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Format of Council Room Sessions

We encourage you to ask questions and share your own 
experiences. 

If you have questions, go to the reactions button at the bottom 
of the screen in Zoom and raise your hand or type questions 
directly into the chat box.

Stay on mute until your name is called after you raise your 
hand.
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Build an accountable team 

with shared destiny

Measure what matters

Rework



 What is Rework?

Unpaid rework refers to:

- activities in the field (including prefabrication) that 
have to be done more than once, or 

- activities that remove work previously installed as 
part of the project, 

- where no change order has been issued and 

- no change of scope has been identified by the 
Owner. 



Let’s break it down

Imagine your company generates $20M in revenue:

• 50% Labor = $10M

• 50% Materials = $10M

If only 1% of you labor is lost to rework 

Then 

$100K of bottom-line profit is gone… year after 

year… 



Morale Time Quality

Reputation
Internal 
Tension

Client 
Relations

The Hidden Costs of Rework



Why this project?

Rework is disrespectful and demoralizing to all our people! 

Rework is abnormal work!

Rework = Erosion of your bottom-line year after year!

Not talking about or documenting rework doesn’t make it 

invisible – it makes it a repeat offender!

Rework has different root causes leading to different problems



Rework 
Is a 

Reality.

 Manage 
It. 

Don’t 
Ignore it!



Take Action and…

Get a GRIP on 
Rework!



This ELECTRI Project

Create a playbook for electrical contractors that will 

help you:

1. Understand rework culture.

2. Identify and understand problems causing 

rework.

3. Turn mistakes into learning opportunities.

4. Strategically reduce rework.

Introducing GRIP  

Your Guided Rework Improvement Package!



GRIP 



The COMBAT Strategy



Check your Company’s Rework 
Culture

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach Rework Culture

Error 
Aversion

Error 
Management



Check your Company’s Rework 
Culture

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach Rework Culture

Error 
Aversion

Error 
Management



Check your Company’s Rework 
Culture

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

Measure rework culture:

▪Perception regarding 17 statements that describe 
error management culture

▪Perception regarding 11 statements that describe 
error aversion culture



Check your Company’s Rework 
Culture

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

▪ Respondents recognize mistakes as valuable for 

learning and growth.

▪ There is strong perseverance toward goals despite 

mistakes.

▪ The culture supports seeking advice when errors occur.

▪ Respondents acknowledge the importance of being 

open about errors and seeking help from others.

▪ Respondents disagree with the idea that admitting to 

errors is asking for trouble.

▪ There is room for improvement in developing a 

structured organizational system to learn from errors 

collectively, analyze mistakes thoroughly, and prevent 

future mistakes.



Outline a Problem-Solving 
Framework

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

• Prefab

• Estimation

• Procurement

• PM

• VDC

• Field Leader

• Workforce

• And many more



Outline a Problem-Solving 
Framework

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

Rework

Internal 
Problems

External 
Problems

100+
Problems 

collected from 



Outline a Problem-Solving 
Framework

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

*Based on the 8-Step Problem Solving Framework.



Measure Rework Systematically 

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach



Measure Rework Systematically 

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

© Shea Electric and Communications, LLC



Measure Rework 
Systematically 

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

© Shea Electric and Communications, LLC



Build the Right Strategic Pilot 
Project

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

Build the right 

strategic pilot 

project!

▪ Engage a Committed Field 
Leader

▪ Select the Right Project

▪ Apply the System and 
Measure Rework

▪ Secure Leadership Support

▪ Be Patient and Focused



Assess Outcomes

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

▪Evaluate the results

▪Evaluate the system



Teach the Approach to Others

1. Check

2. Outline

3. Measure

4. Build

5. Assess

6. Teach

▪Change does not happen unless you standardize

▪Empower problem-solvers

▪ Foster continuous improvement

More Success!



GRIP 



Rework Culture P.A.T.H.

▪Rework Culture Perception Assessment Tool of 
Habits

▪Rework Culture P.A.T.H. is an excel tool to:

▪Continuously assess your culture.

▪ Identify recurring behaviors and attitudes that 
contribute to rework.

▪ Focus on improving processes by changing 
habits that lead to inefficiency.

P.A.T.H.

Kickoff Meeting

Field Leader

Rework Form



P.A.T.H. Promotional Video



Kickoff Meeting – 
Rework Considerations

P.A.T.H.

Kickoff 

Meeting

Field Leader

Rework Form

See Template

See Template

https://1drv.ms/w/s!AhuxvDAGPntrql4Br9KYFCKfi7VJ?e=K2JclY


Kickoff Meeting – 
Rework Considerations

P.A.T.H.

Kickoff 

Meeting

Field Leader

Rework Form



Field Leader Checklist 

P.A.T.H.

Kickoff Meeting

Field Leader

Rework Form

▪Effective leadership in the 
field requires not only 
managing tasks but also 
anticipating and preventing 
potential issues. 

▪ This checklist outlines 
practical actions that field 
leaders can implement to 
manage rework. 

See Template

See Template

https://1drv.ms/w/s!AhuxvDAGPntrql0yaryIUPVpjllM?e=vfRdzJ


Field Leader Checklist 

P.A.T.H.

Kickoff Meeting

Field Leader

Rework Form



Rework Form

• The Rework 
Troubleshooting Form is 
designed based on the 8-
step problem-solving 
approach and provides a 
standardized form to 
identify, document, and 
solve rework events when 
the occur.

P.A.T.H.

Kickoff Meeting

Field Leader

Rework Form

See Template

See Template

https://1drv.ms/w/s!AhuxvDAGPntrql0yaryIUPVpjllM?e=vfRdzJ


Rework Form

*Based on the 8-Step Problem Solving Framework.

P.A.T.H.

Kickoff Meeting

Field Leader

Rework Form



Your ROI Starts Here!



Get your reading glasses!



Final Report



Feedback

I read the executive 

summary and am very 

impressed.

I found the Field Leader 

Checklist to be particularly 

helpful in providing 

guidance for new 

superintendents

The Learn from the Past section is something I plan to 

incorporate moving forward. Not sure why we haven’t been 

doing that all along! And the idea of discussing/implementing 

a rework reporting system is new for us.

This is some 

great stuff!



If you are interested, please email 

Hala Nassereddine 

at 

hala.m.nassereddine@gmail.com

mailto:hala.m.nassereddine@gmail.com


Q&A
THANK YOU!
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