
Value Planning for Capital 
Infrastructure Projects
Six Steps to Improve Project Definition
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What is Value Planning?

A systematic method to improve the "value" of projects or processes by using 
an examination of function. It is a primary tenet of value planning that basic 
functions be preserved and not be reduced as a consequence of pursuing 
value improvements.
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What is Value Planning?
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Defined Process/Focused on Best Project
 Systematic, Thorough and Focused
 Builds on Team Dynamics
 Independent Expertise
 Broad Stakeholder Involvement
 Creative Process/Ideas Build

 Clarity of Project Purpose
 Purpose and Need
 Performance Attributes
 Function
 Constraints
 Risks



What is Value?
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Framing Value
 Purpose and Need
 Goals and Objectives
 Performance Attributes
 External Requirements
 Stakeholder Desires
 Cost
 Schedule
 Constraints
 Risk Profile
 Other



When to Use Value Planning?
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Why Use Value Planning?
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 Increased focus on defining and meeting goals, objectives 
and performance attributes

 Review of early decisions that may have prematurely limited 
the design options being considered

 Introduction of creative ideas early increasing the potential 
for their adoption

 Integration of impact mitigation into the design, streamlining 
environmental processes

 Improvement of capital and long-term operating costs of a 
project

 Improved definition of essential project components as 
differentiated from stakeholder preferences, providing a 
foundation to mange scope creep



Value Planning Application?
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Project Program/Functional Definition

Alternative Development

Environmental Challenges

Civil/Structural/Systems Design

Stations, Interchanges or other Key 
Components

Contracting Decisions

Project



Value Planning Example
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Value Planning Example
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Value Planning Example
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Kit-of-Parts
Stations



Value Planning Example
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Value Planning Example
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Value Planning Example
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Cast-in-Place vs Precast Construction



Value Planning Application?
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Purpose and Need
Project Goals and Objectives

Partnering Agreements
Financial Agreements 

(Capital and Life-cycle)

Public Involvement

Community Stakeholders

Technical Stakeholders (Internal and 
External)

Process



Value Planning Example
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Construction RFP Review



Value Planning Example
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Process Diagram
Define Methods

Understand 
Attributes

Identify Advantages
Identify 

Disadvantages

Understand 
Context

Understand 
Organization

Identify Goals and 
Objectives

Define Process
Document Findings

Seek Approval

Define Criteria Apply Criteria

Define Goals Explore Readiness

Weight Criteria

Evaluate Advantages Evaluate Disadvantages

Identify Objectives
Identify 

Requirements Identify Expertise Identify Resources

Understand Project

Identify Scope
Identify Schedule

Identify Budget Identify Risk

Evaluate Risk

Allocate Risk



Workshop Planning
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 Workshops are commonly 3 to 5 days (may be 
longer for extremely complex projects or when 
using large teams)
 Workshop planning includes identification of 

internal and external participants, identification of 
facilitator and independent experts, scheduling, 
contracting and related logistics
 Ideally completed 5 to 10 weeks in advance of the 

workshop



Who Participates
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 Project Manager
 Project Team
 Design/Engineering Team
 Operations
 Maintenance
 Staff Users
 Funding Agencies
 Permitting Agencies

 Customer Users
 Technical Stakeholders
 Community Stakeholders
 Agency Stakeholders
 Owner Management
 Project Decision Makers

Think Inclusive!



Independent Expertise (SME’s)

OAPA – Annual Planning Conference 2018 

 Desired/Needed Expertise
 Experienced with Project Type
 Good in a Group
 Good Listener
 Communicative
 Open Minded
 Available for Full Study
 From the Private Sector/University/Peer Agency
 Independent

Commonly a Team of 3 to 8



Step #1 Information Stage
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Goals
Objectives
 Purpose and Need
 Performance Attributes
 Program
 Constraints

 Schedule
 Budget
 Constraints
 Alternatives Reviewed
 Reports, Plans, etc.
 Pictures/Site Tour

And More…



Step #2 Function
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Verb - Noun
Active Measurable

What is a Function?



Function
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Deliver force
Remove items
Identify manufacturer
Provide grip
Connect components



Function
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 Higher Order
 Basic
 Secondary
 Assumed 
 All-the–time
 Requirements/Standards
 One-time



Function
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Function
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Function Exercise
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Rebuild Four–way Street 
Intersection



Step #3 Creativity
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How else could that function be provided?
Guidelines for Creativity:
 All ideas are good ideas
 Don’t evaluate the ideas in creativity
 Questions to clarify are okay
 Think broadly
 Build off others ideas
 A little crazy is good



Creativity
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Brainstormed 
 Connect Destinations
 Create Destinations
 Link Modes
 Support Trains



Creativity
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Step #4 Evaluation
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What is a good idea?

Function
Resources

for
Defined Performance 

Attributes



Evaluation
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• Gut Feel
• Paired Comparison
• Nominal (Dot Voting)
• Multi-Criteria Assessment
• Risk Based Decision Making

Techniques



Evaluation
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Value Relationship     Value = Function 
                Cost 
Rating 
 
5. Great Opportunity    P P+ P++ P++ P++ P++ 
       C-- C-- C C- C-- C+ 
4. Good Opportunity    P- P P+ P+ P+     P++ (*) 
       C-- C- C C- C+ C++ 
3. Moderate Value    P-- P- P++ (*) 
       C- C- C++ 
2. Poor Value     P-- P-- P P P++ (*) 
       C C-- C+ C++ C++ 

*Is the Function/ Performance improved to the point that it overcomes the high cost? 



Evaluation
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Evaluation

OAPA – Annual Planning Conference 2018 



Step #5 Development
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• Write-ups
• Sketches/Pictures
• Processes
• Schedules
• Decision Trees

Techniques



Workbooks
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Other Tools
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Step #6 Presentation
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Presentation
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Techniques
 Project Walk Through
 Maps/Wall Graphics/Pictures
 Modified Plans/Profiles/Sketches
 Modified Schedules
 Project Segments/Topic Areas
 Advantage Summaries



Questions
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Additional Information
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Ann Jamison, AICP, CVS
 Value Planning
 Value Engineering
 Risk Assessment
 Constructability Review
 Partnering
206 930 8324
RHA, LLC
Bend, Oregon
Glendale, Arizona



Function
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Function
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