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ABSTRACT

This paper describes one of the outcomes from
a research project undertaken by the authors. The aim
of the study was to establish a benchmark of value
management practice. The project was funded by the
UK government's Engineering and Physical Sciences
Research Council and relates to practice in
construction. The research has been published in two
texts and on an interactive CD-ROM'.

The research team comprised two academics
and three research assistants, the later of whom spent
a little over four-man years on the project. The
project reviewed all available literature and involved
igdemational visits and questionnaire surveys. The
researth work has drawn on the experiences and
practice of 58 industrial collaborative partners
internationally. It has also drawn on a diverse range
of VM/VE/VA texts and related general management
literature. In addition, Southern Water plc, a client in
the UK water industry, and Balfour Beatty Ltd. a UK
international construction engine¢ring company, were
major sources of collaboration. Assistance was also
given through the offices of SAVE International, the
Institute of Value Management in the UK and the
Institute of Value Management Australia.

This paper presents and uses approaches to
looking at occupations and profession to explore the
current professional standing of value management in
construction. Whilst the focus of the study and this
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paper has been on the UK experience, it has also
drawn on international practice and issues about
certification, legislation and standards to reach its
conclusions. The principles set out in the paper are
applicable for analysing the professional standing of
VM internationally.

INTRODUCTION

The purpose of conducting the survey of
international Value Management practice was to
produce a statement that could be used by a client or
by a practitioner to benchmark the service offered. It
is recognised that construction projects tend to be
bespoke and that this leads to disparate approaches to
Value Management. However, it was proved through
the research that the underlying VM process remains
relatively consistent across bespoke projects and
disparate approaches to practice. At this level VM
could be considered generic.

Since the work was funded by the UK government
the final statement of VM practice is primarily aimed
at the UK construction market. specifically clients
who frequently commission VM workshops and
practitioners who offer VM  services. The
methodology used was described in the 1998 SAVE
Proceedings” and is also described in more detail in
the texts produced as an outcome from the study.

The fieldwork for the study identified a number of
issues concerning the role of value management
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within the context of professions and, in particular,

the construction professions. The paper presents an

analysis of these issues by investigating:

¢ The defining characteristics of professions

¢ The collective knowledge base of VM and
whether this is founded on theory

¢ The application of that theoretical knowledge
base by practittoners

¢ Certification and legislation for VM

¢ Education and training for VM

A series of conclusions are reached on the service

delivery of value management within an occupational
and professional context.

WHAT IS A PROFESSION?’

There is considerable confusion and overuse of the
term “profession”. Generally, it is used to describe an
occupational phenomenon in the world of business
and, in general, society. Professions can be viewed as
a ipecial form of occupation. An occupation is defined
as’

“the social role performed by adult members of
society that directly and/or indirectly yields social
and financial consequences and that constitutes a
major focus in the life of an adult”

An occupation, through the activities or tasks
performed within it, is also associated with the
division of labour within society. As occupations
become more “professional” they are said to be
professionalising. This implies some form of
continuum from being an occupation to being a fully-
fledged profession. Professions are also normally held
in high esteem by society and manv occupations strive
to attain professional status.

The demand for a particular service offered by an
occupation can also characterise the growth of a
profession. As demand grows so the service becomes
more formal and recognisable in terms of its skills,
inputs and outputs. Other features related the growth
of occupations and professions are that the
boundaries of a knowledge base can become
established (for better or worse) and hence the degree
of monopoly, power and influence exercised by an
occupation or profession in society can also increase.
A result can be that the price that the occupation or
profession can charge for its services also increases.

Professionalism. a term generally associated with
professions, is a form of occupational ideology and
is essentially a strategy used by an occupation to
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seek, gain or retain occupational power through the
‘credentials’ offered by its related professional
associations. However, there are many types of
professional associations, from those that are
essentially trade associations representing the
interests of their members, to learned societies,
through to associations concerned with ensuring
individuals are fit to practice. Some professional
associations combine a number of these functions.

The most important type of association for
understanding  professional behaviour 1is the
Qualifying Association. It exercises control over an
occupation by testing competence and consolidates
and develops the profession’s knowledge base by
defining its boundaries. Qualifying Associations also
provide control over recruitment and training and
they are also involved in the educational process. In
conjunction with the control exercised by Qualifying
Associations, the delineated knowledge base provides
an important source of power for professions. It rests
on expertise. A profession’s best claim to status is the
degree of self-regulation permitted to it by society
and the legislature. Many of the established
professions are not only self-regulating but also have
codes of conduct to regulate professional behaviour.

ANALYSING
OCCUPATIONS AND PROFESSIONS

There are a number of approaches or models for
analysing occupations, professions and professional
behaviour. These are:
¢ The trait approach. This attempts to identify

common attributes that separate professions from

other occupations. Typical traits of “professions”
are seen as;

- self organisation through professional
associations;

— adherence to a code of conduct;

— the requirement of training and education,
normally to degree level for prospective
entrants;

— a complex occupation with a knowledge
base requiring the exercise of specialist
skills that are based on theoretical
knowledge;

- a sense of vocation and belief in altruistic
service.

The trait approach sees occupations as
possessing more of less of the above traits in
their progress to becoming a profession.

¢ The market closure perspective. This approach
argues that an occupation by using the strategy
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of professionalism and awarding credentials via
the professional association(s) is able to exert
market closure and control the prospective
number of candidates entering the ‘profession’.
This enhances the market value of the profession
through the forces of supply and demand.

¢ The occupational power and authority
perspective sees occupations as possessing a
combination of cruciality and mystique from
which they derive power and authority. An
occupation prossess cruciality if it is perceived as
vitally necessary for the prosperity or survival to
“significant others” that use its services.
Mystique arises from cruciality. When a person
or organisation seeks out a practitioner who is
seen as crucial for solving a problem then the
extent to which that practitioner is perceived as
possessing extensive knowledge on the subject
concerned, compared to the lay person, creates
an aura of mystery or mystique. As a
comsequence, an authority relationship is
established on the part of the practitoner. The
greater the cruciality and mystique of an
occupation the greater the status of an occupation
as a profession.

¢ The occupational segmentation approach.
From this perspective, professions are major
scgments of practitioners who are organised as
coalitions around a particular specliasm. Each
specialism will possess its own ideology. Within
a particular profession there can be a series of
loose amalgamations of practitioner segments
that operate under a common institutionat
umbrella. The medical profession is an example.
The segmentation perspective, at an institutional
level, sees professions as a series of dynmamic
power-plays between competing segments who
vie for dominance. Over time, power groups in
professions come together at an institutional
level to present their own view of
professionalism to the outside world. These
powerful coalitions will change as individuals
come and go within the institutional framework.
The profession, and its ideology, therefore
evolves and changes over time to reflect changes
in major power groupings.

To summarise, defining the boundaries of an
occupation and profession is not easy. There are a
number of different views on the nature of
professions. However, the underlving themes are
associated with power, status, qualifications,
education, training and market inclusion or exclusion
through the credentials offered by the Qualifying
Association. Put bluntly, professions are about
occupational power and control. They can be viewed
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as a unique product stemming from the division of
labour in society and involve highly specialised
skills. However, professions, through social, societal
and market-based relationships accrue power,
prestige and status and have the capability of
translating this into a potential for high incomes. The
occupational ideology of professionalism is used as a
strategy to achieve exclusivity through the credentials
offered by Qualifying Associations that test
competency to practice. However, in order for an
occupation to be seen and accepted as a “profession”
requires public recognition. The esteem within which
the credentials are held is a factor of the public
recognition attributed to the “profession” by society.

The paper will explore the implications of the
foregoing on the professional development and
standing of value management.

THE PROFESSIONAL STANDING
OF VALUE MANAGEMENT

The Value Management Knowledge Base —
Founded on Theory?

Historically, Larry Miles founded the value
methodology on the technique of functional analysis.
Tt can be argued strongly that this sets VM apart from
other management philosophies and approaches.
Miles also proposed that VM should be structured
around the Job Plan. He proposed, therefore, both
the technique and the process for delivering VM. VM
emerged subsequently into construction and has been
given a new lease of life internationally.

In contrast to the technique and process set out by
Miles, empirical evidence from this research project
has indicated clearly that the knowledge base of VM
internationally is currently either ill-defined or
diffuses with that of other management disciplines.
These disciplines can be found within business and
engineering Schools or in construction related
departments in the university sector such as
architecture, surveying, construction management or
project management. There have also been attempts
recently to broaden the knowledge base of VM to
include concepts from Operational Research, such as
objectives hierarchies.

Also, the empirical research has indicated that in
certain countries internationally VM has been
dominated by practitioner developments rather than
through the interaction of practitioners and
academics. The latter is the normal case within the
traditional professions. Also, internationaily, VM has
take root in academia in a different ways and has
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embedded itself in the university sector much more in
some countries than in others.

In conclusion, VM was founded on a technique
and process. As currently conceived internationally
there is a theoretical underpinning to VM. However,
much of it is derived and borrowed from other
discipline bases and is therefore not unique. The
diversity of the knowledge base, tools and
techniques, is a strength and weakness. As a strength
this rnichness provides clients with a potential
armoury of tools and techniques to solve their value
problems. The converse, as a weakness, is also true.
There is a lack of clarity in defining exactly what
VM is.

The next section explores the demand and supply
side of VM in terms of service deliverv and
provision.

Market Demand - The Role of Clients

The research study identified the importance of
commissioning clients in diffusing VM practice. The
study confirmed that large, knowledgeable and
regular procuring clients are the primary and most
frequent users of VM. They will often have
sophisticated methods for choosing VM practitioners,
with VM often embedded in a project delivery
manual to form part of a formal review procedure on
projects. Hence, the diffusion of value management is
being spearheaded by experienced clients but with
the potential for cascading down to irregular
procuring clients.

Empirical evidence from clients also indicates
that:t VM can fall into the manageral trap of
“executive boredom”, could be seen as another
management fad or may stray easily into becoming a
procedural straight jacket where it is being used as a
box ticking exercise. Commissioning clients are also
increasing the pressure to reduce VM workshop time
to a minimum. The benchmarking study also came
across many examples where VM is being used as a
mandatory requirement by various commissioning
clients. This may initially assist VM dissemination
but again can lead to box ticking behaviour referred
to earlier.

Market Demand - Employing the Firm or
Employing the Person

The majority of VM practitioners see a VM
service as one of short intensive interventions at
specific value opportunity points in a project’s life
cycle. Some  organisations,  particularly
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manufacturing, process and utility companies have so
many projects on stream that it is effective to employ
value managers for full time value management
work. In contrast, other organisations have
infrequent demands for value management and
therefore specialist consultants provide this service.

In Australia and latterly in the UK, main
contractors, surveying and project management
organisations have initially employed specialist value
management consultants to the construction industry.
However, cmpirical evidence has indicated that
clients identify certain VM practitioners as being
more suitable for particular types of projects. Hence,
their choice of practitioner tends to be based upon
individuals rather than the employing consultancy
practice.

From research undertaken in Australia, it was
possible to discern four distinct types of VM practice:
1. The "cottage industry" sole (or perhaps two) VM

practitioner who works from a low cost office at
home or elsewhere on a full-time basis

2. The “cottage industry” practitioner working in
association with a larger consultancy. The VM
practitioner would operate from within the
latter’s offices but would not be directly
employed by them. There would be some form
of financial arrangement or structure for using
office space and the umbrella consultancy name.

3. The value management consultancy. A number
of practitioners deliver VM as their core service
as per any other consultancy activity.

4. A VM practitioner employed directly by a
consultancy or other type of organisation whose
core business is not VM. The VM practitioner
may or may not be involved in the provision of a
VM service on a full-time basis

Examples of 1, 3 and 4 were also found in the UK
and USA. In the UK VM developed initially to a
greater extent with Type 3. and variants of 4 along
with Type 1, to a lesser extent. More recent
developments of VM in the UK have pushed its
development to Type 1 practices.

Supply Side - The Individual Practitioner
Knowledge and Skill Base

The research study identified the individual VM
practitioner requires the following skills and
knowledge base to undertake studies;
¢ The ability to place a VM study in the context of

the value culture and product or project delivery
process of the commissioning organisation
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+ Experience
¢ Competence in a variety of management skills
related to human dynamics and the management
of teams
¢ Possess leadership qualities
¢ Setting the workshop agenda and managing the
process of a VM workshop including:
- Dealing with any hidden agendas of
participants.
— Recognising  individuals and  their
contribution to the value process
—  Questioning and summarising to ensure
progress, momentum and a common
understanding are achieved
- Providing direction and a sense of purpose
to the workshop
— Sensing interpersonal relationships within
the team and the climate of the workshop.
— Synthesising and integrating information
during the workshop.
~ Intervening in the workshop process when
necessary.
+ Communicating verbally and producing the VM
report.

The preceding are generally high level cognitive
problem solving and “doing” skills that have their
origins in the individual practitioner’s education.
experience, training and interpersonal behaviour.

The value management practitioner must also be
trained in the VM process and its relevant tools and
techniques. This links the individual practitioner back
to the knowledge base for the service, which, as
indicated, above is both diverse and rich.

In conclusion, first, clients convinced of the
benefits of VM see good practitioners in short supply.
Practitioners have, therefore, an opportunity in the
market place to establish a power and authority
relationship between the practitioner and client based
on the dimension of cmuciality.  Second, and
stemming from this, good value management
practitioners can create a mystique around the value
management process since not everyone is capable of
doing it and it requires high level cognitive skills to
work effectively in, for example, the workshop
setting. Therefore, on the dimensions of mystique and
cruciality good VM practitioners should be able to
establish a sound, potentially elitist, professional
power base for value management. It does, however,
require an effective policing system to define the
good VM practitioner from the not-so-good. This is
important not only for the continuing reputation of
the service and the practitioners but also
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commissioning clients who may be regular or
irregular procurers of the service.

POLICY ISSUES: QUALIFICATIONS,
STANDARDS AND LEGISLATION

The important policy issues to have emerged from
the research are related to the certification of value
management practitioners, legislating for the use of
VM and the development of standards.

In terms of the certification, the important issue is
that good VM practitioners are seen to be in short
supply. The evidence indicates they are a self-
selecting group of individuals that have a natural
ability that is then developed through experience and,
perhaps, training. The use. therefore, of only certified
VM practitioners on value management studies may
well restrict the overall deployment of the
methodology and philosophy within industry and
academia. Conversely, certification does provide the
client or end user of the service with peace of mind
that they are using a qualified individual. This still
begs the question of the appropriate institutional
framework for providing the best mechanism for
certification.

In terms of legislating for the use of value
management. it does assist its deployment in
instances where it is a mandatory requirement
However, the counter argument, as raised above, is
that this may eventually lead to a tick-in-the-box
activity that militates against creativity and the
improvements that VM can bring to project delivery.
Unlike the US, the UK Government has shown liitle
interest currently in legislating for VM.

The research also identified that a number of
countries have standards for value management
including Austria, Australia and New Zealand,
France, Germany, Hungary, India, Poland and the
USA. The European standard cumently deals with
definitions and a more substantive standard is to
follow. There is a strong argument to suggest that a
standard is nmecessary for VM because the service
sufficiently vague and ill-defined in the minds of
those who commission studies.

The development of standards is, however, a
double-edged sword. In the first instance it acts as a
benchmark or comparator against which practice can
be judged for adequacy. Standards are also useful in
defining, reinforcing or clarifving terminology for
wider acceptance. However, by its nature VM is a
creative and change-oriented process. Standards may
proceduralise practice, hamper innovation and deter
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experimentation as a critical part of methodological
development. The same argument equally applies in
this instance to the certification of practitioners,
where some form of standard procedure is required to
determine if an individual is able to become an
approved practitioner.

The next section takes up some of these points by
dealing with the role of Qualifying Associations in
value management.

QUALIFYING ASSOCIATIONS,
PROFESSIONALISM AND VALUE

MANAGEMENT — THE CASE OF THE UK

The research study identified that the institutional
and territorial framework within which VM develops
in the UK is important for the delivery of the process.
The institutional influences on VM in the UK stem
from a number of quarters such as the Institute for
Value Management, the construction professional
institutions and academia.

There have also been other influences such as an
HM Treasury CUP Guidance Note, a European
Standard for VM, the “Latham” Construction
Industry Board Special Interest Group and the
European Union SPRINT programme. These
institutional influences add to the rich development
of value management in the UK. However, they also
have a consequence related to the territorial rights
over the ownmership of VM. This adds to the
confusion surrounding offering it as a service.

A number of construction industry professional
institutions have either laid claim to or are expressing
an interest in value management. They are;

1. The Royal Institution of Chartered Surveyor
(RICS). The RICS’s has stipulated that VM is
one of the core services of quantity surveying
and has published numerous research papers on
1t.

2. The Chartered Institute of Building (CIOB) has
published research papers on VM

3. The Institute of Civil-Engineering (ICE) set up a
task force and has produced a Guidance Note on
VM

4. The Chartered Institute of Building Services
Engineers (CIBSE) has produced a Guidance
Note on VM

Also, the RICS, CIOB, ICE and CIBSE are all
examples of Qualifving Associations. They test
competency and are actively involved in
consolidating and developing the knowledge base
associated with their occupational domains. As

indicated earlier Qualifying Associations provide
control over recruitment and training and they are
also inherently involved in the educational process.
The RICS, CIOB, CIBSE and ICE exercise
occupational control over entry and the award of
credentials at undergraduate degree level. They
accredit or recognise undergraduate degree courses in
the university sector that meet their institutional
criteria.

Members of these professional associations who
practice as value managers have already gone
through a certification process for their own
professions. The fact that these institutions are
Qualifying Associations and have committed
themselves to VM as a core activity; have set up task
forces or have undertaken and sponsored research
studies, publications or Guidance Notes indicates that
there are segments within their membership with a
substantive interest in the development of value
management under their institutional umbrellas.

In the UK, the Chartered Institutes expressing an
interest in VM already have many of the traits of a
profession and the associated trappings of
professionalism. However, to the best of the authors’
knowledge these associations do not have training
and certification programmes dedicated to VM. This
was, however, recommended by the authors’ to the
RICS in 1986°. Thus, these institutes certify within
their core disciplines but only components, if at all,
will focus on value management.

This must have an influence within these institutions
on their ideas about professionalism. The most
vociferous of the construction institutes to incorporate
VM in its notion of professionalism is that of the RICS,
with its commitment to VM as a core service. The crux
of the issue is that if a chartered surveyor, chartered
engineer or architect were to profess a competence in
value management, through offering a service backed
by Pl required by these institutions, would a
commissioning client of VM feel comfortable about
that person’s professionalism and ability to deliver the
service. Alternatively, would that same client feel more
comfortable with a professional value manager certified
by an institute that deals specifically with value
management.

In the UK the Institute of Value Management is
recognised by the EU Commission as the appropriate
body dealing with value management matters in the
UK. However, it faces challenges not only from the
professional institutions representing construction that
have staked a claim to value management but also those
from other sectors of industry. The Institute for Value






