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ABSTRACT

This paper describes a Value Management (VM)
task force approach to developing new and altered
strategic direction particularly for improved
business decision-making and control. Through
adaptation of the time-honored Value Engineering
(VE) job plan, the approach offers a different
perspective on the use of traditional VE. A
modified and simpler approach to the FAST
method is described through the introduction of
the concept of strategic and tactical Focus
Diagrams as an easier way to gain acceptance of
the FAST concept for non-manufacturing
situations.

This approach is a natural precursor to proper
program and project development for complex or
sensitive issue areas and as a foundation for
encouraging continuous improvement during the
subsequent implementation of proposals. It
provides a vehicle for transforming the way
organizations and individuals  conduct
program/project planning and development.

INTRODUCTION

To some extent, the idea for this paper, and the
approaches described, stemmed from a need to
respond to misconceptions by some entrenched
individuals (often in positions of organizational
authority). Some of these same people are denying
the benefits of the Value methodology to
themselves, their staff, their projects and
particularly to their employers. VE is sometimes
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seen as a “one week wonder” and FAST as a
“back-to-front, wrong-way round chart that is an
exercise in futility and does not match the realities
of our (bureaucratic) existence”. Concern is
sometimes expressed that the VE method is in
itself too rigid and not “in harmony” with the
people who could benefit most from its
application.

So does the Value practitioner assume that all will
be well by the time such obstructive individuals
retire or move on from an organization?
Tempting though this might be, the responsible
attitude must be to adapt to the circumstances and
try a different angle of approach. After all, not
only are there old and retiring obstructionists, but
there are also young obstructionists in the making.
I must add that the obstructionists whom I have
met are, typically, well educated and very amiable
persons, but may harbor insecurities or grudges
regarding apparent “quick fixes”. Incongruously,
such people seem often to have moved their
programs and projects into troubled waters
through having taken a succession of rash
judgements and decisions. A one week VE
workshop might only make matters worse in the
minds of these people, even though such an event
may have actually solved the roadblock for their
boss, staff, consultants and the deadlocked
project!

As a Value practitioner, and before trying to
answer the “how?” to address the problem, I
examined “why?” (is this a problem) as far back
along the FAST critical path as Icould. Many
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possibilities  (including my own possible
inadequacies) came to mind. However, I do
believe that the root cause of skepticism over the
VE methodology is over the appearance that it is a
quick fix that might cause embarassment to those
persons previously associated with the project. 1
should state that within my own consultancy, I do
conduct a number of apparent quick fix (2to35
day duration) Value workshops for various
situations. In reality, these are not quick fixes but
facilitation of attitude changes, together with team
building.

There is no doubt that VE quick fixes are
powerful and beneficial. However, they could be
so much more effective if part of a planned
overall Value Management approach, starting
with the development of strategic direction. The
purpose of this paper is to describe a methodology
for developing or modifying strategy and
formulating a workable plan of action. The basis
of the methodology is to use a select number of
team members to address the basic issues through
understanding the values and aims of the various
parties involved. This is through a series of mini
workshops timed to accommodate the constraints
of individuals and their organisations.

NEED FOR HOLISTIC APPROACH

Three needs emerged from my asking the “why?”
questions:
¢ remove the possibility of the project
manager feeling threatened,
¢ allow “soak time” for individuals to
gradually adjust their attitudes,
¢ ensure that sufficient time is aliowed for
all steps and that the scheduling of these
steps is convenient to the critical team
members, such that they will contribute
willingly and fully.

A major challenge for Value practitioners is to
ensure that sufficient time and attention is
allocated to the project, - without seeming to drag
out the assignment. Part of the challenge isto
enable interested clients to convince their
colleagues that (unless there is a particularly
pressing problem) it will be worth spending time
away from the office on VE.

At the time of writing, ! was working in Saudi
Arabia. It was interesting to observe how the
Saudi government VE departments recognize and
actively plan for:

+ the development phase of the workshop to
take place in the week following the main
workshop, still under the direct supervision
of the .

¢ a formal presentation to senior management
to take place at some time a little later, when
the “loose ends” have been tied.

By contrast, many western clients for which ! have
worked expect that the value study should be
something of a “show biz” event, staged over a very
short period and packed to the maximum with all
sorts of observers. In practice, follow-up events are
required at later, seemingly disconnected stages. In
such cases, participantsmay not grasp the breadth of
application of the Value process.

For short-term commercial reasons, there are
encounters such as “all we want from you is a quick
bit of facilitation and we will write the report”. In
addition, attitudes against VE are most likely
influenced by the changing economy: when there is a
recession there is apparently “no money” and when
there is a boom there is allegedly “no time” for VE.
On the other hand, I have clients who may be termed
successful, but hard-nosed, contractors who appoint
me to facilitate at the post-contract award stage.
These companies fully understand the need for a
thorough value workshop, with no corners cut, and
for a well written report for making the case to their
clients for changes to be made, even at this late stage.

It may also be relevant sometimes the purchasing arm
of a large organization requests submission of a bid
for a VE study. All sorts of conditions are stipulated
yet it is often clear that such organizations don’t
understand what they are requesting. However they
have been through some motions of obtaining
apparent value for their organization. Have they
really obtained best value in deriving the most cost
competitive price for a workshop that will represent
only a brief snapshot in the life of the project?

Old habits and prejudices dic hard. Traditionally, this
slows considerably the process of developing
consensus among stakeholders on complex and
emotional topics. Underlying differences over values
can sabotage the best of intentions and apparently
well-laid plans. Thus, changing strategic direction
for a large organization can incur a great deal of time,
money and perhaps resentment. Effort spent in
developing  unambiguous, acceptable strategic
direction is undeniably a good investment to ensure
proper direction of subsequent effort.
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Steering corporate strategic direction is somewhat
similar to piloting a large ship: it takes a long time for
the results to show, and changes of mind may be too
late to avoid collision. The Value Management (VM)
Task Force methodology is particularly applicable for
developing consensus among a multiplicity of
stakeholder groups, - e.g. on basic issues of needs
versus wants and affordability in more than monetary
terms. This includes strategies for:
¢ outsourcing of professional services & key
resources for a key resources (e.g. power) for
a large organization
¢ pollution abatement (e.g. for air, land, water)
e transportation planning & socially/
environmentally sensitive areas
e centralization, (or alternative) for judiciary
services
energy management and building retrofits
planning for sustainability
master plans for major facilities
feasibility of introducing new technologies
corporate restructuring/re-engineering
major project trouble-shooting
refocus of ongoing program(s).

* & o o

VM TASK FORCE APPROACH

It is becoming universally accepted that tomorrow’s
high performing organisations will be those that
utilise the problem-solving and decision-making
capabilities of their entire teams. There are however
two key challenges:

e resistance to change, - overcoming deeply
embedded systems, roles and processes that
work against the transfomation process

e addressing the interpersonal, conflict and
group dynamics complexities that are
inherent in forming effective teams.

Conventional VM studies work extremely well at the
outline and design stages of a project, product or
service.  For best results, absolute clarity of program
definition and output requirements is a pre-requisite,
together with a system for continuing the Value
approach.

At the stage of determining (new or change of)
strategic direction for an organization, or for defining
scope and budget for a program of projects, the VM
task force study approach is particularly appropriate.
This approach addresses issues by getting a team of
busy people together for short but intense periods.

The basis of this approach is a step-by-step sequence
of “mini” value management study workshops carried

out over a number of weeks or months. The
workshop duration varies with the program/project
size, complexity and stage. Workshops can take as
little as half a day, but the whole study could be
spread out over a few months. The timeframe allows
for any doubting participants to feel comfortable with
the process and other team members, and for a
normal gestation period (to encourage organizational
ownership of the proposed changes). It also allows
for task force members to continue relatively
uninterrupted with their other duties and to check the
developing strategic direction with their mainstream
colleagues.

This period is substantially shorter than traditional
methods, but can be longer than expected of a typical
VE study. Most participants are surprised at the
actual speed of attaining the outputs and obtaining
consensus. In this regard, it may be necessary to
actually slow the process in order to ensure
consultation and “soak time” within each of the
participating organisations. However, it is wise to
guard against loss of momentum (e.g. at holiday
periods), as there is a strange, but seemingly natural,
propensity for some (threatened?) individuals to try
to derail the process.

VM TASK FORCE METHODOLOGY

The Task Force assignment is conducted as a cross-
functional study comprising a specific sequence of
integrated steps. The core of each step is one or more
VM workshops with members drawn from a wide
cross-section of project stakeholders of varying
administrative seniority, as appropriate to the stage of
the study.

The VM Task Force process is used to develop

strategic  direction  through identifying and
challenging options for the following:
e  program needs, intent and key

issues/concerns

e key result areas, strategies, initiatives and
indicators for success

e broad indications of likely costs and other
impacts on stakeholders

e action plan (enabling activities and key
milestones).

Some particularly pertinent questions are:
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e To what extent is this a problem (or an
opportunity)?

e What is driving this exercise?

o What would be the results if we were to not
address these issues?
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Who should participate in the study?
What are the key milestones and
deliverables of the process?

e Over what timescale should the exercise be
conducted?

The essence of the workshops is to assemble key
stakeholders together, and to evolve and test various
options for strategic direction and to develop a
workable commitment package. This is not “just a
series of meetings”. Collectively, the workshops
form a structured, iterative process of information
gathering/sharing and analysis, creativity, evaluation,
prioritization, re-evaluation and presentations to take
into account newly emerging information, changing
attitudes and stakeholder views. Each workshop is an
exercise in consensus development and requires a
pre-determined focus and output(s). Each takes the
form of a mini VE workshop.

When setting up the VM Task Force, it is preferable
to initiate a small steering group to set the scope and
focus of the study. This group is sufficiently close to
the issues and yet at a useful distance from the hour
by hour deliberations of the Task Force to provide an
effective sounding board as the Task Force work
proceeds. In a similar vein, an additional consultative
group, comprising employee, union or representatives
of other affected parties/special interest groups is a
very useful mechanism in gaining consensus through

open and regular communication. Such groups (or
committees) allow the formation of a smaller (core)
working Task Force while providing a flexible and
informal approach to consultation for work in
progress.

In essence, the Value Management Task Force
approach is a blend of the traditional VA/VE (Value
Analysis / Value Engineering) methodology and the
standard participatory strategic planning practice.

The VM Task Force process is used to develop
strategic  direction  through identifying and
challenging options for the following:
s program needs, intent and key
issues/concerns
¢ key result areas, strategies, initiatives and
indicators for success
e broad indications of likely costs and other
impacts on stakeholders
e action plan (enabling activities and key
milestones).

Figure A shows a comparison between the
conventional VA/VE workshop and the VM task
force phases.

Taken as a complete process, specific stages are as
follows (See Figure B):
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Figure A. COMPARISON of STANDARD VA/VE PROCESS and VM TASK FORCE PROCESS
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Stage A, Identification of Issues & Potential
Options

¢ Phase 00, Initiation: Agreement of approach,
scope, workplan, resources.

¢ Phase 0, Preparation: Team & committee(s)
member selection / orientation, specific objectives &
constraints.

¢ Phase 1, Information & Analysis: Identification
of key issues and data gaps, current performance,
uncertainties.

¢ Phase 2, Creativity: Vision(s), principles, key
result areas, strategies, concepts & initial indicators
Jfor success.

¢ Phase 3, Judgement: Assessment criteria,
benefit-cost, (potential for) technical feasibility,
initial prioritization.

Stage B, Development of Strategies & Initiatives
¢ Phase 4, Development Phase: Specific
initiatives, indicators, service levels & targets;
Jfunding requirements.
Typically this is the longest phase and encounters
resistance from new participants. Yet, when
complete, it is a particularly fruitful phase for the
team members.

Stage C, Recommendations & Acceptance

¢ Phase 5, Recommendations: Program areas,
refinement of vision, principles & outcomes, revised
priorities, outline implementation plan.

¢ Phase 6, Acceptance: This will be hastened (and
virtually assured) if appropriate consultation with
all stakeholder groups has been conducted.

¢ Phase 7, New Funding: allowance should be
made in the schedule for implementation funding to
be confirmed/approved.

Stage D, Tmplementation & Monitoring

¢ Phase 8, Monitoring of performance of the
implementation stage against the agreed indicators
Jfor  success is commonly overlooked, unless a
discipline is imposed.

Phases 1-5 could perhaps be conducted in a high
energy, single but lengthy workshop or, more
typically, over a protracted period of time through a
series of mini workshops. The latter accommodates
time constraints of both individuals and their
organisations and also allows for a period of
adjustment of attitudes in order to gain acceptance.

Taken as a whole, the series of mini workshops
represent the complete VM study process.
Individually, each mini workshop focuses on a
particular VM phase while incorporating the
philosophy of the five-phase workshop job plan. The
Information Phase effectively continues throughout
the whole study process, as new insights and changes
of attitude or conditions emerge. It is likely that the
sequential stages of orientation, conflict, solidarity
and productivity will be clearly evident among team
members during the overall task force process.

Even more so than in conventional VE studies, it is
essential that the workshop participants are capable
of lateral thinking and “ball parking” implications
such as cost and schedule, prior to eventually
prioritizing and developing improved concepts and
estimates.
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Figure B. SEQUENCE DIAGRAM FOR VM TASK FORCE APPROACH
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Stage A, ldentification of Issues & Potential
Options

& Phase 00, Initiation: Agreement of approach,
scope, workplan, resources.

¢ Phase 0, Preparation: Team & committee(s)
member selection / orientation, specific objectives &
constraints.

¢ Phase 1, Information & Analysis: Identification
of key issues and data gaps, current performance,
uncertainties.

¢ Phase 2, Creativity: Vision(s), principles, key
result areas, strategies, concepts & initial indicators
for success.

¢ Phase 3, Judgement: Assessment criteria,
benefit-cost, (potential for) technical feasibility,
initial prioritization.

Stage B, Development of Strategies & Initiatives
¢ Phase 4, Development Phase: Specific
initiatives, indicators, service levels & targets;
funding requirements.
Typically this is the longest phase and encounters
resistance from new participants. Yet, when
complete, it is a particularly fruitful phase for the
team members.

Stage C, Recommendations & Acceptance

¢ Phase 5, Recommendations: Program areas,
refinement of vision, principles & outcomes, revised
priorities, outline implementation plan.

¢ Phase 6, Acceptance: This will be hastened (and
virtually assured) if appropriate consultation with
all stakeholder groups has been conducted.

¢ Phase 7, New Funding: allowance should be
made in the schedule for implementation funding to
be confirmed/approved.

Stage D, Implementation & Monitoring

¢ Phase 8, Monitoring of performance of the
implementation stage against the agreed indicators
for success is commonly overlooked, unless a
discipline is imposed.

Phases 1-5 could perhaps be conducted in ahigh
energy, single but lengthy workshop or, more
typically, over a protracted period of time through a
series of mini workshops. The latter accommodates
time constraints of both individuals and their
organisations and also allows for a period of
adjustment of attitudes in order to gain acceptance.

Taken as a whole, the series of mini workshops
represent the complete VM study process.
Individually, each mini workshop focuses on a
particular VM phase while incorporating the
philosophy of the five-phase workshop job plan. The
Information Phase effectively continues throughout
the whole study process, as new insights and changes
of attitude or conditions emerge. It is likely that the
sequential stages of orientation, conflict, solidarity
and productivity will be clearly evident among team
members during the overall task force process.

Even more so than in conventional VE studies, it is
essential that the workshop participants are capable
of lateral thinking and “ball parking” implications
such as cost and schedule, prior to eventually
prioritizing and developing improved concepts and
estimates.
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CONSIDERATIONS FOR DEVELOPING
STRATEGIES

FAST Diagram
Some VE purists argue that there are no functions to
show on a FAST diagram at this stage.
Notwithstanding this, development of an “function-
logic” diagram by the study team, using the FAST
diagramming methodology has the following
benefits:

e raises the level of understanding of the
various issues
identifies data and logic gaps
forces deeper thinking and objectivity
forces issues for resolution and consensus
development
keeps issues in focus through aframework
covering the overall scope
provides a  vehicle for
communication and participation.

stakeholder

It should be borne in mind that the process of jointly
developing, discussing and using the FAST diagram
is more important than the final diagram itself. The
initial version(s) of the FAST diagram provide a
setting for group modification of the emphasis placed
on issues, values and priorities, depending on the true
drivers of the particular situation.

Focus Diagrams

As most Value practitioners know only too well,
function analysis is the heart of ensuring a good base
from which to run an effective study. Unfortunately,

some newcomers to VM work resist the process and
disrupt proceedings, saying that the FAST approach
“gets in the way” of achieving their objectives
quickly. (Such comment might explain why the need
for such an approach is in fact so important).

The basic principles of a Focus Diagram are shown in
Figure C. The concept of the Focus diagrams is
similar to that of the FAST and Function-Logic
diagrams. However there is a significant degree of
improvement in that construction is easier and
acceptance of its use is also quicker to obtain.

A common frustration for newcomers to FAST is
understanding that there is no “one size fits all”
solution to FAST and that FAST diagrams (be they of
the Classic, Technical or Customer type) will vary
with the level of abstraction. Focus Diagrams allow
all levels of organizations (e.g. executive, technical
design, operations & maintenance) to express their
viewpoints and appreciate those of others. There is
talk of proactive VE and reactive VE. There are
references to hard VE and soft VE. 1 would prefer to
talk in terms of strategic and tactical VM.

The Focus diagrams follow the basic FAST premise,
but have more specific locations in which to group
different issues and functions. It is clear to all
participants, right from the start, what the process is
seeking to achieve. The rigour of VM and
FAST/Focus diagram methodology ensures that due
attention is given to developing a sound foundation
for making speedy progress while developing
consensus. Yet, there are many examples of where
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Figure C. FUNCTION - LOGIC MAPPING
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