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CHAPTER I

[c birth of 4 successtul business is often cthe resule of happenstance. 4 quescsion

of mixing che right ingredicnts ac the right time. [n che case of the Sherwin-Willians
Co.. the key ingredients—threc entreprencurs and a marker opportunity—

came togecher in Cleveland in the summer of 1870, when Henry A. Sherwin, Edward
P Williams. and Alanson T. Osborn gathered to establish 2 company o manufactuse
and market paints and varnishes.

The dominant figure in the new busiliffewas Sherwin, who served as
president. Born in B:l.timote. Vermont, in 1342, he 1ef8kchool at age 13 to work in
a general store. In (360, he moved to Cleveland at the invitation of an uncle wha had
opened a law practice there. Sherwin was a sober and industrious young man who
found employment in Cleveland as a clerk in Fregman & Kellogg Co., 2 drygoods
score, where he was noted for his ability o wrap hoop skirts into neat packages. Afer
two years at Freeman & Kellogg, where he had risen to the responsible positian of
bookkeeper. he moved to a similar job with Geo. Sprague & Co.. a wholesale grocery.
He became a partner at Sprague, bu left soon after this appoinement, apparendy
because he disliked merchandising liquor.

By 1866, the frugal lad had saved 32.000. (To place this number in
perspective. per capita income in the United Staces thac year was about $600; using chis
figure s a point of comparison, Sherwin's savings would be worth more than s50.000
in today’s currency.) Offered employment as a cashier in a bank, 35 a partnerina
wholesale drug business, or as a partner in a wholesale painc business, he chase the las.
buying a stake in Truman Dunham & Co., 2 prosperous firm that sold paincers’
pigments, linsced oil, calors, brushes. glass. and ocher producs for furnishing and
decorating. Alchough it was “the least remunerative” of chese opportunities, Sherwin
later recalled thar Truman Dunham “was the ane which in my youchful strength and
ambition gave promise of 2 future greacer than the others.” On the ocher hand. he
confessed thac he “quite unexpectedly dropped into the paine business. [t scems to have
been one of those opportunicies that come to men early in life. and | am free co say
chac [ did not realize what it would lead t0.” :

As a partner of Truman Dunham, Sherwin displayed an approach
o business marked by discipline, hard work, and artention to detail. He began by
escablishing a chorough office system.

Then, in order to leaen all [ could about the goeds and ac

che same time svscematize the care and arrangemenc of them,

1 frequently puc on old clothes and worked like a porter. {
opened packages ind examined their contents, found out what
they were tor and how used, compared costs, and evenings

bt

0007-SWP-034473

0007-SWP-000113154



Following the dissolution of

the Truman Dunham parmerthip,
Sherwin, Williams, and Osborn
establirhed a new firm to carry an
the business of wholesaling pains
and varnishes. By the early 1870s,
the young company was mufficiently
prosperous ta mave to new offices
on Superier Street in Cleveland.

HAM-

11872,

TRaDE CATALOGUE.

SHERWIN. WILLIAMS & CO.

OFFICE AND SALEIROOMS.
126 Suparior and 47 Long Streets,

(CrevELAND. 0.

SRR YO ELE WinLeA A.T.Oswnnn.
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CHAPTER ¢ THE Riciir 'y

studied all the books and catalogs [ could tind which 1n any

way referred to chese marenals. While doing chese chings.

I was craining our emplovees in system. good order. and

} cleanliness everswhere about the estublishment. | have always
: believed a fine sense of order prevencs mistakes. saves tirne.

pleases patrons. and is real economy to anv business,

In 1869. che firm buile 2 factory in Cleveland to make linseed oil, then
the base ingredient in most paints. Finding thac his partners “were giving that branch
of the business chete particular atcencion. which left me wichour able assistance
in the paint business.” Sherwin proposed a “dissolution and division of the business.”
This event occurred in February 8+0. Dunham and another pattner remained in the
linsced oil business. while Sherwin and two like-minded friends. Osborn and
Williams, each invested st5.000 for equal shares in a new partnership. Osborn had
been bookkeeper of Dunham & Co. Williams. a Phi Beta Kappa graduare of Western
Reserve College (forerunner of Case Western Reserve Universitv) and a Civil War
veteran. was 4 partaer in a small glass company in Kene. Ohio.

1n April 1870. Sherwin recruired Sereno Peck Fenn, whom he had met
on a train 10 a YMCA convention, as cashier and bookkeeper. The business of Sherwin,
Williams & Co.. s the new firm called irself, was lisced as “imporring and jobbing . . .
Zincs, Qils, Culors. Varnishes, and Window Glass.™ It operated a retail store ac
118 Superior Street in Cleveland and began with a fast stare: during the firsc vear sales
reached $422.390.97. . . i

Sherwin, Williams & Co. was well positioned to respond to the
booming population and heady economic growth of post-Civil War America, In 18-0.
the population of Cleveland was 92.819, more than twice its level 2 decade earlier. and
it would double again by 1880. The cicy. which occupied a strategic crossroads
berween sources of raw materials and agricultural goods in che West and the populous
markecs in che East. wis on its way o becoming che sixth largest in the nation. The
caalysts for this growth the were industries of iron and steel, metal working, railroad
cquipment. oil refining, and manuficruring, which ateracted ever increasing
numbers of immigrants locking for employment. From the perspective of Sherwin,
Williams & Co., che industrial and commercial establishments that fueled growth. and
the residential areas that haused workers. shaced a common need for paints and
varnishes to protect and decorate buildings and structures.

At the end of the Civil War, the coatings industry in Cleveland stoed on
1 the threshold not only of explosive growth. but also of significant rechnological
§ change. Up to then. paint was genecally mixed on-site by professional paincers who
combined a base of oil or varnish with pigments, thinnen. and somerimes other
ingredients. In 1867, in a Cleveland suburb, D.R. Averill developed a liquid. pre-mixed
paint which, Sherwin felt. “made use of a formula which simply could not produce a

repurable paint.” Averill’s “patent paints.” as chese ready-mix coatings were called.

13
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PORTRAIT
OF THE
FOUNDERS

On its 129th anniversary, the
Sherwin-Williams Company contin-
ues to reflect many of the principles
and values of its founders.

Among the first generation of
leaders, Henry Alden Sherwin was
the dominant figure in the
company, its president from 870
10 1909, and chairman of the board
until his deach in 1916, A stickler
for cleanliness, he often appeared
unannounced in the Cleveland
factory t inspecs every deparment.
After each inspection, he wrow w0
the foremen, giving them a grade
based on what he found. At the end
of the year, the foreman with the
highest point total carned special
tecognition.

These inspections were not casual
affairs. According 10 W.R. Sieplein,
2 manager who often accompanied
Sherwin oa his rounds, “he pas-
ticularly stressed that corners and
the space under sirwayy and
behind machinery should be kept
thoroughly clean and free from
rubbish.” A favorite saying, recalled
sitpltin. was “a p‘lﬁl foe w
and everything in its place.”

Henry A, Sherwin, 1872

Sherwin loved to fish, an avocstion
he shared with his partner, Edward
Porter Williams. More ourgoing
than Sherwin, Williams was no
less upright. According 10 2

profile in the employee magazxine,
The Chameleon, Williams's “most
prominent characteristic was
thoroughaess—he had the power
and ability to grasp things in their
deail and to carry them through
unyieldingly to a successful
completion. [n che earlier days
when the business was small and is
founders were laying plans for it
growth and developmeat. he was
alwayy found at the whesl guiding
and shaping the policies of the
Company, working here and
there——in the office, in the factory
—doing most to further the incer-
est3 of the lirde business. Oftene
timas he was found in ovenills
working side by side with the men
in the mixing and grinding rooms
—helping wich hand and head

to establish the high standard of
quality which he always fought
hard to maincain.”
Although not tachnically s founder,
Sereno Peck Fenn was a fast friend
of boch Sherwin and Williams, and
served the company for 57 years,
moet of thess as treasurer and vice
president. A vigorous man who
walked the three miles from his
home to his office every day, Fean
was renowned for his thrifty habia.

Edward P. Williams, 1870

Y
Serene P. Fenn, undated

“As the mail came in the moming,”
marveled an associate, “inseead of
throwing the envelopes into the
wastebasket, [Mr. Fenn} would cue
them on three edges, tum them
inside out, and uss chem for scrarch
paper during the day.”

Fenn and Sherwin were generous
benefactors o the YMCA, with
Fenn serving 29 3 directoe of the
Cleveland chapeer for 52 years and
as president foe nearly half that
time. He was purticularly interestedd
in making techaical educatioa
available to people who could aot
otherwiss affocd it. [n 1930, chree
years after his desch. the Cleveland
YMCA School of Techaology
was renamed Fean College in his
hooor. In 1965, Fenn College

was abeorbed into Cleveland Stare
University a8 its school of
engioeering,

T N
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Cetarrer 2 THe Ricut Mix

tended to cover or wear poorly and acquired 1 questionable reputation. Although he
was on friendly cerms with Avertll. Sherwin retused o carry these patenc paines

on the grounds chat e was “abwavs my endeavor o do evervehing [ could 1o establish a
cuod reputation by gising good measure and good quality to avoid every crick thar
would save 1 penny ac che expense ot the ather fellow.”

lt was not long, however. betore Sherwin, Williams & Co. began to
manufacrure its own cuatings. In t3=1. the Firm reached an agreement wich
Murphy & Co. of New York to manufacture varnishes in Cleveland under the name of
Muephy. Sherwin & Co. A small factory purchased from George H. Kingsley housed
this early operation. Two years later. the firm expanded into 4 one-story coaper shop
acquired from Standard Oil along the Cuvahoga River. hired an experienced foreman
from New York. and began making paste paints. oil coloss, and putey. The first
vear of production consisted of abour 450 Ibs. of coatings, using 83 separate formulas.
The firm manufacrured its first quality oil color. GSP Raw Umber. an October 25, 18=1.

Sherwin. Williams & Co. grew rapidly. posting sales of s688.214.28
in 1874 and employing some 20 people. including cwo women. in ies factory. During
the next few vears. although sales dropped as the nation coped with financial panics and
a depression, the firm slowly expanded the scope of its business, making its own tin
cans and printing the labels for chem. In 187s. it produced ics firse ready-mix paint. 2
blue enamel; chree vears later. it followed with ics firse line of readv-mix interior
coatings, sold under the name of Osborn’s Family Painc. Sherwin. Williams also cook its
fiest steps outside of Ohio. establishing first an agency and then, in 1380. a branch
warchouse in Chicago. the nation’s third largest city.

[n the mid-18-0s. Sherwin and engineer Henry Coventry developed 2
new type of stone grinding mill 1o enable the production of fine calors for coach paines.
Patented in 1876, this 21-inch mill relied on high-quality bearings and water-cooled
grinding surfaces o produce pigments ground to extraordinary tineness and uniformicy.
The mill proved "so much superior tc any others known” that it remained in operation
4t the company with only minor medifications for more than so vears. Stone grinding
made possible the development of 4 ready-mix exterior coating introduced in 1880
as “Painter's Prepared Paint.” Renamed the following vear as “Sherwin-Williams Painc”
or simply "SWT." this quickly became the nation’s best-selling outside house paint.

In keeping with Sherwins insistence on sclling qualicy goods. SWT included a
guarancee “cthat this paint. when properly used, will nox crack, Hlake, or chalk off, and
will cover more surface. work better. wear longer. and permanendy look betrer chan
other paines.” The firm offered “ro forfeit cthe value of the paint and che cost of applying
it if in any instance it is not found us above represented.”

In addition to its insistence upon producing and selling quality
merchandise, Sherwin, Williams. from its earliest vears, manifested a prudent approach
to finance. As described by Fenn, “the decision was clear and empharic chat progress

I3
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THE STORY OF
Jack anND JiLL

Henry Sherwin designed Sherwin-
Williams's firse official logo, a
chameleon curled around an arvist's
palette. Although eatly representa-
tions of the logo were monochromes,
they nonetheless conveyed an
unmistakable impreasion of color.

In 1899, Treasurer S.P, Fenn
recurned from a visit to India
bearing two chameleons, dubbed
Jack and Jill. The pair was put
on display in the company’s store
on Euclid Avenue in Cleveland,
where, Fenn remarked. “there is a
crowd in front of the window

all day and every one learns from
the sign displayed char ‘Jack’

is the living represeneative of our
trade mark. He has the proper
advertising spirit.”

An author using the pen name
“Asher Gray” composed these
lines. excerpted from “Jack's
Soliloquy,” which appeared,
appropriately, in The Chameleor:
['m the genuine Chameleon,
And { came from India direct,
My transporter was our Treasurer,
So [ am absolutely correct.

Of the Sherwin- Williams
Company

[ have long been a good mack

of trade:

And the Treasurer planned to
bring me,

To let me see how their paint is
made.

Foe thirty years, at leasc it is that,
They've been making the best

of each kind:

My colors change on most
anyching,

But on that 1 will not change my
mind.

I don't expect t help very much
To increasé their well established
trade,

But I certainly will do my share,
1f I'm only property displayed.
Poor Jack, evidently, was not
properly displayed. for he soon
died. Jill lived on for many years,
however, and was a periodic
attraction at Sherwin-Williams
warehouses and stoves.

."
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Abowe: from 1884 te 1905, the
Sherwin- Williams loge featured &
chamelron. The symbol was popular
with custemers and the source

of good humer within the company.
Right: & representation of an SWP
salesman &s Jolmmy-on-the-Spee.
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CHAPCER 12 Pre Riour Mix

should be mude no faster than working capital could be provided.™ He added that
this meant shore terns, prampr collections and Fﬁ:ndly banks from which we could
mahe reasonable barowings, stk which advantage could be taken of all good
Jiscounes and purciiises for cash connected with scock and all supplies.” This prudent
apprach was so deeply ingratned i che company, Fenn insisted. chac “there is no
ithetihond char we or any others that mav come after will ever be safe co depart.”

Fenn abvo noted the impact on the firm ot Sherwin's passion for neatness
and order. "We learnced carly that 4 disorderly desk was an abomination in his sighe.”
This attitude, he added. “pertained o che minute detail of what in many places and by
many people is cunsidered of liccle or no importance—soiled blotcers. gummy
inkstands and pens. ‘hiftless waste-baskets. and careless exposure of muil mateer and
letters in hling baskers and clsewhere.” This scrupulousacss was not abvays appreciated.
“Some times,” Fenn reflected. “it seemed ro us thar more arrention was paid ta chese
marters than was neessary, but che longer we live, the less we think so, and the
more most of us consider them as essencial in a thoroughly conducted business at che
present time. or any other.”

By 1882, che firm's capital stock toraled s95,000. Osborn. whose
interests lay with making and rewailing products other than paint. chose to retire from
the partnership. selling his stock to Sherwin, Williams. Fenn. and two other partners.
As pare of the transaction. Osborn reained ownership of all rerail business, while
Sherwin, Williams & Co. focused on manufacturing and wholesaling of oils. paincs.
and colors. ;

Tiwo vears later. the Firm took several actions to position itself for
turther growth. To rake advantage of limiced liabiliry procection. it incorporated in
Ohio. changing its name o the Sherwin-Williams Company. Parr of the new
company’s corporate identity was an ofticial logo that Sherwin designed: a chameleon.
a cropical lizard capable of altering its color to suit ics background. cucled around
the edge of a palerte. The company alsa engaged Dr. Peecy Nevman., a graduate of che
Massachusers Institute of Technology, 4s chiet chemist. Apparendy the Rirse chemist
ever employed by any American paine manufacrurer. Nevman was charged to ensure
the qualicy of the company’s paint and varnish ingredients,
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CHAPTER 2

ln the tour decades after its entry into the ready-mix paint business. the Sherwin.
Williams Company grew to become the largest producer of paines and varnishes in the
world. wich substantial presences in Canada. England. Australia. and New Zealand.
This was a remarkable achievement, for at its founding, Sherwin-Williams was but one
of hundreds of small paint manufacrurers based in the United Staces. 1t rose to
prominence, moreover. amid older. larger. betrer endowed, and betrer escablished
competitors. And although it gained from the rapidly growing economy of northeast
Ohio, its leading competitors, based in the East and in Chicago, sold to markers thae
were growing still faster.

To Williams, who ceflected on the marter late in life, the source of che
company's success was clear: it was “entirely due” to the policy adopted at the outser by
the managers of che business, and which had been “adhered o, with very few changes,
ever since.” As he explained.

This pelicy involved a thorough and comprehensive organizarion
of the business to its minutest details; a determination ro sell only
such goods as were the best and which would be found to be

so by our customers: and a representation in the way of traveling
salesmen which should be of such a high qualicy as could nox fil
to make its foree recognized by all wich whom it might come in

contact. [n shore. petfect organization, perfect goods and perfect
and honest representacion. .. persiscendy adhered to....

Had he been asked. Williams mighe alsa have listed other reasons for the
company’s success, including the determiration of its leaders to grow the business. As
Sherwin himself observed, competirion “did nor check our efforts for further extension.
but on the contrary it served as 1 conic. arousing our ambition o catch up and gee
ahead of the older houses.” In his view. evervone “associated with me felr this new
cnergy. which has acver left us. To me, the whole thing became like 2 game or contest
in which 1 cook the keenest pleasure.”

Sherwin-Williams began to carve our a distinctive image a¢ an early date.
Alchough SWP, its most successful produce by far, was used primarily as an excerior
house paint, the company sought to develop high-quality products for commercial and
indlustrial applications. An early slogan ran. “the right quality paint and vamish for
every surface.” The company sold coatings for use on railroad cars, carriages and
buggies, manufacruring equipment. and ships and marine equipment. as well as for the
interior and exterior of commercial and residencial buildings.

In pursuing this strategy. Sherwin-Williams positianed itself ro cake
advanrage of the booming growth of the U.S. economy. The development of the

2

0007-SWP-034483

0007-SWP-000113164



PR—

R‘"R‘G ERA ro»""'

0007~-5WP~034484

0007-SWP-000113165



CHaprer 2: Covering THE EarTH

railroad and telegraph nerworks made it bossible to break out beyond regional markets
and to serve the growing national markee. Sherwin-Williams was among che first
American companies—and probably the first American paint company—to recognize
the possibilitics of such an opportuniny.

In 138~ Sherwin-Williams opened an office in New York, and signs
of growth were apparent throughout the company. Sales of railway pains. for instance.
grew specraculacly. The company could hardly have chosen a larger and more promis-
ing industry ro serve. Railroads were the nation’s first billion dollar indusery; by
1880. investment in cailroads amounced o 4.6 billion, a toral chat doubled within the
decade. Ruilroads were a particular interest of Williams who “attended many meetings
of the Railway Master Car Builders and other railway operating executives.” He also
“followed closely the development of freight car paint. passenger car colors. and other
railway specialties.” (n 1883. the company emploved 2 full-time salesman dedicaced
to developing the market for cailway paints.

By 1888, profits were sufficientlv robust to allow Sherwin-Williams
to repay capital supplied by Murphy & Co. and to terminate its relationship wich thar
New York concern. In the same vear. the company completed its first acquisition,
purchasing concrolling interest in the Calumet Painc Company of Chicago from the
Pullman Srandard Car Companv. maker of the famous railroad sleeping cars. This
cransaction vielded mulciple dividends. Nor only did it provide the steady business of
supplving one of America’s largest companies bur it also boosted Sherwin-Williams's
presence in Chicago. home of the McCormick Harvesting Machinery Company
{later better known as International Harvester and taday. as Navistar} and the agricul-
tural equipment industry. Yet another bencfit was che opporttunity to employ a
voung, hard-charging Chicago paint-maker named George A. Martin, who eventwally
rose to becomne Sherwin-Williams's o -4 president.

Sherwin-Williams po | its first 51 million sales year in 1890, while
capital in the business had grown t0 2:00,000. These milestones marked the
way to continuing growth and prosperiry. Two years later. the company cemented an
important connection in Camada by establishing an agency relacdionship with
Xleer H. Cortingham. 2 Monrreal painc-maker. Born in 1866. the year when Sherwin
eritered the paint industry. Cotringham pursued a career that in many respects
paralleled Sherwin’s, but was marked by even greater ambirion.

According to an carly biographer, Cottingham’s “school days were not
too numerous.” At the age of 15 he worked as a clerk in 2 hardware stare in
DPeterboro. Ontario. From chere. he moved to Montreal, where he also traded in
hardware and paints. By his 15ch birthday, he had made himself into “2 miniature
captain of industry.” He was proprietor in his own paint-making company,

Waleer H. Cottingham & Co.; senior partner of Cortringham, Robinson & Co.. 2
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Crarrer 2 COVERING itk Earrie

company that specialized in dyes and dyestutfs: proprietor of the Windsor Chemical
Company. makers of gold paine and gold specialties: proprietor of the Se. Liwrence
Canoe and Boar Company. makers and dealers in canoes. boats. and fetings: and
direutor ot the Non-Chemical Laundry Company, Cottingham possessed outstanding
wifts s 4 sadesman, 3 gualiey that endeared him to his associates in Cleveland. Tt was
said. tur example. chac “though his gaods were higher priced than others. Mr.
Cuottingham argued thar they were worth more and then and there proved his selling
abiliey by making a success of the differenc lines.”

By 189~. rthe agency relationship berween Cortingham and Sherwin-
Williams had blossonied. tirst into joint investment in a Montreal plant ro manutaceure
SVWP and then inco a full-fledged merger. The nexe year. Cottingham moved w0
Cleveland ro assume duries as general manager of the company. From chat time forward.
until his retirement in 1922, he was the most dynamic force in the company. in
1903. following Williams’s death. he was elected vice president and general manager:
in 1909, when Sherwin retired to hecome chairman of the board. Cotringham
was named president. Under his leadership. Sherwin-Williams pursued a strategy of
aggressive expansion.

Cotringham is little known in business history. although as a salesman
and organization builder. he bears compurison to such legendary figures among his
contemporarics as John H. Pacterson. the charismatic leader of National Cash Register:
Asa Candler. the leader who built Cuca-Cola into a national brand: and Harley and
William Procter. the architects of che modern Procter & Gamble. Indeed. Cortingham
had few peers as an inspirational salesman. “Enchusiasm is a good ching.” he
proclaimed. "It is good to be cnthusiastic over the firm vou represent. It is not a bad
thing ro be enthusiastic over younselt.” And he wene on to note. “Bur it is even
greater if vou can instill enchusiusm in others for vour goods. vour firm, and vuurself.
Get into something where vou ¢an be enthusiastic: vour chances of success will
be even greater there.”

The themes of his messages and speeches to che sales force at Sherwin-
\Williams were always uplifting: “Enchusiasm,” “Pluck,” “Courage.” "Do It Now,”
“Staying Power.” "Ambition.” " The Fight is On.” and “Forward Again!” were titles of

- his edicorials in the employee magazine. The Chamreleon. As one admirer noted.

“Me. Cortingham imparts enchusiasm to others as the sun warms that which it shines
on. Roads that look steep. hazardous. und absclucely impassable. lose cheir horror after
1 five-minure talk with him.” In fact, he explained. “the angle of vision changes

and barriers thar appeared to be mude of stone turn out to be only “near-scone’ and not
in the least formidable.” A favorite Coctingham saying noced that “the way to get
business is to go after it—don’t wait for it to come to you. Others are keen for business.
Geer there eacly. Get there first. Get outand husde.”
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Cottingham’s talents extended far bevand rhetoric. and his business
serategy and methads proved remarkably effecrive. They began wich a vicion to cover
the curth wich Sherwin-Williams pames. This notion. which adverrising manager
George W' Ford had sketched us carly as 1393, was eventually caprured in a new
corpurate logo. The atficial change came in 1905, when Cottingham persuaded
Sherwin to abandon the chameleon logo. Sherwin had initially balked at the “Cover
the Earch” image. not because he disliked it but because he believed thatic was
inaccurate, At chat time. the company’s business focused exclusively on North America.
Corringham countered by agreeing thae the new svmbol was not serictly: accurare, but
he argued that it soon would be.

Cortingham aly displaved a genius for organization. “Business without
svstem is like a ship without a rudder.” he said. “System insures a seraight course and a
smooth successful vovage over the sea of commerce.” For Sherwin-Williams. chis
meane an organizational structure and supporting policies thac encouraged efficienc
production and helped promote sales. The factorics in Cleveland. Chicago. and
Montreal were the responsibility of J.C. Beardslee. who served as general
superintendent from 1886 to 1910. Distribution and sales were handled by dealers and
agents who were given exclusive rights to sell Sherwin-Williams products in their
trading arca. Following Cottingham’s arrival in Cleveland. the company established
dealerships and opencd waschouses throughout North America at a furious clip. By
1904. when the company printed its first organization chare. distribution and sales were
organized on a regional basis. with the United Stares and Canada divided into five
diserices. each consisting of several divisions chat included depors. warehouses, and,
in a few rare instances. recail agencies. These agendies were established by Sherwin-
Williams in small-co-medium-size towns such as Worcester. Mussachusers: San Diego.
California (1390 population of 16.199): and Binghamton. New York. These retail '
outlets transacted business under their own names and sold Sherwin-W’illiams producrs
directly to consumers: Some warchouses also included retail stores. although the
company did not encourage this practice.

More important than the tormal structure of Sherwin-Williams was the
spirit that animarted it. As Couingham puc ir. “the greatest factor in building a lurge
business is organization” and “che greatest factor in organization. in my estimation, is
the human factor.” He pointed out that “the reputation of the Company depends
quite as much upon the character of men whe represent us as ic does upon the
chasacrer of aur goods and our oftice methods.™ Accordingly. the company took pains
to recruit emplovees with qualities similar to chose of its leaders: industry. honesty.
courtesy, sobriery, and. of course: enthusiasm.

To offset the scasonal swings of the business—most painting occurred in
che warm weather months—Cuttingham launched annual efforts in che spring
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increase basittess. and charzed epresentarives “roc onhy o hold and increase old trade.

bug toy prosecuse 4 campaign For new accounts.” As . company manual pur ic.
Remember that good paines aind varnishes are worth 1 good
price. Qualiey always has 2 value. The bese salesmanship, as wel)
as the best manufacturing and merchandining succeses hane
been built upon gualin with 3 tair price for . \o pernunent
0F Aoy success is wver made by selling goods foe less than
they arz worth oc in pushing 4 business vn . price hasis done,
There is no middle road. You must cither build 1 business on
quality and get the price for it. or build an price and make the
qualiny to fie ir. The Sherwin-Williams Ca.. at its seare. chose
the Frst, and have adhered o it ever since. and they expeur and
demand char their representatives should stand for the same
principle. Be a quality man. Think qualic:. talk qualics. el
quadiey. If vou back up che goods. the goods will hack vou up.

Like Shenwin. Cottingham was a stickler for detail. order. and neatness.
Alsa like Sherwin, who had established che firse company lunchroom. Coctingham
insisted an providing cungenial conditions of work for emplovees. including “the best
of lighting. heating and vencilating Facilities™ as well as "dean and ateractive cloak
rooms. lockers. and lavatortes.” He insisted that “chere should also be. if possible. lunch
rooms. reading roems. and rest roums.” Such investments. Cotringham believed. made
good business wise: “This sort of work should never be done in the spiric of chariey or
in a patronizing kind vt way. but soledy on the basis that 3 good sialt is deserving
of the best and Fxirest kind of rreatment. and thac anything that incremes the etficiency
of the stff is proficable ro the business.”

Cattingham approached the craining and mativation of emplovees with
charactenstic thoroughness. Annual mectings of managers and sales representatives to
exchange news and intormation had started in 1381, Under Coecingham., these meetings
grew into conventions during which management reviewed the vear's results and
offered projections for the coming year, and speakers made formal presentacions and
led discussions on important business topics. Cottingham instiruted other meerings
and organizations to help improve business skills and build morale. The Ger-Togecher
Club. which consisted of department heads and cheir assiscants, started as
1 debating socicty to help members hone speaking and presenvation abilities and grew
into a kind of general management commitree. A similar organization, the
Foreman’s Club. assembled every rwo weeks “for inscruction and entertainmens” and
provided an opportunicy for supervisory personnel to become better acquainted
with cach other and cheir work.

In 1911, reflecting the company's successtul national advertising campaiyn
around the theme “Brighten Up Finishes,” female emplovees in che different
divisions organized “Brighren Up Girls” clubs. Affccrionarely known as “BUG clubs.”
these groups supported charitable activicies and engaged in volunteer service. Other
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S-W-P! Ran!
RaH'! Ran!

During the 1980s, when Americans
searched for the secret of Japancse
success in global competiton, some
observers pointed to the cohesive
cultures of Japanese companies.”
These analysts cited the practice in
some Japanese companies of
encouraging employess w sing
company songs 23 accounting for
part of this cohesive spirit. In this
respect, the Japanese were
following old American examples.
Starting in the late ninetecath
century and for many years
thereafeer, Sherwin-Williams®
annual conventions of managers
and sales representatives kicked off
with the company cheer and
inspirational songs. A sample:

Rainsow MAKERS

Tune: *Let Me Call You Sweetheart”
Lex's bring in the orders

For good old 5. W.P.

Let’s paint ali creaton

As it really cught to be

Show the waeld our colors,

That will never fade,

Sherwin- Williams Products

Are the choicest made.

ONWARD SHERWIN -WILLIAMS
Tune “On Wisconsin”

Sherwin-Williams! Sherwin-
Williams!

Flashed in nighdy flame,

OM and trusted standards practiced
Have spread wide your fame.
Sherwin-Williams! Sherwin-
Williams!

Grander dreams begin

Scrive, saunchly saive

For greater fields to win.

And oae of the few songs ever
compoused about vertical
integration:

We Cover The Eaxas

Tune: “Swanee River”

All ‘round this wide, wide world of

ours,
Our paint do flow

Where they withstand the rain and
suashine

Aod all the gales thar blow.
Chorus:

All the world knows Sherwin-
Williams

Everywhere you go

That's ‘cauise we work and play
sogether

That's why we grow and grow.
Second Vers:

Down from the darkest mines our
paints come,

From pine woods tall;

From countess magic sousces

gathered
We're sure to know cheon all.

Chorus:
All the wocld is glad and cheery

Everywhere we roll -
Painted with Sberwin-Williams’
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compuny-sponsored vrganizations included a glee club. a debating club. 1 baseball team.
and 4 henetic saciery. Many mectngs and events were liunched by shouring the compuny
cheer—"Sis—! Buom! Ah—h—h! S-W-P! Rah! Rah! Rah!"—ur by singing Sherwin-
Williams songs, with inspicational or amusing Ivrics about the company set to popular
tunes of the dav,

As the company grew larger. the officers found it usetul w Jistribure
informacion about the company in written form “to let che statt know whae we are
driving at.” In 189, The Chameleon made the firse of its regular monthly appearances. [t
reporred information on the business, offered advice and instruction to sales people. and
included news of organization and personnel changes. Sherwin edired the firse several
issues, which sought “to keep evervone in the organization interested in what the
company is doing as 1 whole.” In November 1906. ac the banquert opening che annual
convention. Cortingham introduced “The Sherwin-Wiilliams Code of Principles.” ten
points that embodied the company’s general philosophy. "We puct them into the hands of
everv man who comes into the concern. that he may know whar the Sherwin-Williams
concern is striving for and what they stand for.”

The company’s aids for sales representatives were exceprionally compre-
hensive. The Representurives Handbook. introduced in 190-, ran nearly 450 pages in length
and covered virtually every aspect of the Sherwin-Williams organization und operation.
“The boys call it the Sherwin-Williams Bible,” remarked Cottingham. who added chat
“We expect them to know ir a good deal better than the average man knows his Bible.” A
stream of official bulletins offering news of new praducrs. tips on selling. and changes in
organization and procedures supplemented the handbook. To stimulate scill beter sales.
Cottingham created the “Top-Notcher™ list. Emplovees who exceeded sales forecasts by

the greatest margin. or who otherwise concributed measurably to the company’s success

had their names inscribed on a trophy and were awarded bonuses.

Cottinghams inspirational lcadership and sales innovarions accounted
for much of Sherwin-Williams growth during the quarrer century after he assumed the
position of general manager. A strong believer in the value of a diverse product line,
Cottingham defined the company’s business as making “finishing materials tor all uses”
and “not one paint for all purposes but 4 special paint for cuch purpose.” Sherwin-
Williams manutactured a dazzling varicty of over 600 distinct producrs: paints. varnishes.
colors, stains. and enamels. In facr. 2 companv publication noted, “the only thing of the
kind chat the Sherwin-Williams Co. doesn't make is artists’ colors.”

The company remained at che forefront of paint-making and varnish-
rmaking rechnology. To gain greacer control over the raw macerials it needed. Sherwin-
Williams made a series of investments and acquisitions berween 1890 and t9t0. This
vertical integration started on 2 modest scale. with the company making its own wooden
boxes for shipping cans of paint. {The company had made its own paint containers
since 1874.) In 1890, the company purchased a steamship. the A.G. Lindsey. to carry

At
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Under Cortingham’s leadership,
Strerwin-Williams expanded
aggrestively, supplying izs require-
ments for linseed oil a2 & plant
along the Cuyaboga River in
Cleveland.

Employees a2 the mew paint factory
in Newark, New Jersey celebrase
Armistice Day, 1918.
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fumber tor these buxes from Minnesota aceoss the Greae Lakes to Cleveland. Far more
ambirious was an invesement ta 1902 o build a linseed o1l plant in Cleveland. Two
vears larer, che cumpany acquired 2 mine in Magdalena. New Mexico. ro produce zinc
oxide. and g smelter in Joplin, Missouri: soon thereafter. the company built a new
smelter in Coftesvitle. Kansas. And in 1910, Sherwin-Williams purchased 2 Detroit
pigment manufacturer.

Expansion was not limited to vertical integration. During the same
period. Sherwin-Williams built new paint and varnish factories in Newark. New Jerser,
and Oakland, California. In pursuit of Cottingham’s dream co supply Sherwin-
Williams paints around the globe. the company forged an alliance wich the wel)-
regarded London firm of Lewis Berger & Sons. Lid.. in 1904, Berger & Sons. whose
origins stretched back to the eighteench century, was renowned as a maker of fine
paints and high-quality colors for coaches. The company broughe to Sherwin-Williams,
or soon added, operations and outposts in Canada. Australia, New Zealand.

South Africa, India. and China. The arrangement called for the ewo companies “to
work entitely separately. but to aid one another where help was needed or likely

1o assist in bringing in new business.” Sherwin-Williams also escablished agencies in
Paris and Berlin and shipped paints to several ports in the Caribbean and in

South America.

The character of paint manufacturing was changing dramadically in this
period. The age-old practice of mixing paints from natural raw marerials was giving
way to more sciensific and contralled paint-making, using chemically refined
ingredients. A sign of changing times was the career of E.C. Holron. who wus hired ro
replace Nevman as chief chemist in 1892. The company’s research lab ac this rime was
essentially a one-man operation that focused on testing samples and quality conrral. In
1896, with encouragement from senior managers. Holton supervised the production of
dry colors from basic and invermediate chemicals, making an eosine vermillion at
Cleveland. Three years later. the' manufacture of dry colors was relocared to more
spacious quarters in Chicago. By then, colors included chrome greens. iron blues. and
many others.

' Production of dry colors marked a significant technological advance. In
1898, Sherwin-Williams reached another important technical milestone when it began
making varnishes under its own label. These products also required close chemical
conurol and by 1906, Holton directed a technical team that included nine paint and
color chemists. The experimental department then included “a complete paine factory
on a small scale devoted exclusively o the making of experimental and sample batches
of all classes of paint.” '

During World Wir 1. the technology of paint-making was furcher
transtormed. Before 1914. American manufacturers relicd heavily on dyes and dyesruffs
imported from Germany to make dry colors. Once fighting began, however. these
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CHAPTER 2 COVERING 11k FarTH

chemicals were subject to embargo. and American chemical companies and paint-makers
scrambled 1o supply their own requirements. The imported dies were derived from
coal tar. and their production demanded a high level of sophistication in chemistey and
chemical engineering. With Cowingham's blessing, Sherwin-Williams established

2 Chemical Products Deparement statfed by organic chemises. including Nachan E.
van Stone and several other chemists recruited from abroad. After “very exhaustive
research work.” the company, in 1915, “developed a complete line of intermediates and
dyes for color making equal in every respect ta the previously imported material.”
During the war. Sherwin-W'illiams also buile a plant to make lichopone. an inorganic
white pigment. and supplied organic chemicals to the textile industry.

Benween 1900 and 1919. Sherwin-Williams revenues soared from
s2.3 million to s34.2 million. This performance reflected both the booming growth of
the economy and Cotingham’s relendess drive to enlarge the business. During the war.
for example, the company not only supplied huge amounts of coatings for ships and
military purposes. but it also exrended the range of its commercial businesses.

Between 19t and 1914, Sherwin-Williams opened its first rerail stores carrving the
company name outside Cleveland. in San Antomio, New York. Pirsburgh. Peoria. and
Fort Worth. These stores were nor designed to compete with wholesale dealers but
rather to suppog them by serving as a source of inventory and a resting-site for new
ideas and technigues in merchandising.

Sherwin-Williams also completed two significant acquisitions during
World War [. In 1917. it purchased the Martin-Senour Company of Chicago. a well-
known maker of premium qualiny paines. Two vears later, Sherwin-Williams acquired
Hemingway 8 Company. a Buund Brook. New Jersey-based chemical maker. All
of the companies Sherwin-Williams purchased continued to operate as independent
subsidiaries. cach with its own brands and lines of products; its own research.
manufacturing, and sales organizations: and its own distriburion outlets.

At the close of World War [. Sherwin-Williams was 2 company remark-
ably changed from its early decades. It now supplied a enormous variety of coatings
and chemicals from factories throughout the United States and Canada. and in
England. {r was 2 giant manufacturing corporation. functionally-organized and verdically
integrared from extraction of raw materials through to final distriburion of products
to consumers. Wich sales of more than s34 million. it was also 2 vast enterprise char was
making good on its promise to caver the earth,
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CHAPTER 3

Early in yzo0. the stockholders of Sherwin-Williams vored to raise the authorized
capitalizacion of the company from szt million o s6o million. including sis million in
preferred stock to be sold co the public. This move represented the company’s first
major public financing.

The times scemed favorable for such an act. After owo decades of furious
expansion under Cordngham. the company enjoved a commanding lead as the kargese
manufacturer of coatings in the United States. Sherwin-Wiilliams and its affiliares and”
subsidiaries. induding Lewis Berger. Martin-Senour. and Hemingway. owned and
operated 36 manutacruring plants. 90 warehouses. and 20 retail stores. The company
vefined its own raw materials. blended them into products of muny tvpes and hues.
packaged them for 4 wide variery of markets. and distributed them for sule throughour
North America and the British Commonwealth. And it was about 1o post an
astonishing 6~ per vent sales increase to a record rocal of s57.1 million,

The company’s expanded earnings and capital base provided financing
for anocher burst of growth. In 1920, Sherwin-Williams negotiated its largest
acquisition to date. purchasing Acme Qualicy Paints, Inc. of Detroit for about 56
million. Founded in 1884 by William L. Davies, his brother-in-law Thomas Neal, and
two minor partners. Acme bad grown to become the largest paint-maker in Detroir.

It was a multimillion dollar husiness specializing in coatings for the carriage and
automobile industries. Acme had close relations with automakers, including General
Motors, Ford. and the Dodge Brothers. For a brief period prior to World War [, Neal
had served as president of General Morors, Acme's properties included the Lincoln
Paint Company in Nebraska and the Peninsular Paint Company in Michigan. as well as
ocher manufacturing plants in Dallas and Los Angeles.

Sherwin-Williams also invested heavily in upgrading and enlarging its
own facilities. During 1920 and 1911, for example. the Oakland plant added substantial
capacity to make paint and varnish. while a¢ Bound Brook. the company crected a
plant to make acetic acid. Chicago was the site of major investments. including a new
lacquer manufacturing department. and 2 container plant to replace the original
plant closed in Cleveland.

In 1922, ill healch caused Cortingham to retire as president. although he
remained chairman of the board until his death in 1930. He spent his last years ac
Woolley Hall, an English country estate, where he followed the company's continuing
growth trom a distance. He remained particularly interesced in the affaics of
Berger & Sons. the London associate firm. Although the rwo companies subsequently
continued their affiliation, the relationship withered after Cottingham’s death, and
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CHAPTER 3t JOINING THE Coatines RevoLutios

Sherwin-\Cilliams iost is former abiliny to market its produces in Europe or in the
British Commonwealth. apary from Canada.
The new president of Sherwin-Williams. George A. Martin, was 56
vears of age. and amply prepared tor che job. A Cleveland journalist drew 3 memorable
portraic of Martin as being:
tall. spare buile and angular. slighthy stooped. He has a husky
voice: deep-set. dark piercing eves under shaggy brows
which seem to be hungrily reaching out to grasp his entire
environmenc: a triangular face with narrow chin sloping up o
a broad forchead. a full head of white hair; long arms, long

nose, long fingers. He would make a perfect Ef Greco subject
or with cloak, statf and bell hat. would pass for a Pilgrim.

Martin was much admired by his colleagues. A teeraraler, he loved 1o
smoke, although never in the office. where he instituted a ban. He lacked pretension,
greeting employees ac every level on a fRrs-name basis and describing his own job
as peddling paint.

Like his predecessors. Martin was a self-made man whose educacion had
been cut short by cconomic necessicy. Born in Moncello, Wisconsin. in 1865. Martin's
family moved to Chicago during his carly childhood years. He left school after
completing the seventh grade. caking a job with 2 mear-packing company. Three vears
later. at age 15, he started his own specialty meat-shipping business with a friend.

This enterprise began with promise. but its success ateracred the artention of larger
competitors which quickly put Marrin out of business. He then took a job with the
Union Brass Manufacruring Company. makers of railway car trimmings, where he
remained for 7 years in various clerical assignments.

In 1887, che itch to start his own business returned, and Martin
established 2 paint company which specialized in railway paincs. The business proved
a success though he was frustrared by “failure 10 sell to one of che Railroads. who
continued to refer to The Sherwin-Williams Company.™ A resourceful man, Martin
approached Sherwin-Williams in 189t with an offer 1o sell thar company’s products.
The offer was not only approved. but Sherwin was so impressed with Marin that he
affered him a job as general manager of the Chicago facrory. Martin distinguished
himself not only in thar post. but as manager of the company’s Western Sales Division
from 1898 to 1905, where he presided over a quadrupling of business, partly as a resule

of intense promotion and advertising. His next assignment came in Cleveland. as
manager of various manuficturing deparements. Elected a vice president in 1916, he was
promoted to vice president and general manager of the company five vears later.

Martin assumed leadership of Sherwin-Williams during a difficult period.
A sharp recession had resulted in 3 ewo-year decline in revenues, and the company did
not surpass its 1920 sales record until the late 19205, Revenues crested ac $82.3 million in
1929. then they plunged again duting the Greac Depression. bocroming out ar s51.8
million in 193. In that vear, Martin carried out the unhappy task of cutting the payroll
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and slashing employment. although the company continued © pay dividends.
Nor until che late 19305 could management fec! ceasonably confidenc char the worst
was over.

This ecunomic roller-coaster was only one of several challenges to the
company during the interwar vears. The pace of technological innovation quickened
with a greac change sweeping across the economy in this period: the “chemicalization”
of American indusiry: During the 19205 and t910s. the advantages of synthetic
materials in terms of uniformiry, standacdization. reliabilicy, controlled availabilioy, and
lower cost, became apparent evenvwhere. Man-mide products replaced "natural”
products, and chemically concrolled processes supplanced customary methods in cextiles.
materials. paper. printing. adhesives. perfumes. rubber, glass, cemenc, asphalt. and. of
course. paints and varnishes.

The chemicalizarion of the coatings industry created both problems and
opportunities for Sherwin-Williams. Prosperity in a world of technological complexicy
required the company to remain abrease of the lacest scientific developments and
to continue upgrading its rechnical capabilities. It was also necessary to wield -
marketing clout to fend off competition from new and unexpected rivals such as the
chemical giant. Du Pont. As the leading supplier of paints and varnishes in North
America, however, Sherwin-Williams was poised to profit from the ransformacion
of the industry.

New compeition was keenest in markets for indusrial finishes,
especiaily those applied ta the eras most eve-catching product. the automobile.
Berween (918 and 1929, production of cars in the United States soared from less than
! million to nearly 5 million per vear. Two factors accounted for chis explosive
growth: Henry Ford’s demonstration of the power of mass production, and General
Morors' demanstration of the power of mass marketing. Ford’s manufacturing
advances drove prices steadily downward: in che 19208, 2 new Model T sold for less
than s250. The “Tin Lizzie™ had a signiticant drawback. however. As Ford himself put
it, customers could have a Model T in any color they wanted=—so long as it was
black. The reason: black baking cnamel. which could be oven-dried quickly. was by
far the most efficient finish available ar the time.

General Motors could not compete with Ford on price, so it sought
instead o segment the market by offering a car for every purse and purpose.” A key
element of chis plan was an ability to offer low-priced automobiles in a vasiety of styles
and colors. During the cardy 1920s. researchers at General Motors and Du Pone
developed a sprayable. quick-drving, low-viscosity lacquer made from nitrocellulase.
Not oaly did the new hcquﬁ dry much taster than the old enamel—in 2 hours. as
opposed 1o 24—but it also permitted finishing in a wide array of colors. Introduced in
_ 1923, the new lacquer scored an immediate hir. and within three years, General Motors
overtook Ford as the world’s largest automaker.
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By the mid-1920s. automonive finishes sccounted tor ncurly & teach
ot all paint sales in the United Seates. This spectacular growth was mirrored in other
industrial finishes. a5 quick-drving lacquers rendered mass-produced items. such as
sppliances and turniture. more ateractive and appealing.

{n 1922, Sherwin-Williams entered chis tast-paced tield with che first of
a new line of lacquers under the trade name Opex. Developed by 1 team of researchers
led by van Stone. Opex lacquers adorned Packard cars and eventually touad their
way into other industrial uses. [n the mid-1920s, the company pioneered a brushable
lacquer for household use calted Rogers Brushing Lacquer. One of the besc-selling
producrs of its subsidiary Acme. during the 1920s. was a iron-oxide primer chac served
as the base coating betore the application of sprivable lacquers. :

Sherwin-Williams renewed its ~ n to cechnological leadership in this
period by developing syachetic cesins which m.de varnishes and enamels comperitive
with quick-drving lacquers. [n 1919, the company introduced its first syncheric finishes.
a line of Kem-enamels. In subsequent vears. research and development spawned
many other advanced coatings and finishes that used the Kem crademark: Kem Air
Drying Enamels. Kem Railway Surfacers, Kem Asc Meral Finish. Kem Bulletin Colors,
Kem Store Frone Finishes. and Kem Whice Appliance Enamels.

Research also focused on improving dry coloes. In 1929, che compaay
developed a process for making “dispersed coloes™ directly trom dry calor pulp wichaut
resorting to the time-consuming traditional mechod of evaporating che water. breaking
up the lumps into powdered drv color. and then mixing in oil or varnish. The new
process enzailed flushing out the water and mixing and grinding the particles with oil
or vaenish ra get 1 smooth paste of fine and brilliane texture. The resulcing colors
consisted ot smaller particles that could be werred more thoroughly, thus producing
higher gloss. The new process climinared “bloom” in reds. reduced bronze in blues. and
increased film durability. These characteristics vielded superior results in paints.
enamels, lacquers. and printing inks.

The interwar yvears witnessed a proliferacion of coadngs and tinishes for
vpecialized uses in industrv, commerce, architecoure, and consumer markets. Advanced
technology and chemiically controlled manufacturing processes made it possible to
engineer products for a wide variety of application methods and circumstances.
Sherwin-Williams could cailor its coatings according to customers’ specificacions for
deving-time, temperature. climare, exposure to hazardous condicions. and other
situations. One of the most promising new markets with unusual requirements was che
aircraft industey. Before che advent of aluminum-skinned aircraft during che late 1930s.
most aicplanes were covered wich fabric thac was treated with 4 lacquer for protection
and decoration. The rapid growth of the sircraft industry after Chardes Lindbergh's
successtul tlight across the Adantic led Sherwin-Williams to create an Aeronautical
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CHAPTER © JOINING THe COATINGY REVOLL fros

Sales Division. [n 1928, Sherwin-Williams incroduced its Acro Enamcls. featsring a
“velvet finish which give a plane 4 handsome appearance. guod visibilier and has the
added advantage of being so elastic that vibration created by the plane rushing
tarugh the dir will not crack the finsh.”

In addition to growth intu new. specialized applications. Martin guided
avpamsion of Sherwin-Williams through more eraditional means. [n 929, the company
acquired o “cading paint-mukers. Lowe Brothers of Daveon. Ohio. and Juhn Lucas
of Gibbsburu. New Jersev. one of the nldest and best-known manufacrurers in the
industry. These cransactions included many escablished brands ot high-qualicy paints.
Lucas. for example. hud previously acquired W, Lawrence & Compaay of
Picesburgh. icself 2 well-known producer. .

Moactin also pursued opportuniries for Sherwin-Williams in Ceneral
and Latin America, where he saw the muarket for high quality paines Hourishing and
contributing to economic development. In 1930, cthe company opened 2 retail
branch in Mexico City and acquired 4 painc faceory in Havana. which ic expanded and
uperated as the Shenwin-Williams Company of Cuba, Later in the decade. spurred by
the success of chis vencure. Sherwin-Williams buile 4 plant in Argentina, and
established an atfiliace company in Beazil.

Under Martin' leadership. Sherwin-Williams expanded assertively in
consumer markers. [n 1923, w help increase public understanding of the dizzying
variety of coacing products on the market, the company unnounced its “Household
Guide for Paincing, Varnishing, Staiming and Enameling.” calling it “cthe biggest idea
that has hic the painc and varrich business in tifey vears.” The guide feacured a
matrix chat listed types of pr. and suefaces along one axis and rypes of coating
producrs along the other. The  seuting boxes specified the Sherwin-Williams
producc most suitable tor the 4 ncation, For example. o coar indoor furniture, the
guide recommended Enameloid as its choice of paint: for ocher rypes of applications.
che guide proposed Scar-Not Varnish. Floor-lac sain. or Old Ducch Enamel.

“For the firse time,” proclaimed compuny licerature. “the public will have 3 handy
teterence guide to help them wich their paine and varnish problems.”

The company spent heavily on advertising and promotion to screngthen
the Sheewin-Williams brand and help establish the cover-the-carth logo as one of
the besc known in the world. As explained by C. M. Lemperly. advertising manager. che
company’s adverrising budger was divided about equally herween national and local
media. “We use national advertining 10 keep our name betore the public. Our outdoor
cutouts and signs keep our ‘Cover the Earth’ trade-mark befare people constancly.
When we use national magazines we get into products 2 litdde more. bue the sevle is sill
precty general.” In 1934, at the request of Murcin. an opera butf. the company began

nsoring Sunday afternoon broadcasts of auditions tor the Metropolitan Opera.
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You can't paint a house with

PPLESAUCE 1
Sheap 4 : /

Duning che interwar years, Sherwisn-
Williarns rought to preserve and
protect its premium image through
aggressive advertising and expansion
of its rezail ouslers.,

The company's Heusa Decorazer
and Color Guide, imgreduced in
1910, provided sopliiseicated advice
and information te avchitects,
professional painters, and bome-
owners for more than 50 years.
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CHAPTER 3 Juneng THE Coamines Revory s

“With nenwork radio we are entirely inscitutional.” noted Lemperly, who added thar
commercials were kept to & minimum. “This restraint has brought us no end of
compliments from histencrs. although our <ales department ac time would like to have
us paund away 4 licdle haeder for sales.” This vpportunity came latee in che Cleveland
area. when Murdn. a direcror of the Cleveland [ndians Baseball Club. arranged tor
Sherwin - Williams e sponsor game broadeasts.

Advertising ac the local level wus far more aggressive. During the late
1920s. tor example. the company encouncered stitt price comperition from makers of
low-cost pains. A gallon of SWT sald tor s4. while rival brands were available tor
as litele as s2.30 per gallon. To counter this chreat, Sherwin-Williams liunched a major
campaign against "cheap paint.” Proclaiming that “this will be no kid-glove atfair.”
Lemperty announced the company’s objective as “not a ‘draw:’ bur a real "knock-our.™
In essence. the campaign seressed chae “cheap paine” was not av all cheap, because ic
covered less area per gallon. wore less well, and used inferioc ingredients when
compared to SWT. Consumers were warned. "Don't Be Fooled on House Paint!”™ and
to watch tor “a Joker in cthe Cheap Paine Can.” This campaign. claimed Lemperly.
was “the kind ... thac Presidenc Calvin Coolidge would endorse 100 per cent because
it strikes ac waste and false economy and emphasizes true values.” ‘

The comnpany’s retail outlets also practiced aggressive selling cacrics.
During the 19105, Sherwin-Williams began opening a handful of stores in major
metropolitan areas in order to gain “satisfactorv representation” in these areas. as well s
“to protect our incerests” from cémpetition. Starting in the late 1920s. che company
accelerated che establishment of retail stores across che United States. Sherwin-Williams
opened an average of beeween five and cen stores per vear. and occasionally more.

[n 1936. tor example. 14 recail stores were opened. The stores carried not only Sherwin-
Williams coatings. but also paint brushes and other materials.

The company stressed char ics rerail stores were not intended to replace
but rather to supplement its nerwork of wholesale distributors. As described by an
oftticial policy manual, “Our Stores act as the Company's service stations, and
evervthing should be done in them to cement closer che reladion between the agents
and dealers served chrough che Score in addition to securing a greater market chrough
vour Store tor our materials.” Store managers. who were Sherwin-Williams employees,
were encouraged to be “1s obliging” ro wholesalers as they were ta their own
customers. As the otficial policy noted. ~Increased protics from such quarters helps vou
in vour protits. helps che tacrory in its outpuc and lowers the cost of manufacture
by which alf benefie.”

Sherwin-\illiams approached cetail management with a consistent
business philosophy. Cotringham's “Code of Principles” was prominencly teatured in
the Reruil Store Handbook. which passed chrough many editions.
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Evolution of & trademark: the
first logo of the Sherwin-Williams
Company — a chameleon cxried
KPOW & painier's paletss — was
adopred in 1884, the year of the
company’s incorporasion (top left).
In 1890, Sherwin- Williams
advervising mansger Gearge Ford
deigned a logo for  firdgiing
manufecturer of 4 cleaning
compeund in which he had an
intevest (tap center). When the
1mall company dissolved, Ford
begen to play wich ideas for
adapting the image for Sherwin-

on the conecps of & can powring
SWP upon a globe rilsed 50 as
10 make Cleveland, Okio, the point
from which the rest of the earth
was covered (botvom left). First
used on packing slips as the
Wercerter, Mansachusetts store, by
1905 the Cover the Earth image
had been simplified (boreom censer)
and registered as the company’s
trademark. Through heavy
advertising, such as the billboard
cut-out from the 19301 (bottom
right), it became one of the best-
kmewn trademarks in American

Williama (1op right), settling finally  business.
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CHarTer 3: Juining tHE Coarings REvOLL TION

More specitic advice in cthe Hiandbook bespoke the company's

tradicional valyes:
“Naothing looks so bad as 2 dirry. mussed up Score. bue 2 well
kepr, near and orderly Store is a wholesome plice in which to do

business. People like to come in as well as o recommend the
place co their friends.”

“Stories or jokes of an unclean character will not be peemirred.
It's 2 good plan to put this tule into effect even outside the Store
and business hours.”

“A Store may have the best of everything in metchandise. delivery

or anything else, but if paliteness combined with kindness is

lacking, the Store will not progress, not in facx lass very long.” .
Other advice reflected the times: v

“I¢’s not in keeping with good manners to walk around the
Store wearing your har, and cerainly not polite to wait on a lady
customer wearing your hat or without wearing your coar.”

Like ics counterpare for sales representaives, the Resail Stove Handbook
provided a wealth of tips to increase sales and profics:

“Never greet a woman cuscomer with ‘Can [ show vou
something,’ or ' Yes, ma'am.’ Rather begin with ‘Good morning’
or Splendid weathet for painting, is it not2’ Gec her in a cheery,
receptive mood and show by vour manner you are there for
service as well as sales.”

“Remember eight our of ten people who are going ro do a litde
job of painting need a brush.”

“Sell the customers something besides whar they ask for.
It's no trick to sell them something they want—thar’s simply
waiting on them.”

“Give the same artention and trearment to che shabbily dressed
as you do to the well dressed. They may have their money tied up
in houses, which need painting, instead of clothes.”

“The real test of the paint and varnish merchant is to get the
money in the cash drawer—have this constandy in your mind.”

Sherwin-Williams markering tactics proved effective, and the company's
recoverv from the Grear Depression was rapid and strong. A maker of diverse
products that controlled che production of ics raw materials and its channels of diseribu-
tion. Sherwin-Williams was a fundamenally healthy enterprise. In 1939, the company
mainzained 15,000 active paint formulas, produced 15 million gallons of paine,
and cecorded sales of $95.8 million. It cemained the largest coatings manufacturer in the
world. despite formidable cechnological and competitive challenges. Bigger challenges
and greater rewards were soon to come.
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CHAPTER 4

'n 40, George Martin redired as president of Sherwin-Williams ae the age ot =y, To
succeed him, the board of directors elecred Arthur W Sceudel. then 49 vears old.
Secudel had joined the company in t908 as an otfice bov, He earned his firsc promotion
within owo weeks. and chen rose chrough 4 series of clerical positions in the Trade

Sales Division. [n 1912, he arrracted the acrention of Edward M. Williams. son of the
tounder and head of the Railway Sales Departmenc. From there. Steudel’s climb

was swift. [n 1914, he was a departmenc head in the Chemical and Dve Division, which
he eventually led as munager. [n 1923. he became assiscant to the presidenc, supervising
development of the company’s lacquer business. [n 1937, he became vice president

and general manager, and che heir apparenc. Steudel was a very popular leader.
remembered affecrionately s a shore. “roly-poly” man who played a whole round of
golf with just two five irons (in case one broke) and a putrer. He was also active in
business and community affairs in Cleveland.

Steudel took charge of Sherwin-Williams ac a favorable time. [n 1940.
the company had earned the industey’s admirztion for a markerting firse. incroducing
the Sherwin-Williams ~Paiat and Color Style Guide.” The company printed 45.000
copies of this handsome. oversized book for its distribucors and cetailers. Ic feacured
color photographs of many types of houses. including incerior scenes. to help customers
choose appropriate colors for muny different setcings. ~Never before has such an array
of actual homes trom all over the United States been displayed in color phorography.”
bousted the Stvle Guide. which noted that the photographs were “on a scale that
makes vou teel you are almost stepping into the rooms—standing righe before the
houses.” Capitalizing on the Scyle Guide’s success, Sherwin-Williams posted a record
vear for sales, topping stoo million for che tirst time. '

The outbreak of World War 11 had an immediate. positive effect on the
paint industey, and manufacrurers geared up for defense production on a massive
scale. Thousands of vital military items required paints. including camouflage paint tor
tanks and supplies: blackout paine: aircraft, boat. and wruck finishes: and coatings
for grenades. bullets, and bombs, Every soldier was cquipped with cighry-five separate
items, each with its own special finish. Moreover, che road building, construction
machinery. water supply, and electrical lighting systermns necessary to a military
campaign also required paint. As che war continued, che U.S. government became
Sherwin-Williams's biggest customer,

Converting Sherwin-Williams o massive defense manutacrure was a
challenge that engaged evervone. Production personnel devised wavs co distribute work
loads evenly between plants. Plant engineers converted old equipment co new
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manutacturing uses. Purchasing agents combed the country for raw materials, even
minor ingredients. vo that shortages would not hale producrion and delivery. Chemists
avperimented with old. almost torgocten vils and resing und treated them with modern
procening cquipment, Salesmen ralled up their sleeves and warked in che Facrories.
adjusting spray guns and checking thinners. Ultimatelv. some plants devoted %o per
went ot cheir capaciey to war work.

As more and more male employees were called 0 active duty. women
became indispensable ta Sherwin-Williams operations. By 1943. female emplovees
comprised one chird of the company's work force and were found in facrories. labs. ind
recail scores. And. as the Sherrin-Williams World, the employee newspaper of the time
acknowledged. “Some of the jubs che women are doing are. in truch. being handled
juse a litele bic berter than a man would do them.” [n all. 2,756 Sherwin-Williams men
and women entered the armed forces. and 9o per cent were welcomed back at the
end of the war.

In 1941. Sherwin-Williams became involved more directly in the war
ettort. The company was drafted o construct and manage an enormous shell-loading
plant in Carbondale. [llinois. as part of 1 program whereby such facilities were buile by
well-known manufacturers. A tecam of 60 Sherwin- Williams employees oversaw che
construcrion of the plant. hiring 15.000 workers ta construct the 23.000-acre
tacilicy in less than a year. Sherwin-\illiams also subsequentdy managed the plane’s
vperations. Statfed by 6.000 workers. che Carbondale plant produced enough
bombs each day o supply a nightly RAF raid on Germany.

Sherwin-Williams demonstraced leadership in producr innovarion.
as well. The company’s research chemiscs. led by van Stanc. began experimenting with
new coarings concepts. They ok cusein. a whire milk and cheese procein used by
the ancient Egyprians tor making painc. and emulsificd. or suspended. varnish into ic.
They then added 2 numbcr of components of tradicional oil paine as a base. The
new formulation consisted of 28 ditferent ingredients.

In 1941, Sherwin-Williams put this new paint, called Kem-Tone, on
the marker. Ac the same time. che company embarked on a major sales and advertising
campaign—che most ambitious in the histary of the entire industr‘v—spcnding.

31 million on selling the new product. Kem-Tone was marketed as the “modern
micacle wall finish.” described as s casy t0 use thae it was ideal tor homemakers and
tor those who had nevee used 4 paint brush betore. Demonstrators around the councry
showed that. chinned only wirh tap water. it completely covered wallpaper, plaster.

and painted walls, without requiring messy primers, sealers or thinners. Only 1 single
voat wis necessary and the paint dried in one hour. Advertisemencs also stressed

that Kem-Tone was more washable than oil paint. and like the tinest washable
wallpaper, it could withstand 500 rubs with a cloth under a two pound weighc.”

o
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CHarTER 4 MARCHING to Wag

The company.took unprecedented measures in distributing Kem-Tone,
as well. Foe the firsc cime. it wenc outside its closely knit dealer and franchise
organization, supplementing raditional practices with direct selling and distribution.
Any retailer in good standing, including filling stations. grocery stores. and deug stores,
could handle the new product and become a special Kem dealer. Ultimately. Sherwin-
Williams secured 65,000 new oudets for Kem-Tone. The new paine was sensationally
successful and quickly outsold its comperition in the interior paint marker.

Continuing war shortages forced Sherwin-Williams co eespond creacively.
Iapan’s blockade of China resulted in shortages of pig briscles. which were used

1ke paint brushes. [n 1941. Richard C. Adams. a Shenwin-Williams engineer and 4
d. ..ndant of Presidencs fohn Adams and Joha Quincy Adams, invented a revolu-
tionary new device called the Roller-Koater. Devised in Adams's basement. and
constructed simply of jute and wood, the Roller-Koater was designed for Kem-Toning
anly. Inexperienced painters found it casy o use. Adams. an inveterate tinkerer und
inventor, also made miniature Roller-Koaters for charm bracelers and lapel pins.

Sherwin-Williams devised innovarive paint packaging, s well. Ac firsc.,
shortages in steel and tin required the company ro sell Kem-Tone in glass jars
with cardboard carton overcouts. {n 1942, in a plant with secondhand and homemade
machines, Sherwin-W'illiams began producing cans made of paper. Carrying the
company's Graphic Arts Division labef, “Wae Emergency Container—Handle with
Care.” the new cans were slighdy larger and more fragile than che standard mecal cans.

Sherwin-Williams chemists applied cheir ingenuicy in a number of
other important ways to support the war efforr. They produced vical war materials thac
had beea German monopolics and unobtainable in the United States 25 years earlier.
At its New Jersey chemical plane, t- 2 company made 8¢ per cent of the nation’s cotal
supply of acecanilid. This basic ing. Jient in the munufacture of infection-fighting
sulfs drugs was pare of a packer provided to cach soldier. These sulfa drugs were
considered a miracle: 1 record-breaking number of Americzn wounded recovered
From their injuries.

At the end of the wae, Sherwin-Williams could look back over five
successful vears. Despire shortagee of caw marerials und personnel, its warcime program
achieved its goals. On the domestic side. Kem-Tane hit the 37 million gallon mark
in 1945. sefling out of stoecs iukr as Fast as it was stocked. Having already secured a such
4 lurge portion of the dJomestic paint market, the company’s conversion to peacetime
work was noc difficult.
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Menwrial Day 1962 monkey bustness:
Curl Toll, G(lh‘hl[ Manuger of
Au’l'rrrr'_afnx und I’u&/t'u'ly (ﬁﬁ). und
Fluwood Criébrl, Advertising Manager

(right), get hielp in drawing ihe
winning ticket in the first Sherwen
Woelltams xuvé.»p-!m(’(x First prsce:
u Ford Thanderbird.
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CHAPTER §

At the end of World War 1, corporate America turned its acrention away from
war production and back ro domestic markets. Sherwin-Williams, like other American
companies. ¢embarked on eweney vears of growzh fueled by national economic
prosperity and an enormous penc-up demand for consumer goods. Although ic was
already the universally recognized leader in che coatings industry. cthe company
established itself even more firmly during chis period by growing and developing a
pronounced retail orientation.’

Although Stendel, whose strerigeh was in marketing and sales, frmly ser
Sherwin-Williams's overall postwar direction, Vice President Luther Schroeder ighcly
controlled the rest of the company’s opesations. Schroeder joined the company in
1908—the same year a9 Sceudel—as a bookkeeper. He worked his way up through the
ranks, succeeding Fenn as Treasurer in 1922. In 1943, Schroeder was elecred a vice
president. His long tenure (he died in office in 1960. in his 51nd vear with che
company) ensured chat the Sherwin-Williams tradicion of fiscal consecvatism endured.
Schroeder guarded financial informarion closely and refused o allow the company to
borrow money, even during the Depression. These practices paid off: Sherwin-
Williams's securities were considered “widow and orphan stock.” and the company was
noted for having never missed a dividend.

During the postwar cra, changing patterns in housing and consumpdon
provided an ¢normous boost to painc sales. Before World War {1, most Americans had
lived in cities—in apactments. Hats, or somerimes small houses—ofren in cramped
conditions. When the war ended and servicemen returned, public policy helped under-
write che great migracion to the suburbs, Federal loan programs made i casier to
acquire 2 home, and during the 1950s. one-tourth of the American population moved
inco suburban housing developments. An enormous. buile-in marker was created tor
all kinds of consumer goods. parvicularly paint. Fueled by America’s strong economy.
postwar family incomne virtually doubled, allowing for an unprecedented level of
consumer spending.

These developmenes helped ensure thit Kem-Tone, already the industry
leader. would remain the largest-stlling wall finish on the market. In 1948 alone. more
than 12 million gallons of Kem-Tone wete sold, far more than any ocher brand.

Even SWD which doubled its sales in 1948 after suffering from severe supply shortages
during che war. only rrached one-chird of Kem-Tone's sales.

Kem-Tone’s populariry eacouraged Sherwin.Williams to expand its Kem
line of paints. In 1949, the company introduced a new type of alkyd, or oil-based, .
enamel pain called Kem-Glo. which was advertised as appearing and washing like the
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Despite Heney Sherwin’s doubts,
Sherwin- Williams's “Cover the
Easth” logo proved ta be an
accurate description. By 1907, the
’ company had established sa .
! agency in Mexico, and by che 33 4
3 Lh 19208 Sherwm—Willmcpond -
j to Sc-uth America, Europe, Africa,

1 .. .51e FarEast. Later, it created
su: .diaries with their owa
maaufacturing facilities in Mexico,
Cube, and Braxil.

e n,’-,,,.,d.u\:' ,

In the 19508, Sherwin-Williams
took a different approach ¢«
i intesnarional expansion. [nstead
i of establishing subsidiaries in
; different countries, it iaviced
§ leading foreign businessmen to
i sign licensing agreements for
i manuficruring Sherwin- Williams
producss in plants bailt foe dhat
purpose. The company provided
| the operational expertise, the paint
H fc - .as, and the supervisory
! s, xhaical personnel. By 1966,
-in-Williams had licensed
. :anies in Argentina, Colombis,
<adot, Pera, the Philippines,
and Yenczuela. In addidon, the
company sold specialized licenses

-\v-J '-:5 -'-"‘)‘4"'".
Sucawin WILLANS PaIRTS
L

to make Sherwin-Williams joint ventures, and licensees, in 8.4' _
automobile refinishes and other different countries. Although the
chemical and induseriaf coetings. company considers itself a domestic
organization that has internacional
Prior to the 1970s, Sherwin- activitiés, and not 2 giobel corpora-
Williams otganized its incernation-  tiom, its international businesses .
al businesses as 3 collection of are important. [t has, for eample, out the world. In 198k ima
unconsolidated subsidiaries. Then subsidiaries in Puerto Rico, landemark deal, it signadra license
it formed 20 International Group, Mexico, Brazil, a0d Panama, ané agreemnent wich the Paople’s
a1 part of a rescructuring of che joins vencures in Saudi Arabia, M&“m&

entire Sherwiny Williams organiza-  2nd Ireland. [t ko conmw*—’“ fitax imme ey Sherwiie ¥ A
don. By 1977, International had®* license coadings technologies 2. m‘&lﬂﬁ.ﬁk"
become one off the five divisions wmnﬁ:msammyo&.’g&' sines the Collinbimine ™
the Coatings Group. i wumamdmexpudw. f
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baked enamel on 4 refrigeracor. Kem-Glo's fase-drving and long-wearing propertics
made it an instant success wich consumers, A vear later. Sherwin-Williams
incroduced Super Kem-Tone. 1 deluxe interior paintwith 4 new ingredienc. latex
cmulbsion. that made ic both washable and extremely durable, The Kem line
ot paines proved excraordinarily successful. and by 1955. a ocal of more than (oo
miilion gallons had been sold.

The company’s overwhelming success partly retlected Steudel’s ambicious
postwar plan to increase the number of branch stores owned by Sherwin-Williams,
and thereby cxtend the company’s control over the distribution of its popular paines. In
1948, the company managed approximately 400 stores in its nationwide branch
organization. which was divided into cighe regions, each headed by a regional director.
Over the next fifteen vears, the number of stores increased dramatically. and in some
vears, the company added more than 100 new stores. It was a heady rime: headquareers
cmployees heard excited shours across hallways in the Cleveland offices. "How
many stores today?” This pace conrinued until 1965, when the number of stores across
the councry reached approximately z.000. Having mec its growth objectives. che
company’s strategy thereafter was to expand ac a rate more closcly geared to popuiacion
and needs.

Sherwin-Williams personnel caretully chose score managers for
theie new stores. They visired local ministers and bankers co find highly responsible and
motivated residents who might not have the capital to scarc their own businesses.
The Jesirable personality protile of the prospective store manager otten matched that of
1 Steudel or Schroeder, or even, for that mareer. 2 Sherwin: upright and conservative,
vet entrepeeneurial. Over time. it became clear that the most profitable stores developed
in cural areas. where the manager became pare of a closely knit business community
and had the paint market to himself. Some of these rural managers made more money
than anyone else in their arza, and banked in other towns to conceal their wealth.
: Branch store managers proved very entrepreneurial. There were no
standard operating procedures for stores. alchough they were periodically audited.
Given this freedam. stores could sell. in addition o paint. almost every cool a painter
or paperhanging concractor needed on the job. Most stores sold wallpaper, and
athers successtully otfered carpeting, draperies, and currains. To offser seasonal dips in
painc sales. many stores also had gift deparemencs thae carried picrures, portery. mirrors,
and even rovs at Christmas rime. Queries regaeding whether a certain item was in
stock was likely to be met wich the joking rejoinder, “I'm sure we have it somewhere!”

All che stores carried paint sundries. such as brushes. rollers. and 1eays.
The Kem-Tone brush, equipped with special bristles thac picked up and carried
more paint than conventional brushes, proved especially popular. To supply these kinds

of items o its increasing number of stores, in 1953, Sherwin-Williams buile a plaat in
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Deshler. Ohie to make parching paste. caulk. beush cleancrs. rollers, covers. und

trays. The Deshler operarion wus a unique facrory. ser deep in Farm country, with 4
production line composed of more than 60 per cent women. Three vears later,
Sherwin-\Williams acquired the Rubberset Company of New Jersey and Cunada, the
world's largese manufaccurer of brushes. Founded in t8=1. in its early Javs. Rubberser
had munutactured shaving beushes. toothbrushes. huir brushes. and scrub brushes

for physicians. [n 1934. Bristol-Myers ucquired the company. and. thereatter Rubberser
cooperated closely wich Du Pont, the producer of the tirst avlon filaments. Together
they developed the first nvion paint brush in 1943. Subsequently. Rubberset became
known as a leader in the avion brush industey.

Throughout the 1950s. painc sundrics became fairly claborace, providing
decorative challenges for the ambitious do-it-vourself customer. In 1954, Sherwin-
Williams incroduced Applikay. a new type of double roller used only with Super Kem-
Tone. One of the two rollers lzid on paint in one color, while the other. with one
of five designs etched into it, “appliqued™ paint of anocher color in a pattern onto che
wall. much like offset printing, Another new product. Multicolor, was a latex paint
composad of a solid color base that also coneained small flecks of contrasting pigment.
Mulricolor spray painting was done by fitting 2 home vacuum cleaner with a special
applicacor and reversing che vacuum’s air flow.

Under Steudel, the company continued to lead the indusery in
promoring and advertising its paint products. Ac the time. Sherwin-Wiiliams paine was
approximately 25 per cent more expensive than other brands. and it never went on
sale, The chrust in markering was o cacch the customer’ cye: once inside. the manager
would explain why Sherwin-Williams was the paint to buy. Store window displays
theretore concencrared on devices to arrace atzention. To replace the ubiquitous
pyramid of paint cans in many store fronts, Sherwin-Williams managers devised other
eve-cacching ideas. One of che most successful was a device consisting of three
cans of Super Kem-Tone welded cogether. chat revolved around ac 90 rpm. The
whirling paint cans drew people into the stores, demanding to know how che device
worked. Another example was a life-size, three-dimensional St. Bernard dog
with a can of paint tucked under his chin and with a sign that read, "Rescue drab
roums with Super Kem-Tone!” '

The company also sought to reraia its position is 4 peemium painc
manutaceurer chraugh its array of promotional books and guides featuring Sherwin-
Wilkiams products and providing decoearing advice. In 1952. it modified the tloor
design of its stores to create 2 nook for women to browse chrough its tco-page
“Painc and Color Style Guide.” The Seyle Guide was only available in Sherwin-
Williams stores. and occasionally. the manager would allow a customer o take it
home overnighe. There was also 2 Sevle Guide “Companion.” an album of 139 pages
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portraving the most popular Super Kem-Tone colors. Sherwin-Williaimns scores also
carried 4 color selector. known as che "Cuscade of Colors,” which conrained six-inch
square color Jhips thac a customer could wke home 0 compare wich the existing
decorative scheme of his or her home. By the carly 19505, Sherwin-Williams was also
providing its customers with a "Color Harmony Guide” containing 1 Fan-like
~pectrum of paint colors co assist in the choice among 1500 ditferent color combing-
tions. Over 200.000 "Color Harmony Guides™ sere distributed annually sround the
countey for the next few years, and in 1949, over $00.000 copies were made available
through the dealer and che branch-store necwork.

The company also gave away a long-running promotional magarine on
color sefection and paint applicacion called the “Hame Decorator.” Although it was
also distributed chrough dealers and stores, “Home Decoraror,” first issued in 1910, wus
specifically targeted to homemakess. and, in many areas, local troops of Boy Scours
and Girl Scours delivered it door-to-door. In 1959, 12 million copies of *Hame
Decoracor™ were distributed, 8 million more than in 1958. Throughout the mid-1960s.
the magazine. whose annual editions were unique within the industry, served
15 an authoritative source of home decorating information both in the Unived Scares
and abroad.

Branch stores also provided other helpful services vo build business and
satisfy customers. For example, they established charge accounts allowing customers to
“paint now, pay later.” Cuscomers could take four o tive monchs to pay for their
purchases withour incurring interest or carrying charges. Scoses also arranged for frec
home delivery of paincs and other goods, for free house inspections with the purchase
of paint. and for recommendations on reliable local painting contraccors.

Another Sherwin-Williams service was the Kem Colormeter Mixing
Machine. a power-driven device thac was introduced in (959, Unil che invention of che
Colormeter. devzloped at the Deshler plant. all paint was premixed and prepackaged ac
the facrories. Using the Colormeter. a paine merchant could dispense measured
amounts of concentrated colorant into any type of paint; over 2,000 colors could be
mixed and dispensed in the store to customer specitications.

Although archirectural products consticuted about 8o per cene of
Sherwin-\illiams business at this time. and consumed most of its atcention, the
postwar period saw significanc expansion in the area of industrial finishes. lnnovation
proceeded so capidly on che industrial side that, in 1959. over 5o per cent of
the compaany’s industrial tinishing products had appeaced on the markec within the
previous tour vears. Each factory relied on its own research lab. but to boost the
trend toward technological innovation, ground was broken on a new major research
facility in Chicago in t960.

In the same vear, after 20 vears at the helm. Sceudel nominaced E. Colin
Baldwin to succeed him as president. As the company's chief operating officer. Baldwin
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managed operations. while Sccudel remained chairman of the board. directing policy
and Hinancial macters. Alchough Baldwin had already served 26 vears with the
company. he had not come up through the ranks like previous compuny leuders: his
Harvard Business School educarion allowed him co start higher up. In 1946, he began 4
lung tenure as Steudel's special assistant. interrupted by 2 brict stint 45 execurive

vice president of the Canadian subsidiary. {n 1959, he was named vice presidenc and
general manager of the entire company. [n contrast to the congenial Steudel.

Baldwin was more aloof. He was also known to be very formal: visitors to corporate
headquarrers not only wore ties and jackets. but many of them also brushed cheir

teeth before meeting with him.

In the eacly 19603, Shenwvin-Williams continued its wock in preduct
development. introducing a new exterior lacex house paing called A-100. This followed
on the product line of exterior latexes called Loxon introduced in 1958, which were
used (o cover stucco, concrete, and brick. The company also expanded its range of
paints to suit different customer needs. In addition to exterior paines SWP and A-co0.
scores and dealers sold Super Kem-Tone. Kem-Glo. and a lower-priced line called
Excello. for interior use. They also sold Rust Control Primer to fight the “Rustoleum’
brand. and Murvechane, Sherwin-Williams's firse polvurethane recail varnish.

Sherwin-Williams also entered new coatings induscries in the fiest-halt of
the 960s. In 1961. for example. it began chemically tinishing conscruction marerials
while chey were still in their prefabricated state. This serip or coil-coaring work became
increasingly imporran, especially as aluminum siding and meval buildings grew
more popular. [n 1962, the company brought out Kem-Clad and Super-Clad finishes
for pre-tinishing wood, sluminum, steel, and meral. and Thermo-Clad insularing
varnish for use with electrical and electronics products.

During the postwar era, Sherwin-Williams made many improvemencs
in production. marketing, and distribution to keep up with rising demand. lc ‘
continually introduced new products tha affirmed its place as the indusery leader. and
suphisticated promarional materials sccured its repucation around the world. The
momentum built up by postwar consumer demand and the extraordinary success of
the Kem line allowed the company to teach an unprecedented level of groweh. By the
mid-1960s. sales of about s500 million placed it us number 178 in the Forsune 500
list of industrial companies. No other company in the paint industry had a diseribucion

svstem comparable to Sherwin-Williams: its approximarely 1.850 branch offices and ;
33.000 dealers provided it with 7 per cenc of its sales. In 1964, almost a century atter ;
its founding, in celebration of its prosperity and growth. Sherwin-Williams chose

1o lisc itself on the New York Stock Exchange.
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CHAPTER 6

'n 1966. Sherwin-Williama celebrated the 1ooth anniversary of Heney Sherwin's
encry into the paint business in a spirit of enthusiasm and confidence. During

chis anniversary year, Steudel retired as chairman after §8 years wich the company,
leaving what appeared to be a very sound enterprise. free of debr, wich record-
breaking earnings, and commanding by far the largest shace of the market for coatings
in the United Scates, )

The growth and expansion of the Steudel era, however, masked
significant long-term problems. many of which traced back several decades. One
fundamental tension acase ouc of the success of Kem-Tone. Ducing ics firse 75
years, the company had carned a reputation for premium qualicy exterior oil painc for
professional painters. After 1941, however, Kem-Tonc's extraordinary success took
Sherwin-Williams in a new direcrion: the easy-to-apply larex paint was ideally suited 10
the new mass marker of the do-it-vourself home decorator. Sherwin-Williams pursued
this market cagerly by expanding its store nerwork and catering to cetail consumers.
Stores reinforced chis crend by carrving many new home decoraring and impmv;ment
producs, including waxes and polishes. Yee at the same cime, chey still sold o their
wraditional customer base of professional paincers and building contracrors.

As long a5 demand remained high and che company prosperous. this
tension remained below the surface. The rising cost of raw marerials, however, exposed
serious problems. The caatings revolution of the 19205 and 19308 had made Sherwin.

"Miams accustomed to yearly decreases in che price of raw materials. Each year,
the company raised recail prices a bit, resulting in 2 comfortable margin. This pattern
cantinued ducing World War (I, when commodity prices and demand were boch
artificially regulaced.

The postwar period broughe a new instabilicy to this way of life. With
the pace of chemical innovarion slowing, and with the outbreak of postwar shorcages,
the cost of raw materials began to level out betore rising ominously. The painc industey
could ne longer relv on an extra bic of margin each year. Sherwin-Williams's profics
began to decrease undil. by che early 19603, the company earned less per gallon than
any time in its hiscory. High valume masked this rend. but as the tremendous pent-
up demand of the posewar period rapered off, sales began o slow and profits ro plunge.
Shenwin-Williams suddenly found itself in the uncomlortable position of a high-cost
producer. Pare of the problem lay with production costs. The company had remodeled
and buile few plants during the postwar vears. and as a result, many operations were
outmoded and incfficient.
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{n 1966, Baldwin crabarked on a four-year. stzo-million expansion and
diversification érogmm. a projected expense that equalled the cocal capical expendicures
made by the company over che previous 31 years. Baldwin chose o tinance this
program by borrowing large sums for the first time in the company’s history, Sherwin-
Williams then proceeded ro build or modernize a number of paint and chemical
planes, warehouses, and research and development facilities. [t opened n efficienc new
paint faceory in Mocrow, Georgia, a new container plancin Elgin, Illinois, and
chemical plants using new titanium dioxide and alkali blue pigment technologies. [t
also began work on 4 new research and developmenc center in Chicago, aamed in
honor of Steudel.

Baldwin also sought to diversify che company to offset slow growth in
the paine business, In pursuing such a straregy, Sherwin-Williamns followed the example
of many American companies for which tax laws and anciteust considerations made
diversification an attracrive oprion ac that time—in 1968, for instance, twice as
many business mergers occurred in the United Scates as in any previous vear. Sherwin-
Williams made three major acquisitions. In 1966, it bought Maumee Chemicals.

1 company which specialized in che production of saccharine and paracresol (used w0
create BHT. a widely used anci-oxidant thar kepe food fresh). [n an effort to strengthen
the small aerosol container line it had began in 1956, Sherwin-Williams also acquired.
in 1966, Sprayon Products of Ohio. a well-established acrosol packager specializing
in spray painc. Two vears later. it acquired Osborn Manufacturing of Ohio, a producer
of power-driven brushes and custom-made foundry equipment. Osbom’s history
was clasely interewined wich chat of Sherwin-Williams, having been founded by A.T.
Osborn, a former partner. in the nineteenth century, of Henry Sherwin and Edward
Williams. John Sherwin Prescort. a vice peesident of Sherwin-Williams and grandson
of Henty Sherwin, served on Osbom’s board of directors.

. As a eesult of these acquisitions, the company reorganized in 1968 into

“three funcrional departments. The paines, varnishes, and coarings department included

chemical coatings. trade sales. and automotive refinishes. The pigments, colors,

and chemicals department included the specialey chemical business and the pigment
and dve businesses. The paint-related products department included sundries, such
4s concainers, trays, and brushes. '

Sherwin-Williams faced a serious challenge at this time arising from an
increasingly imporrant retail phenomenon within the paint industry. the mass-
merchandising or discount store carering exclusively to the do-it-yourself decoracor
market. Those discounters and mass merchandisers who wanted to sell the powerful
Kem line in cheir stores direcdly threatened Sherwin-Williams's carefully strucrured
and very successful discribution system for ics Kem products which ic had built
up in the early 1950s. lt sold each paint product a¢ one uniform price throughout the
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nerwork of its approximacely 1.500 company-owned stores. 10.000 authorized dealers.
and 30,000 specitied Kem products dealers. In 1958, changes in the law broughe

an end to this nerwork. Thereafrer. Sherwin-Williams and ics affiliatved companies. such
as Martin-Senour. Lowe Brochers. and Lawrence. could only suggest. but not specifv.
rexail prices for Kem products.

Sherwin-Williams had tried ro anticipate the risc of discounters, and
agreed to permic K-Mart deparument stores o sell its painc in leased deparrmens.
There were 191 K-Marts around the country selling Kem-Tone by 196-. [ncreasing
numbers of discount chains. however. wanted to sell Sherwin-Williams products, and
were able to obtain Kem and other paints from its attiliates. Furcher changes in
the law required Sherwin-W'illiams to relinquish its exclusive deal with K-Marr and to
release its Kem brands o any discounter who wanted to sell them. These chains then
sold Kem paints ac half che suggested price, and deeply undercut Sherwin-Williams's
company-owned stores and dealers, By 1971, with its exclusive arrangemenc lose,
and with price competition acceleracing, K-Mart decided co assume control over
Sherwin-Witliams' leased paint departments. although the company continued as
K-Mart’s supplier.

In 1969. in the midst of this whiclwind of change, Walter O. Spencer.
former chemist, Chicago plant manager, and vice president of Operations, succeeded
Bzldwin to the presidency. Baldwin, in turn, became chairman of the board. At 42,
Spencer was the voungest company peesident since Sherwin himself, and was expected
to “inject large doses of innovacion and virality” into che company. His brighdy -
colored shicrs, moustache. and long sideburns reinforced a brash repuration. Noting
that he didn't “always do what's expected.” he began t try to shake up the company.
His mission was to “work wanders™ on Sherwin-Williams's old-fashioned organization
and conservative management ceam.

Having abserved the overwhelming success of the discount retail chains.
and taken the measure of the booming de-ic-yourself population, Spencer decided
thar Sherwin-Williams should pursue the lucrative home remodeling market. Unless ic
did so. he believed thar the company would lose its stunding in che market. Spencer

was also convinced that the company nceded to targer che newer and more numerous
customer group of women and younger buyers, racher than rely on the cradidional. und i
shrinking, base of men over 45 vears old. “We wanced o gee Mrs, Jones to chink of
our place if she had a decorating problem,” Spencer asserted. [n one stop. a customer
could gee carpeting, window treatments, wallpaper, and paint.

Spencer sought to transform many Sherwin-Williams branches into
retailing operations. The company already had the most extensive store network
in the industry; what it needed. he insisced, was some image-polishing to areract the
do-it-vourself public. [n 19~ the company launched its “More than a Painc Store”

-9
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advertising campaign. Stores were decorated wich eye-catching window displays
showing that they were rescue stations. beauty and antique shops. cravel agencies, and
school houses—not just paint stores. The company offered unusual promoerions in

this advertising campaign. For example, when a store wa¥decoraced like a2 beaucy shop
and the cheme was “we beautify your home,” a custcomer could buy a szo lighced
mirror for si5. When the store was a travel agency and the cheme was “vour passpart o
4 painting adventure,” 2 customer was offered luggage at a discounc. The company also
ran full-page ads in Life magazine, showing its stores as reaailers of home-improvement
products staffed with individuals with specialized expervise,

Seill, Spencer believed, more needed to be done. “We weren' going out
and asking our cuscomers what they wanted to buy, how they wanted to buy, and !
where,” he staced. “We had not upgraded che stores and were not aggressive enough in :
the marketplace. We needed more pizazz!” As a result, he inaugurated a more ambirious
retail strategy and launched a massive effore to upgrade some stores and to escablish
others in mecropolitan markers. These “Idea Centers” were designed to meet all home-
decorating needs. Sherwin-Williams hired women to work in these stores, advertising
thac customers could "Ask Shirley Williams™ for advice on picking wallpaper,
carpeting, and draperies. By late 1974, over 600 stores provided professional decorating
consulnts to assist cuscomers, with a new “Color Harmony Guide™ to display
coordinared decorating ideas a¢ a glance.

Ax the same rime. the company embarked on 4n extensive marcket survey
designed to provide informarion abour how employees. other companics. and members
of che public viewed its -5 year-old “Caover the Earth” logo. The research showed that
although the symbol was ane of the world's five best-known. it contined the company's
image to that of a paine manufacturer, racher than a resailer of many home-decorating
items. "The logo had been around for 2 long rime.” conceded Spencer, but he
believed that “the company was more than the logo would indicate.” He felt that the
image did not capture the diversity of Sherwin-Williams businesses. including
saccharin. specialized chemicals for foods and perfumes. organic chemicals, texrile
chemicals. containers. brushes. machinery and foundry equipment, adhesives (Sherwin-

Williams had recently acquired Hadley Adhesives, founded in 1906. a custom
formulator of glues and adhesives), graphic arts, and aerosols.

Rather than concinue o restrice itself o the “Cover the Earth™ logo.
Sherwin-Williams chase to focus on its name. which the research showed was one of
the company’s scrongese equities. Top management sought to coavey a “broader”
image. and launched an ambicious corporate identification program ta devise 2 new
princ logo displaying its name in brighe, crisp, blue-and-white colors, and then o
spread the new symbel throughout the cormpany.

In t97%, as pare of the second stage of its rexail thrust, Sherwin-Williams
opened a new store. unique in the American home-decorating scene. This piloc
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venture. called “Decorating World™ and locared in Charlocte. Norch Carolina, was
many times larger than a craditional 4.000-square foot Sherwin-Williams branch. and
was designed o0 uct 45 2 laboratory for new marketing techaiques. Decorating

World otfered customers boch 1 complete selection of decorating produces. including
paint. wall and tloor coverings. draperies and other window treatments. and seasonal
items. like lawn Furnicure and Kiechen and bath accessories. All of these icems

were available in various price cacegories. Decorating World also provided innovarive
customer services. such as "how o™ decorating clinics and a child-care center.

Untortunately, etforts to change the company’s image proved much more
complicated and coscly than anticipated. Creating a new logo and implementing
the corporare identitication svscem alone cost sts million. Relocacing, upgrading, and
enlarging stores and expanding producr lines proved enormously expensive. Decorating
World, in particular, in the words of one Stores executive. was a "marketing success and
a business disaster—too complex and oo costly co operate.” Even after the upgraded-
scores began to actract home improvement customers. Sherwin-Williams management
had insufficient retail experience to capitalize flly on their patronage, The new
retail strategy also risked alienating che scores’s traditional base of professional painters
and building concracrors. LUltimately. the company’s thoroughgoing etfores co caprure
1 new market while attempting to retain its tradicional one made for a divided
approach that served neicher sector properly.

Forces external o the company further undermined Spencer’s initiacives.
Hall the cost of a can of paint derived trom its raw macerials, most of which were
based on petroleum. [n 1974, the energy crisis made raw marerial costs skyrocker,
causing Spencer to acknowledge char, “in cerms of margins. the good old days ace gone.
particulacly in the paint business.” Federal wage-and-price controls barred che company
trom raising its prices and forced it to borrow money to cover operaring expenses.

{n addition. Sherwin-Williams’ craditionul serategy of investing heavily in
raw materials was no longer paving off. and its Chemical Division began to lose money.
Technology was changing so rapidly thac even lirge intusions of capital could not
guarantee Sherwin-Williams a competitive markec position. Many of the plancs ic had
bought or buile over the past decades produced pigments and chemicals that were in
danger of becoming obsolete in che coatings business. [nstead of using 90 per cent
of its own raw materials, Sherwin-Williams had to sell 90 per cent to other companies:
what had been verrical incegration had become horizonral incegration. with the
company continually working to sell chese produces to others. Hopeful of a turnaround.
Spencer pressed ahead, divesting, closing outrighr, or converting a number of pigment
and chemical plancs.

In 1975 in a major effort to counter discounters who were increasingly
using Sherwin-Williams branded paints as loss leaders. Spencer made a controversial
decision to remove Sherwin-Williams paincs from all markets except the company's
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AN INNOVATIVE
OPERATION .

A plant tour during opening day
at the Richmond facility.

{nsex: Ross Silberstein, plant
manager, and Len Ward,
automotive refinish.  ‘on
president. smile asth- et the
Richmand employees’ coeck.

The charter of che Richmond
automotive cefinish facility stated
a2 its purpose, “To construct and
operate a safe, clean, efficient plant
in Richmond that will produce the
highest quality automodive re-finish
plant in the world and keep itself
ahead of the industry in
competitiveness and profitabilicy.”
The plant, which opened im.
October 1976, has more than lived
up to its charter. It is an innovative
operation, organized not around
tradit 1al factory hierarchies, but
arounu “open systems manage-
ment.” When it firse started
production, skeptics regarded this
approach, which involves the
employses in all aspects of produc-
tion and quality control, asa
radical experiment which would
not succeed. They soon discovered
their error.

The Richmond plant immediately
set the standard for all Sherwin-
Williams plaats anywhere in the
wodd. Productivity is 30 per cent
higher than in compacable plants,
and the cost per zilon of finished
products made ac chis facilicy is &

Rull 4¢ per cent lower than at other
plants manufacturing the same :
products. While 2 number of A
factors have contributed to its high
level of productivity, management
attributes most of the cost reduc-
ron to the plant’s humaa Ny %
resources. No other plaat in the o
indusury has had as many conting- :
ing safe hours under its bele. [n
1980, the Richmond plant won the
Nacioaal Safety Coundil’s Award
of Merit for logging over a million
ermplayee bours without losing

a single workday beciuse of an
accident—reflecting 4 perfect
rexord since opening in 1976,
Work a1 the plant is done by nine
teams, esch respoasible fora
different function, aod & team
leader coordiaates che team’s
efforts. Each member learns, and
rotates through. all the tcam's jobs.
Even che plant architecture is
specifically designed to integrate
warkers into the process; there

are no assigned parking places, no
separate eatrances, and no tdme
clocks. Everyonc has the same
benefits program, including an

incentive plan.

[n 1984, in an extraordinazy move,
all 200 plant employees decided,
after a landslide vote, to plow some
of their productivity bonus money
back into the company. They

[y

NS A 3N NP

presented Sherwin-Williams wich 2
check for 321,282.71 to cover the
costs of building a sufery access
road behind the plant. “The
attitude of the employees brought a
lump 0 my throat and tears w my

d Ward, division

eyes,” said 1

president and general manager ac
the time. “My first reaction was to
refuse the gifti—it’s 30 large. Thea
they made me realize that this is
their own very special way of
expressing their appreciation to
Sherwin-Williams.”
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CHAPTER 6: NPREAOING THiN I

own stores. [n return, the company gave its longtime dealers generous financial terms }
and proposed chat they sell the Martin-Senour brand instead. Many dealers, :
however, chose rival brands with more established marker shaces. and Sherwin-Williams i
lose t2 million gallons of paiat sales in the cransition. representing 10 to 15 per cent i
of its total paine sales volume. Although implementacion proved costly, this move
wus ~een a8 imperative for Sherwin-Williams o recaprure its own name brands

and to allocate its different paint lines strategically berween mass marketers. dealers.
and ics own scores,

Spencer also sought to replace old plants and rechnalogy. To become
the low cost producer of the coatings industry. he carmarked s100 million in capical |
investment to build two new plants, an enamel and lacquer coatings facility for
auro refinishing in Richmond, Kentucky. and an emulsion plant in Chicago. The plant
dedicated to the auromotive refinish business was long overdue. In 1958, Sherwin-
Williams had invenced acrylic enamel, a significant rechnological breakechrough thae
applied easily and dried instantly. From chis invencion came a new product, called
Acrvlvd, thar was introduced in 1963. To show haw easy it was o use, demonstrarors
applied Acrylvd in tuxedos. This new acrylic enamel cechnology, and lacer, isocyanate
technology. proved so successful that, in the 1960s, the company began to open its
own specialty automotive branches. Business soared for the “refinish experts,” as they :
called themselves, and Sherwin-Williams wene from lase place to become the number- '
rwo supplicr of aurto retinishes in the United States, and chied or fourth in the '
world. By 1975, SHerwin-Williams operated fifty automotive branches; with business
increasing at 20 per cent a vean automotive refinishing was the fastest growing
part ot the company.

Despire its success, thé auto finishes business suffered from second-class
status in the company. ls managers had o “beg, borrow. or steal” production capabilicy
out of the coatings plants and adape this. which was difficult as auto refinishes involved
“high cech” processes which were expensive. The decision to build the Richmond
plant was 4 clear signal that the company was serious about developing this area of its
business. With its new production capability. the division actively pursued a

multibrand stracegy of selling Sherwin-Williams automotive refinish products from irs
branch stores directly to body shops: selling its Martin-Senour brand to National
Aucomobile Parts Associarion {NAPA), a distributar chat was the world's largest chain
of wromorive iftermacker stores: und selling its Acme and Rogers brand through
still uther channels.

Industrial coatings was another business segment chac yielded innovation
and expansion during the 197os. The coil coating business, one of the fascest growing
paint markets. grew ar t5 per cent per vear and involved a wide range of customers,
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CHAPTER 6: SOREADING THIN

including the business machine, structural steel, and the aircraft industries. Innovative
industcial coarings rescarch and development emphasized energy-efficient coatings. In
1971, for example, Sherwia-Williams incroduced Polane, a successtul new induserial
polvurethane finish which could be applied to a wide variety of surfaces without
baking, and which was very effective for use on heat-sensicive plastics. Polane. which
had been tirst developed in the 1960s by the Lowe Brochers affiliate. soon ser the
standard in the industry.

Despite positive showings by chemical coatings and automotive
cefinishes, and even though sales volume for the rest of the company reached an all-
time high. Sherwin-Williams eamings in the early 1970s continued to be disappointing,
having dropped steadily from their peak in 1966. In fact, the mpidly accumulated
acquisitions and the capital expenditures of the lace 19605, combined with the further
expenditures and new directions of the 1970s, had produced a highly diverse, debe-
laden company. Spencer remained upbeat, however, contending thar “a price had to be
paid” for the new Sherwin-Williams, and that in fact, the company was approaching its
strongest position in vears. In 1976, he initiated a wave of selling off operations,
including Osborn and a textile chemical plant. The company also sold plants in
Derroit, Dayton. Gibbsboro. and in Europe, as well as a lab in Toledo. All told, it took
st6.4 million in write-offs from these transacrions.

When he first rook office, Spencer had been determined to reverse
Sherwin-Williams's t00-year history of centralized control. He had long chafed ac the
company’s top-down organization and the paternalistic relationships chat grew
out of it, convinced char such a syscem was increasingly ill-suited to a rapidly changing
business environment. Starting in 1971, he began a series of restrucrurings in order
to change the company “trom a tradicional, highly cencralized. funcrional organizacion
to several business area organizations, each headed by one man responsible for sales,

production. research and development. and accouncing and control in his business area.”

The company reorganized along divisional lines, creating five profic
centers of Coarings, Chemicals, Auxiliaries, International, and Sprayon, all of which
were organized into groups. It insticuted a formal strategic planning function 'and over-
hauled the financial office. In 1976. Spencer restructured the Coatings Group under
its own vice president. He then broke it into three divisions, Consumer, Automotive
Refinishes. and Chemical Coatngs. Alchough he sought to make cach of chese
responsible for ics own profics, sales. manufacturing, distriburion, and research and
development, they were not decentralized in cheir operations, and were not true
“profit centers.” In addition, the averarching corporace structure remained in place.

By 1977, this restructuring was essentially complete. Under the new
system, the Coatings Group included for the first time undec ane umbcella the diverse
collection of autonomously run affiliate companies and ali the different subsidiaries of
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CHAPFTER 6: SPREADING THIN

Sherwin-Williams. fe was, in turn, restructured into tive divisions. These included
Consumer, which encompassed all producrion. technical development, distribution,
and direce sales of paint. other than chemical coatings and auto refinishes: Trade Stores,
which was responsible for all sales. merchandising, advertising, and operation of

the company-owned stores: Chemical Coarings: Automotive Aftermarket branches; and
lncernational Coarings. Other groups included Chemicals; Packaging Products,

which managed containers: Specialcy Preducts, which managed Speayon and Hadley
Adhesives: and Sherwin-Williams Canada.

Despite Spencer’s determined efforts, Sherwin-Williams remained. in his
words, “a troubled company.” Although he predicted chat it would break even in 1977,
the actual financial resules for chat yeas proved much worse. As the end of the fourth
quarter, the company reported 2 loss of £8 million on sales of st billion, and ics interese
expense exceeded its earnings. Sherwin-Williams was unable to pay its dividend
foe the ficst time in its history. and it owed $196.6 million in long-term debe. The value
of its stock had plunged from the high 5405 to the s20s in little more than five years.
Fallowing this discressing performance, serious questions were raised about the
company’s financial controls, and the board of directors re-organized itself to include
fewer insiders, As the stock price slid precipitously, the company became 2 cakeover
rarget. Several Cleveland companies considered buying Sherwin-Williams, and
Gulf & Western, a well-known conglomerate. was on ies way to acquiring 13.4 per cent
of the company’s stock.

In March 1978. Spencer resigned, citing che frustrations of wrying ta
decentralize 2 company of Sherwin-Williams's massive size and formidable waditions,
and of trying to fashion a market-driven organization from a producrion-focused
structure. “The job is no loager any fun.” he said. He was succeeded by 60-year old
interim presidenc William Fine, who had been 3 member of the board for over twenty
vears, and who had held of 2 number of top tinancial and operating positioas
in the company. In the meantime, the board launched a scarch for a new president.
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CHAPTER 7

Shén\-in-\ﬁ"illiams ended the r970s in crisis and entered the 1990s in prosperirv.
Looking back over these vears, the scory divides into three fairy distinee

periods: 4 turnaround phase. 1 search for new growth opportunicies. and finally. the
presene phase, still unfolding, in which the company is refocusing on its core
business of coatings.

[n Jaauary 1979, with bankruprcy looming, the board dramatically
broke with tradition. hiring an outsider. 4s-vear old John G. Breen. as president and
chief executive officer. The Cleveland-born Breen had been an executive vice president
ac Gould. a large diversified company. At Sherwin-Williams. he quickly became
known for his aggressive management style and blune calk. In facr, in his serongly-held
cradirional values, and deep impatience with self-indulgent habits—especially those
thac had an adverse atfect on the company—he resembled Henry Sheewin.

Within a few months, Breen departed from past Sherwin-Williams
practice by assembling a youthtul, professionally trained. top management team.
Conway G. Ivy, a soft-spoken Texan with whom Breen had worked ac Gould. arrived a5
vice presidenc of corporate planning and development. Thomas A. Commes. 4 risk-
taker whose experience with roubled companies made him ideal for Sherwin-Williams.
and who had worked ar Gould as well. was named senior vice president of finance.
Alchough Breen frecly admired, "I didn't know a damn ching about the paine business.”
the new management team brought a tough-minded approach. which included
rigorous planning and implementarion methods and tighe financial controls. [n addi-
tion to these newcomers. Breen relied heavily oa a strong base of long-time operational
heads and middle managers to provide knowledge and continuicy.

The immediare priority was o reverse the company’s financial slide.
Sherwin-Williams's ballooning long-term debt and its chronic reliance on short-term
borrowing to finance its duy-to-day operations made bankruprcy seem a cernainry.
=My estimate, after spending a month here.” noted [vy. was that “we were probably six
monchs away trom bankruprcy.” Ochers disagreed. chinking it might be nine months or
ten. The first scep. chen. was to decermine where the company made its money and o
generare cash quickly. Shenwin-\Williams began negotiaring with suppliers for extended
pavment schedules, the implementation of cash management techniques, and the
drafting of checks from the branch stores to headquarters electronically

The next move was to understand and obcain control of Sherwin-
Witliamss many ditferent businesses. To gather data, the new management team met
monthly with all top executives to review operations. Given the company's fortunes
ac che time. these first meetings were sometimes pretey grim. [n detailed wriceén plans,
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managers explained the nanure of their businesses, including products, screngths.
weaknesscs, competitors, and future plans. Every division began to submic annual
operating plans, and from these, the company developed comprehensive policies
that included budgeting, strategic planning, and management assessment.

The serting of these meetingy vividly highlighted one aspect of the
culture change broughe by the new management. Breen immediacely created a stic by
holding them, over box lunches. in the company's boardroom in Cleveland head-
quartess. This coom, which had always been kept closed when the boand was notin
session, with a pad over its conference cable, had the air of 2 “mausoleum.” Within
weeks, however, it took on a more lived-in feeling. ' ‘

A series of scraegic planning sessions. attended by top executives and
division managers, were directly tied into the new budgeting process. These provided
the necessary informasion for Breen’s management assessment plans, which formed the
structure for the company’s future direction. Strategic planning and budgeting were
“bortom-up” efforts. One of the first chings that Breen made perfectly clear was thac he
did not expect to run the company from che top. [nstead, authority to set goals and
the responsibilicy to fulfill them was delegared o people as far down in the company as
possible. Top management played devil's advocare, ensuring that goals were realiscic.
After that, Commes noted, top management got “out of their way and let them do
their thing!™

By giving operating staff the autonomy to make important decisions,
and by installing information systems that could measure and coordinate objectives. the
company cffectively reversed its hisvorical orientation toward cencralized control.

For the first cime since the divisional structure had been introduced in Spencer’s cra,
division managers were held directly accountable for their performance. Decentraliza-
tion proceeded further by converting the company’s nine domestic divisions into

profic centers, and by installing a rigorous management accounting system thac charged
the divisions foc the use of working capital and fixed assets.

According to the vice president of human resources at this time, Breen
was “sbsolutely unrelenting in terms of performance.” To Breen, it was simple: “Once
the plans had been agreed upon, people were expected to do whar they said theyd
do.” His demands for accountability and responsibility were a dramatic change for
those Sherwin-Williams employees who expected to receive their bonuses once 2 year
like clockwork and fot those who thoughr of themselves as working for the campany
for life. During these first years, many difficult decisions had o be made about
personnel. The standards were high but everyone was given an equal shot to succeed.
The turnover was mose drastic among the company’s top executives, while a
strong cadre of experienced operations managers remained. To monitor and reward
performance, the company instituted executive plans tied into the planning, budgering,
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and the management assessment process. [n addition to the top execurives, Shenvin-
Williams developed compensation plans tied to incentives for many other employees.
particularly store managers and sales represencatives.

These measures had 2 positive effect. By che fall of 1979, the company
had cut its long-term debe by s2¢ million, stockpiled sito million in cash. and doubled
its accounts payable. On October 30, 1979, Breen convinced Gulf & Western thac
the continuing possibility of a takeover hure effores to rebuild Sherwin-Williams. The
company bought back its outstanding shares. which amounted o 13.4 per cent. for
s2t million. Following that crucial success, Sheewin-Williams restored its dividead.
which it had been unable to pay since 1977 [n t980. Breen was elecced chairman. and
later that vear, after conferring with employees and outsiders, he revived the
“Cover che Earth” logo.

Removing the takeover chrear marked the end of Sherwin-Williams
shore-term crisis and the beginning of a decade-long second phase, characrerized by
growth in the coatings business, by divestiture of the unprofitable Chemical and
Conuainer Divisions. and by shorr-term divensification into drug stores. At this time.
Sherwin-Williams was still organized in four basic business segments, or Groups. The
firse and largest was the Coarings Group, which consisted of four operating divisions:
the Chernical Coatings Division; the Retail Stores Division (of approximately 1.400
stores): che Consurmer Division. which manufacrured painc and distribuced it through
various marketing channels to home centers, nacional retailers, and hardware dealers:
and the Automative Aftermarkec Division (formerly Auromorive Refinishing). which
made and distributed coatings for vehicle repair and maintenance. The remaining chree
business segments included the Chemicals Group, which produced additives used in .
agricultural chemicals and foods and beverages: che Conainer Group, which provided
cans for paints and ocher consumer products: and a Specialty Group that manufactured

painting tools and accessories such as brushes and collers. To Facilitate true decentral-
ization, Breen eliminated the Group Vice Presidents who had reported to the president.
Once freed from this cumbersome management layer. the heads of the operating
divisions chroughout the company reported directly co Breen.

The Coatings business was by far the strongest segment. Seeady demand
had risen over the 1970s for new chemical coarings. partly because metal had doubled
its share of the construction componentcs market. In 199, the Chemical Coarings
Division introduced a product called SuperClad 1100, 1 heat-cured, high-performance.
and tong-lasting vinyl coating for the aluminum siding industry. The division also
introduced ics PowerClad process, which produced the first full-gloss, gloss-retencive,
cathodic finish for electrocoaring general merals and farm equipment. In addicion, the
division developed an important niche market in priming original cquipment for
plastic automabile parcs. [n 1984. an advanced formulation called Polane GlasClad was
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incroduced that reduced the cure cycle required for the priming of 4 sheet-molding
compound by 50 per cent. Auto manutaceurers could increase cheir production output
by using GlasClad-treated. and after 1986, PermaClad-treated. sutomorive body pares.

The Automotive Afeermarket Division of the Coatings Group was
anocher area wich strong growth potential. {n 1979, it introduced Sunfice, . highly
durable acrylic urechane enamel. Sunfire soon gave Sherwin-Williams the lead in the
premium automobile refinishing market because it was the firse dir drving finish thac
equalled the durabilicy, gloss. and color retention of a factorv-baked coating. Lacer, the
division introduced and then refined, a line of Ultra Base + acrvlic urethane rinishes. [
1988, ta expand market share in the production shop segment of the industry. Sherwin.
Williams acquired che assets of Westera Automative Finishes. [nc.. a Texas company:

Even che Stores Division——long considered a troubled business—
experienced a rebirth in the 1980s. Despite their broader retail service orientation
during the 197as, the stores still mainly served as a distribution aecwork for Sherwin-
Williams products. “We had chat manufacturing mentality. We were going to make
what we want to make, and the [stores were] going ta find 2 way 10 sell it.” noted one
Consumer Division execurive. This atcicude alcered in the early 1980s, when Sherwin.
Williarms began to change to 2 *marketing pull company rather than a manufacruring
push company.” One catalyst for change was the newly installed management
accountcing svstem, which revealed that the reason the company's paine factories always
seemed to be awash in moriey was because they were selling to a captive customer. cthe
Stores Division. Once the charge for working capical and other, cighcer financial
controls had been inscalled. the Stores Division began operacing in the black for che
Firse time in its historv. ‘

Throughout the (980s, Sherwin-Williams worked ro resolve the dilemma
of the customer base of the branch stores. Although the do-it-yourself decorator market
increased from a quarter of branch store sales in 193 co a chird in 1983, the remainder
of sales were generated by painting contractors. Although Sherwin-Williams believed
that retail sales to do-it-vourself customers were imporranc, it aeeded to target this
market segment more carcfully. The company decided to close Decorating World and
scale back the other larger decorating centers to tull-line paint and wallpaper stores, It
introduced new coatings products. such as Super Painc, a premium qualicy interior and
exterior latex that carried a sen-vear warrancy. [n 1982, the Stores Division began
a new multimedia campaign that advised customers to “Ask Sherwin-Williams.” The
company also continually rechoughe its store location strategy. and. in 1983 alone.
closed many branches 1nd opened fifty ochers in different locations. Ac the same time.
the Stores Division embarked on the biggest single promotion in company history.
calling For a one-million-galion paint sale. and coining the slogan, “Take Charge: It's
Up to Mein '83¢"
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The 84-year old Durch Boy's many
incarnasions: 1957 (left); 1967
(cenver); 1907 and 1987 (righs).

In 1981, Sherwin-Williams acquired  original model was Michael E.
the rights to the Dutch Boy name., Brady, a 9-year-old Irish youth

[ts crademark, a blonde-haired, from New Jersey who played ball
blue-eyed character dressed in in the artst’s ncighbochood. (a
wooden shoes and wearing blue lacer life, Brady became 2 famous
overalls and cap, had been a symbol political carvoanist.

of quality since 1907. Over the years, the Dutch Boy
The first Dutch Boy was crested as trademark received different

part of a series of advertising facelifts as the company changed
illustrations, the connection with advertising agencies and owners.
Holland stemming from the After Sherwin-Williams acquired !
worldwide reputation of the Dutch the Dutch Boy name from the

far immaculate, whitewashed Chicago-based Dutch Bay, Inc.,
buildings. the logo came full-circle. In 1987,
A group of manuf looki xtrfvmedbnckwd!leonpnal

fot 3wy t0 blend their mumerous design, after research revealed that
local trade names togethes cuu:ommfelt.mmpumda

saw the drawingy, and in 1907, fecling “q“?"q‘ Th'c Dutch Bay,
commissioned a well-known 84 years old in 1991, is one of
portrait painter o creats an oil m'u?mﬁb““m“m
impression of the Dutch boy. The the United Staces.
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Another dilemma that impeded Sherwin-Williams's growth in coatings
was the need for more outlets for its paint produces. particulardly among discouncers
who were once again clamoring for Sherwin-Williams brands. To resalve this problem.
the company developed an ambitious multi-beand production and distriburion
strategy. [t began in (980 by acquiring cthe well-known Dutch Boy hame and painc
facilicies. Sherwin-Williams intended to offer Dutch Boy to retailers and discounters.
while retzining the Sherwin-Williams brands in its own stores. The company also
received Dutch Boy's Balrimore Paine and Chemical Corporation subsidiary. a
Marvland company founded in 1919 that specialized in tratfic paint. cogether with ics
paint factories in Baltimore and Les Angeles.

By 1985, the Durch Boy investment began o bear fruic. Sherwin-
Williams sold Dutech Boy to home centers and other mass retailers and sold Dutch Boy
Super Kem-Tone to discount chains. Alchough difficulties arose inicially because
Dutch Boy had been a dealer brand, Sherwin-Williams removed Dutch Bay from che
dealer channel and replaced i¢ with the Martin-Sencur brand.

Alongside its etforts to build the coatings business, Sherwin.Williams
began investigating other industries with fascer growth races as an appropriate way ro
diversify. In 1981. Sherwin-Williams was asked to step in as a “white knight™ to
ward off 3 takeover actack on Gray Drug, a Cleveland, Ohio chain of drugstores. After
examining the possibilities, Sherwin-Williams management decided that since
drugstores made most of their money in the fall and winter months, chis business might
be the ideal counrercyclical diversification for which they had been searching. Sherwin.
Williams bought Gray Drug for s55 million in cash. Wich chis purchase (2nd
with the stores from Drug Fair. which Gray had acquired six monchs eadier) Sherwin-
Williams created 2 new Drug Store Division, encompassing some 450 drugstores.

Although management’s original plan had been to focus on expanding
the company. based on che caatings and chemicals businesses. and 1o acquire other.
high-growrh lines. it came to realize thac same of its unprofirable lines would have o
be divesced. The Container Division. for example, came under special scrutiny after the
new tinancial controls. and the strategic planning process. revealed thae its profies were
illusory, Sherwin-Williams had produced conainers since (874 and was sull making
round paint cans, as well as aerosol and oblong cans. primarily for external sale.
\aking cans was 4 big business. In fact, not counting companies making food and
beverage cans, Sherwin-Williams was one of che largese producers of general-line cans
in the country. In order to keep profits up, however. it charged Sherwin-Williams's
internal businesses more for cans than it would cost the company could buy elsewhere,
In addition, che division sold 75 per cent of its can output 1o competing paint
companies. [n 1984. cherefore. Sherwin-Williams divested the Conrainer Division. but

coutinued buving the cans from che new owner.
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Similarly, alchough the company had inirially considered the chemical
industey a prime area for future diversification. the Chemical Division's continued
losses in the carly r98os made it ripe for divestiture. In 1983, when the tederal
governmenc extended its saccharine ban, Sherwin-Williams realized it would need
Jevise alternative artificial sweeteners to remain competitive. Not only did the division
lack the research resources required for chis particular purpose. it also lacked the
funds to develop other new chemical products. [n addicion, the cyclical nature of the
chemical business was a problem. Discussions concerning the Chemical Division’s
fong-term viabiliry led to its divesticure. in 1981, t0 PMC Specialties Group. By the sale.
Sherwin-Williams aucomarically removed icself trom a number of businesses. including
paracresol, alkali-blue pigments. saccharin, triazoles. and zinc oxide.

Sherwin-Williams also reached a turning point with the Drug Store
Division it had formed in 1981, as this continued to repore profits below the company's
threshold of acceprabiliry. Alchough the company had invested an enormous amount of
managemenc time in the Drug Store Division. and led it through a number of
important reorganizations. research in the mid-t980s showed thac the division would
require another $300 million to make it inco an important presence in the drug store
industry. “ e got the drug store business from losing money to making money,” noted
Commes. buc this was only "1 moral victory as opposed to a real economic victory.”
Rather than continue to invest. in 1987 Sherwin-Williams sold the division, for a profir.
to the Rite-Aid chain.

The sale of the Drug Store Division ushered in the cthird and currenc
stage of the Breen era, in which Sherwin-Williams. having shed its lasc nan-coatings
businesses, concencrared its capital and management resources squarely on
coatings. No other company in the coatings industry possessed Sherwin-Williams's
remarkable advancages. [¢ was by far che largese, with 4 vase network of over 2.000 paint
and automorive stores: its nearese competitor. by contrase, had only 380 paine branches.
Sherwin-Williams planned to build on cthese advantages. [ts experiences during the
1930s had taught management that efforts to diversifv. and o build markec share in
induseries in which the company occﬁpicd a minor pusition, harmed its coré business.
‘fop management, which as of 1986 consisted of Commes s president and chicf
operating officer, with Breen recaining the chairman and chief executive officer
pusitions, vowed “never again” to divert resources and management attention as the
company had done in the 1y60s and 1970s.

] In addition to improving its market share in coatings, Sherwin-Williams
focused on improving customer service, and the larter half of the 1980s saw a significant
amount of investment in chis arca. In keeping with Breen's strong interest in employee
performance and responsibility. Sherwin-Williams gave special actention to developing
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its statf from within che organizacion. The company initiated 3 number of prugrams
designed 10 build management depeh and develop the company's future leadership. A
formal management taining program tor store managers was implemented. and
many vther areas of the company became increasingly protessionalized, Breen. who
otten spent half a day with each class of new trainces. believed these training and
development programs were essential: his oft-quored “Breenism™ was “smurt people
plus hard work equals success.”

As pare of its new emphasis on coarings. Sherwin-Williams rook 4 series
of impoerant steps in product development. production. ind diseribucion. [n 8-,
over 100 new stores were opened and many new sales representatives were hired. In
1988, tor the first time in 12 vears, Sherwin-Williams updated its color system.
incroducing the “Color Answers Chare.” a state-of-the-art reference of colors for
interior and excerior use. Mote signiticantly, there was 2 renewed commitment co
quality throughout che organization. The company also made important acquisitions
in coating companies with strong niche positions. Building on its 1984 acquisition of
Dupli-Color. a coarings company thac specialized in automobile aftermarker paincs. in
1990. Sherwin-Williams bought the Krylon and [llincis Bronze acrosol painc operarions
of Barden. Inc. The Krylon name came from a 1-vear old Pennsylvania company thac
carried a complete linc of spray paines and iervlic coarings. The [llinois Bronze Paine
Company name was thart of 2 centurv-old. Chicago manufacturer of acrosol and oil-
based brushing paints. That same year, Sherwin-Williams also boughs the architecrural
coartings business of DeSata. Inc. An [llinois company which traced its roots back to
w10, DeSoto was one of the largest paint manufacturers in the country and its
architectural coatings business supplied private label paints for chains such as Sears
and Home Depor. The addition of DeSoto ta the Custom Paint Products Group made
Sherwin-Williams the world's largese supplier of cuscom paines for the private-label
marker. Concinuing its focus on coatings. in 199t Sherwin-Williams purchased che
Cuprinol brand name of premium stains. liquid sealers. and other courings producr
from the Darworth Company of Connecricut.

The company’s decision to concentrate on building market share in the
voatings industry was cimely. Discount and home decoracing chains char catered to the
do-it-vourself market had grown ro become the biggest sellers of paint. These stores
preterred to rely on one ur cwo major suppliers that sold national brands and providud
nacional distribution. rather than hundreds of smaller. local paint companies.

As it pauscs to observe the 125th anniversary of its founder's entry inw
the painc business, Sherwin-Williams seeks to increase its lead in the coatings indusery
As Breen has pointed out. "Our mission is to be number one in every business we're
in.” The company’s mulri-brand seracegy of placing its paint and ocher coatings in

as many differenc channels of distribucion as possible gives it 2 good chance to suceudd.
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indeed, tor the tirst uime since ic introduced Kem-Tone in (941, its many brands are
clearly positioned in the marketplace. Similarly. in its automotive aftermarker and .
chemicat coatings businesses, che company's varied brands are channeled among
ditterent markets and cover a wide variety of uses. By using 3 stracegy of developing its
coatings business more fully and creating for itself a larger posicion as 3 markecer of do-
it-vourself products, Sherwin-Williams is ideally positioned for furure growth,

Although much about Sherwin-Williams has changed aver che pase 125
vears. much remains the same. The company continues to lead the paine industry, and
its current strategy, to focus on quality coatings, harks back to ics founders. [n addition.
with Breen setting che tone, the company has re-emphasized irs eardy tradicions of
honesty. integrity of dealing, hard work. and fiscal conservacism: Corcingham's “Code
of Principles” is prominendy displayed ¢ out the offices of top management.

In 1991, Sherwin-Williams is one of a small handful of United Swares
companies co lead its chosen industry for mare than a century. During the past decade.
the company has shown steady growth and proficabilicy. Looking ahead. it expects
to continue to grow its market share and to improve customer service. I€its history
is any guide. Sherwin.Williams's successful combination of traditional strengths and
values, and its modern management techniques, promise chae ic will remain
“Americas Painc Company” for a long time to come.
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SNOTE ON SQURCES

Shenvin-\Williams has siways been proud af ics Ristoey. and 1t various
hiseorians and archivists have proweved g wealeh of muaterial from the cary
vears. This buok would have been fae harder to produce. for example. without
the etforts of people like W.R. Sicplien, aa carly auanager whe yathered

maay documents over the caurse of his career and wrote deseipdions ot '
Facets of Sherwin.Williams history.

This book is bused primarily upon internal sources. upon matertal o the
public record. and upon the oral incenviews noted above that were conduvted !
tor this project.

Unless otherwise nored. all quotations and citations From the text are drawn {
trom internal sources at Sherwin-Williams. As these dacuments are proprictan
w0 the company. we have not foomared them for this volume. and cite only
references from sources available o the public.
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