P CB — A-Threat or a False Alarm

POLYCHLORINATED BIPHENYL
which wasfirst rceognized as a con-
taminant In 1064, has aince been
found in vanous concentrations In
food packagings and also in poultry
and fish

Because of its close structural
similanty to DDT (botk are chlo:i-
nated hydrocatbons), it was imme-
diately viewed with suspicion

How did PCB find its way into
food packerging materials or even
into turkcys and fish?

PCB is a ehlorinated hydrocarbon
menufaciured by Monsanto Coin-
pany and markeled as a material
used §n heat exchangers It gs also
used in the manufaciure of NCR
papers The latier, when recycled,
iniroduced the PCB into waste-paper
pulp used in the manufaciure of
cylinder board. Alternatively, when
used In heat-exchange unlts, any
spills will lead to the eventual pres-
ence of PCB in poultry, fish and
even the growing plant.

Accordingly, the presence of this
g¢ompound in verying guentities in
poultry, fish and food packaging
matcrials has produced quitc =
scare, 50 thal Monsanio has agiecd
1o diacontinue marketing the mate-
rial for non-controllable applications
and FDA has limited the quantity
permussible in packagings o a maxi-

mum of dppin — the same as [for
DDT
Other Complications

One would have thought that the
constraint imposed by FDA upon
the permissible concentration of PCB
would have ehminaied the preblem.
This is not 30

The difficully 1s that there seems
1o be no accurate method of de-
termining the quantity of PCB in
any maierial The resulis of snalysis
— carried oul by gas chromaiog-
1aphy or spectroscopy — ate too un-
certain and cannot be reproduced
The satmc sample msy show 5ppm

of PCB on onc occasion and then
may go up to lippm on the next
try Moreover, its mmilarity with
DDT makes it uncertain whether
you are measuring one or the other

The Insijlute of Papes Chenushy
in Appleton, Wisconsin, is cuirently
engaged In designing methods that
will result in more accurale analysis

To compound the problem sl
further, ceriain expenments emmied
out in Europe seem Lo indicaie that
punre PCB is nol toxic, that the tox-
icity is caused by dibenzoyl furan
which sppears as & contanunant in
the commercial grades of PCB.

Il has also been suggesied hat,
because of the extreme stability of
PCB (it ia rcported 1o be more stable
than DDT), it may be completely
harmless to anlmals or humsan
beings

With the current inteics! jn PCH,
il 15 hkely that these questions will
be resolved within a few yoms 8

BRIDGING THE PRODUCTIVITY GAP (Continued from page 23)

shortcomings The pulp mill superintendent may find
that there arc a great inany things which he can do to
lielp the paper mill superintendent, Ile may even dis-
cover that he is the higgest problem to improving op-
crations in the paper mill. The mill accountant may
learn that the standard cost analvst who works in the
paper mill area is not doing an effective job of training
paper will supervision to use standard cost Objective
sctting which 1 locked into a secrecy relationship be-
tween a manager and his individual subordinates can
never got at atl the facts, When Information is shared
fully between departmental areas in objective setting
on a tcam hasis, an organizabon development process
is created.

11 is nlso worthy of mention that all mmm%crs will
work harder ta achicve their obicctives when the
iuturity of their phm)inf and thinking is exposed to
other mansgers who work at their ows levd A man-
Ager ey pot to the pressure of lis boss, but
he is unusual when he fails to respoind 1o the presware
of his own pride, when his thinking process is exposed
to his own peers More importantly, we find that man-
agers will give their own time to helping a peer who
iv dearly ont of siep with the work growp Never
underetinate the powerful social forces of the group
in belping a manager develop a subordmate who is in
tronble, i you have a problem vhild, do not overlook
the fact that the entie work group mav need counsel-
g in & feam sctting to solve the prollew

All ton often, when introduciag a new set of con:
cepts to line managers, we fail to recognize that we
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can try to teach too much foo soon about the todduual
details of the new concepts, We alwavs try to mvoud
this mitake Liak managers alrcady hnow far more
from their own experience than they ate usimg

Importance of Increased Involvement

In the Mini Breaks-Maxi Profits Program we -
troduced the concept of increased mvolcnwnt of
hourly workers m nuproving company operations W
did not give our line managirs a clearly defined strug -
turc to accomplish this The ttammg m work simphfi.
cation techmiques did explain the use of project toeams
We then asked the line managers to find addibounl
ways to involve workers Crew mectings and erow tram-
ing were later identificd by them as succesful tech-
nicjues based on actunl mill experiener Out of this ex-
pericnce, a new formal structure of involvanent was
created Now, we are engaged m developung aned ron.
ing the details of the new formal struc e

One of the modt important functions of staff po-
e is to identify the sygmficant ereative ahvas windh
are developed spontanenusly Ly the Hne orgainzation
Human mgemiity often atready has developed groat
ideas for solving most problems of the orgamsaton
Stafl should somehow find these ideas, descnbe thens,
and make them available to all other moabers of the
organization With om new work nuprovcancnt s
temy, we feol that we finally bave a practical frme-
work within winch we can put this philosopin to work
on an objective basis a
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1f the line manager is to be effective, he must recog-
nize that standards of performance create rdennfica-
tion of problems. He is aware that these problems may
be based on faulty assumptions, and the absence of
linagmation to sce opportunities for innovation He
therefore listens, has respect for the ideas and opinions
of others, and allows cach employee to challenge the
systein through proposed innovation and cliange In
siort, he recognizes that opportunities for innavation
offcr greater op*l)oﬁunity for profits than the blind use
of standarde of performance as the final answer in
creating operating objectives

The history of the Mini Breaks-Maxi Profits Pro-
gram, and the Lirth of the Wark Imiprovcmient System,
in Southern Kraft Division n 1970, rests on the
foundntion of six previous years of formal mannage-
ment development activity Tt is a story of the applica-
tion of leaming theory to a wotk enviromnent R con-
tams some important lessons for the management of
traming activitics,

Lessons From Recent Experiences

First, t is important to reccogmze that operating
level managers need enr(l{ warning of any important
changes in operating conditions. This provides a frame
of reference for defining problems and identifying
changes in behavior which are necded to meet the
changes in conditions Training should be plamued to
accomplish the critical changes in behavior which arc
nccessary to achievement of objectives

The Mini Breaks-Maxi Profits Program was bom out
of sharp change In operating conditions. We had the
advantage of fcad time for planning provided by the
alert responses of corporate management Through the
years, we had becone accustomed to managing very
large capital improvement budgets. Suddenly, in July,
1869, we were told that we should not expect much in
the way of capital funds in 1970. We had several
months advance notice that we would be playing an
catircly new ball gamel

The training function beeame active in implement-
ing the Mini Breaks-Maxi Profits Program in early
November, 1860. The Division Management Develop-
ment Department was asked to develop a training
strategy to accomplish reduction of downtime. The
important lesson in this event fs that the nced for
training was the outcome of an operating goal to re-
duce downtime. All tuvo often, the training organiza-
tlon engages in abstract forms of training which are
not rclated ta actual operations improvement necds
identified by Hne managers. A few months before, we
had cvaluated work simplification as an involvement
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techmque The pilot study of work simplificatson 1cch;
niques gave us real insights tnto the powerful leverage
of ivolving our employees in organization change. At
onc mill, & project team study of the storcroom opera-
tions resulted i changes in storeroom prooo?:rcc
whlciéo produce nnnuj savings of approximately
$100.00,

We learned from this successful expenence that om
ployece involvement is essential to making any uu-
portant organization changes.

An important lesson is imrlicit at this point of
sclecting the tralning approach In an actunl mill en-
vironment We had lcamed how to use the techimques
and get acceptance of line management When we
presented our recommendations, we had more than
speculation about the sucoess of the technigues of
work simphfication. We had a strong sucecss story
with the support of a mill manager, his mill staff, and
his departinent heads. The proposal to usc work
simplification was approved as a strntcﬁy of traimng

to reduce downtime on our paper machines

We made an important change in introducing the
Mini Breaks-Maxi Profits Program, Previously, it had
been out practice to bring the mill managers together
first to explain & new program, Experience had taught
us that cach mill manager !yﬁicnlly retumicd to his mill
with enthusiasm, but with his own supervisors unin-
fonned about the ncw program. This placed all the
burden on the mill manager to explain the program
In this instance, we preparcd the production superin-
tendent and maintenance and engincering superm-
tendent to plan thefr mill program. They were then
able to return to their mill nn(? assume responsibnity
for developing mill plans to implement the program
Onc of the lessons that we confirmed, in this instance,
was the need to train the senior mill staff in advance
This did not take away each mill manager's freedom
and responsibility to develop his own plans But it dud
relicve the mnanager from the details of educatuing and
training his own staff in the details of the program

The process of setting objectives for reduction of
downtime in each mill in late 1868 and early 1970
clearly demonstrated the multiplying effect which oc-
curs when objectives are set on a tcam basis. Qur carlv
cxpericnoe with management by obyectives stressed
the man-boss relationship as the context within whicl
objectives should be sct. In the carly stages of ox-
perience, the emnplusis should be on sctting objectives
through discussion between man and boss However,
as individuals acquire maturity with objcctive slalls,
objective tetting should shift to small work groups.
and finally involve a joint sctting of all departmental
objectives.

Optimum Performance
Related to Optimum Relationships

Optimum performance js a result of creating opte:
mum relationships between all operating and scnace
functions For cxample, when a paper mall supern-
tendent presents his proposed objectives to all other
assembled departmental managers, this is a great op-
portunity for other managers to learn about their own )
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