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Materials Service
- NEW YORK OFFICE

Dear Bl

Fellowing your suggestien, 1 have re-studied our work slements, the competense

required, and the relative competence required; alse, the whole situation of
getting precisely the optimum degree of competence into sach job.

This study is...first, to help us review and svaluate Value Service general
ovar-all "personnel competence” practices; then, secondly, 10 measure our
Judgment and guide eur action in the open specific situstions now being kandled,
by reference into this framework,

As you and ] have always recognised, it is harmful...
to the departments {rom whom men are Mred,
often to the men themselves, and
to surselves
to pay higher salaries and levels than the work requires and the
essential competence of men necessitates. A study of our practice and results
te date is helpful,

Seme of our men came young in age, or progress, or both, and "grew."

This was more in our "‘operation stage’--operatiag training programs--doisg
seme evaluation work to prove fessibility--etc,

These men wevre...
Eagan, Hvamb, Zimmers, Kittle, Coughlin, Reger, Fowlkes,
Leslie, and Bentley.

+ Others weo have secured by showing opportunity and previdiag lwoln and salaries

which would compete. They were, ..
Feuntain, VonFange, Barrows, Prendergast, Young, Fridhelm,
Fransaen, with Bartlett under consideration.
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 For the competence required--have we offered levels and salaries...
) tes high? about right ? or toe lew?

By a parallel with sales pricing, perhaps we can gain insight,

If & product is priced lower than necessary, we get all erders we bid eu.
If it is priced too high, we den't get sur share.
If it is correctly priced, we got the eptimum of erders at the eptizmum prise.

Similarly, let us study our ''competence selection.’

Although extreme offort wae required to got Roy, we will limit our study to the
recent three-yoar period during which we have boen out of the "eperating werk" -
and must start with important amounts of develeped competence already in men.

These for whom eur offer was adequate are...
Vnrm-. Barrows, Prendergast, Young, Fridhelm, Franssen.

Those for mm it was inadequate, were. .. '
Hebsen--enginser, Palo Alto Machetti--lsf company to 1BM
Horan--adv. mig. engr., Bpt. Hagus--engineering supvr., Leuisville
Macemon--engineer, Laville Newell--engineer, Leuisville
Klliott--engineer, Louisville Maddox--mgy. adv, mfg. engrg., Utica
‘d'ﬂomn. MAC W‘ M“Y‘-MM. Ord. Dﬂ..’lﬂlﬂ!
Binder--engineer, Shelbyville Shuie--Value component mgy,, Lym
Aurelius--new manager, Special Preducts Section, MSV Dept., Philadelphia
Wentworth--Pittsfield purchasing superviser, left company

We got six, we lost fourteen.

Losing seme of these men hurt....just as losing some sales hurts....bus,
it is » realistic way of evaluating our pﬂon.

Evalustion

My judgment weuld be that this is prebably about the right pattera. Hew do you
{eal about it ? Probably ws should be a litile mere aggrensive in special cases.
Weo must make sure that the ones we lose are not key people whe would uniquely
coatribute in the value fleld but only normally contribute in other work.
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This knowledge will guide our decision-making as we now losk at our present

As 2 result of the high emphasis you have always correctly placed upen having
man eompetence, pesition guides, pesition levels, positicn evaluation and
sppraisal, and man-pewer inventory records up-te-dats, corvect, and somplete,
you know 1 made a psnetrating study of all of our werk elements and the type

of competence required for each, in Decomber. A matrix of knowledge, skille,
respensibility abilities, relationahip abilities, ete. was prepared in rvelation

te each area of Value Bervice work,

Of ceurse, they wen't be exactly right en all counts but, as we feund ﬁu we
- studied them together, thers is mighty solid and seund thinking back of all
of them, ,

-Of the three new areas of work, twohmmmthuudumh“’lmuul
as we tegether reviewed.

Eanginesr - Valus Standards Develeopment, filled by George Fridhelm
Engineer - Value Standards Functional Preducts, fllled by Hal Franssen

Pyoper paper work is being prepared.

Ia the third, a medification of our planning has taken place to xeet an oppore
tanity we were previcusly unsure weuld develep this seem,

Encugh pregress has been made with the Hotpoint Kitehea Appliance Department
90 that the manufacturing manager, engineering manager and the general manager
are ready te establish a Value Control group and preliminary discussions of
divisien value control actions indicate that the divisien hepes to meve inte effest-
ive value control as soom as the coucepts, techniquss, and precedures ave
modified, de-bugged as may be necessary, and spplied to mass produced
appliance work. Accordingly, the competence required for the jeb of Eaginser
Value Control Research and Devalopment had to be re-evaluated. Changes

are shown on the matrix sheest attached 0 that you can veadily study the ''before”
and "after' evaluation,
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Decisions are based upon these criteris. o Y

1 « Te provide a reasonakle chance of success in this difficuit but vital under-

taking, ability and special requiraments for “supervision” must be increased.
Sepervislen and direction of three men in value contrel work i¢ a part of this
work. If the supervision and leadership f{ails, the preject hﬂl. o _

Also the large influence of these studies and developmoent mgunn o

return om investment and profits necessitates raising the «Wo mulnnnt

on "responsibility for assets, "

Inhorent alse in the work is a high-degree of imprevement in Mn‘
procedures, develeping and recommending entirely new metheds and precedures
and integrating all old and new metheds and procedures necessitating meve ,

cempetence in the ''responsibility for methods and procedures” area.

Finally, with respect to the competense required<-as this werk is shaping up
this man must deal constantly with the manufasturing and enginsering managers
and periodically with the gensral manager. Me must have basic competence

appreaching them and skill in relatienships with them or ho will ant cara thelr
respect and cannet succeed. Accerdingly, the minimum nqdnl W
on yelationships had to be inereased. -

3 - Men with this competence and a knowledge of value techniques ave hli
te find--almest non-existent. We have tried untiringly for four

e find competente, skills, and training needad for the job. Mymm.

Paul Binder, approached the requirements. We.tried--but ouy sights were
too low for the compotencs involved. We lost him,

3 « Beb Bartlett is a high-grade engineer, As long age a8 three years, Glem

. Warrea teld me he was unusually competent, urged us and arranged fovrm
to teach him valus concepts and techniques and to work with kim as the Turblae
zepresentative.

-4 » He 18 now near the tep of level 11. Teo undertaks te provide to Mm a job

roquiring competence of less than level 13 weuld w; lese him
te this important mnmlty ares. '
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$ - Hal Miller, you, mysell, and Svein have the eppertunity and respensibility

of previdiag something of great value--snd soon t0 be mush nooded <<t
the Cenoral Klestric Company. Under Sveln's guidande this man can ds I8,
We must put them te werk em it. ‘ ‘ R

6 « Besause we assigned real competonce to the Reanshs job, Nal had the
epportunity of hearing the operating department poople ahow a firm grip

upon product leadership as a result of the techuiques snd sompetence of Mo

people. You and I want to repeat this experiente--but en a larger seale-o

in absut a year as Hetpeint, ~
Until we have given & written ofl-r- and had an sceoptance, chances of losing

a good man like this are sevaral to ene. I urgently need your telephons appreval

of lavel 13,

L. D. Mﬂ.l/“



