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f o r  the man who has training, before 
he  comes back into the job. L e t ' s  
think of an organization very much 
a s  a jig-saw puzzle. O r  maybe 
a s  a cookie sheet ,  The people 
being like gobs of cookie dough put 
on a sheet ,  it goes into the oven, 
and they a l l  expand to f i l l  the space. 
Very truly,  in a n  organization, 
although each person h a s  his specific 
duties,  t he re  a r e  many, many 
things that a r e  written out and that  
a r e  not written out, and people 
expand to f i l l  a l l  the space and to do 
the necessary  work. How often 
have we found, when good men take 
training and go back, that frictions 
begin right away. W h y ?  They have 
s o  much more  ability, they a r e  trying 
t o  do m o r e ,  and whatever they do, 
they a r e  bumping into the people 
who surround them who a r e  accus  - 
tomed to having them l imi t  their  
s i z e  to the s ize  in  the jig-saw 
puzzle. If I could help you to have 
a vision, actually, of an organization 
a s  a jig-saw puzzle, and whenever 
you take a man out he re ,  and he re ,  
and he re ,  and get training for  h im,  
you look a t  that  in your mind- - "How 
a m  I going to enlarge that s o  the 
organization will accept  his full 
contribution when h e  comes back?"  
This,  I would say, i s  an  absolute 
m u s t  fo r  the manager ,  i f  we a r e  
going to have g rea t  success ,  and 
continue t o  get the good f r o m  the 
training. 

ilTork Area  # Two: Upward And 
L a t e  sal. C orn.munications -- -A. 

The second a r e a  i s  a diflicult 
one. The necessity to  communicate. 
I t  is  the job of you, a s  manager  o i  
value analysis ,  to communicate to  
a l l  icvels above you,  to your leve l ,  
nncl to one Idvc.1 be low y o u ;  that i.:;, 

the level of the men,  This communi- 
cation i s  your job. How often have 
I heard it said to a man,  "Now, you 
know this (VA) .  You go out and 
communicate.  You te l l  the people 
about it, " And a s  he  t r i e s  to  do 

s o ,  i f  he t r i e s  diligently, they feel  
he  is blowing his  own horn. He is 
building his  own empire .  All kinds 
of c r i t ic i sms come,  because they 
don' t  understand. Communication 
i s  a lot  m o r e  than just talking. So, 
the responsibility of this communi- 
cation is  definitely yours ,  I want 
t o  bring up a couple of things about 
communication that we develop 
f r o m  experience. Men a r e  not 
logical,  they a r e  psychological. 
Therefore,  in communication, 
logic,  which I t r i ed  for  y e a r s ,  does 
not  make the sa le ,  does not reach  
super iors  . Next, feelings control 
plans and cause decisions.  You,  
a s  the manager ,  a r e  responsible 
to  c rea te  the feelings that  people 
have toward value analysis ,  
toward the use  of the techniques, 
toward the people who a r e  doing it. 
Do you think tha t ' s  a n  easy  job? 
We cannot communicate to men 's  
feelings by logic. We had a pro- 
fessional  psychologist a s  a consultant. 
We learned that  three-fourths of 
the job of good value analysis i s  
i n  the a r e a  of people, and one-fourth 
i s  in the a r e a  of m o r e  knowledge, 
m o r e  technique. How, then, will 
we communicate, i f  we can ' t  
communicate by logic ? I t ' s  the 
t a sk  of you- -the manager, 

Work Area ## Three:  You Must 
Become And Stav Involved 

It i s  necessa ry  f o r  you, a s  the 
manager  of value analysis ,  to par t i -  
c i p 2 t e .  Don't  thi~,!; f o r  a minute 
t l ~ ~ l  ~~i41en you g e t  t - r l c  12 . ~ n c :  t r a  iil 



them and as  sign them jobs, you leave 
them the job. Presumably,  these 
men a r e  not going to be on any jobs 
that a r e  not important,  and on any 
important  job, i t  i s  necessary  
along the way to know what i s  being 
done, and you a s  manager of 
value analysis  can help in what i s  
being done, 

F o r  example, the f i r s t  s tep  
i n  a project i s  information gathering, 
F i r s t  information on any difficult 
project i s  always drast ical ly 
incomplete, and often, essent ial  
pa r t s  are in e r r o r ,  There is  
always the wish to get along with it ,  
and proceed on the basis  of the 
information that is  available, even 
a f t e r  a smal l  penetration into it, 
You, a s  manager of value engirieering, 
need to take a look-see,  which might 
be  15  minutes,  and i t  might, on a 
big project ,  be 2 hours .  "Just what 
information have you now developed 
on this,  pr ior  to s tar t ing the 
solution of the problem? " This i s  
not interference with the job. 
The men  do the job, but you a r e  
responsible for i t ,  and you a r e  
going to tu rn  in a good job, and you 
m u s t  know that they a r e  thorough in 
correc t ing  information and in 
securing it, before they use the i r  
minds on creat ive s olutions , 

Number two s tep  i s  the analysis 
of the information--what does the 
information mean ? Again, you 
will schedule a t ime \with them, 
"What have you decided i s  the key 
problem? " Or "Are there  severa l  
key problems ? " "Which ones have 
you decided to solve f i r s t  ? " Now, 
you not only know whether they have 
really- got  ahold of the problem,  but 
you have a chance, if you do have 
other  information, due to y o u r  nlore 
extensive experience, to bleed it 
in to  the i ~ r o j c c t .  

Then comes the creativity 
which, a s  you a l l  know, i s  a very 
difficult and a very  powerful thing. 
You will, a t  the end of the i r  work 
on creativity,  say,  "All right, l e t ' s  
s e e  what you have produced in 
creativity.  I '  And I don't  mean 
just af ter  they se lec t  "good" solutions, 
Le t ' s  see  the whole pattern, 
"Let 's  see  the range of creativity 
you have had, W h a t  you have 
probed into. " Y o u  will often find, 
a s  s o  often happens, they a r e  anxious 
to get along with the solution, and 
they haven't  more than a third of 
the way explored the a r e a s  that 
should be explored, And you 
will lead them t o  do it, This will 
get  the job done, this will increase  
the i r  competence, a s  well. 

Then, one m o r e  s tep,  a f t e r  
they have decided that  we will 
take "this" course on the project, 
have selected "these" two i tems,  fo r  
example, f r o m  creat ivi ty,  to pursue, 
then i s  the t ime for you to  talk with 
them about it. "What  have you 
decided? And why did you decide 
i t ? "  It may take only a few 
minutes,  but it gives the men the 
guidance, it gives them the leader  - 
ship, and i t  gives you a chance to  
communicate to others  on the bas is  
of solid happenings, and it will do 
the job f o r  your men. 

Work Area  # Four: (Nature ' s  1s t  
Law) Adequately Propagate The 
Species 

This one i s  s imple,  but it 
has taken us a dis t ress ingly  long 
t ime to  l ea rn ,  "adequately pro- -  
pagate the species .  " More "deaths " 
have occurred because of this 
deficiency than a l l  others combined, 
The f i r s t  p lan  of n a t u r e  i s  "How 
do we overwhe1mingl.y propagate 
the s pccies '! ' '  An oyster  back i n  



Chesapeake Bay puts 6 million 
eggs a year  into the water ,  and the 
ma le  oys ter  an equivalent number 
of spe rm.  A t e rmi te  wi l l  lay 
10 ,  000 eggs a day, a l l  fer t i le .  
Nature has provided for  your 
continuance by putting millions of 
s p e r m  per  cubic cent imeter  in  the 
m a l e ' s  secret ion,  Damn i t !  What 
provision have you made to propa- 
gate the s pecies of value analysis ? 
Do you think value analysts a r e  
going to  live in your company ? 

And good value analysis work be 
done, continuously, if you haven't  
taken r e a l  steps to  propaga.te the 
species  ? Absolutely not. 

How do we compare with the.  
other  profes sions ? You don't have 
t o  propagate the species if you want 
a n  engineer.  Already, the colleges 
have complete courses  to make 
e lec t r ica l  and mechanical, hydraulic,  
aeronautic  and others .  You don't 
have to propagate the species  if  
you a r e  in  the finance business,  
because t h e r e  a r e  colleges of 
finance. All you have to do i s  find 
one and h i r e  him. But, l e t ' s  don't 
forget ,  we don't have tha t  yet. 
We a r e  happy that the universit ies 
a r e  s ta r t ing  to  have courses ,  but 
they do not have rugged, solid, full  
courses  that will make a man you 
could h i r e  who would have the 
knowledge, the depth, and the va r i a -  
tion of ski l ls  to do the job. 

So, tha t ' s  the number four job. 
Along that l ine,  you a l l  know that 
i n  the value analysis  operation 
such as you will have, somc men 
who get a n  opportunity will do an 
exceptjonally good job, and they are  
taken o f f  and given another job. 
And they should be. They climb 
up the ladder ,  become managers  
o f  tjjjs and th;tt, and continue t o  do 
v/t:J1. E u t  xv'i-!at al,or,t the V:L!CLC 

analysis  unit? W h a t  does that leave 
the unit? In propagating the species ,  
l e t ' s  always improve it. Now, I'm 
a f a r m e r .  I grew up in  Nebraska,  
actually,  not too f a r  f r o m  here .  
And, we would ve ry  often pay 
$1, 000 to $2, 000 f o r  a bull. 
There  were  plenty of bull calves 
available for  $150. Why didn't  we 
use  them?  Because we wanted t o  
improve the species  - -and it paid 
off. What do we do i n  the v a h e  
analysis  operation as o u r  b e s t  men 
become known fo r  the i r  competence 
and advance f r o m  our unit? Alas, 
too often we look into our  remaining 
organization. There's Joe. He 
had the t raining--but  he doesn ' t  do 
ve ry  well in  the ac tua l  work. 
"He's a $150 bull. " Still, h e ' s  a 
r e source ,  and we ' r e  spread  thin, 
we' l l  have h i m  "train some others .  " 

Terr ib le ,  te r r ib le .  Downgrading. 
So, right in this propagating, you 
have to make the species  bet ter ,  
be t te r ,  be t te r ,  all the t ime.  Let 
the  bes t  men go, yes. But have 
backups and have plans to grow m o r e  
excellent value analysts .  

What Is My Task  As Manager 
Of The V A / V E  Activity? - 

If the environment i s  host i le ,  
whose job is i t ?  I t ' s  yours.  What 
people don't understand, they 
discredi t .  If t h e r e  a r e  complaints 
about the men, o r  one man, o r  the 
activity,  whose job? I t ' s  yours .  
If the funds lag,  whose job i s  i t ?  
I t ' s  yours .  The responsibili ty of 
the value analysis manage r ,  i f  he 
puts on a r e a l  program,  is shocking. 
If others  in  the organization are 
o p p o s i n g  the use of the  value 
techniques,  whose job i s  i t?  ~ t ' s  

yours. If you f ind the scope of the 
men is lirnltec! 111 rel-tain a r e a s  ? 

1 . '  y - i .  If )-(.:'i f ind  that 



they c.ontinually take yoiu bes t  
whose job? Yours. But--  

yuu  need some planning ahead of 
tirne to be ready fo r  that. You 
hope  f o r  that and expect that. 
If they limit training, whose job 
i s  i t? I t ' s  yours .  

If, a s  the use of the techniques 
continues in an  operation, they 
get diluted s o  that  the re  i s  no longer  
good information sea rch ,  good 
problem gelling, good creat ivi ty 
and good study of bas ic  functions, 
whose job i s  i t ?  The t a sk  is yours .  

In Conclusion 
I will review the four vital  

manager  tasks.  One: i t  i s  de-  
finitely your job, your minimal 
task, to enlarge the job of eve ry  
rr.a.n who gets these new techniques 
ar-3 new potential s o  when he  g e t s  
bacl- on the job, he can use t h e m  
w;t?lout encroaching on what other  
people f ee l  i s  their  work. Two: 
it i s  your  job to communicate s o  
tha t  people understand who they 
a r e ,  what they a r e  trying to do, 
how they a r e  trying to do it, how it 
f i ts  into the overal l  pattern, and how 
it benefits everybody. Three: it 
i s  your job, not only to  assign,  but 
t o  participate,  to  the proper  extent, 
with your men, s o  that you know 
exactly what they a r e  doing and help 
t h e m  when they need help. Four:  
a.nd, you could a lmos t  say  "above 
a l l ,  " but the others  a r e  vital, 
too, it i s  your job t o  propagate the 
species  and propagate it soundly, 
i n  a way that it i s  growing in 
'cal3-. bility a l l  the t ime.  

Kt~ggles :  L a r r y  said he 
vmu ld  be v e r y  happy to  answer  
any quc-:stions that you might have. 
W e  have maybe 1 ii minutes here  
that  you might l ike t o  throw a 
quest ion o r  two at him. 

Cyri l  Tammadge,  General 
Atomic Company, San Diego, 
California: Regarding your i tem 
number one, you s a y  t o  enlarge the 
work a r e a  of the individual that i s  
t rained.  By this ,  do you mean to 
provide h i m  with increased  
responsibili ty,  o r  increased  authority,  
o r  what prec ise ly  can  you see  the 
value manager  c a n  do, as f a r  a s  
the line organization responsibili ty 
tha t  a man has ,  a f t e r  training ? 

Miles : Each m a n  in  the 
l ine organization,has a certain area 
that he has been accustomed to 
covering. He works i n  an organi- 
zation, and he does certain things 
in  tha t  organization. When he comes  
back, if he  i s  '. jing back into tha t  
environment,  and he usually does,  
he  will not only do that, but can 
do a lot more ,  bes ides ,  He will 
do it bet ter .  H e  will pick up the 
things that  he  has been doing a t  
a n  e a r l i e r  stage, and he will 
wind them up at a m o r e  complete 
stage. So, what the manager  of 
value analysis  has to do i s ,  when 
the man i s  taking training, go to 
the manager  of that and say, "We 
a r e  going to  have Joe back. Joe 
i s  going to have new ski l ls .  He i s  
going to do things you never  thought 
he  could do, " A13d we want to be 
s u r e  tha t  you expect  that. And 
that  you give h i m  "space" s o  
that  he can do m o r e  work and not 
have fr ict ions with his  fellow people. 
Actually, you know, what a man 
believes h is  boss  expects of h i m  
determines  what h e  can do, 

Ray Fairbank,  John Deere 
Ottumwa Works: How can we ge t  
c o u r s e s  s t a r t ed  i n  col leges?  This 
i s  one of my goals this  y e a r ,  and we 
have nude  some ini t ia l  contacts,  
but how do we g e t  courses  s t a r t ed  
in colleges ? 



Miles:  Because the Society 
h a s  done considerable  work on that ,  
I MO uld l ike  to  have you just  hand the 
Mike to J e r r y  Kaufman,  the P re s iden t  
of The Society of Value Engineers ,  
who will know what i s  being done 
and  can accep t  any suggestions the 
g roup  might  have to acce l e ra t e  it. 
J e r r y ,  would you talk about that .  

Kaufman: Very quickly, we 
have  approximately 25  colleges 
and univers i t ies  that  accep t  value 
engineer ing /value ana lys i s  function 
as a c r e d i t  cou r se ,  e i t he r  within a 
discipl ine o r  a s  an  elect ive.  We  

a r e  trying to  s t a r t  t h i s  y e a r  what, 
hopefully, will take us in to  a new 
program,  and I have cha rged  D r .  
Fraser with the a s s ignmen t  to  
develop a cour se  cu r r i cu lum 
tha t  will eventually l e a d  toward a 
gradua te  p rog ram c red i t ed  cou r se  
i n  the  value ana lys i s /va lue  engineering 
discipl ine.  I don' t  know how long it 
will take us to  do it, but I think 
tha t  the t i m e  i s  h e r e  and we have 
got  t o  move in  that  direct ion.  

Miles :  I think it's g r e a t  t ha t  
you fellows have m e n  l ike  this who 
have the a n s w e r s  to your questions.  


