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EAST~N IODDAK C0~[~ANY, ITS ORGANIZATICN, ITS 
PRODUCTS AND ~ETHODS° 

Every thoughtful ~v~l~an, espec~ally ~f engaged, as I was, 
on the production of Army supplxes durxng the late %Var~ 
real~zes the absolute need Zf a ~;ell a~gan±zsd, ~ntellxgent 
and carefully planned coordination bet~een the Nat~on ~ s ~ndus- 
tr~es and the %;at Department, particularly ~ts Procurement 
DlVlSlOll, 

The Army Industrlal College seems to me an except~onally 
~ell thought-out and eff~clent ~eans of accomplishing th~s 
purpose ~n the event of ancthe~ national emergency° I ~m, 
therefore, very glaa xnaeed to do ~vhat lxttle I ma~ toward 
the@ end by telling you so~etn~ng about our Company, ~ts 

prodacts, methods and possible wsr-t~me problems and re- 
qu ~rement s 

I am gol-ng to show you. 

I° A general pl~ture of the Company and ~ts products, 
II. Ho~¢ the Company is organ3zed and how its var!ous 

functions are ~pervlsed, 
III. Ho~ the Company's products are sold and dlstrl- 

buted th~ot~ghou~ the world, 
IV, How tY~ probable demand ~or vsr~ous regtllar pro- 

ducts is forecast ~d hc~; planned ard controlled 
through the vsr~_ous m%uufactur~ng processes, 

V. How ra~. and other mater lais are l~rocured and 
some of our war t1~e prob±em~, 

VI° Our methoas of secar~ng and training personnel 
and the problem of the loss of ~n in "key" 
posltlo~ through the draft. 

VII° Something abo~t our genera~ power consumptlon 
and bo~ fael requirements yore reduced during 
our last e~e~genc~o 
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~. GENERAL ~ZC~E 

As you know. our Company does a world-wldebusl- 

heSS w~th factories, sales branches ~nd stockhou ses 
scattered throughout the a~rld. Its prlnc~pal offices 
and m~n plants ~re located ~n Rochester, No Y., and 

from there. ~n general, ~ll activities of the Company 
are supervised and controllea, 

Rougr~ly, our properties and ~ct~vzt&es may be 

dzvlded into four groups ~ith cm~non characterlstlcs 
as to organzzatzon and functzons. These are- 

i, Our American Grcupo 

Including our head offices and Amerlcan 
plants, sales branches and stockhouses and a 
forelgn sales ~D1vlsion controll~hg South 
A~erlcan, ~exlcan and Chinese ~tockhouses and 
~ealers. 

2. Our Canadian Group. 

Comprls~g our o~flces and ~lant in Toronto, 
Ontarlo, ~ th its branches and stookhouses, 

3. Our Eodak ~im~ted Group. 

Having its head offices ~n London and fac- 
tory at Harr~. a plant at Vacz, Hungary and w~th 
Its Continental an~ provlnclal sales b2anch 
branches and stockhouses~ 

4, Cur Koda~ Australasia Group, 

With head offices at Sidney and factory at 
Melbourne, Australia and ~th its sales branches 
and stockhouses in Australla, New Zealand and 
Tasmanla. 

For a llttle more detailed plcture, I will glve 
you a further descrlptlon of these groups. 

I. American Group, 

In Rochester. N. Y., we have our "State 
Street" group of bulldlngs, as we call it, 
These conslst of our Naln Offlce Bulldlug, Maln 
Stock, and Rochester Sales Branch and Shlpplng 
Building, and our so called, "C~mera Works". 

T h i s  g r o u p  h a s  a t o t a l  f l o o r  a r e a  o f  a l i t t l e  
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less than 900,000 square feet, w~th a tetal of 
about 4,000 employe~, i,~00 of whom are in the 
offices. It ~s located on the s~te of the Orxgl- 
i~ "home of the }[odak", to v~ch our s~xteen-story 
~ff~oe build~ng ~s a sort of recruitment, 

The Neon Offxce Buildxng ~ncludes the execu- 
tive off~ces~ Sales & Advert~slng, Legal, Account- 
ing, #a~ s~milar ~epartments. 

~Tl~e Camera W6rks makes, with few exceptions, 
our ~ complete llne of kodaks and cameras and most 
of the accessorxes wh~.ch go with them, rarglng 
from the inexpenszve Brownie to the nm~ Cl~ne Ko- 
dak~ z~e~, the s~z~l amateur motion picture camera, 
and the Kodoscope w~.~ch is the motion pxc%~re 

pro~ector° 

There are three other plants 1i% Rochester: 

(a} The Folmer-Century Plm t, employlng 150 

people, 

This p~ant man,lectures the Airplane, 
Graflex, Eastman Vle~z, and Clrkut caFerss, 
~ogether ~ith such spe~!alltles as, the 
Finger-prlnt camera. They also make our 
oz~pplete llne of professional, st~dlo and 
other accessorxeso In all6 there are from 
400 to 500 different artlcles r~an%factured. 

The Hawk.-E~e Pl~t, employlng about 350 

people, 

Thls plant occupmes about 100,000 square 
feet of floor ~spaoe~ it ~s devoted almost 
exclusively to tLe manufacture of the high- 
grade ~enses ~8quired for our ovm ~se~ Vfhen, 
durlng th~ U~r, the Air Service wanted a m~per 
len~ for aerial ohotograpny, this org~nizatlon 
foun@ little dAf~culty in meeting the re- 
qtlreme~ts and prodt~ced a 20" focal length 
lense tl~t takes a clear p~c%ure from th~ee 
m~les above the ground. 

(C] l{odak Park %~orks, o~Dloylng bet~en 6,000 
an~ 7,000 people. 

This is our largest and most ~npo~tant 
plant~ It c~vers about 270 ac~es ~/ith In& 
bulldlngs, regpesentlng a total floor area 
of over 88 acres. 



Its products are photographic film, 
incluOIng roll fl ira, Film Packs, Commercial, 
Port~zt, X-ray, snd moving p~oture fi2ml 
pho~ographz~ papers, of which there ~e approx- 
imately 150 k~nds~ dry plates, photographic 
chemicals; Kodolac paint and varnishes, ar- 
tificlal leather; and sundries of various 
kinds and descriptions too numerous to mention, 

This plant manufactures much of its own 

raw materials~ such as paper for photographic 
purposes, gelatine, nitric, sulphuric, p~ro- 

gallic, and other acids, silver nitrate crys- 
tals, papw2 andwooden boxes, metal cans, and 
sLmilar accessories, 

Then~ outside of Rochester, we have at 
Kingsport, Tenn,, The Tennessee-Eastman Corpo- 
ration which manufactures the products of wood 
distill~tion~ such as~ wood alcolhl, aceton$, 
and like chemicals, 

In Pasaalc, N. J., we have the E~stman 
Chemical Corporation mazlufacturing a llne of 
chemicals special to ou~ business. 

In 0hzcago, we have the Tapprell-Loomls 
Company making a hne of photographic sup- 
plies, such as photographic albums, picture 
mounts, etc, 

2. Canadian GrQU~po 

In our second, or Canadian, Group, we have 
Canadian Kodak Company, Lzmlted, located in To- 
ronto, This pl~nt covers~twenty@flve acresp It 
is located on the main l~ne of the Canad~an- 
Pacific R. Ro and consists os slx ma~n concrets 
buildlngs, with a total floor space of 10-i/2 
acres. Thls plant employs tetnJeen ",,200 and 

1,500 people. 

In a ~ay, this plant Is a combination of our 
Kodak Park and Camera Works, slues we assemble 
there cameras and manufacture photographic sup- 
plies~ The plant has ~ts o~ executive ~nd 
sales forces. 

3. ~gilsh Group- Kodak L~mi~e.d. 

In th~s group the ma~n plant is located at 
Harrow, twelve or fifteen miles outside of London. 
This plant covers 28 acres, 12 acres of building 
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~loor space arid employs 937 people~ It manufactures 

pho~egraphsc pl~te~, paper and ~im. 

The KLng~y 0fracas employ approximately 650 
~p,ople, The executzve aad saiB~ head of th~s group 
~s located he~e~ 7~lto~ether, about 3~300 people 
are e~ploye¢l ~n t~s group, I~800 of ~hom are ~n the 
foreign or p~ov~nc~a! offices. In Par~s alone, there 
are ~C0 employes~ ~n Bombay, !99~ at@ 195 ~n Madr~d~ 

At Vacz, ~n Hungary, we ]~ve a photographic 
paper plant employing 150 people, handled and con- 

trolled from K~ngsway~ 

Kods~k A ust~af\~ G~ouD, 

In Aug~rai~a, there is the l~oda~ Australasla 
L~m~ted Com~anyo Th~s ~s operated as an independent 
organization, tu~ we own 51% of the stock~ The fac- 
tory ~s ~t llelbo~rne w~ch executive and sales of- 
f~ce~ at S~dney and other s~!es branches ~t Ade- 
la~d@ and other Aust_~al~an and New ~ealan& po~nts~ 

Altogeth~r, there are employed a llttle less 
than I~000 !n thls group~ The factory ~akes photo- 
graphic paper, co~ts fl1~n base, and flnlshes up 
and handleg camerss ~ece~ved from" Oanada through 
Eng land, 

In addlt15n, the Company has sales branches 
in New York~ Chloa@o and Sau F~auc1~co~ an~ ~venty- 
f~ve stocknouses ~n thxs cou_~.t~y and other sales 
branches and retail stores throughout the world, 
sor2e 

33 i n  E u r o p e  
6 in ~ rlca 
7 I ~  A s i a  
9 ~n Austral~a 
3 in South ~merlca 

i in M6x~co 

These will be mentioned in connectlon wlth our third 

heading cover~1~g the d~str~bution of product. 

In all, thB Company has a total of 169~ 
emp!oyes throughout the worTd, 
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II. ORGb~NIZ&WION~ . 

In general, ~t has been Wr~ ~stm~'s pol~c~ to 
avoid over centrall~at~ono The ~dea has been to super- 
v~se nmaagers, rat he~ i~.he~ to attempt to manage through 
centralization fre~ afa~. l~anagers are Therefore allowed 
a wlde range of latltude as to ways and means of accom- 
phsh~ng thelr ob~ectlv~s, the entire test belng how well 

these obDect~ves are at~a~ned~ Our orgsn~zat~on ~s 
therefore bullt up chlefly on a function'al basls. 

At the head, ~sNr. Eastman, who is the Chalrman 
of the Board of Directors. To h~m reports the Asslstant 
to the Chalrman who Is in clmr~e of office management 

and stat istlcs. 

Next, we have the Pres~ent, ~ ~. G. Stuber, who 
in addltlon to h~s other dutles, Is dlreotl~ responslble 
for the malntenance of our st~dard of excellence of 
photographic quallt~- throughout all of our plants, both 

here ~n~ abroad~ 

Next, comes Nr~ Frank W, LoveDoy, V~ce ]~res~dent 
an~ General Nauager, D~rectly under l~r. Love~oy ceme 
the managers of our various groups an~ plants, These 
managers, m the case of Kodak L~m~ted, Caua~au 
Kodak Company, L~mkted, and Kodak Austral&s~a, are re@ 
spons~ble not only for manufacturing, but also for the 
sales and 8astr~but~on of preduct, subject to general 

policy control. 

Next, we have a vlce~pr~s~ent who ~s alee the 
Company's secretary ~n charge of the Legal Department~ 

Then we have a v~ce-pres~dent ~n charge of Sales 
pol~c~es ~ncludmg foreign and ~mest~c advertising. 

To the V~ce-Pres~ent and General ~nager report 
the Company's treasurer, the managers of our domest~ 
plants, aud also the heads of such departments as our 
Research Laboratory, our Delmrtment of Industrial Re- 
latlons, th@ Patent Department, and Product~o~ Plan- 

ning Departments. 

Under 1~he supervision of the V~ce-Pres~6Lmat ~n 
charge of Sales Pol~c~es, comes the Geaeral Sales 
~[anager ~n charge of domestic sales, the manager of 
C~ne or Novxng Pxcture S~l~S~ Nanager of X-ray 
Sales, the blanager of Ohemxcal Sales, the li%nager of 
Export Sales, Government and Aero Sales, the Adver- 
txs~ng Department, and the IJauager of our Sefvxce 
I~partment. Under th~s d~vls~on also comes super- 
vxs~on over the design of ~Ii the Company's labels 
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and conta~ners~ Th~s department also ~ncludes the mana- 
ger of Stockhou~es and superw.szon oPer the Company's 
reta~l stores~ 

As an ~llustrat~on of our plant organization, we 
wxll cons~aer t/~t of our .Kodak Park Works, Here~ we 
have a V~ork s~ ~amg~ w~ th two Assistant ~anagers~ one 
w~th supervision ove~ pz~oduct~on and the other respon- 
sible for engineering an@ ma~ntenance~ ~ncludL~ng the 
generat~o~ of loo~er and l~ke act~v~t~e~o 

The Production D~wsxon ~s d~v~ded up ~nto depart- 

memts w~th department superintendents ~n charge of each 
and w~th three general superintendents between the de- 
partment super~nterdents and ~he assistant managers, 
each hawng supervision over a group of departments, 

The Engineering & ~laxntenance Department ~s d~rect- 

ly under the supervision of a department superintendent, 

From the prev~oas enumeratxon of the products manu- 

factured at our Kodak Park %/orks, it w~ll be noted that 
~n, a way th~s plant ~s l~ke an aggregation of factories, 
each w~th ~ts own produc~s or hnes of products, each 

under ~ts own department superintendent, each t~ed xn 
w~th a central organ_~s~on~ and each dependent for 

engineering and ma~÷enance servxce upon a centralized 
eng~neer~r~ department, 

In our ~ndnstry~ th~s engineering and ~ntenamce 

department function ~s Very ~m~orbant, Nanufacturxng 
processes are a~mos~ constantly ~n the process of evo- 
lution and development w~th changes and xmprov~ments 
constantly under way, 

Roughly, we have from f~ fteen to twenty trades 

representea In th~_s dep~mtment wlth a total of i~i00 
to I~200 men e~ployed~ The act~tles include the de- 
Sl~iq 8/~d OOnS15~i/C~lOlq Of zew b~dlldlngS~ automatic ma- 
chinery sad equipment for carrying ou~ the various 

chem~cs ~_ processe~, ~pe~s!on o~er the ~enerat~on of 
power and the n~%~tena~ce o ~ the entire p~ant, 

Ill, SALE AND ~n_I_ST__RIBUT!ON OF PRODLDT~. 

In the United States, our products ~re [hstr~buted 

from our four Sales Branches~ These are located ~n 
Roohester, New Yo~l< C~ty~ Ch~/o~ and San Franc~sco~ 
To them, we shlp our p~inclpal products in carload lots 

from our Branch ~h~pp~ng Department located at Kodak 
Park~ These Sa~es B~anohes are responsible for the 

dlstrlbut~on in thelr respective terr~torles. 
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We also have about twenty-s~x stockhouses scattered 
throughout the country. The stockhouses supply profession- 
al photographers principally and such small dealers ~s are 
not large enough to do bus~ness d~rectly w~th the Branch 
houses. The Branche~ reship to the stockhouses w~th~n 
their respective terr~tor~es~ The stockhouses very ofte:~ 
have the ~r own salesmen and carry the accounts of their 
sn~ll dealers, ~n whnch case they assume respons~b~l~ty 
for the account. Of the regular dealsrs suppl~ed by the 
Branches, there ~re about 16,000~ Fo~ them, credit ~s 
passed upon by the central Credit Department at Rochester, 
Goods are ~llled from bne Branch houses~ but the account 
~s kept at Rochester through d~plloate ~n~o~oes~ 

The Export S~les Department in Rochester handles 
sales through our Sales Branch ~n South Amer~oa~ Nex~co, 
Oh~na, and Japan. 

Canadlan Kodak Oompany~ L~m~ted~ handles ~ts own 
sales and sh~ps ~ts own products throughout the Dominion 
and to Britislk Possesslo~s. 

Continental European, African, and Asiatic Sales 
Branches are controlled by Kodak LLm~ted from Kingsway, 
London, and ~ustra~an and New Zea~s~d bus~ness is 
s~m~la~ly controlled by Koda~ Australas~ L~m~ted~ 

The general scheme of haud~ng ~nufactured product 
~s to manufacture xn ia~o~e qu~ntxt~es ~n those places 
where through spec~aS~zatxoz~ such manufacturing ~s the 
cheapest. Where labo~ rates or other conditions n~ke ~t 
advisable, raw or partly processed p~rts are suppl~ed 
from another plant and are then f~n~shed and ~ompletely 
assemb led locally. 

Thus, for example, our C~nadlan plant is suppl~ed 
from Rochester wlth such smaAl camera pa~ts 2s can~ 
most econom~cally ma~s~tu~e~ the_e~ These parts go ~nto 
the completed came~as ~nd then ~eme of the cameras ~n turn 
are supplle~ to Ko~z L~m~oed ~n London~ specially for the 
Br~t~sh Isles, because of Canada's preferentlal tarzff~ 

Also film Base ready for the varlous photographlc 
sens!tlzlng emulslons ~s furnished from Rochester for 
Canadlan Kodak L1mlted, Koda~ L1mlted~ England, and Kodak 
Australas~a~ wh~re It ~s ~wut through the n~merous f~nlsh- 
ing operations and manufacturln~ processes whlch go to 
make the fln~shed proaact6 Thls method is ~dvlsable 
because of the very extensive and expensive equlpment re- 
qulred for the manufacture of th~s mater~al and by thls 
method the need of grea~tly ~ncre~sed capltal expendltures 
through dupl~cation of thls equll~nent Is avo~ded~ 
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IV. PL~I~ING AND CONTROL. 

The problem of accurately anticipating the prob- 
at~le demand for a product as ~ar~ed and wldespread 
as o~rs ~ ext~ene~y comphcated. 2h~s ~s so, not 
only beaause of ou~ werid-w~de d%str~but%on and such 

political ~nfluendes as th~s ~nvolves~ but also be- 
cause of the vexy nature o9 the product. 

Pho~og~apn~c paper and f~im are not entirely 
st~]~le~ They de2er~o~ate w~th ag~ and the product 
therefore must be dated and prov~slon maae that ~t ~s 
used up before the exparatlen of the time as denoted 
by thi~ dating. 

The ~e~mnd fluctuabes not onl~ within wide limits 
for the d~fferent monfhs throughout fhe yea~, but thls 
denmnd also 7aries w~ dely depending upon w~ther or 
not we have an early spr~ng~ good vacation weather, 
good and prosperous t~mes, etc, in some l~nes, photo- 
graphic paper, i o~ example, there is a heavy demand 
Dust B~fore ~he Christmas season. Th~s also ai~Pl~es 
to ~ome extent to the amateur cameras which are pur- 
chased as Chr~st~s &~f-~s. 

The general ~e~hod of anticipating the demand for 
ou~ regular p~oduct ~s to forecast the future by past 
~xper~ence end the corre]at~ons between o~r sales and 
general bus~nes~ ~/~'~ators such as bank doposlts and 
labor employment to es~aL~sh l)roba1~le trends based 
upon th~s expe~zeu(~e~ Be£o~e we can properly plan our i 
production and control ~t to the estabLshed sche~k~les, 
we must therefe-~e have ample records and necessa~& data. 
Th~s data ~s colloc~ed, collated aud su~pl~ed to our 
various aepartmentt by a central statistical department, 
with an auxiliary static, i~ai department loc~ted a~ ~he 
Kodak Pa~k p~aut ~. order that ~b ~ay be ~n direct 
touch w~th ~h~s plant ~ s particular proh~ems~ 

The ~rk of the Stat~stlcal Department is a staff 
ser~oe to the other oepsrt~ents~ Among it~ actlvltles, 
~t furnishes data co the ru~chas~ng Depa~ ~ment on the 
l~dex numoer of pr~ce~ market conditions, cr~nas~ 
fo.~ecasts for general commod~_t~es~ for raw naterlals 
purclmsed, and for construction materlals, glv~ng an 
addlt~on information regardlng seasonal var~atlon ~n 
prlces, Tegardi~g ~ources of supply and marke~s, total 
consumptions and ~nventor~es. 

It Supp!~es Information to the P!annlng Department 
covering seasonal varlatlon ~n sales of pr~nclpal 
products~ long t~me trends !n sales of prlnc~pal prod- 
ucts,forecasts and barometers against whlch correla@ 
tlons have b~eu estsbl~sned as ~nd!catlng probable sales 
for ce~taln'prod~CtSo Ameng these, have been bank 
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...EA S~%'~/~. ,ODAK C01,~ANY. 

STATI STICAL DEPART~EI~T. 

2O-RQ~SINg. 
General O ommod~ tee s 
Index Number of Prxces 
~[ar ket C end ~tlons-Trends 
Forecast s 

E.K.Co~ Raw ~ater~als 
Index Numbers of P~ces 
Season~l Variation ~n Prices 
Dat~ re Sources and ~arkets 
~arket C ond~ t~ ons-Trends 
Forecasts 
Purc ha se s 
Receipts 
C onsumpt ~ on 
Inventor le s 

Construction ~ater ~als 
Index Number of Prices 
Index Nun~er of Bldg. Costs 
~arke t Conditions-Trends 
Forecasts 

Season~l Variation ~n Sales 
of Principal Products 
Sec~alr Trends xn Sales 
of Yr~nc~loal Products 

Barometers for E.K.Co. Sales 
Forecasts 

p~ODLDT ION. 

Index of ~onthly Production 
Riont~ly Costs 
Cost ~ends 
Gross Profits 
Burden 

Employee Effxc~ency 
Idle Machinery 

D.!STRIBUTI ~No 
¥1nlshed St oaks 
S~pme~ts 
Unfilled Orders 
B~anches 
Stocks 
Comparat~v e Expense s 
Stookhouses 
Sales 
Comparatlv e E~l~nses 

Profits 

~AIES, 
Orders Received 
Sales by Prln. Products 

Penodlcal Sales 
Trends 

Products 
Sales by Geographic D~v' s~ 
Countries 
States 
Smles Terrxtorxes 
Oxtle~ 

Product Analysis of Sslos 
~n C~tles, States & Oountr~es 

Per Capita Sales 
In Cities, ~tates & Countries 

Indlces of Purchasing 
Power 
Countrles, States, 01t~es 

Dealer Denslty 
Travel~hg Representat~ es 
Comp~rat ~ve Expense 
Calls 

O onsumer s 
Field Surveys 

Inde~ Number of E.K.Co. 

~elllng Prlces 
Returns a~d Oompla~nts 

Percentage of Sales 
Pr!nclpal Groups of 

Effects of Speclal C~nloalgns 
Effects of Local Adv. 
Effects of Advertlslng 
on Seasonal Varlatlon 

-- 9a. Chart 6 - I, 



0rgan~ation Cha~.ts 
Cost of 3ell~ng Percentages 
by ~r~nclpal Products 
Net Profit Percentages 
by Pr~nclpal Groups 
Aimin!s b "at~ ~ e Expense 
percentage s 

0redits 
Losses from Bad Debts 
Acc'tS. Pecei~able Balances 
Foreign Exchange Ilates 
Investment s-I~arket Price s 
Statist ic s of Phot ographlc 
Indus t~y 

Fo~elgn Trade 
Photo Goods 

C onst~uot ~on Progr&ms 
Off ~c e I~anagement 
~put per Employee in 
Cler~cal Dep~ s. 

Periodical Cens~s of 
Employees 
Labor Turnover 
Lost Time 
Wage s 
Comparat i~e Rates 
E.KoCo, Plants and 
Outside 
1. Standard Trades 
2, Standard Cler~cal 

0c cupat ions 
3, 0ccupat lens 

E 

pecullar to indu~try 
Cost of L~v!ng Ro~h. 
I~dex Numbers of 
Pr inclpal Groups 
Index Numbers of V~ages 
and Cost of L~vlng 

Accldent s-Freque nc y 
and Severity Pates 

I~ed~cal Dept. Statistics 
Comparative Lunch Room 

Costs 
V~tal Stat ~stlcs 

cj. 

.~CE±~ERAL BUSII}~ESS C,OND!T I..ONS 
Outside Se~vzces 
Cu ~reut ~on&itlons 
and Forecasts 

Indlces of Retall Trade 
C ondltlons 
Inde~ of Employment 
Bank Clearings & Deblts 
p~odsdtlon Indices 
Transportation Condlt~o~s 

Noney Rates 
Securs ty prices 
Foreign Trade 
Cond~tlons in Different 
Sections of U.S. 
Services and 

Pub llcat lens 
EoKoCo. Represen~at ives, 

~a~ Chart 6 - 2. 



clearln~s outsl~e of New York City, prlce ~nflloes, l~'xe 

for example the Irving Fzsher In&noes, ~mplo~nent ~n- 
dloes, etc. 

For ~he production departments, ~t supplzes ~n- 
formation cowering output, costs, cost trends~ compara- 
tive plant, department, and employ ef~cz@ncy, zd~e 
n~qhzuery, etc~ 

For the Dzstr~but~on Depart~ent, it gathers ~n- 

fore, ate_on coverzng fznzshed stocks, shipments, un- 
filled orders, branch stocks, branch comp~rat~we ex- 
penses and the ~ame data for the stockhouses. 

For the Sales Dep~rtmen t, zt furnzshes data on @ 
orders received, sales by ~rznc~pal products perzod~- 
cal sales, trends, ~ales by geogr~bh~cal d~v~s~ons, 
per capita sales ~n c~t~es, states and countries, 
etc., and computes ~ndzces of purch~szng powe~ and 
sets quotas for sales . 

In the same way, pertlnent ~ta !s ~upplled tO 
the Advertlsing, A~nln~strat~ve, and Industrlal Re- 
lations Departmeats. 

As to the data upon which such reports ~re ~sea, 
let us conslder, for e~ample, the questlon of purchas- 
ing power for the d~fferen~ states. Thzs ~ou!d be 
determined fron the following ~ta 

( I )  ~unber of persons reportlng an ~ncome over 

~i,000.00 

(2) ~verage Income, as ohtalned from the Report 
of the hational Bureau of Eoonomlc Research 
on Dzst~Ibutlon of Income by States. 

(3) Autanmblle reglstratlon (pleasure cars) 

(4-] Proportlon of dwellzngs equlpped ~ith 
electrlclty and telephone. 

(5) Ex~endlture for Itucar~es and pleasure es- 
txmated from the Exclse Tax taken from the 
annual report of the Comn~ss~on for In- 
ter hal Revenue. 

(6~ ~gazlne olrculatlon. 

(7) Interest in eduaat~on, based on 

(a) Expenditures for educatlon 

i0. 



Relation of daily average attandance at 

school to the total number of children 
from five to eit~teen years of ag~. 

f 

(81 Forezgh-bo~n population. 

(9| Rural population. 

(i0] Scenery and resorts. 

Each state is rated in each of these elements, 
belng arranged In rank from the n!ghest to the lowest, 
~¢ith the median considered as i00. A weighted index 
is then computea for each state for all factors com- 

b ined. 

If this organization and the functions of the 
Statlstlcsl Departnent are of particular interest, I 
would refer you to the Article by ~@. I~. B. Folsom, 
head of this department~ in the Jamuary, 1924, issue 
of, "The ha~vard BhSlness Revlev~'. 

The object of pla~ining is to maintain stock on 
as low a basis as is practical, considering the season- 
al fluctuations an~ demand for the product, to pro- 
cure m~xinlun tui~ovei, and to pSsn for even proauc- 
tlon ~sii~es tl~rougnout the dlfferent months of the 

year. 

Using the information furnlshe~ by the Statistical 
Department, the Centrallzec Planning Department fore- 
casts the probabSe demand for the ma~or items of our 
product an6 issues to the different plants definite 
q~antlty orders for the ensuing month's proauction, 
together v~th coverir~ in all the requirements for a 
period of s~x months. 

Sundry items, such as prin~ing frames, developlng 
tanks, etc., are manuf~ctt~ed in quantities most eco- 
nomical to the productlon departments. This, neces- 
sarily means, that the quantity produced often covers 
a three months' period. Consequently, the Planning 
Department ~ssues orders covering qu~irter!y ~equlre- 
merits, with instructions~to n~ke deliveries on ~efi- 
nite dates throughoat ti%t time° In this way the manu- 
facturing department is able to have in prccess a lot 
l~r~ enough co produce economically and at the same 
time agree wit~ the quantities as called for by the 
Plsnning Department' s schedule. 

A detailed illastratlon may ~ake the methods of ' 
tnls department clearer. Photographic film is finish- 
ed and shlpL~d from fuur different p~mts, i.e., from 

ii. 



Kodak Park, Rochester, from Canad~a~ Kodak, L~mzted, 
Toronto, from Kodak L~mmted, Harrow, and from Kod~l~ 
Australasia, Melbourne, The base of th~s fllm, or 
support, however, is all made at Rochester and ~s 
suppl~ed to the other plants from there as a raw 
or semi-raw matermalo In th~s case, the Central 
Plann~ng Department forecasts and plans the output of 
al± ~our of these pl~uts and ~ncludes ~n the p~duc- 
t~on schedule for f~lm base the proper quantity to 
cover the requirements of the other three plan~s 
cameras are a s~m~lar case° Cameras are manufactured 
complete ~n Rochester for shipment and distribution 
throughout the ~rld, w~th the exception of the Br~t~sh 
isles. Cameras are p~rt~lly m~nufactured, assembled 
and completed by the Canadian Kodak Company, Lnn~ted 
~n ~oronto for shlpment to the Br~tmsh Isles. Th~s 
~s because of the paeferent~al tariff In favor of 
Canada, ment~Gned before. 

Semz-fmn~shed camera pa~ts are made by our Camera 
~#orks and ~uppl~ed to Ca~ad~ for completion and assem1~- 
l~ng, and lenses ~nufactured by our Rochester Hawk-Eye 
plant ~re suppl~ed to C~nada. The production orders for 
the completea ca~e~as, camera parts and lenses are 
planned and ~ssued by ou~ Central~ze~ Plann~ng Depart- 
men t. 

The orders from the Centralized Plannlng Depart- 
ment are bla~Lket orders. They are not detalled and 
itemlzsd. These blanket orders recelved by the dlf- 
ferent plants are~hhen broken down into elemental 
requlre~ents and handled in regular routlne by the 
plant productlon departments. 

~b 

These o~ders give the torsi qu~nt~t~es of cameras 
which w~ll be required and show a dlssectlon mn quan- 
tity between those fo~ whlch parts only are to be made 
and furnlshed to the Canadman plant and those ~Jhlch 
are to be fln~shed complete, and the allocatlon of 
these latter to our various d~str~but~on d~str~cts. 
In other ~.~rds, flgares w~uld be glven showlng the 
quautmty to be d~strlouted locslly, the quantlty to 
be allocated to the Rochester Foreign S~les D~v~sion, 
the gua1~tlty to be shlpped to D~rope on account of 
l{oda~ Lnn~ted, and the quaut~ty to be dxstr~buted 
through Kodak Aastralas~a~ 

Our stock of k0daks Is about 2.7 months', mak- 
rang a turnover of about 4.5, which we thlnk ms very 
good, conslde~ing that the average turnover for cloth- 
~ng, drug store accessorles, and hard,are stores ~s 
3.1° 

12° 



The ~lann~no ~ De~arturent has four su% groups: 
(ll There ~s tl~ group controll~ng schedules 

an~ txen~s of ~roduct~on of sundries, chem- 
~c~is~ n~troce~lulose solutions, and Brem- 

(2) There ~s the g~oup hav~ng control over ~ii 
of our various k~nds of photographic lh Ira, 
except standard motion p~cture f~Im. 

(o) A greup haw~ control ove~ kodaks and lenses. 

(4] A gromp hav~ng control ~er motion p~cture 

f~Imo 

In addition to zh~s, there ~s then the Xod~ Park 
Pla~m~n~ Department ~h~ch controls the pro~aot~on for 
tD~t plant, i believe an ~llust~at~on from the charts 
prepared w~!l make mo~e plain the deta~l of th~s plan- 

~eforrlng to the chart showlng Product "B" Sales, 
the l~ght l~ne shows th~ Narration vath~n the month 
and from month to month ~n the quantity of th~s product 
sold, The heavy b~aek l~ne shows the tw~,el~e months' 
average of sales. Each month, th~ new monthly fi&N~e 
~s a~@ and the oldest month ~s droppe~ off~ so that 
th~s ~s a t~el~e montl~s' moving ave~gg~ The path of 
th~s line shows t~,e ~e~ral trend an~ tl~ ~ash l~ne 
dra~jn in sho,~s the a~eraGe or ~mean '~ of the moving 
average and establ~shes ~he definite treod from ~h~ch 
under normal cond~ ~ons~ ~J~th no unusual factors crop- 
p~ng uprr future sa~es can be qu~e ~ef~n~tely pre- 
dicted, Our Statistical Dep~t~nt ]~ve even establ~shed 
definite algebraic for~ula~ for these geometric cur~es. 

I~ will be noted that thls plot is ~a~e on log- 
arltlnnlc paper an8 a~inst a veit±cal logar~t~ic 
scaler 

Hsv~ng forecast the probable demand for the prod- 
uct, the next p~oolem is to provide for an even pro- 
ductlon schedule~ The purpose ~s to have ~he pro- 
ductlon ~c~eaule uniform throughout the year~ ~/~th 
the except!on of the two months of June and July~ 
when ~t ~s des~rab!e to reduce the production ap- 
proxzmately 2~ 

On a unlfo~m proauctlon sc1~edule t]Lroughout the 
~Tear, we ~ould of course produce 8-1/3% of the ~srly 
output each month. ~tn t~he al~o\~nce for ~acatlons 
out% ~/e plan to produce 8.62% of our product in each 
of th~ ten months and 6,9% durlng the two summer or 



vacatlon months~ Referring therefore, to the chart, P~od- 
uct "B", Normal ~ason ~Tar~at~oJ~ i~ ~rodu~tlon~ Seales and 
Stock, the dash li~e shuws th~ p~ ~no~ production s~ed~le 
zn percentage of ~he total ~ear's bas~ness~ 

Frcm past records, the probable monthly sales zs 
plotted !n percentage of total yearly sales° Th~s ~s ex- 
pressed by the contznuous heavy izne~ 

We next wzsh to £[etermz~e what stock we must carry 
zn antlolpat~on of these sales, Xr~ztrar~ly¢ we dec~de 
because of the pe~zshable nature of our p~oduct under 
summer condztzo~ of ~erature and hum~dzty~ that we 
w~sh a m~n~mmn stock on hand on August 31st~ and that 
thls shall be 2~5% of the year's ~utp~t~ Th~s esta~llsh- 
es ar~ztraz~z!y ou~ stock f o r  thzs po~t~ 
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We w111 assume also, ~or the present, that we 
have s~ock on hand se that we are ~n a pos~tlon to 
make shipment ~of ou~ August monthly sales quart L~y~ 
~ is ob~iOtS that err stock on Septembe~ 30th will 
be equal to the stocl~ on hand at the end of August, 
plus pr~otion during the month of September, m~nus 
Septer~ber sales~ Thls establlshes omr September 30th 
stoc~ po~r~t~ Similarly, for ~he other n~ths through~ 
out the year~ stock points are Calculated ~nd from 
th~s~ the dottea ~tock curve ~s dA'aw~ ~n, 

Obviously, the total quantlty as represented by 
the areas beneath the production and sales l~ne are 
equal and the quantity representing the stock through- 
out the ~ea~ ~ ~n excess of thls. 

Reference to the third chart, Product "E"~ Produc~ 
t~on, Sales and Stock, s~o~ how th~s normal stock line 
• s used for proauct~On control a~ applied to any par- 
t ~cular pzoducto 

Th~s t~me we h~ve ~aken a ~fferen~ product and 
have faked the curve in o~de~ to ~llustrate two or 
three pr~nclples. Upon th~s chart, we start w~th the 
estimated weekly productmon l~ne, the e~t~ated 
monthly sales and the nommal stock llne determined as 
~ust described. We next 6ec~de that there may be a per- 
m~ssable plus or m~nus varmat~on from the stock l~ne 
of 2~%° Thls, theu~ establishes the n~ax~mum and m~n~- 
mum stock ±~nes F~om these, we plot against the es- 
tlmated weekly pr@uct~on the actual weekly product~on~ 
(Th~s ~s th~ he~ bla~k l!ne~ 1 and we plot the weekly 
actual sales, a¢~u~.]-o]at~ng these week by w~ek w~th~n 
the g~ven month° 

/ 

From the actua~ p~oductlon, actual sales and pre- 
vlous stock, we ca~ readily obtain the new stock 
quantlty on hand° Thls is ~own by the upper heavy 

The cr~rt vlsuallzes, therefore, what ~s ac- 
tually taking place and im~e3~a~ely shows up dls- 
crepanc~es bet~ een the estlmated ~d actual sales, 
or the ~st~ted and actual productlon~ Consider 
the week ending January 5th, for example Productlon 
for thls week was 8,000, whereas ~t should have bemn 
i~,000. Sales were 12,000, glvlng a net loss of 4,000, 
a drop of thls amount in the actual stock llne. 

The real £unctlon of the stock ahead is to serve 
as a chshl~m to absorb irregularlt!es ~n prcductlon~ 
aria the real functlon of the stockkeeper is to carry 
h~s stocks and place h~s orders with the idea of ninon- 
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talnin& this even ~i~ of production, Prevlous to 
the use of ma~imun and mi~Imum limits and before ac- 
tu~l sales were vlsu~I~zed, u~on seeing hle stock di- 
minishing Zhe stockkeeper would order an unusually 
large supply of parts, almost always maklng a~ddltlon~ 
al allowance to "play s~fe", ~ath the result ~hat the 
production department m~ght receive an order for more 
than twice the average monthly consumption, When 
the next month's sales reactxons set in, the stock- 
keeper found himself receiving twice the normal con- 
sumptlon of stock~ vhile his dellverles were low, As 
a result, he would stop plg~n~productlon orders, so 
that the tendency was, in attempting to hold to a 
proper stock level~ to intensify the variations in 

this level, 

Agaln refe~rln£ to the chart, it will be noted that 
beginning in ~y, the accumulated monthly sales have con- 
sls%ently exceeded the estimated sales quan~it~es~ and 
as a result the actual stock llne has dropped so that 
upon Tl~vember let it is out of bounds and is below the 
establlshed minimum. New increased monthly sales flg~ 
ures for November and December are therefore plotted, 
based on this experience and the monthly preductlon 
schedule is increased from 15,D00 to 18,000 to meet 
thlso 

At Kodak Parkp our different n~nufacturlng de- 
ps~tments have departmental stockrooms. Requls~ions 
upon the Purchasing Department are ~de out in accord- 
ance vath the o~oduct~on sche4ale supplied to the de- 
partment superln~en~ent by the Kodak Park Plann~ng 
Department. Ccp~es of such purchase requlslt~ons are 
submitted to and checked by the plannlmg Department 
to ~neare control over stores. 

The services of the Planning Department have been 
found to be of great value in controll~ng stock on 
hand of both finished and raw materials, and in keep- 
ing the heads of the manufacturing departments con- 
stantly advised as to just where they are as against 
their production schedule and required stock on hand. 

The dellsrtment is to the business what a navl- 

gating officer is to the ship. It advises at all 
t~mes where each department o~ the plant, as a whole, 
is on its course of Nearly production. 

V o PURCHASING . ,Ri}V, & OTHER,, ,NAT, ERIALS. 

A llst of the~materlals used in our business 
wou1~be long and most comprehensive, bhlfflce it to 
say, that it includes, not only every conceivable 
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domestic materlal, but also practlcally every conceiv- 
able ma~er~al from the "Se~en Seas". 

pro6uctmon materials are requls~tlonod by our de- 
partmental store keepers. These clear through the de- 
partment heads and a~e oontrolled through coples ~h!on 
go to the Planning Depa~tnont for ~hemr check. These 
recuzs~ons ordinarily are for maternal as l~r aef~- 
nlte speclf~cations and authorlze the Purchaslng De- 
partment to order the ~terial in questlon, statlng the 
specxf~catxon number, what Is desired, aate wanted, and 
~nformai~on as to place of d~spos~t~on of maternal ~/hen 
received by our centk~a I Recelvmng Del~rt~ent, They ob- 
vlously~a!so glve the necessary data for dlspos~t~on 
as to cost of materla! by our Costlng Department, and 
informat~on for the p.oper aud!tlng Qf supplyer's ran- 
voice and authorization for ~ts payment, 

In general, the Company buys ~_n the open market, 
Income cases, future requlrements are covered by term 
contracts and for some s,~ecial materials future sup- 
ply ~s assured through h~v~ng these made and suppl~ed 
to us by our own s~bs~d~ary companies, l~ke the Ten- 
nessee-Eastn~n Corporation, or the Eastman Chemical 
Corporat ~on, prev~ou sly.~ment ~oned. 

You may be ~nterested in a l~st of some of the 
materials which sre received at the Kodak Park plant 
~n carload lots, ~nong bhese msght be mentioned, 
alcohol {donatured~ ac~s, a±um~num fo~i, cotton, 
camphor, olsy an~ cement, etc,, gelatine, glass, Line, 
pulp, rags, so(~a-a sn, etc. 

In a war emergency~ the ~upply of necessary 
materials ~n ~dequate ~uant~t~es ~s of course ab- 
solutely essential. ~/uch of our product ~s a war- 
t~me necessity° Fo~ example, aerial photography 
• s absolttely ess en~al and during the late ~ar ~e 
meaufaetured Lew~s G~ n cameras which ~vere used for 
~nstruct~ou ~n aLpl~ne gunnery. The gunner record- 
ing h~s h~t tnAough taking ~ p~cture of the v~tai 

section of h~s opnonent'S plane. 

Protection of mater~a! supplies ~n such on 
emergenc# ~s secured through ~ncreasADg the nor- 
mal stocKS carried ahead, and ~n add~tmon to th~s, 
recourse may be had to m~uy ~ke-sh~ts ~n case of 
necessAty. ?robab~y tlns can better be explained 
by c~t~_ng some of the make-s~fts ~esorted to ~n 

the past. 
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Pho t o1~.ra.whic Paper 

Paper stock, before the vVar~ was purchased abroad~ 
V/e carried a large stock, about one year's sup~ly~ and 
had been ~_xper~meltin~ in a small way for m number of 
years in the manufacture of paper ourselves. ~t the 
outbreak of the Wa~, but before this country was in- 
volved, we therefore started the constructlon of a 
large l~per mill in which to maztlfecture paper for our 
requirements. In addition to this, we were able to find 
some ~omestlo sources of supply with which to carry on 
until we ~ere able to produce for ourselves. 

,B.a.ri~m Chl,or.ide ( Bar.yta .Coat~.n~) 

This material is used for the coating of paper. 
Previously, it had been imported from Europe. ~Je 
~.,ere able to purchase Tennessee baryta and then in- 

stalled refining equipment and learned to refine 
this product. 

P..vroea 1 l i c  Acid 

This had been previously purchased from Europe. 
~u~ing the War, the supply was sh~t off, since the~ 

could not get it across the Atlantlc. We were, how- 
eve~, able to get the nut galls from which it is 
made across the Pacific from ~'hln~ and then installed 
the necessary fermenting and refining equipment so 
that w~ no~ make tai~ product ourselves. 

Gel at i~6 

This was purchased abroaS, but we found an 
American source of supply and theh built our own plant, 
from wh!ch we are new able to get a better quality of 
gelatine than we were ever able to purchase. 

Before the i~ar, glass for both lenses and photo- 
graphic plates was imported. During the w~r, as a re- 
sult of the activities of the Government's Geo-Physlcal 
laboratories under Dr. %/right, great strides in the 
development of manufacturing methods for this product 
were ~do ~nd we ere able to buy glass for bot~ pur- 
poses from the pittsburgh dlstrlct. 

Tin Plate 

Large quantities of tin plate ale used, both for 
tin cans and for tin lining of export cases. For 
this latter purpose ~e have developed the use of a 
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laminated ~aterpro~f paper wPzch serves every require- 
ment, and for most ~urposes tern plate can be suo- 
stxtuted for txn plate~ althoug11 xt ~s not ~s good. 

For some Of our photographic chemicals, there 
are de%~a~oas wh oh may be made ~n ~he formu~ sO 
tha¢ x9 one chemical element ~s unobta~nable~ by sult- 
able changes, another chemlcal can be subst~_tuted xn 

~ts place. 

Each ma~er~al presents a special ]problem ~n ~t~elf 
and results have shown that Necessity, like Experience, 

xs a splenal.d teacher. 

We m%xntaxn extenmve laboratories, both for con- 
trolling and checklng production methods ana quality, 
for the development of ~ndustrxal processes, and for 
the ~urpose of puree ~e~earch~ Thelr service ~n meet- 
• ng these nater~al problems was ~nvaluable. 

Our b1~slness l~ not a common and usual one. The 
bulk of our operators are therefore specialists trained 
and developed on oar plan~ for our particular operatxons 
and pu_~poses. For a g~ea~ many pos] txons, a qual~f~ed 
operator has had to have years of highly specialized 
traln~ng° The work may iuvol'~e control of chemical 
operations, the coating ef photographic emulsions on 
our various photographic prodt~cts, or the ~nspect~on 
of such ])ro~a~ts before they are cut and packed for 
the %fade. Tnls applies part!cu)arly to our men, many 
of whom ~ork on s]uft jobs slm~£ar to those ~n the 
p~per or s~eel ~ndustry. 

I n  t h e  l%'~ar eme~'gency, ~ f o u n d  we c o u l d  r e p l a c e  
men ~nth women or g~rls on ~ome operatlons ,vhlch were 
not on a shzft basjs. For pract!cal±y all of our 3obs 
now we have deflnlte 3oh analyses ana 9peclflcatlons 
wnlch v1~uallze in detall the job and specify the class 
and kiDd of an employee by whom it shoald be performed. 
Upon many of the operatlons, especla!ly those~upon whlch 
a !~ ge ~umber of operators are employed, we have motlon 
studies ~nd Standard Written Practi~e Instructions whlch 
tell just how the job is performed. These correspond 
In industry to a l~nual of Arms In t~ Army. 

e 
In the selection of employes, we use psycho!ogl- 

cal tests to det@r~ue the na%-~ral aptitude of the ap- 
pllcants and from thls the jobs for whlch they would 
be s%%ted~ Du~.zng "~he V/ar~ new employe~ were then t~aln- 
ed in a separate tralnlng school, uszag the motion 
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studies and Stondard ~r~t~en Practice Instructions as 

the bas~s for ~nstruct~on ~nd applying practical ~sy- 
chology ~n the school so far ss possible, to encour- 
age the new employee to st~ck to the Dob unt~l taught. 

Th~s trammmng per~od was the critical t~re when 
turnover ~s ~a]gh and often ~ost ~scourag~ng. 

~en ti~ beginner ~as competent, he .7as then 
transferred to the production department where pay- 
ment fo~ work done was on a p~ece work, bonus, or 
other f~nanc~al ~ncent~ve bas~s of payment. 

As a result of th~s comb~n~t~o~ of activities 
~n handl~ng the ne~¢ employees, ~t was found possible 
to greatly reduce the loss ~nd turnove~ of ~eg~nners 
an~ to meter~ally reduce tl~ t~me for beginners to 
become compet~a~ and ~ncrease the output otherwise 
unobtainable and to cut d~vn the loss of prod~ct at- 
ten0~ng the br~kmng ~n of green help. 

At thls polnt, It may be well to mentlon some of 
the cctlvxtles of our Industrial Relatlons Department 
which make our Company a good f~rm to ~ork for. The 
Company has had fo~ years a suggestion svstem w~th 
avqar~s tO employees for good suggestions. It has a 
stock o~nershlp provlslon through which employees who 
have met certain requl~ements are able to buy llm~tea 
quant1~les of stock at approximately one-tenth of its 
market value, The~e is a wage dlvldend plan by which 
the employee receives ~Iv~dends on h~s ~ages, thNs 
sharing ~n the Company's prosperity. Ti~e~e ~s pro~s~on 
for s~ckness and accident compensation, graduated ~n 
accordance w~th leugth of employment° Safety-f~rst ac- 
tivities a~e ca~r~ed on through ~lepartmental safety com- 
mittees, and then tbe~e ~s a Savlngs and Loan Assoc~a@ 
t~on ~h~ch aso~st~ ~n f~nanc~ng the construction of 
home s. 

V~I.  POW~P~ PROLTTCTION P~OBLE~L~ 

At our Eogak Park plant we burn from 400 to 500 
tons of coal per clay. ~le have a po~er house capaclty 
of 14,500 H.Po and a refrlgeratlon capaclty of 4,000 
tons pe~ 24 hours. ])ur~ng the Summer we buy some cur- 
rent from the locsl gas and electrlc company, but ~n 
the W~nter we generate all of our ovm power, using th~ 
exhaust steam for heating. 

Normally, ~e have from two to three months' sup- 
ply of coal elther in ou~ stock pl]es, or in transit 
fror~ the mlnes. Thls month, we have approxlmately 
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> 
30,000 tons of coal In s~orage, bat thls xs Incrgased 
when the need ~s ~nd~cated~ ~s upon the occasion of a 

threatened str~ke, etc. 

In connection wxth our plant we have a complete 
water~Jorks suff~cxent fo9 a clty of 150,000 includ~ng 
sn inlet on Laxe Ontz~xo, slx m~les from our plant, 
a p1~np~ng statlon wlth a capaclty of 12,000,000 gal- 
lon~ dally, ou~ own p~pe l~ne, and a storage reservoir 

of 5,000,000 gallons' capacity on the plant. 

Our ±ocal gas and electrlc company generate both 
by hydraullc and steam po~er and are ~nterconnected 
~ith N~agara Falls, so we really have three ~ndepend- 

ent sources of powes. 

I~ar~ng the Wa_ ~, a con~n~ttee ~as appoxnted by the 
manager for hhe conservation of fuel. Th~s committee 
appointed departmental committees, and as s result 
through thexr ~o~nt activities every unnecessary ex- 
pendxture of power was el~mlnated. L~ghts were kept 
turned off, building temperatures were reduced, both 
by day and daring the n~ght, beats ~ere thrown off 
on unnecessary l-he snsft~, and processes requ~rlng 
heat £~om steam v~re cl~sely in~,est~gated and super- 
vlsea, In th~s way, a ~n~ter_~al reduction in our 

coal ~onsumpt~on was ~e~at~s~ 

go/ 

I am not sure ~ha~ the Info~matlon as glven is 
of dlrect value ~o you in your ~ork, but I do tnln~ 
It has g_ven yo~ a fa~21y co<Drehenslve conceptlon 
of the extent of our Compauv ~s actxvlt~es, ~ts prodmcts, 
~ at l~ast some of xts problems. 

" I am an in~str~al engineer, not a stat~c~an 
nor a chemlst, but If there are any questions whlch 
I can amswer, I shall be pleased to do so. 
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