ACTION SHEET

October 9, 1980 .

Health Committee . : Health data to support the need =~ or 1ack
(Dr. Ted Tolkelson) of need -~ for a lower VC etandard.. e

Manufacturing Technology Develop information as a ‘basis for petition- ‘
Committee (R.W. Laundrie) ing EPA t¢ change the present standard. 'q'

Cnntingency Planning Assigmments

+

B. F. Goodrich Company Clean Air Act (EPA)
Conoco - R Clean Water Act (EPA)
Tenneco Chemical, Incorporated TQCA (EPA)

Stauffer Chemical Company RCRA (EPA)

Diamond Shamrock Corporation OSHA

J. H. Heckman Contact Ethyl regarding the above Contingency
Asgignments.

NOTE: Assignment drafts should be submitted on or before November 17.

John Lawrence Contact TRW regarding status of its Phase I
contract with EPA.
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PVC SAFETY GROUP - ALTERNATIVES COMMITTEE

Keller & Heckman Offices Thursday, October 9, 1980
Washington, D.C. 10:30 A.M.

SUMMARY

It was agreed that initial steps be takem to develop
contingency plans in the area of EPA, OSHA, and FDA.
Draft plans are to be submitted to SPI by November 17.
The committee will meet on December 5 to review these

plans.

The Health Committee is to be asked for an opinion as
to whether there are health data to support the need,
or lack of need, for a lower EPA vinyl chioride standard.

The Manufacturing Technology Committee will be asked to
develop information to serve as a basis for petitioning
EPA to change the present standard.

An inquiry will be made as to the status of TRW's standard
review study.

THE SOCIETY OF THE PLASTICS INDUSTRY, INC.
355 Lexington Avenue « New York, N.Y. 10017
(212) 57 5-9400
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ATTENDEES:

Bart A. DiLiddo - CHAIRMAN -~ B, F. Goodrich, 6100 QOak Tree Blvd., Independence,
OH 44131

Gary H. Baise - Beveridge, Fairbanks & Diamond, 1333 New Hampshire Avenue, N.W.,
Washington, D.C. 20036

Rodney P. Becker - Diamond Shamrock Corporation, 1100 Superior Avenue, Cleveland,
OH 44114

John Eldred - Keller & Heckman, 1150 17th Street, N.W., Washington, D.C. 20036

H. R. Flammer - Conoco Chemicals, P.0. Box 2197, Houston, TX 77001

Roy T. Gottesman - Tenneco Chemicals, Park 80 Plaza - West One, Saddle Brook,
NJ 07662

Jerry Heckman - 1150 17th Street, N.W., Washington, D.C. 20036

John R. Lawrence - SPI, 355 Lexington Avenue, New York, NY 10017

P, E. Roggi - Stauffer Chemical, Westport, CT 06880

¢ & ¢ &

1 - Mr. Heckman reviewed the general concept of a contingency alert system
(Attachment A) which has been used by one of SPI's other monomer safety
groups. A general outline for developing such a contingency plan was
distributed to illustrate the components of such a plan (Attachment B).
After some discussion, it was agreed that there would be value in applying
this technique to the various regulatory concerns of VCM and PVC.

Assignments for developing initial drafts of such plans were made as

follows:
Contingency Planning Assignments
EPA
Clean Air B.F. Goodrich
Clean Water Conoco
TSCA Tenneco
RCRA Stauffer
OSHA Diamond
FDA Ethyl#*

*To be contacted by J. H. Heckman.

Drafts of these assignments are to be developed and submitted to John

Lawrence at SPI by November 17 for distribution to the entire committee.

These drafts will be further reviewed at a meeting of the Alternatives

fgmmittee scheduled for Friday, December 5, at Keller & Heckman offices, at
a.m.
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2 -~ EPA Strategies

Mr. Baise reviewed the possible strategies which might be pursued
with respect to EPA's VCM standard as presented to the Steering
Committee at the September 25 meeting (Attachment C).

After some discussion it was agreed that the Health and Technology
Committees would be asked to respond to the following questions to

assist in developing overall strategies alternatives:

(1) Can the Health Committee reach a conclusion that there are no
health data to support the need (or lack of need) for a lower
EPA-VCM standard? It will likewise be asked to recommend the
best way to support such a conclusion.

(2) Can the Manufacuring Technology Committee develop a report to
serve as a basis for petitioning EPA to change the standard?
This report should identify areas which might be relaxed or
modified to provide better interpretation of the present stan-

dard.

Note: It is believed that the Manufacturing Technology Committee may have
developed some material on this subject at the time amendments to
the EPA standard were being considered in 1977.

It was also suggested that inquiries be made to TRW as to the status of
Phase I of its contract with EPA. If possible, it should be determined
if there are still plans to meet with industry representatives. If so,
will copies of their report be available prior to such a meeting? What
is the overall timing?

3 - The meeting adjourned at 2:00 p.m.
Respectfully submitted,

/0 o

John R. Lawrence
Technical Director

Attachments (3)
October 13, 1980
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* This Ji.' assumptions will help you very much to monitor yous
petrmancs and to provide (or contingencics,

-  Finaily, perforny the sume task for the proprams whiclh will cans
tribute the most to your finuncial resulls. This programs list will
illustrale where your greatest challenges lie.

The “extent of change™ review Jooks at the degree and type of
change. Itasks what chunges ure required of you, your key mana-

- gers, and the workforce, Are you expeeting a change of emphasis
or a completely different type of behavior? Arc you forcing the
organizalion to undo the past and adopt new habits or perceptions?
It this change restricted to one purt of the organization, or docs it
pcrm-'.nc the entirc organization? Remember a simultancous change
in all levels of strutegy will require 2 grcat deal of time and your
personal attention,

Human factors follows the last am!ysls and probes the type of
people, the organization, and measurement systems. Do you have
the required numter and quaiity of personnel? Is the current or-
ganizational structure appropriate 1o the hew strategy? What about
your compensation, incentives, and reward systems?

Remember that each of these reviews will require time, objec-
tivity, and a different type of thinking. Don’t be too ambitious.
Szlzct the reviews you think will pay the best results. I think it
is betier to use onc or two of these completely than to be superfi-
cial in applying them all, .

LE6800 Yod

ATTACHMENT A

THE CAE FOR

COI\TINGEI\C\/ ALERT SYSTEMS

Qver and over again I have stressed that strategyls aimed at the fu-
ture and buiit on assumptions. Assumptions are the platform or
foundation of stratcgy. As with a house, if the foundation blocks
comc loose or stip, the structure will ultimately fall to the ground,
Everyone knows this, but-most of us tend to ignore il and begin to
equate assumptions with facts, We therefore give little thought l'o.
contingency plans—what we should do in case of 8 damaging vari
ance from our suppositions,

The reasons for this are easy to understand. We make our as-
sumpltions early in the strategic thinking process (us in any planning
approach) and then subject them Lo review, argument, nnd modie
fication. Pecause of afl this and an unconscious concern that il
we are wrong all our planning may be in vain, our minds put the
uncertainty aside and raise the likeliood that the assumptions will
occur {0 a high level, Thus it is important to tuke one more Jook
at the assumptions and force ourscives to usk, “What if reulity turns
oul different?™" ‘This is your starling point for building a contin-
gency alert system,

To do an efficient job of thinking through plans for handling v.arl-
ances from assumptions, | wonld recommend the following steps:

1. Select your assumptions diseriminately, Concentrate un those
that e the most leverage,
. 1 ]
"2, Formulate other probable “wihat ifs,’ .

1)
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. 3.’vclop vour tracking plans for keeping tabs on variances
~* from your key assumptions.

4. Carefully define the triggers, and assign responsibility for
monitoring them,

5. Qutline the options; don’t formulate them in detail,

SELECT YOUR ASSUMPTIONS DISCRIMINATELY .

You can't monitor all assumptions. No one has enough time or
resources to do this. Further, it isn’t really worth the effort since
some assumptions are not that important and others can be deait
with readily on the spot if and when they are proved wrong. So as
with your strategic options, you should be sclective in your con-
tingency survey.

There arc threc criteria that you can apply to help uncover the
assumptions you should lay contingensy plans for. These criteria
are the impact on your results if an assumption is wrong, the degree
of confidence you have in the suppositions, and the degree of influ-
ence you have 1o make them come true.

Impact

If you used some of the review techniques described in the pre-
vious chapter, you have alrecady determined which of the assump-
tions has the greatest importance for your objectives. Gap analysis
points out the key factors that affect whether net income and sales
forezasis will be met. Il a market docsn't grow so fast as you antic-
ipaic or you do not obtain the share you expect, your sales and in-
ccme wiil {all below your targets. Further, there are specific as-
sumptions ycu have made about the users, competitors, dealers,
and so forth on which you based your quantification of resulls.
Each of the techniques of strategy review highlights a different
aspect of the assumption platform and helps you identify the risk-
jest elements.

Your impact evaluation should reflect on positive as well as neg-
ative contingencies. For instance 2 variance in ecvents may result in
a bipger opportunity than anticipated. The market may grow fastef
than expected, giving you larger potential sules. Tlis possibility de

.

PRSI G A. —

-

sales or give a preparcd competitor a leg up 3t your expense, Posie
tive impact anticipation can yicld dividends us well as negative, |,

Confidence

When I raisc the criterion of confidence wiih businessmen, they
normally equate this attribute with probability. They are par-
tially correct. It is important to ask how probable il is that the
assumption will turn out to be reality, Obviously the greater the
prabability is, the less likely it is that you will nced to change )
your stratepy. But there is more to confidence than probability,  °
You should also ask, **'Why do I think s0?" Every assumption is
based on cither data from the past or analysis of the present, your
intuition of how cvents will move, or your judgment of yoursel{
or others. [ have found it uscful to record the source of cach as-
sumptiofi, since the source may have a great bearing on how valid
and reliable the prediction is.

“This line of investigation starts with the question: “Where did
the information come from?” Then ask yourself, “Why did [ draw

" this conclusion? Was the information in conflict with input from

other sources, and why did I aceept these findings rather than
others? What has the source's track record been? Is the assump-
tion closc to or far from my past cxperience?” When you have
answered these questions, you specifly Lhe degree of conflidence
you have in the assumption. This can be recorded simply as high,

. medium, or low or expressed quantitatively as a percentags,

Muny managers estimated some years ago that the cconomy would
continue to grow at the rate of § percent per year and that inflation
would be held within the 4 to 6 percent range. These assumptions
were based on the past and were confirmed by many forecasts Jis-
tributed by professional economists and the federal government,
Had you questioned any busincssmeén who held these views, they

~would have rctorted that they were perfectly logical since they

represented overall trends for many years, though there have been
cyclical swings. I am not suggesting Lhat we argue about the validity
of particular assumptions but mercly pointing out that they should -
be recognized for what they are, uncertain predictions, and that it

is important to understand why they have been made at ull,
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- People and organizations outside your own enterprise are diff;.
cult if not impossible to influcnce and arc ordinarily never within *
your control. For example many stratcgics call for some type of
Jobbying ut cither the state or the federal level of government, These
clforts often fail to produce the desired results, and yet they are '
sometimes assumed to be automatically cffective. This is not to suy
that lobbying should not be tried, but it does require careful plan-
nirg #nd usually the cooperation of many other interested organi-
zations. To take another example, even the degree of control
manugers have today over their own workforce is fess than that ex-
erciscd by businessmen two or three decades ago. Employces are
less Jikely to foliow an order o the letter, and more and more
often they scek un explunation of it before they will act.

The point is thot assumptions should be scrutinized to determine
how much power you have Lo influence events in their favor, Those
you have little control over may be worth including on your contin-
gency list,

When you have applicd the three criteria to your assumptions,
you can decide how much cach forecast nceds a contingency plan,
as Table 12-1 illustrates,

Table 12-1. Rating your assumptions,

Need for
Imnpact Confidence Influence Contingency

Assumptions  Rating Rating Rating Plan
Dzalers will High Medium High Low
casry our (Source: sales
new line, force inqulry

of dealers)
Competitor X High Low Low High
will exit from . (Source:
the medlum. market
price market manager's
segment. judgment)

-

As you can see in this illusteation, one assue.piion is?cd gt
for impact, medium for confidence, and high for inflluence, while
the other evokes low confidence and is less within contrel, Htis
thus not critical to outling a conlingency plun for the first, but °
the second requires one, The next task is to determine how accus
rate the components of the critical assumptions are. '

FORMULATE OTHER PROBABLE "WHAT (FS”

After the critical assumptions have been identified and ranked,
the “what if”" questions should be raised. There are some who ar-
gue that the most oplimistic and pessimistic assumptions should
be probed, stressing the need to preparc for the extreme possibili-
ties as well as the most likely, This is an interesting exercise, but is
otherwise a waste of time. 1 prefer that we think only about lhe
probable possibilitics.

Let’s go buck to Table 12-1 and the dealers’ receptivity to your
new line. Assume furlher that the sales force inquiry has turncd
up a 95 percent acceptance ranging from enthusiastic to lukewarm. -
This is the basis for the medium raling on confidence. Now, it
might be uscful to think about the effect of only a 75 percent ac-
ceptance. Many dealers carry multiple lines of merchandise, and
il they aren’t convinced that your new line is up to their standards,
they can easily change their ecmphasis to competitors’ products.

In the long run this may mean that your position with them will
decline, and it may even result in the loss of sone of your top
deaters, Thus you think through the consequences of the modified
assumption so that you can decide whether you should be prepared
to change your plan or construct an aliernative approach if the Jeyvel
of oplimism is innceurate,

DEVELOP YOUR TRACKING PLANS
Deciding the how of your tracking procedures during the Imple-

mentation phase of the stralegy is the focus of your tracking plan,
also called the monitoring plan, This step requires that you first
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wheth®Pyou are on target or nol. In the case of the dealers in

Tuble 12-1, this may mean surveys of end users that probe the rea. *.

sons they are purchasing the product and further questioning of
dealers to find out why they are enthusiustic or lukewarm. It ma
also require the services of outside agencics to collect data about :'h
El-:::l-:rs' sales approaches and brand preferences. The second mcthofj
fnvoh'cs the question of the reliubility of the source of as well as the:
information itself, Will the source seck information dircctly or
merely draw inferences from less specific mediums such as the news-
pepers? If we don't assess the source correctly, we may obtain mis-
leading or inupplicable information,

Yqu must next decide how much you want to spend on your
tracking system. There is a whole arca of decision theory dedicated
Lo the question of the value of information. How much is it worth
t9 you in dollars, time, and manpower to keep abreast of your en-
vironment or the condition of your resources? Information may
be so dilficult to obtain or so unrcliable thut it docsn't justify the
eflort required to collect it.

Finally, who is to be responsible for the monitoring? What will
the_ person or group do to communicate the state of affairs? This
assignment is critical to successful response, and it ties in with the
aext s'n::p in contingency planning, defining the trigger that signals
:I:Jzn the variznce from an assumption has reached the action point.
ssese have been many cascs where information was tracked well
tut communicated so ineffectively that the organization was still

. Caught unprepared,

DEFINE THE TRIGGERS

Having thought out the system for monitoring assumptionr;, your

next step is to identify the triggers that will activate the contingency
plfnns. The need for these is obvious, but their definition is not, A
trigger may be not one event or condition but rather a series.

A question in point: When should the president of the United
Slatcs.changc his main strategy for dealing with inflation and use
an entirely new game plan? Richard Nixon was clected president

u
“

L1}
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stated that government controls were ineffective and (e {ree

~enterprise system should be given a chance to operate without govs |

ernment interference. Yet he did a complete flip und resorted to -
controls. What were (he events that led him to change his mind—
or o put it in our terms, what were the triggers?

In his case there were several conditions that arose simultane-
ously. First, there was the extraordinary risc in the rate of inla-
tion, which moved out of the normal bounds of 3 to 4 percent

" up to 8 and 9 percent. Then there was wiiexpected government

deficit spending. In addition the public was becoming increasingly
unhappy with the loss of purchasing power and choosing Democrats
in 2 growing number of elections for exccutive and Iegislative posts

. on all levels of government. So Nixon resorted to changing his strats

egy and ordered the imposition of wage and price controls. The

- results of his about-face arc now history—a conlinuing risc in the
rate of inflation, distress in the business sector, job layofTs, public

exasperation,
I’m not trying to develop a case for or against Nixon's actions,

* but they do serve to itlustrate how complex triggers can be and

how extreme the response they may provoke. Nixon's reaction .

" was to abort his prime cconomic strategy. Not all contingency

plans entail such radical change, of course; nor are triggers neces-
sarily multiple or complicated. For example the fact that your
competitors do not follow your new pricing policies may mean

: simply that you revert to a level halfway to the old levels, chang-
. ing only this clcroent of your original strategy.

Anothier aspect of trigger identification s the designation of the
person of people who will be responsible for initiating the change.

" In the case of national cconomic policy, Nixon rescrved this task

{o himself, cven at the expense of having his chief economic coun-

. selor resign and losing support from his major conscrvative backers.

In the marketing function of a business, the responsibility for price
~ changes may be given to the marketing manager or one of his sub-
. ordinates. The point is that someonc must be made accountable
in advance so that lhe contingency plan can be implemented.
‘The Pearl Harbor fiasco illustrates what can happen when trig-
pers are cither not set or ignored. There is considerable evidence
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 that m’ossibiliiy of a Japanuse attack wus recopnized and tiat
. tonlingency plans had been developed. One of the problems win
that no one¢ was really sure who was responsible for the exceution
of these countermeusures, In fuct, there are reports that indicate
thai the written plans were locked in a safe and the suthorized of-
ficers were not availuble when the Japanese activated the trig
by launching their attack.

Of course, Mearl Harbor may also demonstrate that triggers can't
be set which are so close to the.cvent or condition that there isn't
a chance Lo do anything to minimize the impact except perhaps
to rui, The point to keep in mind is this: To be useful, triggers,
like any other curly warning systern, must provide sufficient lcad
time.

With your tripgers identificd and monitoring responsibility as-
signed, your contingency alert system is fully operative. It will
epable yourarganization Lo change direction if and when this be-
comes necessary, By providing thought-out responscs to variances
from key assumptions, the system gives you the lead time and the
meuans to minimize the impact on promised results,

ger

PROVIDGE OPTIONS NOT PLANS

! have mentioned the neced to have a plan of response which
will be exccuted at the optimum time. Actually, this inay be
somewhat misleading. What ! mean is not that you should prepare
a detailed plan but that you should give some thought to the op-
tions that are available. It is important to remember that any plan
should be aimed at the causc of the problem and not at the symp-
toms. Suppose that you hive a complcte, well-developed plan to
khaadic a contingency and that the plan is bascd on one sct of as-
sumptions about the causes of such a problem, If your assump-
tions arc wrong, any response you would make to resolve such a
problem might do more harm than no responsc at all. Havinga
varicd sct of options available, however, would give you more flex-

ibility and allow you to quickly choosc the response that scemed
most appropriste to the actual problem,

tions, alumni, and governmient,

CONTINGL:NCT [ AN RA REA A
FOR NONPROFIT INSTITUTIONS

Contingency options ar¢ equally ilhporla:)l;for the non\:‘r\tl’:;. or
anization. A hospitul dircctor may build 1.115 str:n.cgy on he o
Eum;-)tion thiat Blue Cross or Bluc Shield will 1o;l:.'t'.un pe:sm.l.m -
issior ise its rates. But suppose the
the stale commission to raise i ut o
fr'm?slzon grants only 50 percent of the requested muou|1l‘r‘:‘rnt:;L;¥'sto
-l:hc approval lor six to nine months. Thl!:i m:fy allow l!u. DS atly
reimburse the hospital only partially, which in l.ul:n m.sr slu.:hc s
reduce the hospital’s cush flow. What are the o‘ptmns : :: e inc;Jr-
i : i [ total reimbursem
al could adopt if the assumpuol.\ 0 huse o
lr'::cl" llow could the hospital lrigger a change in its strategy bef
: it re sash?
it was too late and it ran out of cus ' . "
§ Universitics, oo, make assumptions wlul:.h ‘mng:‘ pro:;fic:i?orr::f}'

i s size ol the student body, the P .
assumplions about the s : e body, the Do nda-
i ¢ fi and the continuing financial supi

s of i AL T cov What If the number of studc.nls
. e line e 2 " in
dramatically increased in some disciplines and droppu‘l :ng]iues
others? This would mean the wrong mix of ﬁ\cx:lt;lr t:\m n:.vidc m;”e
. al i crnment wanted to p
the other hand, whal if the gov or more
(f)L::xds for special rescarch? Or alarge comp'any n.mvurl ;:::;T‘ct:;':'o?:al
iversi tnine lor their enginecring © :
and needed university traming . | O itive
’ i e is that conlingencics can be
stalf? The point lam making is . v
as well as negalive and the tack of preparedness can mean o ll'liS?L
opportunity. ' . ‘ o
pg"hc 1975 liscal crisis of New York City is an exc_cl!untuc‘:aclgl;; ¢
of the need for conlingency options 2nd I'[c:‘r rcco:;.r::::l‘gm « cont
i i isions. The “what il” questl t shoul
plexity of making decis he N ston e i
icipt : ability to continue
ave been anticipated was the inabi : .
lriim:ing 1t was painfully appareat thal opuoll.\s :vlcln.tnl?‘tbl':(;:gol‘:.ts
. isis wi ded by the fact that the
through. The crisis was compountcd . na
authol;ity to change strategy was Inmlcd.by .lhc Icny ccl)u‘rr\:ll :3:,;.
even the New York state tegistature. In institulions whe

ity or ability to actis restricted by

jaw or the constitution, {ripgers

4+

vele H . ct
should be set far cnough in advance to provide the lead time lo g

the approvals nccessary 10 avert a catastrophy.
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-APPI,I,ION TIME

Throughout this book 1 have stressed your need to think alterny.
tives through and thean select the one you.prefer. If you have been

. following this advice, you will have developed alternate investment,

management, and operating strategics. Since you have alrcady dedj-
cated time und cffort to this development of alternatives, you may

find it beneficial to review them to determine whether any could

be used us contingency options. The reward of having alternatives
is that you may have already completed your contingency option
list, .

If, on the other hand, you need more help in developing those
options, take a close look at the following example of an education
equipment manufactlurer. As you rcad through the cxample, apply
the procedure Lo your own necds.

This manufacturer has develeped a marketing strategy based on

the assumplion that its state governmaent will continue to provide

2id to local schools to purchase remediut language installations.
The state hus allocated more than $3 million a ycar to this effort
in the past five years, snd the company anticipates that the allo-
cation will continue «t this level for the next three years, Asare-
sult it plans to add new plant capacity in the stale capital area to
produce the language equipment. It has had 50 percent of that
markat segment, and this accounts for 30 percent of its totul sales
anrd 25 pereent of its net income. '

Using tivis and other information, the company constructs a
contingency alert system as follows.

Asszusption. The siate government will provide $3 million per
year for the rext thiree years l'or remedial language equipment.

Impace: Il the assumption is incorrect, this wiil seriously hurt
the company’s sales and net income. Conclusion: high impact. .

Confidence: This assumption is buscd on past experience,
There are conflicting reports on the total education aid budget,
espegially with the chunge of administration in the state, The
allegation could be half of the original. Conclusion: Jow to
medium confidence,

- -

frfluence: This is a2 small business ang nas nu |U\'u$s.-..u

Other companies in the educution business are much TdTRer, and

they will be interested in preserving their segment size, Conclue )

sion: low influcnce potential, . .
Need for contingency plan: This is a2 must for contingency

planning.

What if? The state may cut the program budget in half and spend

the balance on teachers rather than equipment.
Impact: Sales down by 25 percent and net income muc}n smailer

than projected, o B
' Col:;ﬁdencc: This Is a more pessimistic possibility of what the
state government might do. It is bused on scattercd but mounting

opposition to the program in the legislature.
Tracking. Full monitoring is needed because of the high impact of

both assumptions,
Information:
Covernment expenditures {or education: .
Budgct proposals submitted by state officials,
Pressure groups that can influence the expenditure,
Local school remedial language programs.

Sources:
Budget documents, . blications
National Education Associalion pu A )
Speeches by educators, especially the head of the state Depart:

ment of Education, .
Specches by state officials, especially the governor and his
major opponents. .
Reports on education to the legislature. .
Documents of special interest groups.
Budger: $4,000 for the purchase of publications and visits to

the stale capital, ) .
Responsibility: One marketing employce assigned full time,

Conununications: Marketing manager will submit a monthly re

. S et
Tripgers. Three mujor warning signs exist: »
fg The preliminary budget calls for less than $3 million in reme

fanguage eid.




2...'rc is public indicati '
: cation that top state officials arc chanai
their commitment to this activity, © changh

3. Reports by top educators [
i are n?t’mcclini» Ica_rninogrogilcacrﬁi::at remedial language labs
any of these trer v i i
following options ma;'d!s)g Zx:f:tf tse:;‘:to o aefive threst, one of the
1. Tie in with other manuflacturers to lobby for education funds
2. Promote the value of remedial language Jabs among local ‘
school authorities across the state to stimulate them to apply
pressure in the state capital,
3. Promote the usc of gencral language equipment for advance-
ment of skills and possibly for foreign language learning.
4, Do a feasibility study of strategics for entering other geo-
graphic markets or possibly the college market, ' '

S.rrareg:'c implications. Continue to base the strategy on the assump-
tfop.o!‘ 53 million in funding but be prepared for change, The respoﬁ-
Slbl!lly for change lies with the marketing and manufacturing managers,
subjcct to final approval by the president. s
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THE STRATEGY SUMMARY

A MeANS OF MANAGIC

—BY STRATEG

We have come to the end of a long and difficult journey, requirh
large amounts of time and concentrated thinking. You have cor
templated your mission, completed your analyses, carefully scru

- nized your opportunitics and threats, defincd your potential ob-

jectives, and finally made your decisions. All these phases have
involved your top manugers and stafl exceutives, and through di
cussion, reflection, and even compromisc, you now have an ove:
business strategy.

This strategy provides you and your organization with a blue
of the direction you want to take as well as the means to your ¢
The blucprint shows you where you are and will cnable you to
termine as time passes how fur you have veered of [ course=if U
strategy is understood by those responsible for Its implementat
.and those who must continue to allocate the resources necussar
for success. The probiein is how to communicate the strategy
these decision makers and insure that they understand it. 1 ha
known many businessmen to underestimate this task and even

it is an unnccessary luxury. This is a scrious wmistake, It may:
that all the work already completed will go unattended. Ther
two questions to think sbout: Why should investors put their
or managers their cfforts into your business il they don't und:
what you are doing and what they wilf get out of it? And ho
managers below you implement something they don’t unders’
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ATTACHMENT B

October 9, 1980
FOR CONSIDERATION BY THE SPI PVC SAFETY GROUP

ALTERNATIVES COMMITTEE

QUTLINE--CONTINGENCY PLANNING

Purpose: To identify some responses to potential

regulatory activity.

[name of agency]

promulgates and enforces

Situation: 1.
[name of agency]

regulations addressing chemical substances

pursuant to acts:
[number]

a. [Name of Act]
b. [Ete.)
2-4. [Continue with general discussion of the

regulatory posture taken by

[name of agency]
toward PVC/VCM and toward the potential
hazards presented by PVC/VCM, paying careful

attention to the approach

[name of agency)
has taken toward other substances associated

with the same potential hazards.]

[Name of Act]
[Provide basic discussion of situation as it
relates to referenced act and repeat this

treatment for each act referenced in paragraph 1

above.]
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What If:

Triggers:

Tracking:

-2-

1. ' :
TCite relevant act or statutory provision]

[Insert description of regulatory action of
concern. The concern is usually with the less
favorable course of action. Using this format,
list all potential activities of concern.]

a. Impact: [Low, Medium or High]

b. Our influence: [Low, Medium or High]

Information and Sources:

1. :
TCite relevant act or statutory provision]

al

[name of source]
b. [Etc.; List all sources.]
[Possible sources include: direct agency contacts,
other trade associations, Keller & Heckman, trade
press, other industry sources, agency announcements,
the Federal Register, public news media, member
information, etc.]

l. :
[Cite relevant act or statutory provision]

[Insert description of event which would
trigger activation of contingency plans.]

2. [EBtec.]

Contingency Plans: [Describe the plans to be implemented if

any of these trends develop into an active threat.]

Trigger 1: [Contingency Actions
a.
b.
c. ]

Trigger 2: [Etc.]
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Anticipatory Action Underway: [Describe any actions being

taken by the PVC safety Group.]

BOR 008946
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ATTACHMENT C

BEVERIDGE. FAIRBANKS & DIAMOND

PVC SAFETY GROUP

October 9, 1980

Possible Strategies:

1. Rescind existing proposed '77 amendment.

2. Rescind existing vinyl chloride standard.

3. Rescind existing '77 amendment and oppose totally the
proposed data gathering effort and subsequent amendments
by TRW and EPA.

4. Oppose the proposed amendments because there is no
health basis, but accept amendments favorable to the
PVC Safety Group.

5. Work with EPA on revising standard to alleviate the

PVC Group's complaints.
6. Do not oppose any EPA effort.

7. Work with Congress to amend § 112.
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