3:15-4:15  
Part 4
Managing the Process
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Managing the Process

Many techniques or procedures that we have learned in other areas of our business life apply to the Working Drawing Process and are necessary to make the process successful. 

Instructor’s Note:     Ask questions about what seminars the class has attended and                                                                                                             business books have been read. Note that there is always something they have learned that can be applied to a production process.
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All projects have monthly, weekly, and daily priorities.  Monthly and weekly priorities can be adjusted for in the schedule, but daily priorities are the ones that are the hardest to control but can have the most impact on the schedule.
A plan for managing these priorities must be put in place for a successful outcome.  We must stay focused, minimize interruptions, manage the staff working on the project, and control the information coming in.                                   
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Give examples of each point.

Multi-tasking Control

· Take control your time. It is Your Time!
· “I worked all day and got nothing done.”  Sound familiar?  Interruptions and multi-tasking break your concentration, disrupt the thought process, and increase inefficiencies.  

· Decide how critical the work you are doing is to you and the project.  From there, you can decide how far you want to go with restricting access to you.  

· “I am in the middle of something right now, can I get back to you in an hour?”

· Most people understand the need to complete something else so you can focus on their needs.

· Once you start on a task, stay with it until it is complete.  

· Focus on the task.

· It is very difficult to pick up a thought process once it is broken.

· Tasks should be completed in a continuous timeframe to keep the thought process moving in one direction.
· Focusing on a task will reduce errors, omissions, and improve the quality of the documents.

· Restrict your task to 90 minute blocks of time.  After 90 minutes, take a break, walk around, do something else.  The break will re-energize you and prepare you for the next task.

· Most tasks on a sheet are broken down into hours and not days, so it is possible to block out time during the work day to complete a task.  IE:  Developing Plan notes (4 hours).  In most cases it is possible to pick out a time during the day when you can focus on this work.  Complete the task, then take a break and return phone calls, respond to emails, etc.  
· Some tasks may run into lunch or you may have to work a little past quitting time, but it is important to complete the task so you do not have to waste time refocusing your thoughts.

· Lock-down

· Sometimes situations arise where we must shut out all interferences in order to finish the task.

· Put your phone on “Do not disturb”, do not answer your cell phone, turn off your email notification, shut your door, put caution tape around your cubicle.  People will understand
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Instructor’s Note:     Bring up Responsibilities Chart
The Right Person doing the right job.

Everyone has strengths and weaknesses.  Knowing your production team’s strengths and weaknesses can be very important.  Keep in mind that the person who has weaknesses will require a more attention and direction than one who is highly skilled.  And, if the Architect is the one providing the direction, he must be around and accessible to that person. There may be times when you might “borrow” someone from another project in your office to work on a specific task because of their special skills, such as casework sections, wall details, etc.  
Architects should be doing Architect’s work and Designers should be doing Designer’s work.  Many Architects treat draftsmen as an extension of the computer and not as a skilled assistant.  This attitude results in too much “Red Lining” or wasted effort for the Architect.  Architects have been trained to look at the big picture, develop the special details, and define the vision.  They should not be doing the main production on a set of working drawings.  The Designers have been or should be trained to take general  directions and produce the drawings necessary for the construction of the project.

Instructor’s Note:     Discuss Architect and Designer roles

The task schedule identifies most of the production work as work of the Designer, leaving the main decisions and coordination efforts up to the Architect and freeing up the time necessary for the Architect to pursue those items necessary for a quality set of documents.

Instructor’s Note:     Bring up “Delegation” on the overhead projector.  

                                   Give examples of each point.
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Delegation

Delegate correctly and completely.  People forget, misinterpret, and make mistakes.  Don’t expect everyone to know exactly what you want every time.  Don’t play the “Blame Game”, follow up.  

For instance, the Design Schedule shows that Door Numbers are to be placed on the drawings today.  You have identified the need, now you need to determine who will do the work, plan how you want the work done, and how you are going to instruct that person.   Next, you meet with the person who you have assigned to do the work and you discuss how you want the doors labeled, where to start, and any other special instructions.  You confirm with your Designer that all instructions are understood, then you leave him alone to get started on the work.  
Follow up with the Designer is important to make sure the work is being done correctly and the way you want it.  The initial follow up should be make shortly after the Designer has started on the task, just to make sure the instructions were truly understood and the work does not progress too far if a change needs to be made.
This is a simple delegation example, but we have all had instances where time was lost or work had to be redone that could have been prevented with a little planning and follow up.

Instructor’s Note:     Discuss Architect and Designer roles

· Identify the need

· Select the Person

· Plan the Delegation

· Hold a Delegation Meeting

· Create a Plan of Action

· Review the Plan

· Implement the Plan

· Follow up regularly

Instructor’s Note:     Bring up “Ritual” on the overhead projector.  

                                   Give examples of each point.
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Ritual

This is probably the most important step in ensuring success with this system.  Ritual is something we do to prepare for something important.  We see people performing rituals every day, especially in sports.  The baseball player who comes to bat and knocks the dirt out of his cleats, taps the plate three times, takes two practice swings before he gets in the ready position.  Or the basketball player who steps to the foul line, bounces the ball three times, spins it, then shoots.  

Each day when we arrive at work we have certain rituals we do.  We turn on our computer, get a cup of coffee while the computer is booting up; we check our emails and phone messages to see what may affect our day.
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 Now we add new rituals: 

1. Review the Project Work Schedule to see what work will be done today and who will do the work.

2. Get with each member of your team working on your project and delegate.  Help them commit to the task schedule for the day.

3. During your work breaks (every 90 mins), check on the progress of your Designers.  

4. Make sure all tasks are updated on the schedule as they are completed.

5. Take control of your time.

We start with planning the project from the moment we are ready to start the working drawings.  Don’t be tempted to get going on the project too early, plan it first by developing a Task List Chart, assigning personnel, and setting up a design schedule.

Instructor’s Note:     Slide 9
Weekly Management

Every week, set aside a time to review your progress for the week, make sure the schedule is updated, check your buffer hours, and look ahead to the upcoming week for what work needs to be completed, what information is due in, and what manpower is available.

1. Update the Production Schedule and Project Budget

2. Review your Project work schedule for the week with your team.

a. Identify what days a team member will be out of office.

b. Identify other work that will take time out of the day.

3. Group tasks according to what can be totally completed in that day.
4. Look at tasks and group into days for completion.

Instructor’s Note:     Slide 10
Daily Management
Plan and schedule all the activities for the day and prioritize your work.  Some things must be done, while others can wait for another day.  Sooner than later, that day comes and what was put off for tomorrow, must be done today.  Every item on a “To Do” list requires some measure of importance or priority in order to be completed in a sequential manner. By prioritizing items, we are setting up a plan to achieve a goal.  

Review your schedule and the Production schedule for the day:
1. Confirm the availability of personnel to do the work for the day.

2. Look at the task schedule and confirm what tasks can be completed that day.

3. Verify all information is available to complete the tasks.

4. Prioritize the tasks, schedule the tasks, and schedule other work around them.  Provide enough time to focus on completing a task
5. Meet with your staff and confirm the task schedule for the day.
Plan enough work and time every time a drawing is opened to provide the focus for a productive session.
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Scheduling

Scheduling is critical to the success of any process.  You must know where you are and where you need to be at any given time.  There are several computer based scheduling programs on the market.  Purchase one and learn how to use it.  

The schedule can be as complex as you want it, but make it simple enough so everyone working on your project can access and update it easily.  Then, make sure it is used.

Make sure everyone working on your project know how to use the scheduling program and updates the schedule each time they complete a task.  You should be able to pull up an updated schedule at any time.
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Information Scheduling

Project information is continuously coming in on a project.  Information from Engineers, Interior Designers, Equipment Vendors, Owners, etc is part of completing the Working Drawings.  Knowing when it is due is critical to keeping on schedule.  Controlling the flow of information is difficult but it can be done. 

1. Schedule the information and let the providers know when the information is due.

2. Buffer the due date in your schedule to allow for delays.

3. Send out reminders or check with the providers a few days prior to receipt of the information.

When you do your weekly schedule, set a reminder to confirm the delivery of any information due for the week and follow up with the provider.  Knowing there will be a delay ahead of time will allow you to adjust your schedule easier than on the day it is due.
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Quality Control

· By completing every task 100%, even if “?????” is used, will reduce omissions on the drawings. 
· Focusing on tasks by limiting disruption, will reduce errors and omissions.
· Scheduling work at the right time in the process eliminates reworking or leaving blanks in the documents.
· Scheduling incoming information will keep the production process moving at the right time.
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Constraints

· Identifying Constraints

· Constraints are those things that slow down production.  They do not stop production but if not addressed in a timely manner can cause delays all the way down the schedule.

Instructor’s Note:     Give example of a scout troupe all tied together with a rope.  The                          


troop can only move as fast as the slowest scout.

· Constraints may be disguised as due date failures, ill staff, Consultants failures, or anything else that could go wrong or slow down the production.  

· Constraints change.  As you fix one, another may develop.  Staying on top of the constraints can be difficult, but by keeping a watchful eye, they can be managed. 

· Managing Constraints

· Constantly be on alert for constraints.  Keep your eye on potential constraints and have a contingency plan ready.
· Once a constraint hits, all energy and focus should be directed to eliminating it as quickly as possible to prevent further damage to the schedule.  Add personnel, add overtime, have your staff go into “lock-down” for a few days; do whatever it takes to get the project back on schedule.
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Throughput:
· The faster you can complete a project, the sooner you can start another one, and the more projects you can do.
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