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IRTRODUCT IO

1. Survey Authority

Thie operating manual has been prepared &s a part of a general
survey of the Opalon-Ultrom Plamning Group conducted by the
writer in response . to an initial reguest by Mr. G. T. Barks,
Manufacturing Superintendent, and authorized by Mr. R. M.
Morris, Plant Menager, on November 25, 1952.

Purpose

The purpose of this manusl is to provide a detailed description
of the procedures and policies governing the conduct of produc-
tion planning sctivities in the Opalon-Ultron area. Since such
matters are not static, nothing in this menual is to be con-
strued &3 limiting in any way bthe future substitution of im-
proved methods or policies upon approval of the proper author-

ity.

Scope
Specificelly, this manuel covers the operation of the Opalon-"
Ultron Planning Group only, with occasional reference to Sales, -
Shipping. and Accountimg Department functions which directly:

. affect Planning. Alsc included is & description of the
- elerical cost control system developesd durdng this survey as
an ald to evaluating the clerical workload of the Planning

group.

Responsibilities

&, The Planning Group is responsible for:

Proper production scheduling.

Routine processing of orders.

Determination of shipment promise and re—promise
detes.

Maintenance of necegsary files and records.
Availability of current inventory and open arder
status in detail.

Expediting of production and shipments as required.
Issuance of periodic reports pertaining to plan-
ning and production activities.

Maintaining continuous contact with Sales; Producn
tion, and Shipping in order t¢ act 2 a focal point’
for current informetion regarding production, inven-
tory, and shipment statue. ,

Sales Department is responsible for:

The expediting of customer orderg t¢ the Planning
Group.
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2} The supplyimg @f e@mplete imstrustions to the Plan-
ning Group regarding mp@cific customer requirunents
for material.

3) fxmguiedge of market demand for the various specifio
products, and assignment of priority to imdividual
-orders for purpeses of production @cheduling.

4) The determination of specific items and quantitieu
.. to be produced for inventory.

5) 'The designetion of  product specirications for une
as criteria for shipping purposes.

6) Purnishing Planning. esach mopth, prior to an osta-
blished deadline, with the -best possible forecast
of complete production requirements, by formulation,
for the coming month for use iu prep&ring the raw
material f@recasto

¢. The Qiggigg Deggrtmmm is responsible for:

1) The shipment of orders as scheduled by the Plamning
Gr@upo ' :

2) The prompt notificatiom to Plamning of any scheduled
shipments which are to be delayed &s soon &s such
information becomes available. .

3} The provision of ressorig for the delsy @f.any-iteii
. mot being shipped as scheduled.

d. The Production Department ik responsible fors

1) Adherence to the produstion schedules issued by thu
Pl#nning Group.

2) The prompt notification to Planmimg of any failurel
" to meet production schedules 88 S00m &8 Such iri-
formation becomes available. This includes notifi-~
cation of the date and duration of -all -triasl rums,
etc., which may &affect production schedules. .Reasons

sh&ll be given in &ll cases.

3) fThe proper taking and Gelivering of test samples to
' & degignated pick-up point in accordance uﬁtn the
estnblished gchedule. _

- ¢, .The Pl&nt kccoumt;gg;@r@up is resp@msible for:

1) Cooperation with the Planning Group with regard t@
production, shipment, &né inv ntory figures and in-
forpation egsentisl to the meintenance of aceurate
and up-to-dat :plannimg records. At pr sentn close
conteet betw en these two groups is @s&emtiel inm
order to promote the propesr exchange 'of mutuslly-
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needed information, and to reduee duplitation of work
to & minimum.

2} The provision of weekly raw material inventories and
usage reports to Pianning.

f. The Plant Leboratories are responsible for:

1) The prompt pick-ﬁp of test samples from designated
pointe in accordance with the established schedule.

2) The trensmission of test results for those character-
istics which affect shipping to the Planning Group
by 3:00 P.M. each day, or by such other time as may
be agreed upon through negotiatiom.

Organization

The Planning Group reports to the Manufacturing Superinten-
dent, through the Operating Superintendent of the Opalon-
Ultron “Production area.

The group's perscnnel is divided into three positions with
duties and responsibilities &s outlined below:

‘Position 1: Chief Planning Clerk

This individual is in direct cherge of @11l operations of
the Group, and is respongible for &ll actions performed by
the Group. His specific duties are as follows: '

8. Recelives all ords4rs and assigns promise dates for ship-
ment in accordance with established procedure. Also
issues repromise reports daily.

b. Develops operating procedures and policy proposals when
necessary, and reduces these to writing for approval by
higher authority.

¢. Is contact man for the grcup on all matters concerning
the relations of the Group with other groups or depart-
ments, and on all procedural or policy matters affect-
ing the Group.

d. .Is responsible for the proper performance of all func-
tione of the Group, as outlined in paragraph lYa. above,
and for the prompt reporting to higher authority of
any and &ll conditions which may arise to prevent
proper performance and which are beyond his power to
correct.

e. Supervises and assigne work to the other members of
the Group (Positions 2 and 3) with due regard to proper
balancing of the workioad, and following the principle
thet all possible work of & roufine clerical nature
should be assigned to Position 3.
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Position 2; . Assigtant Planning Clerk

The iﬁdiviéual, or individuals, in this position work under
the .direction of the Chief Planning Clerk. The primary
function of this poesition is that of expeditor, with specifie
.duties and responsibilities ag outlined below:

a.

Maintains close contzot with such groups &s the Order
Department, Research, Technical Service, Production
supervision, Warehouse personnel, Shipping, Traffic, .
etc. in order to keep currently informed on the status
of specific items which may require speecial attention
by Planning or by any of the other groups invelved.

Acte as expeditor on special items; and keeps those con-
cerned, including the Chief Planning Clerk, informed of
their current status.

Prepares shipping schedules, participates in production

scheduling meetings, prepares periodic réports, and per-
forme such other duties &s. may be asaigned by the Chief’

Planning Clerk.

Pogition 3: Clerk

This position handles all routine clerical work of the group
under the direction of the Chief Planming Clerk. _Specific .
duties are as follows:

aﬂ

.

£.

g.

ko

Maintains current inventories on ail pﬁoduot items.

- Maintains open order records.

Keeps records of broducti@n and applicable test results.
Determines raw msterial requirements for current pro-
duction, and prepares the necessary requisitions to
insure an adequate supply within the production area

at all times.

Prepares the monthly Raw Material Forecast.

Asgigns blend numbers, and issues Packout Blender, and
Banbury schedules.,

Distributes order copies a@cording to established routin .
Performs &ll routine filing operations.

Prepares specizl analyses, reports, etc. as may be
asgigned by the Chief Planning Clerk.
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1I. PROCESSING OF ORDERS

~ i. General Procedure

The regular routine for processing orders.and releases is .
shown in Flow Chart Fo. 1, Appendix A. This chart is I&rge-
ly self-explanatory exeept fér the symbols and color codes
which are identified in the key given on the tabbed title .
sheet for Appendix A.

2., Shipment Promise and Be-pﬁomise Procedure

The current procedure and policy regarding the. establishmeut
of promises and re-promises is covered in the bulletin given

" 'in Appendlx B. -This procedure was mide eff@ctive as of
A'pI'il 1,9 1953 ;_

. 3, Semple Order Prbcedure

Sample orders. aré ordinarily received by mzil on Form No. 270
but may be teletyped if urgent. The. procedure is somewhat

. §ifferent from that for regular orders, and is outlined as
follows:

a. A promised date is entered ag on the regular orders.
b. The coples are distributed as follows:

h | Original and copies 3 and 4 - To the Color Lab Super-
visor ¢r Sampleman,

Salmon (No. 2) - Retained im Planning open order
file according to promise date.

All other copies - To Order Department.

¢. The sample iz obtained from the sample room and delivered
to the Parcel Post Department with the original copy of
the order by the Color Lab Supervisor. At the same time
the yellow copy 18 returned to Planning.

d. IFf the desired sample 1s not available in the sample roomnm,
a Material Handling Requisition (Form No. 433) is initi-
~ated to move & roll from inventory tp the sample room.

e. FPlanning pulls and destroya the: salmon copy, and files
the yellow copy in the "completed” file.

f. It is to be emphaesized that Plamning is still responsible
for follow-up on sample. orders to ensure their shipment
on or before the date promised. If delays are encounter-
ed, the reasons therefore must be obtzined from Production,:
and a re-~promise Issued in accordance with standard pro-

~ cedure .
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shipping Schedules

Shipping schedules are prepared dazily for each product. In
order to insure that no orders are over-looked, the practice
h&s been established of reviewing &ll open orders each éay .

It is imperative that the schedules be completed &t 3:30 P.M.

in order to provide Shipping with time for planming the.. foliow-
ing day‘'s activities emnd to arrange for carriers. P

Expediting

Since definite limitations onm routine shipping service have
been established in order to smooth cut normel operatlioms

{see Appendix B.), it has comsequently become even more im<
portant that those items of genuine urgency be expedited to
the fulleBt possible extent. The responsibility fer such ex-
pediting rests directly with the Planning Group. It is ex-
pected that Planning will carefully relay &ll requirements and
information regérding items of an urgent nature to the cohcern-
ed parties without delay, and will follow-up to insure proper
completion of the desired action. In cages where Planning is
unsuccessful in cobteining the desired actionm, -or if.success is
doubtful, it will be Planning's responsiblility to inform th
party from whom the request for special handling originated
80 that he may be in & position to take addition&l action if

deemed necessary.
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III. TRANSFERS
1. Transfer of Film to Sheet Department

a. The Sheet Planning Group obtains information regarding
the avallabllity of desired l1tems by telephone from the

vinyl Planning Group.

A Material Transfer Reguisition (Form 433) 1s initiated
by Sheet Planning, &nd is mailed to Vinyl Planning. °

vinyl Planning issues written instuétions to the Shipp-
ing Department warehouseman to pldce the desired rolls .
&t the loading platform, and forwards the Trinsfer Re-
guisition to the Materials Handling Foreman.

The rolls are picked up and delivered to the Sheet De-
partment by a Materlals Handling truck. 7Two coples of
thé casé ticlkets are removed when the material is
lJoaded; and are dimstributed as follows:

¢ne copy to Vinyl Planning (With a signed copy
of the requisition).

gne copy to Sheet Planning when msterial is
deliveredf

The reguisition &nd tickets are forwarded from Vinyl
Planning to Plant Accounting for the information of

that group.

Transfers to Bondsville Warehouse and to Pibli¢ Warehouses

Complete procedures for these types of transfeérs are cover d
in the bulletin given in Appendlx C.
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IV. “PRODUCTIOK SCHEDULING PROCEDURE

-

1. Monthly Scheduling Meetings

8.

any unscheduled portion of the month.

cerned parties:

Each month meetings will be held to determime the best
possible production schedule for each product for the -
coming month. These meetings are to be attemded by re-
presentatives of thes : '
Froduct Sales Manager
¢order Department -
Production Supervision
Plapning Group.

The above meetings will be held mot later tham four days
before the end of the month, and in no case 1lés® than
four days before the runout date of the current schedul
is precedes the month end. A definite date should
be set at ecach meeting for holding the following month's
meeting. : -

The most convenient time for these meetings from the stand-
polnt of Planning, is at 11:00 A.M. on Tuesday, Wednesday,
or Thursday. _

Even though definitée orders may not exist to cover the
entire month, it is imperative that the full month be
scheduled “fur ~the purpovse of “preparing the Raw Material
Forecast. If specifiec orders are unot aveilable, a forecast
by formalation must be supplied by the Sales Department for

Plehning is responsible for issuing copies of the production
gchedule, and all revisiong thereof; to the following con-
Assistant Product Sales Manager

Sales Correspondent (temporarily)
Technical Service Office (temporarily)
Manufacturing Superintendent

Operating Superintendent

Operating Supervisor- Film & Compounds
Operating Supervisor- Color Laboratory
Foremen's Office

Shipping

Planning

In addition to the monthly schedule meeting, there will be
a weekly review of the schedule for the coming week.
Kormally,; this review will simply be in the form of &
telephone conversation between the Sales Correspondent

and the Planning Clerk, and will be accomplished on

Thursday in order to tie in with the shipment promise
procedure outlined in Appendix B. At this time, the
production schedule for the coming week (Monday through
Sunday) will be "frozen” against gll Sales breaks eXcept
those of a most urgent nature. All such emergency de-
viations will require the approvel ol the Product Seles
Manager and of the Menufacturing or Qprerating Superintendent.
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Planning will publish the weekly "frozen" schedule on
Friday for prompt distributien to all concerned.

.. 2. Economical Schedulin_g_;_ of Film

a.‘

Produetion Sequencel

" There are a great mmwy factors which governm the eéonomical

scheduling of individual product items. It is, therefore,
important that all possible comsideration be given to: the
scheduling of production items in the sequence which:wlll

‘beet minimize the costs involved. While less economical

sequences may be dictated by cusiomer priority requirements,
1t is the responsibility of Plamming, in conjunction with
Productien Supervisien, to bring the approximate cost of .
sueh deviations to the attention of thée Sales Deparfment 80
that proper evaluation of their desirability may bel made.
Specifically, the following factors shall be given eon-
sideration:

CQlor.changes

-Gage Changes

Formalation Changes

Width Changes

Embossing Changes

' These factors differ in their relative importance. Assuming

that the average cost of one hour of down time is $80.00,

-~ the approximate costs of the various types of changes are
glven in summary form in Appendix F. It should be noted

that the costs of two or more. types of change are not
cumulative if they are performed &t the same time.” 1In
such cases the cost is determined by that of the longest

- single operation only. Analysis of this cost summary

indicates that the following genersl rules should be
observed in production schedulings

(1) Color sequences should be followed. without interrup—
Tion in order to minimize cleanout ‘expense.

(2) Formulation changes which involve a radical shift
from one heat rangé to another should be mini-
mized. In this conmection,; the running speed
(a function of gage) must also be taken into con-
sideration. In general, the currently-used formule-
tions are divided as followsg

Low Temperature: UL-1, 2, 6, andhf:

“High Temperature (Stiff): UL-3, &, 5, P82-50,
and P82-51.

(3) @ changes between the hesvy and light ranges
s%ouIa be Kept to & minimum, hased on the follow-
ing dividing line:

Light: .003 to .006
Heevy: .006 to .Ql0-
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b. Run Length

,While production sequence 18 of :great importance 1in sche-
duling, the factor of run length should actually receive
primary'consideratian due-to its even more significant
effect on costs. Any overall guide to economical sch -
duling must therefeore take this factor into account along
with the sequence variables. Such &n overall gulde has
been developed, and 1s Gescribed in detail in Apperdlx I.
Brlefly, the system is based on three fundamental Bteps:

(1) The establishment of an acceptable production
standard for the cost of iten changes per pound

produced.

(2) The evaluation of each week“s schedule prior to
"freezing" (See Paragraph 1-d. above) to determine
the approximate cost per pound of the changes con~
tained therein for comparison with the standard.

(3) If the cost.of the proposed schedule is appreciably
greater than standard, the negotiation of sch dule
revisions to reduce the cost to an acceptabl level.

This system can be effectively employed only with th
sincere cooperation of both Production and Sales, but if
a consclentious effort is made :substantlal savings in
production cost should result.

rroduction Run Schedules

Baszed on the pfoductiém schedules derived as described abov ,
'Flapnning issues blend numbers, tickets, and schedule .sheets
for each production run in accordance with the proceédure shown

in- Chart No. 8, Appendix 4.
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V. RAW MATERIAL PLARNING

“ 1. Raw Material Forecast

Planning is responsible for submitting a monthly forecast of
raw material requirements to the Naterisl Coordination Group.
The deadline for this forecast is noon of the 5th day of the
new month, but the goal for Planning should be the Ist, if

at all possible.

The forecast must give not only the requirements for the
coming month, bassed on the established production schedule,
but muet also indicate anticipated requirements for the two
months following- making three months in all. This 18 neces-
sary in order to give sufficient lead time to insure the
avallability of materials when needed.

In view of the fact that production is only definitely
scheduled for & month ahead, this means that Planning must
estimate the requirements for the second and third months

on the hasis of the current pattern of productlion according
to formulation. Planning will, therefore, maintain a running
record of monthly production by formulation in order that
trends may be observed. This should be reviewed with Sales
at the time of the monthly scheduling meeting in order to
obtain whatever long-range information can be obtained from

that quarter.

. The detalled clerical procedure for preparing the Forecast
is given in Flow Chart No. 6, Appendix A.

Planning is further respongible for the immediate reporting,

in writing, to Material Coordination of any changes in fore-

cast which may result from production schedule ¢r formulation
" changes during the month.

2. Raw Material Usage Record

A simple check against possible raw materisal shortage is main-
tained by the Planning Group. This 1s kept on the basis of
weekly inventory and usage reports supplied by the Plant
Accounting Group, and is checked by the Chief Plamning Clerk
after each posting to ensure that no crifical ifems have de-
velopad. Under current operating conrditions, such cases may
arise due to the fact thet stock levels are maintained at
only 30 days' supply, and this quantity might be used up in
the first few days of the month If production happened to

be concentrated on the particular formulstion using a certain
critical material. Expeditling action by Planning through
Material Coordination is indicated in such caser in order %o
bring the inventory up to a safe level as soon as pogsible.

. 3. Raw Material Requisitioning for Current Needs

Storage space for raw materialgs in the Ulftron Warehouse and
production areag is presently so limited that a day-to-day
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check must. be made by Planning te b sur - that safficl nt
quentities are reguisiticned from primary storage areas and
delivered by the Transpeortation and Materials Pepartment to
keep Production supplied. For this reason, the procedure
shown.in Flow Chart No. 7, Appendix A, is followed at th
present time..

When adeguate storage: -8pace 1s available g0 that the build~
ing inventories can.be maintszined on 2 "maximum-minimum"
basis, this procedure can, of course, be largely eliminated.
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VI. PLANNING RECORDS

~ 1. Inv ntories

a. Ulitron Film - The Springfield portiom of the inventory
Tecord wiili congist of a daily IBM tabulation in summary
form (i.e¢.: The total pounds of each product item will
be comnsolidated in & single line ifem on the tabulation).
The outside warehouse (Bondsville) pertion will be iden-
tical except that the tabulation will be run less fr -
guently, depending on the turnover rate. Currently; a
weekly run off is satisfactory.

Since certain items have defects which prevent their use
by certain customers, even though they are classifled as
- first grade film, it is necessary that these items be
broken down in the tabulation by means of the coding
system which sppears in Appendix D. Further, in order
to provide a complete record of the nature of the d -
fect®, roll numbers involved, etc., it will be necessary
for Planning to maintain & ledger sheet for each of th se
items giving this information for reference purposes.

The card decks for the inventory will be maintained by
the Plant Accounfting Group and by the Bondsville Ware-
house Group, respectively. The Planning Group, through
. daily checking of production and shipment entries, will
agsist in maintaining accuracy, and will ccoperate to
~ the fullest extent in bringing any necessary ad,justm nts
to the attention of both parties.

b. Compound and Dry Blend Inventories

Eventually, these inventories will be handled Iim a manner
- identical to that described above for film. In fact, the

, Bondsville tabulation is currently in use by Planning.

/ However, until such time as the Springfield tabulation

I can be run on & more frequent bassis, the Planning Group
must maintain a menually-pogted, periodically reconclled;
inventory ledger im order to provide the up-to-date in-
ventory information required. If run-offs cenmot b ob-
tained om a daily basis, it will still be possible to
post shipments and production tc the latest tabulation
sheet in order to keep the informefion current until the
next tabulation is received. This method will at 1 ast
eliminate the work of reconciliation, a&nd will be the
immediate goal towards which both Planning and Plant
Accounting will work.

¢c. Opalon Resin Inventory

This inventory is not presently cerried on tadb cards; but
: mest be meinteined manuslly under current conditions of
~ " operation. Due to limited warehouse facilities and the
: rapld movement of the stock, Planning must keep up-to-the
minute on inventories in order to direct shipments properliy.
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Furthermore, quality difficulties hav m ant frequent
ghifts of stock from’onq category to another.

For these'reasona, Planming mainteins an inventory file
of the "production”, or tissue copies, of the pallet
tickets arranged according to location &nd quality, and
in numerical seqguence within each category. An exc ption
to this exists in the case of stoek im public warehouse
for which the tickets are kept in groups according to the’
lot numbers assigned by the publie Warehouae to each load
received.

A running balanece of pounds in each inventory categéry is
kept on the face of the separator cards dividing each
category.

Production Records

The procedure for summarizing and recording daily production
for the various products ig shown graphicelly in the follow-
ing Flow Charts, Appendix A: :

Chart No. 2 - Compound and Dr¥ Blend
Chart No. 3 - Opalon Resin
Chart No. 4 < Ultron Film

It will be noted that in the case ¢of Ultron Fllm, Planning
works entirely from & production summary prepared by Plant
Accounting rather than from the origineal production tickets.
This is dcone in order that the early morning work of summa-
rizing production tickets may be distributed between the two
groups with the result that the final figures are available
socner than they otherwise would be. ,

- Shipment Records

The procedure for checking and recording shipment information

.48 shown graphically in Flow Chart No. 5, Appendix A. This

work is next in priority to that of the production records
in the daily work routine.

Open Order Records

&. Compound and Dry Blend - All orders are entered in a
single Open Order Record book as soon as received. A
sample of the form used appears in Appendix E. The
sheets are arranged in numerical order according to
formulation. They are kept up-to-date &t all times in
accordance with the procedure shown in Flow Chart No. 1,

~ Appendix A.

b. Opalon Regin - The Open (rder. Record is maintained in the
same manner as for Compound except that the sheets are
arranged according to guality category.

RSV0026872

N —————




e -15-'.. ) - L

co. Ultron Film - In the case of film, Open Order records ar
maintained in a slightly different manner due to the large
amount of clerical work whieh would otherwise result 1f
all orders were entered in the r cord. Consequemtly; only
those orders held for customer relezse are entewed om the
open order shéets, which are arranged first alphabetically
by customer mame and then by item description. " The Plann-

. ing copies ef these orders are filed in a separate folder

in .elphabetical order.

To advise order copies are filed im another felder in al-
phabetical order ror reader referemce until such time as
they are scheduled for production. ,

Released Orders for which shipment promise dates have been
established are placed in a third folder in order of promise
date for daily review at the time of prepafation of the
:shipﬁing schedule.

History of Product Item Activi@y

A tabulation of total production and shipmente, by proﬁuct code
and item description, is received each momth from.the Tabulating

Department. These figures are posted to record books set  up

in such a way that the month-to-month activity on each item
may be readily reviewed for purposes of production planning
and scheduling and for such obther purposes &8 review of in-

ventories, selection of material for transfer to outside

w&rehouses, ete.

Planning Files

The prineipal files, with theé required retention perioed for
each, are tabulated below:

Kame of File Retention Period
a. Completed orders 1l year
b. Production Summaries 5 years#
¢. Shippers and Tickets 1 year
4. Shipping Summaries 2 years
e. Shipping Schedules 2 Yyears
f. Blender, Banbury, & Packout Schedules 6 months
g+ Raw Material Forecasts 1l year

#This period is specified in view of the possibility of dis-
continuance of the indiwidual reoll inventory, in which case
the Preoduction Summsry would be the only ready source of
roll number information.
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¥II. PERIODIC REPORTS

1.

'obém Order Status Report

fAn itemized open order and inventory status report for each

product will be prepared monthly immediately prior to the date
set for the monthly scheduling meeting. Coples of these re-
ports are distributed to: Production Supervision, Sales Dept.,
and Order Dept. ; .

‘Monthly Repromise Summary

In this report the total repromises issued during the month
will be summarized according to the reasons which necessitated
them. Distributiom will be to: Productlon: Supervision, Sales
Dept., and Order Dept.

othePHEEriodic Reports

A 1list of the reports covered elsewhere in this manual is given
below, for the sake of completeness, with references to the
section of the manual in which they are described:

Daily Shippimng Schedules (Appendix A - Chart 1)

Monthly Réaw Material Forecast (V - 1)

Daily Repromise Reports (Appendix B)

Weekly Report of Calendar Change-over Cost per

Pound Scheduled (Appendix I)
Clerical Cost Contrel Reports (VIII - 2)
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VIII. CILERICAL COST CONTROL SYSTEM

“ 1. Genersl

A gimplified Clericel Cost Control system has been developed
as a means for : (1) evaluating the currant clsricel work-
‘ load of the Planning Group &g a basiz for determining the
necessary staffing requirements, and (2) providing a con-
tinuous measurement of the workload in order to maintain a
conetant check on group performance and staff requirements.

The first step in setting up this system was to bresk the
various c¢lerical operations intc basic steps g indicated
on the Flow Cherte in Appendix A. It is important to note
that only Position 3, or strictly clerical, Jobs are in-
cluded in vhis control plan. The operations performed by
the Chief and Assistant Planning Clerks, Positions 1 and 2
are not readily measuraciz, and are not included in the
plan or in the standards in any way. &ech of these
operations was then time studied to determine a standard
unit time for each. Personal &llowance and rating factors
were included in the final standards so that they repres nt
the time which should be reguired by the average operator
with normal time off for personzl needs, fatigue, etec.

- Each of these operations wasg then related to the production
count which begt measured the output on that particular

~ operation, and which, st the same time, could be obtained

conveniently on & month-to-month basis. 4 tabulation of
the me jor production- @ounts and thelr sources as finpally
establisghed is given in the "Summary of Major Praductﬂon
Counts and Standards", Appendix G.

Also shown in this summary are the so-called pattern"
guantities for esch count. Thege quantities represent the
average level of activity over approximately the past four
monthe, and were derived from sctusl analysis of available
office records. Extending these quantities by the standard
unit time gives the standard houras of work at the pattern
level, and by adding this column the total average clerical
workload of the group is obtained (227.07 hours per month).
This may be interpreted, dividing by the standard 173 hours
per month per person, a8 indicating that the current clerical
workload regquires the services of 1.3 zverage persons.

2. Monthly Performance Report

Each month the Planning Group will eubmit 2 control éapert
consizting of the following two sheets:

A-78- “Monthly Job Summary of Standard P@ur@"
A-TE~ "Office Performance Report”

~ Appendixz H contains completed forms for the "Pattern®™ month

and for the actusl month of March, 1953%. The method of
making the computations invelved in these reports iz ex-
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plained in the follawimgs

. . &, Metthly Job Summary of Stamdard Hours (A- 78)

- 1) Measured Workload -

The monthly productiwn figures for the 13 major pPro-.
duction counts are first obteined and entered in th
column hesded "Actusl Monthly Units" on Form A~78.
These figures are then extended by maltiplying: by
the Standard Unit Times, &nd the preducts are entered

. - in the column hegded "Standard Man Hours". Finally,

g : © the column is totalled to obtain the “Total Measured

Work"™, which appears on Line A.

2) Work Belated to Mea&ur@d Work

This item, which appears on Line B, covers that class
" of work which does not vary in volume with any single
production count,: but which is more directly related -
to the general level of office activity as a whole-
The computation is performed by multiplying the
standard ;(0.11154) by the figure on Line A- "Total
- - : - Measured Work". ,

3) Constant Work

This itemg ‘which appears on Line C, covers that class
of work which does not vary appreciablg regardless of

- .~ workload. 4 constant allowance of 16.300 hours p r
month is, therefore, entered-for this iten.

.”) Total Department Performance

The Standard Hours on Lime& A, B, and C are then

totalled on Line B. The "Actusl Man Hours" are next

entered from the "Office Performance Report", on which

they are computed az explained in b. below. Finsally, ‘
the difference between gheae two figures and the per- ;
centage of Standard Hours to Actual Hours Iz ent r d

in the last two columns &s indicated. -

b. Office Performance Report (A-76)

1) Hours Paid For

. The regular and overtime clerical hours actually paid
for are first entered on Lineés 1-A and B. "Borrowed”
and "Loaned" time is then entered on Lines 1-0 and D.
‘The total is entered ag indicated.

2) Ad :}ugtments o .
S ction 2, Adjustments, iz then filled out &8 in-

dicat d, b ing certain that the figur 8 ntered
tally with those on the we kly payroll time cards.
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f

T}  Net. Availabl& Hours -

-This is simply th sum of the totals of S ctions l
snd 2,

4) Standard Hours

This figure is brought forward from Line D of th
*Monthly Job Summary of Standard Hours".

The remalning items on the—repmrt are self-explanatory.

Maintenance of Clerical Cost COntroleystem

Ih view of the faet that the clerical @perationa perform 4
by this group will undoubtedly change over a period of time,
1t will De necessary to make revisions in the standard unit
times, and possibly in the proeduction counts, to take such
chenges intc account. This is especially true when new
duties are added or ¢ld onesare eliminated; although re-
visiong may alsco be required if methods or procedures ar
simply revised. Im all such cases, the writer, or his
successor, should be contacted to make whatever revisions
may be needed.
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",Fley charts-(See Tabbed Sheet for Key.te Symbels)

Né.
Ne.
Fo.
Ne.
" No.
¥o.
Ne.

Ne. |
Pramiae and Re-promise Procedure Bulletin

Procedure Bulletin for Transfers to Bendsville and
to Public Warehouses.

I.B.M. Code for "Substandard 1286 Material®.
open Order Reemrd Sheets.
Summary List ef Cests ef Preduction changes._

Sumuary of Me jor Produetien Ceunts and Clerical
Standards. .

Clerieal cest Contrel Reports,
Production Scheduling Guide.

00—3 OV i

LIST‘OE-APPEHBI@ES

4

1l - Order Processing

2 - Compound & Dry Blend Productien
= Resin Productien

.= Film Preductien

- Shipment Records

- Raw Material Forecast

- Rew Material Requisitioning

- Production Run- Schedules-

RSV0026878
)




APPENDIX A

KEY TO FLOW CHART SYMBOLS

Initial receipt of, or creation of,
2 paper work item,

A clerical (Position 3) operation,

An openation performed by other than
clerical (Position 3) personnel

Temporary flle,
‘Permanent flle.

Movement out of department or tol
another chart.

Destroy

Flow of paper work.

Papers brought together for checking,
posting, ete.
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ApYil
OPALON < ULTROR FLAWHING

SEIPMENT PROMISE AND REPROMISE PROCEDURE

fie Grigin&l Promisee on Incoming Ordere and Releiges

i, Materigl in Inventory

TFf materisl ¢o fi1l the order is im inventory (tested andé
approved), shipment will be prowleed for the fellowing
working day, subject to the following conditlons:

-

& e

b

Ordere received gfter 3:00 PM of 2 glven dsy will be
congldered 0 have been received on the following work
day for promise date purposes.

Consideration must be given o the scheduled Shipping
Department worklcoad to &veid unnccepsary overtime or
"punching up” of werk insofar &g possible.

Wire Rush orders will be given specisl handling when
their urgency demards it, but wmust be kKept to & mini-
wum, Ib &1l such c&ses, Planming will supply & promise
date or status report to¢ the Order Departiment within
onre hour after receipt of the order,

MELerisl Not Yet Produced

-

I the peterizl has not yet bean produced, it either will or
will mot be on the production pchedule. These Lwo cases are
covered in the following parégriphs:

B,

Materigl On Production Schedule

Here agein, two cases exist, depending on how scon the
material is to be produced.

1)

)

If the schedulsed dete of production is within one
weelt of the dey on which the ordeyr ar reletse 18
recelived & definite promise date will be given.

If the scheduled date of production is more than one
week im the future, the promige d8te giVen wiii be
PrerLixes By & T to denote thet it is & tentative
dete. Thiz dste will stend. regerdleps of subseguent
chenges in the productlien schedule, until the Thursdsy
of the week preceding the wesl in which the ftem is
actuslly scheduled fayprodustiorn. At this tims,
gefinite repromise dates for 811 items mehefvied for
the coming weel will be given through the repromise

procsedurs oublined in Section “RE" below.
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b. Materizl Not On Produetion 3chedule

Irn this c&se, the erder copleg will be marked "to sdvise”
and the item will be seheduied for produection &t Che next
pchedule meeting. A8 Boon &8 the ltewm ig scheduled, 2
promige dabe will be issued by Planning thru the repromige
procedure which follows,

E. Repromisee On Previously Recelved Orders

1. When Isgued

Reprowmises will be issued:

z. When items originally marked "to adviee" are placed on the
production schedule. Ag indicated in Section "&", the
dste will be definite if scheduled for production within
one wesk, and tentative ectherwise.

b. When Thursday of the week preceding the scheduled week
/ for production of g terntatively promised itew ig reached,
- _{See Sectiom A, peragraph L-z2-2 asbove) At this time &
definite date is given.

¢, W¥Whenever ¢hanges occur affecting ftems on which &efinite

promise detes heve been sssignet. (l.e. Items %o be proe-
duced within the next weel)

¢, How Issued

Repromises will be entered on the dally "OpaloneUliron Repromise
report" forwm (sce pawple &sttached}. This report will be prepaved
in three copies and distributed &s follows:

Seles Correspondent

Shipping Fereman

Plamning Pile {tc be roubed through the Cperating
Superintendent and Area Superviscyr)

The Stieeg Correspondent's copy will be delivered by special
megsenger by 3:30 PM each day.

h

Telephoned Repromizes

If the reprowise affects &an itewm scheduled for shipment on the
current day, the new date will be traunsmitted lmmedi&tely ©o
the Ssieg Correspendent by teiephens . Thisg will be confimmed
leter by & written entyy on the Eaily repromise report.

Eonthliy Repromise Report

Tre Flamming Group will prepore o wonthly susmsey of the nuaber
of Pepromiges Lssued, classified secording To reason, for the Ine
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formabion of Production, Order, &nd Sales Department supervision
in order that undesirabie trends m&y be high-lighted and corrected.

Notification of Shipping or Production Deleys

Tf the sbove procedure is to be effective in keeping 211 thoee cone
cerned informed on order status, it is essentlal that the Planning
Group be notified immedistely by Shipping and by Production of any
conditione erising in those aress which will affect in any way the
schedules or promisee issued by Plamning. Specifically, it will

be Shipping’s responsibility to notify Planning &8 soon &s possible,
and by 3:00 PM a2t the latest, of any scheduled shipwents which &re
to be deleyed, Likewise, Production wust notify Plamning of any
fajlures to meel produciion schedules &8s soon &e the facte becoms
nown. Thie includes motificetion of the date and duration of &ll
trial ™Mmunme & ~oon 2& this information is availsble.
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APPEMDIX C

PROCEDURE BULLETI¥ FOR TRANSFERE T0 BONDSVILLE

AND 7O PUBLIC WAREHOUSES

This bulletin is Btill in process of preparation and

will be iesued upon cowmpletion.
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T APPENWBIX "B T

.. DLTRON FILM
T.B. M. CODE FOR "SUB-STANDARD 1286" MATERIAL

Cold Marks
Veneer
Fisheyés
Contamination
Pucker ’
Pick off
Golor Streaks
off Color
Orange Peel
Wrinkles
Gloss

Matte
Non-standard Formulation

Hon-standard yield,

Check before shipping.
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FOSM 557 AH B 9-15.
1

ULTRON COMPOUND OR PREMIX — OPEN ORDER STATUS

SAMPLE
TINVENTORY CODE 128% FORMULATION NO. 1018 COLOR RED

RSV0026899

T T T om T ; T O SHIPMENTS ToTAL LBS]| NET LBs.
ORGER | ORIGINAL SHIPPED OPEN REMARKS
DATE  TIME NO. ORDER | DATE  LBS. DATE | LBS. . Topay | arbers

l 95 3 ! ” = - = R TnTLI ,__:‘si:':: oo :::;i:k;- o= emmeeen " Sz IE . - s o et

/13 lcolumbia Cable "ii'é'iiié;‘é'o&mi}'w 80 3850 | 6150 | 4/30

ORDER
ENTERED CUSTOMER NAME

- d XIANEILY




T FILM
ULTRON GOMPOUNDXORYRREMIX — OPEN ORDER STATUS

SAMPLE
INVENTORY CODE White FORMULATION NO. y COLOR 4001 .00Ad 55 2.4

RSV0026900

R

ORDER ' B Les. | SHIPMENTS TOTAL LBS,| NET LBS |
ENTERED | CUSTOMER NAME ORIGINAL ! SHIPPED OPEN REMARKS

DAT TIME] . ORDER LBs. DATE LBS. . ORDERS P
1855 i v T o . N Inventory

Q/20 7160 7160 | H.F.C.R. B06

i
i
I
|
I

;

Y¥TONMIAY
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.~ - APPENDIX F

SUMMARY LIéT OF COSTS OF

PRODUCTION CHANGES

o ' Cost &t $80.00
Desceription Loss per Hour

1. Coler Changes: ' _ |
&, Minor Change 100 1bs. due $ 10,00
Cross contam.

b, Miner Cleanout 2 hours 166,00
¢. Major Clesmout 20 hours 1600,00

Formulation Changes:

a. Within Range | 22,5 wins. 30,00
b. Between Ranges 2 hours 160,00

Gage Changes:

&. Within Range 30 mins, 40,00
k. Between Ranges 1 hour 80,00

Width Changes: (All) 8 7.5 ming. 10.00
Emboseing Changes:

&, Plain tc Embossed : *0 wins. 40,00
k. Embossed to Plair . oD Wing. 10.00
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Total Séd.

Cod T T e e Prineipal Time Bas 4
- %o, ~ _Desaription of Mejor Count Ql&mti@a _om Patters
1 “Total 0rd rs & Releasses m@eqm orders 9.759
2 ‘TFotal Imatmi@as & TT Ko L " ¥ 0w w 100 0.018%0 T©mit 1.%80
Chapges Received _ P R _ : : ' .
3 Total Ne, of ProSuct items - Gount items on Daily Lists §76  ©.05330 Umit 25,020
shipped. of aﬁmts & @@& f’@? ' .
R . Production  Nonth &nd &@@@mtm . 1,156,000 ©.01860 1000 = 16.813
' ; o , R_ep@?t . o -
5 Pounds of Reein Packed Out in d Total of Deily Profus- 2,150,000 0.00700. 1000  16.010
’ B@gs ti@ﬁ By . : _ .
€ Fumber of Different Pilm Items * Count items om P?@ﬂ‘ﬁ@= ' k5 0.22530 UOmit © 18,135

Produced _ tion Schedule

7 Rolls of Pilm Shipped (including Shipments 588 up each day on B@ily 0.00660 Unit 19.800

drume) & Transferred reports and total fer

. wenth,
8 Pounds of Compoun e & D.Es Shippe& Toow Month . -QE@GQQQ Re= 1 P 0“7 & 000 0. m 1000 8 P Tﬁ
and Trensferred port % mg"
o : Lers T milr Shipping
’ ;E@W ° . . ..
® c . # & = 3,100,000 0.01120 1000 3%.720

8 fﬁ@mg ef Resin Shiwe@ &
- Treansferred
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o APPENDEX G - Pg. 2
Summary of Msjor Production Counts & Standard Cee e e
: : , Seurc ef the Monthly LT 864, Unit Time
Code - Primeipal Figure fer the Cemtrol 1ECern . NN
¥c, Description of Msjor Count Application ) /M. ~Hours = " Per

© 10 Tetal Poundz of Film, Compound, Raw Materfisl Month end Accounting Re— 1, o 0.01960 1000
apd D. B, Prodused oL port (= Item ¥ & Filw) .

11 " cEpOUnd Productien Count lines used In Blend 0.084%00
' Schedules ‘Boek fer the month, . .

i2 Total TT's received orders 'fgt&l of Counts 1 & 2 0.01630
above .

¥ustk r of PFereulations om Menthly EK.H. Fore- Count on Work Sheets fer 16 6.59000

Preductisn Schedules caet . Film & Compound Material
. Forecasts . _

Total Measured Werk -

rotel Sté, Eours Related to Total Measured Work - 0.11100 EHour
_ Totel Conatant Work ==16 50000 gonth

. Grand Tetel Standard neurs
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MoNsanTO llﬂ Emical, COMPANY

MONTHLY JOB SUMMARY OF STANDARD HOURS

VL CGLTEL L e Pattern Month

. o oe .

Department ) D ate

STANDARD ACTUAL STANDARD ACTUAL OVER (RED) PERCEM
POSITIONS AND FUNCTIONS BAS)IS OF MEASUREMENT UNYT MONTHLY MAN MAH OR UNDER

QF
TIME UNITS HOURS HOURS STANDARD EFFICIEN

LCRABCYL 200 9.760
SARAL, 100 1.4%0

470 25,050
1,150 16.790
2,150 15.050

45 10.139
3,000 19.800
1,047 8.795
3,100 34.720
1,550 30.380
2.520
A,890

T VTANTIIW

LR~

g.uho

et tus e g —ff

188,774

s e e e

R

16.4500

e Tt gt e e e

226,229

P SPSTR———— N

R R e R L P

SRALA 30 -
ST

T Y A S e AR

LO69TOOASY




MONsANTO CHEMICAL COMPANY  gppmmr

Alft"

v AR TR BEGUT, L, e

O ffice Performance Report Fer Month Of . . . . FRUIRRE WORTHE, ... ... ...
e e

‘ ‘ AMOUNT
1. Hours Paid For: {Average straight time hourly rate § —
Regular hours at straight time rate : -

Overtime hours at straight iime rate

Overtime premium amount

Borrowed service {addbia® o o7 spwtiee e yien  voesmie

piaacy

Loaned sarvice (deduét-;e-a)

TOTAL

2. Less Adjustments For:
A. Vacations
B. Iliness
Heolidays
Excused or other absence

Overtime premium amount

TOTAL
Net Available Hours (Item 1 less item 2)

Standard Hours {From job summary of standard hours)

Variance From Standard (Item 3 less item 4-loss in red)

Operating Efficiency (Item 4 divided by item 3)

CLERICAL
MEASURED [UNMEASURED |SUPERVISION

k3

Number Of Personnel

Comments

FEAN. S A( & &5 o
st e Atewm e coupoped of

I . 1
3«;&&»\«‘-“”’” ‘f"‘f*‘ & A

PR S S T TN TR T RN )

Dete OFf Survey
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Monsanto Cnemicar ComPaNYy

MONTHLY JOB SUMMARY OF STANDARD HOURS

MARCH, 1953

STANDARD
UMy
THAE

ACTUAL
MOMTHLY
UNITS

STANDARD
MAN
HOURS

OVER (RED)
OR UNDER
STAMDARD

PERCEN"
© OF
EFFICIENt

et @i Rrawe Da e
rEY . G .9,

B I R - £ I
BT A AT A A ) L

o CHARS

SIS
VR

243
115
303
826
2,505
28
1,793
932
2,892

o8
21
358

13

11,858

1.656
16.150
12,060
17.535

6.308
11.834

7.829
32.390
18.581
1.764

5.835

7.670

e < e syt o

T

{151.470

anmenanmar

16.895

R e e

16,400
184,765

-------- e

B et B

g AT e

[

193-20

W VTOMNAIIY

-

» G T

¢




MONSANTO CHEMICAL COMPANY -1 FIEWLTY

Ee oy sl § Pt L

e oo JHELRYL, PRASIRORUGE

A rUT

O ffice Performance Reporf For Month Of , . . . MERCE. L85Z. .. ... L.

o re—. eyl S ——r———r e ——
e —

HOURE AMOUNT
1. Hours Paid For: (Averoge straight time hourly rate & e - —
Regular hours ot straight time rate Pl Dyt

Overtime hours at straight time rote

Overtime premium amount

Borrowed service (add)

lL.oaned service (deduct-red)

203 .50
TOTAL )
2. Less Adjusiments For: —_
A, Vacations
B. Illness 500

C. Holidays
D, Excused or other absence

E. Overtime premium amount
F,
G.
H.
1.

TOTAL
Net Available Hours (ltem 1 less item 2)

Standard Hours (From job summary of standard hours)

Variance From Standard (Item 3 less item 4-loss in red)

Operating Efficiency {Item 4 divided by item 3)

CLERIGAL
MEASURED |UNMEASURED | SUPERVISION

L
Pl L

Number Of Personnel

Comments

£ 3
£ "

Clewiesl wersl donme by wile CrewE PR
! : 4 LT R fo gy o0

ingluded in shandarsd w "«ﬁf;:

Bt @CTUBLIF Gone 305

Rl PRI A

R

L T T S B R}

Daote OFf Survey
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AFPENRDIX 1

ULTRON FILM
PRODUCTION SCHEDULING GUIDE

The need for & systematic method of evaluating filw produce
tion sequences and the attendant change-over costs has long been
felt. The following procedure is the result of an sttempt to
develop such a system which can be readily and siwmply applied to
desired schedules in order to determine the change~over costs in-
volved for comparison with established cost standards.

The first step in development of this procedure wae to gim-
plify the classification of the change=-overs on the calender &as
listed in Appendix F. This was done on the basis of cost per
change as ghown in the following table:

Classification of Calender Change-0Overs

Unit Cost

Change Code Types of Change Included in Classi- of Change
Number fication Code @ §80£Hr,
1 Minor Color Change L $10.00

width Change

~ Ewbossed to FPlain

2 Formulation Change - 30,00
Within Range

3 Gage Change - Within Range 40,00
Plain to Emboseed

b Gage Change - Between Ranges . 80,00

5 Minor Color Clean-out 160.00
Pormulation Change-Between Ranges

6 MaJjor Color Clean-—out 1600,00

To determine the approximate order of magnitude of possible
savings in this regard, an analysis of the first quarter produc-
tion schedules for 1953 was made. These schedules were evaluated
in two ways, based on the above table of coste: First, the total
cost of changes was Getermined assuming that the originally schede
uled sequence had been followed; snd, second, the tSTal cost or
Thénges ror the actual sequence of production was derived in the
same manner, The difference between the twe representsd, of course,
the additional cest invelved as & result of deviations from the
s original schedule. The results of this anglysis gre summarizel

below:
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Cost of Film Schedule Changes

First Quarter 1053

Total Cost of Change Cost Per
Changes &t $80,00 Pound Produced
Per Hour (674,500 pounds)
Actual Segquence $5,980,00 $0,0089
Originally Scheduled
Sequence 3,460,00 0.0051
Loss Due to Deviations
from QOriginal
Schedule 2,520.00 0.0038

The standard cost allowance for changes which has been estab-
lished for Accounting purpcses is 5% of the operating hours., Com-
puting this in terms of dellars, assuming capacity production and
$80,00 cost per hour, we get:

Standard Cost of Changes = $0,0042 per 1lb. produced.

Comparison of this figure with the current change cost of
$0.0089 per pound shown shove indleates that changes are presently
running at slightly more tharn double the sllowed standard.

The attached form for "Weekly Production Schedule Evaluation"”
has been developed as & means for ready evaluation of proposed
schedules in terms of change cest per pound. This form will be
completed by Planning and spproved by Production Supervision on
each Thursday prior to "freezing" of the production schedule as
described 1in Section IV-1-d of this manual. All propesed sched-
ule revislons will likewise be evaluated in the same wmanner,

By use of the data contained on this form, preduction sched-

ules involving high change-over costs wlll be high-lighted zné im-
provements may possibly be negotiated with the Sales Department,
Furthermore, the accumulsgtion of such data will give an accurate
indication of the trend of c¢hange-over costs so that appropriatfe
corrective action may be initisted when deemed necessary. A& third
benefit to be derived is in the use of this data by Production for
the explanation of cost variances.

RSV0026913




Weahly Pﬂouuwtjon

Senedule Evalustion

Titron Film

Week of thru

Revision Date

oa
Revigion No,

Prod. LLGem
Cf 0@6 Nc‘ [

Téneduled | Change Class

Pounds | Code Ne.

i
i

CORBT SUNMATrY

[
W

No. o7 ot=|C0BT per oc¢- | Total
currences gurrence Cost

o

L3

$ 10.00
30,00
40,00
80,00

160,00

1600.00

Total Cost oI this
Revision

Tatel Cost ¢ Previous

Revisicn /
Dated n

Net COEt Ol Chis
Revigion (= & =

B)

L]

Ex R

a

ﬁc% Poun
;Qi

SN

]

Previour Mgt Found

< b

o

Net ¢hange in 08t/

Found of this gevin
sion (=F = F}

Note: Standard Cost/Pound =

$0,0042

Arpr
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