
PRACTICES + ROUTINES

KANBAN

LAST PLANNER

VISUAL PHASING PLANS

A3

5 WHY

L E A D E R S H I P  T H R O U G H  L E A N

LAST PLANNER

S
H

O
U

L
D

MANAGE PHASE PULL PLANS AND WEEKLY WORK COMMITMENTS

FINALIZE  
PROJECT  

MILESTONES

PHASE 2  
MILESTONE
PULL PLAN

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

DAILY 
HUDDLE

PHASE 2  
MAKE-READY

PLAN

PHASE 3  
MAKE-READY

PLAN

PHASE 3  
MILESTONE
PULL PLANMANAGE WEEKLY 

WORK PLANS

WEEKLY WORK 
PLANNING

WEEKLY WORK 
PLANNING

WEEKLY WORK 
PLANNING

PULL PLAN 
1ST PHASE

MILESTONE 1

PRECONSTRUCTION CONSTRUCTION

MILESTONE 2

MILESTONE 2
PHASE 1

WEEK 1 WEEK 2 WEEK 3

PHASE 2 PHASE 3

MILESTONE 3

MILESTONE 3

MILESTONE 4 MILESTONE 5

C
A

N
W

IL
L

D
ID

L
E

A
R

N

MILESTONE SCHEDULE
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RETROSPECTIVES

• SPL engaged as early as practical
• 5-10 key dates by phase plan
• Define the plan—needs to be visual (2D/3D)
• Define a milestone—what is it, transition to release more 

work
• Don’t change dates
• Directed by Senior Project Leader
• ERM—conceptual design

• Flow established by Superintendent and Project Manager
• Limit attendance to those trades working in the area
• Efficient staging of space for the conversation
• Pull from each milestone
• Should not be attempted without visual aid
• Finish flow units
• Batch sizes by trades

• Facilitate the discussion, don’t dictate solutions
• Get specific about tasks and dates; objective is to identify 

and remove constraints
• Break out work into daily work detail
• Adjust 1-6 weeks out
• Coordinate and level work; get specific tasks

• Superintendent, Foremen, GCC Team
• Timeframe/participants (30-40 minutes)
• Review during weekly meeting
• Record promises made
• Use TouchPlan software when available

• Don’t solve problems
• Coordinate with safety huddles in the space
• Sticky notes on floor plan
• 15 minute review commitment
• 2x: morning - safety and logistics, afternoon - reporting on 

commitments

• 1 hour long, max
• Send agenda ahead of meeting
• Flow unit, 3 questions: Continue? Stop? Start doing?
• Discover lessons learned
• Adjust future plans accordingly
• One per phase
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PILE CAPS AND GRADE BEAMS

SLAB ON GRADE

MASS TIMBER STRUCTURE
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MSU STEM ADDITION 2 AND RENOVATION TO SHAW
LANE POWER PLANT (SOUTH STEM ADDITION)

INTERIOR PHASING SEQUENCE

Classroom

North STEM

South STEM

Shaw Lane Power Plant
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Finishes Commissioning

Envelope Interior Rough-In Finishes Commissioning

Envelope Interior Rough-In Finishes Commissioning

Interior Rough-In Finishes Commissioning

SUBSTANTIAL COMPLETION

WHO	 Team Leader
WHEN 	 As soon as team is assembled, 

establish meeting rhythm;  
daily, weekly, monthly

WHY	 Create flow transparency and  
accountability in work to  
be done

TOOLS	 Mondays, MS Planner, Trello, 
Whiteboard

BEST PRACTICES	
•	 Arrange tasks chronologically
•	 Use labels to help organize tasks
•	 Rotating “Flow Manager” / facilitation 

among team
•	 Keep going; don’t stop when things are 

going well
•	 Focus on limiting work in progress
•	 Use process to promote continuous  

improvement

BEST PRACTICES	
•	 Each project is unique; don’t rely on a 

prescribed template
•	 Ensure coordination with milestone 

schedule
•	 Use color to divide project into areas
•	 Use this tool to introduce pull planning, 

focus efforts and demonstrate efficiency
•	Update regularly to show progress
•	Engage the designer and owner

BEST PRACTICES	
•	Small batches
•	Use visual phasing plans to improve 

communication and increase efficiency
•	Create visibility around scaled goals 

with milestone schedules
•	Utilize pull planning to ensure buy-in
•	Engage in weekly make ready work 

planning
•	Utilize huddles for accountability

BEST PRACTICES	
•	 Keep to one page and focus on process
•	 Topic should be finite and should benefit 

the writer’s personal development while 
adding value to the project/company

•	 A3s are iterative documents; they should 
be catalogued and searchable

•	 Choose reviewers who are both directly 
involved and third-party facilitators

•	 Share findings with Continuous  
Improvement Team

BEST PRACTICES	
•	 Approach with a learning mindset,  

not blaming
•	 This is a problem-learning process; don’t 

jump to a preconceived solution
•	 Choose a medium that’s easy to modify 

and expect to erase and revise
•	 Involve people who experience the  

problem; SMEs and stakeholders
•	 Distinguish causes from symptoms

WHO	 Project Team with MarComm 
assistance

WHEN 	 Conceptual/schematic and prior 
to engaging trade partners

WHY	 Greatly improves understanding, 
absorption and alignment around 
a proposed plan; a picture is 
worth a thousand words

TOOLS	 Bluebeam, SketchUp, Revit

WHO	 Project Team
WHEN 	 Starts during design phase
WHY	 Creates opportunity for flow 

efficiency, ensures commit-
ment, creates accountability,  
promotes transparency,  
facilitates timely resolution  
of issues

TOOLS	 TouchPlan, Whiteboards, 
open mind, positive attitude

WHO	 Any interested team member
WHEN 	 When there is a recurring problem 

or to solve or an identified area 
for improvement

WHY	 Provides a methodical approach 
to analyzing situations and can 
serve as a coaching tool

TOOLS	 GCC A3 template, “Toyota  
Secret” article

WHO	 Team struggling with a  
problem

WHEN 	 During analysis section of A3, 
or when a structured process 
can enhance learning

WHY	 Helps avoid premature or  
poorly-guided conclusions

TOOLS	 LPC 5-Why Template


