
INTRODUCTION
The Last Planner® System (LPS) is a visual, collaborative way to plan, control and produce quality, predictable workflow by 
eliminating waste, optimizing resources and uncovering and solving problems. The concept behind LPS can be traced as far 
back as 1926 when Henry Ford applied it to the production of the Model T. Today, many different industries are implementing the 
process and benefitting in practical ways that affect their bottom line. 

Primus is leading the design-build industry in the application of LPS. LPS and its lean-construction principles help our teams 
deliver on our clients’ number one goal: speed-to-market. Key benefits include: 

• Reliable schedule completion

• Improved quality control

• Improved communication

• More accountability

• More efficient planning, less waste

• Better team morale

• Collaboration on solutions

• Task/role clarity

LAST PLANNER® SYSTEM(LPS):
Delivering on Speed-to-Market
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TRADITIONAL CONSTRUCTION SCHEDULING
Traditional construction scheduling centers on the Critical Path Method (CPM). A CPM schedule is typically based on durations 
and implemented by a single person, usually the project manager. It gets pushed to the field team with little to no input from the 
people actually doing the work. 

This method has a weak track record for meeting speed-to-market goals. According to KPMG, in 2015, just 25% of construction 
projects came within 10% of their original deadlines.¹ Primus recognized that, to truly be a partner to our clients, a more reliable 
approach was required to meet their schedule goals. 

The following overview details how the process works day in and day out on Primus projects. 
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KEY ELEMENTS OF LAST PLANNER® SYSTEM
LPS is the inverse of conventional push-scheduling principles. Instead of starting at the beginning of a project and pushing out 
estimated durations, LPS takes the client’s stated building turnover deadline and works backward. This encourages scrutiny and 
helps identify constraints. Primus’s on-site superintendents work with the project’s subcontractors (the people who will be on-
site doing the work) to break down tasks into activities that can and will be done. Progress is reviewed and measured weekly. It 
is a truly collaborative process. 

MASTER MILESTONE SCHEDULE
The process starts with a high-level CPM schedule created by the project manager. This schedule is used only to identify major 
master milestones (foundations poured, topping out, weathered in, permanent power, etc.). Long-lead items are identified, as 
well as any potential constraints. 

PHASE PULL PLANNING
In this phase, the general superintendent and superintendent meet onsite with subcontractors to collaborate on pull schedule 
planning. This is when project work that can be done is agreed upon. Items that must be identified include: 

• Major trade activity durations and handoffs 

• Completion of trade work in specific areas (floor, gridline, elevation, etc.)

• Milestones for each trade contractor

• Key submittal approvals

• Key release dates for long-lead equipment and material

• Shipment/arrival of key materials and/or equipment

• Key inspections

• Occupancy

• Commissioning

• Project completion, etc. 

Here’s a closer look at the main components of the system.
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WEEKLY WORK PLAN
This phase breaks down the work even further by identifying tasks that will be completed each day of the coming week. The 
five minimum requirements to be identified are: 

• What is the task? 

• What will be done (e.g., install wire way sections 1, 2, 3)? 

• Where will it be done (e.g., Column A/1, above AC Box)? 

• When will it be done (e.g., Tuesday and Wednesday)? 

• Who will do it (e.g., company, crew size)? 

DAILY HUDDLES
Frequent communication eliminates common problems. Daily huddles between team members allow everyone to quickly 
update the status of the previous shift’s accomplishments and challenges. It also reinforces the current shift’s understanding of 
the plan for that day.

At the end of each week, assignments are reviewed for completeness to ensure the reliability of the planning system.

6-WEEK MAKE-READY PLANNING
Here, the team takes the Phase Pull Plan and breaks it down into a 6-Week Look Ahead Plan. Each subcontractor determines 
what work he or she will get done, where the work will take place and the size of the crew required. This information is captured 
on tags and adhered to the schedule board. It is up to the subcontractors to work together and determine the best possible 
workflow. Constraints are identified, logged and resolved before work takes place in the field. The superintendent serves as the 
quarterback, observing and advising if issues arise. 

This detailed schedule magnifies the master schedule and produces a plan that everyone involved 
understands and supports. 
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To learn more about the Last Planner® System and how it will improve your speed-to-market, 
contact Grayson Long at glong@primusbuilders.com or 770.335.1269

MEASURABLE SUCCESS
LPS tracks each project’s Planned Percent Complete (PPC). PPC is the number of activities completed per week divided by the 
total number of planned activities that were supposed to occur. The industry standard is 54%. Primus’s confidence in LPC is so 
strong, we have set a goal of 85%. Below are some results from recent projects: 

• United States Cold Storage – Medley, Florida: 83%

• Sysco – Atlanta, GA: 86%

• Americold – Savannah, GA: 85%

“Since using this system, communication and coordination between trades have improved 100%. Everyone is working as a 
team, which will always deliver a quality job on time to the client. LPS minimizes the monotony of small details by exemplifying 
their impact and eliminates mistakes that can make or break a schedule,” said Eric Letner, Primus Superintendent. 

Maricella Pollard, Last Planning Facilitator at Primus, is spearheading the effort in the implementation of LPS on all of our 
projects. She also sees a big benefit in the data gathered in the process. “We can track percentages completed and identify any 
challenges to the schedule. We can track labor to help subcontractors determine appropriate staffing levels. There are many 
ways to use LPS to benefit future projects,” she noted. 

1. KPMG Construction Survey 2015, https://home.kpmg/content/dam/kpmg/pdf/2015/04/global-construction-survey-2015.pdf




