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In early 1997, Kaufman and Broad’s Monterey Bay Division approached 
itSynergy about the development of a system to help unlock critical data from 
their legacy AS400 system.  In addition to advanced home tracking features, 
Kaufman and Broad also wanted to consider the possibility of automating and 
possibly even centralizing construction scheduling activities.  The division 
leadership retained the services of our custom software practice, and specifically 
our homebuilder specialists.  Over the course of the next several months, our 
specialized consultants studied the current Kaufman and Broad environment and 
formulated a plan to develop a custom software application that would 
accomplish all of the stated goals in a single integrated package.  The plan also 
included a method of exchanging information with established legacy systems, in 
order to prevent double entry.  Today, nearly every Kaufman and Broad house in 
the United States is scheduled and tracked with this application.  Kaufman and 
Broad has realized significant return on investment in many areas.  Office 
personnel are now able to focus solely on those areas that need their attention, 
and field superintendents now spend more time in the field, and less time in the 
office on a telephone.  Overall this has led to higher volume capabilities without 
additional staff, and a higher quality of product for the customer. 
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Company Background 
 
Kaufman and Broad is one of the largest 
production homebuilders in the United States.  
The company is publicly traded under the 
symbol KBH.  The Kaufman and Broad divisions 
in many markets hold either first or second place 
in volume for that market.  Divisions are spread 
throughout the southwestern United States in 
Arizona, California, Utah, Nevada, Texas, New 
Mexico, and Colorado. 
 
Kaufman and Broad utilizes the JDEdwards 
system company-wide for the tracking of all of 
their information related to business activities.  
The JDEdwards software runs on AS/400 
servers in Woodland Hills, California, and users 
throughout the divisions access the system via a 
Windows terminal access program. 
 
Although Kaufman and Broad Home Corporation 
in Los Angeles, California is the parent company 
of all divisions, each division has its own 
executive structure and operates on a day-to-
day basis in a largely independent fashion.  
Although some general functions are handled at 
the national level, the characteristics of each 
individual homebuilding market are considered, 
and divisions are allowed to act according to 
local market conditions. 
 
The Business Challenges 
 
Kaufman and Broad’s Monterey Bay division 
approached itSynergy with several significant 
issues.  The first involved the day to day tracking 
of activity within the division.  Although there was 
some functionality built into the JDEdwards 
system for this purpose, the users felt that it was 
not adequate.  In addition, there was a lot of 
information that was contained in the JDEdwards 
database, however the users had no way of 
getting that information out, and creating ad hoc 
queries and reports. 
 

The Challenges: 
Unlock data from legacy AS400 
system 
 
Provide more robust home 
tracking 
 
Provide an infrastructure for 
centralized scheduling 
 
Roll the final solution out to 
divisions across U.S. 
 
The Products: 
Microsoft® Fax 
Microsoft® Access 97 
JD Edwards® 
 
The Resources:  
itSynergyTM Software 
Development Practice 
 
itSynergyTM Homebuilder 
Practice 
 
itSynergyTM Business Analyst 
 
KBHome Internal IS support staff 
 
The Solution: 
• A customized software 

solution facilitating the 
tracking and management of 
a division’s ongoing 
homebuilding activity. 

• A centralized scheduling 
system used to track and 
manage all construction 
activity, and auto-generate 
and fax notifications to all 
involved parties, both 
internal and external. 

• Business process 
reengineering to change the 
focus from unit management 
to exception management.  
This allowed an increase in 
production volume, without 
hiring additional staff. 

• Nationwide Implementation 



The second issue Kaufman and Broad faced involved construction scheduling.  
At the beginning of the engagement, Kaufman and Broad, like most 
homebuilding companies, had field superintendents handle all of the construction 
scheduling functions.  This placed a significant time burden on superintendents 
because they had to spend hours each day sitting in an office on the telephone.  
This also affected the quality of the homes, as the superintendents are not able 
to spend as much time in the homes as they would be able to if relieved of this 
burden.  The second aspect of the scheduling issue is that since scheduling is 
left to the superintendents, each individual came up with his or her own system 
for accomplishing the tasks at hand.  Some systems were better than others, and 
none of the systems interfaced in any way with corporate info rmation systems. 
 
The next challenge that Kaufman and Broad faced was one that is shared by 
virtually every company in the world.  Kaufman and Broad wanted a way to 
increase their production volume, while not having to hire additional staff and in 
turn create additional overhead in order to support the higher volumes.  This 
challenge was especially difficult, and would have to involve an itSynergy 
business analyst to reengineer some of the current business processes in use at 
Kaufman and Broad. 
 
Finally, Kaufman and Broad’s Monterey Bay division would be the first division to 
implement the system, however Kaufman and Broad wanted to eventually roll the 
system out to all of their divisions throughout the United States.  This brought on 
unique challenges, as each division had wide latitude in running its own 
business.  This meant that each individual division would have to be sold on the 
system’s value proposition, and agree to commit to implementing and using the 
system in their daily business. 
 
The Solution 
 
In order to deliver the maximum value to Kaufman and Broad, itSynergy 
developed a multi-tiered approach to addressing the business challenges.  In 
addition, itSynergy was able to assemble several project teams in order to 
execute different components of the overall solution in parallel.  This helped to 
reduce overall time to market, in addition to ensuring the highest quality work 
product possible.  Each component of this approach is discussed in detail in the 
following paragraphs. 
 
Business Process Reengineering 
 
The business challenge in this area involved Kaufman and Broad’s current 
methods of project management.  At the beginning of the engagement, the 
management team of the Monterey Bay division held a daily meeting to assess 
the current status of every lot in production.  This allowed any issues to surface 
and be handled by the group with all relevant parties present.  The problem, 
however was that this approach did not lend itself well to increased volume.  



Since the team was reviewing all activity on a daily basis, as production went up, 
so did the time required to cover all of the relevant information.  The direct result 
was that key personnel were spending less time in their office with staff, where 
they really needed to be in order to have the greatest impact on the business. 
 
After an itSynergy business analyst witnessed a few of these sessions, a 
reengineering plan was formulated.  Although all production was reviewed in the 
daily meeting, there were only issues that arose and needed to be dealt with on a 
select few.  The itSynergy team was able to successfully reengineer this process 
by creating a system that allowed the management team to focus only on those 
lots that were exceptions, freeing them from reviewing every lot, whether it was 
necessary or not. 
 
This reengineered model was then documented, and forwarded on to the 
software project management team.  The team was able to integrate key 
elements of the reengineered process into a system that would support the new 
business model.  The final result of the reengineering engagement was a 
software system that was specifically targeted at focusing only on those issues 
that the division management team defined as needing attention. 
 
Since the system was to ultimately roll out to all divisions in the U.S., the 
software development team had to allow each division to individually define what 
constituted a condition needing attention.  Once these conditions were defined, 
the system would automatically detect these conditions, and aggregate each lot 
on a single report by area of responsibility.  Ultimately, a report was developed 
called the exception report for each operational area (sales, décor, mortgage, 
and construction).  The report would show only those areas that needed 
attention, such as a house that had a final closing date set before projected 
construction completion.  A sample of the exception reports is included in the 
Appendix. 
 
The itSynergy development team also developed a wealth of reports for each 
operational area that allowed them to filter and display data in such a way to 
facilitate maximum efficiency.  A set of business rules was developed for each 
report, and only those lots that did not meet one of the business rules would 
show, allowing the proper personnel to handle the situation appropriately.  A 
sampling of reports is included in the Appendix. 
 
Finally, the itSynergy development team chose Microsoft® Access 95 (and later 
converted to Microsoft® Access 97 after implementation) in order to facilitate the 
easiest possible ad hoc querying and reporting capabilities.  This choice allowed 
the divisions to send one or two key personnel to only a day or two of training, 
and then have those individuals develop custom reports and perform basic data 
mining activities using the system’s data. 
 
 



Homebuilder Practice 
 
itSynergy holds a very unique niche in its marketplace in that it is one of the few 
professional consulting firms that have a practice and team of consultants that 
are specifically dedicated to the homebuilding industry.  These are individuals 
that have a background in the homebuilding industry.  These same individuals 
also have extremely strong technical backgrounds, and industry certifications in 
their areas of discipline. 
 
The homebuilder practice had two separate challenges on this particular project.  
The first involved a report generated out of the current JD Edwards® system, 
used daily by Kaufman and Broad personnel.  The report was a wide grid-style 
report showing key information and dates for each lot in the production process.  
Although this report was very useful to division personnel, it was lacking in 
several key areas.  Kaufman and Broad wanted to significantly enhance and 
expand the functionality of this report, but wanted to avoid any double entry 
between the JD Edwards® system, and any new system. 
 
The second challenge faced by the homebuilding process was to develop and 
implement a centralized scheduling system.  The system would not only keep 
track of construction schedules and lot progress, but it would also handle the 
large number of projections that were made for management and planning 
purposes, as well as handle the entire notification process to subcontractors.  
The system would need to handle tremendous volume, as many divisions build in 
excess of 1,000 homes per year.  At the same time, however, they system would 
have to be highly automated, so the cost of running the system in terms of staff 
and overhead would be kept to an absolute minimum. 
 
The solution that the itSynergy® homebuilder practice developed ultimately 
culminated in the software package today known as PCMylar/CCS.  This system 
was designed to meet both challenges stated above, while sharing as much 
information not only among its various functions and modules, but also with the 
existing JDEdwards® AS/400 system. 
 
PCMylar 
 
The homebuilder practice began with the existing AS400 report from Kaufman 
and Broad.  Each piece of data on the report was reviewed with the appropriate 
division personnel to determine relevance and need.  In addition, data that 
needed to be added to the report in order to make it more useful was 
documented during these interviews.  After developing a vision of the new 
system, and prototyping what the replacement data layout would look like, the 
homebuilding consulting team began to form a strategy with the itSynergy 
software development team. 
 



The software team quickly developed a screen to mimic the report on a computer 
display.  Division management could then project the screen on a wall in the 
conference room during their meeting.  This allowed them to update data on the 
fly, and immediately see the effect of their changes.  A corresponding report was 
also developed so that at any time, anyone could print a hard copy of the report 
for review or archival. 
 
After the screen and report were developed, the itSynergy team was able to 
sharply focus on process improvement.  The concept of stoplight reporting was 
developed, where items identified as acceptable were in green, items coming 
close to needing attention were in yellow, and those items that needed 
immediate attention were in red (the report showed items in italics and bold italics 
for the same effect on a laser printer).  This allowed key personnel to quickly 
scan the screen or report for issues that needed attention. 
 
Secondly, a tremendous amount of intelligence was added to the new screen 
and report.  The system made complex projections and calculations based on 
current status data.  If dates were missing, and business rules dictated they 
should have been there, the system would turn the cell red.  Finally, business 
rules were developed for each field to determine if the JD Edwards® system was 
the authoritative source, or the PCMylar/CCS system was authoritative.  A 
system was then implemented to exchange data between the two appropriately. 
 
Computerized Centralized Scheduling (CCS) 
 
The next challenge for the homebuilding practice was the development of a 
centralized, totally automated construction scheduling system.  At the time of 
engagement, the divisions relied on field superintendents to perform all of the 
construction scheduling functions.  Although this system worked, it placed a 
tremendous burden on the superintendents, and required a significant daily time 
requirement.  The itSynergy team found that the opportunity for a significant 
return on investment existed if this burden could be removed from the 
superintendents.  The system would be capable of scheduling thousands of 
houses at any given time with only one or two operators. 
 
The first component of the solution was the construction schedules themselves.  
The system allowed the operators to build an unlimited number of construction 
schedules.  The schedule was a series of numbered and named sequences 
(pour slab, begin frame, plumbing top out, etc.), and also included a workday 
number with each step.  This allowed the system to differentiate between the 
order of construction, name of each step, and the amount of time required to 
complete each.  Each step could also have one or more ‘triggers’ assigned to it.  
A trigger identified a future step that needed to have notices sent to the 
subcontractors when the current step was started.  This allowed the schedulers 
to custom build the lead times into the schedule for each individual step of 



construction.  The final step was to assign one or more subcontractors to each 
step in the construction process. 
 
Once these schedules were built, the system immediately became very powerful.  
itSynergy software developers created extremely complex calculation routines 
that allowed the system to  project key milestones in the construction process, as 
well as the ultimate end date.  These calculations also took into account 
weekends, holidays, and rain days.  They were even advanced enough to allow 
features such as designating Saturdays, Sundays or holidays as working days (if 
contractors were working overtime) or to allow for rain delays on one house 
(such as a house that had no roof) while not allowing for delays in the house next 
door (where a contractor might be able to install appliances despite the rain). 
 
The system also allowed tremendous flexibility in controlling the construction 
process.  Schedulers could assign more than one schedule to a lot.  Some 
divisions chose to implement this in a ‘front-end back-end’ model, where the 
construction process through framing was on one schedule, and everything after 
was separate.  Other divisions chose to implement two schedules that ran 
simultaneously, such as an interior and exterior schedule, allowing the inside and 
outside of the house to progress independently. 
 
Next the scheduling system had to allow for very easy tracking and updating of 
the construction progress information.  The system would automatically generate 
worksheets for the superintendent to take out to the field and fill out the 
construction stage of the house.  The field superintendents would simply fill out 
this worksheet and fax it into the centralized scheduling office daily.  In the office, 
a screen was created that appeared in exactly the same order as the worksheet.  
This allowed the scheduler to simply key punch in the sequence numbers, and 
the system would automatically update all of its calculations. 
 
After the daily information update cycle, the scheduler would simply choose a 
menu item to send faxes, and the system would be set into action.  First, based 
on the just-updated numbers from the field, the system would look up required 
lead times and ‘triggers’ that had been reached as a result of the day’s progress.  
The system would then group all of these triggers by subcontractor, and 
compose a fax with a listing of the trigger, and its due date.  A sample fax is 
included in the appendix.  Once the fax was composed, a notice was 
automatically added to each fax prompting the vendor to call the scheduler the 
next morning to confirm receipt, and the faxes were sent out during the evening. 
 
When the scheduler arrived the next morning, the system had automatically 
generated and printed a summary sheet of each vendor that had received a fax 
the previous night.  The sheet showed the vendors name, phone, and what they 
had been notified of.  If the scheduler didn’t hear from the vendor by the 
designated time, they would simply call the vendor to confirm receipt.  As each 
fax receipt was confirmed, the date and time of confirmation was recorded, along 



with the name of the confirming individual.  This eliminated the ‘I never got the 
fax’ story from the subcontractors. 
 
In addition to the daily faxing routine, the system also had tremendous 
intelligence built into it from the construction standpoint.  The system was able to 
do complex projections of key dates and completion, as well as real-time ahead 
and behind schedule monitoring and reporting.  In addition, the system had 
advanced data mining capabilities built in that allowed management to view 
trends and problem areas in many different ways.  For example, a manager 
could pull a report showing the average number of days a particular vendor was 
ahead or behind schedule across multiple subdivisions. 
 
Custom Software Development and Project Management 
 
The itSynergy custom software development and project management practices 
were extremely vital in the successful execution of the ultimate solution.  The 
software development project team, process reengineering team, and 
homebuilding team were able to work closely together in order to design a 
solution that fit the business challenges like a glove.  In addition, the software 
team specifically chose development tools that would allow an extremely rapid 
time-to-market with both the application and each of its revisions and 
improvements.  This lead to reduced project costs, while allowing Kaufman and 
Broad to accelerate their return on investment through rapid implementation. 
 
Finally, the project management team was able to design, plan, manage, and 
execute the entire lifecycle of the project.  The project management teams were 
involved from the first step with the management of concurrent parallel 
processes, all the way through to final implementation in each division.  Project 
managers were also used to travel individually to various divisions in order to 
explain and demonstrate the business value of the solution to division 
management.  This removed a tremendous burden from Kaufman and Broad 
information systems staff, as itSynergy was able to provide total lifecycle 
management, in effect delivering a turnkey solution with minimal resource usage 
by Kaufman and Broad. 
 
Conclusion 
 
Although many disciplines were required from the itSynergy professional 
consulting practice, the key to this project was being able to deliver on every front 
with a single integrated solution resulting from the collaboration of several 
itSynergy teams.  There were many varied disciplines required, but each was 
able to make a significant contribution to the overall success of the project.  As a 
direct result of this project, Kaufman and Broad realized several significant 
benefits. 
 



1. Divisions could now handle increased volume without increased personnel 
or overhead expense. 

 
2. Scheduling was now centralized and automated, freeing field 

superintendents to manage their projects, relieved of office and 
administrative duties. 

 
3. Advanced data mining capabilities were introduced, allowing Kaufman and 

Broad to view and extract data in new ways not previously possible with 
the AS/400 system.  This allowed management to more effectively 
manage the business and make better business decisions armed with 
superior information. 

 
4. Ad hoc querying and reporting capabilities were introduced, allowing the 

accommodation of future unanticipated needs, thereby increasing the 
usable life of the project. 

 
5. Tremendous intelligence was built into the system, allowing managers to 

focus only on those items that required their attention, rather than getting 
information overload. 

 
6. itSynergy delivered a fully functional, implemented, turnkey solution, 

relieving Kaufman and Broad the expense of implementation after 
completion. 

 
7. Customized reports were developed to address specific needs, allowing 

Kaufman and Broad to immediately have the information they needed, 
rather than taking the time to compile it manually. 

 
8. A system was devised to exchange data with the existing JD Edwards® 

system, allowing the new solution to leverage the power of the existing 
ERP infrastructure, without impacting the users in any way. 

 
9. The system was developed using rapid development tools, reducing the 

overall project cost, as well as accelerating return on investment by 
achieving incredibly fast time to market. 
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Figure 1a - Exception Areas Report



 
Figure 1b - Exception Areas Report 



 

Figure 1c - Exception Areas Report 



 

Figure 1d - Exception Areas Report



 

Figure 2 - Auto-Faxed Scheduling Notice



 

Figure 3 - Sample Report 



 
Figure 4 - PCMylar Report



 

Figure 5 - Average Days Between Construction Sequences 



 

Figure 6 - Lot Calendar Report 


