SAVE International Value Engineering Training Workshop (Module 1)

Information Phase

Section 7
| mplementation and Follow-up

To assure that study results are being implemented and maximized and that Vaue Management is being
effectivdy gpplied, an Implementation Plan customized to the management syle of the organization is
necessary. The implementation of VM focuses ot (1) the recommendation of the potentid cost and
qudity improvements through the gpplication of the function-oriented methodology; (2) the establishment
of aprocedure to redize the timely implementation of these improvements; and (3) the development of a
capability to regpply the value methodology on a continuous basis. In other words, "to manage change
and manage costs on purpose’”.

While each indudtry is different, experience tdlls us that there are some basic guidelines an organization
should consder when implementing a vaue activity. The bottom line financia results, a pool of trained
personnd, a Vaue Manager, and the long-term commitment and involvement of management, are the
key dements of successfully implementing VM in any company. The following summarizes a "typica
modd" for implementing VM.

To develop and maintain a results oriented VM activity, the following have been found to be the key to
long-term success:

1 The development and implementation of a forma but cusomized follow-on activity is
mandatory to ensure that VM reaches its maximum potentidl.

2. The effective gpplication of VM requires the understanding, support, and involvement of
al functiond organizations within the company, and must be properly organized and
gructured to blend smoothly with the operating philosophy of management.

3. A dgnificant percentage of key personnd from dl line end gaff functions within the
organization must be trained in the techniques of VA. It is the base of trained people
around which VM is structured and devel oped.

TRAINING

One of the keysto initiating VM successfully is the training of key people in the techniques of VM. The
gpproach uses the multi-discipline team concept to study such areas as product designs, manufacturing
processes, and paperwork systems.

In addition to the benefits derived from the project sudy, a VM Workshop provides the team members
with formd; training in the vadue methodology. This dlows the members knowledge of the VM
methodology that can be regpplied on future sudies under the guidance of qudified VA/NVE
professonds. The workshop must, therefore, dedl with two mgor aspects: methodology and people.
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People enter project studies with preconceived opinions and expectations. When the program has been
announced as product/process improvement oriented, those persons who had a mgjor input to existing
products/processes may be highly defensive. Therefore, one of the keys to success is to create an
atmosphere of no fault-finding, diminating fear of embarrassment, and recognizing past efforts.

IMPLEMENTATION

Once a poal of vaue-oriented people is in place, they can be managed and guided by aVaue Manager
with the "active’ support and involvement of a top management team. The combination of a pool of
trained employees, a Vaue Manager, and a management team committed to VM decisonmaking, is
recognized by many in VM and isthe mode from which they have patterned their vaue activities.

Therefore, the essentia operational components in developing VM are the Vdue Management Council,
the Vaue Manager, and the Study Teams. The following describes the how management, the vaue
manager and the teams interact throughout the VM process and the responsibilities of each of these
individuas or groups.
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THE VALUE MANAGEMENT COUNCIL

The primary respongibility of this group isto provide the necessary guidance and direction to achieve the
overdl objectives of VM. The authority for decisons in planning, gpproving and implementing projects
rests with the Vaue Management Council. Typicdly this is the Presdent or Generd Manager and his
qeff.

Responsihilities:

1 To establish and/or approve an active project list.

2. To approve the scope of the projects.

3. To approve priorities of projects.

4. To goprove new study projects and teams.

5. To approve the time budgets for new study projects.

6. To review the reports and recommendations of the Study Teams and approve projects
for implementation.

7. To assgn the implementation responsibility for approved recommendations to the
appropriate department(s).

8. To review the overdl status of VM.

THE VALUE MANAGER

The Vdue Manager typicdly reports to one of the members of the Vaue Management Council
adminigratively, but aso reports monthly to the tota Vaue Management Council on matters reating to
VM. This person isresponsible for developing and maintaining VM in his company.

Duties

1 Prepare monthly progress reports on the status of VM and al projects.

2. Deveop, for approval, budget forecasts of manpower and operating expenses for Study
Team projects.

3 Recommend to the Vaue Management Council changes, additions, or deletions to the
Study Teams.
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Information Phase

Review product lines for tentative projects and serves as a clearing house for value
projects for al sources. Make recommendations to the Vaue Management Council for
New projects.

Act as an advisor to each Study Team to facilitate the gpplication of vaue techniques.

Give assgtance to the gppropriate departments during development of new systems,
system designs, and/or products, on approved study recommendations.

Aid in overcoming roadblocks. Follow projects until discontinued or implemented,
making appropriate reports to the Vaue Management Council.

Participate in professond societiesin VA/VE and others rdaing to the Vaue Manager's
own professiona background.

Attend seminars to keep current on new and improved vaue techniques. Arrange
atendance a VA/VE meetings, seminars, conferences, etc., for other management
personnel. Respongble for the continuing education of the "cost cregtors' within the

company.
Coordinate VM efforts with any other improvement program within the company.

Provide the appropriate communication concerning the efforts and accomplishments of
VM.

VALUE ANALYS SVALUE ENGINEERING STUDY TEAMS

Members of a typicd Vadue Management team may include personnel from Engineering, Purchasing,
Rdiahility, Production Engineering, Manufacturing, or Finance.

Study Team Personne

1

Members are selected to best suit the individua projects and to make the best possible
use of available personnd.

Normadly, a minimum of haf of the members of the Study Team should have had formd
VM traning.

Chairmanship of a Study Team may be rotated upon recommendation of the Vaue
Manager and with the gpprova of the Vaue Management Council.
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Study Team Responsibilities

1 Study Teams commissioned by the Vaue Management Council should meet to discuss
the specifics of their assgnment with the Vaue Manager. They should review the scope
of the project, the time budget dlocated, and have a clear understanding of their
objectives.

2. Study Teams should develop a plan to meet the objectives and time budget allocated.
The plan should include a specific time and place for weekly meetings and the
gppointment of a secretary to record progress, assgnments, and atendance. This plan
should be posted with the Vaue Manager.

3. The teams are expected to meet according to an approved schedule, maintain minutes of
mesetings, and complete their assgnments within gpproved time budgets.

4. Teamswill present final recommendations directly to the VVaue Management Council.
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