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President’s Message 
Reasoning Why

‘Forward, the Light Brigade!’
Was there a man dismayed?

Not tho’ the soldier knew Someone had blundered:
Theirs not to make reply, Theirs not to reason why, Theirs but to do and die,

Into the valley of Death Rode the six hundred.

(From The Charge of the Light Brigade. Lord Tennyson,  
writing of events in the Battle of Balaclava, October 25, 1854)

These reflective words of Lord Tennyson – 
“Theirs not to reason why, Theirs but to do 
or die” – solemnly describe the role of the 
Light Brigade as they rode into the disaster 
of the Battle of Balaclava in 1854. 

One can readily see why, in military 
situations, in the heat of war, there is a  
need to apply this principle even though 
terrible blunders are sometimes made.

The system is that everyone does their  
part as commanded without necessarily 
knowing the role anyone else is playing  
or why they are doing it. “Theirs is not to 
reason why”, but to do whatever they  
have been commanded. 

Most, if not all the work that we do 
(certainly in my personal experience) is  
not carried out in the heat of war but in  

the day-to day operations of private and 
public sector organisations, typically on 
projects of one form or another. Even  
so, one often hears a shortened form  
of Tennyson’s line; simply reduced to  
“Ours not to reason why”. 

This phenomenon can sometimes be seen 
in project teams where people work in the 
‘silos’ of their own professional disciplines: 
staying focussed purely on their own 
disciplines. 

There’s no need to “reason why” outside  
of their own discipline since it is thought 
that the Project Manager will co-ordinate  
all the various parts to achieve the desired 
result; just as the Military Commander 
directs each of the individual units.

Continued on page 2
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I have personally witnessed project team 
meetings in which people only contribute  
to the meeting when an item comes up 
directly in their field of expertise. People 
may be (and often are) texting messages, 
taking calls or doing other tasks whilst 
waiting for an agenda item that specifically 
deals with their area of expertise. There is 
no concept of “reasoning why” in relation  
to anyone else’s work since “ours is not  
to do that”. 

I have also witnessed the opposite of this 
— situations where phones are turned  
off and everyone is actively engaged in  
an intentional ’group learning’ process.  
In these cases, information is shared, and 
through effective leadership and facilitation, 
knowledge and understanding are built  
and shared. The question “why” is on 
everyone’s mind – within and across 
disciplines.

I wrote in the last edition of VT that in the 
pursuit of best value for money, we must 
build shared knowledge and understanding 
amongst stakeholders and project team 
members. It’s the first step in a Value 
Management study. 

Shared understanding, however, can ONLY 
be achieved when people “reason why” – 
within and across disciplines. Shared 
understanding is a ‘soft’ sounding notion 
but my experience tells me that producing  
it has ‘hard’ dollar benefits!

My experience also tells me that people 
often assume that knowledge will be  
built — it will “just happen” — as long  
as information is disseminated to all  
the players. 

In that article, I cited Einstein’s famous 
quotation “information is not knowledge” 
and went on to argue that converting 

So why do I keep  
on pressing the 
importance of an 
approach focussed  
on building “shared 
knowledge and 
understanding”?

President’s Message
Continued from page 1

information to knowledge, including shared 
knowledge, takes intentional effort.

It is true that even those situations, where 
there is no intentional ‘group learning’, often 
produce good results. I acknowledge this. 
Our buildings and bridges don’t fall down. 
So why do I keep on pressing the 
importance of an approach focussed  
on building “shared knowledge and 
understanding”? It is to do with 
capturing all opportunities and 
not missing them.

Two situations immediately come to mind:

1. Situations where individual stakeholders 
or project team members change their 
position or change their statement of 
requirements after hearing of and 
understanding the requirements, 
assumptions and rationale of the other 
players. These situations might lead to 
huge improvements in Value For Money 
through cost savings and/or improved 
performance.

2. Situations where completely new ideas 
or different approaches emerge because 
of ‘group learning’ and idea-generation 
where everyone is invited to contribute 
ideas to the whole exercise regardless  
of their own area of expertise.

Neither of these opportunities would be 
captured where a ‘silo’ or “ours is not to 
reason why” approach predominates.

To pursue best Value For Money, we  
need to build shared knowledge and 
understanding of requirements and 
assumptions across the key stakeholders 
and project team. The Value Triangle 
provides us with a framework to do this:  

it should be the starting point of every  
Value Management study.

In a workshop format, all 
stakeholders and project team 

members will bring their own 
‘perceptions of purpose’ and 

their own assumptions about 
whatever entity we are 

dealing with: the ‘entity’ 
could be literally 

anything.

We deal with the apex of the triangle first 
— primary purpose — and facilitate 
discussion and resolution such that all 
players are ‘in alignment’ as to the exact 
reason for existence of the thing we’re 
considering. Everyone needs to know  
‘the reason why’ the entity exists (or will 
exist) since we all plan and design 
according to our own ‘perception of 
purpose’. 

Agreement is reached about the primary 
purpose — raison d’être — the reason for 
being. The workshop then moves on to 
build shared knowledge and understanding 
of the expected beneficial outcomes  
(of fulfilling the primary purpose) and the 
important features from multiple 
perspectives.

Serious group learning takes place in these 
sessions as people share their ‘perceptions 
of purpose’, beneficial outcomes and 
important features. Previously-stated 
requirements change in light of shared 
knowledge and understanding. An effective 
‘statement of requirements’ emerges from 
the exercise.

Note that I have not even mentioned 
‘money’ as part of this exercise. First,  
we establish the ‘value’ via the Value 
Triangle, then we consider the costs of 
various potential options seeking best  
Value For Money. Group learning is  
crucial to this – always reasoning ‘why’”!

Dr Roy Barton 
President, Institute of Value 

Management Australia (IVMA)

Call for Nominations  
for Directors of IVMA  
by 5 September 2017
IVMA may have up to eight Member Directors who may hold office for terms of two 
years and up to four consecutive terms. In accordance with the Constitution of the 
IVMA, four members will stand down this year providing the opportunity for other 
members to serve as Directors of the organisation.

This presents members who we know have a broad range of experience and skills 
the opportunity to guide the direction of the Institute. Please consider contributing  
as a Member Director of the IVMA. Full information is available on the website:  
ivma.org.au, including details of the director nomination process, which needs  
to be completed by 5 September 2017. 

Call For Value Times Articles
IVMA members have a wealth of experience across a number of sectors and 
extensive examples in assisting clients to achieve improved Value For Money 
outcomes in many different countries. We would all like to hear about and learn from 
your experiences.

IVMA provides the quarterly e-newsletter, the Value Times, and encourages you to 
write short articles so that others might hear about and learn from those efforts.

A preferred maximum article length is 1,200 words. Our aim is to keep Value Times a 
punchy production that allows scanning or more in-depth reading when a topic is of 
specific interest. For papers or longer articles we can include a précis in Value Times 
with the full article posted on the IVMA website — ivma.org.au — and we love 
relevant pictures and diagrams too.

To discuss the proposed submission of articles, please contact John Bushell on 
johnbushell@jbvm.com.au
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Having facilitated Value Management 
Studies within the Electricity Distribution 
Industry over a period of 20 years, with a 
focus on strategic network planning, there 
arises the “Three A’s of Value Management” 
pertaining to Electricity Distributors. 

These are:
• Analysis 
• Alignment
• Acquisition

Analysis

Analysis covers the Value Management 
process which we are familiar with, starting 

with the nomination of the study objective 
and the determination of the problem 
situation. In many cases it is appropriate  
to widen the specifics of ‘the problem 
situation’ into ‘the issues’. For example,  
the problem situation of a particular zone 
substation forecast to be overloaded within 
three years can be widened to encompass 
issues such as:
• Ageing System Equipment
• Upstream Infrastructure Capacity 

Considerations, and 
• Wider Load Area Issues

The ageing of system equipment relates  

to switchgear condition and performance 
and in many cases alternative system 
development options may be of a similar 
cost. However one or two options might 
provide significant advantages for the 
management or replacement of aged 
equipment.

Upstream Infrastructure Capacity 
Considerations includes the sub-
transmission feeder systems (i.e. the 132kV, 
66kV and 33kV cable systems) and the 
opportunity to connect new 132/11kV 
substations into existing 132kV cable 
systems. In this way, opportunities to 

Three A’s of Value Management

Value Engineering on Canberra Light Rail
The Australian Capital Territory Government is engaged in 
developing the proposed 10km, Stage 2 -City to Woden light rail 
line that will link to the Stage 1 – City to Gungahlin Line due for 
completion in 2019.

The City to Woden light rail line will be more complex than Stage 
1 as it is to be “overhead wire free” over the Commonwealth 
Avenue Bridge and through the Parliamentary Triangle.

In the development of Stage 1, the initial ‘capital cost’ estimate 
for the project was $1.01 billion. An audit report has shown that 
this cost prompted a Value Engineering Study to be conducted 
on the proposal.

The study resulted in the estimated cost being reduced to  
$610 million, whilst the construction contract was signed for 
$710 million: a 30% saving on the initial cost estimate.

Value Engineering uses the same suit of techniques as Value 
Management, which are aimed at achieving best Value For 
Money by reaching a common understanding of a project or 
program by all the stakeholders.

It is to be hoped that this success will prompt a similar 
examination of the more complex Stage 2 of the project so  

that all the users of the whole light rail system will benefit in  
the long-term.

This is a summary of an article in the Canberra Times,  
26 April 2017.

John Bushell 
Accredited Value Management  
Study Facilitator, IVMA

develop relatively large zone substations 
(e.g. 100 MVA Capacity) with low  
sub-transmission connection costs can 
sometimes be identified. This enables a 
major boost to the capacity of a Load Area 
of, say, six smaller zone substations whilst 
allowing the decommissioning of one or 
two aged, small capacity zone substations 
nearing the end of their effective service life. 

Wider Load Area Issues usually relates  
to other system issues such as voltage 
performance of the network, reliability, 
demand management opportunities and 
quite often the geography of the Load Area 
that might present problems for system 
development such as limited cable routes.

Value Management Studies often generate 
20 to 30 ideas, which would be considered 
and then scored by the study group against 
criteria such as Zone Substation Capacity, 
Sub-transmission Capacity, Aged Asset 
Management and Strategic Fit.

The best ideas can then be clustered, 
costed and considered before an overall 
development option would be determined 
by the Value Management Group and 
recommended for approval.

Alignment

In the Electricity Distribution Industry,  
Value Management Study Groups have 
typically consisted of 10 to 15 participants 
with expertise in disciplines such as System 
Forecasting, Distribution Planning, Sub-
transmission Planning, Local Planning, 
‘Demand-side’ Planning, System 
Protection, Project Design and System 
Construction.

In the study groups there has always 
been a wide range of expertise and  
it is quite amazing how the Value 

Management process leads to  
a convergence of thinking and 
assessment towards a preferred 
development — and then an alignment 
and commitment within the 
organisation to the recommended 
development. 

An important aspect to this organisational 
alignment has been the inclusion of a 
‘signatory page’ in Value Management 
Reports whereby all participants have  
been offered the opportunity to show  
their support to the group findings.  
The ‘signatory page’ provides Senior 
Management with an assurance that the 
Value Management findings are widely 
supported across the organisation.

Acquisition

A signed Value Management Report that 
canvasses a range of Development Options 
and concludes with a recommendation, 
together with a development timeframe, 
has proven to be a powerful tool to drive 
timely site acquisitions for upcoming 
substation developments.

These substation sites are usually 2000  
to 3000 sqm. in urban or city areas and  
are of significant cost, often requiring  
Board Approval.

Such site acquisitions four to five 
years before ‘substation need date’  
is a key business outcome, allowing 
for an orderly and cost-effective 
process for System Design, 
Development Approvals, Management 
of System Risk, and finally substation 
construction and system connection.

Rod Funnell 
Accredited Value Management  
Study Facilitator, IVMA

The best ideas 
can then be 
clustered, 
costed and 
considered 
before an 
overall 
development 
option would 
be determined 
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The Realisation

My first exposure to Value Management 
occurred more than 25 years ago when  
I was heading-up the Quantity Surveying 
Group in the Health Section of the Public 
Works Department.

As Quantity Surveyors, we spent our lives 
measuring, putting costs on things, getting 
the estimate as accurate as we could, 
providing advice on the cost of alternatives 
being considered, until the final scope-of-
work was agreed and documented.

Then in the ‘delivery phase’ we would 
manage the cost of the project, provide 
advice on variations, process payment  
and ultimately negotiate the final account 
with the contractor. If all went well, the 
project would finish within budget and  
on time. Job well done!

However, as projects entered their 
‘operational’ phase, I noticed that things 
were not always as intended. We would 
hear of doors too narrow to get the 
photocopier into the print room, one power 
point in rooms where complex procedures 
occur, structural supports missing in ceiling 
for heavy equipment… examples go on  
and on.

One day at work, Alan Butler, who was then 
at PWD too, came into my office and asked 
me to sit in on a ‘meeting’ as an observer.  
It was a meeting the likes of which I had 
never witnessed. To that point in my career, 
I subscribed to the saying that ‘meetings 
are processes where minutes are taken  
and hours are wasted’!

I was in this room with maybe 20 – 25 
people, seated in U-shape, talking about 
some complex project. Although, I had 
been asked simply to observe, I quickly 

(ii) Standards and procedures. 

Does having standards and rules for a 
process that needs to be fluid, help attract 
practitioners? Might Standards and Rules 
act as a deterrent? The IVMA had 
significant input to the development of  
the 2007 Australian Standard on Value 
Management, AS4183:2007.

Rewriting a Standard was an opportunity 
to produce a document that made Value 
Management accessible and 
understandable to the layperson. In my 
opinion this was an opportunity missed. 

I find the distinction between “value”  
and Value For Money an aspect that  
can promote confusion. 

The definition of VM continues with  
this distinction:

 “A structured and analytical process 
which follows a prescribed work plan to 
achieve best value or, where appropriate, 
best value for money. Value for money in 
the context of this definition is a measure 
used for comparing alternatives based  
on the relationship between value and  
total cost”. 

The definition in the European Standard  
is in my view is more alluring:

“VM is a style of management, particularly 
dedicated to motivating people, 
developing skills and promoting synergies 
and innovation, with the aim of maximising 
the overall performance of an organisation. 
It is a structured, team based, analytical 
and creative process for developing 
innovative solutions to complex problems. 
It seeks to realize sustainable, value for 
money solutions that reflect the needs of 
the organisation and its key stakeholders.

“VM is based on principles of defining  
and adding measurable value, focusing  
on objectives before solutions, and 
concentrating on function to enhance 
innovation. It uniquely combines within  
an integrated framework a value focused 
management style; a positive approach  
to individual and team motivation; an 
awareness of the organisational 
environment; and the effective use of 
proven methods and tools”.

It defines ‘value’ simply as; “a measure of 
how well an organization, project, product, 
or service, satisfies stakeholders’ 
objectives in relation to the resources 
consume”.. (EN – 1325-1).

(iii) The IVMA 

When it was constituted in the very early 
1990s I suspect that, like me, there was  
a feeling that things were going to take-off! 
The structure adopted would put other, 
much larger professional bodies to shame. 
We had all the usual Office Bearers plus 
sub-committees; there was even an 
International Vice President and a College 
of Fellows. 

But the extent of growth expected did  
not come. 

Perhaps it is time for us to take stock and 
question ourselves, for instance:

• Are the training and entry requirements 
focussed too much on process and not 
enough on facilitation experience and 
skills?

• Are the current benchmarks and 
requirements used for consideration  
of applications as a VMS facilitator 
making it unattractive/difficult for those 
interested in becoming involved in  
Value Management to progress?

• Are opportunities for mentoring  
ever applied?

• Does the IVMA ever convene social 
functions where members can 
assemble, exchange thoughts and 
experiences and more importantly,  
to invite along clients, guests or those 
interested in perhaps utilising or 
applying ‘value improvement’ 
processes?

No one can say, with certainty, if these 
factors inhibited membership growth… 
but the extent of expected growth in  
both the numbers of practitioners and the 
sector opportunities for application have 
not eventuated to-date.

Epilogue

Value Management and facilitation have 
provided me with a rewarding career over 
the past 25 years, including international 
travel opportunities, and I have met some 
amazing people on my journey. 

Many of those in practice today, including 
me, are in ‘the home straight’ in terms of 
our careers, so whether or not Value 
Management, or the IVMA for that matter, 
survives and grows in popularity will be 
dependent on the following generations 
taking-up the mantle.

Albert Einstein famously said that “insanity 
is doing the same thing over and over 
again and expecting different results”.  
Not much has changed in the Value 
Management world in the past 20 years!

Perhaps it is time for a radical rethink of 
what we do, how we do it and how we 
promote it. 

Declan Tierney 
Accredited Value Management Study 
Facilitator, IVMA

recognised that something special was 
going on.

People were co-operating, they were taking 
their turn to make their points-of-view and 
they weren’t talking over one another.  
When the facilitator said “let’s talk about 
this particular issue”, everyone would focus 
just on that item and unpack it to its core, 
or “let’s talk about assumptions” and they 
listed only assumptions, “let’s talk about  
the things that concern you, let’s have 
some ideas”…and they flowed.

No meeting I had ever attended was like 
that. Things were being listed as they were 
mentioned — what we need to do, who 
should be consulted, what are the ideas  
to address problems. So, when the session 
concluded, people knew exactly what they 
had to do and there was clarity about what 
had been agreed.

For me, it was mind blowing… the power of 
the process was obvious. I probably didn’t 
know it at the time, but that experience 
changed the direction of my professional 
life. VM workshopping here I am.

My New Direction

Within three years I had melted down my 
scale rule, established Tierney Page 
Kirkland as a business operating solely in 
the provision of facilitated services. I was no 
longer a quantity surveyor but a facilitator.

I became involved in Value Management. 
There was lot of activity in that space at  
the time. It seemed to me that, given the 
demonstrable benefits of VM workshopping 
problems, growth in the sector was 
assured.

The NSW Government was backing the  
VM process with policy and Asset Planning 
Practice Guides. The Institute of Value 

Management was established, training 
courses were offered and it seemed that 
things were moving ahead.

What happened?

However, the growth potential that I had 
expected never really occurred, and I would 
guess that the VM community in Australia 
today is probably similar in size to what is 
was 20+ years ago.

So why did this growth fail to occur?

Nobody can say with any degree of 
certainty, but for what it’s worth, here’s  
my ‘tuppence-worth’!

(i) Battle between process and facilitation

The magic of Value Management shines 
greater with effective facilitation more than 
merely relying on the prescribed framework 
or structure. If somebody totally lacking in 
‘people skills’ but who has the VM checklist 
/ job plan is running a workshop…it will not 
reach the potential outcome heights or 
depth achievable! And the experience 
could likely be uninspiring.

Any problem-solving system involves 
identifying the problem, setting objectives, 
establishing aspects that are locked in or 
negotiable, coming up with ideas to resolve 
problem areas, evaluating suggestions  
and coming up with recommendations or 
decisions. There are other processes  
that, some might argue, are as good at 
delivering quality outputs. But it needs  
to be remembered that VM adds in an 
understanding and an analysis of the  
value factors.

I contend that whilst process and structure 
is vital, real success hinges on human 
interaction and that is where the effective 
facilitator’s role is crucial.

Why haven’t people and businesses 
embraced Value Management like me?
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Value Pyramid &  
Business Case Alignment

Continued on page 10

Value is in the eye of the beholder.  
The saying is obviously a play on  
the saying beauty is in the eye of the 
beholder. The person widely credited 
with coining the original saying is 
Margaret Wolfe Hungerford (née 
Hamilton). In her book Molly Bawn 
(1878) there is the line ‘Beauty is in 
the eye of the beholder’. The saying 
simply means that every single person 
sees things in a different perspective  
e.g. if you were to interview ten people 
who saw an event, you would hear ten 
different impressions.More simply, we 
each have our own opinion, we each 
think and perceive differently, and we 
each have different views of what is 
important.

I first substituted ‘Value’ for ‘Beauty’ in  
the paper Value for Money in Government 
Procurement that I presented at the 1998 
APEC Senior Officials meeting (Penang, 
Malaysia) on Transparency in Government 
Procurement.

The objective of the ‘Value’ substitution  
was to highlight that the concept of ‘value’ 
means quite different things to different 
stakeholders. To illustrate, project 
stakeholder and decision makers’ 
different perceptions of value include:

• To the Financier / Investor / 
Treasury official, ‘value’ is certainty 
of outcome for the approved budget 
allocation

• To the Architect / Designer, ‘value’ 
is more about the quality of the 
design 

• To the Project Manager, ‘value’ is 
minimised delivery risk (time and 
cost) 

• To the Project Owner, ‘value’ is 
most likely to be aligned with the 

traditional concept i.e. the right 
product for the least cost

• To the Safety Regulator, ‘value’  
will be no injuries or incidents 
during construction or operation  
of the facility or product

• To the Environmentalist, ‘value’  
is sustainable outcomes and no 
adverse implications for the 
environment during delivery or 
manufacture.

The dot point above demonstrate that  
the composition of Value for Money (VfM) 
will be different for different stakeholder 
groups. Further, the concept of ‘value’ is 
likely to change over time and during the 
course of a project.

In his article Concepts of Value in Value 
Management, Roy Woodhead made a 
similar observation on ‘value’ when he 
stated that “value is always about some 
form of benefit”.

The concepts of ‘value’ and ‘value for 
money’ as defined in the Australian 
Standard on Value Management are 
embodied in the Value Pyramid. 

In contrast to the Value Pyramid’s simple 
but elegant concept, governments’ 
expression of Value For Money is 

substantially less clear, as demonstrated  
by the following selection of VfM definitions 
used by federal and state governments:

• Victorian Government, Department of 
Treasury and Finance, ‘Strategic 
Sourcing Policy’: Value for money 
denotes, broadly, a balanced benefit 
measure covering quality levels, 
performance standards, risk exposure, 
other policy or special interest measures 
(e.g. environmental impacts), as well as 
price [of inputs and outputs]. Generally, 
Value for Money is assessed on a ‘whole 
of life’ or ‘total cost or ownership’ basis, 
which includes the transitioning-in, 
contract period and transitioning-out 
phases of a contractual relationship.  
It is often used in the sense of the 
‘long-term sustainability of Value for 
Money’, denoting that the state focuses 
on choices that ensure Value for Money 
outcomes are promoted and protected 
in successive anticipated contracts.

• The Australian Government, Department 
of Finance and Administration, 
‘Commonwealth Procurement 
Guidelines’: Value for Money is the  
core principle underpinning Australian 
government procurement. Officials 
buying goods and services need to 
satisfy that the best possible outcome 
has been achieved taking into account 
all relevant costs and benefits over the 
whole of the procurement cycle.

• New South Wales Government, 
Department of Treasury: Code of 
Practice for Procurement’: Value for 
Money is defined as the benefits 
compared to the whole of life costs.

• Queensland Government, Department  
of Public Works, ‘Better Purchasing 
Guide – Value for Money’: Ensuring 

Value for Money is one of the three 
objectives of the state Purchasing Policy. 
Government purchasing must achieve 
the best return and performance for the 
money being spent. Price is not the sole 
indicator of value.

The problem that the foregoing presents  
is that when Value For Money is considered 
in typical major infrastructure Economic 
Appraisals and Business Cases, there is  
no adequate underpinning framework for 
how Value For Money is brought together 
i.e. while the final investment decision will 
usually be based on the best Value For 
Money outcome, the actual attributes of 
what constituted Value For Money will be 
less well defined.

Value Network has completed some 20 
business cases for major infrastructure 
projects, including major / large dam 
upgrades, Barangaroo Reserve, Wynyard 
Walk and social housing projects. 
Additionally we have provided expert advice 
to the NSW Audit Office for Performance 
Audits of WestConnex, CBD & South East 
Light Rail, Albert ‘Tibby’ Cotter Walkway 
and NorthConnex.

In completing this work, we have developed 
the following Business Case framework to 
illustrate the relationship between the 
project objectives, the project structure  
and activities, the project outcomes, costs 
and benefits and thereby the combined 
measure of VfM i.e. how the key 
components of project delivery are brought 
together in a Business Case and how  
VfM investment decision criteria can be 
quantified.There is a strong commonality 
with the Value Pyramid and this is illustrated 
by colour coding the elements of the 
Business Case framework that aligns  
with the Value Pyramid.

Wynyard Walk

Barangaroo Reserve

Albert (Tibby) Cotter Bridge

Tallowa Dam Fishway
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Value for Money?Value Pyramid & Business Case Alignment
Continued from page 9

Value Pyramid & Business Case 
Alignment 

Key aspects of the Business Case 
framework are that it:

• Demonstrates how the Value Pyramid 
can be used to underpin the Business 
Case for major infrastructure projects 

• Highlights that Value For Money is likely 
to be substantially more than the Benefit 
/ Cost ratio

• Provides a basis for clear and consistent 
articulation of the Value For Money 
project attributes

• Provides a consistent measure to  
ensure that the Value For Money intent  
is maintained through the project 
development and delivery. 

Ted Smithies 
Accredited Value Management 
Facilitator, IVMA

A toothpaste factory had a problem:  
Due to the way the production line was set 
up, sometimes empty boxes were shipped 
without the tube inside. People with 
experience in designing production lines  
will tell you how difficult it is to have 
everything happen with timings so precise 
that every single unit coming off of it is 
perfect 100% of the time. 

Small variations in the environment (which 
cannot be controlled in a cost-effective 
fashion) mean ‘quality assurance’ checks 
must be smartly distributed across the 
production line so that customers, all the 
way down to the supermarket,won’t get 
frustrated and purchase another product 
instead. 

Understanding how important that was,  
the CEO of the toothpaste factory gathered 
the top people in the company together. 
Since their own Engineering Department 
was already stretched too thin, they 
decided to hire an external engineering 
company to solve their empty boxes 
problem. 

The project followed the usual process: 
budget and project sponsor allocated,  
RFP (request for proposal), third-parties 
selected, and six months (and $8 million) 
later a fantastic solution was delivered — 
on time, on budget, high quality and 
everyone in the project had a great time. 

The problem was solved by using high-tech 
precision scales that would sound a bell 
and flash lights whenever a toothpaste box 
would weigh less than it should. The line 
would stop, and someone had to walk over 

and yank the defective box off the line, then 
press another button to re-start the line.

A short time later, the CEO decided to have 
a look at the ROI (return on investment) of 
the project: amazing results! No empty 
boxes ever shipped out of the factory after 
the scales were put in place. 

There were very few customer complaints, 
and they were gaining market share. “That 
was some money well spent!” he said, 
before looking closely at the other statistics 
in the report.

The number of defects picked up by the 
scales was ‘zero’ after three weeks of 
production use. How could that be? It 
should have been picking up at least a 
dozen a day, so maybe there was 
something wrong with the report. 

He filed a bug against it, and after some 
investigation, the engineers indicated the 
statistics were indeed correct. The scales 
were NOT picking up any defects, because 
all boxes that got to that point in the 
conveyor belt were good.

Perplexed, the CEO travelled down to the 
factory and walked up to the part of the  
line where the precision scales were 
installed. A few feet before the scale,  
a $20 desk fan was blowing any empty 
boxes off the belt and into a bin. Puzzled, 
the CEO turned to one of the workers  
who stated, “Oh, that…one of the guys  
put it there ’cause he was tired of 
walking over every time the bell rang!”

<author unknown>

Six months 
(and $8million) 
later, a 
fantastic 
solution was 
delivered


