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Laurence D M l e s  
9 ' . 

-,- J 
On t h i s  t e n t h  a n n i v e r s a r y  o f  t h e  founding  o f  t h e  S O C I E V  OF JAP-lVESE 

VALUE ENGINEERS I have  come k i l o m e t e r s ,  . t o  g i v e  honor  and rc- 

s p e c t - t o  t h e  J a p a n e s e  p e o p l e .  T h e s e  p e o p l e ,  t h o  s m a l l  i n  number i n  t h e  
w 

- w o r l d ,  have by t h e i r  a b i l  i t y , s k i l l  and d i l i g e n c e ,  - become l e a d e r s  

t h r u o u t  t F e  e a r t h .  

-X J a p a n e s e  ART h a s  i n s p i r e d  a l l  of  t h e  w o r l d ' s  p e o p l e s  f o r  o v e r  loop Y 

si. When INDUSTRY becane  i m p o r t a n t ,  Ja?ar .ssc  ach ievemen t  s t a r t l e d  t h e  wo 

+i When INVENTIOFJ became i m p o r t a n t ,  t h e  Japanese  bought  e x l s  t i n g  know1 e! 

and ,  u s i n g  t h a t  a s  a s t a r t i n g  p o i n t ,  arc p e n e t r a t i n q  the unknown. 

F o r  t h e  w o r l d ' s  t o p  c r e a t i o n s  i n  a r t , i n  e l e c t r o n i c s ,  i n  o p t i c s , i n  t r a m  

p o r t a t i o n ,  we h o n o r  Japan.  So  s k i l l f u l l y  do t h e y  p l a n ,  s o  e f f e c t i v e l y  

- do t h e y  c r e a t e ,  s o  w e l l  do t h e y  b l e n d  t h e  t e c h n i c a l  and t h e  human i n  manua 

t- 
- f a c t u r i n g ,  t h a t  b i l l i o n s  o f  y e n  o f  t h e i r  ach ievemen t s  a r e  s o l d  on t h e  

c o u n t e r s  o f  t h e  f i n e s t  s t o r e s  t h r u o u t  t h e  w o r l d ,  

VJell we know t h a t  f o r  50 c e n t u r i e s ,  t h e  a n c e s t o r s  of t h e s e  p e o n l e  

l i v e d  a p a r t  - d e v e l o p e d  t h e i r  own c u l t u r e ,  t h e n  were  f o r c e d  i n t o  a new 

way o f  l i f e  f o r  which  t h e i r  homeland was i l l  equ ipped ,  l a c k i n g  m i n e t a l s ,  

l a c k i n g  f u e l s ,  l a c k i n g  a r e a s .  And w e l l  we know t h e  s u c c e s s f u l  addustmen 
t h e s e  

t h e y  ha v e  made t o  a d v e r s e 4 , c o n d i t i o n s .  

The wor ld  t u r n s  on. What now do I s e e ?  

I s e e  a n  a c t i v e  t e n t h  o f  t h e  wor ld  p l a n n i n g , c r e a t  i ng ,  r e s e a r c h i n g , p r o d u c i n !  

consuming,  

I s e e  m i l l i o n s  who want  t o  e a r n  t h e  w o r l d s  commerce, and f a i r l y  w e l l  know 

how t o  d o  i t .  

I s e e  marly o f  t h e 3  w i t h  s o n e  r e s o u r c e s  of f u e l s ,  m i n e r a l s  o r  a r e a s o  



I s e e  many w i t h  nea rby ,  o r  n e a r l y  c a p t i v e  marke t s .  

1 see many o f  them work in^ t o  f u r t h e r  improve t h e m s e l v e s .  Value  Fngi~eerin 

s e m i n a r s  t h r u o u t  t h e  wor ld  a t t e s t  t o  t h a t .  , 

What does t h i s  mean t o  u s ?  I t  means t h a t  o t h e r s  have t h e  d e t e r m i p a t  ion 
- 
t o  a c h i e v e  t h e  i n d u s t r i a l  e x p e r t i s e  which  t h e  Japanese  now have,and they 

a r e  do ing  sosething a b o u t  i t .  

On t h i s  s i d e  o f  t h e  P a c i f i c ,  I s e e  t h e  d e s i r e  of  t h e  Japanese  t o  ho ld  

t h e i r  winn ing  p o s i t i o n ,  and t h e i r  p l a n s  and a c t i o n s  t o  do something  about  i 

T h a t ' s  t h e  r e a s o n  I am h e r e  - -to'-help. 

EXACTLY WHAT ARE WE TALKIT'JG AROUT 

TO win ,  each  job  must be done a l i t t l e  b e t t e r .  Each problem must b r i n g  

a  l i t t l e  b e t t e r  and  a l i t t l e  q u i c k e r  s o l u t i o n .  Each u n i t  of m a t e r i a l  re- 

- - s o u r c e  o r  huaan  r e s o u r c e  ~ u s t  b r i n g  a l i t t l e  more b e n e f i t .  
t- 

TO u n d e r s t a n d  each  o t h e r  f u l l y ,  I w i l l  ask you t h e  f o l l o ~ ~ ? i n g  q u e s t i o n s ,  

w h i c h  you  nay w e l l  want  t o  a sk  y o u r  a s s o c i a t e s .  To communicate f u l l y ,  1 

w i l l  t h e n  answer them. The answers  a r e  s i m p l e , c o r r e c t  and e x a c t .  

1  .What a r e  p e o p l e  u s i n a  Value  ~ n a l y s  i s / ~ n ~  i n w r i n g  t r y i n g  t o  do? 

&End a l l  c o s t s  which do n o t  c o n t r i b u t e  t o  USE o r  AESTHFTIC f u n c t i o n s  

which  t h e  cus tomer  wants .  

2.How a r e  t h e y  t r y i n g  t o  do i t ?  

A.By a d e p t h  s t u d y  of  a l l  f u n c t i o n s  and t h e  c r e a t i v e  development of 

a l t e r n a t i v e s  which  would produce  them. 

3.What i s  t h e  s p e c i f i c  approach?  

A.To s t u d y  f u n c t i o n s .  I d e n t i f y  t h e r n , c l a s s i f y  t h e n ,  s e p a r a t e  them,group 

them. C r e a t e  s p e c i f i c  problems,  t h e n  s o l v e  t h e  problems. 

4.What c o n s t i t u t e s  " v a l u e "  i n  2 p r o d u c t  o r  s e r v i c e ?  

A.Good q u a l i t y ,  w i t h  c o s t s  a l i t t l e  l o w r  t h a n  c o m p e t i t i o n .  



5.Who c a u s e s  good v a l u e ,  o r  poor  v a l u e ,  i n  a p r o d u c t  o r  s e r v i c e ?  

A.Good v a l u e  is  c a u s e d  by each  i n v o l v e d  p e r s o n  g e t t i n g  a l i t t l e  

b e t t e r  answers  t h a n  c o m p e t i t i o n  does.  

. &How do t h e  a p o r o a c h e s  r educe  c o s t  w i t h o u t  lowe r i n g  q n a l  i t y ?  
. - 

&By c o n c e n t r a t i n g  on t h e  f u n c t i o n s  which  t h e  c u s t o m e r  w a n t s , g e t t i n g  

them f o r  c o m p e t i t i v e  c o s t ,  and e l i m i n a t i n g  c o s t s  which a r e  n o t  e s s -  

e n t i a l  t o  c u s t o m e r  f u n c t i o n .  

7.Why c o n c e n t r a t e  s o  i n t e n s i v e l y  on f u n c t i o n ?  USE, AESTHETIC, 9-GIG? 

A. USE is w h a t  t h e  cus tomer  w a n t s  and w a n t s  t o  pay f o r .  I t  does  some- 

t h i n g  f o r  him. AESTHETIC is what t h e  c u s t o q e r  w a n t s  and wan t s  t o  pay 

f o r .  I t  p l e a s e s  him,  o r  someone h e  w a n t s  p l e a s e d .  Many f u ~ c t i o n s  must 

u s u a l l y  be accompl i shed  w i t h i n  a p roduc t .Vos t  o f  them a r e  f u n c t i o n s  

- r e l a t e d  t o  o t h e r  p a r t s  - n o t  t o  t h e  cus tomer .  BASIC f u n c t i o n  e i t h e r  
i# - 

USE o r  AESTHETIC, o r  b o t h  is e x a c t l y  what t h e  c u s t o m e r  wan t s  from t h e  

p r o d u c t  o r  s e r v i c e .  

8.What do we mean by " e v a l u a t e  a  f u n c t i o n V i n  y e n ?  

A.8y some i n t e l l i g e n t , s k i l l f u l  means, d e t e r m i n e  a b o u t  v r h a t , c o n s i d e r i n g  

t h e  s t a t e  o f  t h e  a r t  a t  t h e  p r e s e n t  t i m e  would be the l owes t  c o s t  t o  

p r o v i d e  i t ,  and i t  o n l y .  

9. Why do we do i t ?  

A.The c r e a t i v e  work i n  e v a l u a t e i n g  i t  o f t e n  g i v e s  a h e a d - s t a r t  toward 

p r o v i d i n g  i t  f o r  much lower  c o s t .  E q u a l l y  i m p o r t a n t ,  h a v i n g  a p r a c t i c a l  

t a r g e t  o r  g o a l  h e l p s  i n  d e t e r m i n i n g  how much work t o  do on t h a t  item. 

10.H0w do we d o  i t ?  

A.Single  i t  o u t .  C o n c e n t r a t e  s t u d y , s e a r c @ , c r e a t i v i t y  on  i t  u n t i l  c o s t s  

which  meet  t h e  n e e d ,  a p p e a r .  



11.What do we mean by DISCIPLINED thinking? 

A.Not letting the mind grapple in a traditional manper  with a problem, 

but using all mental energy and time in a specific order which will ge' 

. 
. - better solutions in less time. First Information and Knowledge search 

Second, 
Analysis of the knowledge and exact problem f o r r n u l a t i ~ n . ~ h i r d , C r e a t i v i ~  

Fourth,Judgement,which does not mean ruling out choices, but rather se 

ecting one that meets the cost needs and imnroving its performance fat* 

ors until it also fills the function and quality needs .  

1Z.What do we mean by "Mind Tuning"? 

A.Making sure each person in a discussion agrees at each moment on 

11 Exactly what we are trying to dou. 

13.1s it always needed? 
are not 

r 
A.Yes, 5 minutes or 5 hours of it. Otherwise a l l  .minds -"pulling't in 

exactly the same direction. 

14. Is it necessary to have Analysis before Creativity? 

A.Yes,experience taught us that. Otherwise we mav get an answer to tbe 
6 

wrong problem. Optinurn "Problem Sett ingTf is done in Analysis thinking. 

15.How do we get large benefit by using Value Analysis principles in purchi 

A T h e  buyer tlnderstands and b?lys Function, as nearly as pcrsible. He 

invites good vendors to understand his Function needs and to use their 

expertise to provide it. He learns to overcone roadblocks or stoppers, 

to secure information only from the most knowledgeable source, and deal 

with the factors of past practice ard habits. He can mate imortant 

earnings contribrlt ion.-4t the present time, I ac writing a nago each 

month on the purchasing a~proaches for a Pure?-asing Tlagazine. 



My t a s k  he re  i s  t o  make s u r e  t h a t  you, and your companies compete success-  

f u l l y  throughout  t h e  world. That means t h a t  I have t o  " t e l l  i t  l i k e  i t  istt, 

and t h a t ' s  what I111 do. 

When you have l e a r n e d ,  have accep ted ,  and have s t a r t e d  t o  use  t h e  fundam- 

e h t a l s , a s  I have j u s t  now desc r ibed  them, you a r e  i n  t h e  same p o s i t i o n  as tne  

beg inn ing  music s t u d e n t  who has  j u s t  l e a r n e d  what t h e  keys  of t h e  piano are, 

where they  a r e  and what they  do. You a r e  i n  a p o s i t i o n  t o  develop t h e  max- 

imum s k i l l  of  which you a r e  capable.  You by no means have t h a t  s k i l l .  A s  t h e  

beg inn ing  piano s t u d e n t  w i l l  "pick o u t u  a p l e a s a n t  tune,  which he could not  

b e f o r e  he  l e a r n e d  t h e  keyboard, so w i l l  you be a b l e  t o  make p l e a s i n g  and usefl  

small c o n t r i b u t i o n s ,  which you could n o t ,  b e f o r e  your f u n c t i o n  based t h i n k i n g  

By us ing ,  and improving, and a d d i t i o n a l  l e a r n i n g ,  and doing,doing,doing,  

you can develop g r e a t  s k i l l  i n  u s i n g  t h e  approaches  t o  a c c e l e r a t e  your  achiea 

k m e n t  and i n c r e a s e  i t .  

~ & i i e s t  traini-ng'was-,4-weeks, f u l l a  t ime " l e a r n  L i t  IT- and "do i t  t r a i n i n g .  

Many-men could t h e n  succeed i n  i h e  s imp le r  t a s ~ s ;  and%egin - the development 

o f  s k i l l .  Some wanted t o  t each  t h e  system t o  o thers .  It was quick ly  found 

t h a t  e x p e r t i s e  deve lops  as a s k i l l  develops , f rom good use  and good exper ience 

Teaching could no t  be al lowed by a l l  who wanted t o  teach.  Pien could no t  be 

e s t a b l i s h e d  as l e a d  Value Engineers ,  s imply because they had taken  t h e  be- 

g inn ing  t r a i n i n g  and wanted t o  be. A minimum was s e t .  It w a s .  1 .  The b a s i c  

t r a i n i n g  seminar.  2. 6 months of f u l l  t ime exper ience  under good leaders i l ip .  

3. More t r a i n i n g ,  by being a "Pro jec t  Leader1! a t  another  b a s i c  t r a i n i n g  sem- 

i n a r .  4. S i x  months more of f u l l  t ime expe r i ence  doing superv ised  VE work. 

A t  t h e  end of  t h i s  y e a r ,  i f  he  had done w e l l  on h i s  tIdoingv and h i s  a s s i s t a n t  

t e a c h i n g  ass ignments ,  could recommend him as t h e  head t e a c h e r  of a group, 

o r  t h e  Value en, ineer ,  i n  a new area .  
- - 7 , n ---.- 
.... - . 



Anyone who f e e l s  i t  is  simple and easy t o  ex:iaust t h e  f u l l  p o t e n t i a l  of  

VE, doesn t  unders tand  it. If h i s  b e l i e f  i s  impor t an t ,  f i n d  a way t o  t each  him 

Communicate i t  as a s tep-by-s tep method t o  menta l ly  g e t  from where we a r e  t o  

where we want t o  be. Some s t e p s  a r e  simple.  Some v i t a l  s t e p s  r e q u i r e  g r e a t  s k  

O -  ROW would you l i k e  t o  h e l p  cause t h e  VE t h i n k i n g  system t o  become t h e  '!lay 

OF LIFE,at  a l l  l e v e l s  of  your company? The chairman of t h e  boa rd , the  pres ide  -- 
t h e  managing d i r e c t o r , ~ n d  all lower l e v e l s ?  It 's very d i f f i c u l t ,  because OUI 

o f t e n  
l e a d e r s  are ,{s t rongly i n d i v i d u a l i s t i c ,  and we u s u a l l y  do no t  have a good meam 

of communicating t o  them. It i s  s t a r t i n g  t o  be done, and t h e  r e s u l t s  a r e  t ren  

endous. The b e s t  r e s u l t s  have come when one ch i e f  execu t ive  o f f i c e r  coma- 

u n i c a t e s  t o  another .  Soinetlrries one t o  one, bu t  sometimes an execut ive  o f f i c e  

i s  SO e n t h u s i a s t i c  about  his r e s u l t s  t h a t  he w i l l  s e t  up a group of about 6 

at a t ime ,  and t e l l  them t h e  s to ry .  This  o f t e n  produces $ rea t  r e s u l t s .  

Some impor t an t  s p e c i f i c  b e n e f i t s  xh ich  come when t o p  management u s e s  t h e  

VE p r i n c i p l e s  w i l l  be  r e 2 o r t e d  elsewhere. 

I n  communicating, t o  h e l p  o t h e r s  unders tand t h e  l a r g e  p o t e n t i a l  b e n e f i t s  
and s k i l l  

from t h e  VE Approaches, and t h e  e s s e n t i a l  t r a i n i n g ~ ~ r e q u i r e d  t o  g e t  h i s  

b e n e f i t  i t  is  o f t e n  h e l p f u l  t o  compare t h e  system of t echn iques  t o  o t h e r  

systems,  f o r  example t h e  j e t  aeroplane.  
The j e t  

-@ i s  an  arrangement of p a r t s .  VE is a n  a r r a n ~ e m e n t  of tecl-niques. 

Xost o f  t h e  j e t  p a r t s  e x i s t e d  before .  Iliost of t h e  VE approaches e x i s t e d # t  

A fern new ones  were added,by t h e  j e t .  A few new approaches  ue re  added by VE, 

A l l  j e t  p a r t s  xe re  a r r anged  t o  e x c e l 1  i n  one purpose.  

A l l  VE t echn iques  were arranged t o  ach ieve  one purpose. 

i-hny j e t  p a r t s  were l i k e  prev ious  p a r t s , b u t  with small, b u t  v i t a l  change. 

Kany VE concepts  a r e  l i k e  p rev ious  concepts ,bu t  w i t h  smal l ,  bu t  v i t a l  f 
F i n a l l y , t h e  enormous p o t e n t i a l  of  t h e  j e t  nould be unused u n l e s s  humans de- 

veloped new s k i l l s , t o  u t i l i z e  i t .  

And t h e  enormous p o t e n t i a l  of VE l i e s  unused u n t i l  new s k i l l s  a r e  de t r e lo~  

t o  u t i l i z e  i t .  



In t h i s  g r e a t  system, my r o l e  i s  t h e  Woaching of  champion^^^. - The Japanes 

you f o l k s  a r e  champions. Your a t t i t u d e s  and a c t i o n s  show t h a t  you always wil 

I list s i x  e s s e n t i a l s .  They apply  t o  t h e  Japanese Value E n ~ i n e e r  as we l l  as 

t o  t h e  Japanese a t h l e t e .  

Xrst, you must want t o  be a champion 

Second,you must unders tand  t h e  game. 

Third,you must unders tand  your  compet i t ion.  

Fourth,you must know the  winning plays .  

F i f t h , g o u  must c o n s t a n t l y  l e a r n  seemingly small, bu t  v i t a l  p o i n t s  t h a t  make 

t h e  d i f f e r e n c e  between winning and lo s ing .  

S ix th ,you  must be ded ica t ed  t o  

i n  each a c t i o n  each day. 

I expect  t h e  J a p n e s e  Value 

, the  b e s t  i n  t h e  world. 

Some sugges t ions  t o  groixote 

developing more s k i l l  by doing your very b e s t  

Engineers t o  fo l low t h e s e  s t e p s  and t o  become 

growth i n  s k i l l ,  fol low. 



SOME SUGGESTIOIiS FOR I N D I V I D U A L  SELF-BUILDING 

1.Check yourself. Are you becoming more expert and VE skilled? 

2.Study advanced VE techniques.Be sure you iecome skilled in Function An- 

alysis Systems Technique (FAST). 

j ;  Do something extra. Enroll in something that will develop VE skill. 
4.1Juch is in the new book. IfAles,2nd edition. Its in Japanese. Learn it. 

5.Are your associates learning?Org~nize sometL,ing to develop6 them. 

6.8s each man, you or your associates,develop VE skills you can achieve more. 

Are your jobs growing to absorb# that contribution ? 

YOU are a brilliant resourceful people. Make VE thinking your "'$ay of Lifet1 

and you are 15 years ahead of the best on earth. 

USE OF TiiE VE TEC iNIQUES GOES FOiWIWXRD VITB S I X  GREAT THRUSTS 

1-.Less non-contributing,unnecessary cost in all areas of human endeavor, 

<ncluding systems, services, products, government groups. 

2.Nore,better,and more appropriate performance per unit of resources used. 

Resources include peoples rninds,their labor and skill,rnaterials,fuels,energy 

3.Better and nore appropriate management and administrative practices and 

decisions. 

4.Great benefits in the construction industry.Equally attractive, much more 

appropriate arc~,itecture,excavations,foundations,structures o f  all kinds, 

built in less time, at much lower cost. 

5.Great benefits in the procurement and purchasing profession. Buyers will 

more nearly understand, locate, and buy exactly what is needed,and at lower 

costs. 

6.Greet benefits in the government areas. I4uch more of the desired services 

for the same cost. 



As you inc rease  i n  p roduc t ive  t h i n k i n g  s k i l l s ,  i f  you f i n d  t h a t  your 

mental  growth i s  t empora r i l y  s topped,  f a c e  i t  ' squa re ly  wi th  t h e  ques t ion ,  

%%at ' s Stopping I ~ l e ? ~ ~  Then use our  o m  th ink ing  system t o  b r i n g  the  
- 
best answer. 

Wxact ly  what am I t r y i n g  t o  do?" 

P e n e t r a t i n g  information development - i'@t 

HExactl;7 what problem shall I solveSH 

Are The Fac t s?  

Depth c r e a t i v i t y  i n t o  a l t e r n a t i v e  s o l u t i o n s .  

Great 

Se lec t ing  one o r  two of t h e  bes t  s o l u t i o n s ,  then making then  b e t t  

Success  t o  you a l l  


