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JAPAN STEZL WORKS, HIROSHIMA PLANT < 

In t roduc t i on  

Line of  products  a t  t h e  Hiroshima P l a n t  of t h e  Japan S t e e l  Works 

covers  a wide range,  c o n s i s t i n g  of p l a s t i c s  m a t e r i a l s  manufacturing 

equipment, va r ious  k inds  o f  p l a s t i c s  process ing machinery ( par t i cu-  

l a r l y ,  medium and large-s ized i n j e c t i o n  molding machines), va r ious  

k inds  of  machinery f o r  t h e  chemical equipment i ndus t ry ,  paper machines, 

e t c .  The p l a n t  comes under t h e  category IF'  so-called manufacture of 

var iega ted  products  i n  small quan t i t i e s .  Therefore,  un l ike  t h e  rnass- 

product ion system, i t  is g e n e r a l l y  bel ieved d i f f i c u l t  to expect  much 

r e s u l t  of Value Engineering.  

However, wi th  a f i r m  convic t ion  t h a t  even i n  a p l a n t  where var ie-  

ga ted  products  i n  small  q u a n t i t i e s  a r e  manufactured, cons iderab le  c o s t  

r educ t i on  of  t h e  e s s e n t i a l  production i tems could be r e a l i z e d  by accumu- 
.!A 

l a t i o n  of novel r e s u l t s  o f  o o s t  reduct ion,  if "Value Engineer ing f o r  

pursuance of funct ionsw is proper ly  adopted s o  as t o  include even pn r t s ,  

t h e  General Manager of  t h e  Hiroshima P l a n t  on h i s  own i n i t i a t i v e  inducted 

Value Engineer ing i n t o  t h e  p l a n t  i n  1967, e s t a b l i s h i n g  t h e  TJE bas i c  pro- 

motion plan. From t h e  s tandpoin t  t h a t  it  is  most e f f i c a c i o u s  t o  r e a l i z e  

a o s t  reduc t ion  by  applying VE at the  dasignine; l e v e l  o f  t he  products,  

t h e  t m g e t  was se t  t o  train all t he  designing personnel as Value Engi- 

nee r s  and t o  b r ing  about a revo lu t$ ,o~  ih o o s t  cotfsciotlsness arnong t h e  

des ignere ,  

A t  t he  Iliroshima Plant promotion was aen t e r ed  on t h e  D e ~ i ~ n i n ~  

Department. VE workshop seminars were held  nine  t imes and on-the-job 

t r a i n i n g  courses  were conducted nine times. A s  many a s  134 t a s k  fo r ce  

p r o j e c t  teams were organized,  which showed g r e a t  a c t i v i t i e s .  We have 

now 306 Value Engineers.  During a per iod of t h r e e  yea r s  t he  t o t a l  amount 

of c o s t  r educ t i on  r e a l i z e d  on t he  e s s e n t i a l  product ion items has  reached 

$200,000, i n  a d d i t i o n  t o  which many in t ang ib l e  mer i t s  have been gained. 

Regarding t h e  above s t a t u s  of VE promotion, a paper e n t i t l e d  V a l u e  

Sngineer ing  Promotion and i ts  Motivation at  Japan  S t e e l  Vorks, Hiroshima 

P l an tw  was presented by Mr. Takehiko Tanaka at  t h e  12 th  National  SAVE 

Conference he ld  i n  M i a m i  Beach, F lo r ida ,  i n  June 1972, which appears  i n  

de*ail  i n  t h e  SAm Conference Proceedings,  1972. 



The present paper 

our VE promotion s ince  the  l a s t  repor t  was made at  the  1972 SAVE 

Conferenoe, which a re  a s  follows t 

o The t o t a l  mount of  the  annual cos t  reduct ion by adopting VE 

proposals 

o The s t a t u s  of oountermeasures taken for ,  and implementation of,  

development and establishment of VE techniques 

o A p a r t i a l  r epor t  on the  all-out cos t  reduct ion plan by in t eg ra t ion  

of various management techniques such as  Zero Defects,  Q u a l i t y  

Control,  I n d u s t r i a l  Engineering, Value Engineering, e tc .  and the  

engineering techniques of  workers personal ly gained by long ex- 

per ience 

o Other items 

I. The t o t a l  amount of the annual cos t  reduct ion by adopting VE proposals 

During one $eax,1972, the  t o t a l  amount of c o s t  reduction r ea l i zed  

by adopting VE proposals at the  designing l e v e l  was approximately 

$200,000. This amount i s  equal t o  the t o t a l  amount of the past  three  

yeass. This ind ica te s  s teady improvement i n  r e s u l t s  of VE promotion. 

A breakdown of the above revea ls  t h a t  var ious p l a s t i c s  processing 

machinery and deck cranes f o r  ships  comprise approximately 80 per cent.  

By applying properly VE techniques even t o  the  ex tent  of  sub-assemblies 

and p a r t s ,  phenomenal success was achieved, p a r t i c u l a r l y  i n  the  case 

of i n j e c t i o n  molding machines, r e s u l t i n g  i n  the  manufacture and s a l e  

of a new model maohine whioh enabled reduct ion of c o s t  considerably, 

I n  the  case of the  deck orane, the margin of p r o f i t  had been extremely 

small ,  and i t  became an i s sue  whether t o  continue or  discontinue i t s  

production. However, thanks t o  the g rea t  e f f o r t s  exerted on VE by a l l  

concerned, success has been a t ta ined  t o  aeoure s u f f i c i e n t  p r o f i t  a s  if 

a new competitive product came in to  existence. 

11. The s t a t u s  of countermeasures taken f o r ,  and implementation of ,  develop- 

ment and establishment of VE techniques 

1. Incept ion of educational program fo r  improvement i n  operation of the 

first  l i n e  supervisors  on the  production l i n e  

( ~ e f .  I terns Nos. 7 and 8, Development. and Establishment of VE techniques 

i n  Future, SAVE Conference Proceedings, 1972) 



1-1 Objective 

The aim is t o  e s t a b l i s h  a system whereby the  e f i e a t  of in tegra ted  

c o s t  reduction w i l l  be f u l l y  displayed by the  VE e f f o r t  on the  part of 

the  Designing Department and the  ef for t  t o  improve operation methods 

on the  past  of the  Production Department, t he  r e l a t i o n  of which oan be 

likened t o  the  two wheels of a c m t .  

1-2 Number of personnel t o  be educated - 250 persons 

1-3 Length of program - From Sept., 1972 t o  Sept., 1973 

1-4 Method of eduaation 

Number of hours - 70 h o p s  ( a l l  day long) 

Problems ex i s t ing  i n  the  Production Department w i l l  be taken 

up and improvement methods w i l l  be pursued by task force teams 

by applying I n d u s t r i a l  Engineering techniques. 

Number of pa r t i c ipan t s  i n  one seminar - 7 persons x 6 teams 

= 42 persons 

2. Commemorative Lecture Meeting by M r .  Lawrence D. Miles 

On the  ocoasion of the  v i s i t  t o  Japan i n  autumn, 1972, of M r .  

Lawrence D. Miles, the  founder of Value Engineering, an i n v i t a t i o n  

was extended t o  M r .  Miles t o  v i s i t  our Hiroshima P lan t  and a com- 

aemorabive l e c t u r e  meeting was held on Oct. 3 l s t c  

The meeting was attended by the General Manager and management 

ataff aonoerned, al l  Value Rngineers and Managemen% afaff  of eub- 

oontre6fors. Renewed determination was made t o  r e v e r t  onoe again 

t o  the  o r ig ina l  viewpoint of  VE, t o  follow up the  basio s teps  and 

techniques and t o  push forward the  countermeasures and implementation 

of  the  development and establishment of  V5. 

3. Implementation of re-education plan f o r  Value Engineers 

( ~ e f .  Item No. 14, Development and Bstablishment of  a Techniques i n  

Future, SAW3 Conference Proceedings, 1972) 

3-1 Objective 

o Improvement i n  qua l i ty  of  Value Engineers 

o Cul t iva t ion  of capauity and s p i r i t  of cooperation so t h a t  Value 

Engineers can at tend t o  t h e i r  da i ly  t a sk  inreservedly and take 

aot ive p a r t  i n  VE 



o Deeper understanding regarding app l i ca t  

development s tage  of  new products 

o Establishment o f  systems whereby p r o f i t s  can be increased i n  time 

o f  favorable  condi t ion,  p r o f i t s  can be secured even i n  time of 

depression and p r o f i t s  can be secured even from the  i n i t i a l  u n i t  

of new products,  f o r  which Value Engineers have t o  a c t  as d r i v i n g  

force.  

3-2 Number o f  personnel t o  be re-educated - 300 persons 

3-3 Length of  program - From March t o  June, 1973 

3-4 Number of hours and personnel per group - 3 hours x 3 days 

= 9 hours 

7 persons x 4 teams 

= 28 persons 

3-5 Method of  education 

F i r s t  day o 

Second day o 

0 

0 

Third day o 

4. Resumption o f  VE 

Follow-up of baaia s t e p s  of VE techniques 

Tra in ing  t o  draw up d e f i n i t i o n  of  funct ions  and 

func t ion  diagrams 

Tra in ing  t o  develop o r i g i n a l i t y  

Tra in ing  t o  develop c r e a t i v e  th ink ing  

Tra in ing  of app l i ca t ion  of VE techniques at the  

development s tage of new products  

Permeation of the  countermeaswes f o r  the  develop- 

ment and establishment of  lm 

Holding t a s t e  as f i n a l i a a t i o n  of  the r e - ~ d u c a f i o n  

program 

workshop seminars 

( ~ e f .  Item 1, Development and Sstablishment o f  VE Techniques i n  Future,  

SAVE Conference Proceedings, 1972) 

The following i s  the  schedule t o  hold 

f o r  t h e  newly employed engineers: 

4-1 Personnel t o  a t t end  t h e  seminars - 
t h e  10 th  workshop seminars 

Engineers assigned t o  t h e  

Designing, Planning, Pur- 

chasing and Production 

lleptmtments 

4-2 Number of teams and personnel - 7 persons x 4 teams 

= 28 persons 

4-3 Length of program - From May t o  June, 1973 

22 days ( a l l  day long) 



Conference, two c a s e  s t u d i e s  were presented,  which a t t r a c t e d  t h e  

a t t e n t i o n  of  those  present .  

nCost  Reduction o f  Lesge-sized, Ordermade Productsn 

Machine Designing Department 

Kenj i  Hirata 

"VE Techniques o f  Purchasing Items" 

Supply S e c t i o n  

Hideo W akashima 

I V .  P o s i t i v e  coopera t ion  i n  making s l i d e s  f o r  VG e d u c a t i o n d  m ~ t e r i a l s  

We rendered p o s i t i v e  cooperat ion t o  t h e  Japan P roduc t iv i t y  Cente r  

when it made s l i d e s  f o r  VY educr t ionn l  program with t h e  coopera t ion  

of  t h e  S o c i e t y  of Japan Value Xngineers. 

The s l i d e s  were i n  t h r e e  s e r i e s  a s  follows: 

No.1 A f i r s t  s t e p  i n  VE 

No.2 VE techniques  

No. 3 From t h e  induc t ion  till t h e  es tabl ishment  o f  VE 

No. 3 was a f u l l  d e p i c t i o n  of t h e  induc t ion  and promotion o f  VE 

by t h e  General Manftger of t h e  Hiroshima P l a n t  of  Japan S t e e l  Works, 

recogniz ing  t h e  n e c e s s i t y  thereof and oompleting t h e  IIF b a s i c  promotion 

plan. I't then  desoribed i n  d e t a i l  t h e  c i rouns tanees  l ead ing  t o  t h e  

afore-meationed nuooessfuZ r e e u l t s  obta ined i n  a a a t  ~ e d u b t i o n  and the 
present  &a tus  o f  VE a t  t h e  p l an t ,  

The foregoing i s  t h e  p resen t  s t a t u s  and t h e  fu ture  plans  o f  our  

VE promotion program s ince  t h e  last r e o o r t  made at  t he  SAVF Conference 

i n  1972. The a c t u a l  c o s t  r educ t i on  of 8200,000 r e a l i z e d  dur ing  t h e  

p a s t  yeax by adopt ion of  VFJ proposal~l  o f  t h e  Designing Department mey 

not neces sa s i l y  be l a r g e ,  bu t  i t  far exceeds t h e  average annual amount 

r e a l i z e d  dur ing t h e  pa s t  t h r e e  years.  I t  can t he r e fo re  be s t a t e d  t h a t  

t h e  VE investment i s  g radua l l y  bu t  i nc r ea s ing ly  paying dividends.  

Fven though VE had been inducted,  i f  vigorous  promotion had not been 

made, it would no t  have been poss ib le  t o  expect  r evo lu t i on  i n  c o s t  

oonsoiousness among t h e  employees cen te red  o n . t h e  Designing Department, 

much l e s s  t o  r e a l i z e  t h e  c o s t  reduc t ion  and t h e  increase  o f  p r o f i t s  

obta ined today. 



A t  t h e  Hiroshima P l a n t ,  wi th  t he  General Manager f 

nucleus,  management personnel of a l l  l e v e l s  and a l l  Value Engineers  

a r e  making un i t ed  e f f o r t s  i n  s t e a d i l y  p u t t i n g  i n t o  p r ac t i c e  va r ious  

countermeasures f o r  t h e  development and es tabl ishment  o f  VE techniques ,  

t h e  above-mentioned a c t u a l  achievements of VF: se rv ing  as a s t epp ing  

s tone.  A s  t h e  next  s t e p ,  it  i s  our p lan  t o  t a c k l e  t he  problem posi- 

t i v e l y  t o  formulate and implement a program of consol idated c o s t  re-  

duc t i on  o f  t h e  p l a n t  by i n t e g r e t i o n  of t h e  va r ious  management techniques  

and t h e  engineer ing techniaues  of  workers gained persona l ly  by l ong  

experience.  

Appendixee 

1. A paper presented a t  t h e  SAVE Conference, 1972 

Value Engineer ing Promot i on  and i t s  Motivation ~ . t  Japan S feel 

Workn, HirorshSms Plan*" - 8 pagee 

2. Case s t u d i e ~  presented a t  t he  5 t h  Nation81 SJVE: Conference, 1972 

"Cost Reduction of Large-sized, Orderm~de products" - 5 pages 

"VF: Techniques of  Purahasing Itemsw - 7 pages 



INTRODUCTION 

VALUE ENGINEERING PROMOTION AND ITS MOTIVATION 
AT 

JAPAN STEEL WORKS, HIROSHIMA PLANT 

Takeh iko  Tanaka 
Value  E n g i n e e r i n g  S p e c i a l i s t  Chief  
J a p a n  S t e e l  Works. Hi roshima P l a n t  

The Japan S t e e l  Works, Hi roshima P l a n t ,  i s  one  of 
t h e  w i d e l y  known p l a n t s  i n  J apan  where t h e  t o p  o f  
t h e  p l a n t  i s  p romot ing  Value  Eng inee r i ng ,  h a v i n g  ob- 
t a i n e d  good r e s u l t s  i n  c o n s i d e r a b l e  amount of  c o s t  
r e d u c t i o n  and  a  r emarkab l e  r e v o l u t i o n  i n  consc ious -  
n e s s  o f  c o s t  and v a l u e  b rough t  abou t  by t h e  Value  
Eng inee r s .  

My p a p e r  p u r p o r t s  t o  e x p l a i n  i n  d e t a i l  by c i t i n g  
examples  of  a ch i evemen t s  a t t a i n e d  w i t h  r e f e r e n c e  t o  
VE promot ion  and i t s  m o t i v a t i o n  such  a s  d e c i s i o n  
making and l e a d e r s h i p  o f  t h e  t o p ;  a d m i n i s t r a t i o n  of  
VE by t h e  manager and  s e c t i o n  c h i e f s ;  comple te  coop- 
e r a t i o n  ex t ended  t o  t h e  d e s i g n i n g  depa r tmen t  by t h e  
managers and s e c t i o n  c h i e f s  of  t h e  v a r i o u s  d e p a r t -  
ments  s u c h  a s  t h e  p l a n n i n g ,  p u r c h a s i n g  and  produc-  
t i o n ;  e f f e c t i v e  a p p l i c a t i o n  o f  VE promot ion  manuals ;  
a d v i c e  r e n d e r e d  t h e  t o p s  and  t h e  design in^ d e p a r t -  
ment by  t h e  VE s t a f f  whose t a s k  more o f t e n  t h a n  n o t  
is c o n s i d e r e d  a  t h a n k l e s s  one .  

ESTABLISHMENT OF BASIC YEARLY PLAN 

The i n d u c t i o n  of  VE was made by t h e  g e n e r a l  man- 
a g e r  o f  t h e  p l a n t  i n  1967 and  t h e  b d s i c  y e a r l y  p l a n  
was f o r m u l a t e d .  Based on t h e  t h i n k i n g  t h a t  i t  is 
most  e f f i c a c i o u s  t o  r e a l i z e  c o s t  r e d u c t i o n  by app ly -  
i n g  VE a t  t h e  d e s i g n i n g  l e v e l ,  t h e  p l a n  was made t o  
t r a i n  a l l  d e s i g n i n g  p e r s o n n e l  f o r  f o u r  (4) y e a r s .  

Dur ing  t h e  f o u r  y e a r s ,  n i n e  (9) VE workshop semi- 
n a r s  a n d . n i n e  (9) on- the- job  t r a i n i n g  c o u r s e s  were  
e s t a b l i s h e d  a t  t h e  p l a n t ,  d u r i n g  wtrlch t i m e  134  VE 
t a s k  f o r c e  p r o j e c t  teams were  o r g a n i z e d ,  d i s p l a y i n g  
c o n s i d e r a b l e  a c t i v i t i e s .  

. T h e r e  a r e  306 Va lue  Eng inee r s .  I n  t e rms  o f  pro-  
p o r t i o n ,  t h e  number o f  Value  E u g i n e e r s  i s  twe lve  
(12) p e r  c e n t  o f  t h e  t o t a l  number o f  t h e  employees .  

THE WORKSHOP SEMINAR COURSE 

An o u t l i n e  o f  t h e  workshop s emina r  c o u r s e  i s  a s  
f o l l ows :  

P a r t i c i p a n t s :  E n g i n e e r s  o f  t h e  d e s i g n i n g ,  p l an -  
n i n g ,  p u r c h a s i n g  and  p r o d u c t i o n  
d e p a r t m e n t s  

. Number o f  VE teams: Four (4)  

Length  o f  s emina r s :  22 days  ( a l l  d ay  l ong )  

ON-THE-JO.9 TRAINING COURSE 

An o u t l i n e  o f  o n - t h e - j o b - t r a i n i n g  c o u r s e  is a s  
f o l l o w s  : 

@ A  Value  Eng inee r  of  t h e  d e s i g n i n g  depa r tmen t  who 
h a s  comple t e  i n f o r m a t i o n  concern in^ t h e  VE p r o j e c t  
team is  a p p o i n t e d  a  l e a d e r .  

O ~ a l u e  Eng inee r  o f  t h e  de s ign ine ,  depa r tmen t  

=Des igne r s  t o  be  t r a i n e d  

n ~ e s i ~ n e r s  t o  b e  t r a i n e d  
a 
A ~ a l u e  E n ~ i n e e r s  o f  t h e  p l a n n i n g ,  p u r c h a s i n g  and  

p r o d u c t i o n  d e p a r t m e n t s  

LENGTH OF VE ACTIVITY 

Two (2) weeks ( a l l  day l ong )  on one  (1) theme 

0 The two (2) d e s i g n e r  t r a i n e e s  a r e  t r a i n e d  f o r  
f o u r  (4) weeks on 2 themes and t h e y  a r e  awarded 2nd 
d e g r e e  Value  Eng inee r  C e r t i f i c a t e  and  VE badge by 
t h e  p l a n t  when t h e y  p a s s  t h e  VE q u a l i f i c a t i o n  tests. 

Why we o r q a n i z e d  t h e  VE team w i t h  members o f  t h e  
d e s i g n i n g ,  p l a n n i n g ,  p u r c h a s i n g ,  p r o d u c t i o n  d e p a r t -  
men t s ,  e t c . ?  The r e a s o n s  a r e  a s  f o l l o w s :  

We c a n  e x p e c t  o u t s t a n d i n g  VE p r o p o s a l s  o r i g i n a t -  
i n g  f rom c o o r d i n a t i o n  of  d e s i g n e r s ,  i n d u s t r i a l  en- 
g i n e e r s  and a u a l i t y  c o n t r o l  e n p i n e e r s .  I n  o t h e r  
words ,  we e x p e c t  numerous m e r i t s  made t h rough  i n t e -  
g r a t i o n  o f  v a r i o u s  manapement t e c h n i q u e s .  

NUMBER OF VALUE ENGINEERS AND VE TEAMS 

Dur ing  t h e  p a s t  f o u r  y e a r s ,  n i n e  (9) w o r k s h o ~  
s e m i n a r s  and  n i n e  (9) on- the- job  t r a i n i n g  c o u r s e s  
were e s t a b l i s h e d  a t  t h e  p l a n t .  

o VE t a s k  f o r c e  p r o j e c t  teams which  were  o rgan i zed :  
134  

o Number o f  Value  E n e i n e e r s  who were  t r a i n e d :  306 

SPECIAL FEATURES OF VE PROMOTION 

It i s  s i g n i f i c a n t  t h a t  t h e  promoter  o f  VE i s  t h e  
t o p  o f  t h e  p l a n t , b u t  t h e  d i s t i n c t i v e  f e a t u r e  i s  t h a t  
t h e  managers and  s e c t i o n  c h i e f s  o f  t h e  d e s i p n i n e  



department administer VE by applying VE promotion 
manuals in order to realize cost reduction of pro- 
ducts at the designing level. 

VE PROMOTION MANUALS 

When we first started our training program, the 
manuals were quite simplified ones. Based on one 
year's experience, we drafted our manuals incorpo- 
rating more detailed procedures. The present VE 
promotion manuals consist of the following three 
(3) manuals: 

For section chief of the desiping department 

For VE team leader and members 

For VE staff 

FEATURES OF THE MANUAL FOR SECTIGS CHIEF 
OF THE DESIGNING DEPARTMENT 

VE promotion is one of the most important tasks 
of the section chief, because he can control the 
cost of products at tirc designing level, and it is 
most efficacious to realize cost reduction by adopt- 
ing VE proposals. 

This manual prescribes the following actions to 
be taken: 

1. Planning level 

1-1 Selection of VE themes 

1-2' Indication of cost reduction goal 

1-3 Organization of VE team 

1-4 Determination of the lesgth of VE activity 

2. Doing (execution) level 

2-1 Declaration of VE team activity 

The section chief has to explain the plan of 
the task force team and -lain that he is 
.expecting good designs by the VE team mem- 

' bers. Thereby. VE tern rembers will be well 
motivated, thus arousing a feeling to tackle 
the job. 

2-2 Control of VE team activity 

Frequently he has to go the VE team room and 
coordinate the plan, to advise them, and to 
give much useful information. 

2-3 Chairmanship of the VE team meeting 

He must see to it that the team members could 
explain the VE proposals at the VE team meet- 
ing in a congenial atmosphere with good com- 
munication between line menbers of the de- 
signing department and VE team members. 
If questions are raised by the line members 
of the designing department. the section 
chief has to support the VE team from the 

standpoint of the team members and also to 
give guidanr * to VE team memhers to accept 
the opinions or proposals of the line. 
He has to give as many opportunities as pos- 
sible to speak to the two memhers who are 
brained by on-the-job training. 

In short, VE team meeting should be consider- 
ed a good opportunity for the section chief, 
the line of the designing department and VE 
team members to have good communication. 

2-4 Determination of adoption or rejection of 
VE proposals 

He has to make definite decision as to wheth- 
er the VE proposals will be adopted or re- 
jected at the meeting, because if clearcut 
decision is not made, the participants might 
not participate with enthusiasm in the next 
team. 

2-5 Safeguard of ideas 

He has to see to it that application for pa- 
rent be made on good ideas emanating from the 
VE team activity in the joint names of the 
VE team members. 

3. Seeing (control) level 

3-1 Even after the team ceases activity, he.has 
to undertake the job to see that good pro- 
posals are adopted by the designing line, or 
give guidance to the designing line to decide 
whether or not to adopt the proposals as they 
are or to man.facture for trial or to deter- 
mine its adoption based on the results of 
tests. 

3-2 Daily work of the section chief 

He has to manage his daily work of VE at the 
seeing (control) level. 

*To check whether the proposal is incorpo- 
rated into the drawing or not in a pre- 
scribed form (See Fig. 1) 

oTo report the forecast amount of cost re- 
duction to the manager of the designing 
department 

*To check the actual results of cost reduc- 
tion amount 

-To inform the actual cost reduction amount 
to the designers and VE team members 

To inform the amount of cost reduction and 
to share the joy thereof results in the mo- 
tivation of VE promotion and also good com- 
munication. 

It is very important for the designing 
section chief when he works together with 
\is subordinates and members of the VE team. 
always to bear in mind the various psycho- 



logical and mental phases involved. 
The reason for this is th.1 the psychological 
and mental attitudes of the VI: team towards 
thc VE proposals generally confllct with 
tlwse of the members of the desl#nin# I Ine. 

I \ I  L--- Proposal NO 

A Life History 

. R e f  W n g .  

L ~ h e n  adopted Upller line: Year 
Lower line: Month 

- Kinds of Machinery Nu. 

Pertinent " I  bide to Entry Information of 
R e ~ a r d i n ~  Proposals 

In the case of VE work seminar 
Upper line: Fill in " S "  
Lower line: Flll in the number of 

seminars conducted 
In the case of task force 
Upper line: Fill in "T" 
Lower line: Leave it blank 
In the case of h i ~ h  degree of irnprove- 
ment made by the VE in daily routine 
work withln a section 
Uppcr line: Fill in "OJ" 
Lower line: Leave it blank 

n 1 Life t~istory 1 
Ref. No. Ref. Dwng. 

I I Adopted Oec. 1968 

Extruder 

Seminar Improvement Proposal 

Work Method Imorovement Fill in the blank 
ZD Improvement 

I=- 
Ref. No. Ref. Dwng 

r - ' - r  - r - - r -  ----. , v ~  ;+5; 1 6 0 ' -  i0- 
L - -L -L -L1?4  - - - .  - - -  - ~ ;  
Essential Alerctions 

with Proposal No. 

- Proposal G No. 

C Evcn in the case of not being adopted or not 
used as reference, fill in the space of Pro- 
posal No. wit11 "Nil". 

FEATUI.t:S OF TI11: MANUAI. FOR VI1 TEAM I.EAI)FT< AND MEMRERS - - - - - - - - - 
This manual consolidates the method of prepara- 

tion of VE team activity, procedure of VE meet in^ 
and vigorous activities after the VE team activity 
is over such as response to the challenge of section 
chief; selling of VE proposals; motivation of team 
members. 

Moreover, the feature of this manual and that of 
the design in^ section chief is that it complements 
each other. In other words, the two areincorporated 
into one and the two are inter-related. 

When a cost reduction goal is indicated to a 
team leader by the section chief, the team 
leader fully communicates with the section 
chief and the team members who have heen ap- 
pointed. 11e has to make all preparations 
necessary for the team activities. 

Matters required on the first day of incep- 
tion of team activity 

He has to call the team members together 
quickly and to conduct the section chief to 
tlre team office and request him to explain 
the cost reduction goal. the purpose of team 
design, the leneth of activity of the team. 
Tt is very important and efficacious to create 
congenial atmosphere among team memhers. 

Teamwork 

The team leader has to hear in mind that good 
proposals are produced hy good teamwork. 

Cooperation with the line of the desienine 
department 

The team lt,ader has to try to obtain useful 
inf,irmation from the line of the design in^ 
department and when proposals are submitted 
h y  the memhers, he has to make efforts to 
obtain proposals and opinions from the line. 
If the proposals are so-called joint propos- 
als, which include those of the line of the 
designing department, they facilitate accept- 
ability in the future. 

Explanation at the VE meeting 

If a proposal on a given theme is to he adop- 
ted, the cnntents of the VE proposal report 
will have to be such that remarkable cost re- 
duction can he realized and increase in value 
can be expected. 

Moreover, i t  is desirable that this proposal 
includes that of the lir~e of the desleninp 
department, havin~ room for further irnprove- 
ment by the line engineers. It requires suf- 
ficient supporting data. Proposals jointly 
submitted by the line of the designing de- 



partment and the team memb rs are more readi- 
ly acceptable than those slbmitted separately. 

6. Activity of seeing (contro level (after the 
team activity is over) 

After the team activity is over, they will 
return to their post and jcb, but they bave 
to maintain close contact and gather more 
supporting data. 
Some engineers who return to the designing 
section h ~ v e  to make endeavors to have the 
line engineers accept the team's joint pro- 
posals and they have also to apply for patent 
on their good ideas in the joint names of all 
the members 

The team leader has to check the actual cost 
reduction amount of the pru6Iucts involving 
the proposals adopted and to grasp the cir- 
cumstances of improvements made in value. 
It is important that he informs the above 
results to the team members so as to enjoy 
together the fruits of achievements. 

When the leader or members wearing VE badge 
are approached and challenged with questions 
by the section chief regarding cost or func- 
tion of a product, they will have to respond 
with confidence. 

FEATURES OF THE MANUAL FOR VE STAFF 

VE staff has to render the top and the desi~n- 
ing department advice and services, reconciline it- 
self co the lot that its task more often than nut is . 
considered a thankless one, primarily for the sake 
of promotion of VE programs. 

.His tasks are as follows: 

ecoor'lnation between desipnina department and 
other departments such as the plannine, pur- 
chasing and production 

-Advice and services to the manager or section 
chiefs of the designing department 

.Planning of VE training programs (workshop 
'seminars and on-the-job training courses) 

Exchange of VE information between plants of 
Japan Steel Works 

*Public relations to the sub-contractors 

MERITS OBTAINED BY VE PROMOTION DURING FOUR YEARS 

Essential merits obtained durina the past four 
(4) years by VE promotion are as follows: 

1. Total cost reduction of main products amounts 
to about 200.000 dollars (as of March, 1972) 
by applying VE proposals at the designing 
level. The amount is rather small, but in- 
tangible merits undermentioned (from No. 2 
to No. 8 )  have been indeed great. 

2. Remarkable revolution in consciousness of 

cost and value is now spreading amone the 
employees hy the efforts of the Value en- 
(iineers . 
Designlne personnel have all 11een trained 
as !lue Engineers and have formed the habit 
of apnlyin~ VE techniques at the desi~nine 
level. 

Communication between section chief and Value 
Eneineers has improved. All Value Eneineers 
take pride in wear in^ VE badges. Whenever 
the badge catches his attention, the section 
chief of the desienine department loses no 
opportunity to challenge the Value Fneineer 
with problems of cost and functions of pro- 
ducts, and then Value Engineers always res- 
prmd with confidence. In the other depart- 
ments also, we can see the same phenomena. 

Coordination between desipine department 
and other de~artments such as planning, pur- 
chasing and uroduction has shown consider- 
able improvement. 

The so-called "Master of all trades and mas- 
ter of none" has been eliminated. 

At the Hiroshima Plant, all kinds of machin- 
ery are installed. By virtue of "Master of 
all trades and master of none", practically 
all the parts can he manufactured within the 
plant. However, it can be said that this has 
been the cause of higher cost of our products 
cornoared with other companies, conversely 
resulting in diminishing value. Value Engi- 
neers are now putting illto practice the pur- 
chasine of cheaper but higher value parts 
made by speciality makers. 

Forecast of cost reduction amount and check- 
ine of the actual results of cost reduction 

Value Eneineers of the designing department 
enter the forecasts of cost reduction amount 
on the printed form (Fig. 3 The Cost Reduc- 
tion Forecast Table) at the time they apply 
the v E  proposals at the desienine level. 
After the products are completed, checkin? 
of the actual results of cost reduction is 
made by the cost accounting section and in- 
formation on the results and the difference 
between forecasts and actual results are fed 
back to the next desian. 

Integration of management techniques (VE.IE, 
?C, etc.) and engineer in^ techniques eained 
personally by workers. 

We are now organizing VE team with some of 
the experienced engineers such as Value En- 
gineers. Industrial Eneineers, Ouality con- 
trol Engineers and workers who have some en- 
gineering techniques gained personally by long 
experience. Ne anticioate ~ o o d  desiens and 
6 awings thdt require no correction. based on 
proposals by the above-mentioned integrated 
teams. 



VE Manopemenc Organization Chart 

(118 Yearly plan 

Japan Steel Works, Hiroshima Plant 

(2) Instructions on the selection of the 
subject product 

(3) Team organization plan 
( 4 )  Determination of cost reduction goal 
(5 )  Stlection of members and team leader 
( 6 )  Determination of length of team activities 
(7) Training of VEr by OJT 
(8)  Coordination of various sections 
(9) Leadership of VE team 

(10) Slection of VE 
(11) Supplying information to the team 
(12) Draftint' detailed schedule of the plan 
(13) Definition of functions 
(14) Evaluation of functions 
(15) Collecting information 

(16) Formulatin!? suk.titute plan 
(17) Compilation of reports 
(18) Determination to adopt or reject 

improvement proposals 
(19) Consolidation of results of improvement 

proposal adopted 
(20) Public r e l a ~ ~ o n  outside the company 
(21) Guidance to sub-contractors,officiated 

tradina companies and speciality makers 
(22) Publication of VE news 
(23) Follow-up by VEr 
(24) Contact with outside VE study groups 
(25) Report on result,, of improvement proposals 
(26) Progress Report on VE 
(27) Advice to designing section chief 



Date : 

Kind of job 

rClassil ication 

FIR. 3 

Cost Reduction Forecast Table 

Symbol 

rOuantity 

- * Classification by proposals 
Mark "0" in the applicable 

* S: Seminar 
T: Daily team 

OJ: Proposal adopted by 
design in^ line 

ZD: Proposal adopted by ZD 

Objectives ' Designing section concerned 
1. to grasp the effect of proposals adopted (Feed back) 

(made to order or made for stock) at the 
time of designing 4. tiote: Idhen special mention is necessarv, it 

2. To compare the effect forecast with actual is to be made in the next line each 
results time. 

3. To feed back information for the next pro- 
posal 5. Related matters: 

Di~pouit ion 
1. Fill In: Record information every day as 

they become available ( ) Actual 
results are recorded by the cost 
accot~ilt ing section 

2. Time of proposal and number of times adopted 
are of no concern (Old proposals are record- 
ed on the job order number each time they 
are adopted, regardless of how many times) 

3. Flow route: 

Person responsible for preparation or group 
leader (Tabulated at end of every month) 

Control engineer 

Asst. Sec. Chief Section Chief 
(Reported at the regular meeting of design- 
ing section at the beginning of the month) 

Cost accounting section 
(Actual cost investigated) 

Tn order to ensure the results arc reflected 
on the cost, make sure to refer to instruc- I 
tions given in Fig. 1,"Guide to Entry of Per- 
tinent Information Regarding Proposals Adopt- 



DEVELOPMENT AND ESTABLISHMENT OF VE TC.Cf1NIOUES 
IN FUTURE 

The first four-year plan of experimentation has 
just recently ended, and we are now reviewing t\e 
results by self examination. During the above peri- 
od, it is true that vai'nus merits have lipen real- 
ized, but it is also true that t!le development and 
establishment of VE techniques in future are not 
without difficulties. 

For the purpose of achieving development and es- 
tablishment of Value Engineering, the top of our 
Hiroshima Plant has piesentad the following 16 meas- 
ures to be taken. In order to pursue the objectives 
indicated by the top, we are executinR each and eve- 
ry one of them steadily. 

1. Reopening of VE workshop seminars. 

VE workshop seminal according to the basic 
yearly plan have been completed, but it will 
be reopened as soon as a certain number of 
partkipants can be gathered. 

2. Arrangement of VE proposal reports 

The number of VE proposal reports submitted 
is 134, and we have to arrange them by sec- 
tions for useful application. 

3. Re-check of VE proposals 

4. Consolidation of VE proposals 

We have to re-check and arranRe VE proposals 
by products and find high cob: and low value 
products and promote the VE program. 

5.  Promotion of test and trial produci ion to 
apply VE proposals at the designing level 

6. Strict enforcement of entering cost reduction 
forecasts on printed forms and checking of 
the actual results 

7. Integration of management techniques and en- 
gineering techniques gained personally by 
.long experience. 

8. Promotion of VE proposals at the production 
level 

O w  experience in VE at the designing level 
has taught us that it is equally vital to 
apply the techniques in production in order 
to realize over-all effect. Both branches 
can be likened to two wheels connected with 
an axle, so to speak. Synchronization of 
the two is vital. 

We h a ~ & ~ ~ r o m o t e  VE proposals at the produc- 
tion lei.,rl including ZD and IE suggestions 
and to apply them at the production or de- 
signing level. 

9. Promotion of cost reduction by the coopera- 
tion of the designing department and other 

6spartmcnts such as planning, purchasing and 
production 

10. Arranaement of VE information, for example, 
brain stormina data 

11. Rein,cstigation of VE activity at the purchas- 
ing level 

It is most efficacious to apply the VE pro- 
posals at the deslgninp level, hut there are 
still many merits to promote VE at the pur- 
L.l~asing level, which is important. 

12. Application of VE techniques to the research 
and development of new products 

It is most efficacious to apply VE techniques 
at the research and development level. After 
the trial production is accomplished, we have 
to check the forecast cu,t, the actual cost, 
function, value, System cost effectiveness of 
the new products. 

13. Improvement in cost consciousness of managers, 
section chiefs and Value Engineers 

The managers and section chiefs have to expe- 
dite the cost reduction programs to~ether 
with Value Engineers and to find always the 
sources O F  cost reduction. 

14. Re-education of Value Engineers 

15. Training c . €  section chiefs 

Training of section chiefs has already been 
completed in February 1972. 

16. VE promotion jointly with sub-contractors 

CONCL3S ION 

In the past, many Japanese plants induced various 
kinds of management techniques such 4 s  VE, IE, QC, 
etc., but they often could not make full use of them 
or continue their proerams and could not obtain good 
results, because the understanding and leadership 
of the tops were lacking or insufficiant. 

Besides, some of the staff has often delved into 
academic studies of management techniques and over- 
looked the practical phase of development and es- 
tablishment at their plants. 

The top of Japan Steel laorks, Hiroshima Plant has 
had full recognition and understanding and gave splen- 
did leadership towards VE promotion and gave instruc- 
tions as follc~~s: 

1. To formulate and accomplish yearly plan of 
VE promotion 

2. VE promotion center is to be the desianing 
department 

3. Both the manager and sections chiefs of the 
designing department have to promote and 



c o n t r o l  VE i n  accordance wi th  t h e  t o p ' s  p o l i -  
CY 

4. The main duty of t h e  VE s t a f f  is  t o  render  
t h e  tops  and t h e  design in^ department advice  
and s e r v i c e s ,  recognizing t h e  f a c t  t h a t  h i s  
t a s k  more o f t e n  than n o t  is considered a  
thank less  one. 

The top  has  promoted VE expect ing i n c r e a s e  i n  va l -  
ue Engineer  personnpl  and revo lu t ion  i n  conscious- 
n e s s  of  c o s t  and value.  H e  has  no t  only succeeded 
i n  l a y i n g  t h e  foundat ion of t h e  development and es- 
tabl ishment  of VE but  has a l s o  presented t imely and 
adequately  measures f o r  t h e  f u t u r e  VE development 
and es tab l i shment .  

It is conceivable  t h a t  t h e r e  a r e  many problwns 
pursuant t o  t h e  development and es tabl ishment  of VE 
i n  f u t u r e ,  bu t  we a r e  hopeful  t h a t  our  managers, sec- 
t i o n  c h i e f s  and VE s t a f f  w i l l  work toge the r  t o  over- 
come and e l i m i n a t e  these  d i f f i c u l t i e s ,  however nu- 
merous they may be,  i n  o rder  t o  achieve g r e a t  r e s u l t s .  
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Name 

Occupation 

PERSONAL HISTORY 

Education 

Qualification 

TAKEHIKO TANAKA 

FU~AKOSWI.CMO. AKI.OUN, HlllOSRlMA.KCN 

JAPAN 

: Value Engineering Specialist Chief 
and Assistant to manager of produc- 
tion Control Department. " ' "c  J 7 p - r  
? + , , . r ?  I ' o l ! : r ,  ; ? d ,  ! i i r r l r . h i r ~  rl..,r! 

: Assistant Profesuor of Hiroshima 
Denki Institude of Technology and 
Hiroshima Junior College of Auto- 
mobile Engineering. 

: Graduated from Mechanical Engineer- 
ing Department of Kanazawa Technical 
Collene . 

: Group leader of"Corporate Cost Re- 
duction Programs" U.S. Tour Group 
1970 and Attended 10th National 
Conference of SAVE at Dallas. 

: Executive Secretary of SJVE (Society 
of Japan Value Engineers), 

: Elector of the Science Council of 
Japan (Nippon Gakujutsu Kaigi) , 

Paper Submitted : "Manuals of Value Engineering 
Promotion" at c h i  3rd Conference 
of SJVE 1970 . 
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1. In t roduc t ion  

The products  which a r e  manufactured i n  t h e  Hiroshima P l a n t  a r e  
broadly d iv ided  i n t o  two groups.  One group is  s tandard  p roduc t s  which 
a r e  manufactured i n  advance such a s  p i n s e t t e r  f o r  bowling, deck crane,  
i n j e c t i o n  moulding machine, e t c . ;  and t h e  o the r  group is  ordermade 
products  which a r e  designed and manufactured a f t e r  r e c e i v i n g  o r d e r s  
such a s  p l a s t i c s  process ing  machine, h igh  p re s su re  g a s  compressor, 
paper machine, e t c .  

I n  t h e  case  of ordermade products ,  t h e  q u a n t i t y  t o  be  manufactured 
i s  o r d i n a r i l y  one. T h e r e f o r e s t h e  q u a l i t y  of m a t e r i a l s  and t h e  shapes 
of p a r t s  d i f f e r  every t ime a product  is  manufactured. Accordingly, t h e  
VE technique  d i f f e r s  cons ide rab ly  i n  comparison wi th  t h a t  f o r  g e n e r a l  
s t anda rd  products .  

My paper pu rpo r t s  t o  e x p l a i n  t h e  c o s t  r educ t ion  of l a rge - s i zed ,  
ordermade products ,  t ak ing  a s  an example t h e  paper machine. JSW has  
produced many s e t s  of paper machine under a l i c e n s e  agreement w i th  
J. M. Voi th  GmbH i n  F. R .  Germany s i n c e  1964. A t  t h e  beginning of t h e  
t e c h n i c a l  co-operat ion,  w e  had i n v a r i a b l y  gone i n t o  t h e  r ed ,  because 
t h e  paper machine which we manufactured based on t h e  drawings of Voith 
was too  r i g i d  and h e a v i l y  b u i l t ,  which a r e  c h a r a c t e r i s t i c  of Germany. 
A t  one time, i t  was apprehended whether t h e  manufacture o f  t h e  paper 
machine could be cont inued o r  n o t .  

But today we a r e  q t e a d i l y  making p r o f i t  s i n c e  t h e  i n d u c t i o n  ~f VE 
technique,  a f t e r  expending cons ide rab l e  t ime and personnel ,  as r epo r t ed  
hereunder .  

2. Ou t l i ne  of t h e  s t r u c t u r e  of  paper machine 
F ig .  1 shows an  o u t l i n e  of t h e  s t r u c t u r e  of paper machine. The 

paper machine c o n s i s t s  of p a r t s  shown as follows: 

o S tock - in l e t  
The s t o c k  which i s  pumped up from t h e  s t u f f  box i s  a g i t a t e d  and 

spread out  on t h e  Fourd r in i e r  w i r e  a t  proper  pressure .  

o Wire p a r t  
Water is  removed from t h e  s t o c k  formed i n t o  s h e e t  on t h e  running 

w i r e .  

o P r e s s  p a r t  
The s h e e t  e n t e r i n g  t h e  p r e s s  p a r t  from t h e  w i r e  p a r t  c o n t a i n s  from 

80 t o  85 percent  water .  The water  is  f u r t h e r  mechanical ly  removed from 
t h e  s h e e t  by p re s s ing .  

o Dryer p a r t  
The shee t  which touches t h e  la rge-s ized  dryer -cy l inder ,  t o  which 

steam is  suppl ied ,  is  then d r i e d  mainly by evapora t ion  s o  a s  t h e  mois ture  
con ten t s  a r e  reduced t o  about 2 t o  3 percent .  

o Breaker s t a c k  
The s h e e t  i s  pressed  t o  o b t a i n  h igher  smoothness. 

o S i z e  p re s s  
The s h e e t  i s  s i z e d  by s p e c i a l  s i z i n g  m a t e r i a l .  

o Calender s t a c k  
Uniform th i cknes s  and g l o s s  of t h e  s h e e t  a r e  ob ta ined  a s  t h e  shee t  

passes  through t h e  n i p s .  



o Reel p a r t  

t h e  l a s t  u n i t  on l i n e  of t h e  paper machine. 

o  Winder 
The s h e e t  i s  s l i t t e d  t o  a  f i x e d  width and rewinded a  f i x e d  diameter  

r equ i r ed  by t h e  customers.  
I f  t h e r e  is  a  f l a w  i n  one of t he  above p a r t s ,  t h e  paper machine 

would n o t  f 1  l jction p rope r ly  . 
3. The s e l e c t i o n  of t h e  theme 

The type  of paper machine i n d i v i d u a l l y  d i f f e r s ,  because t h e  kind 
of paper, t h e  ou tput  and t h e  r a t e  of mixing of s t o c k  a r e  involved,  which 
n e c e s s i t a t e  d i f f e r e n t  s i z e  and speed of each machine. However, every 
equipment can be s t anda rd i zed  t o  t h r e e  s t a g e s  by s i z e .  W e  can assemble 
a complete paper machine by combining those  equipment. The s e l e c t i o n  of 
VE theme on t h e  paper machine of ordermade, l a rge-s ized  product  is  a s  
fol lows:  

3 . 1  The c o s t  of t h e  equipment i t s e l f ,  which i s  p o s s i b l e  t o  'reduce 
d r a s t i c a l l y  by adopt ion  of VE proposa ls  a t  t h e  des ign ing  l e v e l ,  i s  n o t  
expensive, but t h e  q u a n t i t y  i s  numerous, The fo l lowing  are ,examples: 

o  Automatic gu ide  equipment 
I t  s t a b i l i z e s  t h e  running speed of t h e  wi re  I n  t h e  w i r e  p a r t ,  the 

f e l t  i n  the p r e s s  p a r t  and t h e  canvas i n  t h e  d r y e r  p a r t .  About t e n  
equipment or  s o  a r e  i n s t a l l e d  i n  a l l  paper machine, 

o  S t r e t c h e r  
The f u n c t i o n  of t h e  s t r e t c h e r  is t o  g i v e  proper t e n s i o n  t o  wire ,  

f e l t  and canvas. About t e n  equipment o r  s o  a r e  i n s t a l l e d  i n  a l l  paper 
machine. 

o  Doctor 
The func t ions  of doc to r  a r e  t o  remove paper powder and d u s t  and t o  

keep t h e  s u r f a c e  of r o l l  c lean .  Seve ra l  t e n s  of d o c t o r s  a r e  i n s t a l l e d  
i n  each paper machine. 

The o t h e r s  such a s  bear ing ,  p la t form,  e t c .  f a l l  under t h e  above- 
mentioned category.  

3 . 2  There a r e  equipment, of which i s  impossible  t o  reduce  t h e  c o s t  by 
adopt ion  of VE proposa ls  a t  t h e  des ign ing  l e v e l  but  i t  p o s s i b l e  t o  reduce 
t h e  c o s t  d r a s t i c a l l y  by I n d u s t r i a l  Engineering a t  t h e  product ion  l e v e l .  
The product ion q u a n t i t y  of i t  i s  small ,  but  t h e  c o s t  i s  ve ry  high.  
To c i t e  an example: 

o  Suct ion r o l l  
Suct ion r o l l s  a r e  i n s t a l l e d  i n  t h e  w i r e  p a r t  and t h e  p r e s s  p a r t .  

The func t ion  of s u c t i o n  r o l l ,  which has  s u c t i o n  boxes i n s i d e  of i t ,  is  
t o  remove t h e  water  from t h e  s h e e t  e f f i c i e n t l y .  The m a t e r i a l  of r o l l  
s h e l l  i s  c e n t r i f u g a l  c a s t  i r o n  or  c a s t  s t e e l ,  and s e v e r a l  t e n  thousands 
of smal l  ho l e s  a r e  d r i l l e d  on t h e  s u r f a c e  of i t .  The c o s t  of s u c t i o n  
r o l l  is about t e n  m i l l i o n  yen. 

I t  is  p o s s i b l e  t h a t  t h e  c o s t  of t h e  r o l l  s h e l l  can be reduced 
d r a s t i c a l l y  by adopt ion of IE. There is  a l s o  room f o r  c o s t  reduction 
of t h e  i nne r  p a r t s  by a p p l i c a t i o n  of VE.  There is  another  i d e a  which 
performs t h e  same f u n c t i o n  a s  t h e  s u c t i o n  r o l l ,  but  i t  r e q u i r e s  long 
t e s t s  and v e r i f i c a t i o n .  



3 . 3  R e l a t i v e  e f f e c t  of c o s t  r e d u c t i o n  betw 
a t  t h e  des ign ing  l e v e l  and by IE a t  t h e  product ion l e v e l .  

There a r e  equipment which are heavy and have numerous p a r t s ,  t h e  
c o s t  r a t i o  of m a t e r i a l s  and manufactur ing being about  t h e  same. 
For example, t h e  d r y e r  p a r t ,  see F ig .  1, needs space more t han  h a l f  of 
t h e  paper machine. The g r e a t e r  p o r t i o n  of t h e  d rye r  p a r t  i s  made of 
c a s t  i r o n  and i t s  weight  is  s e v e r a l  hundred tons .  We can reduce  t h e  
c o s t  of t h e  d r y e r  p a r t  a s  fo l lows;  

(1)  Improvement of t h e  work by I E  which reduces t h e  manufactur ing t i m e  
and t h e  p r e p a r a t i v e  t i m e  

(2 )  The designing which minimized t h e  manufacturing phase (based on t h e  
t h ink ing  of seeking same mechanical f u n c t i o n  al though manufactur ing phase 
i s  minimized) 

(3 )  The designing which reduces  allowance f o r  machining: 

( 4 )  The changing of t h e  machine s t r u c t u r e  from c a s t i n g  t o  welding 

I have mentioned above t h e  s e l e c t i o n  of t h e  theme. These a r e  t y p i c a l  
examples, and i t  does n o t  n e c e s s a r i l y  mean t h a t  a l l  t h e s e  s t anda rds  can 
be app l i ed  t o  t h e  e n t i r e  paper machine, Where such a p p l i c a t i o n s  a r e  
n o t  f e a s i b l e ,  w e  have t r i e d  t o  reduce  t h e  c o s t  of the equipment by VE,  
wherever i t  was deemed t h e  merits were found. 

4. The est imated c o s t  r e d u c t i o n  and the  a c t u a l  cost by VE 

A s  a  r e s u l t  of t a b u l a t i n g  t h e  c o s t  r educ t ion  f i g u r e s  of each equip- 
ment, w e  found it was p o s s i b l e  t o  reduce  t h e  es t imated  c o s t  by e leven  (11) 
pe rcen t .  

Subsequently,  a s  t h e  job  was completed one a f t e r  another ,  t h e  f i g u r e s  
of t h e  a c t u a l  c o s t  w e r e  ob ta ined ,  which showed t h a t  t h e  a c t u a l  c o s t  
b e t t e r e d  t h e  es t imated  c o s t .  

S ince  t h e  i nduc t ion  of VE, t h e  themes which were s e l e c t e d  i n  connect ion 
w i t h  paper machine numbered more than t h i r t y .  The p a r t i c i p a n t s  of each 
VE team were s i x  persons,  f o u r  of them being engineers  of t h e  des ign ing  
department  and o t h e r s  being those  of t h e  purchasing and t h e  product ion  
departments .  The l e n g t h  of VE a c t i v i t y  was two weeks on one theme, a f t e r  
which VF proposals  were submit ted.  

The proposals  based on t h e  themes r e l a t i v e  t o  t h e  paper machine were 
adopted and f u l l y  app l i ed .  

The paper machine s e c t i o n  is  provided wi th  t h e  VE proposa l  r e p o r t ,  
t h e  c o s t  t a b l e ,  t h e  purchase p r i c e  l i s t ,  and a  showcase pf VE samples. 
These a r e  u t i l i z e d  i n  our  d a i l y  r o u t i n e  work. 

Also, i n  t h e  p rodur t i on  and supply (purchasing and sub-cont rac t ing)  
departments ,  t h e  a p p l i c a t i o n  of VE has  produced e f f e c t  on product ion .  
It i s  f e l t  t h a t  t h e  e f f e c t  of t h e  working e s t ima t ion  system has  become 
ev iden t  a s  man i f e s t a t i on  of consciousness  of c o s t .  

5. Conclusion 

I have explained t h e  c o s t  r educ t ion  by VE f o r  la rge-s ized ,  ordermade 
products ,  choosing t h e  paper machine a s  an example. A t  f i r s t ,  w e  f ea red  
t h a t  i t  was impossible  t o  pu t  t o  p r a c t i c a l  use  t h e  VE technique  f o r  
ordermade products ,  i f  w e  have t o  change our des ign  on account  of change 
of s p e c i f i c a t i o n s  a t  t h e  r e q u - s t  of customers,  which w i l l  a f f e c t  our 
d e l i v e r y  schedule.  However, i n  f a c t ,  we were a b l e  t o  use t h e  VE technique 
r e l a t i v e l y  without much d i f f i c u l t y  even a f t e r  t h e  change of des ign ,  a s  
t h e  groundcrork of VE had been completed. 



The important f a c t o r s  of  t h e  c o s t  r e  
(1)  The d r a s t i c  c o s t  r e d u c t i o n  by e f f o r t s  a t  t h e  des ign ing  l e v e l  
(2) The d r a s t i c  c o s t  r e d u c t i o n  by IE a t  t h e  product ion  l e v e l  
(3) The d r a s t i c  c o s t  r educ t ion ,  i f  e f f o r t s  a t  t h e  des ign ing  and t h e  
product ion l e v e l s  a r e  mutua l ly  made. 

It i s  obvious t h a t  b i g  e f f e c t  can be r e a l i z e d  t o  reduce t h e  c o s t ,  
i f  concerted e f f o r t s  a r e  made by t h e  d e s i g ~ i n g  and p roduc t ion  departments.  

I would a l s o  l i k e  t o  r e p o r t  t h a t  t h e  VE technique  which was appl ied  
t o  paper machine wad app l i ed  a l s o  t o  t he  p l a s t i c s  p roces s ing  machine, 
which i s  one of our main l i n e  of products  i n  t h e  Hiroshima P l a n t ,  and i t  i s  
ob ta in ing  good r e s u l t s .  

Fig. 2 Samples of VE proposal 

R e f .  3 .  The s e l e c t i o n  of t h e  theme, 3 .1  (see p.3) 
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1. In t roduc t ion  

The Japan S t e e l  Works, Hiroshima P lan t ,  is  one of t h e  widely 
known p l a n t s  i n  Japan where t h e  top  of t h e  p l a n t  is  promoting Value 
Engineering, having obtained good r e s u l t s  i n  cons ide rab l e  amount of 
c o s t  r educ t ion  and a  remarkable r e v o l u t i o n  i n  consciousness  of c o s t  
and v a l u e  brought about by t h e  Value Engineers.  

My paper p u r p o r t s  t o  exp la in  i n  d e r a i l  by c i t i n g  examples of 
techniques of purchasing i t e m s .  

2. Progress ion  of i nduc t ion  of V E .  . - 

The induc t ion  of VE was made by t h e  g e n e r a l  manager of t h e  p l a n t  
i n  1967 and t h e  b a s i c  y e a r l y  p lan  was formulated.  Based on t h e  think-  
ing t h a t  i t  is  most e f f i c a c i o u s  t o  r e a l i z e  c o s t  r educ t ion  by applying 
VE a t  t h e  des ign ing  l e v e l ,  t h e  p lan  was made t o  t r a i n  a l l  des ign ing  , 

personnel  f o r  f o u r  (4) years .  
During t h e  f o u r  years ,  n ine  (9) VE workshop seminars  and n ine  (9)  

on-the-job t r a i n i n g  courses  were conducted a t  t h e  p l a n t ,  du r ing  which 
time 134 VE t a s k  f o r c e  p r o j e c t  teams were organized,  d i s p l a y i n g  con- 
s i d e r a b l e  a c t i v i t i e s .  

There a r e  306 Value Engineers (201 i n  t h e  des ign ing  department) .  
I n  terms of p ropor t i on ,  t h e  number of Value Engineers  is  twelve (12) 
percent  of t h e  t o t a l  number of ' the  employees. 

A t  t h e  beginning of t h e  i nduc t ion  of VE, VE s t a f f  and Value Engi- 
n e e r s  wearing VE badges were sometimes looked upon co ld ly .  
Many employees used t o  say ,  "What i s  VE ?I8 "Does VE s t and  f o r  Vacat ion 
Enjoyment ?" But VE s t a f f  endeavored t o  d i s semina t e  VE among t h e  employ- 
e e s  by w r i t i n g  VE i n t r o d u c t i o n  and t h e  r e s u l t s  of VE workshop seminars 
and expla in ing  t h e  b a s i c  y e a r l y  p lan  i n  t h e  monthly b u l l e t i n  publ ished 
a t  t h e  p l a n t .  

Along wi th  t h e  i n c r e a s e  of Value Engineers,  VE has  spread among 
almost  a l l  of t h e  employees, inc lud ing  female employees and employees 
of sub-cont rac tors .  VE is  about t o  reach  t h e  s t a g e  of permanent e s t ab -  
l ishment .  

3 .  Motive of VE f o r  purchasing i tems 

A t  t h e  s t a g e  of completion of t h e  VE b a s i c  plan,  a l l  employees of 
t h e  supply s e c t i o n ,  inc lud ing  one i n  supe rv i so ry  p o s i t i o n ,  were t r a i n e d  
a s  Value Engineers .  

J u s t  about t h i s  time, t h e r e  occurred t h e  so-ca l led  "do l l a r  shock" 
and upward r e v a l u a t i o n  of yen, and a s  a  measure t o  cope wi th  t h e  r e c e s s i o n  
caused by t h e  above s i t u a t i o n ,  cos t  r educ t ion  was chosen by t h e  top  
management a s  one of t h e  important  o b j e c t i v e s  of Management f o r  Resu l t s .  

The employees of t he  supply s e c t i o n  were i n s t r u c t e d  t o  reduce d r a s t i -  
c a l l y  t h e  c o s t  of purchased items by apply ing  VE t echniques .  However, 
based on t h e  t h ink ing  t h a t  i t  is most e f f i c a c i o u s  t o  r e a l i z e  cos t  r educ t ion  
by applying VE a t  t h e  des ign ing  l e v e l ,  b a s i c  y e a r l y  p lan  was made t o  
t r a i n  a l l  des ign ing  personnel .  Theref o r e ,  a lmost  a l l  of t h e  s p e c i f i c a t i o n s  
of i tems t o  be purchased a r e  thoroughly checked by apply ing  VE techniques 
a t  t h e  des ign ing  l e v e l .  Thus, i t  was thought t h a t  t h e r e  was ha rd ly  any 
margin f o r  f u r t h e r  c o s t  r educ t ion  a t  t h e  purchasing l e v e l ,  but we d i d  n o t  
g ive  up hope. 



J u s t  a t  t h i s  t i m e ,  an exper ience  I had pe r sona l ly  
ago wi th  t h e  system of i nques t  of p rosecut ion  occurred t o  m e .  Under 
t h i s  system, t h e  members a r e  chosen by drawing from t h s  p r i n c i p a l  p o l l  
book. They a r e  simply laymen r ega rd ing  l e g a l  ma t t e r s ,  whose du ty  is  
t o  re-examine t h e  ca se s  t h a t  a r e  dropped by t h e  prosecutor .  

This  system is  n o t  s o  w e l l  known, but according t o  l a s t  y e a r ' s  
record ,  t h e  n a t i o n a l  average of 8.5% of t h e  ca se s  f o r  t r i a l  was s e n t  
t o  t he  P u b l i c  P r o c u r a t o r ' s  Of f i ce  a s  deserv ing  indictment .  

Encouraged by t h e  above f a c t ,  i n s t e a d  of g iv ing  up hope, w e  reso-  
l u t e l y  s t a r t e d  t o  make a  cha l lenge  t o  VE. 

. - 
4. Procedure f o r  VE 

4 .1  C o l l e c t i o n  of VE in format ion  

We c o l l e c t  c a t a l o g s  by r e a d i n g . a d s  i n  v a r i o u s  i n d u s t r i a l  news- 
papers  o r  t e c h n i c a l  magazines. A t  t h e  same time, we n o t  only r e q u e s t  
c a t a l o g s  and o the r  datum t o  g ive  them t h e  impression t h a t  we a r e  i n t e r -  
e s t ed  i n  purchasing cheaper bu t  h igher  va lue  p a r t s  bu t  we a l s o  send 
them our own company l i t e r a t u r e s  t o  acqua in t  them wi th  our products .  
A t  t h e  same t i m e ,  we i n q u i r e  t h e i r  bus ines s  o f f i c e s  o r  agenc ies  i n  t h e  
Hiroshima d i s t r i c t .  

4.1.2 C o l l e c t i o n  of VE in format ion  of s p e c i a l i t y  makers a t  t h e  s t a g e  of 
market ing r e s e a r c h  o r  through p u b l i c  r e l a t i o n s  of s p e c i a l i t y  makers' new 
products .  

4.2 Feeding informat ion  t o  t h e  des ign ing  department about s p e c i a l i t y  
makers ' new products  

From t h e  in format ion  ga thered ,  w e  p i ck  ou t  i t ems  t h a t  can be  s u b s t i -  
t u t ed  (with equ iva l en t  t o  o r  b e t t e r  than p a r t s  h i t h e r t o  used and cheaper 
i n  p r i c e )  f o r  former purchased i t e m s  and pas s  on information t o  t h e  
des igne r s  concerned o r  r e q u e s t  t h e  maker 's  e x p e r t i s e  t o  come and make 
d e t a i l  exp lana t ion  

4 . 3  Funct ion a n a l y s i s  
We e v a l u a t e  t h e  f u n c t i o n  of new products  i n  comparison wi th  those  

p r e s e n t l y  used. 

4.4 C o l l e c t i o n  of samples of new products  

A s  a r e s u l t  of f u n c t i o n  a n a l y s i s ,  i f  m e r i t s  of t h e  new products  a r e  
found, we o b t a i n  samples. The samples a r e  e i t h e r  purchased o r  borrowed. 

4.5 Tes t ing  and v e r i f y i n g  

The c o s t  of t h e  samples and expenses f o r  t e s t i n g  a r e  covered by 
VE budget o r  c o s t  f o r  r e sea rch  and t r i a l  manufacture earmarked. 

4.6 Adoption 

We adopt t h e  new products  a t  t h e  des ign ing  l e v e l ,  i f  t h e  tests a r e  
s a t i s f a c t o r y .  

4.7 Forecas t  of c o s t  r educ t ion  amount and checking of t h e  a c t u a l  r e s u l t s  
of c o s t  r educ t ion  

Value Engineers  of t h e  des ign ing  department e n t e r  t h e  f o r e c a s t s  of 
c o s t  r educ t ion  amount on t h e  p r i n t e d  form (Fig .  1, The Cost Reduction 
Forecas t  Table)  a t  t h e  time they apply t h e  V E  p roposa ls  a t  t h e  des ign ing  



l e v e l .  A f t e r  t h e  p roduc t s  a r e  completed,  checking of t h e  a c t u a l  r e s u l t s  
of c o s t  r e d u c t i o n  i s  made by t h e  c o s t  a c c o u n t i n g  s e c t i o n  and i n f o r m a t i o n  
on t h e  r e s u l t s  and t h e  d i f f e r e n c e  between f o r e c a s t s  and a c t u a l  r e s u l t s  
a r e  f e d  back t o  t h e  nex t  d e s i g n .  

Checking whether  o r  n o t  t h e  f u n c t i o n s  of s p e c i a l i t y  maker ' s  p r o d u c t s  
a r e  t h e  same a s  t h o s e  of t h e  o l d  t y p e  p r o d u c t s  i s  made by r e a d i n g  t h e  VE 
h i s t o r y  r e c o r d e d  on t h e  drawings  o r  s p e c i f i c a t i o n s  ( s e e  F ig .  2 ) .  
I n f o r m a t i o n  i s  g a t h e r e d  by sa lesmen a t  t h e  t ime  of a f t e r  s a l e s  s e r v i c e .  
But we cannot  o b t a i n  d e t a i l s  u n l e s s  compla in t s  a r e  made by customers .  

F ig .  2 

"Guide t o  E n t r y  of P e r t i n e n t  
Ref .  No. Ref.  Dwng. I n f o r m a t i o n  Regarding P r o p o s a l s  

Adopted" 

When adopted Upper l i n e :  Year 
Lower l i n e :  Month - Kinds of Machinery No. 

I n  t h e  c a s e  of VE work seminar  
Upper l i n e :  F i l l  i n  "S" 
Lower l i n e :  F i l l  i n  t h e  number of seminars  

conducted 

I n  t h e  c a s e  of t a s k  f o r c e  
Upper l i n e :  F i l l  i n  "T" 
Lower l i n e :  Leave i t  b l a n k  

I n  t h e  c a s e  of h i g h  d e g r e e  o f  improvement made 
by t h e  VE i n  d a i l y  r o u t i n e  work w i t h i n  a  s e c t i o n  
Upper l i n e :  F i l l  i n  " O J "  
Lower l i n e :  Leave i t  b l a n k  



5. Case s tudy  

Comparison of c o s t  between o l d  type  and new type products  of 
c y l i n d e r ,  pump and coo le r  which a r e  i n s t a l l e d  i n  some i n d u s t r i a l  
machinery i n  t h e  na tu re  of r e p e a t  manufacture  (a l though i n  a  l i m i t e d  
q u a n t i t y )  i.s a s  fol lows:  

Fig.  3  
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(1) Cyl inder  

W e  o reered  t h e  o ld  t ype  c y l i n d e r  t o  t h e  s p e c i a l i t y  maker accord ing  
t o  t h e  drawing of our des ign ing  s e c t i o n .  The c o s t  was always h ighe r ,  
and t h e  d e l i v e r y  t i m e  of t h e  maker was o f t e n  delayed,  and t h e  q u a l i t y  
of c y l i n d e r  was no t  good. Thereupon, by applying t h e  VE proposa l ,  
w e  had t h e  cy l inde r  made which was very  c l o s e  t o  t h e  s t anda rd  type  
of t h e  maker, a f t e r  r epea t ed  d i s c u s s i o n s  wi th  t h e  maker. But t h e r e  
w a s  s t i l l  some t r o u b l e  and a f t e r  t r i a l s  and e r r o r s  w e  succeeded i n  
p u t t i n g  i t  i n t o  p r a c t i c a l  use ;  - 

W e  checked some pumps s o l d  by ;everal  makers which have merits of 
l a r g e  capac i ty  and low n o i s e .  We adopted a  combination pump which 
has  t h e  func t ion  of two pumps. 
Now t h e  gene ra l  t r end  is  t o  decrease  t h e  n o i s e  of machinery. A s  a  
r e s u l t  of adoption'of low n o i s e  pump, t h e  n o i s e  of o t h e r  p a r t s  of  
t h e  machinery became pronounced, bu t  a f t e r  g r e a t  e f f o r t s ,  t h e  problem 
was f i n a l l y  solved.  ~. 

( 3 )  Cooler 

We found a  new maker's coo le r  which is  mass-produced and lower i n  
p r i c e  wi th  b e t t e r  func t ion .  A s  t h i s  coo le r  i s  made of s t anda rd  p ipe ,  
t h e  o u t e r  diameter  of t h e  p i p e  i s  l i m i t e d ,  and t h e  t o t a l  l e n g t h  i s  
made longe r  than t h e  o l d  t ype  i n  o r d e r  t o  r e t a i n  t h e  same h e a t  ex- 
change capac i ty .  When w e  adopt t h e  new type  coo le r  f o r  t h e  rest of 
t h e  o l d  machinery, w e  have t o  g i v e  cons ide ra t i on  t o  t h e  space  problem 
of t h e  new pumps. 

6. Problems 

6 . 1  Waste of VE l abo r  owing t o  sma l l  q u a n t i t y  product ion of va r ious  k inds  
of p roducts  

Unlike motor ca r s  t h a t  are mass-produced, our  products  a r e  of  v a r i o u s  
k inds  and manufactured i n  sma l l  q u a n t i t y .  A f t e r  t ak ing  g r e a t  pa in s  i n  
s tudy ing  VE f o r  main p ? r t s  and t h e  s t a g e  f o r  a p p l i c a t i o n  i s  reached, i f  
r e p e a t  o r d e r  i s  n o t  ob ta ined  f o r  t h e  p a r t i c u l a r  product ,  it ends up i n  
was te  of VE l abo r .  

6.2 Shor tage  of mechanical eng inee r s  i n  t h e  Supply Sec t ion  

On account of t h e  s h o r t a g e  of mechanical engineers ,  when t e c h n i c a l  
s t u d i e s  a r e  requi red ,  i t  become necessary  t o  e n l i s t  t h e  he lp  of ,  eng inee r s  
of t h e  des ign ing  department.  

6 .3  VE s p e c i a l i s t  s t a f f  n o t  ass igned  t o  t h e  Supply Sec t ion  

S ince  VE i s  performed by l i n e  personnel ,  they a r e  p re s sed  by d a i l y  
r o u t i n e  work and s u f f i c i e n t  t i m e  i s  n o t  a v a i l a b l e  f o r  VE. 

However, no t  despa i red  of  t h e s e  problems, we a r e  always t a c k l i n g  t h e  
problems wi th  a  forward looking  a t t i t u d e .  We a r e  working o u t  ways and 
means of  f i n d i n g  time t o  devote  t o  VE. When group meeting f o r  Zero Defec ts  
i s  h e l d  every month o r  when o t h e r  companies a r e  no t  a t  work and our  com- 
pany is ,  concent ra ted  d i s c u s s i o n s  a r e  he ld  on problems accumulated. 
Every p o s s i b l e  oppor tun i ty  i s  u t i l i z e d  f o r  VE a c t i v i t i e s  such a s  meet ings 
he ld  t o  make r e p o r t s  on p l a n t  t o u r s  of o t h e r  companies, on a t t e n d i n g  VE 
con f t r ences  sponsored by Soc i e ty  of J a ~ a n  Value Engineers and v a r i o u s  
o t h e r  conferences,  on a t t e n d i n g  t r a i n i n g  courses ,  e t c .  



7.  Conclusion 

It  would be u s e l e s s ,  i f ,  under t h e  good name of VE, i t  should t u r n  
ou t  t o  be  "penny wise and pound f o o l i s h " .  Although t e s t i n g  and v e r i f y i n g  
a r e  performed, t h e r e  i s  n a t u r a l l y  a  l i m i t  t o  t e s t i n g  i n  t h e  company. 
For example, i n  s p i t e  of t h e  f a c t  t h a t  t e s t s  performed i n  t h e  company 
prove t o  be  s a t i s f a c t o r y ,  v a r i o u s  cond i t i ons  change i n  a c t u a l  ope ra t i on ,  
making t h e  product  o f t e n  s u s c e p t i b l e  t o  c la im a r i s i n g  a f t e r  i t  i s  d e l i v e r e d  
t o  a  u s e r .  

However, i f  such f e a r  should be  e n t e r t a i n e d ,  e f f e c t i v e  VE cannot  be 
expected.  I f  t h e r e  i s  a  g r e a t  f e a r  of r i s k ,  one way t o  cope wi th  t h e  
s i t u a t i o n  i n  t h e  e a r l y  s t a g e  is  t o  .have on hand both new and o l d  p a r t s .  

Henceforth,  a s  s a l e s  compet i t ion  among r i v a l  manufacturers  w i l l  
become more and more s t i f f ,  h igh  s a l e s  prof i t  cannot be expected.  Even 
i f  s a l e s  p r i c e  is lowered, t h e  s i t u a t i o n  i s  such t h a t  t h e r e  is  no way of 
making p r o f i t  o the r  than by reduc ing  c o s t  by VE techniques.  I f i r m l y  
b e l i e v e  t h a t  success  can c e r t a i n l y  be a t t a i n e d  by VE, i f  enthusiasm, nay, 
t e n a c i t y  of purpose and e f f o r t s ,  a r e  d i r e c t e d  toward VE by a l l  concerned, 
w i t h  a  view t o  r ~ d u c i n g  t h e  t o t a l  c o s t  of t h e  products ,  s t a r t i n g  a t  t h e  
des ign ing  l e v e l ,  down t o  product ion ,  completion of e r e c t i o n ,  shipment,  
and a l s o  f o r  t h e  products  a f t e r  d e l i v e r y  t o  t h e  u se r ,  from t h e  time of 
i n i t i a l  ope ra t i on  u n t i l  t he  s e r v i c e  l i f e  ends, and moreover i f  t h e r e  i s  
s t r o n g  de te rmina t ion  on t h e  p a r t  of t h e  management t o  adopt  VE proposa ls .  

The h i s t o r y  of VE i n  our count ry  shows VE a c t i v i t i e s  were f i r s t  
conducted i n  t h e  m a t e r i a l s  purchasing department and next  i t  was thought  
t h a t  VE a c t i v i t i e s  were most e f f i c a c i o u s  a t  t h e  des ign ing  l e v e l .  La te ly ,  
VE cen t e r ed  on des ign ing  has  come t o  t h e  f o r e .  On t h e  o t h e r  hand, i t  i s  
s a i d  t h a t  time has  come t o  t a k e  another  look from t h e  o r i g i n a l  viewpoint  
a t  VE a c t i v i t i e s  of m a t e r i a l s  purchasing department.  To exp lo re  f u r t h e r  
p o s s i b i l i t i e s  of VE ou t  of t h e  accomplishment of VE a t  t h e  des ign ing  
l e v e l  i s  t h e  t r u e  V E  a c t i v i t i e s  of t h e  m a t e r i a l s  purchasing department.  
I keenly  f e e l  t h a t  our b igges t  appointed t a s k  from now on i s  t h e  consol- 
da t ed  sys t ema t i c  VE a c t i v i t i e s  of ou t s t and ing  product ion p l an  by t h e  
p lanning  branch and e f f i c a c i o u s  VE by t h e  des ign ing  and supply  branches,  
i n  a d d i t i o n  t o  which improvement e f f o r t s  through I E  and VE techniques  
by t h e  product ion branch. 



4 Date: 

Kind of job 

I r Classification r Symbol 

Fia. 1 

Cost Reduction Forecast Table 

* Classification by proposals r Mark "0" in the applicable 
co 1 umn I 

* S: Seminar 
T: Daily team 

OJ: Proposal adopted by 
designing line 

ZD: Proposal adopted by ZD 

Objectives Desi~ning section concerned 
1 6  t o  grasp the effect of proposals adopted (Feed back) 

(made to order or made for stock) at the 
time of designing 4. Note: When special mention is necessarv, it 

2. To compare the effect forecast with actual is to be made in the next line each 
results time. 

3. To feed back information for the next pro- 
posal 5. Related matters: 

Dinposit ion 
1. Fill in: Record information every day as 

they become available ( ) Actual 
results are recorded by the cost 

\ - 
- 
- 

In order to ensure the results are reflected 
on the cost, make sure to refer to instruc- 
tions given in F ~ R .  1,"Guide to Entry of Per- 
tinent Jnformation Re~arding Proposals Adopt- 

accounting secllon 
+ '* , ed8'on the drawings and specification sheets 

2. Time of proposal and number of times adopted 
are of no concern (Old proposals are record- 
ed on the job order number each time they 
are adopted, regardless of how many times) 

3. Flow route: 

Person responsible for preparation or group 
leader (Tabulated at end of every month) 

Control engineer 

Asst. Sec. Chief Section Chief 
(Reported at the regular meeting of design- 
ing section at the beginning of the month) 

Cost accounting section 
(Actudl cost investigated) 


