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be maintained by having performance quality and value [: 
leadership. This means that more dollars must be committed to identify- 

- the degree to which it reco 
mphasis at the right time O A ~ W ~ K ~  use of resources and competence, as compared with its competitors. 

EXWPLE: Kitchen waste is an unavoidable derivative of food prep- 
aration and consumption in the normal household. In the early days of 
ci\dized livins, it was quite common to dispose of this waste by feeding 

i it to pigs, by burying it in the ground, or by employing other simple 
methods. .is the mode of living progressed toward town and city settle- 
ments, the problem was solved by organized provisions for garbage col- 
lection and removal. Less than half a century ago an awareness de- 
veloped that there was a need for a better an-itary way of 
handling kitchen waste. Research and development implemented to 
solve the pr a1 soon became one of reducing the waste, 
at the . . to a form in which it could be 
directly disposed of. 

t, which included experimentation with chemicals, with com- 
culminated in the process of grinding the waste into a pulp 

e disposed of in a sewerage system. Thus the research and 
stage brought forth today's household garbage disposer. 

le origmal product soon gained users' acceptance, and in the growth 
yge that followed, refinements were made and the cost was brought 
\im to a level at which the demand was sufficient for profitable pro- 

In a relatively short space of time, the number of producers of garbage 
disposers rose from the original one to more than a dozen. The maturity 
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Iht, year by year, there is also an expanding list of matured producb, 
;md so value work has become of great importance for the successful 
operation of most businesses. 

USE OF VALUE RESOURCES. Performance-oriented work is basically cen- 
tered on using resources to accomplish new functions which are desired 
or needed by man. Value-oriented work is aimed at accomplishing these 
preestablished functions using less of the resources of materials and time. 
In reality, cost is a measure of the amount of resources expended. Value 
work. as a studv of the use of resources to better advantage, helps to 
supply more n&ds of human beings per integer of resources. AS such, 
it is a means of prolonging the prosperity of people by- resources 
more efficiently. e 

In performance-oriented work, test results may cause abrupt changes 
in the attack in that unexpected directions totally contrary to the initial 
"feelings" of the researcher or designer may be indicated. In value- 
oriented work, on the other hand, the absence of test results allows feel- 
ings to continue to be a large factor in choosing the engineering and 
manufacturing alternatives which will establish the value level of the 
product. 

VALUE WORK EXPANDS MARKETS AND JOBS. In the case of many products, 
the usage, and hence the volume in demand, increases in direct propor- 
tion to the lowering of cost; to say it another way, as customers h d  that 
they can exchange less of their effort for a particular product, larger and 
larger numbers will find it practical to do so. For instance, if the mini- 
mum cost for the rather complicated device known as the television set 
were around $1,000, the market would be much more limited than it is. 
At its present lower cost, more pleasure is provided for more people, and 
employment opportunities are multi 

The over-all results of the mic endeavor are promoted by the in- 
crease in volume tha ows with lower cost. Entire industries have 

1 i s h e d . w  ' I- 

/ 
been built .very much lower costs have been successively estab- 

Take, for ex- 

ample, the electric clocks which tod -a 
m 

motors which are now found in doze Y 

which, a few years back, were rarities in private surroundings. These -*. 
developments certainly could not have occurred on the basis of improve ..' 
ment in performance alone. The value has been improved, i.e., unneces- 
sary costs have beexf eliminated, and the market has expanded, as have 5 .  
the jobs concerned with the production. 6 -  

ELIMINATION OF HUMAN MIL. In the area that includes the needs and - .--p;; 
services which people require and want for necessary daily tasks, much 

*I 
human toil must still be expended. Most of this work, however, can be 

* *: ' -"?I! 
, % /  





. -Adequate defense of a nation 
- ? e e p m e n t  to provide new functions 

more efficientl!.. This has been long recognized. But now it is becoming 
equally apparent that it also relies on effective and efficient value- 
oriented practices to identify and remove unnecessary costs so that ade- 
quate weapons will be available at less than bankrupting. cost. An essen- 
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stage merges considerably with the previous stage so that the intended 
means of manufacture will be factored into design-detail decisions. 

Finally, the management of the si~op that actually builds the product 
must give the fullest consideration to all the elements that enter into the 
cost of production. This includes the very substantial element of ma- 
terials, in the acquisition of which the purchasing department usually 
]]as an opportunity to make a significant contribution toward attaining 
a better value status. s 

The decisions of each of these various participants determine the 
degree to which the customer will be provided with the desired use and, 
esteem values at the lowest cost. I t  will be seen that unnecessary cost is 
identified only to the degree that these participants secure the best ideas, 
the best information, and the best utilization of value possibilities--each 
in his own area. i, 

incorporation of  Full Informution at Each Stage. In each of the stages 
of the product cycle, it is readily discernible that, somewhere in the 

viding the performance the customer wants market, information exists which will aid in reliably accomplishing the 
function at the lowest cost. Such information is pertinent to the decisions 
being made and, if passed up, cannot be appropriately factored into the 
decision. It follows that extra cost enters in at each stage in which there 
is a lack of consideration of any applicable information. 

Eflect of Time Shortage. It  seems the way of life that time is short. 
This is particularly true in the cycle of a product. Until a particular need 

'W appears, at least in an undeveloped form, people in the sales area have 
no way of sensing their customers' requirements. Then when a need 
arises, there is a rush to provide a proposal to satisb the need and to do 
so effectively as quickly as possible, before competition has a chance to ' gain a hold on it. As the product then moves into the designengineering 
area, deadlines must often be met which definitely do not permit com- 
plete searching, testing, and securing and utilizing information which 
would result in accomplishing customer use at the lowest cost The same 

. situation exists in purchasing, in manufacturing, and in all other areas of 
and detail for the i the business. Thus a shortage of time, by the very nature of the problem, 
determined use and $ is the cause of inclusion of unnecessary costs. 

js Lack of Memrement  in Value Work.  As emphasized previously, de- 
cision making in performance-oriented work can be based on tests and 
measurements. In contrast, value-oriented work at each stage of the 
product design and manufacturing cycle cannot be accurately measured. 
Therefore, after what the individual considers a reasonable effort using 
the value tools and the time and information he has, decisions are made 
by judgment with respect to the manufacturing and engineering altema- 
tives. Again it is seen that, if any of these decisions bring about poor per- 
formance, tests will show it. If, on the other hand, they bring poor value, 







went $95,000. Many similar findings were made as the analysis of the 

? 
~ ~ ; , , i ; : ~  :L d c i  ice prucccded. 

b onventional cost-reduction treat- 
ounts of unnecessary costs. NO / i 
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Qwlity, Safety, Features, Attractioeness. Inherent in , ; 
the philosophy of value analysis is full retention for the customer of the 1 

usefulness and esteem features of the product. Identifying and removing 1 
unnecessary cost, and thus improving value, must be done without reduc- .I 

ing in the slightest degree quality, safety, life, reliability, dependability, 





CHAPTER 1 Value Analysis-Philosophies, Concepts, 
Basic Steps, Approach 

1-1. What Is Value Analysis? 

an organized creative approach which has for its purpose the efficient 
identification of unnecessary cost, i.e., cost which provides neither quality 
nor use nor life nor appearance nor customer features. 

Value analysis results in the orderly utilization of alternative materials, 


