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NOTES:
* AlA Must be informed of date and presenter PRIOR to
advertising for participants to be able to get credit.

« Credit can be provided only for LCI Events

Contact Julia Shellhouse at Jshellhouse@leanconstruction.org
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Learning Objectives

Define the meaning of a Big Room, and understand the purpose and
benefits of implementing the approach to improving project outcomes.

Understand the characteristics and behaviours of a Big Room Team
including aspects of effective facilitation.

|dentify the venue types for hosting a Big Room, and discover the key
elements for tailoring the space to support collaborative activities.

Gain insights into how the Big Room approach supports knowledge sharing
and enhanced collaboration.
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Lean >
Construction

Today’s Process ==

*  We will facilitate discussions in small and large
groups.

« Small groups will report back to the large
group.

« If you have Big Room experience, great! But prior
experience is not necessary.

* You will be able to think logically about the
topics to be discussed.

We will take “Live Notes” on the screen or a flip
pad to capture your ideas.

* You will receive these Notes by emaill
after the Congress.

 LClis compiling ideas from each Big
Room training session so the entire
community can continuously learn.

© Lean Construction Institute 3



Rules of Engagement

This is a safe zone Y)) UseE.L.M.O.

== Everyone has equal status Silence phones

" Speak up and share your ideas :\/: Be focused and engaged

(((@ Actively listen to others

’_- One conversation at a time

© Lean Construction Institute




Stay on Track

ENOUGH
LET'S
MOVE
ON

© Lean Construction Institute 8 3



Name, company, role.

What do you want to
learn?

© Lean Construction Institute 3
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Silent Squares

» Objective: Everyone get a 6-inch square in front of you
* You may not speak
* You may offer pieces to others

* You can receive, but you may not take or request pieces from another
* No finger pointing, grabbing, groaning, grunting, etc

* No cutting, tearing, folding the pieces

* There is NO TALKING

© Lean Construction Institute 23



Silent Squares Learning Points

* [t isn’t about the individuals, but rather the group.

* Individuals need to give something up to make it work for the
group

* All players need to have a shared understanding of the entire
project’s successful outcome

» Collaboration is not only okay, but is required
» Challenge all assumptions for validity

© Lean Construction Institute 23
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Six Tenets of Lean

0 Respect for people
a Optimize the Whole
a Generate Value

° Eliminate Waste
a Focus on Flow

0 Continuous Improvement

© Lean Construction Institute
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What is a Big Room?

© Lean Construction Institute JUNE 20'21, 2023



Big Room - Definition

Big Room refers to a project approach of
bringing key individuals together to speed
communication and decision-making, and to
reduce siloed thinking or approaches.

At its core, the Big Room is a scheduled and
recurring event.

It brings key stakeholders together to collaborate,
plan, update, solicit resources, invite feedback,
demonstrate accountability, make decisions,
schedule events and compare the project’'s
current state to the published goals or Conditions
of Satisfaction.

© Lean Construction Institute
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Big Room - Definition

A mindset of intense focus on
advancing work

 Isinstrumental in cross-functional
team collaboration

« Refers to the collaborative behavior
of a team and the work they are
producing

» Visually displays all information
needed to guide the team

© Lean Construction Institute 3



Purpose

The purpose of a Big Room is to:

« Support cross-functional high-performing teams in
advancing work.

» Add value by driving down overall project costs.

» Facilitate rapid advancement of work in a short time
frame.

 Enhance collaborative brain power of the team.

Big Room is a
commitment to a project,
the team, and to working

together!

Example of a small project Big Room

© Lean Construction Institute 3



Benefits

A Big Room benefits the project by:

* Improving collaboration through greater team
Interaction.

* Allowing team members to support each other
and align themselves with the goals of the
project.

* Breaking down the silo mentality within the
project.

* Leading to improved project outcomes.

Example of a Big Room

© Lean Construction Institute 3



What happens in the Big Room and how is it
different than a conference room?

How is it different than an Owner / Architect /
Contractor (OAC) meeting?

Discuss as a whole group.
(10 minutes)

© Lean Construction Institute




Big Room Implementation

~ 3 TN > = 2o - : - -
- | s - A successful team in the big room focuses
” s on the following areas:

»* . Culture-Mindsets & Behaviors
» Alignment of Goals & CoS
* Production-Visual Management
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Big Room Implementation

Adjust as needed
Adjust at the pull of the

Learn & Align on the What
Define your purpose & How

Implement Your Plan
Core Big Room Group

Retrospectives I
Plus/Delta’s

© Lean Construction Institute JUNE 20'21, 2023



Teams Interact to Advance Work

Itis .....

Cross functional

Visual management
Includes all perspectives
Explore Options

Gains alignment

Active Problem Solving

Continuous Improvement
Go & See

© Lean Construction Institute

It is not .....

Just a report out

A one-sided conversation
Just a room with posters
Traditional behaviors
Fire and forget

Hiding behind a screen
Multitasking

Just showing up

JUNE 20-21, 2023



Culture & Mindsets

The Big Room is about fostering
behaviors that lead to high levels of
collaboration and thus to High
Performing Teams.

© Lean Construction Institute



Culture & Mindsets

Building the right culture & mindsets are important
no matter what the platform is.

© Lean Construction Institute



What Is a Team?

Think about the best team you
have ever been a part of.

Use 1 word to describe what made it the best.



High Performing Teams

* United in Purpose
* Focus on delivering results
« Accountable & Committed

* Engage in healthy conflict and
debate

* Actively build trust

© Lean Construction Institute !3




High Performing Teams

The FIVE DYSFUNCTIONS of « TEAM
 |s built on a strong foundation of trust by PATRICK LENCIONI

* Has a strong team culture of respect

Inattention

* Focuses on delivering Conditions of to Results

Satisfaction
Avoidance of

* Celebrates both small and large successes of Accountability
the team and individuals

« Continuously improves Lack of Commitment

 Breaks down traditional silos

Fear of Conflict

High performing teams are not built through a single team building Absence Of Trust

session, they must be constantly nurtured, maintained and
developed.

© Lean Construction Institute



Rules of Engagement

Fun Trust <
Always share .
Cadrste - How will we engage as a team?
successes weeXly, Acﬁpﬂ .
sinall ones and big t L e * Problem solving
ones. ? €ach otpe, . . .
aikuctiay | « Communication & Conflict
when you need it e .
|  Accountability & commitment
Communication ¢ D * Life/work balance
| gou:eea
|
i problem ° Fun
AsK questions and | i
don't assume not the person -
| no blame
]
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Advancing the Work
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Big Room Implementation

When:
* As early in the project as possible.

* The frequency must support the
work at hand.

 Teams must continuously evaluate
the frequency and duration of
sessions.

Who:

« Participants will change overtime as
the project advances.

Photo Credit: InsideOut Consulting, Inc
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How can you create a culture and a
High Performing Team in a Big Room?

(] E

Discuss in small groups. (5 minutes) Take Live Notes.
* One person facilitate.

 |dentify 3-4 reasons.
* One person take notes & report back.

Report back to whole group. (15 minutes)
Don’t repeat same idea.




Big Room Implementation

In-Person:

« Continuously co-located
with continuous collaboration.

Virtual:
*  Fully remote.
Hybrid:

« Combination of in-person
and virtual.

o = PhbloCHdits: InsideQuiiCen

dig ing

oy i
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In Person Big Room Example

Visual Information

Multi-Discipline Team

¥
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Collaborative Seating
Arrangement

Personality
Assessment Results
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In Person Big Room Example

Small Group Visual Information
Collaboration

Collaborative Seating
Arrangement

Multi-Discipline Team
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Virtual Big Rooms
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Hybrid Big Rooms

Hybrid Big Room Spaces include in person space along with virtual spaces.

« Engage those on the phone
« Camera's on

« Unmute

« Pause often

« Use breakout rooms

« Smaller intentional breakouts

» Collaboration spaces must meet both
needs.

© Lean Construction Institute JUNE 20'21, 2023



Big Room Example
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Big Room Implementation

Courtesy of: KHS&S A 7
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Big Room Examples
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Can you have a Big Room on-site?

© Lean Construction Institute




Add the Core:

The Big Room is a space for the team to gather that
supports a team in:

« Seeing the situation (Observe).

» Grasping the situation (Orient).

« Making aligned decisions (Decide).

« Taking Action (Act).

The OODA Loop is the cycle of Observe-Orient-
Decide-Act, developed by military strategist and US
Air Force Colonel John Boyd. ltis often applied to

understanding commercial operation and learning
processes.

© Lean Construction Institute 41 3



Setting up a Big Room Space

Very large configurable room
Several smaller conference rooms
Cluster group workspaces

Planning space (Last Planner System®
weekly boards and phase pulls)

Small private breakout spaces

Spaces to celebrate

“Collision spaces’ like Kitchen/break room
Visual information

Needs to be re-designable as the wl #
team evolves | e b

o e e,
redits: Inside

onsulting, Inc.
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Spatial Needs for Activities

Planning Decision making

* Learning « Commitments
» Team-building  Team health &
assessments

* Collaborative
problem solving * Ad hoc

conversations

» Target cost
conversations * Retrospectives

« What else?

= Phdte Credits: InsideOut Consulting, Inc.
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How would you structure or organize your Big Room?

oO™=eo
& & & -
Discuss as a whole group. .
o (10 minutes) o Take Live Notes.

« Examples:
« Team where everyone co-locates for several weeks/months.

« Team where most meet 1 day a week.
Long distance team members join by GoToMeeting/Teams/Zoom.

« Design/Build or IPD team where the Big Room includes a co-location and runs the entire project from
conception to completion.

e Others?

© Lean Construction Institute




o\ Lean Construction Institute
v Immersive Education Program

Small Focus Group Topics

Discuss in small groups. (30 minutes)

1. Desirable Behaviors * One person facilitate — make sure everyone talks.

2. Onboarding » Use flip charts.
3. Effective Facilitation & » Two people take responsibility for the report
Meetings out
: » Define the subject: what does it mean in the Big
4. Learning Room?
5. Technology - Brainstorm topics and ideas.
6. What Could Go Wrong Report out to whole group. (30 minutes)

« Wander from group to group . (5 minutes each)

« Take Live Notes.

© LEAN CONSTRUCTION INSTITUTE
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1. Desirable Behaviors

© LEAN CONSTRUCTION INSTITUTE



Desirable Behaviors

* Overcoming silos

* Leadership

« Conditions of Satisfaction (CoS)
» Respectful collaboration

* Maintaining enthusiasm

* Trust & respect

* Learning

Temecula Valley Hospital Big Room

© Lean Construction Institute 47 3



The Blg Room Mindset
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* Fostering behaviors that  « Understanding the « Establishing high-
lead to high levels of behaviors and activities performing teams.
collaboration. of the environment.

© Lean Construction Institute 48



Effective Leaders are:

Bold
 Observant

* Channel positive team energy

 Distinguish strength and weaknesses
of team members

 Motivational
 Take action

Photo Credit: InsideOut'Co
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Conditions of Satisfaction (CoS)

* The project CoS define what “success™ means for the project.

* The CoS guide decision making throughout development and
implementation of a project.

« Each CoS is a commitment, and all team members are
responsible for delivering according to the CoS.

© Lean Construction Institute 50 3
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2. Effective Facilitation

© LEAN CONSTRUCTION INSTITUTE



Effective Facilitation Practices

Lean Sy
Construction

« Collaboratively developed

« Clear

« Standardize where possible
* Visual controls

* Key participants

» Expected Outcomes
 Time keeper

« Scribe for live notes

© Lean Construction Institute
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Safe zone

No stripes

Speak up

Listen to others

No side-bar conversations
No cell phone use

No multi-tasking

Stay on time

© Lean Construction Institute

- guidelines for -

ENGAGEMENT

Stay | Listen
On Time ' to Others

This is @ Be Engaged
Safe Zone Share Ideas

All Have Focus, No
Equal Status Multi-Tasking

)

In pursuit of
JEDUINN"  building perfection




Creating the Agenda Tips

UHS Temecula Medical Center - Big Room Agenda
Pragicl, Plan, Padfanm Peded infenf, Copaislly Resulfs, hniegrfy

Dwie: Tumsday, July 12 Facilitator:  Jalf b UMS Oinsite: Tara Visiors:

* Develop together for next session before Cmmm ) _reom  _mome (oo Jommpusnen | _oaore

ending current session.

» Determine frequency of Big Room

sessions.

* Pull-plan informs breakout
sessions/subjects.
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7-30 | WOSPITALITY AND SET U fsTa) 00 | SREAROUT: Sudgwt Chstur
[ Atteraieme: MognTots, 4. D%
| | ta Th, TH, L 5, $0, S, TL 8K
| To e 8:00
CLUMTIN | LADES BEPOET CHPT
B:15 s i
900 oSN StewivaAnton s |
[ m H‘“
P J
900 Full Flanning. !—hhﬁhl:ll-l—n
To A
Femgry— - Py e v b —
ll:m L AR T i
g i rie R
[y e Crny iy te (e o Pl
- HRreE et W S e a1 e
v | 8 Pl g
T e | e e
- PERETI~egrorr—t= ~ ) 10 o
[ 11d0ta 1
L“ NEXT WEEK'S AGENDA |
11:30t0 11:45  FLEX TIME
11:45t0 12:00  Plus/Delta (seve smart boards)
| 120010 | LLINCH — 777 tstAD COUNT 12:00 | S te—= o
Arvpedemes w11 S W 6L
12:30 10 Tan, Mo, S, St Bk, e,
| TRV —
1:30 [l

4
4 : us/De
s ::mmh::m Photo Credit: InsideOut Consulting, Inc.

54 3



Agenda Topic Tips

lntmductlnns, Agenda F.evlew & Re'uriew Blg Rm:rr'n Ru Ies of

. 100 p 5 min 1:06 p Ergagement Facilitator Project Team
e Hot T
Ol 1 0PICS
105 p 5 rmin 1:10p Plus Delta Rellection fram Last Meeting Facilitator Project Team
 Work Cluster R t
or usSter Reports
11dp 5 rmin 115 p AH HA Maments Facilitator Project Team
A3 Dashboards | g ~
1115 p 5 min 1:20p Hot Topies (list anly) Facilitator Project Team

« Commitment Log Progress v | W 5 FraE Update Reviw o

° CO n Strai nt Log 1:35p 20 min 1:55 p Civil Update ‘Rene Project Team
. 1:55p 15 min 220p Budget Update & Burn Rate Keyan Project Team
« Agenda for Next Session
2:20p 25 min 2:45p Review Pull Plan/Warlk Register Facilitator Project Team
 Last Planner® Planning | |
2:14E5p 30 min 3lap Hot Topic Work Session Facilitator Project Team
e CI u Ste r G ro u p B rea ko utS 3:15p 20 rrin 3:35p Lean Learning Facilitator Project Team
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UHS Temecula Medical Center - Big Room Agenda
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Stay on Track

ENOUGH
LET'S
MOVE
ON

© Lean Construction Institute 58 3
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3. What could go wrong?
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Commonly Occurring Risks

« The team spirit diminishes and people gravitate to their silos and “us-them” thinking.

« Death by meetings — we don’t have time to do our work because we're always in
meetings.

* Enthusiasm wanes, this becomes just another day.
* Meetings start late because of late arrivals.

* Leadership quits listening and becomes directive.

* Planners don't follow the plan, go rogue.

© Lean Construction Institute 60 3



Drift to Traditional....

© Lean Construction Institute
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4. Learning
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Learning Opportunities

Simulations Reading/Discussion Groups

*

ALL THAT MATTERS ABCLT

UALITY

JLEARMED TM MOE'S GARAGE

TRANSFORMING
* DESIGN AND
High Quality CONSTRUCTION

Made Simple-

WUeH B VLR VicriL 5

= s bk

Photo Credits: InsideOut Consulting, Inc.
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Learning
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Team Health & Assessments

* Teams need to assess how they are doing

as they progress through a project. Team Monthly Average Scores
* Chemistry e
 Collaboration o aw T

e Teamwork

Building Relationships -

* Meeting Commitments

* Innovation/Creativity

Attitude/Fun N

. Target Value Delivery 7 Mo
« Learning & Coaching

« Excitement excement - T\ o (R—

- Attitude/Fun “Tretsaes s

Ay Dotn e yne sy hy

 Building relationships

Photo Credit: UHS

* Transparency

© Lean Construction Institute 65 3



Lean i
Construction '

Retrospectives/Continuous Improvement

* Quick retrospective — conducted at the
end of every meeting.

» Regular occurring retrospective —
conducted at the completion of work
cycles.

* Event-based retrospective — conducted
at the completion of major milestones.

* |Impromptu - when a breakdown is
declared or other reason arises.

© Lean Construction Institute 66 3



Retrospective
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5. Onboarding
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Onboarding Considerations

« Who

When

 How can you get them “up to speed” on:

Project status and milestones
Team culture
Expected/desired behaviors
Safety

How we plan and execute

What we expect when problems occur

© Lean Construction Institute 69

Onboarding is not a one-time
event; it Is a continuous process

where concepts and culture are
always reinforced.




Onboarding
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6. Technology
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Lean i
Construction '

What technology support is needed? L 28

 SMART type boards
* Video conferencing
* Large group
* Individual with remote team members
* White boards
* Internet / companies’ connectivity limitations
 PM/Documentation Software
* Shared files vs. separate networks
* Printing & Plotting

* Projection

© Lean Construction Institute 72 3
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o\ Lean Construction Institute
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7. Meetings That Matter
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Effective Facilitation Practices

Lean Sy
Construction

« Collaboratively developed

« Clear

« Standardize where possible
* Visual controls

* Key participants

» Expected Outcomes
 Time keeper

« Scribe for live notes

© Lean Construction Institute
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Planning

» Planning has a Design Phase and a Construction Phase application
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Reporting
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Decision Making

* A3 thinking
 collaborative document managed
by a single champion.

Choosing by Advantages (CBA)

* a collaborative decision making
system to help simplify, clarify and
unify the decision making process.
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Target Value Tracking Activities

Target Cost Tracking
Transparency

Risk lIdentification

-

» Mitigation
strategy

» Cost == &=
. i b
Rank - a \

Path Back Identification Hot

Topics Path Back
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Kickoff Meeting Framework

« Design Vision
« Team Structure

e Team Culture

© Lean Construction Institute

TRANSFORMING
DESIGN AND

CONSTRUCTION

A Framework for Change

ilem B |Bill] Seed, Exacutive Bdifor

@ LEAN CONSTRUCTION INSTITUTE

1400 Marth, 14th Street. 12th Floor, Arlington, VA 22209 USA
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When is the right time to implement the Big Room?
When is ? When is ?

What is one thing you will do differently next week?

Discuss as a whole group.
(10 minutes)




Lean =3
Construction
Institute
Tﬂmfominsmdpmd

How will you reach the next
level on your journey?

Competency

Understanding

Awareness Lean in the Design Phase: Classroom & elLearning
Mindset of an Effective Big Room: Classroom & elLearning (release May 2019)
Last Planner® System in Design: Classroom & elLearning (release 2019)
Conducting Gemba Walks: Classroom

Unaware

Introduction to Lean in Design-Build: Classroom
The Business Case for Learn: Classroom

© Lean Construction Institute 83 JUNE 20'21, 2023



Books:

© Lean Construction Institute

TARGET VALUE
DELIVERY

Events:

Local Community of Practice
Congress (October)

Design Forum (May)

Start learning now:
www.LeanConstruction.org

JUNE 20-21, 2023


http://www.leanconstruction.org/

eLearning Courses

Available now:

 Introduction to the Last Planner System®
* Introduction to Lean Project Delivery

* Lean in the Design Phase comecric il conneonve

OWVERVIEW PRIMCIPLES PRACTICES

« Effective Big Room
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Toom Bohavior

LESSOMN 2:
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« Target Value Delivery
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Questions?




Define the meaning of a Big Room, and understand the purpose and
benefits of implementing the approach to improving project outcomes.

Understand the characteristics and behaviours of a Big Room Team
including aspects of effective facilitation.

|dentify the venue types for hosting a Big Room, and discover the key
elements for tailoring the space to support collaborative activities.

Gain insights into how the Big Room approach supports knowledge sharing
and enhanced collaboration.
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Conduct Plus/Delta

Plus: WWhat produced
value during the session?

‘ Delta: \What could we
change to improve the
process or outcome?

© Lean Construction Institute 23



Contact Us

© Lean Construction Institute
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LEAN IN DESIGN FORUM
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