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Problem Statement:

People filling In boxes or checklists called A3
templates don't engaged in A3 problem-solving.
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V Transforming the Built Environment
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THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Who are we? National General Contractor

1,700

FULL TIME EMPLOYEES

15

OFFICES

100% 150+

EMPLOYEE OWNED

YEARS OF BUILDING EXPERIENCE

—
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Are A3s more than an 11x17 sized paper reports?

AS REQUESTED, I FIT I HAD TO USE ALL OF ITS ACTUALLY ONLY
MY PRESENTATION ON THE WHITE SPACE, BUT OME BULLET POINT,
OME POLJERFOINT I THINK IT WAS LWICATH

BUT ITS A LONG

SLIDE. IT TO FIT EVERYTHING

O OME PAGE.
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A3 preparation to reap what you sow

Encourage
continued
growth

Tend/prepare soil

Plant more seeds

Allow
conditions
for growth

Repeat
forever




A3 preparation to reap what you sow
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Basic A3 and book recommendation
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Managing to Learn

Using the A3 management process to solve

problems, gain agreement, mentor, and lead
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THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Basic A3 template and other template downloads

: %
oty e Title: What you are talking about? &/t
Background Recommendations
. 1 it?
Managlng to Learn Why are you talking about it?
Using the A3 [ .
Prf;gleefn : ga":"aagn;gmﬂf rg‘reg‘c;sr’-‘»am o What is your proposed countermeasure(s)?
. e : . _
‘\‘WI4 ' 7 Current Situation
Sk A [
VR ‘ Where do we stand?
e RV Plan
—->What's the problem?
Goal Where we need to be? What activities will be required for implementation

. . and who will be responsible for what and when?
What is the specific change you want

to accomplish now?

Analysis

-What is the root cause(s) of the

problem? Follow - up

How we will know if the actions have the impact
needed? What remaining issues can be anticipated?

The Lean Enterprise Institute image compliments John Shook’s book.
More Info at https://www.lean.org/common/display/?0=1314
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THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Shared learning
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Natural issue ownership
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Theme

i

Countermeasures

Root-cause analysis

I| Effect confirmation ||

Follow-up actions

Problem
Solving

A3
Report
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2019 Policies and Procedures Update Team Codified A3s

Benefits:

» "Seeing" the work - visible
problem-solving

* Develops more problem
solvers

* Prevents project failures

19+

Project A3 Tools

from | * Increases alignment and
Safety to ‘ agreement
Recognition » Catalogs how an issue was

resolved
» Solves business problems

o\ © LEAN CONSTRUCTION INSTITUTE
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THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Set of solutions based on facts and data

A3 # MEP 003 T|TLE- Mechanical (HVAC) Trade Partner 20 BIM - Resource - More in-house detailers More in-house detailers
- _ - - T 21 BIM — Technology Resource V4
CHAMPION: Greg |. CoCHAMPs: John C., Brian, A. Kristin E. 22 BIM —IPD Projects B T more BIM project using IPD |7 more BIM project using IPD
DATE: 8-24-2020 23 BIM - Leadership 7 1 .
APPROVED BY: Anytown Hospital Owner 24 Claim / Lien History v ~ v n a y S I S
- - - — 25 Commissioning — Role & -
O Innovation O World Class O Quality O Sustainability Expeﬂen,;'e onnd i 4 4
26 Commissioning — IPD Projects V4 4
(P . " ; P " ; f 27 Management — Cost & Estimate - More proven reliability in Reliable in estimating and
Vision ngatement. qu:tron our hospital as the innovative leader for world class, sustainable, healthcare for every patient imating and target costing target costing
and family in our community. 28 Innovation in Design - More experience with -
BACKGROUND: innovation during design .
New Bed Tower project is seeking MEP design/build Trade Partners to perform the Tower Phase 1 scope of work. RFP is for 29 Target Value Design - More proven TVD experience Some experience in TVD P
best value selection with fee, GC and labor rates. 30 Collaboration Approach - (5) more collaborative IPD proj - ra e ar n e r I O n S
31 Problem Solving Approach - Creative in solving problem -
CURRENT CONDITION: 32 Efficient Tgansfer of Knowledge V4 V4
Selection Process is as follows: 33 Quallty PlanpApproach [V . .
P ~ 34 Precon Resource Loaded Work Better understanding and Good understanding and [ ] aC O rS a n r I e r I a p re S e n
8/5 8/28 Last 9/2 RFP week of Plan resources for Precon resources for Precon
8/3send /C fi 8/19 Pre- / / 9/14 35 Waorkload - Backlog 30 months less overlap - 40 months lesser overlap
out Invites | ontir bid \arificati respons " I‘_ginlrnlze waste in any form Focus on application of lean Focus on application of lean -
ntent to Bid clarifications due Interview 37 Experience = Co-Location - 1 more co-located exp 1 more co-located exp
RFP package includes but not limited to 1.) RFP narrative, 2.) D/B scope of work, 3.) Bed Tower program, 4.) Milestone Importance Of Advantages: 557 1,122 aC S a a
schedule, 5.) Program drawings, 6.) RLWP, 7.) Bid form, 8.) Draft BIM plan, etc. q
Problem Statement - Identify a design / build partner who can assist enhance the existing preconstruction & design P . . .
team deliver the vision and values important to our Owner. - e al I l Sy n e S I Z e S I n O rl I l a I O n
{
GOAL / TARGET CONDITION: . .
v . | with Input from owner
€l 3 McCarthy,
§l HVAC ()
ZY & Y\ lENt presents set o1 solutions
Overall Procurement Goal: Establish a high performing and collaborative team from early design to construction to
optimize delivery of the Owner's values in the highest qualily, most cost effective, and most efficient manner. .
. T I I I
LTI RECONMENDATION [ PROPOSAL: to stakeholders for rapld
A .
FACTORS / (Criteria) HVAC Partners Duct Above Mech Industries Final recommendation to the Board will be drafted by Owner . . .
01 Experience — Construction - (4) more relevant Const. proj. (3) more relévant Const pigj’ d e C I S I O n l I l a kl n
02 Experience — Design Staff - 2 more rel OSHPD design exp =,
03 Safety Record - 0.22 lower EMR 2015 0.25 lower EMR 2015
04 Relationship - OSHPD More local AHJ connection - -7
Personnel. ()
05 Experience — Design/Build - 5 more DB/OSHPD/high rise -
06 Design Resource In-house MEOR / Design More In-house Design cap. =" -
capabilities
07 Experience — Owner's Campus 26 more years - - IMPLEMENTATION PLAN:
08 Experience — Master Plan - (5) Complex MP Campuses 2 more MP campus exp e tS u at e to r e C O r
[1’9 Self Perfnrm W_'O"k - Fleld - 33% more SPW 33% more SPW 1. Approval to award from Owner facilities & construction management — October 2020
1? EShop.Fabr’lcall::Oﬂ — j 2. Approval to award from Owner's Board — TBD
xpenence — Frecon Sta i - - -
12 Experience — Construction Staff - At least (5) more rel. staff exp | At least (5) more rel. staff exp 3. Notice of award to subcontractor - TBD
13 Staff Exp — Lean & IPD - 5 more IPD projects -
14 Lean/IPD - Cullure and Desire Wore eager to learn 1PD ager to leam about IPD B FOLLOW-UP PLAN:
15 Schedule - Approach v v [vd
16 Sched Management — Other Slightly better teaming Slightly better teaming - 1. Review and finalize labor rates, direct and indirect cost
Trades approach with other trades approach with other trades 2. Bonding
17 Manpower More Manpower flexibility - - 3. Payment retention program
18 Sched Mngt — Contingency Plan [V +
19 LPS - 5 principles - 5 more projects using LPS -

© LEAN CONSTRUCTION INSTITUTE
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INTRODUCTION TO LEAN PROJECT DELIVERY \

o Lean Construction Institute
Safety A3

v Immersive Education Program

OHH SUPER WEST EXPANSION - HEAT STRESS PREVENTION PLAN

12

HEAT PROJECT
R STROKE WEBSITE
- Shaded Break Areas with Mechanical Ventilation =
- Mandatory 5 minute water-break every hour ST R R
Use the camera on your phone to scan the QR code for the - Workers required to drink minimum of 12 oz. of cool water or o [op—
OSHA Heat Safety Tool! other non-caffeinated beverage during each break
- This app will keep you updated on the current and future heat index 9 9 ’ Coou, o aoamn:m;:.;_ﬁ

values for you specific location.

- It also includes:

- Precautions recommended to prevent heat illness!
- Signs and symptoms of heat related illnesses! Ropid, el puse —— |0
- First aid measures! - Shaded break areas with mechanical ventilation
- Continuous monitoring of work area by McCarthy field staff e [\
members.
- Rotate workers performing strenuous activities in the direct CALL 9-1-1
sun every 30 minutes to non strenuous activities or to
shaded ventilated work locations.

- Rotate workers performing welding/torch activites every 15

Red, hot, dry skin

Mausea af wormiting ——— Nausea or vomiting

—— Rapid, strong pulse

My lose
eonsciousness,

Root cause clearly understood

« Take immediate action to cool

the person until help arrives

minutes. vt i oeey
e N ™ - Mandatory 5 minute break every 30 minute. i
OSHA %‘ﬂ%g OSHADATOS - Workers required to drink minimum of 12 oz. of cool water
RAPID0S or other non caffeinated beverage during each break.
Heat Stress @) Estrés por calor (e S ke ot i ek e

When the body is unabls to cal itsell Cuando ¢l cusrpa na pusés bajar su 1
by swaating, several heatinduced ilnesses such as twmparatura mogianta el sudor, pucden acurric

heat stress ar heat exhaustion and the more severe varias snfarmadades dabido al calor, Lalas coma astros o

heat stroke can occur, and can result in death, agatamiento pur calar e isolacion o gaipe de calor las

cuales pueden resultar en la muerte 1to 3 = Hydrated

;
Factors Leading to Heat Stress . o 2 P
R e( :O mm e N d at| O N S a re e d u O N High o poatre und v diec o o b e el e porclor, SUSPEND ALL NON-EMERGENCY RELATED WORK This i idea
limitad air mavamant; physical exartion; poor physical to limitads e aire, oshuerzo flsico, pobre condicion fisica
condition; some medicings: and inadequate tolarance algunas medicinas y lolerancia nadecuada para lugares de ACTIVITIES

far hot werkplaces rabajo calurosos

A Al s o Moo i o o - If other activities are required to be performed, the Project

+ Headaches, dizziness, lightheadedness or fainting.

. - Dabilidad y piel numeda R N . e
e ity of confasion - Calasd s o arabidat o contsicn Manager Must Obtain Authorization from Divisional Safety 4
- Upset stemach ar vomitin '

" 1 Sintomas de Insolacén Director.

sSymptoms of Heal Stroke « Pitl seca y caliente sin sudur.

« Dry, hot skin with na sweating « Confusion mental o pérdida de conocimiento b
 Mdntal confusian or losing cosciousness. - Convulsianas o atagues. Temperature (°F) 5 Startto increase
 Seitures or convulsions Evita of astrés por calor your fluids

92 94 96 98 100 102 104 106 108 110

onuzca las senales y las sintomas de las anfer medadas

Preventing Heat Stress ralacionadas al calor, shssrvasa a si mismo y a sus Colagas 6
+ Know signs/symptams of haat-ralated illnesses; + Blaguas ol sal diracto u olras fuentss du calor, 40 83
monitar yourself and cowarkars. - Wtlice wentiladores {sbanicas) o aire acondicionado; des-
+ Block out direct sun or othar heat sources. Eanse con regularidad, 45 84
- Use cooling fansiair-canditioning; rost regularly. + Beba much agua. como 1 taza coia 15 minulos . 7
+ Drink lots of waner: about 1 cup gvery 15 minutes + Vistase con ropa ligora, do coloras claras y no sjustada = |50 83 85
+ Wear lightweight, ght colored, loose-ftting clothes. + Evite ¢ alcohal, babidas con cafeina o comidas pesadas, = 7 or8 = Dehydrated
+ Rvoid alcohal, caffeinated drinks, or heavy meals. Qus hacer en caso de snlermedades relacionadas al 2 55 84 86 Drink more fluid
What ta Do for Heat-Related lliness + Llame al 811 {u otro nimero local para emergencias) T | 60 84 88
+ Call 911 (or local emergency number) at once. inmediatamente E |les 85 89
Wihile waiting for help to arrive: Mientras espara por ayuda: -]
- Move the worker 1o a cool, shaded area, < Mugwa ala persuna o un lugar fresca y sombreado, |70 86 90 Urine that is plentiul, odoudess and pale in
« Loosen or remove heavy clothing = Sudliale o quitele la ropa posada. @ colour (pala straw] generally indicates that a
« Brovide cool drinking water - Oiéucae gua frascs pars ober, 2|7 88 92 ed
+ Fan and mist the person with water. + Abanique y rucls con agua a la porsuna. =
B = |80 89 94 urine, ik the colour of
[] applajuical, sunts could be a sign
[R— x | 86 90 96 ofdehyeration
H iy 90 91 98
H cupacionsi
L. e ot s : epmamsta e T e 6 4 95 93 100
www.oshsgov (400) 321-0SHA : wirw.ozha.gar (300) 321.05HA 95 103

100

PLANNING 2 COMMUNICATION P2 ENGAGEMENT
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INTRODUCTION TO LEAN PROJECT DELIVERY \
o Lean Construction Institute
v Immersive Education Program

A3 Example for Shared Event Learning

™ B e i XN@_ R o] i |
(C) 2 %gi’—\\/'\@' X \%&\ww ‘ | AR
p N i XAOMNEXTN NN = |

“By faillng tO prepare’ you are \y.\\ ‘-No A3 Sharing Report Author(s):

Q (o) Doc Date:

preparing to fail.” (‘ - ) = o)

Purpose/Intent of Event: Main speakers/participants:

= = - ‘70) é-’ Website: Conference Materials:
enjamin Frankiin s &
PLAN —What did you plan on learning/sharing? DO —When did you learn and who did you learn from?
Provide a brief summary of the event and learning potential (not the agenda). Describe at least 5 things you learned from this event.

Share training, events, key
meetings, and other knowledge
exchanges.

CHECK —Why is this important for McCarthy?

Describe potential operation improvements or enhanced client experience

It Is meant to be printed out and
filled in by hand.

ACT —How will you apply this information?
Who is doing what and when? Include who needs to know this information.
WHEN

© LEAN CONSTRUCTION INSTITUTE



INTRODUCTION TO LEAN PROJECT DELIVERY

A3 to evaluate LPS Software

30+ Collaborators
5 Regional Offices

5+ Software LPS® Tools
Evaluated

A3 led to development of

McCarthy’'s LPS® A3 Facilitation
Guide

© LEAN CONSTRUCTION INSTITUTE

Title: support teams that want to use eLPS® Tools for production planning

BaCKground: Teams implementing LPS® are looking for a tool that
supports the LPS® process. Many options exist from sticky notes and
makers to cloud based applications. Much variance in price and complexity to
implement are causing a burden for project teams and support partners.

Current Conditions:

Training is currently done
by third party consultants
or by superintendent to
superintendent. There is
measurable variation in

the implementation and
people's attitudes
towards LPS®. Another
A3 is required to address
training problem.

Just Pull
Planning

Need Last Planner
On-boarding

Problem: project teams need a tool or process to support their LPS®
process but every project has unique needs.

Goals/Target: support projects that are using LPS® with an informed,
visual, and accurate analysis for their unique selection of a process or tool
for their specific needs.

1. Provide alternative options

2. Improve LPS® implementation and bridge experience gaps

Analysis: Choosing by Advantages

: CBA Steps
Pull Planmng eTools 1. Identify alternatives

: 2. Define factors
3. Define "must-haves"
4. Describe attributes
5. Decide on advantages
6

. Decide importance of each

Source: The Choosing By Advantages
Decisionmaking System by Jim Suhr
CBA Definitions

Factor - element or component of a decision,
a container for criteria, attributes, advantages,
or other data

Criterion - decision rule (guideline)

Attribute - a characteristic, not good/bad
except in comparison with another
attribute (feature)

the attributes of two alternatives

7. Evaluate cost (select alternative)

Advantage - favorable difference between

6\ Lean Construction Institute

v Immersive Education Program

A3#|Date | Champion |Participants
2 |5/917| F.E-M. +30 Partners from 5 Offices

CBA
Factors (26 reduced to 11) Oracle | Touchplan | Vernox | vPlanner | AutoDesk
AH. Reporting flexibility e et | Ve onbegemns || . aecst o |
-more options are better : e prlees
G. Emphasize critical activities | rees | |vacinsi e | | e cion
-easier to ID critical tasks is better i Mot
F. Efficiently respond to changes | i, | e ‘%‘N.i:'-‘;:l“
in the plan s o e
-less time to update is better pertom updates o

AJ. Physical involvement by Last |useaven: |, s
Planners { {
-improve Last Planner ownership

W. Track change history

-options ok, visual tracking is better
AA. Efficient activity creation
-faster is better

V. Must have user access
-more LPs editing in parallel is better
AE. Compatible w/scheduling
software

M. Visual filter representation of
tasks

-more views, like stickies is better
AH. Implementation/setup

-less time to setup is better

Al. Implementation resources

Improvs LB

e,
totlows LPS pro.

Buk edits and
imports via Excel

Impons Excnt

Colors and Cotors, swim lanes,
‘and usar desned
views

chart and tags views

Much more iastve Mary enstvo
vewsoltasks virws of tasks.

Simgie 1o Groale new Smple. imio Semglo, yaining  :
; rainieg sreqd

[

Fow coaching
et

Easy 1o setupuse |

Total Importance:

$ $ $ $ $

Total Cost

Recommendations: s eTool requests arrive from new teams,
engage in a detailed discussion with team stakeholders. Seek to mutually
understand the CBA and differences among the evaluated eTool options as
well as planned LPS® implementation.

FOIIOW'UP Plan: Team will

route new requests to Felipe. He
will be the first resource for
requesting teams and assisting

with on-bfarding.

(difference)
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THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Are A3s a tool or method?

Problem-Solving A3 | Much more than a
one-page report prepared on a single 11 x
17 sheet of paper, A3's a process. The
process adheres to the discipline of PDCA
thinking as applied to collaborative problem

solving, strategy development or reporting.

Think of the A3 as less of atool and

more of a thinking/acting process.

© LEAN CONSTRUCTION INSTITUTE




THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

Keys to writing the “right” title

Titles should...

» Reflect the overall story

* Help the reader quickly discern the
WHAT

» Use the theme to help store/file the

document

* Be objective and focus on the

observed problem, not a solution

statement

© LEAN CONSTRUCTION INSTITUTE




* Ask questions, use the PDCA
process

* Practice patience with self
and others

o Start on a whiteboard or with
pencil and paper (preferred)

* Engage with others, go and
see the current state firsthand

* Fill out a template alone, skip
PDCA process steps

* Rush the process or assume
others can follow a template

* Try to use fancy software
right away

* Assume you understand
based on secondhand info



Problems are great to have

@ WW Do ~€WLED /Z@LU@&I:

Select o GRoWING BUSIMESS _ J /MR
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suitable b g AR

soil ® BETNR svllopds
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o Conat & w?oviﬁw ?’*’”ﬂ'zz() =
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e <UGURE
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o PustiNg

A3 co-author
on Lean team
leader role

Making more
problem-solvers

A3 Project
Planning

A3 New Role

forever




WHERE SHOULD | START?
Navigating 2 +ypes ok problems.

Where Should | Start? YouTube:
https://youtu.be/Qap4AQaF1N4



https://youtu.be/Qap4AQaF1N4

Individual practice time...



THE ABCS OF LEAN: TRANSFORMATION THROUGH ACTIONS, BEST PRACTICES AND COACHING

How can | apply this tomorrow?

| Felipe Engineer-Manriquez
Start with a

problem you Certified ScrumMaster®

own. ] ]
Lean Construction Institute

Facilitator / Instructor

}Al{ fengineer@meccarthy.com

IN| https://www.linkedin.com/in/engineerfelipe/

Connect Here:

T [m] !E! https://www.theebfcshow.com

https://trello.com/b/ZGZYNYnW/about-felipe-
engineer-manriquez

© LEAN CONSTRUCTION INSTITUTE



https://www.linkedin.com/in/engineerfelipe/
https://www.theebfcshow.com/
https://trello.com/b/ZGZYNYnW/about-felipe-engineer-manriquez

Questions?
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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 portal. We look forward
to receiving your feedbe Highest rated presenters wi gbe recognized.
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Thank you for attending this presentation. Enjoy the rest of the 22"4 Annual
LCI Congress!

MHe




