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The Joy of Painting
• Broadcast for 31 

seasons

• Over 400 episodes

• Each episode featured 
a unique painting

• Each painting was 
painted three times

• Version off camera
• Version while taping for 

television
• Detailed version for 

archive and instruction

LCI Finland  |  Webinar  |  20200909



What is Design?

1. That which is known

2. That which is unknown, but is 
knowable through reasonable 
design study

3. That which is unknown and is 
unknowable until it is 
discovered through the 
process of design
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Lean can work in design because. . .
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• A designer can improve over time

• A designer must work within constraints

Lean can work in design because. . .

LCI Finland  |  Webinar  |  20200909



Definition of time-based activity (in English)
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Definition of time-based activity (in English)
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dead·line
/ˈdedˌlīn/

1. the latest time or date by which 
something should be completed.

määräaika

mile·stone
/ˈmīlˌstōn/

1. a stone set up beside a road to mark 
the distance in miles to a particular 
place.

2. an action or event marking a 
significant change or stage in 
development.
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Evolution of Activity

• Identify required activities

• Place them in sequence

• Connect them through pull

• Flow the work though the plan

IDENTIFYIDENTIFY SEQUENCESEQUENCE PULLPULL FLOWFLOW
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working toward flow in design
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We started on this path in 2004

Project A
Project B
Project C
Project D

• We began with the following process
• Start with a Gantt chart of current work organized by project
• Plot out activities and milestones
• Look for heavier instances of workload that are likely to cause plan failure
• Shift activities forward or backward to level the workload

• A work plan transcends a list as it must have a temporal quality to it

• Tasks on a well executed work plan cease to have priority.  Instead they simply have 
an order in which you work on them.

1 2 3 4 5 6 7 8 9
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Our first tool, adapted for an individual planner
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At Boulder Associates we only require four things:

1. Endeavor to become more 
reliable in making and securing 
reliable commitments

2. Work to become a better 
planner by responding to pull 
and seeking out constraints

3. Identify why things went wrong 
when plan failure occurs and 
strive to learn from those 
failures

4. Measure your work
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We identified a weekly work planning cycle

1. Lay out the work

2. Review the past week

3. Ask why, five times

4. Re-plan unfinished work

5. Plan upcoming work

6. Plan with the team

7. Confirm the work daily

8. Check and adjust
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Our translation of Last Planner® principles

• Think about things in terms of relative granularity –
how detailed is it, how detailed should it be?

• This is how we should think about our work
o Impacts how we plan the work itself
o Impacts how we conduct our meetings
o Impacts how we organize our teams

• Thinking this way eliminates waste

• This is the secret ingredient for having meetings that don’t 
suck!

B O U L D E R S

C O B B L E S

G R A V E L

S A N D
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identifying and sequencing work
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Once upon a time in Sacramento. . .

• These eight people were the original “lean team” at Boulder Associates

• The team was comprised of five architects (one architect and four architectural interns) and 
three interior designers

• The team billed time to 31 projects during the study period

• Interior designers had specific project assignments while the architects worked on all projects

• On March 17th, 2008, the team began individual and team weekly work planning

• The study period included ten weeks leading up to the March 17th start of planning and two 
subsequent ten-week periods
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Once upon a time in Sacramento. . .

Ten weeks prior to 2008.03.17

• The team averaged more than 
44 hours of OT per week, or 
17% of all hours worked

• Most people were in the office 
both Saturday and Sunday

• People were frazzled and 
disgruntled
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Ten weeks prior to 2008.03.17

• The team averaged more than 
44 hours of OT per week, or 
17% of all hours worked

• Most people were in the office 
both Saturday and Sunday

• People were frazzled and 
disgruntled

The first ten weeks

• The team reduced overtime by 
34%, averaging 29 hours of OT 
per week, or 11% of all hours 
worked

• Fewer people were in the office 
Saturday and Sunday

• People were happier and felt 
empowered and in control

The second ten weeks

• The team took on more work and 
delivered on deadlines, but still 
reduced overtime by 21%, 
yielding 23 OT hours per week, 
or 10% of all hours worked

• There were 15 days of the 210 
day sample where no one 
recorded any hours.  14 of those 
days came after March 17
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Work done by the original lean team
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leveraging standard work
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2012 – California Interior Design Development

• Average length of ID career  with 
designers in the CA offices –
2.75 years

• Challenge in training younger 
staff across three offices – how 
to develop staff , challenge staff, 
and integrate multiple offices

• Needed a way to visually track 
project progress and leverage 
standard work

jennyjenny
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2013 – Work Planning tool development

Key milestones drive the planning

• Move-In Date

• Punch List

• Construction Start Date

• Permit Set Complete

• Start of Design Phases

oCD

oDD

oSD

• Pre-Project Planning
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2013 – Work Planning tool development

• Excel tool uses dates to tell when to 
begin work on standard tasks
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developing pull and flow
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Modules and the 80-20 rule
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Modules and the 80-20 rule

• Started with PM Blueprint –
enhanced to align with the Sutter TI 
process

• Tasks described are gravel level

• Created cobbles called Modules to 
summarize phases of drawing 
progress (indicated by text color)

• Modules can establish a lingua 
franca for discussing and managing 
the design process
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Results

pr
oj

ec
ts

3,714 hours

only 45 OT hours

P   R   O   F   I   T

within

of their
planned
hours

6% 15 people worked on the 
team and they were all 

PART TIME
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Work done by the Sutter team
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call to action – questions and answers
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call to action – questions and answers

Thomas Kuhn
The Structure of Scientific Revolutions
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https://www.oulu.fi/blogs/science-with-arctic-attitude/letter-to-kuhn


