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¥ay 9, 1940

DR. R. A, KEHOE
{

Dear Dr. Kehoot }

Since our conversation 1iﬂz::/xszgfféfiggg:;;i§\:f the

‘greater part of my time fo @ study of sefeiy operations. Beca’u@ division

office activities center upon field ogexations = ustomer relstions, thisz

report 18 confined to the componept par ome two phases.

I bave trtfdm égort in the same spirit in

\ % R
which it was aosigned ahd it is ny sinnéro hoJye that eny statement I heve

i}
mede will nat be reg&rd&d &8s & criticish of Company uolioy or personral,
That the ort m%y appsar & largely due to a desire on my pars
o sligijate & tiraaoﬁg)raaetiticn of I bellsve™ and "I tlhink." o attemps

hag bedﬁ. de to est dzh & connectud report since I helieve that the

varions p gt be discussed in gseparsts form and vthat szraement

in detail ims sssentisl boefore the patternz can he assenbled as & whole.

The Establishment of a Dsfinits
Sales-Sefety Managerment Policy

In the establishuent of a zafety organization, complete

" racognition must be given to the interlockina naturs of our sales and

safety progrems, Directly or iudireetly, the actions of one affeet the

other since both involve customar relations, Becsuse of thia fact, coe-
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Dr. Re A. RKehoe wlw 5/9/40

It 1z, therefore, suggested that a small working committee
be approinted for the purposs of coordineting sales and safety activities
for the best intereat of the Company. The formation of a twno~man board
is essential to divisfon offices. It centralizes control, affords prompt
action on any question raised in the field, and, st the same time, asaures
division office staffls that thelr problems are clearly pres?ﬁted to both
departmentsd. The working committee should definitely be li?%ﬁed to two
men for the elasticity of a larger group would dgrggghimei?fmnry purposes,

centralization of responsidbility and contrq;,-m\

Far ths purpose of illus ar{§;T~;L¢ & ccmmitggzx ould

/

consist of Ar. aley, resresenting trggﬁﬁlaifigpa

ment, and ¥r. Lewis,

representing the Safety Department AT }a ¥ activities would he reported

e,
by &ivision offices to U ;/Lawis. 5§\under h‘k? resent system. Copies of
&,
all safety corres;onﬂeﬁcb, axcept tJaﬁ ?* a puFely seclknical neture, would
be sent o Mr, Kaley, nkg\?ion offigeyd sbould be 1nstr"cted that the Sales

—
Departm?a i8 to he kept ihﬁa &d_of ull matters that mizht influsnce sales,

'
corporationipplicies. OSuch infornation would izcludes

i
l. Coﬁy aints regisg& ed by customers bscsuse of oxcassive costs due to
%, &

anf&?bqg;;~_’/,shfety re;ulations,

2. Pressurs brought upon customers in securing agreement to saufety

gafety(o

suggestions,.

J3e Violationa by custcmers of manufacturing license agresments.

4, Progress of work toward establishment of tank cleanins ﬁaatrol, plant
Aupervision, and education of customer personnel.

S« Reports concerning inereased or ocurtailed lead requirements.
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6. Developments of new rafinery technicgue.
7. Datailed reports of'all contacts with exscutive customer jpersonnel.
8. TReports on all ecases of allezed lead poisonrinz.
9. Fleld suegestions on improved safety technique.
10. Reporta on ablility end econduct of safety engineers.
11l. Coples of safety engineers! weekly letters. 1
Under the committes system, the actual detailg Lf safety
work would be handled by the 3afety Department wgzkigé\zgfgggh division
offices. The intereste of the Sales Eepartment\aould be 3 'F&ad ®y contact
TN
itk division offices and through theA;G//rt 8ystam| suzzested wogve, At
“

regular meetingze detwesn Nr. XKaley an&\\\: Lawiffngreement could be

f!

reached upon nost of the prqplens~arisingg 5; ezyraement cannot be

reeched Or whers doubt ar es as ta‘sh{ prd&e course of action, provision
{ / ‘%‘
H %
should be made to oarrﬁ the matter to K%. Taylor and Dr. Xekoss
k

{
hy_suzgedtion of a augi’%aard control system i3 not an
SRR\ / |
v "
inferengé A'hat either deparsment, 16f% to itself, would fall to recognize
;

certaii,éonditioas as zkimical tc the other - 1% is rather a basic plan to
coordié§§@ the activities of the Snles and Cafety Departments along lines
accepta£};23§:333§::§§’in so doing et up = more efficient safeguard for
our corporats existsnce.

Becguse the nature of safety work necessiistes the establish-
ment ©f close control, safety englineers must work directly under the authority
of division offices, Any effort to control field operations from the safety
headqﬁarters in %ew York would be detrimentsl to corporation intsrests., It

would not only prove inefficient from & cost standpoint, but it would éefseat

the essentinl featurs of safety -~ rigid control,
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Dr. B. A. Kehoe -4 5/9/40 .

Primary control at division offices is nacessery for the
following reasonss
1. IV serves us a centralization point for work masignment and insures
2 primary chkec: of work progress,.
Z, It serves as & ceniralization point for contscts hy customers.

It insures immediate znd counstant supervision of peraonnek, partioularly

3
.

“rom e custoner relation standpoint.

The recommendations congerning the dirsct confrol of safsty

approach to safety. It is &
supervision be mzintained,
L

offices. L

?h&ﬁﬁgcsasity Tqr

{;;::::::::> - = {n Cue¥oper Contacts

/{ The complete cooperation of our customer companies cannot be
'
ol :
expectéd’until we makg lear the seriousness of tank cleaninz operations, I
\

importance, preliminary arraungementn sghould be made by Mr, waebb

in a letter zddresazed to thse presidents of our customer companiéa.
2, Tho customer attendance st confsrences should include reaponsidlas

executives of the sales, manufacturing and safety departments. This

would serve as a check on any later sbifting of responsibility,
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~e TFaects should be prezented by an ozscutive membbr of sur Yaldicsl
Tepertnent who wounld be accompanled dy =nr executive of tha “ales
Tepartrent, Any devistlon from Shis plan would detrant from the

inportenca of our messago.

fn
3

Such ctatements 22 are made should be devoid of infsrance and estadblish
in unnistzkable terms the exmet factsa,

Se Sinee the direet purpose of the meeting is to develon ar maintain
closer control over tank cleening operations2 it igs aas& tiel that we

gecurs the agrsement of our customers to_oproperly Sariet da 2l sersona

4

'

/_\\-;\-.
in their organlization who have uutbartgg'to apdprove work o{ this nature.
V) .
Suck a bullstlir must de a0 stron:\ that anyyi;ié% violation oould not
yd
ant.,

ba disregarded hy the‘ggggv ? g
8. & lettor of coaflrﬁ&ﬁ?ﬂﬁ/;;;;;a add ‘hﬁ:d to 2ll execurives attende
ingz each conferanc? (n which the 3u jee;\hgttar discuszsed should bdbe
stated in genersl tbrma. ¥,

\ / ! ’
e Pro; ?263’;£3313 he a;gz:gg:gggeéjqreriodioally the continued employuent

¢

cff;ﬂe exaeutivesE&t tha confurence snd tho men reteliving the originsl

¥
buﬁ} tine. Prom:;/?ctian should be taken to instruet new personnel.

ablishment of g Tank Cleaninz Control {iystem.

Iffactive control of %Yank cleaningz in the 2ield is dspendent
upon a complete knowlsdze of mll points where authority for such work is
igaued. Tkis information can be sscured in only one way . direet rield
odntuota. To saccept, as final, information obteined from general or head
offices baa proved unsound. <Such a coursge permita too meny unknowns, in-

cluding misinTormetion based upon lack of detailed knowledge and intentional
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or unintentional statemente ¢f fact, Tkis approach further weakens cur
program by affording our own men an sxcussa in falling to cover a particulsr
situation,

It ias suggested, therefore, that an accurate fisld study be
made of sach customer compeny &nd covering the entire msrketing area of
that company. Every customer division office should be conz;rtad and

]
information secured as to the source of tank cleaning authofkty in their

particuler salss field., If it is found trat such authorit 8 delezated
farther down the line t2 district offices, th <i:E%;;;;;;L n hegin
from that polnt, In every caese, the inresti;j;;;\xmnst include\the nemes
of men suthorizing the work, the numben of tanks
the procedure followed in clean theﬁ\\igg’////ﬁ
The data sgomred shoi&@\pe cdpkrdinated st each of our own

!’[ 5\ NN
division offices. Bounderies of 1udivi?ual markatiug srezs, together with

the location of local p iﬁ:j\:im:jthfiytj and tank cbeanin data, must be
yd
plotteﬁ/ﬁg;;:gi§§%;> Prj>¥sig-“’:§/69 made for a periodic check-up of

/
this df; to determing lareas not reporting tank cleaning sotivities, In

saned each quarter, and

such ¢ s%s, an invesgggation should bs made to ascertain whether this

condit;on ¥y a lack of activity or a failure to report tanks cleaned,
A separate chart should be kept for each customer company {Zee

Chart I). %here a division of suthority exists within a company because

of the overlapping sctivities of different departments, separate cherts

mat bg made, This would inclnde terminal and refining points within a

sales field (See Chart IX).
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At fiisﬁ glanco, this program might appear to present certain
aifricultiss because Af the scops of the survey. Actually, the difficulties
are not 1nsurmountablé- In the Chicago Division, coverins seven states,
the data can be secured in about one mmndred and fifty contacts., This
would include not only basio contacts made at customer division offices,
but also systematic check-up callas inceinuding regionsl and head office

]
contacts, This data can he assembled within s reasonably sjort time if the
T

o
tank cleaning operations in the field L& largely

ed on varylnx estimstes.
A

Therefors, the scope of our safety o1 f am, part arly from a sersonuel

standpolint, 18 unknown and will-rejnain unknewp until a fact developing

/ /;«’ \\\ \‘Q"g {
survey bas bsen made, \\5 k$\\
N -

/ i 1
{ ( Safety chkerencef>
1 i)

L\

It 43 recummﬁndeﬁn:::j/j;ﬁreronoes ve held periodically for
— \\§¥ ' ,
divisiog/gzggiﬁan& gafely powso % The arrangement for such conferences

;g
would ﬁéés into conai%:%ntion the active nature of safety work goinx on in
the figiég

Guferences would serve as a refresher courss for
pregent safety engineers and & basic training course for new men who would
form a reserve group upon which to draw in the event of emergency or
expansion, Through group conferences, individusl approaches and solutions
can be exchanged and the representatives of each diviasion can profit by
the experience of others.

Such meetingza should be of great value to the management not

ouly because it gives them the opportunity of clearly estabiishing thelr
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views, bubt alsv becanse it pormits thes to know better, doth technicully
and personally, the men responaible for sefesty operations in the field.

Instraetion Msnusl

Thers 1s an immediate need for a loose-leal book of instruc-
tioas on safety. DOuck 3 menual would facilitvate the trainiug of new men.

It would inaure s source ol ready rofereunce at division offides, particulerly

}

¥rnen i1oug dlstancs phone conversations with customers rsqui? imnediate
!

{
angwera., it would eiiminuate the possibility of e ,ct;gghgﬂgfrfinstructions
{
issued 1n the past aud leier supsrseded. would 3uTVve & &\constant
rerresher course for salety engineex<:z§§/uxvi i\§ w*fice goerfbel.

Lest, but noi least, it would eneble R et§ enﬁ qeru to sravel wsitbkout the

/

large flle of ciroulur lett axd~®sa§ now fféiiﬁith them oa the road.
/ ,/ Cust oinRIy, :lela'i

.“{

/
o
Let the safety operations of our

It muast he(borre in mind

company ffﬁ/l&ngaiy assﬁclgz:f;ff‘:fyf

“waaneea it is recommen consideration be given to plans to

ds of our custoners witn the word,

eradicsts that f@elin§N The recent pyurchase of the Firs Prevention Film

%
is an eyanpls of mov desirable on our part. At those joints where this

#ilm has b» ¢ our safety engineers report a nbhticeable improvement
in the ettituds of certain individuvals,

Hedical Representatives

An sffort should be mede to impress upon exscutive personnel

at refineries the trus status of our medical representativesa., I sincerely

hope that what I =m about to say will not be misinterpreted or, worse still,
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considered as applied to our own doctors. The fact remains, however, that
o mahy induetrial representatives, a "company doctor” 13 a firat aid man
selected from a field limited for the moet part to young aspirinz or old
despairing doctors. OSince, by no strete: of the imagination, could our
doctoras be placed in that category, it would seem wise %o establish their
true statua, There are, of course, meny ways in which thiafé uld bve accom-
plished, but probably the most effective would be definite antacts between
our doctors and executive refinery personnel. Keﬁaxe awarq'QHat our doctors
\\\\J

are under pressure and that the 1ncre¢sing_pambe§\oL iﬂszaﬁtihn points
T, V,
N

does not lighten thelr burder, yet wa,be}tave tha ;ime sbould\by spent

,

with refinery executives, Our doctorx»aould hq}ﬁ,éafety éngineers by
AN ,f/;f
pointing out the necesgsity for Teriain ihprbvéments. they could explain
AN

.,
the medical aspects of tg;k cloaniné}‘ \nd ahova all, they could develop
a close relationshlp withArerinery axecﬁtives thet would prove invaluable

to the cor9938§%0n< \\\\\\~—‘//
//‘N

xisien Qffice Supsrvision

i It is re rmended that in those divisions whers refining
operat%?#g are sxtensdiFe, the division managers apend at least twanty-five
per'cent\g?xtbgip/¢1me on safety work. This would include freqguent field
trips with safety engzineers. In divisions where tank cleaning represented
the chiof sctivity, time could be devoted to a lesser degres,

In 811 assfety operstions, knowledge of conditions and rigid
control are essentiel. It is my thousht that time spent in the field will

accomplizh our purposs.
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10 reduce the report to & mininum, I Lave rerrsined from
citing Cade historlies to prove a point. The facts ziven, hLowever, can
be fully supported. The suggestions made are bhased on considerable study
but not with the point of view that they are infallible.

Sinca all reports leave something to be desirsd, I shall

be very zla€ to write you in detall on the polnts you will ?ﬁfcubtedly
!
]

|

raise,

o
-
2]
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