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Dear Ir. Kehoo:

L

Since our conversation iﬁgi::/}s:k*\i bave oted the
. N,
‘zreater part of my time fo a study of s ¥y operations. Eacm}@ division

offlice activities centar upon fleld oxgexations = ustomer relstions, thisz

report i3 coafined to the component per 0ge two phases,
égort in the same spirit in

\'g
which 1t was 2ssigned ar, it {8 my sincare hové’thst any statement I have

i}
mede will nct be regard&d &s 8 criticish of Compsny nolioy or personnel.
That the ort mag apoear 8 largsly due to s desire on my part

zo0 sligtiate a tiraso@ﬂ)reastition of "I bellsve™ and "I think.® %o attempt

has bedh‘§:::ﬁi:a:ji;p ish s connseted report since I believe that th
various p r st be discussed in geparste form and that azzrsement

in detail is essentisl hefors the pattern can be asgembled as & whole.

The Establishment of a Definits
Sales-3afety Managersnt Policy

In the estahliahment of a safety organization, complete

" recoznition must be gziven to the interlockina natvre of cur sales and

aafety progrems. Directly or 1nﬁireetly, the actions of one affeet the
other since both involve customer relations. Decsuse of thiz faoct, co-

srdinstion rather than separation arfords the only possible solution,
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Dre Re A. Kehoe -m 5/9/40

It 13, therefore, suggzested that & smsell workirng cormittee
ve appreinted for the purposs of coordinating sales and safety activities
for the best intereat of the Company. The formation of a two-man board
is essential to divisfon offices. It centralizes control, affords prompt
action on any guestion raised in the field, and, st the sSame time, amaures
diviaion office staffs that thelr problsms are clearly pres?nred to both
departmentg. The worklnz commilitee should definitaly be li??ted to two
men for the elasticity of a larger group would defgat its ggfmary purposes,
contralization of responsidility and contro]l

; N
For ths purposs of illus akfgit~;;¢ a committ ould

consiet of dr. Haley, resressnting tF%‘ﬁales Dey / meut, and ¥r. Lewis,

g activitiea would be raported

..,\

nregsenting the Safety Departuend nll ge‘
by éivialon offices to ,/Lawis. aE\UQSer n‘ present gystem, Copies of
%

all safety carresgondeﬁcb, excapt thati ?P a gugbly techniocal neture, would

i
be gent %o g&fy. Hi iaion offioe " should be instr"cted that the Sales
S

—
Dspartm?a is to be kept ihﬁo ”"Ef/l a1l mattors that mizht influsnce sales,

safetyio corporationggplicias. Such information would izncludes

55
alnts regish@ ed by customers becsuse of oxcessive costs due to

ﬂnfongQ;;~_‘/,ZBfety regulations,

2. Pressurs brought upon customers in securinz agreement to aufety
sugzestiona,.

3, Violations by custcomers of menufacturing license agreements.

4, Progress of work toward ssteblishment of tank cleaning éantrcl, plant
supervision, and aducation of customer personnel,.

5« Reports concerning inereased or ocurtailed lead requirements,
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6+ Developments of new rafinery tschaique.

7. Datailed reports of'all contacts with executive customer personnel.
8. Reports on all cases of allezed lead poisoning.

3. Fleld suegestions on improved safety technique.

10. Reporta on ablility end conduct of safety ensgineers.

11. Copies of safety engineers! weekly letters.

AN

Uader the committee system, the actual detail? of safety

»-».g..

workx would be handled by $he 3afety Depertment quki§§~2233?§n division
offices., The intereste of the Sales Bapartaent\eould ba & &ad by contact
74tk division offices and through thifpdf/;g/;zzzam\eu este:xigsye. At
regzular meetings detween r. Kaley agiﬁgfereuékf/ﬁgreement could be
reached upon most of the grankens~arisiﬁg§ gk%; gxzraement cannot be
reached or wiere doudt ar&ég;’;;~;;“§bg pr&égg course of action, provision

£ I
should be made to carrﬁ tha matter to kl. ‘aylor and Dr. Xelkosa.

x

%
ngea§x§n of a au§ifﬁoard control system iz not an

~ .
inrerangéffiggﬁgzzﬁér de$:§3man”,,&§ft to itself, would fall to recognize
certai{’éonditieas 83 ghimical tc the other - it is rather a basic plan to
caording%@ the activi fLs of the Snles and Cafety Departments alonzg lines
accepta£§§22§:§g§§::§é'in so doing eet up = more efficient safeguard for
our corporats existence.

Because the rnature of safety work necessitstes tlhe establish-
mend 0f close control, safety engineers must work directly under the authority
of division offices. Any effort to control fisld operations from the safety
headqﬁarters in ¥ew York would be detriments]l to corporation interests., It
would not only prove inefficient from a cost standpoint, but it would éefeat

tlre esmential featurs of safety - rigld control,

. P P Y



Dr. B. A. Xehoe -4 5/9/40 .

Primary control at division officea 1is nacessary for the
followin,y reasons:
1. t serves as & centralizetion point for work asssizament and insures
a primary cteck of work progress,

Ze It serves as & ceniralization point for contsets hy customers.

£

« It insures izmmediate and coustent supervision of peraonnsi, partioularly

“rom & cuatoner relation standpoint.

‘“he recomzendations congerning the dirsct contyol of safety

approach to safety. It is g
i
offices. .

?h&ﬁﬁgcessity Tor

/////’”"f::> >, in Cug¥oder Contacts
g S

[} -2 complets cooperation of our customer comnanies caennot be
vl
Pl :
expect%d‘until we make plear the seriousness of tank cleaninz operations. I
\

importance, preliminary arrangements should be made by Xr, webb

in a latter zddreszed to the presidents of our customer companiés.
Z. Tho customer attendance at confsrences should include responsidls

exeontives of the sales, manufacturing end aafety departments, This

would gerve as & check on any later shifting of reaponsibility,
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Facts should be presented by an sxocutive membbr of osur Hedicsl
Departnent who wonld be accompanied dy =n exeeutive of the Sales
Tepartment. Any devistlon from shis plan would detract from the
inportance of our message.

Such statenments 23 are made should be devold of inference and establish
in ummistzkable terms the exmet facts, f/
8inee the direet purpose of the meeting i3 to develon aéd maintain

closer control over tenk cleening operstioans, it ia aae&ztial that we

zgecure the agrsement of our customers tq,;xggerly :uti«gba &ll persona
—, )

e
in thelir organization who have authgrt5§'to apaxove "o o{ this nature,
e

ﬁgiivjjyyi"ﬁr violation ocould not
=

P
N,
add ‘2€ed to all exocutrives attende
A
ing emch conferanc@ {‘ wnich the ih ject mmttar discussed zhounld be
%

*w—:

Suek a bulletin must be s0 strona

ha diaregarded hy tha manng mant o

L letter of co rmrx}nh shonld

stated in genernl teres. 7

4

PrO} ?kﬁﬁkggauia be a;;E:gg:gﬁgeé » oriodleally the continued employment
f ée exacutives at tre confurernce snd the men receiving the original

bullgtin. ?rom::/?ctic should be taken to instruot new personnel.

blishument of 8 Tank Cleaninz Control fystem.

Effactive control of tank cleaning in the £ield is dependent

upon a complete knowledgze of sll points where suthority rfor such work is

{asued, Thiz inforzation can be securad {n only one way - direct field

céntnots. To sccept, a8 Tinal, information obteined from gensral or head

offices baa proved unsound. <Such a course permita too many unknowns, in-

eluding misinTormetion based upon lack of detalled knowledze and intentional
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or unintentional statemente of fact. This epproach further weakens cur
srogram by affording our own men an axcusga in falling to cover a particulsr
situetion.

It is svggested, therefore, that an accurate field study be
risde of each customer company &nd covering the entirs merketing ares of

4

that company. Every cuastomer division office should be cong;rted and
information secured as to t he source of tank cleaning authofkty in their

particulsr sales fisld, If it i{s found t¥rat such aunthority {s delezated

farther down the line ¢+ district offices, Egg_ggzzey ; n hegin

fron thst point, In every cese, the ggyégfigatio. must include\the nemes
7 |

, )
of men suthorizing the work, the numben of tanke
the procedure followed 1n’i£g§algg;i?;\§a 4

m
The data sﬁauwed shoﬁxg\pe‘\ﬁekginatad at each of our own

saned each quarter, and

division offices. Bou%daries of 1ndivi?ual garéatiua grezs8, together with
the location of locel phints of authqrrty and tsnk cbeaning date, must be
ylotted/5§;;:£i§;%;> P“::§:I§§:Eg§§i2éfmade for a periodic check-up of
this th to determin reag not rejporting tank cleaning sectivities, In

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

condit;on y a lack of activity or a failurae to report tanks cleansd,
A separate chart should beo kept for each customer company {Zee

Chart I). %here = divizion of authority exists within a compeny because

of the overlapping activities of different departments, separats cherts

rmsat bq made., This would include terminal and refining points within a

sales field (See Chart IXI).
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Dr. R. A. Xehoe - 5/9/40

At fii&# glance, this program mizht appear to prasent certain
adifriculties because Jf the scope of the survey. Actually, the difficulties
are not insurmountablé- In the Chicago Diviasion, coveriny seven states,
the data ocan be secured in about one hundred and rifty contdcts, This
would include not only basio contacts made at customer division officeas,
but also systematic check-up calls inchuding regional and he offics

contacts, This data can be assemblsd within a reasonably s#ott time if the

calls ars made by both tha division star! and saf engineérs,
¥

ed on varylnx estimates.
N \,;’

arly from a .ersonuel

tank cleauninz operations in the field ! i;fgely
Therefors, the scope of our safety p\ 7 ram, part
standpoint, 1s unknown and will-—remain unkhew until a fact developinz
survey has been made. / / \\? %:\

:3 NN

‘ Safety Con erenceﬁ>

It ia recémmﬁszfwfijizg}; erences be held periodically Zor
division/gggiif;;;;Zafat;S§§sannnsl’/fizz arrangement for such conferences
would tial'c’s into conaidgntion the active nature of safety work going on in
the fie&d& ]

e
e e
",

ouferences would serve as a refresher course for
pregent safety enginsers and & basic training course for new men who would
form a regerve group upon which to draw in the event of amergency or
sxpansion. Through group conferences, individusl eapproaches and solutious
can be exchanged and the representatives of each diviafon ocan profit dy
the experisnce of others.

Such meetinga should be of great value to the management not

ouly because it zives them the opportunity of clearly estabiishing thelr
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views, but also because it permits them to know better, nobtk tscimicelly
and personally, the men responsaible for sefety operations in thse field.

Instretion Mdenusl

There is an immediate need for & loose-leaf book of instruec-
tions on safety. OSuch a mepual would facilitate the trainiug of new men.
It woulg inaurs a.source of ready reoference at division offides, particulerly
wrnen iong dlatence phons conversations with customers rsqui; irmediate
answera, It would eliminate ths possibility of g ,cn;gg§ggifri1nstruction3

issued {n the past aud later superseded. ltrwo;Z;~;;;;3“§3\%:<?nataut

refresher course for salety engineex<:pﬁ¢/uxvi i\h Dxfibﬁ gorstBGI.

Lest, bhut not leasi, it would enable waXelty euw) 8 Lo travel witlkout the
large {ile of cirouluar lettexs [ QoW éwf/ witlh them oa the road.
e
e » N
j/f/ CuB»uX&ﬁkﬂalﬁ‘

/ & \ »;_‘ \ ’
; ¥ A
It must QQ(borne in min Lhet the safety operations of our

54 »
company iﬁi/l&xgaLy ass&gi&i:i_ifﬁjfgf

aneneeﬁ It is recomuen consideration be given to plans to

ds of cur customers witn the word,

eradicsts that feelini} The recsent gurehase of the Firs Prevention Film

\
is an exanple of wmot desirable on our part. At thosge points where this

£4lm has Dwen 7 our safety eaglunsers report a nbdticeabdble improvement
in the ettitude of certain individuals,

Hedical Repregentativea

An atffort should be nede to impreas upon sxscutive psrsonnel

at refineries the true status of our medical representatives, I sincerely

hope that what I am sbout to say will not be misinterpreted or, worase still,

KE 0022872
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considered as applied to our own doctors. The fact remains, however, that
0 maﬁy industrial resprssentetives, a "company doctor®™ 13 a firat aid man
selected from & field limited for ths most part to young aspirinz or old
despairing doctors. Since, by no stretc: of the imagination, could our
doctors be placed in that category, 1t would geem wige $o establish thelr
true status, There are, of course, many ways in which thia{¢ uld be accome
plished, but probably the nost effective would be definite fdntacts betwaen
our doctors and executive refinery personnel. KeﬂaxamgN‘zﬁ'QKat our doectors
are under pressure and that the 1ncreasing~p§533f\o iﬁszaﬁtihn points

does not llghten their burdem, yet wa,i%}tave th;\%;ime ahould\b spent

,-

with refinery executives. e doctork»aould hfigféafety enzineers by
AN -~
pointing out the necesgsity for Tesfain ihp vemanta. they could explain

N NN
the medical aspects of tﬁ;k cleaniné}\ nd a¥OVe all, they could develop

3

a close relationshly with;refinery exacﬁhives’%lat would prove invaluable

Iy
to the corggzab%gn&) \\\\\\__/I/ff 7
g 5

yiglon 0ffice Supsrvision
f
J

It is recormended that in those divisions whers refining
operatf@#g are extenfifXe, the divislon managers apend at lesast twenty-five
per cent o rAime on safety work. This would include freguent field
trips with safety enzineers. In divisions where tank cleaning represented
the chief activity, time could be devoted to s lesser degres,

In gll safety operstions, knowlsedge of conditions and rigid
control are essentisl. It is my thousht that time spent in the field will

accomplizh our purposs.
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70 reduce the report to s minimum, I have relralined from
citing case histories to prove a point. The facts given, however, can
be fully supported. The suggestions made are based on considerable study
but not wmith the point of view that they sre infallible.

Since all reports leave something to be desired, I shall

be very zlad to write you in detail on the polntas you will yf cubtedly
]
raise,

s}
*h
[ae)
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