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PRESENTED AT UCLA
ADVANCED MAUACEMENT AND ENGTREFRING COGURSE

"THE KANAGEMENT OF VALUE ENGTNEERTEC ARD ANALYSIS"

PROBLEM SOLVING SET
TNTRCDUZSTIONS

Informaticn Step
Analysis Step
Greativity Step
Judgment Step
Developrment Step

This approach organized all rescurces for problem solving -
whetber large over-all or small - It is repeated until the
nesds of any situsticn have been met.

DESCRIFTION

Informetion Sten

ot

What is the startivg point? What is known? What is believed?
What is done? Why is it done? VWhers? 3By whom? When? For
vwhat 2c¢st? What are serviee factors? What are maintenance.
Tactors? What are other customar factors? Why done this way?
What changes recently made? RBte.? Bic.?

100% information finding - no interpretation, no anslysis,
no idea geperating now -- what are the racts? IF not absolutely
sure thet a statement is true, write it as a "belief”.

Apalysis Step
Whet ar= the ocanings? What are the total problems? The

individual problems? The reasonzble gozsls and plans? What

are the key probdems %o be first solved? What solutions seem

reascnable? What end vesult is reasonable? What staps--lst,

2a¢, 3vd--are indicated? VWhat additional information is required?

Ete.? EBto.9

Creativity Stey
Mere comnlstely dessnribed elsevhere--nence not duplicated here.
Judzment Step

What approaches shov promise, what are cost advantages of each?
What ave advanteges and dilzadventages? Which is ready now for
deve lopment? Whieh should be referred back to another Information
and/or Analysis and/or Crestivity cycle? What disadvantage becomes
the new problens? ZHhe.? Ehel?



-2-

Development Step

The "better amswer" is usually 50% to S0% ready to use When
it arrives hers. Make it 100%. Get firm quotations, get material
technicel data. Make and test specific principlee when necessary.
Establish three alternative means of solving sny remaining prcb-
len that appears difficult. Gei others with different fields of
knowledge to working on the key problem.
{Textbook "Techniques of Value Analysis and Engineering" - page 26,
phases 5 and 6; page 31, items 5, 6.)

RELATIONSHIPS
All parts are interdependent.

Information is useless unless ve have a plan to use it to
reet 2 need.,

Analysis is worthless unless we have an objective, a plan
and velid and complete information.

Creativity is economically valueless unless we have a need,
a plan, essentizl information, snalyzed for understanding,
stated as a precise problem, to be followed by judgment and
development.

The benefits of judgment (if any) are limited by the substance
vhich is to be judged.

Development is "busy work" unless the alternatives meet the
need.

Thege five pieces constitute a "system"” which experience has proven
preduce superior results.

This system will be reveated in many variations and accomplish sur-
prising results for all of YOu.

L. D. Miles
Copyright 1565
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VALUE ANALYSIS DARES TO DEAL WITH REALITY

[
[}

1/2 of the decisions are not heavily influenced by objective data.

[\]
1

1/2 of the people are not accomplishment oriented or motivated.

3 - 1/3 of the actions are not the result of an independent thinking analysis.
4 - 1/2 of the work is not being done the way the people on the job believe it best.
5 - Reports do not show realities
Reports are by instruction

A certain length

A certain format

Include certainthings (necessarily exclude others)
6 - Every report must as carefully as possible conceal deficiencies as they

would be interpreted by higher levels as critical to the report writer's
boss.

When this kind of objective thinking can temporarily control the thought
environment as in a Value Analysis Seminar or Task Force, of course, twenty
to forty per cent of cost can readily be identified to be unnecessary...but the
most stalwart leaders, who have created, and flourished in, the past environment
won't like it--and will, as soon as politically expedient, purge out this new
thought freedom and, with the purge, any significant believers.
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Salving the PMroblem

The Job Plan.

Wow with the basic fupciions to be accomplished in mind, with a gocd
understanding of precisely the degree and under what conditlons cach is
to be accomplished, with a geod basie consideration of the objective
sitwation, with an idea of the precise specific problems which, if
solved, would provide lcwer cost. better solutionms, the five step
approach of the Job Plan is used. This approach oxganizes all resources
for problem sulving, whether the problem is large and involved or small
and specific. The Steps of the Job Plan are yepeated until the needs
of any situation are wet.

Step 1 -- Informabion step.

that is che starting point? What is known? What is believed? Uhat
is done? Uhy is it done? Where? By whom? When? Por what cost?
What are seivice factors? What arve maintenance factors? WRhat are
other customer facters? %hy done this way? What changes racently
made? Ite.? Ete.?

1007 infoxmation finding -~ no interpretations, no analysis, no idea
generating now -- what ave the facts? If not absolutely sure that 2
statement is true, write it as a Tbelief™,

Sten 2 -~ Analysis siep.

What ave the neanings? What ave the total problems? The individual
problems? The reasonable goals and olans? What are the key problems
to be solved first? What solutions seem veasonable? What end vesult
is veascuable? That steps -- £irst, second, third, -~ ave indicated?
What additional infovmation ig rvequired? Ee.? Ege.?

ative thinking has been given the treatment it
uires Alex Qsborne and associates during the pasg
fifteen rvears. Dochs and rraining arve available to the readew, hence
will not be elaborgted here, It proceeds by jelling up the precise
precblems which vegquive beiter ausvers. then by deferrving judgment,
establishes many new velacticaships between elements of pertinent
knowledge. Xts definable sad teachable procedures wesult in far more

o

ed
P
-
Y
a

SvERC
effective thinking tovard the solution of the preblem.

Step £+ -~ Judnment step,

What oppreaches siow premise. what ave cost advantages of each? #hat
ars advantages and disadventazes? Waich is ready mow for development?
h should he referved baeh to anerher informaticn and/ox analysis
andfor ereztivity cyele? Wnat disadvantage bemcomes the new problem?

pory
7]
¥
(78
Q



Step 5 =- Development step,

The "better answer” is usually 50% to 90% ready to use when it comes
out of the "Judgment step®. Make it 100%. Get firm quotations, get
material, technical data. Make and test specific priunciples whem
nmecessary. Establish three alternstive means of solving any zemainiag
prebiem that appeavs difficuit. Get others with different fieids of
knowledge to work on the key preobiems,

Reeyeling.,

Specific problems which, when Solved, will allow siguificantly better
cost oriented decisious, have now been brought into clear view. The
Jeb Pian hos been used. As a result of the Creativity and the Judgment,
solutions which would be excellent excepting for ome or two specific
precise details have been found. These precise points then become the
newr problem and are recycled through a problem solving Job Plan.

End‘generalities.

It has been found that probably the greatest zeason for stopping
bencficial cost oriented decision meking is the general statemeat.
General statemenis swst be given "zero" cradance. What is the
specific situation? What precisely does this do? Under what
precise conditions? Precisely how often? Precisely what metal

did not work under precisely what conditions? Generalities maintain
the status quo. Specifics support mew and betier solutions.

Becoenize and end roadblocks.

The definite and proper treatment of readblocks is just as vital as

the proper treatment of the technical factors iavolved. One toadblock
oY stopper anywhere in the eatire puccess can greatly veduce or end the
possibility of results., These roadbiccks or sStoppers appear in
secutring and vaderstanding of the problem. in securing information,

in leavning what the custoner weally wants, ir learning how to bring
the best out of specific materials or specific proecesses, in getting
gocd, cveative ideatign, in getting samples, in gekting tests: in
getting intevpvetations of test material.

Roadblocks whicn stop the small, individual steps are just as damaging
as the roadblocks which stop approval. Each must be recognized end
dealt with in a mamner that ends or minimizes its destructive potential.
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MANAGING THE USE OF VALUE ANALYSIS AND ENGIREERING TECHNIQUES
class No. 18

L.D. Miles

(DRAFT

VALUE ENGINEERIKNG

Sunmary Statement

VYalue Engineering is one of the newest methodologies available
to management. ¥Its purpose is the efficient identification of
unnecesgary cost. It is a system which delves to the zoot of function
and then devises the simplest, easiest and least costly ways in which
the essential function can be performwed. 1Its targets are products
of all kinds, setvices of all types, and the procedures employed in
providing them. Its potentials for cost reduction and increased
effectiveness of performance are universally accessibie.
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IﬁyiNearest Bellefs Now concernlng What Vaiue Analysis’Is. !

I really don't know, but it would seem to me that Value %

= SR SR S—
Analysis, or Value Engineering, would be»gggqgrnegrw}yh !

evaluating the worth in dollars & cents of the éomponént J.j,ﬁm.wu;

parts of a given product with respect tontheir.functipnﬂn__ﬁmwmmmw;mw<
and importance in that producte In other WDrds,-evaluating ;«u B
he possibilities of reducing the costs of a given prbduct {*"~mmw?mw

without changing its quality or performance.

What Would Help‘Me Most?

To understand what Value Ana1y81s is & how to use it

specifically in the development, m&nufactgr;ng,'andum“VVWW’

merketing of the products of Udico IElewtric Coefwhich

electric appliances) lso the part Value - V-

Analysis should play In the design & development of —

ew products not marketed as yet.

RoBERT C. JOUNG
UD/co ELECTR/IC Ce
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