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ABSTRACT

This paper describes a research project undertaken
by the authors, the aim of which is to establish a
benchmark of value management practice. The
project was funded by the UK govermnment's
Engineering and Physical Sciences Research Council
and relates to practice in construction.

The research team comprised two academics and
three research assistants the later of whom spent a
little over four man years on the project. The project
reviewed all available literature and involved
international visits and questionnaire surveys. The
team is confident that the benchmark described in this
paper is a factual exposition of the current practice of
value management as it is applied, internationally, in
the construction industry.

This paper concludes by observing that through
the research, the diversity in application of VM
throughout the world has been exposed to reveal a
rich variety of workshop styles, tools and techniques
that can be exploited to the benefit of all. There is
also untapped opportunity for cross fertilisation of
techniques  relevant to  construction  and
manufacturing.

INTRODUCTION

The project began with recognition that the
practice of value management was diverse nationally
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and internationally. It was recognised that if a
meaningful statement of current generic practice was
to be made then a survey had to be undertaken of
representative practice internationally. A survey,
however, could not be undertaken until a datum had
been established. This was a logical supposition and
can be compared to a survey of the land. Ordnance
Survey is the official survey of Great Britain and
Northern Ireland that could not begin until the
Ordnance Datum (sea level) was established. There
is a story that in the case of the UK an observation
was made of the movement of the tide at Liverpool
dock. After watching the sea rise and fall for a while
someone drew a line on the dock wall and stated that
was sea level. The survey of the UK could then
begin.

In the context of value management the research
team took the text "Value Management in Design and
Construction" by Kelly and Male (1993) as the
survey datum. This action was almost as arbitrary as
the drawing of the line on the dock wall.

The purpose of conducting the survey of
international Value Management practice was to
produce a statement which could be used by a client
as a checklist of activities quoted for or carried out or
alternatively could be used by a practitioner to
benchmark the service offered. It is recognised that
construction projects tend to be bespoke and that this
leads to disparate approaches to the Value
Management workshop agenda. However, it was
proved through this research that the underlying VM
process remains relatively consistent across bespoke
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Figure 1 The Adopted Research Methodology

projects and disparate approaches to practice and
therefore at this level could be considered generic.

Since the work was funded by the UK government
the final statement of VM practice will be primarily
aimed at the UK construction market, specifically
clients who frequently commission VM workshops
and practitioners who offer VM services. However,
as can be seen in this paper, the work is presented at a
generic level and apart from a few reflections of UK
construction practice will be applicable world-wide.

Figure 1 represents the methodology adopted for
the study. This methodology was adopted from the
benchmarking literature usefully summarised in
McGeorge and Palmer (1997). The stages of this
methodology were:

1. Make explicit the Kelly and Male methodology
(K&M) and identify factors which are perceived
to be critical to its success.

2. Review the literature on value management and
highlight improvements which may be made to
K&M

3. In UK identify "best in class” VM practitioners
by reference to clients and VM practitioners.

4. Undertake benchmarking interviews with "best
in class" and modify K&M.

5. Repeat steps 3 and 4 above in Australia, North
America and Europe and continuously improve
K&M.

6. Review UK guides and standards.

7. Undertake questionnaires with benchmarking
partners to fill gaps which had become apparent
through the continuous improvement process.

8. Prepare the "Value Management Benchmark"
VMB, a statement of international VM practice.

9. Validate VMB through postal surveys and expert
seminars.

10. Publish and disseminate.

THE VM PROCESS

In construction there was consensus on the four
opportunities where the VM process could be
employed to achieve maximum effect on any project
during its life cycle. These are:

1. The Pre-Brief Workshop.

2. The Brief Workshop.

3. The Concept Design Workshop.
4. The Detail Design Workshop.

It was also acknowledged that that stages 1 and 2
could be combined as a review of the brief in an
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Figure 2 Value Opportunities with reference to AIA and RIBA Processes

exercise termed a "Charette". .Figure 2 illustrates the
value opportunities with reference to the RIBA and
ATA design processes.

At each of the four value opportunities the generic
VM process (the job plan) can be summarised as
figure 3.

The VM process pre-requisites that must be
satisfied to ensure a smooth running workshop
mainly relate to the involvement of people and the
venue for the workshop. These include:

e Agreement to participate by all parties.

e Senior management and participant support for
value management.

o Experienced facilitator(s).

e Appropriate team skill mix.

e Presence of client decision taker(s).

¢ Isolated workshop environment.

Agreement to participate by all those to attend the
workshop is seen by many facilitators as fundamental
to the success of the workshop. This may involve the
facilitator interviewing individually or holding a pre-
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workshop meeting (orientation) with the aim of
dispelling any nervousness of the process.

Senior management and participant support for
VM and its associated process is a pre-requisite of
success. Senior management sets the scene by
endorsing VM and giving it its backing to ensure that
everyone knows that ideas and suggestions arising
from subsequent workshops will be implemented.
This signals to participants that what they say and do
will have an impact on the project.

Experienced facilitators were cited by the majority
of benchmarking partners as being paramount for a
successful VM workshop. The facilitator is, in effect,
a VM process manager and acts as team co-ordinator,
guiding the team through the tools and techniques
best matched to the project under investigation. Key
skills were highlighted as being:

e Setting the workshop agenda.
e Managing the process of the workshop including:

— Dealing with any hidden agendas of
participants,

— Recognising individuals and their
contribution.

— Questioning and summarising
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Figure 3 The Generic Value Management Process

- Providing direction and a sense of common
purpose.

— Sensing interpersonal relationships within the
team.

— Sensing the climate of the workshop.

— Synthesising and integrating information
during the workshop.

— Intervening in the workshop process when
necessary.

e Communicating verbally and producing the VM
report.

In respect of the debate over external vs. internal
facilitator the consensus was that an external
facilitator is used, the definition of external being
someone who is not explicitly involved with the
project being analysed. External facilitators are
considered to be more effective than internal ones
due to the fact that they are likely to pose probing and
challenging questions without fear of sounding non-
knowledgeable. An external facilitator also has no
vested interest or hidden agendas with regard to the
project under workshop.

Dual facilitation (two facilitators as opposed to
one facilitator or one facilitator with a recorder) has
emerged as the preferred option due to the mutual
help the facilitators can give each other and also the
variation it gives the participants. Two facilitators

alternating can keep the momentum going to a higher
degree than someone working on their own. Some
stated that it is also possible to work longer days
without sacrificing quality. However, while this was
preferred it was acknowledged that the economics of
the market place tended to drive facilitators to quote
for a single facilitator option or sometimes one
facilitator with a recorder.

It was widely acknowledged internationally that
the existing project team (the design team of record)
should be used as a base for selecting the VM
workshop team, bringing in experts to the workshop
if required. The advantages of using the existing team
were quoted as being;:

e Costs are kept down.

e Better ideas may crop up due to greater
experience ‘second’ time around.

e There is another chance to explore alternative
options.

e VM workshops are useful for team building and
resolving conflicts that may exist within the
existing team.

¢ Increased communication
Increased implementation.

It is important to note that these views are
predominantly taken from Australia and UK where
studies frequently take place early in the project life
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cycle i.e. between programming and outline sketch
design.

The empowerment of some of the participants of a
VM  workshop team to TAKE decisions will
influence the effectiveness of the workshop in terms
of implementation of ideas. The term decision-taker
is used here to represent a person who has the
authority to make and take decisions during the
workshop, whereas a decision-maker can only
provisionally endorse solutions and needs to refer to
a higher authority in order for the solutions to be
ratified and then implemented. It is suggested that
the most effective workshop, in terms of
implementation, is one where the client
representative has the authority to take decisions and
is a member of the workshop team working with the
design team of record. The least effective, in terms
of implementation of ideas, is one where there is no
client representative and the team 1s fully
independent.

There are a number of issues that arise from this
debate. Firstly, the role of the facilitator is influenced
by the above relationships. With an existing team the
facilitator has to manage the VM process and assume
a challenging role in order to assist the team members
to ‘break’ from their traditional thinking in the
project context. On the other hand, for an
independent team, the facilitator has to be more
oriented towards managing the VM process only.

It should be noted that the presence of a client
decision taker may not be required for workshops
conducted later in the project life cycle as the clients
value system should already be encapsulated in the
brief and sketch designs. The value management
process in this situation will be concermed with
matters of performance of elements and components.
However, it would be necessary to bring a client
decision taker on board if no VM workshops had
been carried out on the project previously, and the
workshop was likely to consider issues of project
concept and spatial layout..

The likelihood of a VM workshop being
successful is enhanced if an isolated environment is
provided for the participants. An area should be set
aside where the workshop can be held without
interruptions from outside agents. Advantages cited
include:

o It focuses the team on ‘the project’.

e Gestation occurs during the workshop process.
¢ It commits the team.

e Militates against partial attendance.

o Continuity is ensured
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It is important to weigh up the cost of providing
the isolated environment to maximise the outcomes
versus apparent cost. An isolated environment, for
example, in a hotel, does focus the team totally on the
project under investigation in a ‘pressure cooker’
environment. Residential studies stimulate team
building but workshop costs are higher than non
residential.

In benchmarking VM, very little time was spent
explaining systems and almost none in explaining
terms to international colleagues. This indicates a
significant level of consensus amongst the
international value management community on the
meaning of terms and understanding processes.

WORKSHOP TYPES

As stated above, in construction there was
consensus on the four opportunities where the VM
process could be employed to achieve maximum
effect on any project during its life cycle. These are:
1. The Pre-Brief Workshop.

2. The Brief Workshop.
3. The Concept Design Workshop.
4. The Detail Design Workshop.

Figure 2 illustrates the value opportunities with
reference to the RIBA and AIA design processes

Pre-Brief Workshop - The Strategic Brief

The strategic brief sets out the broad scope and
purpose of the project and its key parameters
including the overall budget and schedule. It should
provide an output specification that explains in clear
terms what is expected of the project. The project at
this stage exists as “the investment of resource for
return” and does not necessarily imply construction.

The primary purpose of the strategic brief is to
structure information in a clear unambiguous form to
permit a “decision to build” to be taken in light of all
of the pertinent facts which include the output of
brainstorming.

The strategic brief should include:

e The mission statement.

¢ The project context.

e Organisational structure.

¢ Overall scope and purpose of the project.

¢ A global capital expenditure budget and cash flow
constraints.
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e Targets and constraints on operating expenditure
and other whole-life costs.

¢ What is expected in response to the brief.

e How the success of the project will be measured.

e Statutory requirements.

The workshop is likely to last between =7 and 1
day and involves a facilitator and senior
representatives of the client organisation only. Since
it is important to hear the views of all stakeholders of
the project the numbers attending this style of
workshop tend to be large, between 10 and 30 or
even more. This requires innovative team
management and may involve splitting into sub-
groups for short periods to study assigned tasks.

It was stressed during the benchmarking
interviews that the facilitator is required to be well
prepared for these studies which may necessitate
extensive pre-study interview and the preparation of
“information packs” for all participants.

Indicative tasks at the workshop include:
o Presentation and team building

e Checklist or brainstorm issues, group & theme
¢ Stakeholder analysis

s Strategic time line

s Project driver analysis

¢ Time/cost/quality analysis

¢ Function analysis

¢ Function logic diagram

¢ Brainstorming alternatives

e Evaluation & development

e Presentations

¢ Plan for implementation

e Prepare action plan

¢ Sign off by participants

e Facilitator prepare and circulate report

Brief Workshop - The Project Brief

The project brief (program) re-states the strategic
brief and converts it into a performance specification
in constructional terms detailing:

e The aims of the design, including prioritised
project objectives.

e The site, including details of accessibility and
planning.

¢ The functions and activities of the client.

¢ The structure of the client organisation.

e Key targets for quality, time and cost, including
milestones for decisions.

e Schedule, including phasing.

¢ The size and configuration of the facilities.

e Statements on size and capacity requirements and
functions to be accommodated including outline
specifications of general and specific areas.

¢ Environmental policy, including energy.

e Internal and external environmental requirements
including options for environmental delivery and
control.

» Technology to be incorporated or accommodated,
including equipment, services, IT.

e Quality requirements for design, materials,
construction and long term maintenance.

e Servicing and maintenance options and

specification implications.

A budget for all elements.

The procurement process.

The project execution plan.

e Method for assessing and managing risks and
validating design proposals.

The primary purpose of the project brief is to
structure information in a form that can be readily
understood by the design professionals and the
contractor. The project brief should overtly represent
the client value system.

The workshop is likely to last between 1 and 2
days and involves a facilitator, the client’s project
sponsor(s), who is likely to be a senior representative
of the client organisation, together with the design
team of record. The views of all stakeholders of the
project have been recorded in the strategic brief and
therefore the numbers attending this workshop tend
to be between 10 and 20.

Indicative pre-workshop tasks include:
Interviews with client and checklist
Document analysis

Site tour

Questionnaire

POE reports of similar buildings
Facilities walk through similar buildings

Workshop tasks include:

¢ Presentation and team building

e Review function logic diagram, stakeholder
analysis, time/cost/quality analysis and strategic
time hine

o REDReSS (re-organisation, expansion, disposal,

refurbishment & maintenance, safety & security)

SWOT analysis

Checklist or brainstorm issues, group & theme

Process flowcharting

Functional space  analysis resulting in

identification of for example, size, shape, quality,
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heat, light, acoustic attributes, IT requirements,
future demands.

e Spatial adjacency

e Brainstorming alternatives

e FEvaluation & development

o Presentations

e Plan for implementation (the project brief)

e Prepare action plan

e Sign off by participants

e Facilitator prepare and circulate brief and action
plan as a report

Brief Review Workshop — The Charette

This is an alternative to the preparation of the brief
through the value management process and involves
the review of an existing brief commonly prepared by
a client, project manager or architect. In the Charette
all of the stages of the Strategic Brief and Project
Brief workshops are combined into a single
workshop lasting between 1 and 3 days. This style of
workshop is common in Australia and the UK. One
UK value manager stated that the vast majority of all
workshops facilitated were of the Charette type. One
Canadian client stated that a Charette was the best
way of briefing the design team and ensuring that the
team fully understood the client requirements.

Concept Design Workshop — Outline Sketch
Design (OSD)

The concept design workshop is a value review of
the initial plans, elevations, sections, specification,
and cost plan of the proposed facility using the signed
off concept brief as a reference point. Its primary
aim is to review and improve the concept design.

The concept design should include:

e A statement of the design direction.

e The site layout and access, identifying ground
conditions and planning constraints.

o A detailed cost plan and schedule of activities.

e Dimensioned plans, elevations and sections.

e An outline specification for -environmental

systems.

The risks and a risk management strategy

The procurement plan.

The project execution plan with key milestones.

Performance measures.

The concept design workshop is likely to be of 2
to 3 days (16 to 36 hours) duration and involve
between
7 to 12 participants comprising the design team and
the client project sponsor/manager. Because the
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client value system is defined in the brief/program it
is no longer necessary to involve extensive client
representation.

Workshop tasks include:

e Presentation and team building

e Review function logic diagram, concept brief
particularly functional space requirements and
adjacency.

e Allocate costs from the cost plan to functions and

spaces

Highlight mismatches and risks

Brainstorming solutions

Evaluation & development of solutions

Presentations

Plan for implementation of preferred solutions

Prepare action plan

Sign off by participants

e Facilitator prepare list of solutions and action plan
as a report

Detailed Design Workshop — Final Sketch Design
(FSD)

Once the client project manager has ‘signed-off’
the concept design the project team should begin the
development of the detailed design and specification
of the performance requirements for elements of the
facility. The detailed design should freeze as much of
the design as possible, defining and detailing every
component of the construction work. It should
identify risks associated with the project and outline
proposed action if they arise, assess the quality
requirements and define how success will be
measured. The detail design should include:
¢ A statement of scheme design.

e Location of facility and infrastructure
requirements, planning approvals and other
detailed permissions agreed.

¢ Dimensions of spaces and elements provided with
some description of components.

e Performance specifications for environmental
systems and services.

e The cost plan.

s Proposals for the maintenance and management
of the completed facility.

e The project execution plan with key milestones
and targets.

¢ Performance measures.

The detailed design workshop is likely to be of 2
to 3 days duration and involve between 7 to 12
participants comprising the design team, the client
project sponsor/manager, and the client facilities
manager.






