Why Invent a Profession

By James L. Schuler

Burean of Khips, U. 8. Nary Depurtment

In the MayJune 1933 imue of this Joumal, Mr. Alvin
Brown explained “How to invent & profesion”. The humor
of this article was refrevhing. But it touchen only the fringe
of a really fundamental human problem. | refer 1o the
problem of why new profeeions are invented. 1o we need
new profesionse and, if s, why? Profesions, like people,
are o, They grom  they contnbute they  bevome
micklle agedd - they get okd. Rarely do they die. But fre-
quently they show signn of old age.

The mibject of “Why invent a profession”” covers many
of the problems from taddling to tottering in professionnl
growth, 1t explaine the sdvent of sieh new profescaons

ax Value Enginevring, Valie Analyeis, Statisticnl Analysis,

Operations Rewnrch, Mathematienl Progrimming and
Industrial Engineering. 1t explaine the ndvent of ofder
profemions mich ax Flectrome  Enginevring. Electrieal
Engineering, Civil FEugineering and Nn.\‘nl Architeeture
an well an Law and Medicine,

The dynamics of the life of & profession start with a need.
Thim need in frequently the roilt of the mental Figur mort i«
of people in existing profescions. The old professaon will
il 1o Gl & necd bevauee it is newer than the profesion.
The needs of miciety change even we societ Voitmell changen.

Along rumes & man with & creative spark and a k.
caleified attitude. He meew a need snd notes the g between
exiating profomions. He concviven a solition and hix one

per cent inspiration is done. He begine to mipply the ninety -

nine per rent penpiration required to matiate the needd.

o Thia ereative man deserven 8 good deal of credit beeatae he

I the “spark phig". He invents a profemion to do a job.
It worka well for & time,

Then, when everyone in aware of the need, thewe idean
filter down to the working level, They eventually become
entombesd in text hooks amd are preached to the next gen-
eration. This generation, an the average, in avernge. If
thete had heen no wheed, they coukd not have invented the
wheel. If there had been no language, they coukd net have
- invented 8 langunge. If there had heen no electricity, they
. could ot have discovered electricity. They don't invent
. they use, This relieves the new engineer heestiee he conkin't
reinvent the five basic machines. He an acvept hin in-
hetitance. He can drink in the wisdom distilled from prior
. creative minda. If he in crentive, he can ervate something
new on the foundation of previous creations.

. You cannot tell anyune how to invent & profesion.
- Like all ereative endeavom, anly & few prople are capable
. of sonl invention. Thewe few don't need instruction. Con-
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verwly, all of the direetions in the workl won't help thowe
wha are not éreative heesuse you eanint teach people how
to renlise that a problem existe. The fimt symptom is a
man hanging hix hemd agninst 1 probiem, Roon he either
learnn 1o live with it or he setx out to change things. (e
tool for changing things is the invention of a8 new pro.
feweion.

The erux of the disusmion, therefore, in why ot ereate
within the old profowions. Why invent a new profemsion ?
Why think up a new nume? Why use new wonds? Beeause
new wonds get old. Bevawe old wonls are often mpoken
without clear thought behind them, Boecnie s permon has
to think when he denln with 8 new ferm. New tern are
umnk to denote & new facet of 8 probien. This ix & tool used
to tight the natural human tendeney 1o enshrine the past.
T as goond 1o benen from yestenday but it e geave eeror (o
worship it o, knowing full-well that by tomorrow, tewlay
will be yentenday, the creative man sete ot to right the
wrong. * .

The ermtive engineer umially metx out to sve sone
money. He is not renlly interssted in the money for itself.
Money v merely n convenient way of mpeaminng. 1 he
mven & dollat he in really saving a dollar's worth of human
effort. This saving may refleet itself in a higher standand
of living on & fuller, happier life. 1t will nelt in enhaneed
human value. :

Time dorw not stand still. The process of aging goes on,
mmddmwmwmmpw
profeswions. Medicine and law are gond examplew, Ry
giving every sore thumb and broken toe nail » latin name,
the medical student studies latin instead of how 0 cure
dinrasen. A lawyer studien rea sdjudicata rather than the
fundamentals of justice between humana. In short, the
avernge professional man spends far too mueh time pawing
over the dry bones of his prdemion when he shonkl be
thinking of ways to give it & hlood trandusion.

When a creative individual brings forth & new idea he
may integrate his approach into an old prolession or he
may decide (0 entablish & new profession. In either cane
he shmild he embeaced hospitably not derided or helittied.
Every truly great man in history was consldered radical
hecnine he was ahead of his time. But times ehange swiftly
even if men do not,

As professional men, wdu-ld-mnmknpwrm’-
fewions moving. We should neither deride nor fear new
names, new languagre or new ideas. If we must deride,
then deride stagnation. : ..
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ow to Invent a Profession

Do vou want to Do Things and Be
Somelunly? Do you want to Sublimate
vour knowledge and Rise Above the com-
mon level? Well, why not? You, too,
<an invent a profeasion. Just follow this
bueprint:

1. Deteet mame phase of industrial
i peration that might de improved. Thia
first step ix eany. [Industrial operators
are human and have their share of hu-
man {raities. Moreover, they are usually
anxious to improve their work, and there-
fore eaxily persuaded of their faults.

2 Attiibute the fanlt to all industry.
Don’t xay, Some companies could reduce
their material corts, or, Some companien
don’'t fix the responsihility for economy.
Speak of the “comparative neglect of
materials problems in the past” and say
that “the engineers typically expect the
buyers not to bother them.”! Obviously,
a fault shared by everyone can't be cured
by mere urging to do & better joh, It
will be recognized that «<omething drastic
1« called for. Thir in the cornerstone
for a new department of knowledge.

3. Invent @ mame. Here we reach
a highly eritical step. Semanties in the
handmarden of this undertaking, but the
natie an particular demands a delicate
touch.  Avoid unfamiliar words; rather,
serk & new combination of familiar
words. Thus, “operations” and “researeh”
are common-place separately, but togeth-
cr they sachieve an esoteric quality.
“Research” is a very dynamic word. No
one will suspect that they mean merely
the thinking & man ought to do about his
job. “Value analysis” hasn't quite the
same force, hut yet it is an intriguing
Jyunction of two otherwise familiar words.
“Mathematical programing™ implies a
world revolving in the perfeet order of
the sidereal system.

4. Invent @ language. Here you
face a real test of your ingenuity. All
your work will he wasted if you can't
rise ahove the common language of in.
dustry; the facsde of novelty can crum.
bie at a touch of the familiar. Don't
»ay, Buy good enough materials at the
hest price, but instead, “In effect, the

Neankey ¥ Miller, “How to Got the Must Out of
Valwe Analysie,” Rarvard Business Review. Jan.
wory-Voebeuary, pp. 128, 120,

By Alvia Brewn

2
notion of highest quality as an abeolute
standard is rejected and replaced with
a practical idea of the quality best ruited
for the price range and derign problems
of a particular companyv's products’?
Don’t say, by getting someane to do the
detafle, an evecutive has more time to
use hin judgment; it is much more in
keeping with the dignity of a new jao.
fession to say, “operations research will
affect the executive's job by making him
more conacious of intangiblen. Ry pre.
senting him with a comprehenrive analy-
nin of the quantitative factors it will
focus hin attention on those arcas where
his judgment Ia of prime importance.”?
Of course, you'll never speak of what
makes a customer tick: vou'll ray, “when
the scientixt looks at these same figures,
he neeks in them a clue to the funda-
mental behavior pattern of the custo-
mers.”’d And it just won't do to give
each factor in a problem its proper
weight; you must ‘“combine and =ubli.
mate surh otherwiee inconcirtent goals to
a higher unified and concastent goal™™

5. There are, wevertheless, cortain
standard worde that readers expect to
find in literature of this character, with.
out which you may not achiere a ring
of true anthenticty.  Thus, you are ex-
pected to speak of “technmiques” rather
than methods, and if you feel obliged
to use the latter term in any form, be
rure you say “methodology.”” Then it is
indispensable that you "integrate™ some-
thing or somebody; you had best call
your profession an “integrating process.”
Decisions murt never he carried out:
they must be “implemented.” It will he
wood if you can work in ‘‘automation”
somewhere and thue get the umbrella
of the forward.-looking who are no longer
content merely to mechanize. 1If any of
your ideas sounds a trifle weak, just
say it is “practical;” that always con.
vinces a business man. When anything
needs to be adapted to something elar,
don’t make the mistake of uning that

word; don't say ‘“geared,” either, for

that will stamp you as just a little out

“Mttter, N, ». 122

oha J, Caminer and Gerbord R. Andlinger,
“Operations Resrared Revadup.” Narverd Bus-
iness Roview, November.Necomber 1984, p. 196,
sCyril C. Hermann and Joha F, Magee, ' Opera.
tions Rewearch for Management,” Narverd Busé.
ness Review, July.August 195V p I8,
“‘Herrmann and Wagee, 1bid., p. 108,
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of date; the only porsible word today is
“tailored.”

6. Now you are ready to go to your
publie.  And first, of enurse, you must
tell them what your profersion ix, Rut
he careful! It's not wies to give it too
precise & definition, Don’t be so incau.
tiour ax to say, “In a larger sense, value
analysis ix just a rpecial name for good
procurement.”® That would give you
away. Besiden, if you give a good hread
definition, maybe it will cover some
fields of activity you haven't thought of
Try for an approach like thix: “It is
not our purpoese to engage in any incon.
clusive hattle over definitionn of the
concept.”? I you can suceeed in die.
cussing your subject without telling any-.
one what it is, then you've nothing to
worry about; you're in!

7. Next te the wame, the most im-
portant thing is to cenvinee penple that
thir iz na old atuff you are giving them.
Grusp this pettle firmly., Fling 1t at
them: “There is a new concept i man.
agement. It ix ealled operations ve-
search.”® “Mathematical programing is
not just an improved way of getting cer-
tain jobx done. It is in every sene a
new way,"Y

A A touck of Geatalt won't do any
harm. See if you can evolve something
like thia: “Operations are considered as
an entity. The subject matter studicd
ix not the equipment uned, nor the morale
of the participanta, nor the phyrical
properties of the output: it ie the combi-
nation of these in total, ax an economic
proceas.” '

2. You munt let industiinl maungera
kwosw they are dumb, dut this requiren n
deft touch, as gou oean imagine., You
have to do this, hecaune, If they arent
dumb, you can’t make a cave for taking
over part of their joh. Hutl you can’t
let them know how dumb. So take it
wently. Ry saying something like, “Many
executiven helieve that a comprehensive,
objective, quantitative analysie of the

“Mifter, Wid., p. 191
ICaminer and Andlinger. Wid.. p 122
*Herrmann and Wagee, ., ;1 100

“Aterxander  Headeron Robert  Nehlafer,
“Mathematical Prograning ' Harvard Busines
Review, May June iv°4 )

V'Herrmann and Maper ibid., ¢ 10}
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‘he vory uwssful to them,”!t youccan sug-
zest Lo thow that they have bown undet- 4
privileged.  Or perhape you con flatter*

them a Yittle (not tow much) by puinting ~ ‘.

out how “the initiation of a value-analye

xin program depends on tnp -‘M*M
N

and the continuing supervision of vales:'
' a lop-managesent Pes  ad L B
Top it off by admitting
eram will naturally have ie grestes

1
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factors afforting & major duglnion wn.,i,y

iy

appeal 1o “seundly-managed companies® "
y’

10, He mmdcat aboul pour socomplishs
wenta---but wol t(ne medrel,
an a scientist you are entitled
ence. Drop a name or twe — neclonr
physicists are goed company to be in,
This will let you take a lofty tens. *The
sciontific methed, in its ideal form, calln
for a rather apecial mental attitede, fore- .
moat in which is & reverence for fncte. "84, ;
Don't permit any inferense that m ',‘
would eare to asesciate with lesser ‘
“Operations research posple are
tista, not experta,” ¢

11. Now we come (o the erus of our

i

]
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huniness man can huy for a fized price
and put inte operatien with ne further
thought.”'* 80 you must say, “commit-
teve are most suecenaful when they are
supported hy permanent groups te fm-
siement their deciniona,”'®  Or hetter

ill, just take it for granted that this
will be an exclusive affair by a remarh
like this: “The O. R. team sheuld be
attached to the operating line in a staff

Capaciy,t?

£ Now dor the fival brick in gonr
cditice, No one ean be allowed to get
the notion that this important werk
might oecupy any menial poaition in the
camipany structure, where jealous under.
Linge might defieet your light. Now in
the time to tell top exeeutives that yousr

place is right at their elbow, putting your

hnred to the same plow. “The ). R, team
henbd not become & part of an existing
rervice depattinent,” hecaune the results
of ita thinking wmight get merged In
factual (sle) investigations

staff men. N, sir! “The O. »
should he attached te a high level of

management.”!'*  They may keep their
titlea and draw their salarnies, but youl
lw cluse at hand doing their thinking for

them. “It must be established ot Jemst, ) |

at & level where decisions can bo mode’
and where there is arconn to the exevn-

tivea."18 Al jeast, you understand! »»-Q;‘;
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Figure 1. Standard Time-=at;

curve) on the seatter diagrem,
(9) Locats the point (1, t1) of W
tersection of the regrenaly
curve and the Hne re=t.
(10)  Multiply the t cosrdinate t,
of this point by the sllowanes
factor a obtained frome a vep-
arate ratio-delay study.
Figure 1 illustrates the above method.

Conclunion

The initinl results of this investigmtion .
have heen presented in the hope thet thwy
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may stimulate further analysis of thas (3w \\‘ ‘

and other phases of work measurement.
It is recognised that deviations frew

the prescribed steps may he necessary
in practice. For example, a large num.
ber of sample points, though desiredble
for high reliability of the estimate, may
involve excesrive cost. Nevertheless, the
intent has been to develop a statistically
sound technique to estimate standard
time.

It should be noted that the prepesed
nodel replaces ‘the narrow defiaition
given in equation (2), where the spesd
rating factor r multiplies the observed
time t, by the more general notien of
relating v and t by meana of the pair
(r.t). Thus performance rating could
be used instead of speed rating provided
normal performance in firat defined. In
any cane, the relation between r and .
as reflected hy the scatter diagram, nee)
not be linear. Thus the preposed statis-
tical model has the advantage of being
more general, in addition to being mdre
rvealistie.

NVENT A PROFESSION
(Continued from Page 9)

80 there's your program. AN,
haven't we overlooked one thing W
should give this blueprint a name,
rhouldn’t we? A couple of good werka.
day words that will make a striking com-
hination, Hew about Profesilen Syn.
thesin? And of course we'll abbreviate
that to P. &,

But that's only your affirmative pre-
gram, You'll need to prepare a defense,
tvo. The skilled sirategist looks beth
ways. Not that you need have any appre-
hension abouf industrial ensewtives.
Theyll buy it. Yeu can be assured of
this when you reed that “Fow exceutives
folt they understood the highly esmplex
and teehnical nature of 0. R.”, yot never.
theleas, “In general the fesling is that

verations ressarch in heroming an in.
mral part of progress in businges.”2¢

+ Cominer snd AnSingen, .. pp. 184, 100,
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