• $5B-$7Billion estimated

• 2008, 2013, 2030…
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BUT: Also This 

2012: CII’s Performance Assessment Study of 957 projects. Average size $65MM

Only 30% of projects 

meet/exceed their cost 

and schedule goals
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Performance is terrible

+

Owner’s aren’t paying attention

+

Everyone else is making money

=

Nothing changes

The Stagnation Equation
BUT: And Also This Too Aswell
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WHAT: Change Everything!
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2000 – 2004

CHANGING EVERYTHING Part 1: 

Collaborate, Really Collaborate
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WHAT: Part 1 - Lean Intent
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WHAT: Part 1 - Lean Intent
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Work and learn and as a single team in the 
interests of overall project success

WHAT: Part 1 - Lean Intent – “The 5 Big Ideas”
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BUT: Early Results
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2005

CHANGING EVERYTHING Part 2: 

Change the Contract (a bit)
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WHAT:  Part 2 – New Contract (Alpha Release)
Modified GMP Contracting
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BUT …
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2006

CHANGING EVERYTHING Part 3: 

Change the Contract (a bit more)
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WHAT: Part 3 – New Contract (Beta Release)
IPD Tri-Party Contracting – No Shared Reward
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What: Integrated Form of Agreement
WHAT: Part 3 – New Contract (Beta Release)

IPD Tri-Party Contracting – No Shared Reward
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2007

CHANGING EVERYTHING Part 4: 

Change the Contract (completely!)
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X% Share 

of Savings

Cost of Work 

Guaranteed

Fixed 

Overhead 

Guaranteed

Single Goal: Meet the Owner’s Conditions of Satisfaction

100% of 

Profit at Risk

WHAT: Part 4 – IPD IFOA Rev 1
Multi-Party Shared Risk/Reward 
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What: New Business Deal to Align Teams
WHAT: Part 4 – IPD IFOA Rev 1
Multi-Party Shared Risk/Reward 



© 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

2007 - 2018

CHANGING EVERYTHING Part 5: 

Change Everything Else
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What: Lean Concepts

• Co-Location

• Target Value Design

• Last Planner ® System

• BIM for Risk Management

• Design for Fabrication

• Risk and Opportunity Tracking

• Cost to Complete Forecasting

• Takt Time / Location Based Scheduling

• Dashboarding / Visual Management

• Active Learning from Failures

The “Everything Else” List (partial)
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What: Validation
Can We Deliver the Proposed Program and Quality within the 
Schedule and Budget Supported by the Project’s Business 
Case?

Intentional Validation
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Project Master Phase Planning
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Design for Fabrication not Design for Intent
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Team-created Workflows
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Risk Assessment and Tracking
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Daily Check-ins not Large Phase Rework
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: Building TeamsCulture
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RESULTS: It Works!
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• 22 projects 
completed in the 
past 11 years

• $3.1 Billion US

• On time, on budget, 
no scope 
compromises
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• In progress $2.3 Billion US

• 4% under budget

• On schedule
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Performance is terrible

+

The Owner is paying close attention

+

We might not make any money

=

Everything changes*

The Realization Equation
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• If the Owner is deeply involved

• If the Owner is a committed partner

• If the Owner is open & transparent

• If the Owner leads the change

* The Asterisk Slide
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QUESTIONS ?

© LEAN CONSTRUCTION INSTITUTE



© 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

Thank you

45

Questions
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What’s Next?  Looking towards the future
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Next Steps

• 4 new hospitals by 2030

• Better – Faster – Cheaper

• Standardization

• Prefabrication

• Modularization 

• Automated Design/Programming

• Working to set up teams faster

• Build upon previous successful teams
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How can you apply this tomorrow?

48

• Provide attendees some specific examples they can take back to their workplace in this chart.  A 

guide of “where to start.”
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Contact Us

49

James Pease

Sutter Health

peasejd@sutterhealth.org

Digby Christian

Sutter Health

chrisdig@sutterhealth.org
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In the spirit of continuous improvement, we would like to remind you to complete 

this session’s survey in the Congress app! We look forward to receiving your 

feedback. Highest rated presenters will be recognized.
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Lessons Learned

• It takes time – 14 years since 2004

• Invest in people

• Invest in partners

• Spend time in Validation

• Create a Change Management Process
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Title Goes Here

52

• Keep it short

• Keep it focused

• Keep it concise

• Keep it powerful

Use this text format for 

callouts, quotes, stats, or 

to draw attention to 

important text.
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Blah Blah blah

Insert Photo(s)

• Either two photos: 

From “This” to “This” 

• Or one photo “To this”
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The Declaration of Intent
2000 - 2006
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2003
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Lean
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Continued to Fail after that . . . This drove the need for a contract.
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Continued to Fail after that . . . This drove the need for a contract.
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Summary

So apart from changing the way we

• Validate, Contract, Design, Budget and Schedule our 

projects

• It’s pretty much business as usual 
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Presentation Summary from LCI Agenda – Delete in this Slide in Final Presentation
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Other thoughts

Need soething about 

• Celebrating successes

• Culture of learning/problem solving

• Respect, Safe Spaces
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