An approach to value delivery that
integrates stakeholder judgement
into the design process

“The industry knows little of how it
adds value to customers and society;
this approach provides a new way of
delivering what people most need"”
Richard Saxon, BDP




the need

""Value delivery is the key
goal of all projects”

This construction industry mantra

is familiar but do all stakeholders

in today's complex project
relationships share a common vision
and understanding of “value"? This
is a difficult but often unanswered
guestion, despite the many value
related capabilities offered today.

We must become better able to
reflect the priorities and values
of our customers if value is to

be meaningfully delivered. We
need ways to help stakeholders
understand and express value in
their own terms, then share and
align these expectations for value
delivery by making assessments
during design, construction and
use. In this way we ensure customer
value is improved.

imagine a problem

the solution

VALID (Value in Design)
is a new approach to
value delivery that
integrates stakeholder
value judgements into
the project process.

It was developed by a team of
collaborators in response to the
construction industry’s growing
need to demonstrate value.

The approach comprises a suite

of simple, practical methods that
can be customised to engage
stakeholders throughout the
delivery process. It takes people’s
judgements and uses them to
understand stakeholder value and to
demonstrate project performance.

Consider a scale of 1to 10 on which the value of a building
or project is expressed. The architect thinks that the
building offers a value of 8, while the facilities manager
and client think the building’'s value is 5 and 6, respectively.
A person walking by on the street, meanwhile, thinks

that the building has 4 units of value, yet his friend
alongside him considers the building's value to be 5.

Why are these opinions so different when the building
is the same? Which one (if any) is right? How can the
differences be explained, reconciled and used to inform
project provision? How can project management
accommodate these different points of view?

VALID can help you answer these questions.

the benefits

The use of VALID can bring a
number of benefits, including:

® stakeholder values and
expectations can be integrated
into the project’s business case

® a clear definition of value to each
project stakeholder can be agreed

® design decisions are made from the
perspective of stakeholder value

® understanding of stakeholder
value is maintained through
design, construction and use

® value delivery performance is
clearly documented in project
and stakeholder dashboards

® atransparent approach
builds confidence and trust
in stakeholders' views and
focuses providers on key
areas requiring attention

® value in use is predicted
during delivery

VALID has proven effective in
construction projects and building
management in the pharmaceutical,
education and project management
sectors. Case studies are available at
www.valueindesign.com



the VALID framework

The framework provides a logical structure to help project teams understand
the issues that must be discussed among stakeholders if value, and the drivers
for its delivery, are to be fully understood. It links stakeholders' values with their
definitions of value and ongoing assessment of project performance.

The framework has three elements which guide stakeholders through the
discussion of their values to assessing project performance in delivering value.

Understand
Values

® Stakeholder
® Project

Business Strategy

1 Understand values

Values describe stakeholders’
beliefs, attitudes and the principles
that drive their actions. VALID
includes a method to help
stakeholders understand, express
and share their values. A project
team can establish common purpose
through a shared set of project
values formed from the values of
each stakeholder and influenced by
the project’s nature and objectives.

Each stakeholder’s business
strategy should be informed by
their organisational values.

Define
Value

® Criteria
® Targets

Project Objectives

2 Define value

A representative of each
stakeholder group expresses a set
of value criteria and targets in a
dashboard. They are responsible
for what their group gets (beneficial
and sacrificed outcomes) and

the resources they give up.

These targets, together with
traditional project objectives,
inform the team’s development of
the concept design solution that
defines the value proposition.

Benefits - Sacrifices

related to

Value =
Resources

VALID helps stakeholders express
the “get” and the “give” of their
value as the benefits they seek
from the project, the sacrifices
they are willing to make to get
those benefits, and the resources
they consume in doing so.

Assess
Value Proposition

® Benefits
® Sacrifices
® Resources

Product Qualities

3 Assess value
proposition

Stakeholders judge the value
proposition offered by the emerging
solution at key points in the process.
They assess their own benefit,
sacrifice and resource criteria

and the results are summarised

in their dashboards. These

enable an informed discussion of
performance so that the providers
can take appropriate actions.

Judgements are based upon
product qualities - the physical
and functional characteristics of
the built product and the business
it facilitates. Value delivery is
focused on the knock-on effects of
decisions on long term operating
costs and business performance.



understanding value  the VALID principles

Value is the trade-off between what This new approach to understanding and delivering value is

each stakeholder gets and what based on six principles:

they have to give up. It is essential

that we understand value from ® value delivery is the ® value is judged by each

each stakeholder's perspective. goal of all projects stakeholder from their own

perspective and aggregated

What you get ® value is subjective and based upon to provide a project view

Value = for stakeholders' underlying values

What you give ® effective project value

® successful projects deliver delivery requires an ongoing
. value for all stakeholders dialogue between all
This view of value helps .
. stakeholders to negotiate
stakeholders appreciate that, . . . .
. o ® project teams have provider and appropriate compromises and
while the bottom line is about . .
customer stakeholders, each with balance stakeholder views

improving efficiency (our traditional
focus), the top line is concerned
with increasing effectiveness

(a tougher problem all together).

their own understanding of value
and expectation for its delivery

the process

VALID offers a series of activities that align with relevant stages of a project.
An appropriate set is selected for a particular project and linked to its delivery
process. The nature of VALID activities changes as the project progresses to
reflect its shifting focus.

CABE Prepare Design Construct
A B © D E F G H | K
RIBA Appraisal Strategic Outline Proposals Detailed Final Production Construction to

Briefing Proposals Proposals | Information Practical Completion
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instruments and tools

There are a number of tools to help
implement the VALID approach and
Framework. These include a technique to
reveal values of individuals and groups as
well as dashboards to capture stakeholder
value criteria, targets and judgements.

value survey

A structured method of revealing values
can help an organisation understand itself
and drive their business strategy. It also
helps individuals understand how their
values frame their judgements of value.

Projects often bring together stakeholders
who know little of each other’s values.

A universal values model can help
organisations understand each other
and find common project values. These
can also be used in selecting partners.
When stakeholders recognise project
values consistent with their own they
will identify with the project, feel a
sense of belonging to it, and will acquire
a stake in achieving its objectives.

the dashboard

Dashboards provide quick and simple
"“at-a-glance" summaries of value
delivery for the team. They present
information that steers the project
to a successful conclusion and, in
particular, give designers insight into
what stakeholders seek and how well
they are fulfilling those expectations.

The size of a dashboard is controlled

to balance the additional insight offered
by a greater number of benefits,
sacrifices and resources with the
increase in time and effort required to
judge their delivery during the project.

VALID helps stakeholders to set targets
for value delivery and judge project
performance in fulfilling them by
structuring metrics for each stakeholder’s
benefits, sacrifices and resources in
stakeholder and project dashboards.
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VALID - Stakeholder Dashboard

Whitbury Nursery: Dashboard for Chris Benson (Modern Nurseries Limited) Customer

Project Status:

You: 1.01
The Project: 1.00
Customers: 1.08
Providers: 0.85

Your Benefits: See below for your Sacrifices and Resources

The building layout is
Your current experience 1 2 3 4 5 6 7 8 9 10 intuitive and does not
P require explanation
» or signage
Target = | B |

Comfort Zone = | | Acceptable

Judgement = || |

Easy and simple to use
How simple must the building be to use?

Building is accessible to authorised people
To what extent does the design solution
exclude people from the building who would
otherwise be expected to able to access it?

The building is fully
Your currentexperience 1 2 3 4 5 6 7 8 9 10 accessible to all

» authorised users

Target - | ||
Comfort Zone =

sudgement = | |

Acceptable

Internal environment fulfils occupier's
space requirements

To what extent is the size, shape and layout of
internal spaces impractical and unworkable?

Building meets the
space requirements in
Your current experience 1 2 3 4 5 6 7 8 9 10 the brief without any

» compromises in layout

Target = | || |
Comfort Zone = | | Acceptable
Judgement = || 1
Creates a safe place The builgling and its
. surrounding spaces are
To what extent does the deSIQH prevent Your currentexperience 1 2 3 4 5 6 7 8 9 10 designed to minimise
crime and antisocial behaviour? » opportunities for crime
Target = i || i
Comfort Zone = Acceptable
Judgement = [ || |

/\/\/\/\/



putting VALID into practice

Support is available to help you learn more about VALID
and how to apply it in your organisation and projects.

visit the VALID website

Detailed information, insights from its application
and a selection of tools (with instructions and
proformas) are available at www.valueindesign.com

get support

The project partners can advise you on where to get

support in the use of VALID:

Adept Management

John Steele

024 7623 6929
john.steele®@adeptmanagement.com

AMEC

Ed Burton

01789 204288
ed.burton@amec.com

Arup

Paul Craddock

020 7755 3227
paul.craddock@arup.com

BAA Plc

Jonathan Deegan
07733122 802
jonathan_deegan@baa.com

Broadgate Estates Limited
James Campbell

020 7505 4000
jcampbell@broadgateestates.co.uk

CABE
Kate Trant
ktrant@cabe.org.uk

CIBSE

Hywel Davies
01234 351269
hdavies@cibse.org

Collaborative Working Centre -
Constructing Excellence

in the Built Environment

Don Ward

0870 922 0034
don.ward@beonline.co.uk

Davis Langdon LLP

Maria Kliniotou

020 70617000
maria.kliniotou@davislangdon.com

Loughborough University
Simon Austin

01509 222608
s.a.austin®@lboro.ac.uk

RIBA

Keith Snook

020 7580 5533
keith.snook®@inst.riba.org

RICS

Martin Russell-Croucher
0207334 3734
Martin.RC@rics.org

Sheppard Robson
Andrew Bowles
020 7504 1700

andrew.bowles@sheppardrobson.com

VALID was developed in response to the growing need of the construction
industry to demonstrate value. The research was undertaken in the Innovative
Manufacturing and Construction Research Centre at Loughborough University
by Simon Austin, Derek Thomson, Grant Mills and Hannah Devine-Wright. The
work was funded by the EPSRC and DTI with support from the project partners.

Value in Design




