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PACIFIC SOUTHWEST REGIONEAMERICAN CEMENT CORPORATION, 

Apri l  1, 1969 

To: P. Boserup (2) L. D o  Walker (2) 
R. C. Entorf A. Azimi 
G.J.C. Frohnsdorff R o  So Flynt 
R o  B. Peterson (2 )  W. Fowlie 
B o  G. Preston (2)  F o  C. Hamilton 
M. D. Smith (2)  J o  A. Herring 

D. H o  Ushpaugh 
E. J. LeBeme 
R. S. Sanghvi 
R. W. Searle 
W. W. Smith 
F i l e  

From : C. W. Bush 

Subject: V i s i t  of Larry Miles Regarding Value Analysis 

Most of you had an opportunity t o  spend some time with Mr. Miles while he v i s i t ed  
with us during the  week of March 17, 1969. A t  t h a t  time he presented us a s e t  of 
techniques for  problem solving t h a t  have evolved from the  o r ig ina l  concepts of. 
Value Analysis aad Value -ineering. Since I f e e l  t h a t  these techniques can be ex- 
tremely valuable for  us I have outlined my understanding of what Larry Miles was 
presenting while he w a s  here. I would welcome any comnents o r  omissions on items 
I might have overlooked. The value of using these techniques i s  not t h a t  we may come 
up with a solut ion t o  a given problem, but t h a t  we have a be t te r  chvlce of coming up 
with the  best  solut ion t o  t h e  problem. 

Attached a re  copies of notes t h a t  Larry took while he was demonstrating h i s  techniques 
t o  us. Most of t h i s  mater ia l  r e l a t e s  primarily t o  ge t t ing  a proper s t a r t  o r  t he  
f i r s t  stages of problem solving, and it is noticeably limited i n  the  a rea  of obtaining 
f ac tua l  information on the  problem. None of t he  examples on the notes are complete 
f o r - i n  no case was the  problem solved using these techniques. This i s  because t h e  
purpose of Larry's v i s i t  was t o  teach us and t o  demonstrate, not t o  solve our prob- 
lems. Hovever I think you w i l l  f ind these notes in te res t ing  since they r e l a t e  t o  our 
ac tua l  problem, and ge t t i ng  a proper start on problem solving i s  of ten a prerequis i te  
t o  solution. 

P e r h a ~ s  the  nost important part of the  problem-solving technique i s  the  concept of 
discipl ined thinking. This i s  a major portion of every s tep  Listed below, and the  
most d i sc ip l ine  must be applied t o  keep from thinking about solutions t o  the  problem 
before we are i n  t he  creat ive o r  the judgment step.  Less t o t a l  time i s  needed t o  
come up with the  best  possible solution i f  we concentrzte our thinking on one s t ep  
at a time. It i s  very tempting t o  present one solut ion t o  the  problem and then r e -  . However t h i s  may not be the  bes t  possible solution, even though it m y  be work- 
able. 

The other point t h a t  Larry made t h a t  veEy few of us follow is  t o  wri te  everything 
down. You can see how strongly he believes i n  this by t h e  copious ~ o t e s  he took 
during h i s  s t a y  here. !The reason f o r  writ ing things down i s  tha t  -ry believes new 
ideas do ~ o t  spring out of novhere, but instead a r e  geminated from b;o o r  three 
other seerzngly unrelated b i t s  of inforrat ion.  Therefore by k e q i n g  good notes we 
give our d n d s  xore opportunity t o  work on these b i t s  afid so we may cone up with more 
and bet te r  ideas. 



Memo from CGIBush 
RE V i s i t .  of Larry Miles Re Value Analysis 

The s i ze  of t h e  group 
optimum s i z e  has been 
you might not get  the  

t o  work on a problem can be as small as 
found t o  be three t o  f ive  people. With 
desired interplay of ideas, while it i s  
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one person, but an 
fewer than three  
very d i f f i c u l t  t o  

keep many more than f i v e  people a l l  workine, and thinking on the same subject.  In 
larger  groups the  problen of maintaining disciplined thinking becomes acute. 

STEP 1 - 

STEP 2 - 

STEP 3 - 

STEP 4 - 

STEP 5 - 

Selecting t h e  Problem. The problem needs t o  be of a proper s i z e  f o r  t he  
techniques t o  work. If you think of these techniques as  a t o o l  (and they 
a r e  jus t  t h a t )  then it becomes a matter of matchine the s i z e  job with t h e  
s i z e  tool .  A good exaraple of how t o  do t h i s  i s  the problem of the  stock- 
house at Oro Grande. This t o t a l  problem i s  too general with too many d i f -  
f e r en t  functions involved (customer service, s to rwe ,  f i l l i n g ,  emptying, 
qual i ty ,  e tc . )  and so it could not be readi ly  handled by these methods. 
However the  sub-problem of how do w e  get  cement out of the stockhouse can 
be handled nicely. On the other hand the  problem must not become too 
small o r  t r i t e ,  and nust be important and capable of giving a good re turn  
on the  time spent. An emergency i s  not the time fo r  these techniques, f o r  
then any workable solut ion is  suf f ic ien t .  

Defining the  Problem. The-task group assigned t o  the problem should meet 
and spend about an hour of concentrated thought on just  vhat they a r e  t ry ing  
t o  do. Some cormnonly e,qected answers might be t o  reduce costs,  or  t o  r e -  
duce downtime. T h i s  should produce several  d i f fe ren t  ways of looking a t  t h e  
problem, and they a l l  should be wri t ten dovn. A t  t h i s  point redundancy i s  
t o  be encouraged as what is  desired i s  t o  r e s t a t e  the  problem i n  m a y  d i f -  
f e ren t  words. 

Collect Information. A t  t h i s  s t e p  the  grous of 3 t o  5 should be expanded t o  
include everyone t h a t  might have information relatip; t o  t he  problem. The 
time required might be as short  as a couple of hours, or  it might take a 
couple of weeks, depending on the  complexity of the problea. The informa- 
t i o n  desired includes almost everything, including h i s t o r i c a l  information 
on what has happened, what is  happening nov, hov other people a r e  doing 
similar functions, vhat a re  the  costs.  The information s t e p  has three  par ts ,  
a )  t h e  l i s t i n g  of a l l  available information, b)  a l i s t  of information t h a t  
i s  needed and is available,  but which we don't have, and c )  a separation of 
the information i n t o  f ac t  and asswnption. 

Analysis. The information i s  c r i t i c a l l y  reviewed t o  determine which speci-  
f i c  areas appeaz- t o  be most f r u i t f u l  f o r  fur ther  study. For e x w l e ,  a 
project  t o  reduce maintenance costs on a piece of equipment night be simpli- 
f i e d  t o  a bearing t h a t  has been fai l ing,plus  a cleenu? problen. This s t ep  
i s  accom~lished by organizing, grouping and reorgmizing t h e  infornat iop 
u n t i l  it i s  obvious vhich areas of t he  problem should be tackeled first.  It 
may be necessary t o  go back and get  some additional in formt ion .  

Creztivity.  A s  used here, crea%ivity i s  defined as the conbining of hereto- 
fore  seemingly unrelated b i t s  of information in to  a nev pa t te rn  t h a t  might 
h ~ v e  an a2pl iczt ion t o  the problem. n.70 things are  needed, nmely  the  b i t s  
of infornation people ;rho can reorgaA%ze these b i t s  i n t o  a nev forra. A t  
t h i s  s t ep  it m y  be h e l p ? u l t o  enlarge t h e  group t o  i ~ c l u d e  people knowledge- 
able about the problem and also people who a r e  not e q e r t s  i n  the  problem 
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Memo from CGlBush 
RE V i s i t  

Step 5 - 

STEP 6 - 

STEP 7 - 

of Larry Miles Re Value Analysis 

Creativity,  continued - 
area  but vho a re  "creative". This creative s t ep  i s  what i s  commonly 
know as a "brainstorming" session, and the rules  are: a) no more than 
12 people, b)  each session i s  no longer than 20 minutes, c )  start the  
session of f  with "ho17 might we. . . I f ,  d)  no negative comments or  judg- 
ments permitted, and e )  write everything do~m. A second session may be 
scheduled i f  su f f i c i en t  ideas were not produced. 

Judgment. This s t e p  is not done by the  group, but by the  one man  rho has 
t h e  respons ib i l i ty  for  the  successful completion of the  project .  On some 
occasions t h i s  might be two persons. Arery idea produced i n  the  creat ive 
s t e p  i s  c r i t i c a l l y  reviewed t o  see i f  any pa r t  of it might have some ap- 
p l ica t ion  t o  t h i s  problem. The nan doing t h e  judging w i l l  s e l ec t  one o r  
perhaps several  ideas for  fur ther  study by t h e  group o r  f o r  implementation. 
It may happen t h a t  a par t icular  idea has considerable merit except fo r  one 
serious reservation, and i n  t h i s  case another creative s t e p  might be em- 
ployed t o  eliminate the  reservation. 

Implementation. The problen has not been el ia inated u n t i l  t h e  solut ion has 
been put i n t o  e f fec t .  This u i l l  be done through our regular channels. 
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