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' .Abstract

Malaysian government has realized that it is a must to modernize the construction industry to
keep in line with the modern technology such is BIM or knowledge such as value management.
It is aids to ensure the long term health growth of Malaysian construction industry. Value
management was highlighted with the establishment of Institute of Value Management Malaysia
in 2000 with help and encouraéement from government agencies such as Professional Services
and Development Corporation (PSDC). (M. Saifulnizam et.al, 2010) From the literature reviews
that had been carried out, it was found out that the consultancy QS in the industry are short of

knowledge and awareness on the benefit of value management.

Therefore, a study was carried out to determine the barriers and challenges to value management
implementation. This research was conducted at Selangor through online survey and in-depth
interview. Descriptive survey method and statistical tools such as Statdisk and Minitab were

used for the data analysis part.

From this study, the degree of understanding of value management of QS in Selangor was at the
average level. The main barriers which impede the implementation of value management are lack of
knowledge and practice in value management and short of trained professionals in value
management. The strategies to increase the application of value management had been developed

from the data analysis too.
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'CHAPTER 1: INTRODUCTION
1.1 Background Study

: '..\.‘/alue management (VM) is a service by compare and audits all the decisions against a value

system determined by the client or customer in order to maximize the functional development
- from concept to completion. ﬁe application of VM is currently catching the eyes of parties
.:.::'_.i:j:ivolved in construction industry. Clients are increasingly enquiring and demanding to apply

alue management during the key stages especially during conceptual stage of their construction

r:bje:c_;_ts. It is vital that scarce resources are applied as efficiently as possible and waste in any
form can be reduced to the minimum or even eliminated as even greater competition is exists in

. the industry than ever before.

..:S..t.arting from year 1957 after the independence of Malaysia, its economic development growth
é_s accelerated. Where there has economic actix;ity, there is always has construction. In order to
_c;'g_litate nation progress, the Malaysian construction industry had grown rapidly after year 1957.
Tﬁ?‘refore, the demand for buildings, infrastructure works such as highways, bridges, roads and

airports has developed extraordinary over the past few decades due to the economic expansion.

- However, after the economic depression in July 1997, there are lots of construction projects have
been hold or abandoned due to the economic crisis. The other problems arising from the
economic crisis are the contractors and consultancy firms did not have the ability to reduce

construction cost, enhance its functions and reduce the construction period. (Ng Kim Lai, 2006)

As a result, government of Malaysia has realized that it is a must to modernize the construction
industry to keep in line with the modern technology such is BIM or knowledge such as value

management. It is aids to ensure the long term health growth of Malaysian construction industry.

1
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?111'15 management was highlighted with the establishment of Institute of Value Management

' M&laysia in 2000 with help and encouragement from government agencies such as Professional

- Services and Development Corporation (PSDC). (M. Saifulnizam & V.Coffey, 2010) The earlier

."s.fage the value management applied, the higher the potential to develop.

" The introduction of Value Manégement in early 1980’s in Malaysia has shed an affirmative light
for quantity surveyor to take lead in developing value management as one of their niche area.
Wlth the increasing demand for construction projects to expand the national economy, an
pportumty is given to quantity surveying profession to take lead of VM service which reflects
tﬁg‘ir:ﬁaditional roles for providi;lg the optimum value for money service to the client.

o (M.Saifulnizam et al. 2011)

Tb_:'invesﬁgate the barriers and challenges to Value Management implementation by QS in

i S_qlémgor

. 1.3: Objectives:

- For the aim to be achieved, the following objectives have been identified:
1) To identify the degree of understanding on value management among QS in Selangor

i1) To investigate the key barriers faced by QS firm to the successful use of value management

iii) To develop the strategies to improve participation of QS in value management application
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: rbblem statement

.. .Value management has been widely accepted as an important tool in the managing of projects
around the world especially in the western country. However, the implementation of value
' _ﬁ;é.nagement in Malaysia is still in infancy stage. According to Jaapar et'al. (2006), as compared
_'t'o_: other developed countries .such as USA and New Zealand who implementing value

ﬁiﬁﬁﬁgement, there is a knowledge gap exists between the current development and application

) :V?’l“e Management in the Malaysian construction industry. Pariies involved in construction
mduény especially QS are still lack of understanding about their roles in carrying out value

gement, therefore to promote the practices of Value Management, it is important to

nderstand their role and the benefits bring by VM implementation.

sides that, the low practices of value management in Malaysia is not only due to the lack of

':"'éié_rstan ding on the knowledge of VM as stated above, but also caused by other reasons.

Th Tef(:)r_e, this study is to find out the barriers faced by QS to the successful use of VM in

: '2_;' What are the key barriers faced by QS firm in the value management implementation?

3. How to improve the participation of QS in value management application?
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;éfN[PORTANT OF THE STUDY (RATIONAL OF STUDY)

Value management plays an important role in the construction industries’ quest for continuous
~ improvement and innovation. The implementation of VM can assist in identifying objectives of a
project; provide a robust structure for key tactical project decisions and _maximizing the balance
between performance and cost, Today, not only Malaysia, not only Malaysia, but the whole
.--:"\_Vorld is facing a tough economic challenge. It is getting more and more important now than ever
:_;._.l;f_:fore to work wisely with the resources available and to optimise value for money. This is

where Value Management comes into. (Catharina, 2009)

I Mélaysia, Value Management is not yet a well-known concept and practiced by all the parties
.__;:_.involved in the construction industry especially QS. Most of the parties in construction industry
get confused with VM and traditional cost cutting technique. This study hopes to determine the
"I.-i:._';l'égree of understanding of QS on value management and to investigate the barriers faced by QS
."rji'f:..i:r_'r_lp_lementing VM. Value Management is a truly beneficial and a worthwhile practice to

nhance the value of any construction project. It is important for Malaysian QS to become aware

of and familiarise themselves with the application of value management. Malaysia is lack behind

2 1f p’bmpared to some of the developed countries like UK, USA and New Zealand.

This research on Value Management will specifically address on the VM in Selangor, Malaysia
and should ideally serve as an eye opener to all parties involved in Malaysian construction
industry, but more specifically directed towards a QS consultancy, who reads it and make him or

her curious enough to investigate VM further and eventually implement it on a construction

project.
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_-1,:-7 Scope and Limitation

The value management in this study is referred to value management in construction industry
and limited to consultant quantity surveyor firm only. Study is focusing on challenges and
barriers to value management implementation. Area which the researcher going to carry out the

study is focus on Selangor area..
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on Barriers and Challenges to VM Implementation by QS Firms in Selangor

Stage 1— Literature Review

-Initial R€éView -
VM in Malaysia, Roles of QS in VM
implementation, Construction industry

i

_D_evelop Research objectives, aims

-Critical Review-
Challenges and barriers faced by QS
firm, Research methodology

and problem statements

¥

v

Stage 2 — Research approach & Design

Quantitative research

Qualitative research

!

Stage 3 — Research Methodology

Sampling Size

Sampling Method Questionnaires Design

Y

Y A 4

Stage 4 — Data Collection

Online survey

b

In-depth
Interview

Y.

Stage 5 — Data Analysis

Y

Stage 6 — Findings and discussion

¥

Stage 7 — Conclusion and Recommendations

Y

Stage § — VIVA
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PTER 2.0 LITERATURE REVIEW

This section will be divided into several parts. The first part will deal with the history of value
ﬁ;;nagement, value management in construction industry, the definition of value management,
: Value management in Malaysia, the comparison between value .engineering and value
rﬁ.a'_nagement, the problems for value management practitioner, the process of value management,

'_lile.last sections will be dealing with research methodology.

iterature Review Related to Topic

tory of Value Managemeht

T _e__vaiiflé management process originated within the General Electric Company (GEC) in USA.

' Durmg World War I1, a problem was faced by GEC with increase on demand but shortage in key
mqtpn__ai"s'. Lary Miles of GEC, instead of asking ‘how can we find alternative materials’, asked

hat___ﬁmction does this component perform and how else can we perform this function?’ This

ﬁv;: approach led the company to use substitute materials for many of its products.

nsmgly, they found that the cost of the product was often reduced but quality of the product

ved, care and attention to function provided better value for money. (Keith Potts,

uction Cost Management)

\ spin-off of this approach was known as value analysis which only eliminates the cost and did

- ; _nb't contribute to performance. Over the next ten years this was further developed by GEC and
‘become known as value engineering (VE). Value management developed from VE and is now a
mandatory requirement on many public and private projects on the USA and Australia. (Keith

Potts, Construction Cost Management)

AR SRI ABDUL MATID LIBRARY
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_ al_déManagement in Construction Industry

Atcarly 1970s, value management has been introduced and applied in the construction industry.

In ord'er to introduce and promote the implementation of value management extensively in

:ébnstrﬁction industry, a training course was provided by the Bureau of Reclamation to its
eﬁéil_ieers in 1965. After that, the clause of VM was appeared in the construction contract in

196 Soon after that year, US General Services Administration had set up a VM Program at

.".'3.1'2_*3’ annual conference. of SAVE in 1972, the use of value management has been

empl asiiéd”to the construction industry. (James J. O’Brien, 1976) Many developer and

601i$_tructi0n firms have adopted the VM approach to optimize value for money.

. Va_lue Management

i-ié:_r_r_'i:anagement can be defined from different perspectives and in various ways. According to

stltute of Value Management UK, VM is defined as a structured team based approach to

1dent1fy functional objectives or requirements of projects to achieve optimum function for

nummum Cost. Value management can also be defined as a combination of planning tools and

- ethods to find the optimum balance of project between costs and risks.

What made Value Management distinguishes from traditional methods of review is the concept
of value. By considering the relationship between function, cost, and value, it is able to achieve
value for money. Value Management can also be seen as the process of planning, assessing and
developing the project in order to make the right decisions about the optimized balance of project

benefits, costs and risks. VM is able to set apart from other management tools due to its

structured team based approach to problem solving and systematic functional analysis.
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‘Key tools and techniques

Feedback

Feedback

f Va!ue

- 'L engmeermg _"_;;;..

Fosdback |

i Conflrmatlon of prolect
. 'ob]ectzves

“Information’ gathermg
... Function analysm -
e 'Speculataon e T R Tee

. Evaluation Grme M Moniibrihg"the"
~ VE proposals and fmal reportﬁ - value process -
: mpiementatlonlfollow-up 1 Correction of defects
: - Feedbackinto
o 'subsequent areas of
ﬁwork

Vaiue _
rewewmg

The value management process {source: CE, 1996).

Figure 2.1The Value Management Process




rally,

rally, the value management workshop will be held for 2 to 3 days. On the first day,

191pahts from different teams will be gathered together to analyze the information of the

scts-and exploring their ideas on reducing cost but achieve optimum function. On the coming

nd déy or third day, solutions based on facts and reliability will be converged and decision

____e}'-made to apply to the project.

ng Ins phase, all the participants have to fully understand the current situation of projects

-qén their perspectives beyond their area of expertise. This part is so significant that the
tipns at the later stage such as ‘what does it do and what else does it do’” should be able to

! er The basic information which has to be included in this stage is as follows:

Client needs
Client requirement
e Project constraints
* Budgetary limits

¢ Time available

10
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nction Analysis

Tms is the key stage of VM workshop. A wider and more comprehensive understanding of the
. .}c;ject can be done by sharing knowledge and stimulating intensive discussion among the team
: n%é;ﬁbcrs. The issues which confronting the project can be analyzed he;e and discuss with team
.':_gémbers to get different perspectives of views. A function of an item may be a characteristic
M _a':_t:.' make that item work or one that makes it “sell’. Functions can be categorised as basic or
econdary FAST diagrams are used in the creative thinking phase. This is especially beneficial
':éakdown the problems into portions which are easier to manage and identify the real
ems rather than the symptomé-. A disadvantage of FAST is that it takes a long time to carry

'ﬁt}:_and'time is usually constrained in a Value Management Workshop.

How Why
e b - ---q
Ttk ! L= Salelyinin ' '
!} Objective ; Conggl;tﬂous 0
e supporting |
Prmmmcmaaan . | E functionsg e
v Criteria | When 00 (temwmmeses ‘
¥ e —— :
it ekaieiabs ‘ /
+ iSpecification Critcal :
; Dependent P '
; function H ¥
: Basic Dependent Dependent : OWer
| function — function 9~ " funetion E porder
' Dependent ¢ L
E function | :
' Supportin Supporti :
: I funotiong Iuru:tlclrr:g '
' Supporting —
! fungction :
: I L
) Supporting :
' function !
: :
; '
: '

Figure 2.2 an example of FAST diagram (Norton: 1995:73)
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_iitivity Phase
t this stage, all the participants would have the opportunity to generate ideas for beneficial

ahge without fear of recrimination or criticism. Unwanted functions will be eliminated and

g’séﬁtial functions will be delivered. An abundance of ideas which generated in the previous

'phﬁa_gs:'és regarding alternative ways to achieve functions highlighted are gathered and discuss. The

:iitator plays a key role to lead and facilitate the team members to take part and contribute to

advantages and disadvantages of the ideas generated are evaluated again so that a proposal

_ h can be implemented to the projects can be obtained.

opment Phase

Idéas which are accepted for further development during the evaluation phase are
'igated and considered in detail for their economic feasibility and technical viability. The

1g11 team will work out the outline design and cost plan for the new outline should be realized.

he proposed alternative outline design must have supporting documents such as calculations,
sketches, detail of description for the new design and cost or other implications. This is the

titical phase of value management workshop' therefore the time allocated for this phase have to

.:b_e longer in order to ensure a successful outcome.
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alue Management in Malaysia

According to Aini Jaapar (2006), in Southeast Asian, the concept and application of Value
ement is not well embraced if compare to other developed country. Value management is
duced in 1980°s in Malaysia. However, the concept of VM haa not yet become widely
‘in the Malaysian construction industry despite some benefits had been observed as a
f the implementation of VM. As seen in the survey conducted by Aini Jaapar et.al
9), 78% of the respondents have knew about value management but only 16% of them

ood understanding of value management.

Jaapar and Torrence (2006) had concluded, as compared to other developed countries
ad used value management, there is a knowledge gap exists between the current
nt and application of VM in the Malaysian construction industry. Lack of knowledge
ractice of VM and the resistance to do chapges resulting from the VM workshop is posited
a’s'(_)ns to the knowledge gap. In addition, according to Aini Jaapar et.al (2009), some
_;qiis or clients in Malaysia have been applying certain aspects of the value management
d'('ilb'gy in their project operations. Unfortunately, due to some failed outcomes from the
_jentafion, the clients/ organisations refuse to apply it and preventing the take up of this
ﬁe to the stories of past experiences by clients, they resisted to apply VM. However,
the professional from construction industry had acknowledged that value management

ntifl_bl_ites a significant result to the achievement of value for money.

ositive future for value management in the Malaysian construction industry can be expected

© as'professionals from various segments are seems ready to implement VM concepts in their

future projects. (Aini Jaapar et.al 2009)
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6 Comparison between Value Management and Value Engineering

Value Engineering Value Management

A systematic approach to achieve the | A systematic effort to add value and
functional balance between cost, and | optimize the cost of project without
performance of a product sacrificing the basic requirements in
order to achieve clients and

stakeholder’s needs

To achieve the needed requirement for | To optimize the value of a project

minimum cost of project

Existing design Project proposal, existing design
During design and construction stage From the concept to occupancy of the
project
Components and element All tevel
| Value improved by alternative design Value improved by integrating client’s

objectives value criteria

Remedial proposal, alternative design Project objectives, specification,
solution alternative solution based on client’s
needs

It 2. 1 Comparison Between value engineering and value management (Source: Ng Kim Lai,

06
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roblem for Value Management Practitioners

lobalisation of industry requires the application of a combination of effective management

ques. Globalisation in all areas of industry requires drastic changes in company's strategies

erations.

/ith globalisation of the economy, industry in general has experienced a sharp fall in product

::pnqéé. With rising input costs, it is becoming increasingly difficult for a business to achieve its

ired profitability.

Management is an answér to this global problem. However, adoption of Value
N :i#gement is not that easy. Value Management, the problem solving system has a problem of
own. The application of proposal which is the very back-bone of Value Management
lications, is the problem that occurred. (Somkant L. Padhye, B.E., CVS M/s Crompton

¢s Ltd, LT Control Gear Division, India; 2000)

dipg to a study conducted by Hogg (1999), the most ordinary reason for lack of practice of
c ménagement among Quantity Survey practitioners is due to low demand from the clients
':_their reluctant to pay additional fees for the service. In their point of view, the existing
es provided by QS are deemed to include the measures for optimization of money or value
money where the implementation of VM is not necessary. Value management cannot be
referred as cost management services offered by QS, it can be further extend to beyond the cost

itself, but rather on value for client.

Besides that, lack of time to implement is another reason to hinder the practice of VM, 1t is

difficult to invite key parties who involved in the projects to attend the VM workshop for 2 or 3

]
]

days. (Ng, 2006) Government only carried the policy to enforced public funded projects which
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qd.RMSO million to implement VM but not enforced to all the projects in the construction

adustry. Therefore, private sector is lack of supporting on VM as it is costly and they think that

unnecessary.

‘addition, interruption to normal work schedule is another ordimary critique on value
ipement. The design or construction process has to be delayed due to the design team or

fuction team have to wait for the decision from the VM workshop.

orcover, 100 expensive to carry out value management could be the barriers to VM
ientation too. (Ng, 2006) Some of the consultancy firms claimed that this is not part of
heir service so extra charges need to be paid by clients. Because of this, some clients refuse to

in order to save on consultancy fee despite the benefits could bring by VM is so significant.

the Malaysian value management facilitators are still using the American VM guideline

troduced by SAVE to facilitate the VM study. There is no local guideline for VM in

. (Ng, 2006)
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.18 Fature of QS in the application of Value Management

t’r#ék record of success has been established from the value management as it possesses an
ate methodology. An important opportunity is offered to the construction industry to
Ir_npl': "'e the service provided to the clients. Value management must be taken as part of the
Jcess to establish client’s objectives in order to addresses the real needs and add value to the
It is a better ways to ﬁfovidc the same performance but at a lower cost. The alternative
"oﬁs should always be considered to ensure its functionality and hopefully able to enhance
function. Value engineering should be the compulsory part of every projects but not just an

the project.

sides that, value management can be considered as a natural progression of quantity surveying
ssion. The integration of value management and cost control is best to implement through
roject management services. In order to provide better services for clients, it is necessary to
the profession images into somethinég more marketable and innovative to keep the

from clients. (M.Saifulnizam et.al, 2011)

The key motivation of applying value management for projects is the likeliness of clients rather
innate desire on part of QS. The numbers of Government’s regulation has increasing to
equire construction projects which exceeds RM50 millions to implement value management as
of cost measurement measure. Ineluctably, through the Economic Planning Unit (EPU), the
.i_ayéian construction industry has published Value Management Circular 3/2009 which make
ublic funded construction projects which cost more than RM50 million to implement Value

i ailagement application.(Economic Planning Unit Malaysia 2009).

According to Hogg (1999), as compared to other design team member, quantity surveying

profession is seen as in great position to influence Value Management application. Due to the
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g role of QS in Value Management with their knowledge base built from the specialization,
en recognized as a natural progression for their profession. (Ellis et al. 2005) On the other
ith the absence of full participation of cost experts especially QS, the successfulness of

ercise cannot be guaranteed. (Kelly and Male, 2003)

fore, in order to feed the demand of the industry, there is an expectation towards quantity
veying profession to expand their services by offering value management. The issues face
the industry now is what are the challenges for QS to offer VM as their new niche
he challenge has posed several key questions which need to be considered:

hey ready to make ﬁmdamen-tal change to the way they deal with clients?

Does current tertiary QS education offer VM courses as an elective?

| e the roles taken by professional bodies in providing training and education in VM as
mbers CPD?

¢ the strategies to promote VM as one of the extended QS services?

am et.al, 2011)

addition, many organisations do not realise the potential benefits of value & risk management
- there may a basic awareness problem that the simple sharing of information can

some. The others believe that the processes really do not add value.

¢ also cultural elements to the situation, where the organisational structure is a vertical
al”Chy type, such organisations are less likely to adopt risk and value as the processes are
_inh éntly inclusive. In such situations, external facilitators may be rejected and the training of
i emal facilitators is thus an important consideration in the move for change. Facilitators are in
.'d'é"rnand across the industry and every effort must be made to retain trained, able and experienced
.._fz.'i.(.;.ilitators. {Alastair Bloore, Value & Risk Management on projects, the barriers of integration)
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erature Review on Research Methodology

arch Approach and Design

Ac rdmg to Aini Jaapar (2006), quantitative research is a formal and systematic process to
e and examine cause and effect interactions among variables. Surveys may be used for
tive, explanatory and exialoratory research. A survey is conducted to obtain original data
population which is too large to observe directly. The people respond to a number of
s posted by the researcher is means self-report. Self-administered questionnaires will be

§ survey by personally distribute to the targeted populations.

ve survey was selected for this research because it provides an accurate portrayal of

aracteristics, for example opinions, abilities, and knowledge of a particular individual.

arch design is the entire process of connecting the empirical data to the conclusions of the
starting from the problem statement until the data collection, analysis and the
Che function of Figure 2.3 was to ensure that the evidence obtained by the research
th %:.searcher to answer the initial question of “how and what do we learn from projects

Y plemented the concept of VM?” as unambiguously as possible (de Vaus 2001).
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Fhase 1 LHerature Review:
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SURVEY 1 v Phase 3 SURVEY 2
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CONCLUSIONS AND RECOMMENDATIONS

Figure 1 Ruseareh Design

Figure 2.3 Research Design ( Aini Jaapar, 2006)
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cording to the research carried out by Aini Jaapar (2006), sample size creates a problem with
ype of design. Due to the infancy development of value management in Malaysia, it is even
more crucial to ensure as much respondents as possible are being reached by researcher to ensure
alidity of the survey results. It hopes to reach to those respondents who had experienced
VM implementation locally but not oversea. Based on the previous research conducted bt
ar and Torrance (2005), the response rate received was 5% which is very low. There were
léments that were considered thoroughly during the process of deciding the sample size of

sonidents. (Aini Jaapar 2006)--
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oposed Research Methodology

tage 1: Literature review

iterature research will review on the general Value Management development in
alaysia and the roles of Quantity Surveyor (QS) play in VM implementation. Critical literature
?_u_-c_:h will focus on the chalienges and barriers faced by QS to the successful use of VM in
gor Information will be collected from Quantity Surveyors, Books, Journal, articles, online

~and library resource.

esearch Approach and Design

.!:I_Iglntitative and qualitative approache;s are followed. Why mixed methodology research is
is because quantitative research is explaining the challenges and barriers to value
ement implementation by QS firms in Selangor by collecting ﬁumen'cal data that are
ed using mathematical based methods such as average index. While qualitative research
out by in-depth interview with senior QS to obtain an insight into individual
on barriers and challenges to value management implementation and how does value
gement benefit the end users. The purpose of carry out mixed methodology research is to

¢ase the accuracy of findings.

criptive research design was used. A survey collect information from a sample of people by
ns of self-report, that is, the people respond to a series of questions posted by researcher. In
is study survey method is selected and the information will be collected through self-

jaﬂfniriistered online questionnaires distributed by email to the targeted respondents by researcher.
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