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The University of Arkansas for Medical Sciences (UAMS) is a Lean Six Sigma organization 
pursuing process improvement for all aspects of our organization.  Within process improvement 
UAMS is committed to extending the principles of Total Project Alignment (TPA) for conceptual 
planning, design, construction and operation of facilities. By using these principles UAMS is 
striving to optimize the project for our users and maximize value for the dollar spent.  These 
principles are intended to promote high quality delivery of the project through elimination of 
redundancy, errors and waste. 
 
Objectives are realized by aligning the interests of the Participants with a mutually agreed 
definition of project success for the total life span of the project from inception to end of life 
cycle.  To accomplish these goals a lean mindset and way of thinking is required of all 
participants to promote behaviors that inherently enable the integration of project outcomes with 

the Owner’s goals and requirements.  This is Total Project Alignment. 
 
Consultants and contractors involved in UAMS projects must commit to using the processes 
described by this document to the understanding and believe in the process.  Key participants 
are bound together as equals.  UAMS requires the project team to be a broad group of 
participants as equals supports collaboration and consensus-based decisions.  The team will 
consist at a minimum of owner, architect and contractor.  Other team members are those 
essential to project success, regardless of a contractually defined relationship with the team.  
No fiduciary relationship is intended or created by this document.  In any case where the 
standard contracts conflict with this document, the terms of the contract supersede. 
 
UAMS promotes these outcomes through:  

 Creating efficiencies for all participants by participating in with the desired behaviors  

 Alignment of risk with a party’s ability to control risk in separate contracts between 
Owner & Architect, and Owner & Contractor  

 Creating a culture of partnership among stakeholders  

 Creating an open information environment  

 Integrating operating, design and construction knowledge through broad based team 
meetings  

 Building virtually before building physically  
o Reducing redundant efforts, conflicts  
o Improving means and methods  
o Increasing use of offsite construction  

 Modeling enterprise operations at the start, and behavior after occupancy  
 
 

This document forms an overarching understanding that defines how UAMS and 
their consultants and contractors will work together. 
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1 LEAN Principles for Design, Construction and Operations 

 
UAMS is focused on improving the quality of our facilities, project time of delivery, improvement 
of clinical outcomes, improvement of staff efficiency and long term efficient operations and 
management of our facilities 
 
This allows UAMS to be in a better position to absorb evolving legislative and financial 
landscape we as an organization face.  UAMS is using LEAN processes to achieve: 

 Reduce waste 

 Increase staff efficiency to create the ability to see more patients 

 Use resources more efficiently to keep costs under control. 

 Reduce time to market to improve revenue generation 

 Quality Improvement to reduce medial errors 
 

LEAN is intended to help UAMS prosper over the long-term to deliver quality healthcare for all 
Arkansans.  It is expected that all consultants and contractors working at UAMS fully engage 
and support these LEAN concepts.  The TPA principles described below are essential 
components of our commitment to LEAN. 
 

2 Mutual Respect and Trust 
 
Mutual Respect and Trust rely on several behavioral principles that all 
participants must exhibit. 
 
Nurturing a positive environment: 

Each Participant must have a deep appreciation for the motivations of all participants 
creating and operating in an environment of mutual respect and trust, support the 
performance of each other.  Participants must have “best for stakeholder” behaviors. 

 
Willingness to Collaborate 
UAMS’s goal is to leverage pools of expertise and encourage joint accountability.  Collaboration 
is ultimately a behavioral choice of trust.  Participants need to work together on important 
decisions, trusting in the expertise of others.  It is important for all participants to nurture an 
environment that supports and encourages participants to choose to collaborate. 
 
Transparency 

Participants agree to be transparent in all aspects of the process.  Without this commitment 
trust and collaboration cannot exist. 

 
Reliable Promising 

Fundamental to the success of the project is the willingness and ability of the delivery team 
members, the owner’s representative and the Consultants, all members of the project team, 
to make and secure reliable promises as the basis for planning and executing the project. 
 
In order for a promise to be reliable, the following elements should be present:  
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 The conditions of satisfaction are clear to both participants – the performer and the 
recipient;  

 The performer is competent to perform the task or has access to the competence to 
perform the task and the wherewithal (materials, tools, equipment, instructions); 

o The performer has estimated the time to perform the task and has internally 
allocated adequate resources and has blocked the time on its internal schedule.  

o The performer is sincere in the moment that the promise is made – only making 
the promise if there is a reasonable basis for believing that the promise can and 
will be fulfilled.  

o The performer is prepared to mitigate the consequences that may ensue if the 
promise cannot be performed as promised. 

 
The Participants accept the relationship of mutual trust and confidence established with each 
other by this document, and promise to furnish their best skill and judgment and to collaborate 
and cooperate with each other and with other project participants in actively pursuing an 
integrated project and furthering the interests of the Project. 
 
The Participants recognize that each of their opportunities to succeed on the Project is directly 
tied to the performance of other project participants.  The participants commit to work together 
in the spirit of cooperation, collaboration, and mutual respect for the benefit of the project, and 
within the limits of their professional expertise and abilities. Throughout the Project, the 
Participants shall use their best efforts to perform the work in an expeditious and economical 
manner consistent with the interests of project. 

 

3 Mutual Benefit and Risk Management 
 
Mutual benefit is derived from commitment by participants to support the endeavors of 
each participant in the project process.  In developing this document UAMS recognizes 
that it must have mutual benefits and risk management as a key component.  In this 
environment team success is tied to project success as defined mutually. 
 
Risk 

A significant benefit of this process is eliminating risk which reduces costs for all 
participants.  Collectively managed, appropriate mutual risk reduction is essential.  
This requires multi-lateral open sharing and collaboration allowing the team to focus 
on accomplishing the project goals. 

 
The integrated team will focus on managing the following risks: 
 
During Design 

 Controlling project scope and budget to meet the initial scope statement (see 
OPR for project description) 

 Where contractor is retained for pre-design services continuous cost modeling 
will be employed to manage the budget 

 Meeting the project schedule expectations (see OPR) 

 Mutually outline the Infection Control Risk Assessment (ICRA) 
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 Identify and propose necessary actions to meet the needs identified in Interim 
Life Safety Measures (ILSM) 

 Identify potential hazardous materials and incorporate mitigation in the project 
schedule and budget 

 Work with all participants to create clear and concise documentation 
 
Construction 

 Identify and mitigate potential delays 

 Identify and plan mitigation for weather delays 

 Monitor ICRA compliance 

 Monitor ILSM 

 Use Pull Scheduling (to identify potential activities that may cause delay) 

 Monitor unforeseen and conflict conditions to mitigate potential budget impacts 

 Reduce the number and magnitude of Requests for Information (RFI) 
 

4 Organization and Leadership 

 
An integrated team entity composed of key project stakeholders, assembled early in the 
process.  The organization of the leadership will consist of the following groups: 
 
The LEAN Members (LM) are the staff members who participated in the initial LEAN 
events.  
 
The Executive Management Team (EMT), is comprised of one person representing 
each of the three primary pparticipants (Owner, Architect, and Constructor), typically the 
project executive of his/her respective organization 
 
The Project Management Team (PMT) is comprised of individuals designated by the 
EMT and should initially include the owner’s Representative, architect’s representative, 
and contractor’s representative plus the commissioning agent and other consultants and 
primary subcontractors involved on the project. 
 
The Project Implementation Team (PIT) is a larger group that includes members of the 
PMT plus additional design and the person(s) most responsible for designing, detailing, 
and constructing the project.  For larger projects it maybe beneficial for the PIT 
members to co-locate to provide a more productive collaborative environment. 
 
Roles: 
 
The owner’s LEAN members will remain involved throughout the process, working with 
the PMT in project development.  The participating staff needs to be empowered to 
make decisions regarding attainment of project goals and process needs.  
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The EMT is responsible to oversee all aspects of the project and insure that the goals 
and principles defined in the Project Description and Scope are maintained throughout 
the life of the project.  If the PMT cannot reach a consensus on decisions concerning 
the project the EMT shall make the final decision. 
 
PMT is responsible for creating and maintaining mutual trust between all stake holders 
in the project and provide an ownership mentality to achieve the high performance 
essential to all participants in the project.  The functioning and operation of the Project 
should be administered by the “PMT”.  The collective group should exercise its authority 
in the best interest of the project, insuring the project is meeting the scope and project 
goals defined in the OPR. 
 
The PMT shall be responsible for reviewing and stimulating the progress of the Project 
by developing and monitoring benchmarks, metrics, or standards, and project 
evaluation criteria. The PMT shall review the periodic project evaluations using the 
criteria and shall plan and implement programs to improve project performance. The 
PMT is responsible for the shared project schedule, budget, and making the day to day 
decisions for the project.  A consensus must be reached in making decisions, if a 
consensus is not reached, the EMT is consulted. 
 
The PMT shall establish a regular meeting schedule.  The PMT meetings shall be held 
separately from other meetings to assure the purpose of regular PMT meetings is 
addressed and to encourage candor at the Core.  Additional meetings may be 
convened at the request of any PMT Member, to allow the PMT to address a matter of 
urgency.   Notice of a special meeting shall identify the issues to be addressed. If a 
PMT member is not able to attend either a regular or special meeting because of a 
scheduling conflict, an alternate may be designated in advance to attend 
 
For small projects the EMT and PMT may be combined using a single participant from 
each participant entity. 
 
The PIT is responsible for the execution of the design and documentation.  They will 
take their direction from the PMT.  Meetings should be scheduled to coordinate the 
project and ensure compliance with the requirements of the OPR. 
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Team Structure 

•  
Small Project Organization Large Project Organization 
 

5 Collaborative Innovation and Decision Making 

 
Jointly Developed Project Target Criteria 
Carefully defining project delivery performance criteria with the input, support and buy-in 
of all key participants ensures maximum attention will be paid to the project in all 
dimensions deemed important. 
 
EMT and PMT teams, shall gain the benefit of an open and creative learning 
environment, where participants are encouraged to share ideas freely in an atmosphere 
of mutual respect and tolerance.  Participants shall work together and individually to 
achieve transparent and cooperative exchange of information in all matters relating to 
the project and to share ideas for improving project delivery.  Project team members 
shall actively promote harmony, collaboration and cooperation among all entities 
performing on the project. 

In order to achieve the project goals, design of the project must proceed with informed, 
accurate information concerning program, quality, budget cost model and schedule.  
While each participant will bring different expertise to each of these issues, all of these 
issues and the full weight of the entire teams' expertise must be integrated throughout 
the design process if the goal is to be attained.  None of the participants can proceed in 
isolation from the others; there must be extensive collaboration and continuous flow of 
information. 

 

6 Involvement of Key Participants in Process 

 
As an Academic Medical Center, projects at UAMS have become increasingly complex.  
All participants are required to participate fully in all schedule events.  Early and 
consistent participation provides greater access to pools of expertise and better 
understanding of probable implications of design decisions are essential to stakeholder 
trust and respect. 
 
 

PIT

PMT
EMT

PIT

PMT

EMT
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7 Early Goal Definition 

 
Aligning of Goals: 
Goals for Total Project Alignment shall be derived from the LEAN events. Specific 
project execution goals will be developed by the EMT and PMT at the initiation of the 
design phase.  In order to manage and mitigate risk for all the goals must be aligned 
around what is best for the project, making each party responsible for the behavior of 
the others.  Goal alignment gives all participants more control of the overall process and 
increased certainty resulting in lowered risk. 
 
The Architect shall lead and implement “Process Design,” with the collaboration of all 
participants in design process to execute the most effective process for accomplishing 
the project goals.  

Architect shall develop key tools to facilitate a plan for the design work that culminates 
in virtual construction, and then physical construction of the project.  The tools include 
the refinement of the project goals as identified in the OPR with pull schedule, dynamic 
calendar, modeled products to facilitate project decisions, communication plan with set 
agendas for team meetings and team organizational diagrams. 
 
The project goals will include goals that the project is intended to meet as well as exhibit 
the values UAMS projects should meet.  The overarching guide to project goals should 
be a project mission that should permeate communications on the project.  The pull 
schedule for the project shall create the baseline for the full project time.  The pull 
schedule should be dynamic to track overlaying tasks and milestones while allowing 
adjustments and refinements to the schedule that inevitably occur.  Participants will 
jointly create the pull schedule to define required decision milestones in the design 
process. 
 
The Architect shall initiate and lead the design process in an integrated work session. 
Participants will develop baseline data for the project.  The owner will present UAMS 
goals for the project, values, programmatic information and users desired time of 
completion, as documented in the OPR.   
 
The focus of the workshops is to provide participants an understanding of the program 
criteria, will accumulate data to build the dynamic calendar, draft a communication plan 
and organizational diagrams.  The participants shall establish the detailed delivery 
method and express individual participant goals for the project.  The Participants will 
consider how to deploy the resources of the participants in pursuit of the best ideas.   
 
Deliverables from this first meeting shall be: refined project team and individual goals, a 
baseline milestones as the basis for the pull schedule, delivery team organizational 
diagrams and a communication plan (which may include outcomes of the agendas for 
future team meetings). 
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8 LEAN Design and Construction  

 
DESIGN 
The project’s lean event, conducted by UAMS, is focused on maximizing value, 
minimizing non-value added support, and elimination of waste will provide the basis for 
the space program, concept design, overall project milestones and the construction 
budget, the architect will lead the design process for the project.  The PMT will revise 
the budget, pull schedule, space, space relationships, and use limitations which control 
project development to align with the project goals. 
 
In the design process, the architect shall develop and conduct a design workshops with 
participants identified in the meetings and workshops appendix 6.  The purpose of these 
workshops is to confirm the design criteria incorporated in the space program.  Each 
successive workshop will review and update the budget on a continuous basis. 
 
Based on the mutually agreed space program, master plan, and construction budget, 
the PIM shall begin modeling the project for PMT approval.  A BIM model will be used to 
illustrate the project components.  The PIM led by the architect will review with the PMT 
and other participants as needed the design and confirm the project conforms to the 
project goals and other criterion defined in the initial project steps. 
 
The PT and PIT will develop a cost model that will be continuously updated to reflect the 
changes made in each workshop.  The purpose is to maintain the scope of the project 
to conform to the budget established by the owner.  If the cost model exceeds 
previously approved target costs or the construction budget, the PMT will collaborate in 
an effort to reduce the anticipated cost of the project to meet the project budget.  
 

CONSTRUCTION 
The constraints of bureaucratic processes at UAMS impacts the delivery time for our 
projects.  In addition the campus has limited site access for construction.  UAMS 
projects will follow the American General Contractors (AGC) lean construction protocols 
to address these concerns.  For each project employing the lean construction process 
the contractor will lead necessary workshops and meetings to define and document 
project goals for: 

1. Variation and pull in production 

2. Lean Work-structuring, supply chains, and assembly 

3. Production management 

4. Management by values 

5. Problem-solving principles and tools to be employed 

 

Pull Scheduling 
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The PMT shall use the value stream and project milestones mapped in the initial 
workshop lead by the contractor.  The project team should obtain clear promises 
including completion dates for removing constraints and declarations of completion on 
previous promises.  Production of documents proceeds based on the commitments 
each party makes to the team. This process should develop a sense of camaraderie 
amongst the team.  Successive pull-planning session results in a more detailed 
schedule that clearly and accurately shows all of the activities that must occur prior to or 
concurrently with the next activity. 
 
The key to the increased efficiency of lean is the measurement of adherence to the 
project schedule. Each party reports on its ability to meet the schedule commitments 
made the previous week. If commitments are not met, constraints are identified and 
removed by the team. The power of peer pressure, built on a foundation of mutual 
respect and understanding over the course of the project is a powerful motivating force 
for team members to meet. 
 

The contractor will obtain commitment from the project participants for the following 

steps and objectives for a lean project execution: 

 

Event Objective 

1. Master Schedule Milestones and measurement 

2. Phase Scheduling Specifying Transitions 

3. 6-week Look-ahead Make-ready Planning 

4. Weekly Work Planning Measure Performance , initiate corrective actions 

5. Daily Huddles Confirming weekly plan and adjusting as required 

 
 

9 Open Communication 

 
Collaboration requires open, honest communication.  Team participants must create a “safe 
place” for project participants are enabled to share ideas or opinions, opportunities for 
innovation and improvement. 
 
Fiscal transparency between key participants (where permitted by Federal and Arkansas laws 
and regulations) will be established by maintaining an open book financial environment,  This is 
an essential in building trust while allowing the PMT to monitor and control project budgets. 
 
Participant’s project records, will be open and accessible by all participants.  These records may 

include as determined by the EMT: 

 Accounting records of job costs and labor hours expended 

 Reimbursable expenses 

 Written policies and procedures 

 Subcontract files (including proposals of successful and unsuccessful bidders, bid 
recaps, etc.) 
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 Project related records of design and construction on this Project 

 Original estimates; estimating work sheets; correspondence 

 Change Order files (including documentation covering negotiated settlements) 

 Back charge logs and supporting documentation 

 General ledger entries detailing cash and trade discounts earned 

 Insurance rebates and dividends 

 Any other supporting evidence reasonably necessary to substantiate charges 
related to this Contract 

 

For purposes of this document, "Proprietary Information" is non-public information regarding 

the business operations and strategic plans of Owner and/or its affiliates. 

Except in the course of performance of the work, each team member agrees that it will not 
disclose any of other participant's proprietary information to any third person and it will not use 
any proprietary information other than on the project’s behalf, except as otherwise authorized in 
writing or by contract.  Each delivery team member must have a policy and procedure designed 
to protect trade secret rights and to prevent unauthorized publication and disclosure of 
Proprietary Information.   
 

10 Appropriate Technology 
 
The PMT will agree to and document the use of technology for the project using 
deliverable requirements defined in OPR.  The documentation will include necessary 
standards to facilitate streamlined communications and processes.  Technologies that 
will be evaluated as part of the process will be: 
 

 Building Information Modeling – Revit 

 Communications technology 

 Shared computer resources 

 Visualization Software 

 Email protocols 

 Websites 

 Project management 

 Project  collaboration 

 Conferencing video/WebEx etc. 

 Asset tracking 

 Delivery of information for owners operations and maintenance. 
 

End of Document1 


