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JIIAT I EXPZCT FRGP; JiLPAN-LSE VALUE i3iGIlli~SRS L N D  THEIR CO~JP~INIES 

Lanrence D Miles 

On this tenth a~niversary of the founding of the SOCIETY OF JAP4VESE 

VALUE ENGINEERS I have come I/,&@ 8 kilometers, to give honor and re- 

spectoto the Japanese people. These people, tho small in number in the 

world, have by their ability,skill and diligence, 

thruout tbe earth. 

become leaders 

-X Japanese ART has inspired all of the world's peoples for over 1000 years. 

* When INDUSTRY became important, Japanese achievement startled the world. 
* When INVENTION became important, the Japanese bought existing knowledge, 

and, using that as a starting point, arc penetrating the unknown. 

For the world's top creations in art,in electronics, in optics,in trans- 

portation, we honor Japan. So skillfully do they plan, so effectively 

do they create, so well do they blend the technical and the human in manu- 

facturing, that billions of yen of their achievements are sold on the 

counters of the finest stores thruout the world. 

We11 we know that for SO centuries, the ancestors of these people 

lived apart - developed their own culture, then were forced into a new 
way of life for which their homeland was i l l  equipped, lacking minerals, 

lacking fuels, lacking areas. And well we know the successful adjustment 
these 

they ha ve made to adverseqconditions. 

The world turns on. What now do I see?  

I s e e  an active tenth of the world planning,creat ing, re~earching~producing, 

consuming. 

1 see millions who want to earn the worlds commerce, and fairly well know 

how to do it. 

I see many of them with some resources of fuels, minerals o'r areas* 



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

I s e e  many o f  them work ina  t o  f u r t h e r  improve t hemse lve s .  Value  ~ n g i r e ~ r f n a  

s e n i n a r s  t h r u o u t  t b e  worlc '  a t t e s t  t o  t h a t .  

What d o e s  t h i s  mean t o  I IS?  I t  veans  that ,  o t h n r s  have t l i o  d e t e r m i n a t i o n  

t o  a ch i eve  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 t,bey 

a r e  doing sonlething 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  winning  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 ,  

T h a t ' s  t h e  r e a s o n  1 am h e r e  - -tm-help. 

EXACTLY WHAT ARE WE TALKING ABOUT 

To win,  e ach  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  r e -  

s o u r c e  o r  human r e s o u r c e  q u s t  b r i n g  a l i t t l e  more b e n e f i t .  

To unde r s t and  each  o t h e r  f u l l y ,  I  w i l l  a s k  you t h e  fo l l owing  q u e s t i o n s ,  

which you may w e l l  want. t o  ask y o u r  a s s o c i a t e s .  To communicate f u l l y ,  I 

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  peop l e  t i s i n q  Value ~ n a l ~ s i s / ~ n ~ i n ~ e r i n g  t r y i n g  t o  do? 

A.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  AESTHETIC f u n c t i o n s  

which t h e  cus tomer  wan t s ,  

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  o f  a l l  f ~ t 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.Wllat 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 he rn , c l a s s i f y  t hem, sepa ra t e  thern,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.Whst c o n s t i t u t e s  "va lue"  i n  a p roduc 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 causes good value, or poor value, in a product or service? 

A,Good value is caused by each involved person getting a little 

better answers than competition does. 

6,How do the apnroaches reduce cost without lowering qua1 ity? 

A.By concentrat inq on the functions which the customer wants,qetting 

them for competitive cost, and eliminating costs which are not ess- 

ential to customer function. 

7,Why concent rate so intensively on function? USE, AESTHETIC, R.4SIC? 

A. USE is what the customer wants and wants to pay for, It does some- 

thing for him. AESTHETIC is what the customer wants and wants to pay 

for. It pleases him, or someone he wants pleased, Fhany fu~ctions must 

usually be accomplished within a product.?;lost of them are functions 

related to other parts - not to the customer. BASIC function either 
USE or AESTHETIC, or both is exactly what the customer wants from the 

product or service. 

8,What do we mean by "evaluate a functionl'in yen? 

A.By some intelligent,skillful means, determine about what,considering 

the state of the art at the present time would be ttte lowest, cost to 

provide it, and it only. 

90 Why do we do it? 

A.The creative work in evaluateing it often gives a head-start toward 

providing it for much lower cost, Equally important, having a ~ractical 

target or goal helps in determining how much work to do on that item, 

10.How do we do it? 

A-Single it out. Concentrate study,searcb,creativity on it until costs 

which meet the need, appear, 



11.What do we mean by C1SCIPLlNED thinking? 

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

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

better solutions in less time, First Information and Knowledae search. 
Second, 
Analysis of the knowledge and exact nroblem formulat ion.Thi rd,Creativity. 

F~urth,Judgement,which does not mean ruling out choices, but rather set- 

ecting one that meets the cost needs and improving its performance f a c t -  

ors until it also fills the function and quality needs, 

12,What do we mean by "Mind Tuning"? 

&Making sure each person in a discussion agrees at each moment on 

"Exactly what w e  are trying to do". 

13.1s it always needed3 
are y t  

A.Yes, 5 minutes or 5 hot~rs of it. Otherwise all minds pulling" in 

exactly the same direct ion. 

14. Is it necessary to have Analysis before Creativity? 

A.Yes,experience taught us that. Otherwise we mav get an answer to t h e  

wrong problem. Optimum "Problem SettingUis done in Analysis thinking. 

15,How do we get large benefit bv using Value Analvsis principles In  purchasing' 

A.The buyer understands and btlys Function, as nearly as possible. He 

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

expertise to nrovide it. He learns to overcove roadblocks or stoppers, 

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

with the factors of past practice ard habits. He can make important 

earnings contribut ion.At the present time, I am writing a nage each 

month on the purchasing a~proaches for a Purchasing Ylagazine. 



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  isn, 

and t h a t ' s  what 1'11 do. 

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

e n t a l 6 , 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 t h e  

beginning music s tuden t  who has  j u s t  l e a r n e d  what t h e  keys  of  t h e  piano a r e ,  

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  w d c h  you a r e  capable.  You by no means have t h a t  sk i l l ,  A s  t h e  

beginning p iano s t u d e n t  w i l l  r rp ick  o u t n  a p l e a s a n t  tune ,  which he could not  

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

small c o n t r i b u t i o n s ,  which you could n o t ,  be fo re  your f u n c t i o n  based th inking.  

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 achie-  

vement and i n c r e a s e  i t .  

E a r l i e s t  t r a i n i n g  was 4 weeks, f u l l  t ime " l ea rn  i t u  and "do i t r r  t r a i n i n g ,  

Many men could th.en succeed i n  t h e  s imple r  t a s k s ,  and begin t h e  development 

of  s k i l l .  Some wanted t o  t e a c h  t h e  system t o  o the r s .  It was qu ick ly  found 

9 ' t h a t  e x p e r t i s e  develops as a s k i l l  develops,from good use  and good experience.  

Teaching could  not  be al lowed by a l l  who wanted t o  teach ,  Men could not  be 

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

g inning t r a i n i n g  and wanted t o  be. A minimum was s e t .  It was. 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 l eade r sh ip .  

3 .  More t r a i n i n g ,  by be ing  a l rP ro jec t  Leaderw at  ano the r  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  time exper ience  doing supervised  VE work. 

A t , t h e  end of  t h i s  y e a r ,  i f  he had done we l l  on h i s  "doingv and h i s  a s s i s t a n t  
'-- &:; 
t each ing  assignments,  we 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 .  



Anyone who f e e l s  i t  i s  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, doesnt  understand it. I f  h i s  b e l i e f  i s  impor tan t ,  f i n d  a  way t o  t each  him. 

Communicate i t  a s  a step-by-step nethod 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 i l l . ,  

How 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  Ray 

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

o f t e n  
l e a d e r s  areAst 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 means 

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  trem- 

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

u n i c a t e s  t o  another .  Sornetir~ies one t o  one, b u t  sometimes an execu t ive  o f f i c e r  

i s  s o  e n t h u s i a s t i c  about  h i s  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 t o r y .  Th i s  o f t e n  produces g r e a t  r e s u l t s .  

Some impor tant  s p e c i f i c  b e n e f i t s  which 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 rei3orted elsewhere. 

I n  communicating, t o  Lelp 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 p r e q u i r e d  t o  g e t  t - i s  

b e n e f i t  i t  i s  o f t e n  h e l p f u l  t o  compare t h e  system of techniques  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 i s  a n  arranbement of t e c  miques. 

Most of t h e  j e t  p a r t s  e x i s t e d  before .  Illost of t h e  VE approaches e x i s t e d R b d o e A  

A few new ones  were added,by t h e  j e t .  A few new approaches s e r e  added by VE. 

A 1 1  j e t  p a r t s  were ar ranged t o  e x c e l 1  i n  one purpose. 

A l l  VE techniques  were ar ranged t o  achieve  one purpose. 

Pliany j e t  p a r t s  were l i k e  p rev ious  p a r t s , b u t  wi th  sma l l ,  but  v i t a l  change 

Nany VE concepts  a r e  l i k e  p rev ious  concepts ,but  wi th  small, bu t  

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  would 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  it .  

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  developed 

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



I n  t h i s  g r e a t  system, my r o l e  is  t h e  "Coaching of Charnpionsll. The Japanese,  

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 w i l l  be. 

I list s i x  e s s e n t i a l s .  They apply  t o  t h e  Japanese  Value EnJneer 2s w e l l  a s  

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

F i r s t ,  you must want t o  be a champion 

Second,you must unders tand  t h e  game. 

Third,you must unders tand  your  competi t ion.  

Fourth,you must know t h e  winning p l ays ,  

F i f t h ,  you must c o n s t a n t l y  ' l e a r n  seemingly small, but  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 l o s i n g .  

S ix th ,you  must be ded ica t ed  t o  developing  more s k i l l  by doing your ve ry  b e s t  

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

I expect  t h e  Japanese.Value Engineers  t o  f o l l o ~ ~  these  s t e p s  and t o  become 

t h e  best i n  the  world. 

Some sugc;.estions t o  yroixote ~ r o w t h  i n  s k i l l ,  fol low. 



SOME SUGLESTIOTTS FOR INDI'liIDUAL SELF-BUILDING 

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

2.Study advanced VE tec;miques.Be sure you 1-ecome skilled in Function An- 

alysis Systems Technique (FiiST). 

3, Do somethinr extra. Enroll in something that will d-evelop VE skill. 

4.14uch is in the new book. Miles,2nd edition. Its in Japanese. Learn it.. 

5. Are your associates learninb?Ori;snize somet ing to developb 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 "Yay of Lifert 

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

USE OF T-IE VE TECrTNIQUES GOES FO2WARD WITH S I X  GREAT THRUSTS 

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

including systems,services,pr~d~~ts,government groups. 

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

Resources include peoples rninds,their labor and skill,materials,fuels,energy. 

3.Better and more appropriate management and administrative practices and. 

decisions. 

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

appropriate arc Litecture,excavations,foundations,structures of 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,ancl at lower 

costs* 

6.Grea.t benefits in the government areas. Nuch more of the desired services 

for the same cost. 



IN CONCLUSION 

A s  you i n c r e a s e  i n  product 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 ly  s topped , f ace  i t  squa re ly  wi th  t h e  q u e s t i o n ,  

"What Is Stopping Pie?" Then u s e  ou r  own t h i n k i n g  system t o  b r i n g  t h e  

b e s t  answer. 

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

P e n e t r a t i n g  informat ion  development - m a t  Are The Fac t s?  

"Exactl; what problem s h a l l  I solveTlt 

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 .  

S e l e c t i n g  one o r  two of  the  b e s t  s o l u t i o n s ,  t hen  ~imking them b e t t e r .  

Great  Success t o  you a l l  


