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• Value Methodology helped organisations for the last 72 years. 
• Many governments and corporates have mandated it. 
• VM can stimulate the thought process of the team to achieve bigger results

• Its strengths, namely systematic methodology, function analysis, multi-disciplinary 
team approach and the possibility to apply different tools within the methodology, 

• But VE studies are often sought after as a method for problem solving or 
even cost cutting. 

• This paper suggests areas to be focused during job plan especially in the 
information phase.

Introduction
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Innovations from Customer Interactions
• The world is focusing on the customer now with evermore importance.
• “Most of the innovations result from a conscious purposeful search for 

opportunities to solve problems or please customers.” – Peter Drucker
• Moving forward from customer requirement and satisfaction, organisations are 

now talking about customer delight and excitement. 
• They collect such data 

• By observing the user and generating data about the moments of truth. 
• By conversing with stakeholders.  

• But organisations continue to experience the project issues associated with poor 
performance of requirements-related activities. 

• A methodology which can address both business and the technical issues is 
highly required for the industries. 

• Value Methodology (VM) is a proven methodology for such projects. 
• Design thinking is also a methodology which is adopted for such problems. 
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FAST Diagram for customer focused business 
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What is Design Thinking?

• “A desk is a dangerous place from which to view the world” – John le 
Carre

• Leaders now look to innovation as a principal source of 
differentiation and competitive advantage; they would do well to 
incorporate design thinking into all phases of the process. (Tim 
Brown, 2008).

• The DT is regarded as a system of three overlapping spaces, in which 
viability refers to the business perspective of DT, desirability reflects 
the user’s perspective, and feasibility encompasses the technology 
perspective. Innovation increases when all three perspectives are 
addressed.
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DT – A system of three overlapping spaces 
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The Four Questions of DT

• Design thinking is a tailor-made approach to solve wicked problems. Like 
VE, it is a questioning method. The following are the four questions 
which are adopted during the 4 phases of DT:

• “What is?” focuses on discovering the latent needs - deep unmet needs of 
people stakeholder group you want to innovate.

• “What if?” generates numerous ideas using the approach, “what if 
everything is possible”. These ideas turn into new concepts and its business 
case.

• “What Wows?” introduces the experimental dimension to more viable, but 
small bets. Such iterations are quick and inexpensive means of learning that 
resonate with the user and the market.

• “What works?” determines the solution for the actual users which works for 
them.
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4 phases of Design thinking
• The 4 phases of Design thinking are, What is, What if, What Wows and What 

Works.
• What is: Customer Journey map helps to identify the unseen emotion of the customer 

which may bring a whole new dimension to the present scenario. 
• It captures the true emotion of the person as it focuses on the people's actions than 

words. 
• This helps to focus on the more apt areas even if it is not well articulated by the 

customer. As it is not about the correctness of the map, free flowing discussions 
occurs with a focus to develop the hypothesis closest to the right one. So, Customer 
Journey map helps to understand the present situation in a more effective way.

• Initially not so exciting ideas are generated in the brainstorming session, like a 
simple model we get out of just joining Lego pieces. Later when the simple ideas 
are combined and modified, great innovations becomes the outcome. 

• The transformative ideas come from assembling brainstorming results into new 
solutions.

Advantages of DT
• Design Thinking (DT) process is based on the concept that great ideas 

or breakthrough innovations happens because of a collaborative 
team operating with a human centred iterative process of 
prototyping, testing and refinement.

• DT helps channel conversations with all stakeholders into productive 
areas and create a better understanding of their needs and wants. 
Observing the customer at his place and the related conversations 
with him, create a human centric understanding of the present 
reality, better than the traditional problem analysis performed with 
impersonal consumer data. It defines the problem in a more people-
oriented view. By reducing the assumptions and listing more facts, 
right problems are addressed.
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Advantages of DT (Contd…)

• Iteration helps to reduce the stress in the creativity phase. 
• tactic adopted is “Fail Fast”. The idea that will not work out is 

identified in a short time without much utilisation of resources.  This 
learning helps the team better identify the solution that works.

Value Engineering and Customer Orientation

• Value Engineering is one of the first methodology to have a focused 
customer orientation.

• Customer needs desires and constrains are identified as functions. 
• But while conducting a VE study, the team depend on the technical 

knowledge and data available. Not much effort is taken for a deep 
understanding from the customer/ user perspective. 



7

Opportunities for VM

Generally, in Value Engineering studies, the technical and financial details are 
collected and studied. Based on review of Design thinking, the following 
enhancements can be adopted in value engineering studies:
• Increased user customer Interaction: Collecting customer centric details along 

with technical and financial details of the project will lead the team towards a 
solution with better user experience on account of increased user/customer 
interaction. 

• Iterations in the development phase: VM Job Plan has a linear process of 
creating the idea, evaluating them to identify the effective idea, developing it 
and then seeking approval in the presentation phase. If the approval is denied, 
the team loses the time spent on the development. An iterative approach of 
seeking the approval for the first draft of the idea may be more viable.

• Inclusion of tools like Customer journey mapping, visualisation, storytelling in 
Value studies.

Function analysis of VM coupled with these improvements will certainly enhance 
the outcome of a VE study.

"You’ve got to start with the customer 
experience and work back toward the 
technology - not the other way around"

– Steve Jobs
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When VE and DT were combined – A case Study
• Design Thinking was adopted for setting up the activities for the 

Continuous Improvement of an organisation. The manager noticed 
the flaws in the scheme 

• Using the data, she and her team identified the root cause.
• Using visualisation, the team listed all the functions necessary for the 

ideal situation of handling suggestions. 
• Different discussions and process iterations helped the finalisation of 

the concept. 
• The resulting FAST diagram gave them a bigger vision of formulating 

the innovation activities of the organisation. 
• When Value Methodology and Design Thinking were adapted 

together, the output was improved exponentially.

Lessons for VM

• A thorough understanding of the present reality gives us deep insight 
into the true needs and wants of the stakeholders which reduces the 
risk of failure associated with a new idea. 

• Focusing on present scenario and the customer needs helps us to 
visualize a great solution without telling us the solution itself.

• Use procedures and tools which will capture more accurate 
information from the actual place and people. 

• Iterations help in quick validation and effective implementation at a 
controlled expense.
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Conclusion

• VE is one of the first methodology to include customer orientation in 
product or process study. 

• It continues to be the most structured approach by capturing the 
customer centric functions 

• Customer centric function identification is imperative to sustain the 
competitive advantage that VE  possess today.


