
'GiEREl QUR HABITS TAm US 

I ITeS HARD TO CHANGE I 
Our habi t s  take 
a new furrow, 

us where we were yesterday, I t Q s  tough going t o  plough 

It took us 40 years t o  ge t  from the  48-inch buggy wheel down t o  t he  16- 
inch automobile wheel, 

I f  somebody drove a 1999 automobile i n t o  your yard tonight  and offered it 
t o  you a t  todayss pr ices ,  would you buy i t ?  You wouldnet buy i t ?  Habit 
i s  powerful1 

Look i n  your ki tchen,  Admittedly, we have been imi ta t ing  the i c e  box i n  
o w  r e f r i g e r a t o r  designs f o r  25 years ,  Jus t  now, we q u i t ,  We saw t h e  
wonderful new design t l ia tss  b u i l t  r i gh t  i n  the  ki tchen cabinets  so t h a t  
there  ns no tombstone i n  t he  ki tchen,  

Xdmittedl.y, a l so ,  we f o r  40 years have been imi ta t ing  the  old ki tchen range, 
where they burned twisted hay and wood and had t o  have all of the  s tove 
concentrated i n  one place t o  use the  chimney, We put i n  a b e t t e r  burner; 
we made i t  white ins tead  of black; we put l i g h t s  on it, b e l l s  on i t  -- but 
wegve been imi ta t ing  i t ,  Now t h a t  i s  just  about ready t o  go. But it took 
us 40 years  t o  do it! 

3as ica l ly ,  then, i n  a l l  of our design work we really a r e  copying what we 
have and re f in ing  it, It r e a l l y  takes strong medicine t o  ge t  us away i n t o  
new ground, 

A few weeks ago our drawings ca l l ed  f o r  a r i ng  of concrete 12  f t ,  high and 
7 f t ,  th ick  t o  s top x-rays around a l a rge  x-ray equipment that" t o  be put 
i n ,  This would cos t  $5C,000. A construct ion man using the  Value Analysis 
approach, before he spent the  Companyas money, said,  What  w i l l  we ever  do 
with t h a t  concrete when w e b e  through with the  x-ray machine? I sn ' t  there  
any o ther  way t o  s top x-rays?t""fSwe, you can s top them w=ith lead,  but 
tha t '  s mighty expensive ," W e l l ,  how about d i r t ?  Wont t d i r t  s top x-rays?" 
'We will look t h a t  up," They found t h a t  2 f t ,  of d i r t  i s  equivalent t o  1 f t ,  
of concrete. So, the  w a l l  becomes $5000 worth of e a r t h  instead s f  $50,000 
worth of concrete,  -- I t ' s  t h a t  hard t o  g e t  away from habi t ,  

- 
FOR SALE - THE GREAT WALL OF CHINA 



BRASS SCREW SmLU - AND UNDERWRITEX3 I 
We were i n  one of our p l an t s  where they were making a l i g h t  f i x t u r e  t o  use . 

i n  appliances,  It had a standard brass  screw s h e l l  socket and a point 
contact  a t  the  bottom, One of the  Value Analysis engineers had asked: Why 
donqt we have a p l a s t i c  o r  s imi la r  s h e l l  with only a spr ing brass  wire 
pushing against  the s ide  and cu t  out a l l  kinds of b r a s s P T h e y  said,  'We 
can9 t do i t .  In not ?lq 73Underwri t e r s  "011' t allow it. tf Well, i t  happened 
t h a t  t h i s  group went next week t o  another- C, E, fac tory  making t h e  same type 
of itern, B e r e ,  on the  engineering manageras desk, were the  two halves of 
p l a s t i c ,  put  together  with a nice spring brass  wire t h a t  made contact.  He 
asked, W l a t  i n  heavenf s name a r e  you going t o  do about Underwriters'?" "We 
have Undemi tersv  t e n t a t i v e  approval 'has  the  answer, 

r tUndc~wsi te rs~p%re  one of t he  stopper excuses o There a r e  dozens of others .  

I n  each a rea  habi t s  have developed, Le t t s  think of some of them, "We can't 
make it; i t ' s  patented," We a r e  payirg 90$ eat% f o r  a vern ier  d i a l ,  We had 
one order  of 100,000 t o  place. What i s  it r e a l l y  worth? We evaluated it 
a t  30#, 

Wut i t t  s  patented; we have t o  buy it ," 

What * s patented about it ?fl 

?'Well, when we g e t  the  f a c t s ,  what is patented? We f ind  one l i t t l e  e a r  i s  
patented, I f  you took the  e a r  off ,  there  were a half  dozen obvious ways f o r  
doing the  same job, So, ge t t i ng  the  f a c t s  -- instead of j u s t  accepting "It's 
patented; we can t t  do anything about it opened up the  job, 

It happened t o  be xy opportunity t o  purchase the  item. We s a t  down with the  
Company president  and said,  Y o u ~ r s e  overplaying the  benef i t s  of your patent  
on t h i s ,  We know your pa ten t  i s  r e l a t i v e l y  ~ n i m p o r t a n t , ~ ~  He said,  "Yeah, 
yeah, t ha tys  r i gh t ,  but t he  big General E l e c t r i c  Coo wsuldnft dare make a 
l i t t l e  s u p p l i e r f s  product, even i f  it wasnst patented," We said,  "No, we 
done t want t o  make it, but wet r e  not going t o  be on the  sucker L i s t ,  That 
patent  i s  worth some money; youTre! i n  business - tha tvs  worth something, We 
donot want t o  take your business, but it i s n ' t  worth $90,000 f o r  100,000 of 
them. We can make it f o r  30# - and you know it. Now, l e t t s  t a l k  
Well, it d idnr t  take an hour t o  s e t t l e  on a p r i ce  of $50,000 f o r  t h a t  l o t ,  
which gave hixi plenty and Go E, was dealing f a i r l y ,  

But we had t o  ge t  past  the  old idea t h a t  everybody had t h a t  t h a t  kind of a d i a l  
was patented before we c o d d  do anything with it. 



WE DESIGN FOR CERTAIN MACHINE E 
We f i n d  a r e a s  where t h e y  design f o r  c e r t a i n  naehines ,  Wh, we design t h a t  
type of p a r t  f o r  a 4-s l ide  m a c h i n e O 1 ~ r P ,  f o r  something e l s e  -- always f o r  
t h a t  machine. Dontt do it! I n  o ther  cases they  say, '!You can never l i q u i d a t e  
t h e  t o o l s  f o r  t h a t  type of pa.rt." I n  one of those  a r e a s  we were paying $2,00 
each f o r  a l i t t l e  bracket  with a c l i p  on i t .  "Youql  never l i q u i d a t e  t h e  
t o o l s e t 8  Go t o  a s ~ i ~ a l l  l o t  s u p p l i e r  who's i n  t h a t  business .  We use 1000 a 
y e a r ,  He charges $50,00 f o r  t o o l s  and he made them f o r  no t  $2.00 each, but 
f o r  ut And s t i l l ,  f o r  years9 ? Y o u t l l  never l i q u i d a t e  t h e  toolsf"ust kept 
people  away f r o n  t h a t  and a l o t  of o t h e r s ,  Thj s i s  d i e r e  our ! l ab i t s  t a k e  u s o  

WE ACdAYS USE A CERTAIN MATERIAL 

We design f o r  f ree -bu t t ing  b rass  o r  s t e e l  s o  we can ma!te it on a screw 
machine. Sure, you have t o .  nut then  year  a f t e r  y e a r  t h e  q u a n t i t y  bu i lds  
up. For many y e a r s  we go ahead on screw machines before a change of spec t o  
a s t e e l  o r  a b rass  t h a t  vorks i n  u p s e t t e r s  would c u t  c o s t s  t o  a half o r  a 
t h i r d .  Right now, t l lzre  a r e  s e v e r a l  p r o j e c t s  open on m i l i t a r y  work where 
we can g e t  hardware f o r  3alf t h e  c o s t .  Tile o d y  t h i n g  necessary  i s  t o  t a k e  
t h a t  s ~ i l p h w  out  of  t h e  s p e c i f i c a t i o n s  so  t h a t  we can use a tough m a t e r i a l  
i n s t e a d  of a f r e e - c u t t i n g  m a t e r i a l .  

DO I T  LIKE AN INDIAN u 
" Up i n  E r i e  s t a i n l e s s  s t e e l  was sca rce  and we wanted t o  make r e f r i g e r a t o r s ,  

The engineering group ass igned some engineers  t o  work ou t  a way of making 
a good welded aluminun cons t ruc t ion  f o r  r h e  s h e l f ,  There was a l s o  a b e t t e r  
anodizing process  which madt. anodized a lmninm seem p r a c t i c a l ,  A f t e r  a few 
months of work the  p ro j ec t  was given up because they  eoulO no t  get good 
rugged welds every time. One engineer  i n  t h e  group d j s s e n t e d ,  We sa id ,  
"1 donst  t h i d t  we oug'lt t o  q u i t ,  'Vhy donst  we t ry doing i t  l i k e  an  Indian 
would do i t ? "  Well, they  q u i t  i t ,  The riext week, however, t h e  engineer ing 
manager c a l l e d  him an3 sa id ,  V h a t  d i d  you have i n  mind, rilutnbling about t h e  
way an  Ind ian  would do i t ? "  Hs said ,  d idn ' t  have anyt1lir.g i n  mind except 
t h a t  I knew an Il idian Tso~ddnTt weld it.!' Winat a r e  you doing now'?VNe t o l d  
him, The mar~ager t h e n  said, f83egirlriing r i g : ~ t  now you' re on t h i s  job, Let' s 
see  what you am! t h e  Iudians  ca:i do wi th  itOf"e worked %with people h o  had 
done a n  outs tan3ing job of f a b r i c a t i n g  from -Are  - crimping, bending, forming, 
e t c ,  Three rrionths l a t e r  t h e  problem vas  solvec',, He had i t ,  The management 
accepted it. It saved t h e  Company 2-1/2 mf l l fon  d o l l a r s  a y e a r  -- and they  
gave t h e  l a d  t h e  manager% award, That p r o j e c t  c e r t a i n l y  missed death by 
a t h i n  a a r g i n ,  Trying t o  get  way  from t h e  !labit of welding was  ahnost  
t o o  l a r g e  a devia t icr i ,  



GET OFF ROUTE 21 LA 
Many of you know Ket ter ing,  t h e  v i c e  p res iden t  of Research i n  General Motors. 
He has one s t o r y  t h a t  I t h i n k  i s  so  appropr ia te .  He had q u i t e  a l o t  of 
r i v a l r y  wi th  one of h i s  a s s o c i a t e s  i n  D e t r o i t ,  They drove from D e t r o i t  
t o  Dayton r e g u l a r l y  - l i v e d  i n  Dayton. Ke t te r ing  always drove it i n  4 hours. 
This o the r  man s a i d  it c o u l d n t t  be dr iven i n  4 hours;  t h a t  he couldnvt d r i v e  i t  
i n  t h a t .  Ke t te r ing  sa id ,  ' T h i s  week-end, you l e a v e  your c a r  at  home and r i d e  
wi th  me He did ,  and t h e y  drove up. They made i t  i n  4 hours. Ke t te r ing  
sa id ,  lfThere i t  i s  - 4 hours." "Yeah, t h a t ' s  right1!, h i s  f r i e n d  sa id ,  "but 
you didnt t s t a y  on Route 21.1f 

I t h i n k  t h e  w!iole job we're going t o  be working toge ther  here  on i s :  "Let's 
f i n d  a way t o  g e t  o f f  of noute 21,Tt 


