Value Engineering Master Plan

ABC Installation

FY 2001

ACB Installation VE Savings Goal

The Commanding General, Operations Support Command, assigned a Value Engineering savings goal to us of $X million for FY 2002.

Value Engineering Background
When we meet or exceed our annual VE Savings Goal, we increase the efficiency and effectivenss of the of the items, systems, and services produced by this installation in support of the soldier.

At the same time,  our employees can benefit (through administration of suggestion awards or merit awards) from contributing to increasing our efficiency and effectiveness.

Bottom line = everyone benefits  - from increasing efficiency and effectiveness through our Value Engineering Program.  

VE Program Actions – FY02

An effective VE program involves several interdependent areas of effort:
VE Training
In the last three years, xx installation employees (yy%) attended VE training.  These employees work in a variety of installation organizations.

Our goal for FY02 is to train zz% of employees in (cite organizations) in VE.

To accomplish this, we will schedule two “Principles of VE” (PVE) workshops/courses with HQ, OSC VE staff, who will provide us with this training at no cost to us.  We will schedule the first course for November, and the second course for March.  

The PVE workshop involves employees learning how to conduct a VE analysis.  Part of the workshops involves attendees working on an actual VE study.  Attendees select their study topics.  To ensure workshop attendees have suitable projects, we will conduct Target of Opportunity Panels (TOPs) prior to the workshop (see Studies, below, and Appendix B, for TOP procedures).

There is significant potential for VE studies and savings in our (area), and (area), and (area).  These are areas of historically high cost.  In addition, we occaisionally experience some cost overrun and delivery schedule problems in (these areas).  

Much of the work in these areas involve decisions we control, so studies in these areas can be approved/implemented without going to higher headquarters for extensive and potentially expensive testing.  

VE Studies
A successful VE study is the product of three steps:

· Identifying promising study topics.

· Identifying employees capable of conducting the study.

· Providing support to the study (training and study time).

We will identify high potential VE study topics using several approaches.  

· We will ask our managers, supervisors, and employees to contact the installation VEM and propose VE study topics (see Publicity, below).

· We will review employee suggestions for promising VE study topics.

· We will conduct Target of Opportunity Panels (see Appendix B) in our larger functional areas, our high cost areas, and in our areas where we otherwise believe we may identify promising VE study topics.  We will conduct these prior to scheduled VE training.

Installation managers and supervisors, in cooperation with the installation VEM, will identify VE study team members, including those who will attend scheduled VE Workshops.

Separately, in cooperation with HQ, OSC, VE staff with background in contractual Value Engineering, we will brief installation contractors, and installation procuremnt staff, on opportuities offered in the Value Engineering incentive clause (FAR 48.102).

Publicity
Publicity is an important component of an effective VE Program.

The purpose of VE publicity is to communicate information about the VE program to installation staff, and to motivate them to participate in VE activities.  Our installation publicity plan involves a variety of actions intended to communicate both general background information, and specific information.

General Background Information
In cooperation with HQ, OSC VE staff, we will develop a VE display we will rotate regularly, over the next year, between the following locations:

(cafeterias, lobbies, other public/high traffic areas).

In cooperation with HQ, OSC VE staff, we will develop and distribute to managers and employees, as we have the opportunity, pamphlets promoting the use of VE.

We will place VE Award plaques and publications in prominent locations where they can be viewed by installation staff and visitors.

We will provide installation VE publicity material to higher headquarters, for use in publications, as requested, in the effort to pubilcise our VE accomplishments to a broader audience.

Specific Information
We will write an article on VE twice a year we will publish in the installation newspaper.

We will report on our VE metrics (progress toward meeting our savings goal, status of studies and training, other pending/planned VE actions), at the monthly CO staff meeting.  

We will identify and take appropriate steps to ensure we make full use of  the opportunity to positively promote the VE program when we recognize and reward employees for VE accomplishments.  We will provide background information on VE studies to the CO when he presents awards to staff for VE activities.

ABC Installation “VE Week”
We will arrange a “VE Week”, where we will coordinate actions in training and publicity, and will include such actions as publication of an article about VE in the installation newspaper, a PVE Workshop, a briefing to installation managers/superivisors on VE, and a VE awards ceremony.

Professional Development
HQ, OSC VE staff can provide considerable assistance with our VE training and studies.  However, our installation program will benefit if we have local staff with the knowledge, skills, and abilities to effectively lead/assist VE studies.

The installation VEM will attend the annual meeting of the Society of American Value Engineers (SAVE, International), May 6-8, 2002, in Denver, Colorado, with the objective of learning new approaches and tools that will improve this installation’s VE program.  As described in the OSC VE Master Plan, this meeting is the single best source of professional, advanced, VE training readily available to VE practioners.

The installation VEM will work to developing and presenting a professional paper on a VE topic at the SAVE Conference, either this year or next.  The paper will highlight some of our VE success stories, where we have reduced cost and increased value through the application of VE methods.  The purpose of the paper is also to further the professional development of the VEM, and to present the installation in a favorable light with other AMC, Army, DoD, government, and industry attendees.

The installation VEM will participate in local SAVE Chapter activities, if available.  He will consider establishing a local chapter if one is not available.

The installation VEM will take other available steps to continue to develop his VE KSAs.

Metrics
The current method for reporting on the health of our VE program is based upon targets that are assigned by HQ, OSC.  The metric goals focus on achieveing our $1,000,000 VE savings goal.

In accord with OMB Circular A-131, when submitting VEP/VECP, all organizations will furnish the hard-copy savings reports and supporting documentation to Commander, U.S. Army Operations Support Command.  

We will report on our VE metrics (progress toward meeting our savings goal, status of studies and training, other pending/planned VE actions), at the monthly CO staff meeting.  

Appendix A

ABC Installation

FY02 Value Engineering

Summary Schedule of Significant Actions

	date
	Action

	1 Oct
	VE display in ABC Directorate for 30 days.

	5 Oct
	Forward installation VE Plan to HQ, OSC.  The plan will include dates requrested for VE training.

	1 Nov
	Conduct Target of Opporunity Panels (1-3 panels) in ABC Directorate, to identify high potential VE study topics in preparation for the November VE Workshop.

	5 Nov
	VE Display in DEF Directorate for 30 days

	17 Nov
	PVE workshop (OSC VE staff); target attendance = 12-25, with 3-6 studies; attended by individuals with pending suggestions that may be suitable for VE analysis; individuals assigned to work studies identified through the TOP process, or identified by management.

	1 Dec
	Write article for installation newspaper discussing results of the November VE Workshop, and encouraging installation managers and employees to support  VE activities.

	5 Dec
	VE Display in GHI Directorate for 40 days

	Mar 8
	1-3 TOPs in GHI Directorate

	Apr 8
	VE Week:

· VE article in newspaper;

· PVE Workshop (OSC VE staff) (see information for 17 Nov)

· VE/AIEP awards ceremony.

	May 6 - 9
	SAVE Conference (Society of American Value Engineers) (the conference will include a DoD VE Meeting, an AMC VE Meeting, and an OSC VE Meeting).

	Jun 1
	1-3 TOPs in JKL Directorate

	Jun 20
	Small VE Workshop (conducted by installation VE staff)

	Aug 6/7
	OSC VE Conference


Monthly – At monthly CO staff meeting, report on:   

· Status of VE pending studies;  

· Implementation of approved VE study results;

· Current savings against goal.

Appendix B
Target of Opportunity Panel Procedures

Basic Steps:

1. Schedule TOP.  Contact work area supervisor(s), and describe the purpose of the VE program, how the PVE workshop fits into the program, and the importance of TOPs in identifying VE study topics for study within and outside of the PVE workshop process.

2. Set-up meeting room – have chairs (and tables, if desired) set-up so panel members can see each other and interact.  Have butcher block pad set so all panel members can see it, and have wall space available to display butcher pages after they are filled.

3. Begin panel process by briefly describing purpose of VE, PVE workshop, VE studies, and how the employee (through AIEP awards), the installation, and the customer all benefit from VE.  

4. Describe the procedure of the TOP (describe the steps that follow).

5. Begin brainstorming.  Ask if anyone has any ideas that can reduce costs.  Ask panel members to identify high cost procedures/tools/items that could be studied to reduce cost.  If discussion is not forthcoming, ask where the problem areas are – everyone has problem areas that would benefit from review and improvement.  This last area usually will get discussion going if the first two areas don’t.

6. Brainstorming rule – little or NO discussion of ideas.   Record all ideas, and post the butcher paper page when full.  Be sure to number the ideas.  Go for quantity – you’ll have time to examine, combine, refine, after brainstorming.  Rules allow/encourage participants to build on an idea – someone can describe a refinement or slightly different version of an idea.

7. When brainstorming ideas begin to slow (about 45-60 minutes into the process), take a 5-10 minute break.  A good result is between 15-40 ideas.

8. Next, it may be useful to spend a few minutes and allow panelists to discuss, combine and refine some ideas, to clarify the intent/content of an idea beyond the few words on the page.  Sometimes you can combine this step with step 9.  If the panel decides they should combine ideas, record combined ideas by noting the number, and lining through the combined idea.  Often you’ll find several ideas combined into one, and recording by number helps track this process. 

9. Next, rate/rank ideas.  There are several ways to do this, the easiest taking a straight majority vote whether an idea has low, medium, or high potential.  (Define potential as ideas with high probability of success, and/or high potential dollar savings).   Shoot for AT LEAST 5 high potential ideas.

10. Discuss and scope (and record discussion) high potential ideas – who should be on study team?  From what areas?  How complex is the topic – how long will the study take to complete?  What are the potential pitfalls?  Do we need to coordinate with other organizations within the installation or outside the installation?  Is the data needed to do the study readily available?  Assign lead POC for each leading idea/study topic.  Note/recall panel members can submit VE study topics as suggestions, and be entered into the VE/AIEP system using those procedures.

It helps, if possible, to record the intent of the panel regarding certain ideas.

11. Present results of TOP to work area supervisor(s).  Ask if there are any VE study topics identified as high potential that should be deferred or not studied.  For those not so identified, note the potential study team members will be scheduled for the next PVE, or otherwise be asked to spend some time to work on the study.

Background notes:

In private industry, TOPs are generally used as a forum wherein customers and producers can exchange information that will increase the value of the item, system, or service at hand.  

Typically, customer representatives meet with producers, and the customers tell the producers what they like and dislike about a product.  The producer has the opportunity to discuss/explore low-cost, high-value (and point out the reverse to customers) improvement possibilities with the customer.  The customer has the opportunity to identify critical likes and dislikes that the producer should consider.

The process is structured, and has been effectively used by producers to clearly and authoritatively identify customer wants and needs, providing a firm basis for setting priorities for improving customer value.  If an installation has the opportunity to conduct a TOP with installation customers, we (OSC VE staff) can help by providing more process information on how to conduct a customer TOP, or we can directly participate in the process.  Let us know.

In OSC, we have adapted the TOP process to use it to identify VE study topics.  The VE facilitator gathers a group (4-15) of employees from a work area for a 2-4 hour meeting that follows the steps outlined above.

Appendix C

VE - AIEP Coordination Process

Many OSC installations have found they can leverage the results of both their Suggestion Program and VE programs by using the respective features and advantages of each program to increase the savings resulting from the other program.

Below are the steps we will take to mutually leverage the respective advantages of this installation’s AIEP and VE efforts.   

Step 1.  Suggestion coordinator reviews suggestion for potential as a VE study.  Recommended criteria for deciding if a suggestion could serve as the subject of a VE study is as follows:

· The approval process will involve data gathering, research, and analysis beyond one person or organization.

· The suggestion may result in savings in significant dollar amounts (over $50K one-year savings).

· The analysis required to approve the suggestion may be complex.

· The suggestion proposes a solution that is vague or possibly impractical as written, but with more work and analysis, the topic has significant promise. 

Step 2.  If the suggestion meets one or more of the above criteria, the suggestion coordinator may, in accord with his/her judgement, recommend to the suggestor(s) that he/she process the suggestion as a VE study in accord with the process outlined below.  The decision to pursue the suggestion as a VE study is at the option of the suggestor(s), subject to concurrence of the suggestor(s) supervisor.

Step 3.  If the suggestor wishes to pursue the topic as a VE study, the suggestor and suggestor’s supervisor signs and forwards the VE Study memorandum (see sample below) to the installation VE manager.  

Supervisor’s signature acknowledges the intent, but not the absolute commitment, to provide time for the employee to work on the VE study.  It is the responsibility of the employee to coordinate with the supervisor a flexible study schedule.

The suggestion program coordinator should advise the suggestor to include as many people as necessary to successfully complete the study.  This does not require inclusion of everyone who may provide information.  The suggestion program coordinator should also advise the suggestor to include anyone whose participation is required or would likely prove beneficial, and is willing to participate.

Step 4.  After completion of the VE study (generally in the context of a VE course), the VE manager will complete the economic analysis to validate the savings, and complete the process of forwarding the VE study to HQ, OSC.  Upon receipt and final approval of the study, the suggestor(s) may submit a suggestion form (DA Form 1045) that describes the problem, solution, and projected savings/benefits.

If the savings are large (over $200K/3 year savings), validate the dollar savings with/through the installation internal review staff.  For amounts less than $200K/3 years, review by a designated budget point of contact should suffice.

Step 5.  After validation, forward a copy of the Suggestion Award Certificate to the awards coordinator, and the base operations budget point of contact.  The original certificate should be forwarded to the suggestor(s) supervisor for presentation, as appropriate.

Supplimentary References

AIEP/VE Award Sharing:  The regulation governing the suggestion program is AR 5-17.  This regulation provides guidance on sharing group awards (AR 5-17.7-8): 

“All else being equal, each member of a group should receive the same share of the total award.  However, if contributions differ significantly, the management official most knowledgeable of the relative contributions of each suggester will consult the commander, who will decide the proportions in which the award will be distributed”.

This issue needs to be addressed early and clearly by the suggestion coordinator and the suggestor.  The suggestor(s) have legal rights to awards resulting from approval of suggestions, and individuals involved need to work diligently to ensure that a program intended to motivate employees to improve productivity does not become a source of conflict and division.

VE and AIEP:  The AIEP governing regulation states (AR 5-17, section 3-9. Eligibilty of other programs) VE actions:

 “…can be accepted as the basis for cash awards under the AIEP.  Such evaluations must meet AIEP standards for quality and content, and processing and calculation of benefits must be consistent with AIEP procedures”.  

VE and AIEP Reporting:  In accord with direction from HQ, OSC VE staff, per the DoD IG Issue Resolution Agreement, we can report savings generated jointly by the AIEP and VE Program as both AIEP and VE savings, as long as the dual reporting is noted in our savings report.

(Below is a sample memorandum to record the intent to conduct a VE study on a given topic).

OFFICE SYMBOL (file #)

MEMORANDUM FOR (installation VE manager)

SUBJECT: Identification of Planned Value Engineering Study

1.  A value engineering study is planned for: 

(Include a short description of the study topic.)

(Attaching a more complete description of the proposed topic is generally warranted.  The additional information should describe the current situation, and possible changes/solutions that may be considered, and any other useful descriptive material.  The final recommendation/solution developed through the study effort need not be the same as the initial proposed change(s)).

2.  The study will include function analysis and be documented as a VE effort for reporting purposes within the VE program.

3.  The point of contact for this effort is:

____________________          __________________    _________

Typed name and title                 Signature of                    Date

of originator                                originator

DSN:__________

        Originator phone

                               ____________________

                               Supervisor signature

Notes/comments:

(Note and comments included here may detail more information about the study, other members of the study team, and/or any other relevant information.)
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