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A s  a spr ingboara  f o r  d i s cus s ing  t h e  f u t u r e  
bets review what t h e  uae of t he  VA System nas  done i n  the  p a s t  

/ ~ j - ~ / - 7 - - t y  / y J 3  &%/7L-/r&-- -1P-$,w*n+- 
~t has maae u n p r o r i t a o l e  p roauc ts  p r o t i t a b l e  by the thousands 
It  has turned around bus iness '  a 
~t has  s imp l i f i ed  aesigns 
r t  has lmproved manufacturing 
rt has go t t en  new a a l e s  business  
r t  has saleguaraea o l d  busine s from compe$3ition 
A t  has given men new a b i l i t i e s ,  so  they Took  Off" ofr the success  pa th  
I t  has  s imp l i f i ed  maintanance 
k t  has f o r  f r a c t i o n 8  of  t h e  c o s t  p rov ide i  b e t t e r  weopona 
~t has improved management p r a c t i c e s  

while doing t h i s  i t  has haa some nega t ive  r e s u l t s  

It has hu r t  t h e  p r o f e s s i o n a l  whose r epu ta t ion  was b u i l t  onwdoing 
i t  one way" 

It  has hu r t  t h e  admin i s t r a to r  o r  p r o f e s s i o n a l  who has b u i l t  persona l  
r e c i p r o c a l  favor with p a r t i c h l a r  people  by us ing  p a r t i c u l a r  
systems o r  materials 

~t has h u r t  t he  s e l l e r  who cont inues  t o  sell h i s  mdse only  because 
o f  h i s  customers ignorance 

~t has hu r t  t h e  admin i s t r a to r  who is  mea sured by ljia supe r io r  
p r i n c i p a l l y  by t h e  number of "He~cs" he t akes  o f f  of  the  p a y r o l l  
a t  a pa r t$cu la r  time 

It  has h u r t  t h e  d i r e c t  r e p o r t s  o f  a co.pres o r  high manager 
who has  mis takenly be l ieved  t h z t  h i s  good men were a l r eady  
doingnabout iiLl t h a t  can be  aone t o  reduce c o s t a  without reducing 
q u a l i t y "  

It has hu r t  Value Analysts who have shown themselves so e f f t ~ t i v e  
i n  making improvements t h a t  i t  embar ra ses t t he i r  s u p e r i o r s  o r  
ce-workers 
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'f These p o s i t i v e s  and negat ives  have r e su l t ed  from good VA work 
> We w i l l  not  concern ourselvea i n  t h i s  paper with t h e  hodge-podge 

of mediocre r e s u l t s  both p o s i t i v e  ana negat ive which have resu l ted  
"Name Only" o r  o t h e r  poor VA o r  from a management environment 
so  wrong t h a t  no good r e s u l t s  were poss ib le  

Lets  look aown the  Yike Ahead 

A t  the  same time l e t s  put  out of  our  minds f o r  a while the "In 
f e r i o r i e p  complex" t h a t  has come from the  c r i t i c i s m  w e  have 
received as we aCvmced s t ep  by etep along the  uay 

What have we got  i n  I t&-?. 

A tremendous problem solv ing  syetem 

rs i t  s p e c i f i c a l l y  u s e f u l  i n  so lv ing  c o s t  problems ? 

No, and 

No because --- 
~ t s  orde r ly  s t e p  by s t e p  thinking systems ana search systems which 
start w i t h  

&ha t  a r e  we r e a l l y  t r y i n g  to  do? 
Proceeaea t o  an exhaustive development of i n f o  surrounding the s i t u a t i o n  
Then t o  the s p e c i f i c  problems t o  solve 
Then i n t o  the  c r e a t i v e  so lu t ions  
rhe j u d i c i a l  thinking 
e t c  

f i t  o the r  problems as welle as c o s t  problems 

l i g h t e r  weight 
more performance 
smaller  s i z e  
b e t t e r  s ~ l e s  appearance 
more s a l e s  
l e s s  noise  

the present  VA system is  f i l l e a  with supplementary proceeaures 
ana techniques which have been crea ted  to  cause i t  to  be p a r t i c u l a r l y  
e f f e c t i v e  i n  handling cos t  problems. 



Wore performance ac l i b  

lower maintanance ad lib 

arnaller s i z e  aa l i b  

b e t t e r  appezrance ac l i b  
-=-$=+5wulee i?a- 
4 &x--gz-- 
r o v  f u r t h e r  our unaers tanding l e t s  cons ider  f o r  a few moments 
wny t h e  system was f i rs t  used,  ana t o  d a t e  i s  almost exc lus ive ly  
usea f o r  c o s t  problema 

Yerhapa i t  is  ha~axa~xifxia the most a i f f i c u l t  p l ace  t o  use  it. 
Because 

o f t  n good c o s t  work l a  8onsiaerea  by t h e  boss  t o  a l ready  have been done 

c o s t  t iec is ions  a r e  r e l a t i v e l y  u n s c i e n t i f i c  
#a  tt a r e  a r t f u l  
i 1 n t i c k l i s h  
H It 

s o f t e n  considered very persona l  
II w are o f  t en  no t  r e a a i l y  supportable  by meaningful 

conclusive d a t a  

know why 1 promotec VA anu used i t  exc lus ive ly  in,:; the coa t  f i e l d  

two reasons  

1 c o s t  wa s MY job 

2 A aicint want t o  %ake a compet i tor  ou t  of  everyone 

ls'nt i t  time now f o r  those  r e a l l y  s k i l l e d  i n  t h e  systemat ic  problem 
so lv ing  approaches of  VA t o  cloak them with s u i t a b l e  s e t s  o f  
~upplernentary approaches and techniques  so t h a t  they w i l l  come i n t o  
t h e i r  own as problem s o l v e r s  i n  t h e s e  o t h e r  f i e lds*?  
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Bight  need t o  use a d i f f e r e n t  name when t h e  problem t o  be solved 
was not a"valuen one 

LaLen who know the  VA system w i l l  put it into form for use for other 
objectives. 
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lvow A woula l i k e  t o  a i s c u s s  t h e  dha l l ange  t h a t  l i e s  ahead 
i n  the use o f  VA i n  its o r i g i n a l  a r e a  -- t h e  coa t  area. 

u se  a t o r y  o f  seea 

h'zrst good seed capable  o f  growing a goou crop 

next good s o i l  capable  of  t a k i n g  this seed 
compatable with t h i s  aeed 

Next Modify seed t o  t h r i v e  is  t h e  s o i l  t h a t  is chmmonly a v a i l a b l e  

Anc modify s o i l  t o  match t h e  modified seed 

Finally take t h e  a o i l  and the  seea as one p r o j e c t  b r i n g i n g  the two togetl  

A t  t h e  p r e s e n t  t ime we a r e  b a s i c a l l y  i n  s t e p  one seed t h a t  w i l l  grow 
a good. crop 

ad lib we know w i l l  c o  t h e  job 
w e  hope t o  f i n a  enough mgte compatable wi th  i t '  
we are t r y i n g  t o  f i n d  enough s eve re  need so  mgts w i l l  

modiry t o  accep t  i t  

Lets make m o d i f i c a t i o n s  i n  VA, keeping i t s  v i r i l i t y  s t i l l  making i t  
cornpatable wi th  moet managements 

rmst  e l i m i n a t e  t h e  embarrassment 

Must cna t h e  f e e l i n g  by tsng. I n d u s t r i a l  mgrg e t c  t h a t  we a r e  
compet i to r s  

b 

mst communicate i t  f o r  what i t  is  a c  l i b  coaching f o r  champions 
d i a c i p l i n e a  problem so lv ing  

Use i n  Hesearch l a b o r a t o r y  / b y  / M  ChD@iiu 7 

hets keep i t  v i r u l e  d i s c  t h ink ing  system coaching f o r  champions 
i 
vevelope a form of  mgt compatable w i th  i t s  use  promote the  pa-ckage 
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measure su i tabi l i ty  o f  a given mgt for i t  ? 

measure the change i n  the  su i tabi l i ty  of a given mgt to i t  ? 
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