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IMPROVING VALUE ENGINEERING --

THE THINKING SYSTEM OF CHAMPIONS
By L.D.Miles

If you were to visit my wife Eleanor and I, and I hope some
of you will,you'd find a hundred year old home with a'Larry
and Eleanor made! patio five meters from the waters edge.
Large trees tower over the house, excepting in front of the
sun living-room where you would be sitting,having tea,and
enjoying the view of the living water and the green shores of
a tributary of the beautiful Chesepeake Bay.

YOUR PRODUCTS ENRICH OUR LIVES

Your tea would be served in a tea set Made in Japan. You
would listen to background melodies from a fine radio Macde
in Japan. You would visually examine nature drammas on the
water and along the shore with binoculars Made in Japan.

Soon you would move to near the water's edge, on the patio,
where, since sleanor loves to cook for fine friends, you
would enjoy gourmet focon from dishes Made in Japan,It wouldf'nt
be long until your pictures in this beautiful setting, would
be taken on a camera Made in Japan., Then,alas, if you were
unlucky enough to stumble on a brick and tear your clothing,
you would wait for the repair in ny den with a real friend
of mine,to whom I have become greatly attatched - my type-
writer, on which I wrote my recent book, and this paper,Made
in Japan. Meanwhile Eleanor would menrd the clothing, on a
sewing machine Made in Japan. N

YOUR QUALIYY SETS AN EXAMPLE FOR ALL OF US

e are here today to honor a _reat people who have made the
words '"Made in Japan" mean to us "Good Quality". This has hap-
pened because in a thousand different places throughout Japan
a million separate actions on "how to do it" were decided in
favor of keeping quality. I honor those people who made those
decisions, I know it was‘'nt that simple. Thinking effective-
1y enough to keep quality, still meet competitive costs, is
a master task, Triple honor to those thousands thruought Japan
who said, "No,think it through better", "No,think it through
better', "No,think it through beiter'.

And more honor tc¢ those throughout J:cpan who have, as a
result learned to always think better and better and better,
To your very great credit, you nave chLanged the meaning com-
municated to the American people,and I'm sure to the rest of
the world as well, by the words "Made in Japan", They origin-
ally meant to us "Not made in America". Now they mean to us
"Good Quality". And to me, they mean,'"Good Quality", be=-
cause of "Good Thinking".



I was greatly honored by the people of Japan ten years
ago. Of all nations, you were first to understand the
improvement in thinking caused by the Value Analysis sys-
tem, and to translate my book, first edition, into your
language. By now, ten years later,six other nations have
followed the lead of Japan.

YOU TAUGHT ME A LB3SCH

You taught me a lesson. It has changed my teaching app-
roach. Ten years ago I believed that because tne hungry
man most wants food, and the cold,naked man most wants
c:othing, those people most struggling and distressed be-
cause of the lack of superior thinking would most want
improvements in the thinking system. Not sc! I learned that,
only the gourmet appreciates superior food. Only the winner
wants coaching,to become a champion.

I am honored today to be in the company of winners and
champicns, I have observed, from across the Pacific, some
of tue severe problems which, from time to tiue, rise and
confront you. I hnave observed also your enormous ability
to realistically resolve tunese situations into, their basic
facts, then to think, and act, and to solve them,

In my own country my pathway has been marked by exciting
experiences of great good to large numbers of people because
good thinkers - winners - decided to further improve their
thinking system - become champions.I'll tell you about a few.
I'11 include enough details so that the methods they used
will communicate.

SLID Tilh COMPAITY PRuSIDENT " I'M DESPARATE ¢

A few years ago a company president came to see me., It
was January, He said,"I'm desparate., I make and sell a group
of products essential in the electiic utility industry.
$4,000,00C per year. I have kept nigh quality,and 1/3% of
the availavle market., I have good cost reduction work, and
maintain net earrings around 11%. Suddenly, my competition
is tekiag orders for Jctober delivery,at 25% lower prices.
It's disaster! I lose my earnings or my share of the market.
whoet do I do? Can your system help?®

By the next day's end, we were in his plant and had a plan
wnich did, in fact, bring continued employment to all of his
yeople, save his earnings and save his market. He later
showed me a report to nis board of directors which told thenm
that he had met competition, lowered his selling prices 25%,
achieved tue lower costs by October,kept his volume at 1/3
of the market, znd raised his earnings from 11% to 12%, with
no reductions in quality.

How did he do it? By better thinking followed by proper action.



The better thinking was done by his own people,guided in
techniques of better thinking.

An environment for better thinking was created.' ) .

The product was functionally srouped,men were divided into
thinking groups,time for the thinking activity was set at
h-five day weeks. Training in the Value Analysis techniques
of better thinking was provided to all from to 10 in the
morning for the first two weeks.

These arrangements were accomplished Ddy: )

1.Freeing the engineering manager of other work for six
months,putting him in complete charge:- .

2.In a room 10 x 20 meters,set up four tables for thinsing
groups, and facilities for instruction.

%.Divide the product basically according to component function,
not component. Electro-magnetic functions were assigned to
one table.All controls were assigned to another. Enclosure
support anc protection functions to another,and all purca-
asing to another,

4,In each thinking group consisting of three, was. a re-
sponsible knowledgeable engineer as leader. Tue purchasing
head was leader of the purchasing table, The second member
was a specialist from within the company with expertise in
the type of functions being studied. Getting the third
member was not so0 simple,Time was of the essence.Masterful
thinking must start now, not, after the men had learned.

The president knew some other companies, not his competitors,
who had Value IEngineers, He '"borrowed" one trained and s .ill-
ed engineer for each table group, for 4 weeks,

Now, 1. with the environment right for superior thinking,
2, with tne product functionally divided, and all problems
stated in functional terms,
%, with men in each group skilled in better thinking, and with
all members progressively learning the approaches,
4, with knowledgeable people who have clear instructions in
charge of each group,
gcod potential improvemenis came fast. In fact, accomplish-
ments ran so high that the enthusiasm in the group was tre-
mendous.

The president,among other arrangements announced that;

i» When the 4 weeks study ended,tine four group leaders would
ve assigned for the next 8 weeks to lead and be responsible
for implementation of the results from the thinking at their
tables,

2. All shipments beginning in October would use the new app-
roaches,

2. New approaches were to be reduced to practice in the longer

- lead-time sub components first,

4. Purchasing will not order materials for any production items
which will be shi:ped in October or later, which have not
used the changes approved, without his own written approval
on each iten,



Thus ends the story, showing us two great truths:
1. the astounding effectiveness of thinking when a complete
system is properly used,
2. the large venefits to a competitive business,when, even
a little disciplined thinking is used,(Relatively few
people, for a relatively short time).
It shows"Jow a winner receives coaching and becomes a champiom".

Probably one re.son it is so profitable to improve thinking
patterns is that it is so resisted,and therefore,so seldom
accomplished, We resist changes to the mind just as we would
resist changes to an arm or 2 leg., If an arm could be made
two feet longer,we wouldnt want it. We dont like to change

., ourselves, \We are comfortable with ourselves the way we are.
LEAVE MY AR 48D MY MIND ALONEM

An interesting example of this saved a company $22,000./year.

It was a hignhly successful company in Europe.

‘The product was electric motors, 1 to 10 horsepower,

They were well designed and almost completely automated,

The president told his managers that good performance must

be provided for orogressively lower manufacturing cost,or

future markets could not be kept or won,

The motors were already so superior,and so much mcney was
already invested in tooling, that they told him it could'nt be done,
He called me,je schecduled twc weeks of study and training,

For their convenience,we schudled one week,recessed two weeks
then finished.

It was in Znglish. All knew some english., Some knew and spoke

it very well.

To provide best understanding to them,I requested that they

have all discussions in their native tongue,

Unknown to me,there was much negative from some of the technical
management attendees during the first week.

!

As we started the second week my advisor told me this.I arranged
‘for him to interpret every negative statement to me,so that my
help could specifiically fit the need.

Tne product manager, who was the highest ranking man, stood up
and talked fcor about five minutes, Then my advisor interrupted,
saying, Larry,he said that he and some of his associates don't
believe that this big 'thinking system' is needed,and to prove
it, during tihe two weeks recess,three of them studied the ter-
minal on the rmotor for a few hours,and, without any special
tuinking processes,made improvements,which are already approved,
The drawing: are being changed. $22.000 per year was saved".

1Wh?t is your interpretation of that example?

I glowed inwardly with pride that, for whatever reason, I
had caused theu to think, and that their thinking had been so
profitable. Afterwards,one told me that they did use part of
the thin.iing system, Of course, what I never could tell them ‘
was,''Congratulations,you have proved my point, you used a part
of the sysyem for a few hours and increased your companies
earnings more than $1000.per year per man-hour of thinking!.
That would embamass competent responsible people, and above all

else &hat.must not be allowed to happen.
embarrassment



%THE MAKING OF A -CHAMPION
4

Perhaps the greatest thrills came from seeina the almost
miraculous growth and development in men. Close to a thousand
have told me that it doubled their ability. One vouna man
came for three weeks of training. He was age 23. He worked
in Industrial =naineering in the factory. He had ro formal
educat ion beyond high school. He had taken the short courses
that were available in the factory in Industrial Fnaineering
sub jects.

He was one of a thinking team of three as he learred our
techniques. Occasionally I walked by theéir table. The results
they were qetting were astounding. Fe was the vounqest and least
experienced, but his thinking was clearly leadina the aroun.

Ve was excited by the pnrogress they could make. It was as thouah,
now, for the first time, he had winas and could flv,

I called his manager in the factory saving, "He has abillity
to nelp you much more than is nossible as ywou row use him, Glve
him twice the resvonsibility now, when he returns. If you don't,
you will lose him, and he's superior™. He sald, "Larry, I
apnreciate your call, I'1l do what I can, hut I can't advance .
him much. He has no technical deqree, and others whro do have,
want and expect the advancements',

What haprened? [ checked a year later, He had left the company,
was manager of Industrial Fnaoineering for a competina comnany.,
And what about 5 years later? The €hairman of his board of
directors called me, saving, "We have just made Jim our company
president",

I wrote Iim, congratulating him, and mostly in Jlest, asked,"Fow
much do you think learning Value Analysis increased vour competence"?
He answered, "500%" | It hac given him the winas that he needed,
now he could fly V' He was a winner, now he's a ctampion.

Before preparing this talk, as I pondered what subjects to
Include, Zleanor saw my onen mind and said, "Larry, you're
going to be talkinao to winners and champlions, what are vcu
coing to tell +them that will make more crampions’?

Riaht then I vowed that so-nehow, I would %ell of some of
the newer apnroaches, ard show how thev hlend into the nresent
ones. I couldn't do it all, so I chose those which hzlp to
7et Detter solutions to hard prohlems throunh better thinking.

- o AT
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(a)
THINKING $YSTEM INCLUDING SOME NEWER TECHNIGUES

So that 1 could be very specific, ! asked a professional
associate to ask specific questions of me, which I woulcd answer,
We did so, using a tape recorder. With a little editina for
clarity, the discussion follows.

WHAT IS DIFFERENT ABOUT THE NEWER TECHNICUES?

They fill needs Iin the present system, often get better
results. Also they fit the system to administrative, management,
service, process and software tyne of problems,

HOW LO THEY AUGMENT THR. PRESENT VA TECHNIQUE SYSTEM?

They get better answers to prohlems., They getmore Nisciplined
Thinking on the riaht problem and in less time. They "set" the
praoblems to »e solved, precisely=--and "tune" the minds working
on them to that precise task. They provide an effectlve thinking
systiem,

"THINKING SYSTEM" =-=WHAT DO YOUJ MEAN 3Y THAT?

A procedure that allows each one tou get better results by
the use of his own head.

[CESN' T EFFECTIVENESS IN T™HE "UST OF THR HEAD" TEPEND UPON THE
INTEZNSITY OF THE NEARDRY IR THE PRORLEY IS INTENESE, LESPSRATE
ANL IITEDIATE, DOESN'T IT AUTOMATICALLY CAUSFE MAXIMIM "UST OF

THE HIAD"?
ffaximum use, but not maximum effectiveness.

PEOPLE HAVE ALWAYS HAD PRORBLEMS SERIOUS TG THEM, IF THIS
FETS RETTER RUSTLTS, WHY DIDN'T IT DEVELOP NATHURALLY?

It has, Near the beainnina of mans history, he survived mainly
oy the use of brawn. As centuries passed, tris chanaced. It
depended on thz combination of brain with brawn, Today, this
trend towarc dependence more upon the contribution of the brain
continues, 4t an accelerated rate., This system for securing
better results per brain-hour is a normal and timely developement.

WHAT!'S NEW?

For one thing "Mind-tuning".

(a) Some material is from "Techniques of Value Analysis and
“noineering, 2nd Edition', 1972, !tiles, McGraw-Hill Book Co,
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WHAT DO YOU MEAN BY "MIND-TUNING"?

Before any mental time and effort are used on a problem--
a period of self-questioning is necessary. "Exactlx what am 1
trying to do"? As in tuning a radio, this ends fuzziness, makes
the task crisp, precisely defined, In harmony with my wishes,
states it in my words, lays out exactly my area for effective
mental work. When more than one work on a problem in addition,
it gets all minds to work on exactly the same problem, so that
the outputs of all minds fit together in a useful patterrn like
a jlg-saw puzzle. Wkthout "Mind-tunine", for all of a aroup, the
results of their mental work mis-match somewhat, as would parts
brouaht by each from a slichtly different iig-saw puzzle.

VIOULD YOU SAY THAT THIS MIGHT ABRD 10% TO THE EFFECTIVENESS?

I've seen it add entire new problem solutions, change the
whole direction of mental work, add 100% to effectiveness. 1I'l11
give an example later that will show what I mean,

IT DOESN'T SEfM TO ME THAT MEN WHO HAVE 83EEN SUCCTSSFUL IN
THINKING WORK ALL OF "HEIR LIVES NEED TO BE TAUGHT HOW TO THINK.

The qgame of the man who has played golf all of tis life
benefits by more teaching. Thinking, like golf, is goal~-oriented.
It's important to achieve results. Results from any mind are
increzased 3s each kind of thinking is done completely--and, in
its proper sequence.

WHAT "KINDS"™ OF THINKING DO YOI MEAN?

The first of four separate kinds is (1) "Information thinking,
or, information searching, information developing, or gqrowing".
The quality of total thinking can never exceed the quality
and comnleteness of information.

WHAT'S NEW AROUT THAT? THINKRING PFOPLE HAVE ALWAYS GOTTREN THE
FACTS ABCUT A SITUATION 3FFORT STARTING THREIR SOTITION®ORIENTED
THINKING.

it's a matter of dearee and of total separation. Peonle also
have always "thought'". We're talkirg about achievina much better
results from "thought", maybe 109 more, maybe 100Z more. Since
the ceiling on results from all subsequent thinkina Is placed
by the quality of the information, "try harder", stick to information
searching lonoer, dio deeper, creatively develop more facts, and
better assumptions,

ASSUMPTIONS?  TON'T WE DEVELOP INTORMATION TO SLIMINATE ASSIFPTIONS?

Yes, or, rather, to mirimize assumptions. There will always
femaln some assumptions. RBut, sharply separate assumntions



from facts. We call it "improving" the assumptions., Better
information development ldentifies some assumptions as false and
ends them. It identifies some as truth, and changes them to
facts. In this type of thinking, after identifying and improving
the assumptions, think intensely along the following lines: What
new assumptions (which are probably true) would allow later
thinking to be faster propelled toward superior solutions? Make
such new assumptions, then constantly thereafter be alert to

"improve" them with more facts.
JUST WHAT DO YOU INCLUDE IM "INFORMATION"?

Knowledge about everything related or possibly related to
the sftuation which exists or may exist.

ALL OF THIS, AN WE FAVEN'T YRT GIVEN ONE THOUGHT TO THE
PROBLEMS SCLUTION?

Right! WNow we'll change to a second kind of thinking---
(2) "Analysis" thinking, see what kind of a problem we have,
declde what solution we want to achieve and "Set the Problem",
in practical, solvable terms. We're not tryina to look qood
on the playing field, we're going to make a good final score.

HOW [O WE START THIS "ANALYSIS KINT OF THINKING, BSEFORE WE
EVEN HAVE DIFFERENT POSSIBL%T SOLUTIONS TO ~ONSIDER?

Now extensive essential "function" thinking is develoned., What
does the customer or user really need and/or want, precisely?
Functions are separated for single study, then are arouped as
needed for best solution., Single functions, and often grouped
functions are evaluated.

EVALUATED? WHAT DO YOU MEAN BY THAT?

Based upon the Information &t hand, the prcbable avenues
for improvement, comparisons to the cost of producing similar
functions, and the e xtent of the real need, a fiqure of anpropriate
cost Is assigned to each function, and/or to each group of
functions. This is the cost which it makes sense to believe that
the function or functions will be secured for after a reasonable
amount of Disciplined Thinking,

BUT YOU STILL HAVIN'T"SET .THE PROBLEM"?

After we develop a few more answers we will. What are the
meanings? What are the total prohlems? The individual prohlems?
The reasonable goals and plans? What are the key problems to be
solved first? What solutions seem reasonable? What end result
Is reasonable? What steps--first, second, third, are indicated?
What additional information is required? What unlisted assumptions
are being made? Are the assumptions now ralid? What solutions
does it make sense to search for? Approximately what savings
or benefits might each of the hest approaches bring? Exactly what
Parts of the problem or overall problems should we seek out better
solutions for first? What specific needs, when well met by better
solutions, would "unlock" very beneficial solutions for the project?
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Now the problem .can be established or "Set".

WHAT'S THE DIFFERENCE BETWEEN THE PROBLEM WE HAU AT FIRST AND
THE PROBLEM ‘WE HAVE "SET" NOW?

Let's take an example. As competition increasad it became
necessary to think more effectively in domestic refrigerator
design. The original problem was: "4e need a cold control relay,
sti11 with high quality, but for much less than Its nresent
$9.00 cost". As a problem is set it is put into function terms
ready for the Creativity type of thinking which will follow
immediately. Also, the functions are divided, or arouped so that
each unit becomes a "thinking package". Now the problem is stated:

How micht we sense temperature for & o860
How might we actuate contacts for .50
How might we interrupt current for .50
How might we provide adjustment for 1.0Q
Yow might we mount and protect for 2.00
How might we nlease the custenmer (aesthetics) .10
TOt@lmm-mmmmo s m e e e e m oo F5.00

Now, von see, the oriainal problem has hecome a series of very
specific nroblems, all {n functlonal lanauace, each solvable in
its own parameters, whth a total that meets the reeds of the
business, $5.00 cost Instead of the ;8.C0,

WE, PfD ONT FROBLTN BRFOER, NOW WE HAYT SIW PROBLENS, IS THAT
TROGRESS?

Yes.
SO NOW WE CHANGR CUJR TUIINKING TC THE THIED TYPE (3) "CREATIVE"?

Yes. All judgement thinking is temporarlly withheld. The mlinds
must be sparked to "roll frse", makina assoclations they never
have made before. No person must be present who is not sufficiently
¢isciplined tc withold judaement thinking. This creative thinking
can be, and must be effectively done to provide suitable directions
for the next type of thinking.

CREATTVE THINKING, PER SE, HAS BEEN ARCUND A LONG TIMR, HASMIT [T?

No. About the same as Value Analysis. The late Alex Osbhorn
got it well started. Others have added since. Anyhow it can be
well learned from existing publications and courses, and must be
mastered by anyone who hopes to compete In problem solvina in
a competitive fields It 1s a vital, indespensable step in effective
Discivlined Thinking. Einstein said, "When there is a problem to
be solved, Creativity Is more important than Logic".

WHAT IS THE "END PRODUCT" OF THIS CREATIVE TYINKING ON A PROBLEM?

A long list of approaches, which fit th " "
hes, e specific "How Might We' ---
:;ate@ents of the problem, Properly completed, these stretch
¢ mind, and the imagination still further. In this listing

should be found some approa : )
the pronleg: pproaches which will meet the needs of
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THAT'S THREE KINDS COF THINKING, “WHAT'S THE FOURTH?

(4) "Judgement" type thinking, as oonosite from creative as
north is from south, Now the task is to sort out one or more
approaches to the problem solution, from this 1llst.

NOW vOU GO THRDUGH THE LIST SCRATCHING OUT THE ITEAS THAT ARE
VLICTLOUS OR WORTHLESS?

Absolutely not. Ap approach may, at first blush, anpear
ridiculous. But it may not be at all. It may be that the way
we, at the moment, are thinking of usinag that approach, i3 what
is ridicalons. ieal Judgement thinking--which is szlecting,
minimizing c¢isadvantages, and naximizing advantages, will crange
that approach to a winner. The real essence of Judgement thinkina,
is (1) seleufinn an approacl wrich would (when improved and
developed and P)tnnded) neet or exceed the preqent need, (2)
Minimizing tha disadvantages of that approach, and (3) Maximizing
the advantages of it

CAN YOV TIE ALL OF TVI3 "DISCIPLIVID THINYING" TOGRETHTR IN A
FALLLY SIMPLT RXAMFLE?

I bolieve so., I'11 cut ¢ hours work to 3 minutes, only
hittina the *igh spots.

""he rlant 2ngineer of a czmert plant recelived instruction
from comprany headguiarters to »at a dust collector on top of
a group of & silos. He, with two associates, start=d the deslion,
rreparing to secure bhids, huy it and have it installed. Preliminary
ficures showed that it would cost about »40,000.,G0",

“ngineering management at that moment, by accident, anpeared on
the scene and said, "We hav: a consultant here for today who
belicvas his Disciplinzd Thinking System might help our Ooeration,
let's select any one of your oroblems and see how it works"

Thev selected the above proaram.

IN THIS CAST THEIR MINL3S WRRE NO LCURT ALREADY TINED TO THE
SAME PROBLEM?

Yes, but the wrong problem. But first note how much time
was used in each tvpe of thinking.

Mind setting 45 mins.
Information thinking and

Assumptions 1noroveneﬂt 2 hrs,
Analvsis thlnl(ll g 30 mins.
Cr eatlve thinking ' 30 mins.
Judgement thinking 15 mins.

WHAT LID THEY "THINY THEY WERE TRYING T [O" 7

d“C0n0n1cq11y and efficiently design and buy a dust collector
ind have it installed". Thelir instructions were «lear. It took



~ile~

45 minutes of hard "leading” to allow them to clear their
minds and re=tune.

WHAT FINALLY, "WERE THEY TRYING TO DO"?

"pssist in operating a profitable competitive husiness”.
Then specifically, "to minimize or end dust".

TEEN THEY PROCEEDED TO INFORMATION LEVELOPMENT AND ASSIMPTIONS
IMPROVTMENT?

vss. In the two hours of (1) "Information" thinking, much
information was brought to the surface. A few items which
were quite pertinent are:

There was not always dust

There was dust when a silo ran over

There was dust when the very bottom cement was being
taken from the silo

Cement flow is caused by 30 1lb, air infusion at silo base

There was dust when the 15C lb, air pressure line was used
instead of the 30 1b., to cause cement to flow ‘

The 150 1b. line was often used when the 30lb. line was not
functioning

Between the compressor and the silos was a low place where the
301b. line wentunder the road., Too frequently water, rust and
other contamination collected there, clogaing it

Dust drops out of a stream of air whenever the cross section
of the duct is increased (therefore velocity decreases)

Scme of the silos were always partly empty

“hile the exact formulation of the cement In various silos
often differed, differences were so slicht that dust from
any one would not contaminate any other

It costs 31,000, per year to clean up around the silos

Another »1,000. per yezar of cement is wasted.

Probably 10 times this much informaticn was developed. However,
these listed here are useful information "bits". :

IT SERNS TO ME THAT SOMS OF THE SOLUTIONS ARE OBVICUS NOW,
WITHOUT GOING INTO MORE DISCIPLINED THINKING?

Partly true, but we don't want a part solution, we want a full
solu?ion. Always thorouch work in Mind Tuning is essential, else
we might be working on the wrong problem, or differing problems.
Often thorough work in Information Thinking so illuminates the
problem that good work in the remaininag thinking steps, proceeds
very fast, and very effectively.

PROCEED WITH THE (2) "ANALYSIS" THINKING.

Y Not we decide: What are the meanings? What solution do we
ant? What specific problems shall we solve?

We want a good business solution if possible, then will go
beyond if desirable t o meet ecolomicalpneeds.J’ ’



pPossible saving is $2,000. per year ‘ o o
Companyv practice is to liquidate expenditures in 2 yrs
This means maximum expenditure of $4,000.
Basic problem then is "End this dust with %4,000. exnenditure"
The various causes for the dust were discussed, providing
direction for further thinking
For the Creative Thinking to. follow the prohlem wqas set:
"How might we reduce dust"?

WHY NOT BE COMPLETE ABOUT IT AND USE MHOW MIGHT W& END DUST"?

Ending dust requires judnement. Now we want creativitv, Minds
will roll much freer on the subject of "reducina" than of "endina”.
Then later judgement can put together a package that ends it
(3) Creative thinking followed. A few of the most pertinent of
tte dozens of approaches listed, are notedhere:

Stop running over the silos

Move the 150 lb. line so it will not reach the silos
Clean out the 30 lb,., line

Reroute the 30 lb. line overhead, so it won't ston up.

IT SEEMS TO ME THERE ARE SOME VERY GOOD SUGGESTIONS HERE.

wait §| You are already judging. Do a thorouah job of creating
before you start iadging, or you miss some very qgood solutions.
Now to finish creativity:

Vent the emptying silo through the top of a part emntyv one
YVent the silc being filled through the top of a part empty one
Now we are ready for judqgement thinking.

NOW LET ME ©O THE €4) "JUDGEMENT" THINKING FOR YOI, MWL SFE HOW
IT MATCHES THE WORKX OF THE ENGINEERS.

Alright, but first lets review, Judgement thinkinag is
selecting tﬁe best approaches, then minimizing their disadvantaces,
keeping at it until the needs of the problem are fully satisfied.

MOVE THE 30 LR. LINE OVERHRAD. MOVE THF 150 LB, LINS AWAY, PUT
A DUCT SYSTZM OVER THE $ILOS. o -

. Good, now no?e how eager you were to judge. Evearyone wants to
gﬁgg;. ISome will stirt judaing during (1) "Information" Thinking,
and galn during(2) "Analysis™, and again during (3) "Creativity".
ecome a disciplined thinker, and develon the really aocod
problem solutions requires real mental discipline and mind training.

30N?¥ I?ES finish the (4) "Judgement" Thinking. To re-route the
o 006 ?Z gv?rhead, anq to move the 150 1b. line would cost ahout
. éust‘coll uild a ducting above the silos in such manner that if
e ahm“npect_\or were later installed, it would fit right on, would
r $2,000, The dust is now substantially, if not completely



{minated and the cost is $4,000., which is only twice the annual
gés: saving. In conclusion, the expenditure will now be $4,000.,
instead of the planned $40,000. The thinking task was well done.

YOU' VE MADE A CASE FOR DISCIPLINED THINKING ALRIGHT, NOW HOW DO
YOU PROPOSE TO GET IT LEARNFL AND USED?

Four wayse. - ' .
1. By consultants helping management and administrators

produce more services or product per dollar.

2. By Universities teaching to advanced students and
special groups.

3, By seminars taught to professional, administratlive and
management people by consulting firms and liniversities.

4, By activities of S. J. V. E.

CONCLUSION

I know you have each come to this conference for improve-
ment, I know you have learned good knowledge and good methods
from your SJVE sessions, I know that each of you is a winner,
or you would not be here,

T know also that when you persist in using this thinking
system on one of your most difficult problems, you will be sur-
prised by what is accomplished,

May I suggest that each of you consciously set goals for
yourselves as follows:

"I will begin at once getting 10% more good results from
my thinking".

"I will progressively increase my skill in thinking, so that
a year from now, I will be producing 25% more good results'",

You will often, then, feel the great satisfaction that
comes to a champion,

END



