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INTRODUCTION-

Originally, ‘the term VE meant "Second Lock VE"
Recently, it has come ‘to mean "First Look VE".
Naturally, the gethods used produce remarkably
different results. First Look VE incorporates two
value engineering approaches. One approach directs
attention to the product planning stage. The other
apprOAﬂh directs attention to the product designing
stage.

VE in the de31gn1ng atage i1s a method of value
engineering .which fccuses on the functicn, quality,
and exterior of the product already planned and
decided upon. VE in the planning stage is a method of
dpplying value engineering to the planning of function,
quality, and exterior of product. In additicn, value
engineering irn *the planning stage investigates and
evaluates the viability of *the new plannei product.,

VE in the planning stage is more praogreescive
that VE in the designing stage, but it nas many
intrinsic problexs. We've, however, “ried to practice
this method in our own cempany for the past several
years. In conclusion, we know we can get successful
products by the development of product plarning
through VE.

BACKGRC™ID AND TDEAS OF THIS TURME
1. The tedency in B/W TV irdustries
In the Japdnese household market us krnown,

factory sales of B/W TV have bean 4 ecreased by the
pcpularlzztl n of color TV after 106 Thereflore,
we can say that B/W TV is now a proquut Ahich is
in it's declining stage from the viewnoint of it's
total life-cycle. (see Fig.1)
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Me-nwhile in the export market, the nmain
busincvss is to the U.S.A. market. In the recent
year, the Japanese expert business ts the U.3.A. »
has bcen decreased by the advance cf Teiwnn and
Korean wanufacturers.

Because of this tendency, the prcduct concept

f B/W TV ras chenged remarkat y. Therefore it is
necessury for us & be prepared and ‘o plsn Tor
new,. marketable preducts. Por this reason, we have
developed o pliloguphy which eoheentrates on the
value and fusction of the product concept.

2. The difficulties encountered in the creation

of worthwhile preducts. L :

It i5 a krown fact that most ma uxa;tureru
devote cztensive time to product plarning. But
WOCTthiErlile “reaiertoe Ynwead 11 caiserim. see oo ] ey
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created are as follovaz'

a) The caracteristics of a man of ideas

- Generally, the most typ:cal man of ideas thinks

that his work is to treate his ideas for the theme
asked, and not to ekamine them or to decide whether
or not they are valuablé for comercialization.
Therefore many excellent ideas hAVe been buried

in dust,

b) The problems of the evaluation of the ideas
On the planning stage many people can creata.
many ideas. For the man who evaluates these ide=s,
it is. tco troublesome to examine and evalua
carefully because they are not his own ideas.

Therefore, these ideas are evaluated superf1~1a.‘J.
and not in depth.

¢) The problems af the 1nvestgat10n for the
feasibility of these ideas

In the planning stage, the direction cf

te tnerm

the

new p¥oduct is decided muinly by tne product
planning section. But recently the life-cycle
the product hds become short,
not made the systematic effort or devoted tie
necessary {or aninvestigation of the fessibility
of this product from the viewpoint of tecknolepy
and artistic design.
Owing to these problems many excellent idencs

have been buried in dust and remain far

comnercial realization.
. The effects o1 VA 1n the plunnigg Stage

recur

The competition of cost redu-

<
violent not only in the B/W TV industry, but =lzc
every industiry. Since’'early times our compary h
applied theVEImethod to the deaigning st
has become difficult to obtain the
VE because of many limited requirements in
designing staee, Finally, we must carry out
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gga DEVELOPFENT OF PébDUCT )3
What is produc¢t planning through vYE? It is the

analysia of the product concept, the proposal of

new products, the policy decision, the anbodlment

of the policy, the evaluation of the commercialifing

plan, and the creating of the worthy product by
applying VE to the stage just before the decision,
and the action of the prcject team formed mainly
by the desigring section to the product planning
stage. ’

Before we descrite "Product Planning through
VE", we, herein, explain how to plan the new
product.

) In usual prcduct planning ‘the rroduct concerpt
wag analyzed at first by the planning sectiorn. They
investiga‘ed the prcduct concepts accordirng to the
informaticn of the market tendency, the ceonsumers'
desire, the saleg tendency, and the competitors'’
tendency. And ther, the product plarning section
created the ideas for the kind of concept fur the
new product that would be best. And furthermore, in
cooperaticn with the exteior designe section, they
planned the out-line of the new product's function,,
exterior, quality and other details. Af‘er making
the dummy samcles or sketches from this plan, the
cut-line of new product and ‘the terms of plannirg
purpcse, sales area, objective consumers, market
price, quantity of salessand marxeting late were
evaluated or decided upon in the planning conference.
At this stage the new product planning was decided
on in broad terms without sarnest attenticn to the
investigaticns of cost and technology.

This plan was then applied tc the product
design there the designing section concentrated on
VE at the designing stage. The product's function,
exterior and quality whnich were already devided uron
in the planning stage were taken into censideration
in the designing stage. But, it was so difficult to
meet the target cost decided upon at the planning

stage that it was seldom vossxblr to get the profit
expecied. -

The zmuin problem with this method was that the
designing of the new product decided on in the
planning conference ~culd net meet the iarget cost
however hari we applied Ve, Therefore, we had t
change or imprcve the new prcocdust's function,

.

o)

extoricr, and so on in order tc meet the target costi.

As a zolutien for this nriblem, we worked out
the methed of VE application in the product plunning
atage., We hereinafter describe the new method with
the executed case of 9 inchoes swivel B/w TV.

PHACE 1: The anulysis of producti concept
(responglbxlity of the plannirns sectimn)

The data for analyzing the product ccncept are
the geme as they were, but th2 analys:is of product
concept cshould take into acccunt the product's
function snd value throughly, and match ithrem to
the market at 21l times. These considerations arc
most important because of the chunges in product
concept fer B/W TV caused by the popularization
of coler TV and the growth of the Tziwan and Korea
manufactluring industry.

Now, there are iwo groups in the analysis of
the product concept for B/w TV; pursuit types of
utility value and fascination value. The former
is further classified into purcuit types of basic
function and vasic function plus-supplementary
function. The latter is also classified into
pursuit typea of TV function vlus supplementary

function. Suppiementiary Tunction refers to elements

other than vasic TV viewing; for example, usual
shapesn,sizes or colors. Each. concept leads to TV
fer practical use, swivel TV, TV with radio,TV
that does not look like TV and so on. (aee Pig. 3)
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2asic funegion plus
suppleaent function
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PHASE 2: The ideas for the new product &nd the

forming of polic {responsitility of the
planring sectiong
With the anslysis of preduct concept, the idzac
for the new prsduc‘ begin t> te presented. The
procefure is as follows:
1. Decisions about the sales area and the otjective
consuters fcr the new product

2. Decisicns about the classification for the

product concept {TV for practical use or TV wizh
radio and so on) )
3, Decisions about the markct prlce, +he salez
quantity and the marketirg date
These decisicns form the policy cf the new praoduct.
But it is even mcre impertant to form ‘he ubstirace
concept itself, for example; "TVSfor practict: i3«
or "swivel TV". It is not necesscry during thic
phase to decide on the function and exterior of
the new product in detail. :

PHASE 3: Decisions about the policy of the new

product (reqpon51bllity of the plananing
conference)

If the policy of the new product is formed,
the policy's validity is exanined during the
planning conrerence. The items to te examined ~ire
as followe; ’

1. Planning policy

2. Sales arca

4. Objec*tive consumers
4, Market price

‘5, Cales quantity *

6. Marketing dute
The planning ccnference deciles the abotract nolicy .
© The concapti of the decisicn of *he new product
policy acvout "swivel TV" is described hare, Tho

term "swivel TV" means that the TV cun te szt in

the preferreod viewing pesi 1i:n vy uoving it
down, right and left freeiy

VECICICN OF THE POLICY FOR hnd 7RCUNT

*;lanning policy 1 9 tnohes svivel 8/4 TV
*sales area 1 ezport naimly to U.C.4.
*objective coswumers 1 young generation ani segond use

*sales juantity t units/sontn, fotal weite

‘salen price 1 Tea
‘marketing date T momtRY __ . year:
*imcidental rsquiresents ¢ the -;;lc af seivelirg 'N_(
ower 1J degrees vornukiy
360 degrees rarizontaily o

'nppi-nt 1 As swivel B/W TV muie by other cunufsct.re: i3

_ high cowt, the asrket share 13 very seall.

We have 10 keep the targel price whatgver
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This decisibn specifies the policy or the
product's function for the rew product, but the
embodiment of the new product is not described yet.
Becausze, if we 46 not apply VE to the decision
making process for the embodiment, it produces the
same VE effect ae in the designing stare, and it
then teccmes impossible to achieve the greate VE
effect and the new worthy product. We hereafter
show that the project team is given much freedom
in order to apply VE thoroughly to decision making
concernlng the embodiment of the new product.

PEASE 4: The embodiment of nolxcy (responsxbllxty

of the project team)
In this stage the project team is organized.
They create ideas ancd investigate them through the
product's function, exterior, production enginecering,
VE, cost and sales to embody the policy of the
new product. They make up the real image of the
new product. It is the main characteristic of this
stage to use the, project team organized mainly by
the designing section.
We hereafter show the details.
1. Project team
Orgagization of ‘he project team
Desigming section
Exterior Designing section
VE section
Quality Control section
Product Planning section -
Sales section
Purchasing section
Product Enginewring section
It is important that the preject itcam is formed
mainly by members of the drsigning section. The
reasons for this are as follows:
a. The degigning section is suited
the presentaticn and 2ubodiment
b. The dezigning section is
with VE method than any cther zection.,
¢, The decigning section cun evaluate idess
actively and properly, (this reascn ie discussed .
furtrer on).
d. The designing section can enter into the real
designing smo2thly, after the embodying plan
of ideas is approved.
2. Pro~enu“tlon and Lvaluat on

Project Team

Lo investigate
of ideas.
much mere familiar

of id{d°

cl
in uh@ plannlng of policy, the ideas fo
embodiment are presented (o a very wide
As a resul: of that the precject teum cr

n

ectrs many
ideas through varicus methods. Ande=lso, Various
levels of idezs are created. But the nost

imporiant key depends on whether
these ideus properly and make up
product ¢r notv.

If the preject team which has created ideas
evaluates it's ideas by itself, then it's surely
poseible to 2vealuate the ideas actively and
properly.

The reascns for this are as fcellows:

a. All rcembers of the project team work positively,
Because they are motivated by the fact that
they are creating the new product themselves.

b. The project team members will perform at the
highest possible level in order ‘o develop

and realize their own ideas.

c. Because the troject teum is formed mainly by
the deaigring section, it can smocthly and
properly ovsluate the product's function,
feacibils ‘3
What follows is an explanation of the reason why
the policy of "swivel TV" lead to the idea of
"Globe-chaped TVY,
sererally, Jhen 1mprovemont by the

hey evaluate

khe worthy

cost,

VE method

1(\

If the abstract theme of "Swival e 1s‘develope3
by the method mentioned above in the new product
planning by VE, it produces several ways to use the
swivel stand. The swiveling motions are then combir
to incorporate up.and down, right and left, and
oblique directions.

When the ideas ars investigated by classifying
as above, the conclusion results in the globe-snap=
TV with the all directional revolving movezent
and without a swivel stand. -

Consequently we could formulate the idea of

"the globé<shaped and swivelTV" at last. Now we can
say that the glcbe-shaped TV would never rave i2:sn
created if it had not been for the planning >f the

new product of "swivel TV equals the globe-szarea
TY" in the usual proaduct planning sessions.

Fig. 4 shcws that great success is zchieved woen
the new product policy is planned in abstract.
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'« The enbodiment of the idea
The project team must =zlways inveoliccte ilene
for embodiment based on judgeoment as to whather
.or not they are prop.r for ‘he new product roiicy.
The conditicns of the product's function, ex T

Va, cost, production engineerings, sa i
arce checked painly by the enginecring oo
designing caecrxs in this stlage are
commercialize the new product, and,
there is a reed to make the workinge
reason for this is that the real cample
indispensable to the evaluaticn of -he
commerciulizing the new product in “he
as the rroduct's imayge made up by this :
becemes erasily very unigqu~ from tho viewpsd
the product's functicrn and exteior.

The connﬁction between the preject teanm
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whicn
the idea, and the planning contercnce
Cviay

which coufirms or medifies the cr i Fae
plan should be very close. In addition, attenticn
should be paid to the development of commerciali-
zation. Fig.5 shows this connectiorn.
Connection between ruject team atd ‘,h:mu.’.; conference.
R
deciaton of confiruatios of tadificitlion : evaluntion & dec.saicn | tew TLIuEl
ihe naw pro- | for coasercialiring plas = for comsercialiiting lesignity
duct policy (planning corference) b o1an (pleaning con- L {grasect teax
{clanning -—“—--—'-'——'—_= ference) H
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PHASE 6: The evaluation and decision for the
commercializing plen of new product
(responsibility cf the planning conference)

The commercielizing plen precented by the
project team is drastically and repsatedly checked
for the fallowing conditicns in the rlunning
conference. (This conference decides upon the
feasibility of aciual commercialieation.)
a. Praduct's function and exterior
b. Sales area
c. Objective consumers
d., Market price and profit
e. Sales quantity
f. ¥Marketing date
g. Dealers' opinion of the cemmércializing

At first half of members In the planning
conterence were opposed to the globe-shapod
exterior for swivel TV. But wien se snowci the
dunry sample to dealers in the U.3.A. ard Fulope,
they aduired this TV and they very mucnh desiroa
the preduct. Pesides we knew that it would rell
well even at a high murket price becaurs it's
unique extericr and swivel function. 3o we
proceeded to desigu it, cenfident of
commercializing.

PHACE ~: The deasigning of the new vroduct

recsponsibility of the project itenn)

After the commercizlizing plan is agpproved by
the planning conference, the designing sociion
rerains in the project team and other zecticns
leave the team. The members of the decisining
section shcould te the same memter who to2longed
to the previous project team. Otherwize the merit
of +thig mwethod would he reduced.

In this stage, the project tean

plan

the

the new product. But the designing is very easy as
the pain designing has almost been completed in

the planning stage. And also the VE method is used
only in detail. It is, conrequently, not so hard
to keep the tarzet cost. .
What we mentioned above is the aevelopment of
product planning by VE, Fig, 7 shows the process,
of the uwsual pruduct plunning and preduct planning
by VE as i}luctraied by a flow chart. Fig.B shos
the steps, nctione and executive Section in.
vroduct planning by VE., 7. : : (

starts to design

w

Qut-limm
Bow prod

plassiag of toe
ter
-t

maisted of U
c.-esy 7.1 ave

L.t

sut-line

s evaivation %
Cw decislem for
e nev preduct

%3

o
1

r.G.

,ruduet
i

ITzeritai. Bl 4

1

NE UEVELOPP INT C7 PRCVLCT riahalfG 3Y du

STEP

TI08

[ SUPIN

concer. and ideas
of cex proauct

aralysis of ;roducy

e zpetiturs’

s~arcet thadency N\
s

*ronsyzery'desire
*infcrmaticn of sales

und:ncy)

awlyate of preduch
comet & 1ieus af
new ;ra3act

FTGELOL Luihite
~e2ticen

docision of politey
for tev product

*planatag policy
*rules ares
*objective Censanury
*oarcet price
S ajes juantily
Srargetiny dute
‘suppieaentary cofdi-
t.on

N

to xr.v-un,»-u\u ree
priely o Selatms
Tilters a1 L0 decite
tuw paticy

britg dimIeTe
LI

sabodisent of *preanentation und ’In:txen T ters
. peliey evnisstion of tdeas satarior Leal/BL L geition
festciinent of ldess 2.L.
confir- ard check LE
rtion oY | *raxing-up the lacge
rosifice- ' af new protuct 9
ti'n for '
cezmerciel-
frire plan :
{
|

avaluation and
decis.on for crre
mercializing plon

*function, exterior
*suiea aren
*ohjective CoNgaNers
Sareeting price,
profit

Yxsles juantity
*~arceting date
*leaicrs’ - pinions

coa ars «ith the
ebedlel prod.it's
Liwce al. the plicy of
Dew 7.l Nl declde
ayud uf LoD {OF cuz-
sercializasg

st AL CLiler-

fev product

tesigning

*clectical desigm
*rechanical desivn

*.uality ana reliatilitly
LR

i

BLECUTE

D EXAMPLE

We have giscussed the swivel B/W TV only, but,

we, herewith, show the planning policy 2nd

cenclusier

reached concerning other executed examplec fur

reference.



1. Utility B/W TV

POLICY OF XEV PAOXT?

SUBCLULION (Dussstie)

FLANY1EG
Pelicy '
Price ’
Sales ATea :

rarcetirg Dmte
Sspplecentary

Conditions

Backsround '

Utilaty TV
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any C.R.T. s1se, but
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Ten. (domestic)

stasdard prige t 13,70 fen
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slectircniga turner

ity.

2. B/W TV that does not look like TV

PLALXING FOLICY OF NEd PROULOT

Cualllsion

Folicy b **3/a TV rot look like
ko bl
*coadbined vith redic or
clock
ales Area ¢ axpert aainly to U.S.A.
OtJective t secoud-yse, cisile-class
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total urtts
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while the prcduct ccncept has been changing

with time, the value also has Leen changing. In the
stage of product plarning we should cateh thiao current,

and then create the werthy new product. The value

[N

or function.
be surs that

We have applied the VB

is presented vy V=t/C, toat ig
t

the value zoes up

?
in relation to low prodguction cosis and nigh lovels
I “ut we snculd .take
the valu: meets the consumer's requirewent.

rethed to the product plamning

sufficient care to

staze as outlined in this prescentaztion. Thereforc,

the new preducts which
meet the consumers'

we deseribed herein could
requirements and could be sold

domesticnlly and throughout the world with great

sutcess,

We believe that even if E/W TV declines,

we can create new worthy products of B/W TV which
consumers desire heartly through the development

of product planning applied VE. And also we are sure
that it is pcesible to create more worthy preducts for
consumers by making e¢ven greater improvement in our

efficiency and method methodology.
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