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ABSTRACT 
Almost all the engineering projects are cost intensive. Their investment cost is enormous and once they are commissioned, they 
need a meticulous management for their smooth running which eventually calls for substantial costs throughout their life. For 
any country, savings of cost or worth of it in the Running, Maintenance and Operations (RMO) of huge engineering projects 
are of immense importance. This can be achieved only through the best management efforts. Various techniques of 
management of huge engineering projects are in vogue. This paper attempts to throw light on a recent management technique 
– Value Innovation, which needs a committed, systematic and wholehearted effort by all the stake-holders of the project. This 
paper discusses thoroughly the technique and process of Value Innovation (VI). At the end of the paper an annexure 
demonstrating the Value Innovation Work Book is also given. 
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1. INTRODUCTION 
Value and Innovation  
Value innovation gives equal emphasis on value and innovation. Value without innovation tends to improve the 
benefits of the customer or creating an incremental value in the product, service or business. Innovation without value 
can be too strategic or wild. Sometimes it may call for technological innovation or radical innovation. This may be a 
burden to the administrators / managers/ owners or at times may be unacceptable by the customer. Value innovation 
anchors innovation with the value of the customer. Though value creation is a part of value innovation, both are not the 
same. 
Value innovation is also different from technology innovation. Technology innovation is not a prerequisite of value 
innovation. Value innovation can occur with or without new technology. It is also true that technology innovation does 
not necessarily create value innovation. 
 
Why to innovate? 
Peter F. Drucker, said, “Innovation is the specific tool of entrepreneurs, the means by which they exploit change as an 
opportunity for a different business, service or product. Innovation can be a discipline, can be learned and can be 
practiced.” 
The ability to innovate determines the growth, sustainability and agility of companies and countries. GDP of any 
country is intimately related with innovation. With healthy GDP growth, people of the country are happy because their 
standard of living is improving. 
 
What is Innovation?   
While there are many interpretations of innovation as there are grains of sand, Value Innovation can be defined as “ 
Delivering exceptional value to the Most Important Customer in the Value Chain, all the time, every time.” 
Diagrammatically, (Fig.1) value innovation can be represented as follows:  
 

 
Fig.1: Value Innovation Definition    
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It follows from the figure that the innovation should narrow down the cost and improve the value to the customer by 
adopting the process of value innovation.         

2.HOW TO VALUE INNOVATE? 
To value innovate a business, product or service, there are some prerequisites: 
   a) The Management needs a strategy and a definition that everyone in the organization agrees to. 
   b) The Management needs to set at least one innovation goal. 
   c)  Employees of the organization should be trained on how to Value Innovate. 
   d)  Everybody and each function in the organization is responsible for Value Innovation. 
   e) To keep focus and maintain momentum, decisions should be taken fast and also cycle times to be  lowered. 
   f) The workload of individuals should be reduced when VI process is implemented. 
 
After this, the following 10 Step VI process should be adopted for bringing the Value Innovation in the project. 
Following 10-Step systematic process is applied to value innovate a project: 

1. Define the Overall Project Goals and  Objectives.  
2. Define the Value Chain (or Value Web) and Identify Your Most Important Customer(s). 
3. Develop “As Is” and “Best in Class” Value Curves with Metrics for Your Most Important Customer. 
4 .Conduct Contextual Interviews: Uncovering the Most Important Customer’s unmet needs. 
5. Develop the “To Be” Value Curve, Rank Order the elements of performance, develop metrics for each element.  

 6 & 7. Validate the “To Be” Value Curve with the Most Important Customer (MIC).Revise based on the Most          
                 Important Customer’s inputs.             
 8. Define the Value Innovation proposition.  
 9. “How” to deliver the “What”. 

             10. The Third Contextual Interview- Confirm with the Most Important Customer that the “How” is                      
Compelling. This 10-Step Process is explained as under. 

3. VALUE INNOVATION PROCESS 
 
10 STEP VALUE INNOVATION MANAGEMENT MODEL  
 
1. Define the Overall Project Goals and Objectives 
The first step in the Value Innovation Process is to clearly define the project objectives, key project details and the 
project scope.The overall project goals for an engineering project may be defined for the entire life of the project. The 
project objectives can be framed for a decade and after reviewing, they may be reframed for tenure of time. Key project 
details will be as per the local requirements and convenience of the Government. Most important is to describe the 
scope. What is to be included in the scope and what is to be excluded should be clearly defined in the beginning so that 
the success or the failure of the project should not be attributed to the scope.   
 
2. Define the Value Chain (or Value Web) and Identify Your Most Important Customer(s) 
Value Innovation is “Delivering exceptional value to the most important customer in the Value Chain, all the time, 
every time.” To deliver exceptional value to that Most Important Customer, the Value Chain must be defined.    
 
What is a Value Chain? 
The Value Chain is chain of all the stake holders. For any engineering project, it may start from the company and end 
at the customer. The value chain for any engineering project involves main activities like accumulating the raw 
materials required for the final product, their suppliers, the manufacturing processes, the marketing, and delivery 
through a supply chain management. These activities are supported by administrative infrastructure management, 
human resources management, R and D and procurement. 
 
3. Develop “As Is” and “Best in Class” Value Curves with Metrics for Your Most Important Customer 
A Value Curve is the graphical representation of the performance of the project in order of importance to the Most 
Important Customer. The curve is plotted between the elements of performance and the values being delivered to the 
Most Important Customer which is the comparative projection of what you provide right now i.e. AS Is and what can 
be available as Best in Class.“AS Is” and “Best in Class” Value Curves with Metrics provide a clear picture on the 
value being delivered to your Most Important Customers for your service today. 
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4. Contextual Interviews: Uncovering the Most Important Customer’s unmet needs 
The Value Innovation Process turns on how well this step is performed. All the information gathered in the first three 
steps comes into play in this crucial step. Every element within this step must be carried out precisely to achieve the 
desired result. Contextual interviewing is the most important and single activity in the Value Innovation Process. Get 
this wrong and everything else in the development cycle will be wrong. To carry out this activity, a very good thought 
process is involved. With a proper homework, the details required o be gathered are jotted down, an interviewing team 
involving persons from all background like development, engineering, marketing and R & D should go to the Most 
Important Customer and interview. 
 
5. Develop the “To Be” Value Curve, Rank Order the Elements of Performance, Develop metrics for each 
element 
Teams meet to review the “AS Is” Value Curve with metrics generated in Step 3 and the output from Step 4. In this 
fifth step, the information received from the interviews is used to remove the elements of performance in the original 
curve which are not important to the Most Important Customer. New elements of performance are added. Based on the 
output from the interviews, adjust the rank order of the elements of performance; adjust the value delivered for each 
element. Generate a new Value Curve.  
 
6&7. Validate the “To Be” Value Curve with the Most Important Customer (MIC).Revise based on the Most 
Important Customer’s inputs 
Actually the steps 6 and 7 are to be completed in one go. They consist of conducting the second round of interviews; 
they will provide you with “AS Is” and “To Be” Value Curves with Metrics. These two curves make it very easy to 
write the Value Innovation Proposition which is the eighth step of Value Innovation Process. 
 
8. Define the Value Innovation Proposition 
The Value Proposition describes how your service will deliver exceptional value to your Most Important Customer(s). 
This step is performed by developing the Value Proposition with the help of the “As Is” and “To Be” Value Curves 
with Metrics. Top three to four elements of performance are focused and translated into what will be done to deliver 
exceptional value to the Most Important Customer. 
 
 9. “How” to deliver the “What” 
It is really not so easy to deliver the desired performance of your service which will satisfy every customer. More than 
that is difficult how this desired performance is made to reach the customer. For this, so many tools are available. 
Brainstorming, Strategic Planning, Patent Mapping, reinvention, TRIZ (Theory of Inventive Problem Solving) are 
some of the tools which are practiced for deciding “How” of this step. 
 
10. The Third Contextual Interview-Confirm with the Most Important Customer that the “How” is Compelling 
This is the last step of the Value Innovation Process. Conduct the last round of interviews. Seek critical feedback from 
the Most Important Customers. Analyze the outputs. Rank the options suggested. Identify the preferred option. Write a 
Value Innovation Proposition and implement the same. This is the end of the 10-step Value Innovation Process. 
The same is depicted in the Fig.2. 
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Fig.2   Value Innovation Process (Steps 6 & 7 are inclusive) 

4. CONCLUSION AND RECOMMENDATIONS 
Value Innovation plays an important role in creating value to the most important customer. At the same time, it brings 
better value to the other stakeholders. Therefore, value innovation is an important part of cognitive map of stakeholder-
oriented quality management.  
Value Innovation provides enough scope for managing and exploiting engineering management and technology 
concepts. A successful implementation of Value Innovation Process for any service, product development or business 
management can result in  
a) Cost benefits, savings and improved efficiencies. 
b) Smooth processes, faster delivery. 
c) Improved control and productivity. 
d) Maintaining and improving levels of consistency and longer life span. 
e) Fair and effective competitiveness of companies. 
 
Constraints 
Some factors also seem to be constraints for the promotion of innovation in organizations such as: 

1. Change in traditional and conservative attitudes is bit difficult to take place. 
2. At times, more resources are required to be made available. 
3. Codes, standards and regulatory bodies should help promote the innovation, on the contrary they might be found to   
   slow down the process of innovation. 
4. To create a pool of innovative human resource, training, education, skills and expertise on innovative ideas,  
    sufficient time and expenditure is required to be spent by the organizations. 
5. More finance, investment, funding and time to support R & D is required to be provided by the organizations. 
 

Recommendations 
It is recommended that any organization willing to implement strategically Value Innovation as a tool for managing its 
business should  

1. Orient every employee to Value Innovation in religious way. 
2. Hire experts of Value Innovation for training the key employees. 
3. Provide sufficient time and resources for the implementation of VI programme. 
4. Assess regularly the innovative ideas to monitor their level of success in order to prevent the repeated failure of 

previous innovation.  
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