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fran an old crab ne t  up the pole and fas tened i t  a t  the top. 
This dock boy added what was needed. Then the  f i s h  hawk proceeded 
t o  drop the  s t i cks ;  they held, and i t  b u i l t  a next i t  i s  now on 
and i t  w i l l  endure, 

Men d i n  indust ry  and government proceed m from what we 
have learned i n  the  post  and we drop the s t i c k  as  we have bes t  
learned.  I f  the  s i t u a t i o n  i s  a?mqkxk%kk enough l i k e  the pas t ,  
t h a t  indust ry ,  t h a t  company, will l i v e .  I f  not ,  t h a t  company 
d ies .  A s  i n  t h e  case of the  f i s h  hawk, something e l s e  was needed. 
It now becomes our t ask ,  as Value Sngineers,  t o  f ind  what i s  
needed i n  the  new s i t u a t i o n  and t o  add it. 

Then I w i l l  say t h e  fundamentals of Val-ue Engineering are: 
t o  f i nd  what i s  needed and does not e x i s t ;  To end t h e  absence; 
To de t ec t  t h e  defect ive ,  and t o  doctor up the defect ive .  You 
w i l l  see as  our thinking develops t h a t  my f i rmest  b e l i e f / i s  t h a t  

now 
the  most fundamental t h i n g  t o  Value Engineering i s  t o  be ab le  t o  
l e a r n  the needs, see what i s  m~ not  the re ,  what i s  needed, and 
have i t  added. I t  can be  anything from any o f f i c e  i n t o  any other  
o f f i ce ,  from one d i s c i p l i n e  t o  another,  from t a t t i t u d e s  t o  ac t ions  
t o  decis ion making p a t t e r n s  -- what i s  needed and i s  absent. 

Now another example, and I am over emphasizing a l i t t l e  here 
t o  communicate r a t h e r  sharply  i n  Gwanty-five minutes. We must be 
l i k e  a crab. A good Value Engineering program i s  l i k e  a crab. -- 
You see t h i s  Eastern Shore lore i s  g e t t i n g  i n t o  ny thinking. -- But 
We have not  been l i k e  a crab. We have not understood how well  a 
crab was designed. I would charac te r ize  our beginning i n  Value 
Engineering -- and many of us are s t i l l  i n  the  beginning and I point  
t h e  f i n g e r  t o  myself a l s o  -- as a crea ture  l i k e  a c rab wi th  two 
enormous claws d th no legs ,  no f e e l e r s ,  no eyes, no p ro t ec t i ve  
s h e l l .  

Those enormous claws a r e  the seminar approach of opening up 
the  problem; of scheduling c r e a t i v i t y ,  of scheduling search, and 
of g e t t i n g  b e t t e r  a l t e rna t i ve s .  We then have been i n  t h e  pos i t ion  
of the  crab  with two wonderful claws and no f e e t ,  eyes, nor she l l ,  
going around and i n  e f f e c t  saying, "See what wonderful morsels of 
food I have." We have found very o f ten  only l im i t ed  t ake r s  -- 
we found some vho would take  the  morsels of food t o  t h e i r  cave 
and devour it  and o thers  who wanted t o  devour us and d i d  so ,  

It is fundamental i n  Value Analysis t h a t  we become l i k e  a 
crab;  t h a t  w e  have what i s  required;  t ha t  we not  only have the 
seminar capab i l i ty ,  the scheduled problem solving, but  w e  have 
means of p ro tec t ing  ourselves;  t h a t  we have means of competing/ 
wi th  others  which is  na tu re ' s  system whether i t  be mental or  
physica l ;  t h a t  we have means of seeing,  of fee l ing ,  we have 
l e g s  with l i t t l e  f e e l e r s  on, that we can cover the  job which I 
am s taking out f o r  us; f i n d  i n  t he  *ole f i e l d  h a t  i s  abssent  
by seeing what i s  around it because there  i s  nott-ing there t o  see -- 

. . i t ? ~  not there ;  and by providing what i s  needed. 
.E'i , & .  
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Why do w e  -- well ,  maybe that would be s i a p l e  but i t  i s n ' t  simple 
as  we a l l  know. It i s  qu i t e  easy t o  see something t h a t  e x i s t s ;  
t h a t  i s ,  something t ha t  has substance. But unless  we have a means 
t o  bring i n t o  sharp view something t h a t  does not e x i s t ,  we mias it. 
So, what i s  t h a t  means? You w i l l  f i n d  i n  the  teachings of Value 
Engineering s tep  by s tep  processes,  good prac t i ces ,  many areas  
where caution i s  needed, where motivation i s  needed, where specia l  
a t t e n t i o n  i s  needed. 

The b e s t  way probably t o  f i n d  what i s  absent i s  t o  construct  
a model t h a t  has everything present .  Then w e  can measure Ah 
we a re  studying agains t  something t h a t  has everything t h a t  i s  
needed. We then can see  i n  t h i s  area something e l s e  is needed 
t o  g e t  r e s u l t s  t h a t  a r e  expected of it. 

You w i l l  then f ind ,  i n  my judgment, the  reason t h a t  we have 
put so much emphasis on having sound methods i s  t o  put  together  
a p a t t e r n  of what i s  needed. Now i t  i s  fundamental i n  Value 
Engineering work t h a t  we do NOT take t h a t  p a t t e r n  and attempt 
t o  t h r u s t  t h a t  on every s i t u a t i o n .  That, however, becomes a 
working model/insofar as we can do it, QSXX contains everything 

which 
needed t o  accomplish i t s  job well .  And by i t s  job, I m e a n  t o  
achieve the  object ives  of the  organization. If it  i s  a business,  
i t  i s  t o  compete f inancia l - ly ,  p r o f i t a b l y  i n  a competitive market 
with a product t h a t  the  customers are  buying and keep them buying it. 
If i t  i s  i n  government, i t  i s  s t a t e d  i n  a little d i f f e r e n t  way but 
A ~ E  means the same thing.  

Now I think you might ask "What do I bel ieve i s  r e a l l y  
fundamental i n  t h i s  pa t t e rn  t h a t  we c r e a t e  t o  measure o w  par t i cuaar  
t ask  by?" So I will jus t  brush o few points .  A l l  of these  a r e  
i n  the  wr i t t en  t e x t  s o  you have them. Therefore, I will bare ly  
name them and move on. 

I n  the  approach we must make every s i t u a t i o n  more object ive.  
Human beings are  not  object ive ,  l o g i c a l  ceeatures.  We l i k e  t o  
th ink we are  and I wonrt labor the po in t ,  but we a r e  NOT. We a re  

. emotionally put  together  and emotions a f f e c t  our decis ions ,  3kx.g very 
of ten  more s t rong ly  then log ic ,  e spec i a l l y  decis ions  on where t o  
s t a r t  our thinking;  how much time t o  put  i n  inves t iga t ions  hhere 
l a rge  evidence does not e l r eady  e x i s t .  Therefore, make i t  as 
object ive  a s  poss ib le ,  get each s i t u a t i o n  into b a s i c  fac to rs .  
Reduce i t  jus t  as much a s  you can; d iv ide  i t  i n t o  mind-sized steps. 
We want t o  climb a peak here and i f  i t  i s  a bleak rock, we donr t  
know how t o  s t a r t  and w e  won't s t a r t .  However, every problem of 
t W s  type can be put  i n t o  mind-sized s t e p s  so  we can t ake  t h i s  s tep,  
then we can take  t h i s  one, and then we can take t h a t  one, and they 
will be very d i f f e r e n t  s t eps .  

Improve the  information. Some information on any s i t a u t i o n  
i s  lacking and worse than t h a t ,  somettinformation'' i s  always wrong. 
Blpw~lrxkk~ Improve i t .  Next, improve the  assumptions. Always 
assumptions have t o  be made. A l a rge  percentage of them a r e  
f au l ty .  Many of them deny the  bes t  so lut ion.  This i s  a s t ep  -- 
t o  improve them. 



SAVE SPEECH *$o '-4- 

Znd g e n e r a l i t i e s .  Bach case i s  one s t e p  by  i t s e l f .  We don' t  
ce re  what general  r u l e s  a r e ;  what general system, what genera l  
p r ac t i ce  i s ,  &at  f a i l e d  i n  some other  s i t ua t i on ,  what worked. 
We have one s e t  of object ive  data.  We w i l l  s t r i p  from our minds 
anything t h a t  i s n ' t  objec t ive  and work on t h a t  s tep .  We w i l l  
cause search -- search of the world as our Japanese f r i e n d s  are  
doing. We could not have a l l  the  information i n  the  world i n  a 
l a rge  room and use it. We c o u l d n f t  f ind  it. Search i s  t h e  key 
t h a t  will f i t  i t  a l l  i f  we know how and I honor the  Gentlemen, our 
gues ts ,  because you know f a r  b e t t e r  than we, how t o  search and I hope 
t h a t  we can catch up. We ought t o  come over &here and lea rn ;  that's 
what we should do. 

Next, recognize roadblocks and stoppers  which always e x i s t  
and deal wi th  them. Cause b e t t e r  cost  guides t o b e  developed and 
then I w i l l  say, use a sens ib le  job plan, a sens ib le  p l a n  which 
we c a l l  t he  job plan, which schedules the breaking into s t eps  
t h a t  doing t h e  r i g h t  th ing f i r s t ,  emphasizing v h  a t  should be 
emphasized, overcoming the/roadbl ocks f i r s t  . 

necessary 

I n  any growing technology, va r i e ty  ex i s t s .  You w i l l  f i n d  
d i f f e r e n t  names a p p l i e d  t o  t he  job plan  mh i c h  dont t make any 
di f fe rence  t o  me. Each job plan used i n  the United S t a t e s  has 
the purpose of  scheduling the problem solving, scheduling the 
c r e a t i v i t y ,  scheduling the  judgment, scheduling the  development. 
We w i l l  have some of t h a t  today but t h a t  i s  not a p a r t  of m y  subject .  

Now, I would l i k e  then t o  summarize: The fundamental of 
Value Engineering fo r  p rofess iona l s  as I see i t  i s  t o  f i nd  what 
does not e x i s t ;  and t o  end the  absence; to  d e t e c t  the defect ive ,  
and t o  improve or  doctor the  defec t ive .  m a  These absences, 
these  def ic ienc ies  may be found i n  the  o f f i c e  of the Pres ident ;  
i n  the  ac t ions  of the  s e c r e t a r y  of h i s  committee; they may be 
found i n  the executive v ice  pres ident ;  i n  some of h i s  repor t ing;  
some of h i s  s t a f f ;  some of h i s  scheduling. Some of them w i l l  be 
found i n  the  v ice  p res iden t  of s a l e s ;  i n  the  s a l e s  manager, i n  
the  salesmen; i n  the customers -- t h a t  i s  -- something t h a t  i s  
needed t o  allow t h i s  t o  be a healthy, pro f i t ab l e  business with 
cos t  -- business t h a t  provides what the customer wants, g e t s  h i s  
orders ,  a n d  does i t  a t  a p r o f i t  -- w i l l  be -- some a c t i o n  w i l l  
be lacking i n  tha t  area. I n  the engineering managerT s o f f i c e  
i n  t he  work of h i s  design engineering manager, h i s  d ra f t ing ,  
h i s  models, model makers, h i s  t e s t i ng ,  h i s  t e s t  i n t e r p r e t a t i o n  -- 
the re  a re  s o  many places where t h e  g e t t i n g  of appropriate  cos t  
i s  blocked t h a t  i t  i s  fundamental i n  Value Engineering t h a t  we 
f i nd  the  one that i s  needed on each job -- and the re  may be 
a dozen needed, a few l a rge ,  maybe a dozen small, t o  move 
along the  p ro jec t .  

Some may be i n  the maneger of manufacturing o f f i ce ;  i n  the 
methods engineer, i n  the planners ,  i n  the  foremen; sometimes the 
accountant manager i s  the  one who has  a defec t ive  opera t ion 
i n  r e l a t i o n  t o  t h i s  p ro jec t  t:nat we a r e  working on. It might 
be a c o s t  accountant; it might be manufacturing cos t  men. Some- 
t imes  it  could well be i n  purchasing -- the  ac t ion  - t ha t  

is  
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needed and no t  t he re ;  the  f i l e s ;  the  expediters.  Sometimes the  
ac t ion  t h a t  i s  needed is  one of a l i t t l e  change i n  a t t i t u d e ;  some 
timds a l a rge  change i n  a t t i t u d e .  Some times a change i n  act ion.  
A change i n  a t t i t u d e  i s  not enough. A l i t t l e  ac t i on  by t he  
President ,  a l i t t i e  and always 
i t  i s  very v i t a l  be observed. I n  t h i s  
model that we have the r i g h t  actions, 
the right but we must f i n d  
the  rigilz; thing. 

w 
I would conclude with the thought tha t  i t  rnlght be 

e l i t t l e  surprising t o  some of you t o  XESXWG come and f i n d  so 
many sub jec t s  a t  t h i s  convention a s  there were a t  the lUm& f ine  
convention i n  Boston. To me i t  i s  not  x in the  s l i g h t e s t  surpr is ing.  
But, because we have a very unusual type of s i t u a t i o n  of char te r ,  
of opportunity,  i n  Value Engineering, w e  in may have t o  look anywhere 
and we do have t o  look everywhere t o  f ind  out i n  any one p a r t i c u l a r  

what i t  i s  t h a t  i s  lacking, and I close  with t he  words I 
case  
want t o  be sure  I have communicated: Our task i s  t o  f i nd  from 
the  whole spectrum o f  the business en t e rp r i s e ,  with r e l a t i o n  

. 
t o  cos t ,  what i t  i s  t h a t  does not e x i s t  that  the business  needs 
and g e t  i t  put i n ;  and t o  de t ec t  the  defect ive  operat ions &d 
g e t  them improved. 


