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Cultural Challenges of Implementation of LPD Alan Mossman

Switching to LPD: it’s all about culture.

LPD, Lean Project Delivery, is very different from the traditional way of delivering projects. LPD involves a different way of thinking, a different
approach to procurement, high levels of collaboration, engaging the team in a way that makes them “advocates for the project”.

Our industry has a choice. Become way, way more efficient so that customers receive the project safely, on-time or sooner, at or below budget,
with the full scope -- or customers will find others to create the facilities that they need to deliver their business plans, political goals or build,
refurbish or alter their homes. It is that simple.

Switching to LPD involves the whole supply chain from customers to painters and landscape gardeners.

Our industry has been in crisis for years. Late delivery, exceeding the customer’s budget, killing and maiming people, poor quality (defects and
punch lists), rework that the customer ends up paying for. Construction productivity is lower than it was in the mid-60s. Even before Corvid-19
there was a skill shortage in our industry. Now that may be worse.

Even though the crisis has been recognised for decades (witness a number of UK government construction reports), most people in construction
appear to be satisfied with how things are. They know nothing else. The way things are now fits with what they learned as an apprentice, in
college and at university; it fits with how things have been throughout their career in construction.

Tinkering at the margins of the way things are done does not work. Partnering has not worked, casual labour has not worked, Critical Path
planning has not worked,

Even though most people don’t know about it, there is another way. It is becoming more and more mainstream. When clients start to get it,
change will come quickly. Meanwhile there is much that the design and construction supply chain can do to prepare for full-on LPD.

In this workshop Alan Mossman will talk about

*  full-on LPD

¢ why itinvolves a system change

*  what customers/clients/owners need to do to appreciate the benefits for them — and for the their supply chain

*  what LPD-lite involves and how you and your company can work on company and project culture to support it.
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Why do we need to switch to LPD?

The dominant culture in construction is
broken.

LPD and the dominant culture in
construction are like chalk & cheese

After the COVID-19 crisis, construction
will have a lot of catching up to do

. Delivers projects late
the dominant Delivers projects over budget

culture Delivers less scope than customers want

How can you be sure Is unsafe
it is broken? Separates design from assembly & construction

EE N 75% Keeps corruption in plain sight

Teamwork is unreliable — siloed working

budget 68%
Delegates risk
CTEL 61% Massive amounts of rework
safety 549% Nobody learns — mistakes are repeated

Dissatisfies customers

E 25%



IN  everyone tries to optimize their own bit,
the dominant maximize profit

culture divide &rule
command &

control

transactional
untrusting
bilateral
DBB
EPC

critical path method
push

it is coherent

The dominant culture
is based around DBB / EPC contracts

systematically separates design from
production on-site
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the lean project
delivery way

addressing users’
human concerns
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aligned integrated
optimized

it is coherent
& profitable

1212

working together to improve the whole,
create flow & deliver value

relational

trusting
linking d & ¢

collaborative

operating system

short term planning
with Last Planner

pull & flow

working together to improve the whole,
create flow & deliver value

relational

trusting
linking d & ¢

collaborative

operating system

short term planning
with Last Planner

pull & flow



collaborate

really collaborate

develops innovation - more competitive
build relationships optimise the whole
build trust improve continually
see projects as learn from action
networks of — rigorously
commitments increase
reliability
13 Five big ideas Sutter Health

Definition of Lean

Lean is a human-centered philosophy of work and
of production.

Lean creates a culture of respect, trust,
improvement, learning & collaboration.

Lean uses a set of principles, a management
system, methods and tools.

Lean results in better safety, time, quality, cost,

after René Smith, . .
flow, customer & employee satisfaction.

www.MakeWorkMoreHuman.com
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Lean works in any contract
environment

It works best in
LPD, IPD
Alliances
and other relational agreement settings

Lean Operating System
for Lean Project Delivery
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Foundation pillars & principles
collaborative procurement
collaborative communication
collaborative conditions
collaborative team organsation



PDCA
dati Reflection
Foundation do again/do better
pillars & principles Ohno circle
Value target condition
Value Stream .
Flow improvement improve everyday
pull genchi genbutsu
Perfection
Respect respect
Involve everyone for people

Whole system

17 Womack & Jones 1996, 2003 Toyota Way 2001

collaborative procurement

Procure a team that will work as a
team

Incentivise teamwork

SR | ink design and construction
| CONSTRUCTION

PROCUREMENT ano

IMPROVED VALUE

DAVID MOSEY
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collaborative communication
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collaborative
conditions
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Sound decision-making
* Choosing By Advantages
* A3 thinking processes

Declare breakdowns
5-Why root cause analysis

Conversations for Action
* Conditions of satisfaction
* Trust

Last Planner
* Reliable, predictable delivery
* Flow focused on value
* Conversations for Action
Transparency/big room
* visibility
* knowledge sharing
Target Value Delivery
* structural tension

* set-based design
* innovation

* validation
* sound decision-making



collaborative conditions
Incentivise collaboration
Choosing by Advantages
A3 thinking processes
BIM
pre-fabrication

21

collaborative team organsation
clear leadership
supportive facilitation
cluster structure
flat

22



Moving from

operating system

requires a system change

Lean/LPD is a
system change
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Any questions about what we have
covered so far?

Please add them to the “Questions” tab
| will wait a minute for you to type them.

If not, think about what you already know about culture.

the way we do things round here

What is culture?

a pattern of shared basic assumptions,
invented, discovered or developed by a given group,

as it learns to cope with its problems of external
adaptation and internal integration,

that has worked well enough to be considered valid and,
therefore,

is to be taught to new members of the group

as the correct way to perceive, think and feel in relation
Ed Schein (2010) to those problems.



Why is culture important?

27

What is involved
in culture?

These are structural
elements of an
organization

Structure determines
behaviour
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Culture can give you competitive advantage
Culture influences behavior
Structure determines behavior
Structure is an integral part of culture

Culture eats strategy for breakfast

“Culture plays a critical role in personal and group
decision making. ....

The faster you can make good decisions, the faster
you can learn to be successful.”

purpose
power & reporting relationships
who sits next to whom

who has access to information

who makes decisions and hox\\‘\
beliefs, assumptions, sitions, values
principles, proc % I|C|es rules, standards
perceptions ow people are rewarded
what helps you get along or get promoted
rituals and routines

stories and symbols
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These elements are continuously
changing in response to changes
elsewhere in the organization &

to changes in the environment

Complex Adaptive System (CAS)

In a complex system, the same starting
conditions can produce different
outcomes, depending on the
interactions of the elements in the
system

GOkce Sargut & Rita Gunther McGrath 2011
Learning to Live with Complexity HBR



best practice doesn’t work with either

Complex & complicated — what is the difference?

Unpredictable indeterminate Open & dynamic Complex
outcomes Adaptive Systems continually
adapt to new developments

plaited, woven together ... in order to survive

Predictable, determinate involving a lot of different
‘ parts, in a way that is difficult

to understand

folded together ... and can be understood

32 Sargut & McGrath 2011 Learning to Live with Complexity HBR

This is the context for managing culture

Why are complex organisations difficult?

unpredictable difficult to predict what will happen,
unexpected surprising ~ complex systems interact in unexpected ways.
difficult to make sense of things,

Systems that used to be  the degree of complexity may lie beyond our
separate are now  cognitive limits.

interconnected and  difficult to prediCt,

interdependent past behaviour ... may not predict future
behaviour..

33 Sargut & McGrath 2011 Learning to Live with Complexity HBR



What is common in existing project culture

34

customers
senior leaders

direct

middle managers

direct

workers

Organisation seen as pyramid
Workers who create value at bottom
middle managers direct workers

Senior leaders define procedures
designed to make their life easier

Flipping the pyramid

35

is supported by

& supports

* lean thinking
* relational project delivery arrangements
* ideas of servant leadership

* Last Planner implementation
* collaboration
* the workers to manage handovers
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customers customers
senior leaders workers
\. promise
i elp to :
direct imgrove reqest
middle managers middle managers
direct port request

su
workers “=senior leaders
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What is the role of leadership?

Changing CASIsnoteasy \a 1o ekers work in a system

ot the way workis now: 1 NE role of leaders & managers

1 Lead I .
subor)dinaf:s f?(r)?/vtio IS tO Work on the SYStem

work and then control

them, = hierarchy. tO improve |t _

2) Procedures leaders

et e e With the help of the workers.

own time

. = bureaucracy.  afer: Myron Tribus 1988 Germ Theory of Management



This is how Toyota organize their workers

Team members ? ? % ? ?
Team leader . o o
A “ A\ ) _/ “\, 4

)
<

supervise 5-8 Team Members

Group Leader
supervises 3-4 Team Leaders

Asst. Manager S
supervises 5-8 Group Leaders - -

Manager

typical Toyota organisation
supervises 4-10 Asst Managers

source: Bill Costantino, former Group Leader, Toyota Mfg, Georgetown, Kentucky
38

Deming's quality chain reaction

. costs decrease — less
improve rework, fewer accidents, productivity

quality mistakes, delays, snags; better improves
use of equipment & materials

capture the

market with stay in Prowde
better qualit busi jobs &
q Y usiness more jobs

and lower price

39 39 source: Deming 1985 Out of the Crisis p. 3



How can we improve?
Focus on what the customer wants

Make the work that delivers what the
customer wants flow

Continually improve the way the work

works so as to increase the rate of
flow

these are the basics

41

Collaborative, relational contracts, agreements
— encourages & supports early constructor involvement

— design production system alongside facility design
° — cost as you design
W h at Wl I I h EI p ? — encourages good teamwork
— encourages collaborative risk mitigation & open discussion of problems
This is a very different paradigm Production management tools
— such as Last Planner®, Takt planning
Improvements focused at current bottlenecks €=
— so that the work flows ever faster
Level loading the work pipeline
— production flows, steady employment, learning, improvement
BIM + Virtual Design & Construction (VDC) + digitisation
— enables deeper collaboration, digital prototyping
— enables issues to be resolved before becoming problems on-site
Prefabrication, modularisation
— safer, faster, lower cost, higher quality = bottleneck
.. and together these will create  Automation, robotisation
greener, more sustainable design — safer, faster, lower cost, higher quality = bottleneck

42
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customers are not satisfied

thank you

Questions?
Comments?
Thoughts?

alanmossman@mac.com

projects are generally late, over budget
and/or of poor quality

things get done “nice”
by doing them twice

at least 50% is avoidable

':‘ g A SR ‘: /]
customers 1 e 1k
(eustomers} cOnstruction
[ ia Bl
lots of rework ) 's/bm

AN
\.

timelines are padded and still missed

no-one can find the time to plan there is time for rework

. margins in the supply chain are shrinking

focus on profit for each party
[

—

lots of waste

industry practices drive wasteful behaviours

teamwork is unreliable

little respect: the idea that "with every pair of
hands comes a free brain" is largely ignored

work is pushed into production - assigned
- based on plans created months and
even years earlier
CPM is no use for managing production
handovers are not managed

buildings leak and otherwise fail at the
interfaces between trades

productivity is low & hasn’t improved in
60 years - and the customer pays

projects are largely commitment free

customers and end-users frequently disappointed
when VM/VE reduces scope late in project

it is the only major sector that still insists on
separating design from production

opportunities for off-site fabricate are missed

44 point-based design

{ waste '/

percentage fee agreements do nothing to
encourage cost minimisation

budgets are padded and still missed

too many are killed and injured

ergonomics are poor

transactional

untrusting

commercial terms

insurance drives division

encourage a claims culture

m risk is pushed to parties who have little or no skills to manage it

siloed
there is little or no trust or collaboration
everyone tries to optimise their bit

o n ‘ focus is on avoiding conflict (rather than
orgamsatlon creating synergy)
command and control
divide and rule

encourages defensiveness
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Contact LCI

WWW.LEANCONSTRUCTIONIRELAND.IE

WWW.LINKEDIN.COM/GROUPS/4332330

TWITTER.COM/LCI_IRELAND

INFO@LEANCONSTRUCTIONIRELAND.IE

ﬁ WWW.FACEBOOK.COM/LEANCONSTRUCTIONIRELAND
@b
sl
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