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QUEST FOR EXCELLENCE 

Arthur F. Sampson 
Comnissioner 

Publ ic Bui ldinas Service 
General Services idmin is t ra t ion  

I n  March, 1970, Arthur F. Sampson was 
t ransferred from the General Services Administra- 
t i o n ' s  Federal Supply Service t o  act  as Comnissioner 
o f  the Publ ic Bui ldings Service (PBS). His assign- 
ment: t o  r e v i t a l i z e  the operations o f  t h a t  e n t i r e  
organizat ion i n  every respect. 

Since then, Sampson has introduced h i s  dynamic 
leadership and management techniques t o  PBS and has 
succeeded i n  introducing and implementing many new 
concepts t o  h is  employees and the const ruct ion i n -  
dustry. Sampson has set h is  s ights  h igh on the  
standard o f  excellence and i s  using value engineer- 
i ng  as one of the methods f o r  achieving it. 

Int roduct ion 

Today i s  a new day i n  a changing world. 
Responsiveness and relevance have become key words 
i n  the peoples f i g h t  f o r  recognit ion and concern 
f o r  t h e i r  we l l  being. I f  we intend t o  l i s t e n  t o  
people, then a l l  organizations must be concerned 
w i th  q u a l i t y  products and c o m n i  t y  as we l l  as 
p r o f i t s .  Business and Government have a responsi- 
b i l i t y  t o  insure tha t  maximum value i s  given f o r  
every d o l l a r  received. The key t o  success i s  
superior q u a l i t y  and superior value, which i s  only 
obtained by surpassing normal standards. 

The theme o f  t h i s  paper, "Excellence", d i r e c t l y  
re la tes  t o  an organizat ion's a b i l i t y  t o  produce a 
superior product a t  a p r o f i t  t o  a l l  concerned. For 
our organizat ion, the General Services Admlnistratfon, 
i t  means prov id ing the best service t o  the taxpayer 
f o r  h i s  d o l l a r .  We have established excellence as a 
standard f o r  the Publ ic Bui ldings Service because i t  
i s  something one usual ly  th inks about but  r a r e l y  
pract ices. It represents a comnitment t o  be t te r  
management, t o  a goal we w i l l  s t r i v e  f o r  and keep i n  
f r o n t  o f  us constant ly.  For us, be t te r  management 
means implementing be t te r  ideas and innovative new 
techniques i n t o  our programs. Value Engineering has 
a c ruc ia l  r o l e  i n  the design, construct ion and 
operation o f  pub l i c  bui ldings; and one o f  my objec- 
t i ves  today i s  t o  impress upon you the extent o f  our 
commitment a t  General Services Admi n i  s t r a t l o n  (GSA) 
t o  the value engineering program. This program i s  a 
v i t a l  pa r t  o f  our broad e f fo r t  t o  cont inously 
achieve "excellence i n  management" i n  the f u l l e s t  
sense o f  t h a t  term. 

The Concept 

Excellence i s  a concept which has d i f f e r e n t  
in te rp re ta t ions  depending on i t s  appl icat ion.  For 
example, excellence i n  an ind iv idua l  can mean d is -  
playing inner pr ide and making a maximum contr ibu- 
t i o n  a t  a l l  times, regardless o f  the task. Excel- 
lence as appl ied t o  a group e f f o r t  can mean the 
proper blending o f  ind iv tdual  ta len ts  t o  consis- 
t e n t l y  accomplish missions i n  the most e f f e c t i v e  
manner. 

Excellence also involves s p i r i t .  To r e a l i z e  
excellence an organizat ion must have s p i r i  t, which 
i s  a comnonly shared desi re t o  s t r i v e  w i t h i n  the 
organizat ion- for  success. I f  an employee i s  not  
in terested i n  doing a good job, management must 
f i n d  the means, i n - p o s i t i v e  ways, t o  overcome h is  
a t t i t ude .  

We i n  the Publ ic Bui ldings Service r e a l i z e  the 
importance of i n s t i l l  i ng  i n  our  organizat ion no t  
only excellence but  also the s p i r i t  which i s  an 
in tegra l  pa r t  o f  it. 4 

Now, what i s  the PBSP The PBS i s  a 
conglomerate. It i s  an operat ion t h a t  has an 
exc i t i ng  s t y l e  and an ever growing s p i r i t .  It has 
undergone a major reorganization. Be t te r  than 80% 
o f  the top management has been changed. Young and 
b r i g h t  men and women have been a t t rac ted  t o  work 
f o r  PBS. New, innovative ideas are being accepted 
and t r ied .  There are new t r a i n i n g  programs. And 
there i s  more. A l l  po in t ing  toward t h a t  predeter- 
mined goal o f  Excellence. 



Recognizing A Need 

Improvement requires recogni t ion o f  the need 
t o  improve. There must be a s e l f  awareness w i t h i n  
the organizat ion o f  the areas t h a t  are de f i c ien t ;  
and i t  i s  my content ion tha t  t h i s  recogni t ion must 
s t a r t  a t  the top. The Chairman o f  the Board, the 
President o f  the Company, o r  i n  the case of GSA, 
the Administrator,  must recognize the need f o r  im- 
provement and f i n d  ways t o  achieve it. I n  PBS we 
have attempted t o  strengthen and expand the  
executive arm of the organizat ion t o  develop 
management information systems, perform systems 
analysis, t i gh ten  f inanc ia l  contro ls  and f u l l y  
u t i l i z e  resources. We have made progress i n  our 
campaign f o r  excellence: 

1. A special  Projects operation has been 
establ ished t o  plan, schedule, and monitor the 
e f f e c t i v e  execution of sensi t i v e  projects. 

2. A high-level,  sophist icated planning operat ion 
has been established. 

3. The Design and Construction operat ion has been 
reorganized t o  meet today's demands. 

4. There i s  indeed a new top management team. And 
the new team i s  a gourmet select ion. Young and not- 
so-young ; conservative and progressive; career and 
non-career, technical and non-technical ; thinkers 
and doers; and a l l  very attune t o  the times. 

5. We have promoted as many o f  our f i n e  employees 
as possible i n t o  areas o f  au thor i t y  and responsi- 
b i l i t y .  I n  the creat ion o f  an e n t i r e  new 
organizat ional s t ructure i n  the Central O f f i c e  t o  
be t te r  serve the regions, I transferred a l l  destgn 
and construct ion au thor i t y  t o  my Regional Di rectors  
leav ing the Central Off ice f ree  t o  do i t s  funct ions 
o f  management and guidance. 

6. The Concept and accep tab i l i t y  o f  change was 
qu ick ly  t rans la ted  down t o  the ind iv idua l  employee 
by changing work assignments i n  as many areas as , 

possible. Therefore, almost everyone has a new 
boss. This broadens the capab i l i t y  o f  the  super- 
v i so r ,  g e t t i n g  him out o f  a r u t  and renewing h i s  
enthusiasm i n  another f i e l d .  

7.  We had q u i t e  a substant ia l  col lege i n t e r n  
program l a s t  summer. The key t o  our program was 
g iv ing  emphasis t o  young people who demonstrated 
the a b i l  i t y  t o  accept rea 7 respons ib i l i t y .  ';here 
were no "make work" jobs for  these students. We 
c a r e f u l l y  selected the areas o f  r e s p o n s i b i l i t y  i n  
which the sumner in terns worked. We t r i e d  t o  work 
them, f rank ly ,  as hard as we could and t o  challenge 
them as much as possible. The in terns t h a t  we had 
were a tremendous help t o  us. We accomplished 
things tha t  we could never do i n  any other  way, 
because we simply d i d n ' t  have the breath o f  
experience and the breath of fresh out look which 
they brought t o  us. One o f  them suggested we would 
undergo withdrawal systems when he l e f t ,  and I think. 
indeed, we did. 

8. We have sponsored two major conferences i n  the 
past year: 

a)  GSA8s In ternat ional  Conference on F i resafety  
i n  High-Rise Bui ldings which has received wide 
acclaim and has caused f i r e  code changes i n  
major c i t i e s  across the nation. 

b) GSA8s In ternat ional  Environmental Conference 
on Bui ld ing Construction and Use which ended 
on A p r i l  25th. 1972, produced over 80 recom- 
mendations f o r  improving environmental qua1 i t y  
through bu i ld ing  construct ion and use. 

9. We held a one-week Regional Di rectors  
Conference t o  convey the concept o f  excellence. I 
spent a week a t  the tab le w i t h  the Regional Directors; 
and a member of the White House s t a f f  spoke t o  them. 
I asked them t o  w r l t e  a shor t  essay on "excellence" 
and we read these each day. This personal involve- 
ment brought f o r t h  s e l f  admission o f  problems never 
before discussed and opened wide channels o f  commu- 
n ica t fon  necessary f o r  us t o  operate e f f e c t i v e l y .  

10. The Regional Directors were also asked t o  
establ ish flerformance ind ica to rs  t o  be used t o  
evaluate and measure t h e i r  progress towards 
excellence. They i d e n t i f i e d  '.$en fac to rs  by which 
they thought they should be evaluated. They a lso  
devised ten formulas t o  a s s i s t  i n  the quan t i ta t i ve  
repor t ing  on t h e i r  progress. 

11. At  GSA, we are comnitted t o  br ing ing more 
v i t a l t t y  i n t o  our Employee Council. There i s  some- 
times a tendency by management t o  overlook the 
contr ibut ions o f  messengers, c lerks,  secretar ies, 
and custodians. They are very important t o  an 
operation. I have made i t  my personal business t o  
meet w i t h  the o f f i c e r s  o f  the Employee Council, 
t o  b r ing  them t o  my o f f i c e  and s i t  down and chat. 
L e t  everybady know t h a t  you are in te res ted  i n  a l l  
people from top to bottom. That spreads l i k e  
w i ld f i re .  They w i l l  get a new enthustasm f o r  what 
you are t r y i n g  t o  do. 

12. PBS has establ ished a program t o  hold more 
soc ia l  events and a t h l e t i c  events where employees 
can get  together t o  k lnd le  organizat ional s p i r i t .  
An organizat ion i s  l i k e  a family.  It cannot survive 
on an unbalanced d i e t  o f  a l l  work and no play. 

13. We have h i red  the young people. A young 
organizat ion i s  important, no t  only younger i n  
years, bu t  more important, younger i n  outlook, 
Young people b r ing  w i t h  them a freshness. a sense 
o f  enthusiasm, a des i re t o  serve, a des i re t o  see 
t h a t  a j o b  i s  done r i g h t .  a des i re t o  be responsive 
t o  the needs o f  the people and the  organization. 
I f  you employ young people, i t  i s  my content ion tha t  
they w i l l  i n s p i r e  others. 

As you can see, improvement requires concentration 
i n  many areas o f  an organization. I have shown 
you j u s t  a few o f  the things we have done i n  PBS. 

Reading Symptoms 

But, excellence requires more than t h i s .  I t  
involves reading the symptoms before the c r i s i s  
appears and tak ing action. Cr i t ic ism,  adverse 
pub1 i c i t y  , rap id  employee turnover, cost overruns. 



p r o f i t  loss ,  and con t i nua l  l a t e  d e l i v e r y  a r e  t h e  
c m n  symptoms. The more sub t l e  symptoms a l s o  
erode t h e  chance f o r  excellence. 

One o f  these i s  l ack  o f  s p i r i t  which shows 
i t s e l f  i n  many forms -- c lock  watchers, poor 
at tendance a t  o f f i c e  func t ions ,  people do ing n o t  
one ounce more than they have to. S p i r i t ,  as I 
have mentioned i s  a key f o r c e  behind t h e  e v o l u t i o n  
o f  exce l lence i n  an organ iza t ion ,  and you have t o  
have a g r e a t  deal  o f  s p i r i t  permeating t h e  e n t i r e  
ope ra t i on  i f  you a re  going t o  exce l .  

An o rgan i za t i on  t h a t  i s  becoming too  
t r a d i t i o n a l  o r  a r cha i c  i n  i t s  programs i s  a warning 
s ign.  We've t r i e d  t o  do something about t h i s  a t  
PBS. P a r t  o f  our new way o f  doing business inc ludes 
c o n s t r u c t i o n  manager, turnkey, lease-purchase, per -  
formance s p e c i f i c a t i o n ,  o f f i c e  excel lence, systems 
b u i l d i n g  , two s tep  procurement, and va lue engineer- 
i n g  concepts. A l l  o f  these i nvo l ve  a l l  o f  our  
people and r e q u i r e  o f  them t h e i r  best  e f f o r t s  t o  
achieve improvement. 

An Atmosphere o f  Change 

Manaqement, i n  order t o  excel  must concent ra te  on 
c r e a t i n g  an at&sphere o f  cons t ruc t i ve  change.   his 
connotes a w i l l i ngness  t o  t r y  something new, t g  seek 
and accept change where i t  i s  c a l l e d  f o r ,  t o  re -  
examine p r i o r  conceptions, perhaps misconceptions, 
and t o  accept d i f f e r e n t  ideas, ideas which we may 
n o t  emo t i ona l l y  agree w i th .  It I s  t h e  du ty  o f  
management a t  a l l  l e v e l s  t o  reverse t h e  o rde r  o f  
a c c e p t a b i l i t y  f o r  change. Pa r t  and parce l  w i t h  
c r e a t i n g  t he  atmosphere f o r  change i s  p r o v i d i n g  
employees w i t h  t h e  responsi  b i  1 i t y  and a u t h o r i t y  t o  
approve changes w i thou t  worry ing about mistakes. 
You want people t o  make mistakes because you want 
them t o  make dec is ions .  Management must g e t  away 
f rom the  business o f  everyone a f r a i d  t o  make a 
dec i s i on  and j u s t  1 i v i n g  comfortable and n o t  doing 
anyth ing,  say ing anything. An excel l e n t  organiza- 
t l o n  makes changes, makes decis ions,  and l ea rns  
f rom mistakes. We a r e  doing t h i s  a t  PBS. 

Cost Reduct ion & Value Engineer ing 

I n  PBS we es tab l ished a VE Program as p a r t  o f  
our  quest f o r  exce l lence -- t o  be app l i ed  i n  a l l  our 
reg iona l  o f f i c e s .  Th is  i s  s i m i l a r  t o  what we d i d  
du r i ng  the  t ime I served under Governor's Scranton 
and Shafer i n  Pennsylvania. We developed a Cost 
Reduct ion Program as an i n t e g r a l  p a r t  o f  each 
agency's a c t i v i t i e s  i n  Pennsylvania. I used Value 
Engineer ing methodology as t he  a c t i o n  element i n  
my Cost Reduct ion Program. I would l i k e  t o  
i l l u s t r a t e  how these two programs go hand-in-hand 
i n  promot ing excel lence. 

A Cost Reduct ion Program i s  a method o f  
m o t i v a t i n g  people t o  create,  record, evaluate,  and 
implement cos t  saving ideas t h a t  w i l l  reduce costs  
w i t h o u t  reduc ing necessary serv ices .  It has been 
used success fu l l y  by i ndus t r y  and the Federal  
Government t o  save 1 i t e r a l  l y  b i l l  ions o f  d o l l a r s  
w i t h o u t  s a c r i f i c i n g  serv ices  o r  q u a l i t y .  The idea 

O f f i c e  Excel lence 

f o r  a Cost Reduction Program i n  our  S ta te  
Government was o r i g i n a l l y  conceived i n  1963. A t  
t h a t  t ime plans were c a r e f u l l y  drawn t o  develop a 
w e l l  organized program and, i n  August of 1965, 
Pennsylvania became the  f i r s t  s t a t e  t o  launch such 

program. The e n t i r e  e f f o r t  was based on the  
team" approach u t i l i z i n g  personnel f rom a l l  areas 

o f  work. 

We es tab l ished a f i v e  phase program: 

Phase I: Covered two pr imary  a c t i v i t i e s .  One 
was the  r e c r u i t i n g  and t r a i n i n g  o f  a 
Cost Reduction Special  i s t  who would 
spend f u l l  t ime on c o s t  reduc t i on .  

Phase 11: Consisted o f  o b t a i n i n g  t h e  f u l l  support  
o f  the  Governor and h i s  e n t i r e  cab ine t  
f o r  t h e  program. 

Phase 111: Consisted o f  a t a l e n t  hunt.  We had 
predetermined what t y p e  o f  personnel 
we wanted t o  man t h e  cos t  reduc t i on  
teams and we wrote  t o  each c a b i n e t  
member ask ing them t o  ass ign men and 
women t o  s p e c i f i c  teams. 

Phase I V :  The t r a i n i n g  o f  se lec ted members o f  t he  
Cost Reduction Teams i n  t h e  technique 
o f  Value Ana lys is lEng lneer ing .  

Phase V: Consisted o f  t he  es tab l ishment  o f  
e x p l i c i t  goals f o r  each team and 
measurement o f  t h e i r  progress.  

These were the  phases o f  development and the  
comnon p r i n c i p l e s  o f  success we employed were 
ones which can be equated t o  exce l lence I n  manage- 
ment o f  any organ iza t ion1 



The f o l l o w i n g  are abso lu te  musts f o r  a 
successfu l  Cost Reduction Program: 

1. The Program must have support  from the  t o p  
( i n  t h i s  case, t he  Governor and h i s  Cabinet)  -- 
people make a Cost Reduction Program successful  
and people w i l l  on l y  do i t  if the  "Top" i s  
genu ine ly  behind the e f f o r t .  

2. There must be incent ives  t o  sus ta in  i n t e r e s t  -- 
people must be rewarded psycho log i ca l l y  and t a n g i b l y  
f o r  t h e i r  e f f o r t s .  

3. The Program must be we l l  organized -- i t  
cannot be a "crash" program because such programs 
a r e  shor t -1  i ved .  

4. People must be made cost  conscious: -- people 
c o n t r o l  cos ts  and they must be made v i v i d l y  con- 
sc ious o f  t h i s  f a c t .  

5. People must be t r a i n e d  -- t r a i n i n g  i s  needed 
i n  va lue ana l ys i s ,  work s i m p l i f i c a t i o n ,  work 
o r i e n t e d  measurements, and o ther  techniques o f  
reduc ing costs.  

6. There must be a "Watchdog" o r  "S t imu la to r "  -- 
some one person must spearhead the  Program by 
spending h i s  f u l l  t ime on t h i s  a c t i v i t y .  

7. There must be measurements -- t h i s  i s  
fundamental, w i t hou t  measurements people cannot be 
rewarded and the  Program has no value t o  support  
i t s  cont inued existence. 

Es tab l i sh  a Basic Premise: 
E f f e c t i v e  cos t  reduc t i on  requ i res  Value Engineering. 
It requ i res  people w i t h  ideas and h i g h l y  developed 
promot ion programs such as P ro jec t  Pe r fec t  and 
Zero Defects.  

Using Val ye Engineer ing 

I expect VE t o  serve as a c a t a l y s t  t o  s o l i d i f y  
and encompass a l l  o f  the elements necessary t o  
achieve a measure o f  excel lence. The f a c t o r s  which 
nwke va lue engineer ing most e f f e c t i v e  a re  the  same 
f a c t o r s  which promote the success o f  t he  o the r  
f unc t i ons  o f  an organ iza t ion .  

Value engineer ing i s  not haphazard. It i s  a 
conscious a c t  app l i ed  by consc ient ious  people. To 
be e f f e c t i v e ,  i t  must be done on purpose. I t  
chal lenges the  very hear t  o f  an organ iza tZon t o  
exce l .  

Value engineer ing i s  a dynamic a c t i o n  program. 
It i s  n o t  passive. It does n o t  w a i t  f o r  t h i ngs  t o  
happen i f  used p rope r l y  by management. It d e l i b -  
e r a t e l y  searches out  areas o f  oppo r tun i t y ,  o f  h i gh  
cost ,  and uses i t s  methodology t o  do something 
about i t !  

One fundamental o f  va lue eng ineer ing  i s  . 
teamwork. W i  t h  a l l  of the  d i ve rse  and complex 
func t ions  and people a f f e c t i n g  value, i t  i s  essen- 
t i a l  t h a t  t h e i r  t a l e n t s  be bended toward a common 
objec t ive .  A modern o rgan i za t i on  does no t  always 
encourage maximizing p r o f i t  o r  va lue i n  preference 
t o  i n d i v i d u a l  concerns. Value ana l ys i s  requ i res  
t he  co-operat ive e f f o r t s  o f  mot iva ted people work- 
i n g  i n  concert, E f f e c t i v e  team work requ i res  a 
coordf na t i on  o f  i n d i v i d u a l  e f f o r t s  i n  preference 
t o  u n i l a t e r a l  i n d i v i d u a l  e f f o r t s  o f  t h e  work o f  
comnittees. I n  conduct ing an ana l ys i s ,  value 
engineer ing crosses the  l i n e s  o f  t h e  t echn i ca l  and 
admin i s t ra t i ve  a u t h o r i t y  represented by i n d i v i d u a l s  
and t h e i r  sub jec t i ve  department i n t e r e s t s .  Tota l  
comnunicatlon, v e r t i c a l l y  and h o r i z o n t a l l y ,  i s  an 
essen t i a l  element i n  value eng ineer ing  as i t  i s  
v i t a l  t o  o the r  management i n t e r e s t s .  

Value engineer ing promotes t r a i n i n g  i n  the  
area o f  human r e l a t i o n s .  The p r a c t i c e  o f  i t s  
d i s c i p l i n e  f o s t e r s  rappo r t  between i n d i v i d u a l s  
and organ iza t ions .  It encourages t h e  development 
o f  b e t t e r  human r e l a t i o n s  t h a t  w i l l  c a r r y  over t o  
o t h e r  tasks o f  t he  organ iza t ion .  The va lue  engi-  
neer ing  program a t  PBS w i l l  serve as a use fu l  
veh i c l e  f o r  t he  e n t i r e  o rgan i za t i on  by p 

I I 
r o v i d i n g  
vement , an avenue f o r  change, for-employee iGa 

f o r  c r e a t i v e  expression. 

I n  Sumnation 

Excel lence i s  not  j u s t  a word; i t  s an idea, 
It i s  

i 
a s t a t e  o f  mind, a m o t t i a t i o n  o r  a goa l .  
sought by many and a t t a i n e d  by few. I t s  meaning i s  
d i f f e r e n t  t o  d i f f e r e n t  people. It i s  a paradox i n  
t h a t  wh i l e  you have t o  r e l y  on what i t  means t o  you, 
you a re  u l t i m a t e l y  judged by what i t  means t o  
others.  

Excellence i s  no t  a magical  comnodi t y ,  i t  can 
on l y  be a t t a i n e d  through t h e  e f f o r t s  o f  a dedicated 
s t a f f  w i t h  a predetermined goa l .  Th is  i s  t h e  best 
d e f i n i t i o n  because no l i m i t a t i o n  has been se t ;  
t he re  can be no l i m i t a t i o n  on t h e  r e a l  accomplish- 
ments o f  a t r u l y  dedicated s t a f f  o f  competent 
people. 



From the Start o f  our formal education many 
years ago, we have been taught t o  s t r i v e  f o r  
excellence. It has been a qual i ty  i n s t i l l e d  i n  
6s from our childhood. This i s  the American way; 

/it i s  what has made th is  country what i t  i s  today, 
a great Nation, troubled, yes. but great never- 
theless ; these troubles can be cured through 
excellence; excellence i n  business ; i n  Gove-nt , 
i n  re la t ion  t o  our fellow man, i n  our work. what- 
ever level i t  may be, excellence i n  our everyday 
l i v ing .  

Me a t  GSA have recognized the importance o f  
these c r i t e r i a  and are employlhg them i n  our dr ive 
f o r  excellence. We must have them t o  have excel- 
lence and we must have assistance i n  Value Engi- 
neering. There i s  a great deal t o  be accomplished 
I n  the Federal Government Cost Reduction Programs. 
Ue think it w i l l  become a way o f  l i f e .  We have 
made a beginning and we i n v i t e  you t o  contact the 
Genera 1 Servf ces Administration, PBS, on any 
suggestions you may have i n  order t o  promote our 
plan o f  Excellence1 
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