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Design & Construction Work Planning Study
The purpose of this study is assess the reliability of existing work planning 
in design and construction
What data do I collect?

For a construction project or part of a larger project (weekly) or a design team meeting (weekly or every 2 weeks):

· week
 1-3 – record:

· the time spent in planning meetings (and who is involved), 
· the outputs from the planning meetings, 
· tasks planned for the next week and which day each is due to be completed* (examples of the forms attached or use your own)

· the number of explicit delivery commitments that include a delivery time (e.g. I’ll do … by next Tuesday).  
· week 2-4 – record work completed this period on which days* – and reason(s) for late delivery when appropriate

· week 4 - find root causes of some of the more common reasons for late delivery with those involved and add to record sheet.  (For an easy way to find root causes read the page on 5 Why.)

*  
If initially you want to collect the information just by week that is fine.  In the longer term you will want to have it by the day if you are to make significant improvements in productivity.

How can I use this information?

This will be a benchmark against which you can measure future improvements.   It can also help you impress on top management the value of taking action now to improve the way work works on your project(s).

What are the benefits for my organization?

This will provide hard data on the reliability of your design or construction work-planning.

The root cause analysis will give you ideas about changes that you can make that could offer significant benefits to your design or construction teams.

It may point to other issues requiring action or further investigation.

If your study leads you to think that there might be a better way to deliver projects I suggest you read “Last Planner: five crucial conversations” which you can download from the web or I can email it to you.

Note: 
Construction students on summer placement or year out may find a study of this sort a useful starting point for a dissertation project as well as providing your company with valuable information.

Alan Mossman would appreciate any feedback that will help improve this form and a copy of your findings please for a broader study he is doing.  Neither projects nor companies will be identified:

· Complete a brief questionnaire on the project (attached).

· Write a note of your findings and let me have a copy together with a copy of the forms you complete.

Alan Mossman

+44 7968 485 627

alanmossman@mac.com
www.thechangebusiness.com
Task record sheet
sheet # __________
Please copy as required.
Project  ____________________________
Reasons for late delivery:   Please use the relevant number or specify other in detail   1 Late or defective materials •  2 prior work not completed in time •  3 Late or incomplete information •  4 plant, equipment or tools not available  •  5 Change in priority instructed by client or CM •   6 Lack of human resource •  7 Over estimate of what could be achieved •  8 Defects requiring rework •   9 Another trade working in the same space  •  10 Outside influence •   11 Weather •   12 Other – please specify •
	Task
	Responsible party/trade

	Start date
	Due to complete
	Date complete
	Reason late (if appropriate) 
– use number above or give other reason(s) (& root cause if known) in full

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Reasons record sheet
	Project:
	Please note the number of occurrences of each reason in each week in the table below – you can do this with simple numbers, an x for each one or some other park
	total
	
	
	
	
	
	
	
	
	
	
	
	
	When you have a sense of which is/are the most common reasons look for the root causes.

Root Cause Analysis:

The best way to do this is to use the 5 Why technique.

E.g. if prior work not completed in time is a common reason next time it comes up start by finding out what the prior work was then ask why it was no done in time;

Ask of that reason why and repeat the process 5-6 times until you feel that you have reached the root cause; record that on the form.

You may need to talk to a number of people to get to the root cause.
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	Reason
	1 Late or defective materials
	2 prior work not completed in time
	3 Late or incomplete information
	4 plant, equipment or tools not available 
	5 Change in priority instructed by client or CM
	6 Lack of human resource
	7 Over estimate of what could be achieved
	8 Defects requiring rework
	9 Another trade working in the same space
	10 Outside influence
	11 Weather
	12 Other 
	


5 Why

5 Why is a simple technique that quickly helps get to the root of a problem.  Made popular in the 1970s by Shigeo Shingo of Toyota, 5 Why involves looking at any problem and asking: “Why?” a number of times to established the root cause and then agreeing how to address the root cause.  Very often, the answer to the first “why” will prompt another “why” and the answer to the second “why” will prompt another and so on; hence the name.  There can be more than one root cause to a problem.  In an organizational context, root cause analysis is generally carried out by a team or individual related to the problem.

This approach takes little time to perform – as few as five minutes – and does not require the use of special software or reading materials.  If it is performed repeatedly with the same group of people in a sound manner, users can develop a useful new way of thinking.

Here is a simple example: The machine stopped working.

1. Why did the machine stop?  
It blew a fuse.

2. Why did the fuse blow?   
The fuse was the wrong size.

3. Why was the wrong size in the fuse box?  
The engineer put it there.

4. Why did the engineer do that?  
The supply room issued the wrong size fuse.

5. Why?  
The stock bin was wrongly labelled
How To Complete a 5 Why analysis

1. Write down the specific problem. Writing the issue helps you formalize the problem and describe it completely. It also helps a team focus on the same problem.
2. Ask Why the problem happens and write the answer (or answers) down below the problem.

3. If the answer(s) you’ve written down don’t identify the root cause(s) of the problem that you wrote down in step 1, ask Why again of each of the previous answers and write those answer(s) down.

4. Loop back to step 3 until the team is in agreement about the problem's root cause(s).  This may take more or less than five Whys.

5. Consider carefully what countermeasures are appropriate and how you will manage the change.

5 Why is more than asking why? five times.  It requires good listening and a willingness to follow down a number of tracks.  While the use of this tool will lead to the definition of a root cause a change will also be needed (a corrective action).  Effective use of 5 Why can require good change management skills.   

Here is another example:

The Plant Manager walked into the plant and found oil on the floor. 

He called the Foreman over and asked why there was oil on the floor. The Foreman indicated that it was due to a leaky gasket in the pipe joint above. 

The Plant Manager asked when the gasket had been replaced and the Foreman responded that Maintenance had installed 4 gaskets over the past few weeks and they each one seemed to leak. The Foreman also indicated that Maintenance had been talking to Purchasing about the gaskets because it seemed they were all bad. 

The Plant Manager then went to talk with Purchasing about the situation with the gaskets. The Purchasing Manager said they had received a bad batch of gaskets from the supplier and that they had been trying for the past 2 months to get the supplier to make good on the last order of 5,000 gaskets that all seemed to be bad. 

The Plant Manager then asked the Purchasing Manager why they had purchased from this supplier if they were so disreputable and the Purchasing Manager explained they were the lowest bidder.  Asked why they went with the lowest bidder and he indicated that was the direction he had received from the Finance Manager. 

The Plant Manager then went to the Finance Manager to ask why Purchasing had been directed to always take the lowest bidder.  "Because you indicated that we had to be as cost conscious as possible and purchasing from the lowest bidder saves us lots of money” was the reply. 

The Plant Manger was horrified when he realised that he was the reason there was oil on the plant floor.

Project questionnaire
for Alan Mossman’s study
It will not be possible to link information in the first four lines to the rest of the data in the final report.  This information is requested so that I can check back with you if there is anything I don’t understand, and eliminate geographically based variables from the report.

If you are on a large project and only have access to data for part of that project that is fine – please make this clear on the form.
	Project name


	

	Person completing this form


	

	Email & telephone


	

	Project location 

(nearest town or postcode)
	

	Building type

(school, store, hospital, …)
	

	Client Sector 


	· Public sector 
· Private sector
	Country code: 
e.g. uk, dk, us, de
	

	Project value 


	

	What stage is this project at? 
	· design

If design:
	· construction

If construction:

	
	What stage of design are you at?
	What date did the project start on site?
	

	
	
	Construction period (weeks)
	

	
	
	Period one is project week


	

	Procuement type
	· Design-bid-build

· Design & build 

· Framework

· Other – please give brief details (

	Who prepares the design or construction schedule or programme?


	

	How is the design or construction schedule or programme prepared?


	

	Who prepares the weekly work plan?


	

	How is it decided what work will be produced next week?


	

	How is work on the project planned each week?


	

	Apart from CPM based project management software what, if anything, do you use to manage the project programme/schedule and/or weekly work planning?


	


� 	This could be more than a week if say design team meetings (DTM) are once every two weeks – treat the period between DTM as a “week”.


� 	Responsible party or trade is the trade contractor or other party responsible for delivering the task
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