Visual Management Placing tools, parts,
production activities, plans, schedules,
measures and performance indicators in
plain view, This assures that the status of
the system can be understood at a glance
by everyone involved and actions taken
locally in support of system objectives.

Waste The opposite of value. There are
seven basic types of waste including:
defects, waiting, transportation of goods,
motion, inventory, overproduction, and
unnecessary process steps.

Weekly Work Plan The commitment-level
(“will”) planning document of LPS—a list
of promised task completions agreed upon
by the Performers. The WWP is used to
determine the success of the planning
effort and to determine what factors limit
performance. All the activities shown

on the 6W LAS for the current week are
included on the WWP—in most cases they
are expanded to include more detailed
assignments that allow coordination
between the different performers to occur
at a Weekly Work Planning Meeting.

Weekly Work Planning The process by
which the Last Planner establishes the
plan for the coming period.

Work Flow The movement of information
and materials through networks of inter-
dependent specialists.

Work Structuring Designing the produc-
tion system to determine who does what,
when, where and how, usually by breaking
work into pieces, where pieces will likely
be different from one production unit to
the next. The purpose of work structuring
is to promote flow and optimize system
throughput by focusing on handoffs and
opportunities for moving smaller batches
of work though the production system.

Workable Backlog An activity or assign-
ment that is ready to be performed, but
is not assigned to be performed during

the active week in the WWP. If the team
agrees that performance of this activity

will not hinder other work then it can be
placed on the list of Workable Backlog

as part of the WWP. Completion or
non-completion of these activities are not
recorded or counted in calculation of PPC.
A reasonable amount of Workable Backlog
allows performers who are stopped from
doing their assignments on the WWP or
finish them early to continue work without
causing harm to others—thus maintaining
a reliable work flow.

Assignments that have met all quality
criteria, except that some must yet satisfy
the sequence criterion by prior execution
of prerequisite work already scheduled.
Other backlog assignments may be
performed within a range of time without
interfering with other tasks. Example:
Those spare parts lists don’t have to be
completed for 3 months, but it won’t

harm anything if they are produced earlier,
so use them as fallback or fill-in work
when needed.

Work In Process The inventory between
the start and end points of a production
process.

© 2012 Lean Construction Institute
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A3 A one-page report prepared on a single
11 x 17 sheet of paper that adheres to the
discipline of PDCA thinking as applied to
problem solving—or A3 Thinking. The A3
includes the background, problem state-
ment, analysis, proposed corrective actions
(and the action plan), and the expected
results, often with graphics. A3 reports can
be used as a standard method for summa-
rizing problem solving efforts (including
analysis of Target Value Design options),
status reports and planning exercises.

58 A disciplined approach to maintaining
order in the workplace, using visual controls,
to eliminate waste. Typically the English
translations of the 5S words are Sort, Set
in Order, Shine/Sweep, Standardize and
Self-Discipline/Sustain.

5 Why Analysis The problem solving tech-
nique used to dig for the root cause of

a condition by asking why successively
(at least five times) whenever a problem
exists in order to get beyond the apparent
symptoms. As each answer to the why
question is documented, an additional
inquiry is made concerning that response.

Activity An identifiable chunk of work
with recognized prerequisite require-
ments to begin and a recognized state of
completion—or conditions of satisfaction.
Another way to look at an activity—estab-
lish the hand-offs for each chunk of work
thus defining the activity. (see also Task)

Actual Cost The documented costs of

actually performing a portion of work or
an entire project based upon an agreed
definitions of cost, overhead, and profit.

Allowable Cost The maximum amount the
Owner is willing and able to spend for a
facility asset.

Assignment A request or offer that has
resulted in a Reliable Promise and is ready

to be placed on the Weekly Work Plan for
performance. An assignment must meet
the characteristics for a Quality Assignment
prior to inclusion on the WWP.

Batch An accumulation of work produced
by a trade, discipline or other specialist
that moves as a unit. The goal of lean is
to produce a batch size of one to achieve
“single piece flow.” Leading to the mantra:
“Flow where you can, Pull where you can’t,
Push where you must.”

Buffer As a verb: “to isolate one activity
from the next.” A mechanism for deadening
the force of reality unfolding in a manner
that is contrary to what was anticipated

in the plan. For example, a capacity buffer
is created by committing to complete

less work than what would be achieved
according to the planned capacity of

the resource. If production falls behind
schedule, there is capacity available for
catching up. (Lean production/construc-
tion generally prefers capacity buffers to
inventory buffers.)

BIM The process of generating and man-
aging building data during the life cycle of
a building. BIM uses three-dimensional
(3D), real-time, dynamic building modeling
software. BIM includes building geometry,
spatial relationships, geographic infor-
mation, and quantities and properties of
building components. BIM can include
four-dimensional (4D) simulations to see
how part or all of the facility is intended to
be built and 5D capability for model-based
estimating. BIM provides the platform

for simultaneous conversations related

to the design of the “product” and its
delivery process.

Capacity The amount of work that can
be produced by an individual specialist or
work group in a given period of time.
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Lean Project Delivery System
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Maintenance

Fabrication &
Logistics

Project Definition

Lean Design I Lean Supply I Lean Assembly | Use

Production Control

Work Structuring

that should be done, can be done, by
identifying and removing constraints in
advance of need.

Look Ahead Plan A short interval plan,
usually based on the pull/phase plan, that
identifies all the activities to be performed
in the next 6 weeks. The 6W Lookahead
Schedule (LAS) is updated each week—
always identifying new activities coming 6
weeks out so that the project management
team can make appropriate arrangements
to assure that the work will be ready to be
performed in the week indicated. When an
activity cannot be advanced, the reason
“why” is identified and listed as a constraint.
The 6W LAS typically has been prepared
as an Excel spreadsheet, but may also

be captured using one of the scheduling
software packages.

The output of look-ahead planning is a list
of constraints and individual commitments
to remove those constraints meeting the

follow-on trade’s Conditions of Satisfaction.

4

Look Ahead Window The duration asso-
ciated with Look Ahead Planning. Typically
look-ahead windows extend from 3 to

12 weeks into the future, with 6 weeks
preferred on most projects. Reducing the
look ahead period will normally increase
inventory pushed to site.

Make Ready Process To “make ready” is to
take actions needed to remove constraints
from assignments to make them sound.

Master Schedule A schedule that identi-
fies major events in a project (start-up,
turn-over to client, order long delivery
components, mobilize in field, complete
design, government reviews, etc.) and
their timing. It is the basis for contractual
agreements between the owner and other
team members. It is seen as a way to
identify long lead items, the feasibility

of completing the project as currently
required, the basis for defining milestones
and phases but not as a way to “control”
the project.

Milestone An item on the Master Schedule
that defines the end or beginning of a
phase or a contractually required event.

Muda Japanese word for “Non-value-added”
or Ohno’s 7 Wastes.

Mura Japanese word for “Unevenness”—
fluctuation in demand that causes the
workflow to be uneven.

Muri Japanese word for “Overburdening”—
excessive demand on a system that
causes the system to produce beyond its
reasonable capacity. Pushing a machine
or person beyond natural limits. Overbur-
dening people results in safety and quality
problems. Overburdening equipment causes
breakdowns and defects.

Network of Commitments The web of
promises necessary to deliver any project.
The role of management is to articulate
and activate the unique network of com-
mitments required to deliver each project.

PDCA Stands for Plan—-Do—-Check-Act.
The cycle introduced by Walter A. Shewhart
and popularized by Dr. W. E. Deming as a
method of continuous improvement.

Phase A period of the project where a
specific group of activities is scheduled to
be accomplished such as building design,
completion of foundations, erection of
exterior walls, building dry-in, etc. A phase
can be either a time period or a group of
activities leading to the accomplishment
of a defined goal/milestone.

Phase Plan or Pull Plan A plan for
executing a specific phase of a project
using a pull technique to determine hand-
offs. Typically it is prepared by the team
actually responsible for doing the work—
engineers, architects, owners, designers
for a “design phase”, designers, specialty
contractors, GC for a “construction phase.”
The team members start at the conclusion
of the phase and work backwards, at

each step identifying the requirements to
declare a chunk of work complete and
their needs to start that chunk. Many times

it is performed by pasting descriptions of
the chunks of work on a wall, establishing
durations and efficient work flow pattern
and then capturing the final solution in
Visio or project management software.

Performer The individual engaged in a
conversation for action who agrees to
undertake performance either requested
from or offered to a Customer.

Plan Reliability The extent to which a plan
is an accurate forecast of future events,
measured by PPC. Example: If your weekly
work plans have a 60% PPC, they accu-
rately predict completion/release of 60%
of the tasks represented as weekly
assignments.

Planning The collective act of discussing
and developing a strategy for future per-
formance. Lean planning is undertaken
with the understanding that all plans are
forecasts of the future, that all forecasts
are wrong, that the further in advance the
plan is developed, the more wrong it will
be; and the greater the detail of the plan,
the more wrong it will be. Planning can also
be thought of as “practicing” or “rehearsing”
for future performance.

Plus/Delta Review A discussion done at
the end of a meeting, project or event
used to evaluate the session or activity.
Two questions are asked and discussed:
What worked or produced value during the
session? What could we do different/
better next time to improve the process
or outcome?

Point Speed How fast each assignment or
activity is completed.

Poke Yoke A mistake-proofing method or
device developed by Shigeo Shingo that
is used to prevent an error or defect from
happening or being passed on to the next
operation.

PPC (Plan Percent Complete) A basic
measure of how well the planning system
is working—calculated as the “number of
assignments completed on the day stated”

5
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