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but  repor ted  year-end p r o f i t s  of $6.8 m i l .  aga ins t  an $82 m i l .  l o s s  t h e  pre- 
vious year .  

Although AM'S t h r e e  core  d iv i s ions ,  of which Multigraphics i s  the  l a r g e s t ,  
were on-going, v i a b l e  bus inesses  a t  t h e  time, they  nonetheless  were a f -  
f ec t ed  by t h e i r  parent  company's d i f f i c u l t  years .  However, Mult igraphics  
turned the  p r o f i t  corner  during 1983, and is s t e a d i l y  improving. Multi- 
graphics  makes dup l i ca to r s ,  o f f s e t  p r i n t i n g  equipment, copying systems, 
graphic a r t s  p re s ses ,  e t c .  

During 1982 Mult igraphics  examined i t s  c o s t  s t r u c t u r e  i n  terms of product 
and found t h a t  t h e r e  had been no value a n a l y s i s  o r  va lue  engineering f o r  t h e  
p a s t  decade. A s  a r e s u l t ,  product des ign  w a s  e s s e n t i a l l y  s tagnant .  No new 
m a t e r i a l s  o r  design a l t e r n a t i v e s  had been considered f o r  most of t h e  product ion 
p a r t s  o r  assemblies.  "One of the resul t s  was that  manufacturing costs had 
continualty increased t o  the point where it became d i f f i c u l t  t o  maintain a com- 
pe t i t ive  edge, especiatty with increased competition from foreign sources, " 
Tannenberg s a i d .  "To build quality in to  our products mrd extract costs, it was 
obvious that we needed t o  begin some type o f  value anaZysis/vatue engineering 
program. 

VA/VE Program S t a r t e d  

The value a n a l y s i s  e f f o r t  a t  Mult igraphics  began i n  December,l982,with t h e  
t r a i n i n g  of 57 employees i n  a four-day seminar. Members came from t echn ica l  
s e rv ice ,  f i n a n c i a l ,  manufacturing, engineering,  purchasing and marketing. 
Wdte the  d i v e r s i t y  of funct ions  among t h e  o r i g i n a l  57 employees. Everyone i s  
involved, l i n e ,  s t a f f  and s e n i o r  management. No one s i ts  on t h e  s i d e l i n e s .  
(This i s  reminiscent of Coachman I n d u s t r i e s 1  experience where t h e  ch ief  finan- 
c i a l  o f f i c e r  at tended a va lve  seminar and pushed t h e  program through a t  Coach- 
man. NPR, Number 8 ,  1982.) 

Af t e r  s tudying  product func t ions  p a r t i c i p a n t s  i n  t h e  seminar were asked 
t o  propose a l t e r n a t e ,  r e l i a b l e  des ign  ideas  t o  reduce manufacturing 
cos t s .  During t h i s  i n i t i a l  seminar 96 c o s t  reduct ion  p r o j e c t s  w i th  a 
t o t a l  of $1.2 m i l .  i n  p o t e n t i a l  savings were i d e n t i f i e d .  Savings of 
$200,000 were quickly  r ea l i zed .  

Twelve teams were formed t o  i n v e s t i g a t e  t h e  96 p ro jec t s .  P r i o r i t y  was as- 
s igned t o  p r o j e c t s  t h a t  could b e  implemented quickly wi th  no e x t r a  c o s t ,  and 
t h a t  promised h ighes t  savings.  Those r equ i r ing  expensive too l ing  cos ts ;  o r  
where subs tant  i a l  inventory w a s  a t  hand, a d d i t i o n a l  a n a l y s i s  was necessary.  

A s  of December,l983,the e n t i r e  engineering s t a f f  has  rece ived  t r a i n i n g .  
t h e i r  approach is t o  examine t h e  funct ions  of every component i n  a 
product ,  determine b e s t  way t o  b u i l d  i t  i n  terms of m a t e r i a l s ,  design, 
e t c .  Mult igraphics '  s e r i e s  of s m a l l  o f f s e t  p re s ses  was chosen f i r s t  
f o r  a n a l y s i s  because of t h e  s a l e s  volume and a l s o  because they conta in  
many funct ions  t h a t  a r e  performed i n  an  i d e n t i c a l  manner on d i f f e r e n t  
models. The vacuum system, one i tem chosen f o r  s tudy,  had not  basi-  
c a l l y  changed i n  a decade. Af ter  a n a l y s i s  a change i n  t h e  system re- 
s u l t e d  i n  a $37.50 saving  pe r  model; i n  add i t ion ,  i t  cu t  t h e  c o s t  of 
t h r e e  o t h e r  product l i n e s  by t h e  same amount. 

Mult igraphics  s e t  de f inab le  goals ,  long-and short-range. One was t o  re-  
duce t h e  c o s t  of one model by 20% by January 1984. That goal  was reached. 



By 1985 the  i n t e n t  is  t o  reduce t h e  c o s t  by 30%,compared t o  1983 c o s t s .  Other 
ob jec t ives  were t o  redesign models t o  be  more func t iona l ,  e a s i e r  t o  opera te  and 
maintain and t o  achieve h ighes t  qua l i ty .  Commonality of p a r t s  is s t r e s s e d  t o  
permit volume purchases. These o b j e c t i v e s  have been r e a l i z e d  i n  newly in t ro-  
duced models. 

D ie te r  Tannenberg t o l d  us  a few days ago -- January 1984 -- t h a t  
savings t o  da te ,  s i n c e  December 1982, have reached $600,000 and t h a t  
$3.0 m i l ,  of add i t iona l  savings have been i d e n t i f i e d .  I n  purchasing 
they expect t o  r e a l i z e  f u r t h e r  savings by extending the  va lue  a n a l y s i s  
concept t o  current  key vendors, and w i l l  seek t o  f i n d  a l t e r n a t e  sources 
who p r a c t i c e  value a n a l y s i s  i n  producing e s s e n t i a l  components. I n  ad- 
d i t i o n  t o  va lue  analysis ,Mult igraphics has improved i t s  production ef- 
f i c i e n c y  dramat ica l ly ,  maintained a constant  93% s e r v i c e  p a r t s  avai la -  
b i l i t y ,  and achieved major q u a l i t y  improvements. 

The company is ready t o  compete even wi th  s t rong  - - - -  fo re ign  competition. "I 
know the value analysis concept i s  asound one, and i f  practiced correetZ:tly,--can 
produce true cost savings. . . it i s  becoming a wzy of l i f e  a t  Multigraphics, be- 
cause our future depends on it," says Dieter Tannenberg. 

The o r i g i n a l  seminar i n  1982 w a s  l e d  by " ~ u s t y "  Fowlkes, Value Analysis,  
Inc . ,  4029 Westerly Place ,  S u i t e  116, Newport Beach, CA 92660. Tel .  
7141548-8018. Fur ther  in fo  a l s o  from Die ter  Tannenberg, pres ident  
Mult igraphics,  Inc . ,  1800 W .  Cent ra l  Rd., Mount Prospect ,  IL 60056. 
Tel .  3121774-4800. Inc iden ta l ly ,  Larry Miles i s  a frequent  speaker a t  
Value Analysis ' seminars. 

TWO IMPORTANT MEETINGS COMING UP 

Members of t h e  American Product iv i ty  Management Associat ion w i l l  meet t o  t h e  
theme of, "In Search of Quality,  I' on February 15-17 i n  Los Angeles. Highlight  
w i l l  be  a p resen ta t ion  by D r .  W. Edwards Deming,  anag aging Quali ty Improvement." 
Other speakers ,  group d iscuss ions ,  p l an t  t o u r s  w i l l  make t h i s  a worthwhile 
meeting. Reg i s t r a t ion  is l i m i t e d  t o  250. Cost t o  non-members is $575. Info  
from American Product iv i ty  Management Associat ion,  4711 Golf Rd., S u i t e  412,  

- Skokie, &-60076. Tel, 3121677-9141. - 

The Improvement I n s t i t u t e  and American Society of Performance Improvement 
w i l l  hold t h e i r  annual j o i n t  meeting i n  Har t ford ,  Conn., May 20-22. Balance 
of t h e  week w i l l  be  devoted t o  workshops. Theme of t h e  meeting is," The Quest 
For E ~ c e l l e n c e . ~ ~  Human resource management, p a r t i c i p a t i v e  management, t e a m  
e f f o r t s ,  motivat ion w i l l  be s t r e s sed .  Addit ional  information i n  f u t u r e  i ssues .  
Contact: Tony Zulkeski,  Hartford Insurance Group, Har t ford  Plaza ,  Hartford, 
CT 06115. Tel .  2031547-5558. 

HOW EFFECTIVE ARE SOME PRODUCTIVITY IMPROVEMENT VENTURES? 

The I n s t i t u t e  of I n d u s t r i a l  Engineers decided t o  f i n d  out .  They surveyed 
t h e i r  i n d u s t r i a l  engineering members regarding:  1. The kinds of product iv i ty  
a c t i v i t i e s  undertaken by t h e i r  businesses;  2. The e f fec t iveness  of t h e  a c t i v i t i e s :  

... 81% c i t e d  Capi ta l  Investment f o r  New o r  Automated Equipment a s  t h e  b a s i s  of 



t h e i r  improvement e f f o r t  .... 90% repor ted  r e s u l t s  high o r  moderate. .... 69% c i t e d  Improvement of Inventory Control  Methods a s  t h e i r  b a s i s  f o r  im- 
provement .... 75% repor ted  r e s u l t s  high o r  moderate. 

.... 69% c i t e d  Employee Involvement i n  Product iv i ty  Planning, ( inc ludes  q u a l i t y  
c i r c l e s ,  work s i m p l i f i c a t i o n ,  o the r  team e f f o r t s )  .... 75% high/moderate. - .... 60% Improvement Through Worker Training .... 82% high/moderate r e s u l t s .  

.... 60% Evaluating Performance/~stablishing Goals....78% high/moderate. 

.... 38% Employee Incent ive  Program .... 79% high/moderate. 

.... 38% Development of I n d i r e c t  Labor Standards & Controls .  ... 76% high/moderate. 

.... 37% Systems Innovation, e t c  ..... 89% high/moderate. 

I n d u s t r i a l  engineers ,  48.3%, judged workers' a t t i t u d e s  a s  "not very en- 
t h u s i a s t i c  and op t imis t i c , "  wh i l e  51.7% repor ted  t h e  opposi te .  Compared 
t o  10 yea r s  ago I E ' s  repor ted  today's  workers d id  not  work a s  hard,  had l e s s  
p r i d e  i n  workmanship, l o y a l t y ,  work motivat ion o r  workmanship. Their  answer t o  
t h e  problem? 57.6% encouraged money rewards;63.3% c i t e d  personal  recogni t ion  a s  
t h e  answer; 13% s a i d ,  promotion, 11.1% sa id ,o the r .  

What d id  t h e  engineers  perce ive  as major obs tac le s  t o  improvement? 

.... 63.5%, s a i d  management f a i l s  t o  understand how produc t iv i ty  can be improved. .... 59%, management f a i l s  t o  au thor i ze  s u f f i c i e n t  manpower t o  d i r e c t  product iv i ty .  .... 58.8%, i n a b i l i t y  of l a b o r  and management t o  work toward p roduc t iv i ty  goals .  .... 55-62, management f a i l s  t o  apply proper measurement t o  evalua te  improvement. 

.... 52.l%, i n s u f f i c i e n t  t r a i n i n g  programs. .... 4l.3%, high i n t e r e s t  r a t e s  t h a t  discourage c a p i t a l  expenditures. 

One conclusion s tands  o u t  i n  t h e  IE survey: People, people, people. 
U n t i l  such time as a l l  businesses ope ra te  automat ica l ly  without any 
workers whatsoever, people w i l l  remain t h e  backbone of any success fu l  
product iv i ty  improvement e f f o r t .  Survey is  a v a i l a b l e  f o r  $1.00 from 
I n s t i t u t e  of I n d u s t r i a l  Engineers, 25 Technology Park, At lanta ,  
Norcross, GA 30092. 

Self-diagnosing Your Firm's Performance: a Quick Tes t ,  is  an  i n t e r e s t i n g  24-page 
guide t o  determine how your f i rm is  doing i n  such f i e l d s  a s  f inance ,  production, 
human resources,  marketing and s a l e s ,  and genera l  management. P a r t i c u l a r l y  use- 
f u l  f o r  small  and medium-sized companies. A t o t a l  of 19 r a t i o s  a r e  used t o  give 
an overview of t h e  company's s t r e n g t h s  and weaknesses. While t h e  guide o f f e r s  
no so lu t ions ,  it is a well-organized system t h a t  w i l l  t e l l  you where t h e  company 
stands.  f t ' s  worth studying. G e t  a f r e e  copy ( i n  English)  from I n s t i t u t  Nation- 
a l  de P roduc t iv i t e ,  1 Complexe Desjardins,  bureau 1509, tou r  sud C.P. 157, 
succursa le  Des j a rd ines ,  Montreal, Que. H5b lB3, Canada. 

* 

* * * *  

We'll  be  making s e v e r a l  promotions during t h e  next  few weeks. Due t o  t h e  v a r i e t y  
of mai l ing  lists used you may rece ive  a subsc r ip t ion  promotion. A s  you can imagine, 
i t 's  impossible t o  check t h e  thousands of names and weed out  our  cu r ren t  sub- 
s c r i b e r s .  I f  you rece ive  a p iece ,  don' t throw i t  away, g ive  i t  t o  a f r i e n d  who 
wants t o  improve p roduc t iv i ty  and b e t t e r  u t i l i z e  h i s  human resources.  * * * * 
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