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Company Overview   TOUCHPLAN   balfourbeattyus.com 

Overview & Background to the Lean Initiative

About Touchplan®: Touchplan is the premier software offering of 
MOCA Systems, Inc. Used on the most projects, by the most users, 
to optimise the largest construction volume, Touchplan is the number 
one production planning and analytics platform. The real-time, 
cloud-based solution uses the collaborative foundation of the Last 
Planner System® to prevent schedule and budget slippage. It also 
provides owners and contractors the instant insights they need to 
track progress and anticipate problems on projects. To learn more, 
visit touchplan.io. 

Balfour Beatty US is a leading general contractor providing 
construction management, design-build, and at-risk contracting 
services for large, complex infrastructure and commercial projects. 
Headquartered in Dallas, Texas, and operating across major U.S. 
markets, Balfour Beatty employs over 3,000 professionals nationwide 
and is part of the global Balfour Beatty plc network. Known for 
its commitment to safety, innovation, and sustainability, Balfour 
Beatty has delivered billions in project value across transportation, 
education, aviation, government, and private development sectors. 

MOCA Systems

Author 

The construction industry is facing a growing crisis with project 
complexity increasing while the pool of skilled labor is shrinking. In 
this high-pressure environment, Balfour Beatty recognized the need 
to rethink how labour is managed to ensure productivity, safety, and 
schedule performance.

To address this, the company implemented a Lean-based Labour 
Flow Optimisation (LFO) initiative, using Touchplan® as its digital 
production planning platform. Grounded in the principles of the 
Last Planner System®, LFO enables project teams to maximize 
workforce productivity by sequencing labour assignments, preventing 
trade stacking, and adapting to supply chain disruptions in real time.

Senior Superintendent Paul Studley, with over two decades 
of experience in high-demand urban markets like Seattle, has 
championed this approach across numerous large-scale builds. 
Through LFO, Balfour Beatty is transforming how construction work 
is planned and executed—ensuring the right trade partners are in 
the right place at the right time, while reducing jobsite stress and 
improving outcomes.

This example explores how Balfour Beatty’s use of Touchplan and 
Lean planning principles enables smarter labour utilization, improves 
field collaboration, and fosters a safer, more efficient project 
environment amid today’s labour shortages.

Case 4

Case Study Title: Labor Flow Optimization: Balfour Beatty’s Lean 
Approach to Skilled Workforce Challenges

Lean Initiative Undertaken – Lean Thinking, Tools, Techniques

The construction industry today faces the compounded challenge 
of compressed project timelines, expanding project complexity, and 
a persistent shortage of skilled labor driving up costs and slowing 
project progress. With labour demands rising and no immediate 
solutions for increasing the workforce, contractors need to take 
proactive measures to ensure all tasks are performed efficiently and 
disruptions in workflows are minimized or eliminated. LFO offers a 
solution to this problem.

LFO is a software-enabled production planning regimen that assures 
continuous optimum utilisation of available construction labor 
resources with production planning software based on the Last 
Planner System®. LFO enables flexibility and speed in daily trade 
worker management on the jobsite to avoid dangerous worker 
congestion, costly rework caused by incorrect task sequencing, and 
potential labour productivity loss. It does this by providing managers 

and field teams with a single, shared, detailed view of all planned and 
in-progress trade activities so that the right skills are always in the 
right place at the right time.

Balfour Beatty, a leading general contractor renowned for their 
contracting, at-risk construction management, and design-build 
services, is making great strides in their ability to leverage LFO as an 
option to combat the effects of the labor shortage.
Balfour Beatty’s progress toward better labour utilization and 
productivity includes leveraging Touchplan®, a production planning 
platform, and Paul Studley, a Senior Superintendent with over 20 
years of experience in large scale construction. For the past five 
years, Studley and his team have used Touchplan in conjunction with 
the Last Planner System for collaborative planning. The Touchplan 
solution assists with the agility of their projects and provides an 
option to assign labour resources to the right place, at the right 
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time, in the right sequence, within projects and between projects, to 
consistently keep their entire project portfolio on schedule.

Planning for Flow with Touchplan
Studley and his teams use Touchplan to forward plan, assess 
workforce needs, and prevent common planning pitfalls such as 
overstaffing, trade overlap, or missed handoffs before workers are 
deployed.

“We do the labour utilization analysis in Touchplan before we let 
the plan get to the boots on the ground,” says Studley. This proactive 
approach allows teams to:

•	 Ensure sufficient labour is planned without overstaffing
•	 Visualize upcoming work sequences
•	 Avoid wasted effort and overburdened trades

Touchplan provides a digital alternative to analog planning methods 
like sticky notes and spreadsheets. Its visual, interactive interface 
supports faster workflows and deeper analysis. By integrating labour 
availability with Gantt data and the weekly look-ahead, teams can 
identify risk areas and create smoother task transitions. This visual 
clarity and data integration improves predictability and support a 
collaborative field planning culture.

Managing Real-Time Risk and Supply Chain 
Disruptions
Supply chain volatility continues to disrupt construction schedules. 
With longer lead times and unpredictable delivery windows, project 
leaders must quickly adjust without compromising labour efficiency. 
Balfour Beatty’s teams use Touchplan to:

•	 Build contingency milestones around anticipated material 
delays

•	 Re-sequence work activities in real time
•	 Preserve original plans while pivoting to alternate tasks

Studley explains, “Touchplan allows the possibility of getting beyond 
the problem, keeping labour and the project moving.” This agility 
protects both the schedule and workforce morale—ensuring 
momentum is maintained amid uncertainty. It also allows teams to 
validate changes against the master plan, ensuring decisions are not 
made in a vacuum but within the broader context of project flow.
Preventing Trade Stacking and Ensuring Safety

Trade stacking—placing multiple crews in one area simultaneously—
is a common problem on congested sites. It reduces efficiency and 
increases safety risks. Touchplan helps Balfour Beatty avoid stacking by:

•	 Clearly sequencing trade workflows
•	 Providing daily visibility to all disciplines
•	 Enabling trade coordination during daily huddles

Studley manages huddles with over 30 foremen across 11 stories, 
where daily plans are reviewed and zones are coordinated to avoid 
conflicts. “It starts with safety. You can’t put two trade teams in the 
same area at the same time. During our huddles, we determine the 
safest and most logical path forward.” This Lean practice supports 
Balfour Beatty’s Zero Harm safety culture by integrating safety into 
planning and not treating it as an afterthought.

Reducing Stress and Improving Jobsite Experience
Beyond efficiency and safety, the LFO initiative addresses the human 
side of construction: worker stress and morale. Touchplan helps 
create a more predictable, less chaotic environment for field teams 
by:

•	 Offering visibility into what’s ahead
•	 Aligning planning with actual site conditions
•	 Promoting ownership and shared understanding

Studley notes, “It’s about reducing stress. If I walk onto the job site 
and see my general foreman smiling, that’s my gauge.” Thanks to 
Touchplan, workers come to the jobsite with clear direction and 
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Summary and Lessons Learned

Balfour Beatty’s experience with Labour Flow Optimization 
demonstrates that Lean construction is a practical solution to real-
world labor and scheduling challenges. By integrating Touchplan into 
daily operations and aligning planning with Lean principles, Balfour 
Beatty created a more agile, safe, and resilient project delivery model.
Key lessons include:

•	 Labor planning must be proactive and data-
informed to ensure trades are properly utilized without 
overloading or idling.

•	 Real-time planning tools are essential for adapting 
to material delays and changing site conditions.

•	 Worker safety and wellbeing improve when plans 
are clear, and trade congestion is avoided.

•	 Jobsite stress is a measurable outcome—and 
reducing it improves team culture, retention, and 
performance.

Ultimately, Balfour Beatty’s LFO initiative showcases how Lean 
methods, and digital solutions can address today’s skilled labour 
shortage while delivering better outcomes for teams and clients 
alike. Their success reinforces the value of continuous improvement 
and thoughtful technology integration in the future of construction.

Lean Initiative Improvements & Impact
The implementation of Labour Flow Optimization with Touchplan 
has yielded measurable improvements for Balfour Beatty’s field 
operations, planning culture, and workforce wellbeing.

1. Enhanced Workforce Productivity
Touchplan enables teams to visualize the flow of labour across 
zones and phases, improving planning accuracy and minimizing 
rework. Project leaders can now forecast labor needs with 
greater confidence, ensuring teams are neither overextended nor 
underutilized. This improves daily handoffs between trades and 
ensures that work is completed more efficiently with fewer delays.

2. Improved Safety and Risk Mitigation
Sequencing labor to prevent trade stacking significantly reduces 
jobsite risk. With Touchplan providing clear visibility into who is 
working where and when, safety planning becomes part of the daily 
workflow. This integrated approach reinforces Balfour Beatty’s Zero 
Harm culture and ensures safety is prioritized alongside productivity.

3. Greater Schedule Certainty Amid Supply Chain 
Volatility
Material availability continues to challenge project delivery. With 

Touchplan, teams quickly adapt plans in response to delays—
reallocating labor, adjusting sequencing, and inserting contingency 
buffers. These flexible workflows protect the critical path while 
keeping the workforce productive. Schedules are no longer brittle—
they’re resilient and responsive.

4. Reduced Jobsite Stress and Higher Morale
Studley reports a 50% reduction in personal job-related stress, 
thanks to better clarity, communication, and coordination enabled 
by Touchplan. Foremen and crews benefit from a more predictable 
day-to-day experience, which boosts morale, improves focus, and 
supports stronger retention. When expectations are clear and 
logistics are streamlined, job satisfaction improves.

5. Cultural Advancement of Lean Thinking
Perhaps the most important outcome is cultural: Touchplan and 
LFO are now central to how teams work. Project teams collaborate 
around shared plans, using real-time data to make smarter decisions. 
This has moved Balfour Beatty’s planning culture from reactive to 
proactive, ensuring Lean practices are scalable across diverse projects 
and teams.

fewer surprises, which translates into better morale and higher 
retention.

Touchplan as a Platform for Continuous Improvement
By integrating workforce availability with look-ahead planning 
and Gantt sequencing, project leaders can visualize and respond 
to constraints well in advance. This builds a culture of foresight, 
collaboration, and accountability. Teams gain a continuous feedback 

loop: what worked, what didn’t, and what to improve next time. The 
transparency built into the tool encourages more participation from 
the field, leading to stronger planning outcomes.

Balfour Beatty’s application of LFO reflects a scalable Lean method: 
consistent, people-centered, and rooted in collaboration. On 
every project, LFO ensures field teams are in control, logistics are 
thoughtful, and labor is flowing as designed.


