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Reducing Labor Waste With Short
Interval Scheduling

BY PERRY DANESHGARI AND HEATHER MOORE

abor waste is a negative term
from both workers” and
managers perspectives. They
agree waste should not exist,
but they define it differently.
For managers, any jobsite
activity that can be invoiced
but doesn’t transfer value to the
customer (e.g., rework, unpacking
materials or walking to and from
work areas) is wasted activity.
Field workers, on the other hand,
see most of these activities as part
of their job, while other things
such as planning, tracking or
paperwork are considered wasted
time. Management sells value;
labor gets paid for the hours. To
marry these two different perspec-
tives, they both have to be defined
quantitatively and qualitatively
and made visible for measure-
ments and improvement. Only
what is measured gets managed
and improved.

One method to bridge this gap
is short interval scheduling (SIS®)
Developed out of a necessity for
short-term planning and based on
the daily log book, SIS is a schedule
established and measured by the
foreman on a short-term basis. SIS
allows the foreman to carry out
his or her plans for productivity
by bringing together the materials
and labor needed in the short term,
while supporting a coordinated
effort of managing all aspects of
the job plan. SIS progress reporting
helps the foreman, project man-
ager and contractor identify and
quantify the actual productive work
on the job—allowing the company
to better manage the labor, tools
and materials.

SIS uses trend monitoring and
the science behind statistical
process control to allow the
contractor, project manager and
foreman to take the appropriate

and timely action to avoid waste.
The reasons for lost productivity
become visible, unmasking the
job’s true requirements for per-
forming the work. The foreman
and the project manager can

use this information to improve
the system-wide causes of lost
productivity, revenue and profits.

To set up SIS, the foreman is
simply asked to schedule his or
her work for the next day and
plan the following two days at
the basic task levels. The schedule
is then scored on a daily basis,
with deviations from the schedule
identified by a cause.

First, a look-ahead is estab-
lished as the foreman determines
which of the tasks contributing
to the completion of the project
his or her crew will be working
on during the next few days.
This form is used to capture the
daily activities that the foreman is
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Hours not worked as scheduled and obstacle occurrences

planning for the crew for the next
three days. The foreman would
look ahead two to three days to
answer the following questions:
e What needs to be done?
* Who will be doing the tasks?
e How many hours does each
worker need to complete
the task?
In addition, the foreman can
use the SIS form to schedule tools
and materials by asking:

e Do my workers have all the
materials they need?

e Are the tools in operational
form and in place?

e Is any prefabrication needed today?

for their tasks?

The form is filled out by the scheduled?

foreman and distributed to the
workers each day. (To make the

scoring easier, a list of potential scheduled?

obstacles should be created at

the beginning of the job.) At the

fCW more qU.CStiOHSZ

e What did the worker do

end of the day, the foreman will
collect the forms and answer a

¢ Were the tasks finished as

e What obstacles prevented
tasks from being completed as

¢ If the workers could not

finish their tasks, did they do

Identifying Actual Waste in the Field

Percent of total hours not worked as scheduled
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SIS Objectives

e Making waste visible

e Ranking the waste based on its
impact

e Showing the value of planning and
scheduling to both managers and
field workers

e |mproving communication between
the crew and supervisory workforce

e Showing field workers that some
paperwork can actually help them
de-clutter their work

GRANTS
TCEF provides direct
support to training
initiatives, programs and
training facilities that
promote careers within
the construction
industry.

The Trimmer
Construction Education
Foundation’s (TCEF) is a non-
profit, charitable organization
that funds efforts to train
and retain the construction
industry workforce.

something else? If so, what
task was done in place of the
scheduled work?

By evaluating the foreman’s
responses to these questions, a
project manager can accurately
predict material and manpower
needs, track the project plan
and improve the bandwidth of
communication among everyone
involved in the job. Additionally,
supervisors can establish the
reasons for wasted labor hours
and the type of wasted activity by
grouping the lost scheduled hours

under the set of waste activities
identified at the beginning of
the process.

Depending on the company,
the leading cause of failure to
comply with the short-term
schedule could stem from a
number of areas: trade inter-
ference, rework, insufficient
information or design changes
to the job. However, the most
frequent complaint from the field
is that materials are not available.
SIS can show that this is a side
effect—a direct result of working

SCHOLARSHIPS
TCEF supports the future
leaders of our industry by
providing scholarships to
¥y aspiring craft professionals and
ABC Student Chapter members
pursuing a degree
in construction
management.

HONORING
THE BEST

TCEF honors the best
and the brightest by
sponsoring annual
competitions and

awards.

Make a tax-deductible donation to TCEF today and help fund these
important causes: contact Kirsten Krauer, krauer@abc.org or 202-595-1864.

Visit trimmerfoundation.org to find out more.




on a different task than sched-
uled—rather than the cause of
lost productivity.

The project manager can
objectively separate the real cause
from the apparent cause. For
example, if the crew was forced
to work in a different area, the
immediately apparent cause may
have been that the materials were
unavailable, but the underlying
cause was that the crew had been
forced to change its schedule
and work on un-planned tasks.
As shown in the chart on page

72, SIS data identifies the
actual waste in the field—not
only recognizing the portion

of work that is not productive,
but also assigning a value to it
(e.g., identifying the 27 percent
of hours going to rework that
cannot be seen in the accounting
measures, or the 10 percent of
hours lost to waiting for other
trades to vacate an area).

The ripple effects from
increased visibility carry through-
out the company. Furthermore,
the contractor can determine

which types of work and in which
situations the company can
perform most predictably, putting
it in a much stronger position
through the entire process—from
identifying profitable types of
work and correctly estimating
costs to managing manpower and
materials on the job.

Perry Daneshgari is president and
CEO of MCA Inc., Grand Blanc,
Mich. Heather Moore is vice
president of operations. For more
iﬂﬁrmdtio%, visit www.mca.net.
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