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I
The Center for Creative Leadership is a nonprof It , educational
Institution founded by the Smith Richardson Foundation . The
Center’s primary goal Is to translate the knowledge of the
behavioral sciences Into useful appl i cations for leaders.
Toward this goal , the Center conducts and reviews relevant
research and uses these findings in a variety of programs.
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DESCRIPT ION OF VOLUMES

Looking Gl ass Is a simulation of a glass manufacturing corpora-
tion . There are twenty positions, ranging across three divisions
and four levels (plant manager , director , vIce-pres i dent and
president). The divisions face different environments , rang i ng
from volatile to stable. Looking Glass is , in a word , typical--
the organizationa l type, structure and env i ronments are common .
All prob l ems conta i ned in the simulation are based on actua l
events.

Vol ume I of the simulation materials is divided into four sections.
Section I describes the development of Looki ng Glass. Included
are the chronology of what occurred from ori ginal i dea to final
pretest run and a sumary of assumptions and biases related to
construct i ng a realistic management simulation . The next
section discusses research Issues such as the experimental modes
built into the design , possible manipu lations , limi tations of
the simulation , measurement strategies , and preliminary hypotheses.
The third section outlines train ing uses of the simulation , in-
cluding one detailed example of a training program. The final
section explains the nuts and bolts of running the simulation .
This section and the appendices that follow enables users to
refer to staffing and administrative necessities.

Vol umes II through iV contain the simulation materials. Volume
II contains all memos relating to the Advanced Products Division ,

• and also includes organization-wide corporate memos, and all
memos to the President. Vol ume III contains all memos relat ing

• to the Commercial Glass Division , and Volume IV , all memos con-
cerning the Industrial Glass Division.

Subsequent vol umes will contain standard i zed responses to Infor-
• mation requested by participants (Volume v) and a complete listing

• and analysis of all problems participants face (Volume Vi).
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NOTICE

The material contained herein relates to a simulation of managerial
performance developed by the Center for Creative Leadership pur-
suant to a contract wi th the Office of Nava l Research. The context
of the simulation is a fictitious corporation in the American glass
industry . Any points of similarity between the simulation and an
existing glass company are purel y coincidental.

The simulation is an Intensive exerc i se, and users are cautioned
that a risk to participants exists. The Center for Creative Leader-
ship assumes no responsibility whatsoever for any injury that may
result from the use of the simulation by any other organ i zation or
individual.

All users of the material contai ned herein are adv i sed of the copy-
right of the Center for Creative Leadership. Any unauthorized re-
production , distribution or other use thereof w ill result in legal
action.

@1978, by CENTER FOR CREATIVE LEADERSHIP
The Un i ted States Government has a
royalty-free license throughout the
world in all copyrightable material
contained herein.
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HISTORY OF LOOKING GLASS

Looking Glass , Inc., was founded fif ty years ago by A. J. Look ing.
Begun as a manufacture r of lig ht bulb casings , Lookin g Glass has
expanded in to a major corporat ion wi th $200 mi ll i on i n sa l es and
over 4,000 employees.

The Commercial Glass Division produces light bulb casings , tube s
for fl uorescent li ghts , and a var iety of flat glass products.

The Ind ustrial Glass Division produces automotive glass , specialty
glass (for airplanes and assorted industrial uses), and g l ass
pipin g and glass piping insulation (for use in industrial settings).

The Advanced Products Divisio n uses glass in such high technology
products as capaci tors , in tegrated circui ts, and opt ical f i bers
(for use i n telecommunications).

All Looking Glass products are sold to manufacturers who make
finished products from these components or to i ndependent distrib-
utors.
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LO O K I N G  GLASS , INC .

POSITION ABBREVIAT I ONS

ABBREV IAT ION TITLE AND D I V I S I O N

ADVANCED PRODUCTS D I V I S I O N

VP , APD Vice —Pr esident
DIR—MFG , APD Director of Manufacturing
DIR—S&M , APD Dir ector of Sales and Marketing
DIR—PD , APD D irector of Product Development
PM—CAPAC I TORS Plan t Manager , Capaci tors
PM- INT CIRCUITS Plant Manager , In tegrated Circu its
PM—OPT FIBERS Plan t Manager •, Opt ical F i bers

COMMERC IAL. GLASS DIVISION

VP , CGD V i ce—President
DIR-MFG , CGD Direc tor of Manufacturin g
DIR—S &M , CGD Direc tor of Sales and Marketing
DIR—PD , CGD Direc tor of Product Development
PM—FLAT Plant Manager , Fla t Gl ass
PM—LIGHT ING Plant Manager , Lighting Products

INDUSTRIAL GLASS DIVISION

VP , IGD V ice—President
D IR—MFG , IGD Director of Manufacturing
D IR-S&M , IGD D irector of Sales and Marketing
DIR—PD , IGD Direc tor of Produc t Development
PM-AUTO Pla nt Manager , Au to Gl ass
PM-SPECIALTY Pl ant Manager , Spec i al ty Glass
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• LOOKING GLASS

Corporate Offices

To: A ll Executives of Looking Glass , Inc.

From: Corporate Controller

Re: Corporate Prof i ts (In Thousands)

Copies to:
NE T SALES NET P R O F I T S

LAT ES T P R E V I O U S  LA T EST PREVIOUS
YEAR YEAR YEAR YEAR

Commerc i al $72,000 $67 , 867 $3,300 $3,106

Advanced 39, 400 35, 100 3, 600 2 ,700

Industr ial 87, 000 73, 600 4 ,600 3, 018

TOTAL $198 ,400 $176,567 $11 ,500 $8,824

NET I NCOM E A S A % OF SALE S

LAT EST Y EAR PR EV I O U S  YEAR

Commerc ia l 4 .6% 4 .6%

Advance d 9 .1% 7.7%
• 

. Industrial 5.3 % 4 . 1%

TOTAL 5.8% 5.0%

CURRENT FINANCIAL RATIOS

• Commercial Advanced Indust rial

Debt to Equi ty 37.6 58.2 32.6

Return on Equity 10.4 12.1 7.8

Return on Assets 5.6 7.5 5 .4

a Rece i vables Turnover 7.1 7.0 8.5

Cost of Goods Sold 74.8% 70.9% 73.9%
As a % of Sales

R & D As a % of Sales 1.8% 5.1% 5.3%
0a

Operating Profit Margin 12.1% 18.3% 13.9%
As a % of Sales

W-20 CORP-3A

.4 .., 
_ _ _ _ _ _ _ _  _ _ _ _ _ _ _ _ _ _ _
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DEFINITIONS OF FINANCIAL RATIOS

DEBT/EQUITY RATIO: The proportion of capital supplied by
cred i tors.

RETURN/EQUITY RATIO: Percentage return (net income) on stock-
holder ’s investment.

RETURN ON ASSETS: Net i ncome divided by total assets. Per-
centage return on the book va l ue of the resources of the firm .

RECEIVABLES TURNOVER: Measure of how quickly customers pay
their accounts and of current credit policies . Net Sales
divided by Accounts Recei vable.

COST OF GOODS SOLD AS A % OF SALES: Measure of how efficiently
goods are manufactured and sold.

R & 0 AS A % OF SALES: Investment in research on future pro-
ducts .

OPERATiNG PROFIT MARGIN: ~~ before taxes and interest
are paid.

~ McCall, Lombardo. DeVries 1978
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LOOKING GLASS
Office of the President

To: Al l  Executives of Looking Glass

From: Pres ident

Re: State of the Corporation Address

Copies to. I will make a State of the Corporation address to all executives at
3:00 today, to be followed by a question and answer period .
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LOOKING GLASS

Office of the President

To: Those Listed

From: Pres ident

Re: Coordinated Sales Program

Copies to: The last meet ing of the Management Committee addressed the increas-
DIR-S&M , ARD ing comp lexity of Looking Glass sales operations. It was the
DIR- S&M , CGD feeling of the Coninittee that the Sales and Marketing direc tors
DIR- S&M, IGD should get together to:
VP , APD
VP , CGD - i dentify common problems ;
VP , IGO - coordinate solutions to these problems ;

— plan for future prob lems.

The Committee took no position on specific actions , and no such
decisions are contemplated at this level. It is up to you to
decide what, f anything, should be done. Please keep my office
informed.

F-.
0)

0,

• O w
U)

6 w
I.

.0 .~~E .2~

(0
0a

0

W-7 PRES-2

L __ •~~~~~I1~~~•JII ~±TIT~~



• —•~~“ ..~— .-..•~~ - .• •• _________________________

LOOKING GLASS
Office of the President

To: Those Listed

From: Presi dent

Re: Security

Copies to:
We ’ ve been stung in the past by other glass manufacturers pirating

vp , APD our executives and key techn i ca l people. Because we pay relati vely
VP , CGD h i gh salaries and otherwise take care of our own , we ’ve been more
vi , IGD fortunate than some other companies . Still , our competitive edge

depends on our ability to maintain confidentiality on our key
processes.

Some companies require their executives and techn i ca l people to
sign an agreement of confidentiality as well as on not taking a
job wi th a competitor. I’d like to get your i deas on this or other
strategies that might be effective at Looking Glass.

F,-
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LOOKING GLASS
Office of the President

To: Those Listed

From: President

Re: Low Expansion Furnace Linings

Copies to:
I’ ve discussed this with each of you , and each of you thinks the
others should do it. New England Furnace Company wants 200 tons

vi , APD of low expansion cellular glass for furnace linings , and we are
VP , CGD going to give it to them. I don ’t care wh i ch p lant produces it--
vi’, IGO you dec i de among yourselves and let me know. A summary of the

specifications is attached .

We can ’t expect to make anything on this , and we mi ght even go into
the red some. But if we do a good job, we stand to gain substantial
future orders from them.

F-
0)
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CELLULAR GLASS FOR FURNACE LININGS

(SUMMRY)

TECHNOLOGY:

To make cellular glass furnace linings , borosilicate g lass
is ground and mixed wi th a foaming agent. Borosilicate
glass is made as follows:

Sand + Soda Ash + Boric Acid + Cul let + Arsenic +

Antimony heated to 1625°C (2957°F)

DELIVERY DATES:

50 tons: 6 weeks from today

100 tons: 8 weeks from today

50 tons: 10 weeks from today

DELIVERY LOCAT I ON:

Wil limantic , Connecticut

McCall, Lombardo. DeVries 1978
All Rights Reserved PRES-4B



LOOKING GLASS
Office of the President

To: Those Listed

From: President

Re Looking Foundation

Copies to:
Our proposal to form a foundation has been approved by the Board

VP , APD of Directors. Funding will depend upon the specific purpose for
v~, CGD which the foundation exists. Let ’s meet soon to disc uss that
VP , IGD purpose.
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LOOKING GLASS
Office of the President

To: Those Listed

From: Pres ident

Re: Purchase

Copies to:
Over the past year, we have discussed terms with Cascade to pur-

VP , APD chase their operations in Battle Creek, Michigan , for $42 million .
VP , CGD The facili ty would maintain its present product mix of l ime glass
VP , 1GD bottles , decorative bottles , and high quali ty l ead crystal decant-

ers and goblets.

Meet with me at 2:00 to discuss how we should allocate our resources.
We obviously cannot follow through on all proposed investment oppor-
tun ities , so should we choose this one or others? I think it ’s
time to make a decision . We’ve discussed this long enough.

F-.
0)

I
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=~~~~(0
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LOOKING GLASS
Advanced Products Division

To: Those Lis ted

From: Director of Product Development , APD

Re: Research Staff

Copies to. 
It ’s no secret that staff are try i ng to switch from your division

DIR-PD , CGD to mine. The reasons I’ ve heard are :

DIR-P D, IGD
- APD is where the action is;
- APD has the highest profit margin --let ’s go where we ’ l l  be

rewarded.

Needless to say, this is causing hard feelings. We ’re being
called pirates; you ’re being accused of damaging people ’s
careers. Surely we can work out something to stop this. We ’re
all in this thing together; these rumors are hurt ing us all
individuall y and Looking Glass as an organization .
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LOOKING GLASS
Corporate Offices

To: President

From: Corporate Controller

Re: Consolidated Balance Sheet

Copies to: LOOKING GLASS

VP , APD
VP , CGD
VP , IGD CON SOL I D AT ED BALANCE SHEET

(In Thousands)

ASSETS LATEST YEAR PREV IOUS YEAR

CASH $16,402 $14,762

RECEIVABLES 29,910 26,9 19

INVENTORIES 16,501 17,370

PLANT & EQUIPMENT 86 ,835 75,544

OTHER ASSETS 43,320 39,076

TOTAL ASSETS $192,968 $173,671

LIABILITIE S

CURRENT LIAB ILITIE S $1 8 ,332 $ 19,104

LONG-TERM LIABILITIES 57,890 48,101

CAP ITAL STOCK 26,051 26,051

RETAINED EARN INGS 90,695 80,415

TOTAL LIABI LITIE S $192,968 $173,671
-
~~ 
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LOOKING GLASS
Corporate Offices

To: President

From: Publ ic  Rela t ions

Re: Press Re leases

Copies to. Attached are the press re l eases describing Flat Glass and Li ghting

VP , CGD Products. Please look them over and suggest any changes you ’d like .

DIR-MFG , CGD
DI R—S&M , CGD
DIR-PD , CGD
PM- FLAT
PM-LIGHT ING
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FLAT GLASS

The Flat Glass plant at Looking Glass produces a variety of flat glass
products for construction , furniture , and related industries. These
products are of two basic types:

Trade glass (used in windows , display cases , sliding
doors , picture and show windows , etc.)

Environmental g lass (insulating, heat reflecting, and related
glass products , valued for their energy
efficiency and architectural beauty)

Flat glass can be made by three different processes , all of which begin
by mixing precise amounts of sand , soda ash , limestone , salt , cullet ,
and any special materials. The ingredients are combined in a furnace
where they are heated to over 2700°F.

About 1/4 of Looking ’s flat g lass is produced by the sheet process.
A simple i ron bar is introduced into the molten g lass , adheres to it ,

• and draws a continuous sheet of glass across a series of rollers. The
glass is cooled by long ovens (called lehrs) where the temperature is
gr~~~ally reduced under carefully controlled conditions. The contin-
uous shee t is then cut , packaged , and shipped to customers.

The remaining 3/k of Looking ’s f la t g lass i s p roduced by the newe r and
much more eff i cien t floa t g lass process. Mol ten g iass is poured onto
a bed of molten tin. The glass solidifies at a higher tempe rature
than the tin and can be fed off for further cooling. Because no rollers
touch the molten g l a s s , the surface remains clea r and undisturbed . The
glass is then cut , packed , and shi pped .

S imple adjustments a l low glass made by e i ther sheet or floa t processes
• to va ry in wid th  and thickness . Addi t ion of chem icals to the raw in-

• gred ients , lengthened cooling periods , or various coatings applied to
the g lass after forming can affect its strength , light and heat trans-
mittance qualities , and color. The use of patterned rollers can produce

• decorated glass of various kinds.

Fin ished glass is sold to d is t r ibutors , furniture and cabinet makers ,
w i ndow and door producers , and construction firms . Looking ’s environ-
mental glass products are featured in many new office buildings where
their heat re f lec t ing  qua l i t ies  make them energy e f f i c ien t  and a t t rac t i ve .

• McCall, Lombardo, DeVries 1978
W- 7 All Rights Reserved CORP 33B
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L I G H T I N G  PRODUCTS

The Commercial Glass Div is io n of Looking Glass p roduces light bu lb
casin gs and tubes for fluorescen t lights. These are sold to fabri-
ca tors of light bu lbs and fl uorescent lighting who manufacture
finished products for consumers , lamp makers , and a va ri ety of
other users. The oldest and most established plant in Looking Glass ,
Lighting Products continues to be the backbone of the company.

Produced in hundreds of different sizes and shapes , both fluorescent
tubes and incandescent enve lopes are made from lime glass. About
9O~ of the world’ s g lass i s lime g lass , a m ixture of sand , soda ash ,
limes tone , and other materials heated to 2640°F. Additiona l chem i cals
can be added to crea te colored glass.

For bulbs , mol ten g lass is put into a mold and inf la ted like a balloon
(a process called blow i ng). Tubing is made by draw i ng a stream of
glass over a jet of air. This keeps the center hollow . In both pro-
cesses , the shaped g lass is cool ed gradually (annealed) in specially
des i gned oven (lehrs).

Lig hting products are sold exclusively to manufacturers who turn the
envelopes and tubes into working bulbs and fluorescent li ghts. Look-
ing Glass is and has been a major supp l ier of l ight ing products fo r
lar ge manufacturers such as Sy lves ter , Major Elec tric , and Eas tern
Lights.

McCall, Lombardo, DeVries 1978
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LOOKING GLASS
Corporate Offices

To: Pres ident

From: Pub l ic Relations

Re: Commercial Glass D iv is ion Description

Copies to. Attached is a blurb about CGD for use in the v is i to rs ’ brochure.
VP , CGD Please return it within two weeks if you see needed changes.

DIR-M FG , CGD
DIR-S&M , CGD
DIR—PD , CGD
PM-FLAT
PM-LIGHTING
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LOOKING GLASS , INC.

COMMERC IAL GLASS DIVISION

The Commercial Glass D i v i sion , a pr i mary producer of f la t g lass
and light ing produc ts , is the oldest part of Looking Glass.
Over the past 50 yea rs , this div is ion has become a wel l  estab-
lished leader in its f ie ld , supplyi ng the few major producers
wi th a high volume of quality materials . Though affected by
GNP , sales have held rela t ive ly stable even in hard econom i c
times.
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LOOKING GLASS
Corporate Offices

To: Director of Sales and Marketing , CGD

From: Public Relations

Re: Newspape r C li pp ing

Copies to. 
Yesterday ’s paper had an article about the Lighti ng Products pla nt .
Apparently pollution from the stacks is k i l l ing  the t rees in the
area. The environmentalists are up in a rms , threatening to sue ,
wri te congressmen , appeal to the media , etc.

Just thought you ’d want to know.
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LOOKING GLASS
Corporate Offices

To: Plant Manager , Flat Glass

From: Corporate Personne l

Re: Plant Information

Copies to: Attached are :

I) The most recent organization chart of personnel in your
plan t;

2) A floor plan and some descript i ve data about the same.
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• LOOKING GLASS
Corporate Offices

To: Plant Manager , Lighting Products

From: Corporate Personnel

Re: Plant Information

Copies to: Attached are :

1) The most recent organ i zation chart of personnel in your
plant;

2) A floor plan and some descript ive data about the same.
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LOOKING GLASS
Corporate Offices

To: Vice-President , CGD

From: Corporate Personnel

Re: Perfo rmance Appraisal

Copies to. You are scheduled to do a performance appraisal on the Director of
Product Deve l opment. Three copies of the appraisal form are
attached. Please return a copy of the form to this office as soon
as possible , along wi th your salary recomendat ion .

Time in position : 3 years

Current salary : $65,000

Salary range for posi tion : $60,000 to 80,000

Cost of l iving increase: 6.5~
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L O O K I N G  GLASS

CORPORATE O F F I C ES

NAM E OF EM P L O Y E E  DATE 
_____________

JOB T I T L E  
-

IMPORTANT-—Be sure you consider only one characteristic at a time , regardless of how
good or poor he/she may be in the others. It is essential that every question be
answered ; if more space is needed to answer any i tem , please write on p l ain paper
and attach to this form . Your overall rating on each factor should be sho~-in by code
symbol in the box to the right. Mark “0” for Outstanding; “E” for Excellent; “SP”
for Sat is factory Plus; ‘1S” for Satisfactory; “SM” for Satisfactory Minus; “U” for
Unsatisfactory.

A. QUAL ITY OF WORK Insert Rat ing Code j J
Comments:

B. QUANT ITY OF WORK Inser t Ra ting Code El
Comments:

C. ABIL iTY TO PLAN AND UNDERSTAND WORK Insert Rating Code
Comments:

0. ABILITY TO GET ALONG WITH OTHERS Insert Rating Code El
Comments:

E. OVERALL PERFORMANCE RAT ING (ALL FACTORS) Insert Ra tin g Code LI)
Comments :

• If performance of any of above is be l ow expectations , what should be done to bring
about improvements?

• PREPARED BY DATE
_________________

REVIEWED AND
APPROVED BY DATE

________________

(Your immediatc supervisor)

RECORD O F I N T E R V I EW:
Th is report was discussed w i th  the employee on

_____________________________________

(Date)

S igned
_____________________________________

McCall . Lombardo, DeVries 1978 ( Employee)
W 3  All Rights Reserved CORP 38B
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LOOKING GLASS
Corporate Offices

To: Director of Manufacturing , CGD

From: Corporate Personnel

Re: Performance Appra isal

Copies to: Performance appra isals are due this month on both of your plant
managers. Please return copies of the app raisal form s and your
salary recofilnendations to this office as soon as possible.

PLANT MANAGER PLANT MANAGE R
LIGHTING PRODUCTS FLAT GLASS

Time in position: 3 years 2 years

Current salary: $49,500 $48,900

Salary range for position : $40,000-70,000 $kO ,000-70,000

Adj usted cost of l iving increase: 6.5~ 6.5?~
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LOOK ING GLASS

CORPORAT E O F F I C ES

NAME OF EMPLOYEE DATE ________________

JOB TITLE

IMPORTANT—-Be sure you consider only one characteristic at a time , regardl ess of how
good or poor he/she may be in the others. It is essent ia l  that every question be
answered ; if more space is needed to answer any i tem , please write on pla in paper
and attach to this form. Your overall rating on each factor should be shown by code
symbol in the box to the right. Mark “0” for Outstand ing; “E” for Excellen t; “SP”
for Satisfactory Pius; “5” for Satisfactory ; “St4” for Satisfactory Minus ; “U” for
Unsat is factory.

A. QUAL I TY OF WORK Inser t Rating Code El
Comments:

B. QUANTITY OF WORK Inser t Rating Code
Comments:

C. ABIL ITY TO PLAN AND UNDERSTAND WORK Inser t Ra t ing Code El
Comments:

D. ABILITY TO GET ALONG WITH -OTHERS I nsert Rating Code El
Comments:

E. OVERALL PERFORMANCE RATING (ALL FACTORS) I nsert Rating Code El
Comments:

If performance of any of above is below expectations , what should be done to bring
about improvements?

PREPARED BY DATE________________

REVIEWED AND
APPROVED BY DATE _________________

(Your i mmediate supervisor)

RECORD OF INTERV IEW :
This report was discussed with the emp loyee on_________________________________

(Date)

McCall . Lombardo , DeVries 1978 S igned
________________________________________

All Rights Reserved (Emp loyee)
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LOOKING GLASS
Corporate Offices

To: President

From: Corporate Personne l

Re: Affirmative Action Distri butions - Coimiercial Glass Division

Copies to: % OF FULL -TIME EMPLOYEES BY

VP , CGD JOB CLASSIFICATION
DIR-MEG , CGD

MANAGEMENT PROFESSIONA L HOURLY

PM:LIGHT IHG MALE 94% 92% 75%

FEMALE 6* 8% 25%

WH ITE 96% 98% 85%

MINORITY 4% 2% 15%
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LOOKING GLASS
Corporate Offices

To: Vice-President , CGD

From: Corporate Personne l

Re: Advanced Management Course

Copies to. We have a spot in our advanced management course for one of your
promising plan t managers. The course is one week long, and covers
fi nancial analysis , leadershi p ski l ls , and organ i zationa l develop-
ment. Successful completion of this course qualifies the manager
for our Executive Training program.

If you want to send someone, please let me know ri ght away . The
course begins in three weeks and we’re tryin g to close the roster.
The class is limited to 10 people.
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LOOKING GLASS
Corporate Offices

To: Those Listed

From: Corporate Controller

Re: Financial Sumaries , Comercial Glass Division

___________________

Copies to: Attached are the following financial sumaries for the Comerc i al
VP , COD Glass Division :

- Income Statement , last f iscal year;
DIR—PD , CGD . .

- Financial Ratios , last fisca l year;

- Division Assets and Current Liabilities.

Also attached are the Sales and Cost of Goods Manufactured suma-
ries for the firs t quarter of this year.
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LOOKING GLASS

COMMERCIAL GLASS DIVISION

SELECTED BALANCE SHEET ACCOUNTS

Latest Year
(In Thousands)

CASH $5,273

R EC E I V AB LES $ 10 ,141

INVENTORIES $5,027

PLANT AND EQUIPMENT $32,615

OTHER ASSETS $6,244

CURRENT LIABILITIES $6,937

ASSETS ASSIGNED TO PLANTS :

FLAT GLASS $35.1 millio n

LIGHTING PRODUCTS $24.2 million

- • McCall, Lombardo, DeVries 1978
All Rights Reserved CORP- 42D
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LOOKING GLASS

COMMERCIAL GLASS DIVISION

COST OF GOODS MANUFACTURED
(In Thousands)

LAST QUARTER

BUDGET ACTUAL VAR I ANCE

$13,482 $13,714 +1 .7%

McCall, Lombardo, DeVries 1978

:; W-14 All Rights Reserved CORP”42E
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LOOKING GLASS

COMMERCIAL GLASS DIV IS IO N

SALES
(In Thousands)

LAST QUARTER

FORECAST ACTUAL VAR IANCE

$17,940 $18,003 +3.5%

‘ McCall, Lombardo, DeVries 1978
All Rights Reserved CORP 42F
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LOOKING GLASS
Corporate Offices

To: Those Listed

From: Corporate Controller

Re: Financial Position

Copies to:
Attached are the f inancial sumaries for the las t f i sca l yea r for

PM-FLAT the division and for each of the plants.
PM-LIGHTING
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• LOOKING GLASS
Corporate Offices

To: Director of Manufacturing , CGD

From: Corporate Personnel

Re: Monthly Personne l Report

Copies to: 
PERSONNEL USE , ~ VAR IANCE AGAINST STANDARD

VP , CGD

PM :LIGHT I NG 
FLAT GLASS LIGHT ING PRODUCTS

FULL-TIME HOURLY +O5?~ -O1~

PART-TIME HOURLY +15~ OO~

OVERT IME HOURS 1-20% -O5~
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_ LOOKING GLASS
Corporate Offices

To: V ice-President , CGD

4 From: Lega’

Re: Bulb Safety

Copies to. Recent government tests prove that our bulb casings w i l l  shatter
DIR—MFG , CGD unde r excess ive heat or under norma l heat condit ions if subjected
DIR-PD , CGD to suf f ic ien t jarr ing forc e. We , not the bulb manufacturer we

sell to, will bea r the brunt of any l awsuits resu lting from
injuries incurred as a result of our exploding bulbs. To foresta l l
any suc h l i t iga t ion, we recommend increasing the tolerances of the
g lass used in incandescent bulb manufacture .
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LOOKING GLASS
Corporate Off ices

To: Plant Manager , Lig hting Products

From: Legal

Re: EPA

Copies to: 
EPA now has documentation that the stacks at your plan t are kil l ing
lar ge numbers of trees in the area . They have served notice that
we have one week to p resent a plan for comp liance with loca l pollu-
tion standards , and one year to fully comply.
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LOOKING GLASS
Corporate Offices

To: Direc tor of Manu fac turing , CGD

From: Purchasing

Re: Raw Materials Prices

Copies to: These are the current price ranges for our two major raw mater ials ;
PM- FLAT
PM-LIGHT I NG Sand $3.00 - 6.35/ton

Soda Ash $32.00 - 36.50/ton
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LOOKING GLASS 
-

Corporate Offices

To: V ice-President , CGD

From: Cha irman of the Board

Re: Commun ity Serv i ce Organization

Copies to: I have worked closely with the Comunity Service Crganizat ion for
yea rs , and find it to be an active , va luable part of our commUnity.
I’d l i ke to help them out f i nanc i a l l y  and agreed to ask our d i v is i on
heads to help. Would you be willing to organize a fund raising
campa ign in CGD? Thanks.

W -i CORP-48

Ill__S - _—..-- - ----- -— - - - - — 5 • —~ — _.- -- • _-_--___.--- • — ---- __5----_ --—_•- • - _.-- - - - - _ - -- -—- _--_ ~~~~~~



—~-.-

• LOOKING GLASS
Corporate Offices

To: Director of Sales and Marketing , CGD

• From: Cor pora te Personnel

Re: Staff and Budget

$ Copies to: 
BUDGET : $3.2 million

STAFF :

Sal es 96

t DISTRICT

• I II III IV

Dis tr ic t Sales Managers 1 1 1

Area Sales Managers 3 3 3 3

Sa les Representatives 7 10 11 6

Techn ical , Cler ica l & 11 12 13 10

Adm in is t ra t ive

Marke t ing 11

Marketing Manager 1

-

• - , Market Analysts 2

Market Research Specialists 2

Research Assis tants & Cler ica l 6
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LOOKING GLASS
Corporate Offices

To: Director of Product Development , CGD

From: Corpora te Personnel

Re: Staff and Budget

-
4

Copies to. 
BUDGET : $1.32 million

STAFF: 30

Project Managers 3

Sen ior Research Special is ts 3

Research Special ists 4

Documentation Spec ia l i s t  1

Technical Specialists 10

C lerical and Administrat ive 9
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VOLUME II I

COMMERCIA L GLASS DIVISI ON

IV. To/From Roles Within CGD

CGD~-1 to CGD-107
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COMME RC I AL GLASS DIVISION

VICE—PRESIDENT

You are the Vice-President of Looking Glass , responsible for all activ-
ities in the Commercial Glass Division . You report directly to the
Presiden t of Looking Glass , as do the Vice—Presidents in charge of the
Advanced Products and the Industrial Glass Divisions.

Reporting to you are three directors in the Commercial Glass Division :
Sales and Marke t ing, Manu fac turing, and Product Development.

Your div i s i on has two plan ts , one manufacturing lig hting products in
Joplin , Misso uri , the other producing flat glass in Ca i ro , Illinois.

• Each plant is a multim ill ion dollar operation headed by a hi ghl y paid
and impo rtant plant manager. All sales , marketi ng, manufacturing , and
product development connected with CGD products are handled within
your division .

You and the President have the final word on matters of executive hiring
and f i r ing, new p roducts , plants , and research developments. Althoug h
you do not concern yourself with the day-to-day activities of the direc-
tors who repor t to you, you have operationa l responsibility for all
fina ncial , legal , and government matters wh i ch affect your div ision .

You are a member of the Management Comm ittee , which consis ts of the
three Vice-Presidents and the President. This committee decides all
matters of corporate policy and makes all i mportant decisions affecting

= - more than one d iv is ion .

Salary range: $90,000 to $130,000

Curren t salary & bonus: $105,000

• McCall , Lombardo, DeVries 1978
G I All Rights Reserved CGD- 1
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COMMERC IAL GLASS DIVIS ION

DIRECTOR OF MANUFACTURING

You are the Director of Manufacturing for the Commercial Glass Division
of Looking Glass. You have overall responsibility for the manufactur-
ing operations of the Flat Glass plant (in Cairo , Illinois) and the
Lighting Products plant (in .iopiin , Missouri). Most of the machinery
used to manufacture glass in the Commercial Glass Division was designed
in-house by Product Development.

Each of your plants has a Plant Manager who reports to you. These man-
agers , who are hi ghly paid and responsible for major production opera-
tions in m u ltimi l lion dollar plants , v isit headquarters every two
months to brief you on the status of their plants. Both are at head-

$ quarters today and expect to meet with you.

Because these plants are geographically distant from your office at
corporate, you do not intervene in the day-to-day activities of the
plan t managers who report to you. You still have overall responsi-
bility for all financial , legal , governmental , and employment matters
wi thin the manufacturing arm. Sales and marketing of your products
are the responsibility of the Director of Sales and Marketing . Design
and modification of equipment and technolog ies , as well as development
of new products , are the responsibility of the Director of Product
Deve lopment.

You report directly to the Vice-Pres i dent of the Commercial Glass Divi-
sian. Also reporting to the Vice—President are the Directors of Sales
and Marketing and Product Development.

Salary range: $60,000 to $90,000

$ Current salary: $75, 200

•

McCall, Lombardo, DeVries 1978
• G 1  All Rights Reserved CGD-2
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COMMERCIAL GLASS DIVISION

DIRECTOR OF SALES AND MARKETING

You are the Director of Sales and Marketing for the Commercial Glass
Division of Looking Glass. You have overall responsibility for both
the sales and the ma rke t ing functions of the division . These respon-
sibilities include market forecasting, maintaining and generating
customers (both domestic and foreign), for the light ing and f la t
glass products manufactured by your div ision.

Sales of products manufactured by the Commercial Glass Division to -•
other divisions within Looking Glass are also hand l ed by your depa~ 

-

men t.

You report direc tly to the Vice-President of the Commercial Glass
Division . Also reportin g to the Vice-Pres i dent are the Directors of
Manufac turing and Product Development.

As a direc tor, you are responsibl e for all financial , lega l, govern-
mental , and personnel matters within your arm of the divisio n .

Salary range: $60,000 to $90,000

Current salary : $74,000

j

McCall. Lombardo, DeVries 1978
• G~1 All Rights Reserved CGD 3
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COMMERC I AL GLASS DIVISION

DIRECTOR OF PRODUCT DEVELOPMENT

You are the Director of Product Development for the Comercial Glass
Division of Looki ng Glass. You have overall responsibility for the
des ign, modifica tion , and im provement of machines and technologies
used for producing glass products in your division . You are also
responsible for a ll phases of product development and modification ,
inc l uding analyzing the feasibility of new products and making desi gn
changes on existing products.

As a direc tor , you are also responsible for all financial , legal ,
governmental , and personnel matters within your arm of the division .
The D i rector of Manufacturing is respons i ble for al l  manufac tu ring

• opera t ions , and all sales and marketing functions are the responsi-
bil ity of the Director of Sales and Marketing.

You report direc tly to the Vice—President of the Commercial Glass
Divisio n. Also reporting to the Vice-Pres i dent are the Directors
of Sales and Marketing and Manufacturing.

Salary range: $60,000 to $80,000

Current salary : $65,000
- 

- Time in present position: 3 years

~ McCall, Lombardo, DeVries 1978
G-1 All Rights Reserved CGD- 4 
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COMMERC IAL GLASS DIVIS ION

PLANT MANAGER , FLAT GLASS

You are in cha rge of a large p lant wh ich produces flat glass . Your
plan t makes two categories of f la t g lass : trade glass (glass for
window s , p ic ture wi ndows , dis p lay cases , slidi ng doors , etc.) and
environmen tal glass (insulating, heat reflecting and absorbing glass
used in new homes and office buildings). Your products are sold pri-
maril y to fabricators (people who make finished products , such as
furn iture , window , and door makers) and to construction wholesalers.

Yours is one of two plants in the Commercial Glass Division of Looking
Glass. You report directly to the Director of Manufacturing of CGD ,
whose office is in the corporate headquarters. Every two months you
travel to corporate to meet with your boss and take care of any bus i-
ness you may have wi th divisiona l or corporate officers. Today you
are at corpora te and shou ld p lan to brief your boss on the status of
your plant.

All sal es for products made in your plant are the responsibility of
the Director of Sal es and Marketing. All design or modification of
equipment , technology, or products is the responsibility of the
Director of Product Development.

Your plant , located in Ca i ro, I l l inois , employs over 700 people. You
are responsible for the ent ire opera t ion , which runs seven days a week ,
24 hours a day , on 21 shifts (the third shift each day is normally run
by a skeleton crew).

Salary range: $40,000 to $70,000

Current salary: $48,900

Time in present position: 2 years

McCall, Lombardo DeVries 1978
G 1  All Rights Reserved CG0 5
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COMMERC IAL GLASS DIVISION

PLANT MANAGER , LIGHTING PRODUCTS

You are in charge of a large plant in Joplin , M i ssouri , which produces
glass envelopes for incandescen t light bulbs and glass tubing for flu-
orescent lights. The casings you make are sold to fabricators who put
in the innards and sell comp le ted lights to consumers.

Yours is one of two p lan ts in the Commercial Glass Div is io n of Look i ng
Glass. You report directl y to the Director of Manufacturing of CGD ,
whose office is in the corporate headquarters. Every two months you
trave l to corporate to meet with your boss and take care of any busi—
ness you may have wi th divisional or corporate directors. Today you
are at corporate and should plan to brief the Director of Manufactur-
i ng on the status of your plan t.

All sales for products made in your p la nt are the responsib i lit y of
the Director of Sales and Marketing. All des i gn or modification of
equipment , technology, or products is the responsibility of the
Direc tor of Product Development.

Yours is a large and impor tant p lant, emp loy i ng 850 people. The plant
operates 21i hours a day, seven days a week on 21 shifts per week (the
third shift each day is run by a skeleton crew). The entire operation
is your responsibility.

Salary range: $40,000 to $70,000

Current salary : $ 9,500
Time in present position : 3 years

— McCall, Lombardo, DeVries 1978
• G i All Rights Reserved CGD 6
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LOOKING GLASS
Commercial Glass Division

To: Direc tor of Sales and Marke t ing, CGD

From: Sa les Manager , D is t r ic t  III

Re: Late Sh i pments at Nationa l

Copies tO Nat ional Building Supply is still screaming. They claim that over
35~ of their orders for environmental glass are 4 days to 3 weeks
late.

I checked wi th our shi ppers , and they are ave ra gi ng 1 to 2 days
from plant to National. They are on schedule.

De lays are at our Fla t Glass plan t. The manager says they are
behind and that some of our shipments intended for Nat ional a re
being d i ver ted to b i gger customers.

Is there something I can tell Nationa l to placate them? They are
a growing company and represent an even larger future market .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Plant Superinl.endent , Fiat Glass

Re: Shi pmen t Delays

Copies to. As you reques ted , here ’s a summary on delayed shipments of environ-
mental glass:

- We seem to have l evelled out at around 252~.

— Sales has diverted severa l orders intended for National
to a larger customer (Apex), resulting in extended delays
for Na ti onal.

- We are currently exceeding norma l capacity, but orders
from sales are still running 15?~ ahead of us.

— By reduc ing routine maintenance and beefing up the third
shif t , we have increased output. We can ’ t keep up the
ma intenance reduction for long.

— Morale in Shipp i ng is rock bottom. They liked the over-
time at first , but now they aren ’t so happy. They are
especially upset about diverted orders and are making
some mistakes. One shipment went to Phoenix instead of
Memphis.
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• LOOKING GLASS

Commercial Glass Division

To: Vice-President , CGD

$ From: Director of Sales and Marketing, CGD

Re: Sy lves ter Electr i c

Copies to. 
About 85~ of our lighting products is spread across our three major
customers-—Sylvester , Major , and Eastern . Our salespeople have
found out that Sylvester has made inquiries into a.) purchasing a

. sma t,l plant from one of our competitors , and b.) building their
— own facility for producing fluorescent tubes and incandescent

envelopes.

Since the technology is simple , they might be able to manufacture
the i r own sl i ghtly less than we currently sell for. I think we
ought to discuss some ways of forestalling their vertica l inte-
gration before their thinking gets too far along.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Ma rket ing, CGD

From: Sales Manager , Dis t r ic t  IV

Re: Sylvester Electr ic

Copies to:
Follow ing our phone conversa ti on of las t week , I t r ied to find out
why Sylvester is considering making their own envelopes and tubes.
Here ’ s what I’ ve come up wi th  so far:

- A sl ight decline in qual i ty.  Appa rently the percentage of
our tubes and enve l opes with slight glass excess is very
gradually going up. Their new machines won ’ t join sockets
to an even slightly rough edge, so all excess must be filed
by hand or the pieces returned to us.

- Tro uble w it h APD. The space d i v i s ion of Sy lvester buys
integrated circuits from our Advanced Products Division .
They ’ve apparen t ly had some trouble wi th qual i ty and
service, and seem to think it represents a genera l
dec li ne in Look ing Glass.
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LOOKING GLASS

Comm ercial Glass Division

To: Director of Manufacturing , CGD

From: Plant Manager , Fl at Glass

Re: In terna l T ransfe r

Copies to:
Wh i le I’ m at headquarters , I’d like to discuss further the g lass
blanks we make for the Capacitor plant in our Advanced Products
D ivis  ion . Providing these blanks has been included in our norma l
capacity, but the increased demand for environmental glass has
put us wel l above capaci ty alread y. Making these blanks is

p extremely time consuming and costl y because we have to a.)  inter-
rupt runs of environmental g lass , b.) reset the machinery, c.)
mix a new batch of ingred i ents , and d.) clean up and reset to
resume production . The marg in on our internal transfer has
always been small , but the opportunity costs now make it really
a loss for us.

t
The Auto Glass plan t in Industrial Glass could make the blanks ,
and they aren ’ t as pressed as we are . Or , APO could purchase
outside--better they absorb these costs than we.
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I LOOKING GLASS
Commercial Glass Division

To: Vice President , CGD

From: Director of Sales and Marketing, CGD

Re: Interna l Transfer

I Copies to: 
-As you requested , here are the figures on our sales of g lass blanks

DIR—M FG , CGD to the Capac itor p lant in the Advanced Produc ts D i v i s i on . Fi guring
our costs , ove rhead , etc., we are barely pulling in 2°~, wh i le
Advanced Products is saving 1O?~ over the cost of going outside.

• From what Manufa cturing tells me , our division would be a lot
better off devoting ful l capacity to environmental glass (whei
the margin is close to l5?~). At a minimum we should recalculate
our standard costs and raise the price of the blanks--say by 7~ .
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LOOKING GLASS
Commercial Glass Division

To: Vice—Presiden t , CGD

From: Director of Sales and Marketing, CGD

Re: Forecasts

Copies to: Here ’s wha t we ’ve come up with:

DIR-MFG , CGD 
- Flat g lass markets w i l l  continue to grow an average of
8.2?~ annually for at leas t the nex t 8 years.

— Environmenta l g lass wi th ins u la ti ng quali t ies w i ll g row
even faster. Trends in construct i on are listed below :

2 Years Ago Las t Year Projec ted Nex t Yea r

~ increase 7.1~ lO.2~ 12~
in new
construc t ion

Not only w i ll new cons truc t ion i ncrease, but use of insu-
lat ing glass per unit will increase with the push for
energy conserva t ion .

- Environmenta l g lass w i l l  slowly eat into the trade glass
market. It looks like about a 5?~ decline in trade glass
sales next year.

— It is reasonable to plan for a 9~ inc rease in shi pments of
flat glass this year.

- Li ght ing produc ts marke ts w i l l  cont inue to g row at the same
moderate pace , app roxima tel y 3 to 4~ annually. As in the
past, these markets should hold even in a mild recession .
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing , CGD

From : Plan t Manager , Fla t Glass

Re: Float Glass Conversion

Copies to:
I’ ve gotten the fi gures on the effects of conversion from sheet to
float processes (3/4 of our plant is now float , 1/4 sheet). Using
the float process has resulted in:

- 19.fl reduction in energy use in the last 2 years ;

- 5O~ increase in daily tonnage in the last 2 years;

- 23~ reduction in price of float glass (over a 3-year period) ;

- 3Th decrease in employment (3-year period).

These numbers should prov i de some ammunition to get the remaining
i/k converted soon.
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LOOKING GLASS
Commercial Glass Division

To: Vice-Presiden t, CGD

From: Direc tor of Manu fac turi ng , CGD

Re: Energy

Cop ies to:
I n spite of increased efficiency in our flat g lass opera ti on , energy

PM-FLAT remains a problem. Not only do we face the threat of interrupted
PM-LIGHT ING energy supp lies (as happened a few years ago), but costs continue to

rise. Our curren t energy situation is as follows :

Natural Gas Electric

Current Use 60% 40%

Oil , augmented by p ropane , can rep lace elec tr ici ty as an energy
source , but it 1.) costs more , 2.) reduces glass quality slig htly,
3.) shortens the life of the furnace , and 4.) tends to leak. We
don ’t currently have enough capacity to rep lace electricity entirely.

Energy use can only be cut 30% before production is seriously
affected (i.e., the plant shuts down).
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing, CGD

From: D irector of Product Deve lopment , CGD

Re: Energy

I
Copies to:

I n  response t o your concern over energy switchover , I ’ ve had my
staff look at some opt ions:

— Electric furnaces are three times as efficient as gas
melters.

- Gas and o i l storage fac i l i t ies at the plan ts cou ld
prevent temporary supply interruptions and allow
stockp il i ng at favorable pr i ces , but would tie up
a lot of money and g ive us addi ti onal env i ronmental
headaches .

- One of our compet i tors has purchased 39% of an energy
supplier and is now d r i l l i ng  its own wel ls .
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4’ LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Fla t Glass

From: Plan t Super i ntendent , Fla t Glass

Re: Standard Costs

Copies to ~ As you suspected , our actua l costs are exceed i ng the standa rd cos ts
by quite a bit.

The standard cost estimates were based on average raw mater ial price .
The range is broad , and our produc t ion push on env i ronmental g lass
has caused us to use the higher end of the range to ensu re cont inued
supply.

Further , fre i ght can cost as much or more than materials when we
have it shipped from far away . Again , i ncreased produc t ion has
caused us to use remote suppl i ers more of ten .

If we continue these patterns , we ’re going to look bad unless stan-
dard costs are adjusted .
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LOOKING GLASS

Commercial Glass Division

To: Director of Manufacturing , CGD

From: Director of Product Development , CGD

Re: Mach ine Guards

0
Copies to:

As you know, the new OSHA standards on machine guards apply to both

PM-FLAT the Lighting Products and Flat Glass operations. The necessary

PM-LIGHTING modifications wil l require two days per line , not including shutdown
and start-up time . Please let me know as soon as possible when you
want to s tart and whe ther you wan t to stagger the changes or hit
them al l  at once.
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LOOKING GLASS
Commercial Glass Division

To: D irector of Manufacturing, CGD

From: Plan t Manager , Lighting Products

Re: Mach i nery

Copies to:
Being the oldest plant at Looking Glass has allowed us to establ ish a
solid reputation . Unfortunately, it also means we have the oldes t
equipmen t . Mai ntenance cos ts have r ise n considerably and we ’ re
beginning to have some p roblems wi th excess g lass around bu lb and
tube open i ngs. I know the techno l ogy hasn ’t changed in f i f ty years ,
but we really need to start thinking about modernizing the plant .
Can we get together to plan something? I ’ m facing another battle
wi th EPA over em issions , and some kind of plan might keep them off of
us for a while.
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LOOKING GLASS
Commercial Glass Division

To: P lant Manager , Li ghting Products

O From: Ma intenance Supervisor , L ighting Products

Re: Maintenance Costs

Copies to: - - -Last month , total maintenance costs in hours , parts , and materials
rose 3% at the Light ing Products plant. In spite of this increased
effort , we ’re still getting a slight excess on bulbs and tubes.
This is not serio us and is probabl y not worth the time to correct.
We ’ve got about 90% of it , but that last 10% gets expensive . Until
we update the draw i ng and blow i ng equi pment , we can expect this sort
of thing.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Eng ineering Manager

Re: Capacit ies , Fla t Glass Pla nt

COpies to. Here are the fi gu res you asked for to take to Cor pora te:

- 3/4 of the plant has been converted to the float glass
process (capacity, 300 mi l l ion square feet annual ly);

— 1/4 of the plant is using the sheet g lass process
(capacity, 50 mi l l ion square feet annually) ;

- Current capacity, 350 mi l l ion square feet annually;

- I f  a l l  of the p lant were conver ted to the floa t g lass
process , capacity would be 400 mi llion square feet
annuall y.
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S LOOKING GLASS

Commercial Glass Division

To : File

Fror . Director of Product Development , CGD

— Re: Status of Product Development in the Commercial Glass Division

— I Copies to: 
1 . Over the las t year , 70% of our energy has been devoted to improv-

ing existing equipment and plants or re fining existing products.
Little support has been given to developing new products .

2. The deve lopment budget has gradually decreased in absolute dollars
over the last five years.

3. Product Development in Advanced Products has raided three of our
mos t promising sc ient is ts  in as many years.

14• Most new s ta f f  I ’ ve been able to get have been line transfers ,
lacking the up-to-date technica l skills to work on new products.
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• LOOKING GLASS
Commercial Glass Division

To: Vice-President , CGD

• From: Director of Product Development , CGD

Re: Current Projects

• Copies to:
PROJECT STATUS DEADLINE

1. Machine change , Project team formed , Recommendations
blowing process background research next month
(excess g lass on completed
bulbs )

2. Mach i ne change, Project team formed , Recommendations
d rawing process background research in six weeks
(excess g lass on underway
tubes)

3. Modif ication of Research indicates that Just comp leted
sheet glass opera- current process is at
tion to increase maximum; conversion to
product ion float cheape r than

mod i ficat ion

LI. Design of pol lu- Project team formed , Proj ec t deferred
tion equipment for consultants retained by projects 1 & 2
Ligh t ing Products
plant

5. Packaging changes , Three cheaper alter- Recommendations
Li ghti .~g Products natives i dentified so in two weeks

far; currently i nves-
ti gating suppliers

6. Mercury and sod i um Techno logy available; Six months from
l amp development applications awaiting approva l to pro-

personnel and go-ahead duct ion
from cor porate
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LOOKING GLASS
Commercial Glass Division

To: D irector of Sales and t-tarket ing, CGD

• From: Sales Manager , D i s t r i c t  I

Re: Product D ive rs i f icat ion

Copies to:
As you know , Major E lec t r i c  is put t ing increasing emphasis on the
product kn of mercury and sod ium lamps. These lamps are used in
h i gh theft and persona l danger areas like parking lots and storage
areas because they are much brighter and more efficient than ordi-
nary lights. All indications are that such lighting will continue
to grow , especially in large urban areas. While this is not reduc-
ing the vo l ume of incandescent and fluorescent production , it may
have indirect effects on us.

Since we do not make casings for these lamps , Major has been pur-
chasing them in increasing ly large numbers from our competitors.
This activity has led to an effort by one competitor to sell Major
more incandescent and fluorescent products by offering a combined
volume discount.

My contacts at Major are putting pressure on us to match our com-
petition ’s slightly lower prices. Our marg ins are already ti ght
enough , so I suggest we too offer mercury and sod i um l amps. Our
service and quality assure us of a chunk of that market , and our
Li ghting Products plant can produce the i tems.
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing , CGD

From: P lant Manager , Light ing Products

Re: Product Development

• Copies to: The Pla nt Manager of Fla t Gla ss and I had a long ta lk recently
PM-FLAT about the pol icy of Looking Glass assi gning Product Deve l opment

costs to the individua l plants. Last year $1 ,320,000 in Product
Development costs were assigned to Flat Glass and Lighting Pro-
ducts collectively. Most of their activities concerned machine ,
packag ing, and plant des i gn , issues that our own eng i neering groups
can handle. We fee l that our costs for such activities could be
substantially reduced if we handled them ourselves. Frankly, we
think our own people have better knowledge of our needs and are
more res pons i ve to the pressu res we face.
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Staf f Research Spec ia l i s t

Re: Bulb Shatter

Copies to. As you requested , I reviewed the government study of our bulb casing
shatter characteristics. I found:

- The heat applied was by far hi gher than any to wh i ch our
bulbs would be exposed under norma l conditions. Unless
someone is planning to use ordinary light bulbs in a
blast furnace , it is highl y unlikely tha t anyone is
endangered -

— The “jarring force” test again far exceeded any reasonable
approx i mation of norma l circumstances. It “proved” that
the equivalent of h i t t i ng  a bulb with a baseball bat will
shatter the bulb.

— The differences among different bulb cases, based on such
extreme tests , are i r re levant.  Ours are statistically
less resistant , but not practically.

- Finally, the probability of a shattering bulb actually
hurt ing someone is remote unless the person ’ s face is
c lose to the bulb at the time . Test conditions of heat
and force would do much more damage than the bulb.

In s hort , the laboratory tests have no practica l significance .
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LOOKING GLASS
Commercial Glass Division

To: Directo r of Sales and Marketing , CGD

From: Vice—President , CGD

Re: Sales Award Banquet

Copies to. 
Please send me an outline of your planned talk for tomorrow ’s sales
banquet . I wan t to gear my remarks around your s.
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LOOKING GLASS
Commercial Glass Division

To: President

From: Vice-President , CGD

Re: Nationa l Construction Suit

Copies to: . . .I’ ve tried to keep this out o~ your hair , but it ’s escalated to the
point where you need to be informed and some decisions must be made.

DIR S&M , CGD Bri ef ly ,  this is what has happened :

- Two years ago a large , heavy reflect ive glass panel fe l l  from
the upper story of a high-rise apartment building. Fortunate-
ly no one was hurt , but the panel fell through the roof of a
bui lding below causing extensive damage to the structure and
burst ing the sprinkler system p ipes.

— The apartment owner ’ s insurance company invest igated and found
a. ) tha t winds had ci-eated a vacuum that caused the pane l to
fal l, b.) tha t Nationa l had installed the window improperly,
wh i ch contributed to its fall , and c.) tha t the g lass panel
(made by us) had a slight i mperfection that caused it to crack
and contributed to the fall.

- The insurance company is willing to pay the $300,000 in damages
bu t not the additiona l $300,000 the building owner wants for
los t business. The insurance company wants to recover its loss
from Nationa l because they installed the window improperly.
Nat ional cl a ims the w in dow was poorly in stal led beca use of the
f law in the g lass but that the insta l la t ion was adequate had
the glass not actual ly cracked . So they are threatening to sue
us We have countered that the i mperfection was not serious and
wou ld not have caused a problem had the panel been instal led
p roperl y. Further , National has the responsibility for inspect-
in g materials before installation .

- Nat ional is a major cus tomer of ours. This whole thing is
getting nasty .

N
- Nat ional f i led agai nst us several weeks ago , and the case wi l l
come up soon .

-c V
>~~

,
Here are the options I ’ ve i nves t iga ted:

(0

1) Go to court. Legal and I have reviewed the case thoroughly.
Their position is to go to court. Under the Un i form Building

E 2’ Standards Act we are not liable in this case. I f  we do go to
court , however , we risk a lot of bad publicity and the loss of
National as a customer.
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LOOKING GLASS
Commercial Glass Division

To:

From:

Re:

Copies to:
2) Settle. I’ ve been negotiating with Nationa l , and they ’d

probably settle with us for about 50%, approx ima tely
$300,000, if the buildi ng owner recovers the full amount.
If we sett le , we run the risk of others t ry ing to get us
to “buy back their business.” Si milar incidents have
happened in the past and we’ve been l ucky until now.
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LOOKING GLASS
Commercial Glass Division

To : Direc tor of Produc t Developmen t , CGD

From: Project Manager , Mercury and Sod i um Lamps

Re: Project Budgets

Copies to: - . -This is to confirm our conversation of yesterday. We have expended
the budget on the mercury and sod i um l amps development project and
have shown the technica l feasibility of producing such l amps in the
Li ght ing Products p lant. Develo pment to the opera t iona l s tage w i ll
require an add i tional $150,000 plus freeing key staff from the draw-
i ng machine project. We can be ready to produce lamps in six months.
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufac turing , CGD

From: Plant Manager , Lighting Products

Re: Threatened Strike

Copies to. It seems hi ghly p rob~ible now that Cyborg in Koshkonong , M i sso uri ,
our primary supplier of soda ash , is not going to meet its un i on
demands and will have a strike . I have tried to arrange alternate
sources , but fre i ght will be more expensive than the materia l . We
have also begun to stockp ile and build inventories , but it ’ s unlikely
we can maintain our current l eve l of shi pments more than six weeks
into a s tr ike .

I’d like to meet with you and the Director of Sales while I ’ m at
Corporate to take a look at our options. This mi ght be a good time
to shut down and refurbish the drawing and blowing machines . I
doubt the strike will last more than three months. We could
stagger downtime on the lines and probably get 50-f% of norma l produc-
tion out.
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LOOKING GLASS
Commercial Glass Division

To: D i rector of Manufac tu ring , CGD

From: Vice-Pres i dent , CGO

Re: Student Interns

Copies to: - . - -We ’d like to hire about 15 promising MBA students for a 6 to 8 week
period . We fee l tha t this w i l l  g ive them a chance to learn about
our business while at the same time g iving us a chance to look them
over as potenti al mana gement personnel. Bes i des , it is a contribu-
tion to the un i vers i ty and a good experience for the students. Can
you place 10 of them under good people in your plants?
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing, CGD

From: Vice—President , CGD

Re: Student Interns

Copies to. 
We ’d like to hire about 15 promising MBA students for a 6 to 8 week
period. We feel that this will g ive them a chance to learn about
our business while at the same time giving us a chance to look them
over as potential managemen t personnel. Besides , it is a contribu-
tion to the university and a good experience for the students . Can
you place 5 of them with good sales managers in some of the local
d i s t r i c t s?
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing , CGD

From: Vice-President , CGD

Re: Advanced Management Course

Copies to. 
Attached is a notice I received from Corporate Personnel about a
spot for a plant manager in CGD in the advanced management course.
It ’s an important experience for our up-and-coming executives , and
a rea l plum for them.

There is apparently a rea l deadline for nom i nations , so let me know
ri ght away who , if anyone , you ’d like to send .
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LOOKING GLASS
Corporate Offices

To: Vice-President , CGD

From: Corporate Personnel

Re: Advanced Management Course

Copies to: We have a spot in our advanced management course for one of your
promising plant managers. The course is one week long, and covers
financial analysis , leadership skills , and organizational develop-
ment. Successful completion of this course qualifi es the manager
for our Execut ive Tra in ing  program.

If you want to send someone , please let me know rig ht away. The
course beg ins in three weeks and we ’ re try ing to close the roster.
The class is limited to 10 people.
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LOOKING GLASS
Commercial Glass Division

To: Vice -President , CGD

From: Director of Sales and Marketing, CGD

Re: Customers and Vo l ume

Copies to:
Here s the report you requested :

SALES PRIMARY PRIMARY % OF TOTAL
DISTR I CT CUSTOMERS PRODUCT PRODUCT SALES

I Major Elec t ric L i ghting Products 30%
Eastern Li ghts “ “ 18%
Ot hers “ “ 4%

52%
II Forstan Flat Glass 15%

Apex Dis t rib utors “ “ 29%
Others fl “ 3%

t

I I I  Nationa l Building Flat Glass 21%
Cons tructi on Trades “ “ 22%
Others “ “ 10%

53%

IV Sylvester E lec t r ic  Lighting Products 35%
Others “ “ 13%
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F LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Sa les Manager , D is t r i c t  I

Re: New Product Request

Copies to: Eastern Lig hts , one of our long-standing li ght ing products cus-
tomers , has asked if we can produce lflO ,000 heat resistant bulb
casings for use in ovens. Simp le su~~~.itution of a few ingredients
would add the needed hea t resistance to our current bu lbs , so I see
no reason not to agree--they will accept our price because they ’ re
i n a hurry (they need 25,000 in three months , the balance over the
next six months). Okay to go ahead?
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LOOKING GLASS

Commercial Glass Division

To: Plant Manager , Lighting Products

From: Plant Superintendent , Lighting Products

Re: Grievance

copies to. 
One of our female operators was fired for negligence last week.
She came to see me, claiming that she was discriminated against
and would take her case to EEOC if she was not reinstated and
given back pay.

I talked to her foreman, who said she has never been a satisfactory
worker, that he’s talked to her severa l times before, and this last
incident was the final straw. She apparently got invo lved in a
conversation with another employee and failed to not i ce a slippage
in her drawing machine. Two hundred feet of tubing flew across
the plant before it could be stopped.

She claims she’s not been warned about anything specific before and
that she stopped the machine as soon as she could. She says she
was not distracted by anyone.

I checked her performance appraisals for the last three years, and
sure enough she’s been rated satisfactory every time and there are
no notations of prior low performance. Her current foreman has not
rated her before. talked to her previous foremen and al l said
she has been a problem ever since she came to Looking , but none had
wanted the hassle of giving her a bad appra i sal.

I think we should let her go, but she’s quite serious about filing
a complaint. I thought I’d better check with you before taking
any action .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Plant Superintendent , Flat Glass

Re: Grievance

Copies to. Here we go again. We just promoted Adams to Section Supervisor
and Johnson is up in arms . He claims he was den i ed because of
his age--he believes he ’s entitled to the job because he ’s been
here longer and is just as good as Adams .

The section managers and I chose Adams because he ’s clearly more
able to deal with people and is knowledgeable about the job.
Naturally, both men have been rated above average in their ap-
pra i sals , so we can ’t document the difference between them.
Johnson threatened to file an age discrimination claim against
us unless we give him the promotion . Last t ime this happened
we offered a nice ra i se in place of promot i on and it was accepted .
Johnson doesn ’t seem interested--he wants the job.

I can ’t see taking the promotion away from Adams since he ’d be
justifiably angry . And there aren t any other Section Superv i sor
openings now or even soon, at least in this plant. What do you
want me to do?
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Secretary

Re: Reminder

Copies to:
You are scheduled to talk to the local Association of Sales Man-
agers tonight at 8 p.m. Your topic is “Coordinating Sales and
Manufacturing .”
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing, CGD

From: Secretary

Re: Rem i nder

Copies -to. 
The monthly meeting of the regiona l Manufacturing Association is

F tonig ht at 7:30. Have you dec i ded to accept the nomination to
be Secretary-Treasurer?
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Secretary

Re: Reminder

Copies to. The Chamber of Commerce called to ask if you w i l l  accept the chair
on the committee for improv ing community-industry relations .
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LOOKING GLASS
Commercial Glass Division

To: Vice-Pres ident , CGD

From: Secretary

Re: Rem i nder

Copies to:
You promised to tell American Nationa l Bank today whether or not
you w i l l  accept the nomination to their Board of Directors.
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— LOOKING GLASS
Commercial Glass Division

To: Plan t Manager , Flat Glass

From: Distr ict  ii Salesperson , Apex Account

Re: Red irect ing Shipments

Copies to . Apex has increased its order for environmental glass again this
month. Please divert part of the shi pments for National and
Construction Trades to fulf i l l  the request. Apex is our biggest
customer and I’ ve prom ised them we won ’ t let them down .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Eng i neering Manager

Re: Plant Expansion

Copies to. 
It is feasible to expand the plant into the undeveloped area to the
north. We could add enough lines to increase our capacity by 1/3,
as per the attached .

The lot is owned by American National Bank.
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FLAT GLASS EXPANSION ESTIMATES

CAPAC ITY

NEW PRODUCTION 116 mil lion sq. f t .  annually

INCREASE OVER CURRENT 33.1~

COST (in mil l ions)

LAND $0.12

BUILDING 2.18

MACHINERY & EQUIPMENT 8.00*

STORAGE FACILITIES 0.46

OTHER 0.32

TOTAL ESTIMATED COST $11 .08

*based on cost of standard mel ter; latest electric
melters would add $1.5 to $2.0 million

TIME

37- 49 weeks from contract

McCall, Lombardo, DeVries 1978
p C— i All Rights Reserved CGD- 43B
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing, CGD

From: Marketing Manager

Re: Fore i gn Markets

Copies tO• Our research shows conclusively that foreign markets are ripe for
lighting products and flat glass . Plants in England or France
could suppl y most of Western Europe on a hi ghly competitive basis.
We expect that marg ins on li ghting products w ill be slightly higher
overseas than here. Environmental glass is growing faster here
t han overseas , but by the time a plant could be ope rationa l the
overseas market should be s imi lar  to the current U.S . growth.

A full report w ill follow .
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4 LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Production Planning Manager

Re: Capac ity A l locat ion

Copies to: FLAT GLASS

CURRENT CAPACITY ALLOCATIONS

CUSTOMER SQUARE FEET
(mill ions) 

—

Forstan 52.5 15~Apex Distributors 101.5 29~
National Building 73.5 21~Construction Trades 77.0 22~
Others 45.5 i3~

TOTAL 350.0 1OO~
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Li ghting Products

From: Production Planning Manager

Re: Capacity Allocations

Copies to: 
LIGHTING PRODUCTS

CURRENT CAPAC I TY ALLOCAT I ONS

CUSTOMER ALLOCATED ?~ PRODUCT ION

Major Electric 30%
Eastern Ligh ts i8%
Sylves ter Electric 35%
Others 17%
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LOOKING GLASS
Commercial Glass Division

To : Plant Manager , Lighting Products

From: Plant Superintendent, Light ing Products

Re: Thef t

Copies to: Why the hell would anyone steal li ght bulb casings? I don ’t have
the foggiest i dea what anyone would want with them , but we ’re
los ing several cases a week. The loss is so small it isn ’t worth
beefing up securi ty,  but I thought you should know about it.
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• LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Vice-President , CGD

Re: Sales Award

Copies to. There w i l l  be a special awards banquet for distr ict sales managers
throughout the corporation . The Pres ident wants to present a
plaque to the top sales manager from each division and asked me to
send a name from Commercial. Would you pick your best and send me
a paragraph on that person ’s ach ievements?
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Senior Research Specialist

Re: Request for Transfer

Copies -to. This is a difficult memo to wr i te. I have nothing but respect for
you and I’ ve enjoyed working for you, but I feel my skills aren ’t
being used in Commercial and I’ ve heard of an opening in Product
Development in the Advanced Products Division . Here we’ve been
more concerned with equi pment design than with product innovation .
I think I can contribute more to the latter and would like you to
support my application for transfer.
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Research Staff

Re: Product Diversification

Copies to: . .You requested that we look into the techn i ca l feasibility of the
Comercial Glass Division produc i ng new products. This is a pre-
liminary report of our findings and recommendations.

Glass is one of the most versatile of all materials. There are
over 100,000 different formulas that can be turned into over
60,000 products. Variations in formula and process can produce
glass with enormous strength , corros ion resistance , shock resis-
tance, light conductance , and electrica l insulation . We have
exam ined potential products in light of Commercial Glass ’ pr imary
ex ist ing technologies. Below , grouped by p lant , are t he most
feasible new products:

L ighting i’roducts Plant

1. Vapor-discharge light casings (mercury + sod ium lamps)
2. Colored signa l lenses (for airports , traffic si gnals ,

etc.)
3. Automobile headlamps (there is a particularly strong

need for a special type of these in Europe)
4. Glass shades, lenses , globes , reflectors , etc. (used

• to control the direction and intensity of natura l
and artificial lig ht in offices , factories , and homes)

5. Specialized globes (for lanterns and l amps)
6. Glass storage tanks

With only minor changes in plant , we could imediate ly beg in pro-
duc ing 1 , 4, 5. Slightly more extensive modification would be
necessary for 2 (primarily ingred ient changes), 3, and 6.

1

Flat Glass Plant
0)

We are already making a wide variety of products here, includ i ng
heat absorbing , reflecting , and insulating glass.

1. Speciall y tinted (for office buildings)
2. Heavy duty plate (fo r areas wi th special safety problems)
3. Opaque (for modern external and interna l buildi ng design)

E .2’ 4. Vehicular glass (some is already made in Industr ial Glass)
5. Patterned glass (room dividers , shower stalls , etc.)
6. Mirror glass

o 7. Conducting glass (to keep glass free of ice)

• C-i CGD-50A
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LOOK!NG GLASS
Commercial Glass Division

To:

From:

Re:

Copies to: 
Onl y minor changes would be required for 1 , 3, 5, 6. Somewhat
more extensive changes would be needed for 2, 4, 7.

In addition to these strai ghtforward product lines , we could
focus our R & D effort on solar collection panels (for satellites

• and solar heating in homes and i ndustry). This represents the
most exciting challenge to us and we could solve the technica l
problems in 6-8 months. We could be ready for production by next
year.
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Technica l Specialist

Re: New Float Process

Copies to:
We currentl y operate our float glass process under license from a
firm in Britain. I’ ve always been interested in float , and I think
I see a way to deve lop our own version . I’ ve a lready worked out the
theoretical problem s and think , with adequate support , I could make
it operationa l in two to three years. We would then be free of pay-
ing for the license and could sell licenses on our own process. It
would be onl y slightly more efficient than the current procedure ,
but would be more automated.

To carry out the project , I would need a mechanica l eng ineer fu l l -
time and three chemists halftime . I’d need to be freed from all
other projects for the duration . Funds for equi pment , personne l ,
testing , consultants , etc., would be on the order of $4 to 5 million
over the next two to three years.

I know this represents a major commitment , but I’ m sure we can do it.
The benefits could be enormous in the long run . What do you think?
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Quality Control Manager , Flat Glass

Re: Returned Shipment

Copies to. 
Construction Trades returned a 15-ton shi pment and they want us to
eat it. They claim the shipment was damaged on our end , but our
inspection reports show everything in order. I checked with the
fre i ght company and they have signed delivery tickets stating that
the shipment was recei ved with no apparent damage.

I suspect that the shipment was damaged either in unload i ng or ware-
housing at Construction Trades. I know we want their goodwill , but
I can ’t see accepting this return . If you okay it , I ’ ll go ahead
and have them billed .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Li ghting Products

From: Quality Control Manager , Lighting Products

Re: Returned Shipment

Copies to: Sylvester returned our last shipment of light casings (250 cartons).
Shipping was experimenting with the new packaging materials suggested
by Product Development and the separators came loose. The shipment
arrived in lots of pieces.

I’d suggest we discontinue this experiment until Product Development
comes up with a better idea . OK?
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LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing, CGD

From: Plant Manager , Flat Glass

Re: Lead Times

Copies to: Since we talked I’ ve gone back and gotten some data on the decreas-
ing lead times. As you know, we like to operate on a six-week lead
to ensure optima l run length. Anything shorter runs up our reset
time unnecessarily.

LAST LAST LAST THIS
YEAR QUARTER MONTH MONTH

PERCENT EXPEDITED 5% 15% 14% 16%
SH I PMENTS

PERCENT LEADS LESS 10% 25% 27% 28%
THAN 6 WEEKS

Admittedly the increasing orders for environmental glass have in-
f lated percentages , but we’ve got to work something out with sales,
and fast.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Sales Manager , District IV

Re: Potential New Customer

Copies to: While the vast majority of our sales in this district are to
Sy l vester Electric , my people are continually searching for new
poss ib i l i t ies . I just got a field report that Rasmunsen Lamps
is about to go into the camping lantern business. They project
a need for 25,000 lantern globes next year. If they are success-
ful , they anticipate an annua l increase of 10%, as well as a
solid replacement market.

They plan to market four to eight different lanterns , requiring
an equal number of globe shapes. They have a bid from one of
our compet i tors to make the globes at $0.75, and I’ m pretty sure
we can beat that. If we do, we stand a chance to get part of
their neon light business as well . I think we can work out a
pretty good package deal.

It woul dn ’t be much trouble for us to produce lantern globes. Let
me know what you think--we have to act fast before they take the
other bid.
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LOOKING GLASS
Commercial Glass Division

To: D irector of Sales and Marketing , CGD

From: Sa les Manager , Dis t r i c t  II

Re: Per sonnel Transfer Request

Copies to:
It seems to be happen i ng again. Our top salesperson , the one who
handles the bulk of the Apex account , has requested a transfer to
the Advanced Products Division . She says that she ’s enjoyed work-
ing in Comercial but that now she’s not challenged enough. She
thinks that Advanced ’s customers are more dynamic and that she ’s
ready for that kind of experience .

If we let her go, this will be the third top salesperson we’ve
lost to Advanced in the last two years. It will be diff icult to
replace her--but I can. I’ m just worried tha t there is a trend
and I’ m not sure that “dynamic customers” is all APD is offering.
Need l ess to say, losing our best people hurts in terms of recruit-
ment and training costs, as well as in terms of customer relations.
Do we need to rethink our incentive plans? Are we that far out of
line with APD?
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Marketing Manager

Re: TV Sponsorship

Copies to: . .Looking Glass is not exactly a household word , and i t  hasn t needed
to be since most of our business is with original equipment manu-
facturers. Nonetheless , the recent pollution publicity hasn ’t
hel ped our image and I think we should take some steps to balance
it.

Public Broadcasting is working on a special on endangered wi ld-
life . Our name will appear in the credits if we donate $20,000
or more . It ’ s a good cause and certainly won ’ t hurt us. W i l l
you OK i t?
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• LOOKING GLASS
Commercial Glass Division

To: Director of Manufacturing, CGD

From: Director of Sales and Marketing, CGD

Re: Quarterly Sales Report

Copies to: Attached is a detailed sumary of first quarter sales . Sales for

PM-FLAT both product lines have increased over the same quarter last year.

PM-LIGHTING Th is quarter , Light ing Product sa les were 2% below forecast large-
ly due to an unexpected drop in orders from our small customers.

Fla t Glass sales , as a whole , exceeded forecas t by 3.0%. Notabl y,
Nationa l increased its orders by 22.5%. Most of the increased
demand is for environmental glass , a market which continues to
grow faster than predicted .
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LOOKING GLASS
Commercial Glass Division

• To: Director of Manufacturing , CGD

From: Vice—President , CGD

Re: Sec ur i t y

Copies to:
As you wel l  know , maintaining our production secrets regarding

PM-FLAT formulas and technology is a top priority. The following proce-

PM-LIGHT I NG dures and rules have been formulated by the Management Coninittee
and approved by the Board of Directors. They replace the exist-
ing code and are effective i mmediately.

1. No cameras are permitted in any plant without written
• authorization from this office .

2. Glass professionals not emp l oyed by Looking are not
allowed in production areas without written autho-
riza ti on from th i s of f ice .

3. A l l  supp l iers , customers , or other outsiders need ing
access to production areas will be carefully screened
and must sign a confidentiality agreement.

4. Any breach of security rules will be prosecuted.
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Plant Manager , Lighting Products

Re: Safety Inspection

Copies to:
The inspectors from OSHA were here last month. I just rece i ved a

DIR-M FG , CGD l is t  of (believe it or not) 148 things to change before we will
DIR-PD , CGD comply with the standards. The list ranges from requiring 10”

r isers on the steps to insta l l ing noise—reducing shel ls around
the triming area . The vast majority of the i tems are trivial ,
which is kind of surprising g iven the age of the building and
equipment.

Need less to say , respond ing to this l is t  will cost a small fortune .
• Not only that , but we don ’t have sufficient staff to do all these

things within the six months OSHA has g iven us. I think we’d
better get together to plan a strategy for solving this prob l em.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Shipping Superv i sor , Flat Glass

Re: Potential  Trucking Str ike

Copies to: I’ m sure you ’ve heard that the truckers are unlikely to accept the
new contract conditions . If they do go out on strike , we can con-
tinue production for about two weeks. At that time , our storage
capacity would be full and we ’d have to close the plant.

In anticipation of the strike , we can pursue one or more of the
following stra teg ies :

— Try to lease additiona l storage space. We will still have
F to find some means of transpor t ing the glass from the

p lan t to whatever warehouse we can find .

- Arrange shipments by rail. Most of our customers can be
reached by rail , but we always have considerable breakage
whenever we ship this way.

- Devel op incentives for customers to pick up their own
shi pments. We could give a discount to customers if
they arrange for their own delivery.

I’ll need your authorization to pursue any of these strategies , or
any others you mi ght think of. I think we ’d be wise to get ready.
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Deve lopment , CGD

From: Director of Manufacturing , CGD

Re: Su lfate Discharge

Copies to: It is my understanding that sulfate discharge at the Flat Glass

PM-FLAT plan t is in excess of environmental standards. It ’s only a matter
of time before EPA catches us on this one. Could you have some of
your people sketch out the modifications that will be required?
The plant manager is scheduled to be at headquarters today , and I
was hop i ng you could brief us on what w ill be involved .
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development, CGD

From: Research Documentation Specialist

Re: Library

Copies to. 
Our file room is completely full. The accumulation of technica l

DIR-PD APD reports and books has reached the point where things are l y ing
around in piles on top of file cabinets. We desperately need to
reorgan i ze this material and find additiona l space. Advanced
Products has a library , complete with work rooms and systematic
catalog i ng. We need a similar facility. As it is , our people
have to go deep into the bowels of the building , plough around
in this small , crowded room to find what they need , and then go
back to their off ices or try to find an empty room to read in.

Any chance of getting authorization to create the kind of docu-
mentation center we need?
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LOOKING GLASS
Commercial Glass Division

To: Listed Below

From: Director of Manufac turing, CGD

Re: Internal Task Force on Plant Manager Performance

Copies to:
Corporate has long been concerned about how to measure plant man-

PM-LIGHT I NG ager performance . At the last corporate planning meeting , the

PM-CAPACITORS issue was ra i sed again. It was dec i ded to form a corporate-wide

PM-AUTO task force to investi gate: 1) what a plant manager does, and 2)
how to eva l uate plant manager performance .

PRESIDENT It was a genera l feeling that the place to start was with the plant

DIR-MFG
’ IGD managers themselves. The President authorized the formation of a

task force consis ting of a plant manager from each of the divisions.
Appoin ted to this task force are:

Plan t Manager , Ligh ting Products (chair)
Plan t Manager , Capac itors
Plant Manager , Auto Glass

The cha i rperson is responsible for getting this task force started
and for reporting its progress to me. I’d like for you to get to-
gether sometime during your visit today to lay out a plan of attack.
Through the Plant Manager , Lighting Products , let me know basically
what you need to do to answer the questions:

1) What resources will be required?
2) How long you think it will take?

For your i nformation , a copy of our current appra i sal form is
attached .
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LOOKING GLASS

CORPORATE OFFICES

NAME OF EMPLOYEE DAT E_________________

JOB TITLE

IMPORTANT--Be sure you consider only one characteristic at a time , regardless of how
good or poor he/she may be in the others. It is essential that every question be
answered ; if more space is needed to answer any i tem, please write on plain paper
and attach to this form. Your overall rating on each factor should be shown by code
symbol in the box to the right. Mark “0” for Outstand i ng ; “E” for Excellent; “SP”
for Satisfactory Plus; “5” for Satisfactory; “SM” for Satisfactory Minus ; “U” for
Unsatisfactory .

A. QUALITY OF WORK Insert Rating Code Eli
Comments:

B. QUANTI TY OF WORK Insert Rating Code El
Comments:

C. ABILITY TO PLAN AND UNDERSTAND WORK Insert Rating Code
Comment s:

D. ABILITY TO GET ALONG WITH OTHERS Insert Rating Code El
• Comments:

E. OVERALL PERFORMANCE RAT ING (ALL FACTORS) Insert Rating Code
Commen t s:

If performance of any of above is be low expectations , what should be done to bring
about improvements?

PREPAR ED BY DATE
_________________

REVIEWED AND
• A PPROVED BY DATE

________________

(Your immediate supervisor)

RECORD OF INTERV IEW :
This report was discussed with the emp l oyee on_____________________________________

(Date)

McCall , Lombardo. DeVries 1978 Signed
_______________________________________

All Rights Reserved (Employee)
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Plant Manager , Flat Glass

Re: Internal Task Force on Heat and People

Copies to:
As we are all aware, the furnaces in our plants produce enormous

~~ CGD heat (the working area around them averages 950). Each of us

PM-SPEC IALTY has had problems with heat prostration , etc., among our people.

PM-OPT FIBERS In spite of the best ventilation systems we can devise , it ’s al-

PM- I NT CIRCUITS ways going to be hot. We don ’t have a genera l policy regarding
the rights of the people who work around these furnaces; each
plant seems to handle the problem differently, some allowin g
unlimi ted breaks while others just play it by ear.

I have been asked by the Vice—President of the Commercial Glass
Divisio n to chair a task force to develop some policy guidelines.
Task force members , including myself , are:

Plant Manager , Flat Glass (chairperson)
Plant Manager , Specialty Glass
Plant Manager , Optica l Fibers
Plant Manager , In tegrated Circuits

Jobs around the furnaces are tough , hi gh turn-over positions . We
should develop some notions about breaks, special dispensa t ion ,
wa ter , or other possible means for reducing the unpleasantness
of the work.

Can we get together later today to start working on the problem?
At a mi nimum , we should lay out what we need to do to develop a
policy . Attached are some figures that should get us started .
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FURNACE HEAT

TURNOVER

Overall hourly turnover: 12.3*

Turnover of furnace workers: 40.1*

TRAINING REQUIRED FOR NEW FURNACE WORKERS

16 hours classroom

24 hours on-line

G-5 - ,  McCall. Lombardo, DeVries 1978 CGD-65B
• G-2 All Rights Reserved (APD- 105)
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Director of Manufacturing , CGD

Re: Plant Briefing

Copies to. Can you meet at 1:30 in my office to bring me up to date on how

PM-FLAT 
things are goi ng at your plants?

PM-LIGHTING
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Lighting Product s

From: Plan t Superintenden t , Ligh ting Products

Re: I deas from the Floor

Copies to. 
Our people are pretty sharp and most of them have been in the
business a long time . Over the last few years they have had
any number of good i deas for improvin g efficiency through
rela t ive ly si mple equipment changes. Some of these ideas have
been imp lemented by ou r own eng ineers , others have gotten to
Product Development through me or you. However, I suspect that
the vast majority of these i deas are lost because we have no
system for sol ic i t ing,  record ing , or judging them.

Last time you and I talked about this , you asked me to remind
you to meet with the Director of Product Deve lopment about
devising such a system.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Quality Control Manager

Re: Sales Specifica tions

Copies to: . .Sales specification changes are infrequen t, but when they do occur
they tend to create havoc. Copies of the changes are getting to
the production people but not to me . On several occasions my
inspectors have pulled produc ts that fai led to meet the specs we
had, only to find the specs had been changed .

While you ’ re at headquar ters would you mi nd asking the Direc tor of
Sales and Marketing about this? If the Director would just ask the
sales force to be sure changes get to us as well as to the produc-
tion crew , I’ m sure we could save a lot of time and grief.
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- ~~, LOOKING GLASS
Commercial Glass Division

To : D i rec tor of Manufac turing, CGD

From: Plant Manager , Flat Glass

Re: Cost of Goods Manufactured , Last Quarter

Copies to. Attached is the last quarter summary of Cost of Goods Manufactured
by the Flat Glass plant. Increased raw materials and labo r costs
reflect continued increase in demand , particularly for envi ron-
mental glass products. Inventories are significantly down . Vari-
ance i n cos ts would have been even higher had demand for trade g lass
not decreased slightly over the same period .
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LOOKING GLASS

COMMERC IAL GLASS D IV IS ION

FLAT GLASS

COST OF GOODS MANUFACTURED
(In Thousands)

LAST QUARTER

BUDGET ACTUAL VAR IANCE % OF COSTS

DIRECT RAW MATERIALS $ 1 ,500 $1 ,580 +5 .3% 25 %

DIRECT LABOR 1 ,565 1 ,718 ÷9. 8% 27%

VARIABLE OVERHEAD 23%

u t i l i t i e s  1 ,010 1 ,011 0%

benefits 420 430 +2.4%

FIX ED OVERHEAD 1 ,580 1 ,580 0% 25%

(depreci at ion ,
taxes, rent ,
alloca ted
overhead)

TOTAL $6 ,075 $6,319 +4.0% 1 00%

STANDARD CURRENT

FINISHED GOODS 31 days 20 days
INVENTORY LEVEL

II

- , McCall , Lombardo, DeVries 1978
G-2 All Rights Reserved CGD ’698
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LOOKING GLASS
Commercial Glass Division

To: D irector of Manufacturing, CGD

From: Plant Manager , Li ghting Produc ts

Re: Cost of Goods Manufactured

Copies to. 
Attached is the last quarter report on Cost of Goods Manufactured
by L i ghting Prod ucts. Our total cost was down 0.2%, we l l  w i th in
norma l variance limits. Inventories are up very sli ghtly, due to
2% variance in sales last quarter.
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LOOKING GLASS

COMMERCIAL GLASS DIVISION

LIG HT ING PRO DUCT S

COST OF GOODS MANUFACTUR ED
(In Thousands)

LAST QUARTER
BUDGET ACTUAL VARIANCE % OF COSTS

DIRECT RAW MATERIALS 1 ,500 $1 ,479 -1.4% 20%

DIRECT LABOR 1 ,880 1 ,875 0% 25%

VARIA BLE OVERHEAD 33%

utilities 1,400 1 ,405 0%

benef i t s  1,000 1,009 +1.0%

FIXED OVERHEAD 1 ,627 1 ,627 0% 22%
(deprec iat ion,
taxes , rent ,
alloca ted
overhead )

TOTAL $7,407 $7,395 -0.2% 100%

STANDAR D CURRENT

FINISHED GOODS 31 days 32 days
INVENTORY LEVEL

- McCall, Lombardo, DeVries 1978
A ll Rights Reserved CGD~7OB
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From : Eng i neering Task Force

Re: Mel ti ng Furnace Life

Copies to: Two months ago a cross-divisiona l task force consisting of repre-

DIR-MFG , CGD sentatives from IGD and CGD was formed to exam i ne melting furnace

PM-FLAT life expectancy.

PM-LIGHT I NG The average life of large melting furnaces (such as those in the
Fla t Glass and Li ght ing Products plants) is 7.6 years. Replac i ng
a worn furnace has his torically i nvo1vi~d four phases : cool down ,
tear down , rebuildin g, and start up. The fi gu res we could fi nd
established the follow i ng minimum times : cool down , seven days;
tear down , seven days; rebui ldi ng, three weeks; start up, seven
days.

The whole process i nvo l ves a minimum of 6 weeks to a maximum of 15
weeks. Usin g current technology and current prices , the total
cost is $3,000,000. I ncorporati ng new techno l ogies , such as the
new elec tr i c mel ters , will add $1.5-2.O million .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Fiat Glass

From: Shipping Supervisor

Re: Packag ing Cos ts

Copies to: The cos t of packa g ing f la t glass is increas in g because :

- every piece has to be handled by hand (and the cost of
labor i s increasing);

- the cos ts of lumber and metal bands are going up;

- the cost of corrugated separators is rising.

Glass Digest described new automatic packaging equipment put out by
Stacker Industries. Should we consider it?
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Sales Manager , District II

Re: Complaint from Forstan

Copies to. Confirming our phone conversation of yesterday, Forstan has asked
to renegotiate their enviro nmental glass contract. They argue
that remov i ng the packag ing materials (lumber and metal bands) is
ex t reme ly t ime cons um in g and cos t ly for the s it e contrac tors.
This represents an unantici pated cost that they want deducted
from the contracted price . They would also accept an alternate —

packag ing des ign that is less d i f f i c ult to remove.

They have asked for an i mmediate adjustment of $5,500 plus a new
contract or a written guarantee for alternate packag i ng .
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Deve l opment , CGD

From: Staff Research Specialist

Re: Fla t Glass Packag ing

Copies to:
Prompted by an ar t icle appearing in one of the g lass journals , I
looked into packag ing alternatives for our current l umber-metal-
cardboard arrangement. There seem to be three alternatives :

1. Substitute a special powder for the corrugated sheet
separators;

2. Ignore separators altogether by stacking sheets in a
t ria ngular metal frame;

3. Use automated packag i ng equi pment.

Powder is sligh tly cheaper than cardboard but is awkward to handle
and messy to use.

The t riangu lar frame and automated equi pment both resu lt in g rea ter
breakage and limit our flexibilit y in packing alternating sized
sheets coming off the line . It appears that lumber and metal bands
remain the most practica l approach.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Fla t Glass

From: Plant Superintendent , Fla t Glass

Re: Small Tool Thef t

Copies to. 
This is turn i ng out to be a stickier prob l em than we anticipated .
I t is virtually Impossible to get exact figures on what is missing,
bu t I suspect a loss of about $200 worth of small tools each week.
These include hand drills , files , g loves , protective glasses ,
screwdrivers , metal cutters , etc. Our current sign out system is
not preventing “lunch pa il wa l kout.”

I’ ve chatted informally with the toolroom attendants , but they
aren ’t volunteering any information . I suspect that they are look-
ing the other way, so are naturally reluctant to discuss it. I
doubt it ’s worth pursuing further because it may fuel the growing
desire for union i zation . If you fee l it ’s jus t i f ied, I’ll  d i g
deeper.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From : Market i ng Manager

Re: Auto Glass Products

Copies to. The market for automotive glass extends far beyond automobiles. It
includes vehicular windshields for t rucks , busses , subways , and eve n
tempered glass for window s in ships and boats. While the Industrial
Glass Division has a reasonable market share in vehicular , I think
CGD could do well in the marine and recreational vehicle markets.
The standards for such glass are hig her than much of what we make,
but so are the profit ma rgins. IGD uses the same technology as we
do , so we could back each other up.

Entering these markets seems a reasonable strategy for supp le-
ment ing the declini ng t rade glass bus i ness. Should I go ahead
with the prework?
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Deve l opment , CGD

From: Technical Spec ia l i s t

Re: Laser Cutting

Copies to:
I was assigned to the project team working on the glass excess prob-
lem. We have been focusing on traditiona l methods for solving the
problem , but a friend of mine in Product Development over in the
Advanced Products Division had another suggestion : laser cutting
machines . They are worki ng with laser technolog ies and the results
are promising. I think it would be useful to put one of our staff
on their project team or vice versa. Since this would represent a
cross-d ivisiona l assi gnment , you and the Directo r of Product Devel
opment in APD must authorize it.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From : Sales Manager , Distric t I

Re: Personnel Problem

Copies to. Sharon LeBlanc , one of our most successful new reg i onal sales super-
visors , has reques ted to be downgraded . She i s now mak i ng more than
her husband (an IGD salesperson) and claims tha t this is creating
problems at home. I think she has high potential for upper manage-
ment , and am reluctant to grant her request. On the other hand , she
may qui t if I don ’t. Maybe if you would talk to her , she cou ld be
persuaded .
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LOOKING GLASS
Commercial Glass Division

To : Plant Manager , Fla t Glass

From: Plant Superintendent, Fia t Glass

Re: Union Vo te

Copies to. 
The fina l resul ts are in on the last union vote. This time 42~
voted in favor (as opposed to 21% last time).

Two major forces seem to be at work:

1) Our average wage has dropped be l ow union average ($7.82
versus $8.86) and fringes are considerably less than in
union shops;

2) There is some fear that conversion to all floa t will
result in job layoffs.
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LOOKING GLASS

Commercial Glass Division

To: Plant Manager , Flat Glass

From: Eng ineering Manager

Re: Estimates on Conversion of Line 1

Copies to:
CAPAC ITY

CURRENT PRO DUCTION 50 mi l l i on  sq. f t .  annual ly

NEW PRODUCT I ON 100 million sq. ft. annually

PRODUCT I ON INCREASE (Li ne 1) 100%

COST (i n millions)

BUILDING ALTERAT I ON $1.25

MACHINERY & EQUIPMENT 5.11*

INCREASED STORAGE 0.34

OTHER 0.25

TOTAL ESTIMATED COST $6.95

*based on cost of standard melters; latest electric me l ters
would add $1.5 to $2.0 million . Current melter could be
used , but is over five years old.

TIME

25—30 weeks from contract
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LOOKING GLASS

Commerc ial G lass Divisio n

To: P lant Manager , Lighting Products

From: Ted Garvey , Me lter

Re: Soccer

Copies to. 
You may have heard that some of us have been play ing soccer on
weekends. We think we ’re pret ty good and would like to start up
a soccer league in Joplin. We ’ve talked with some people from
other companies , and they ’ re exc ited . I’ m sure we could get 10
or 12 teams together. I was asked to request tha t Looking Glass
hel p fund the League and our team. We figure we ’d need about
$2000 to get it going (stadium rental , refer ees , uniforms , equip-
ment , etc.). We mi ght also need to trade some work time since
shif ts would never coincide all the time .

Thanks for considering our request.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Lighting Products

From: Plant Superintendent and Production Planning Manager

Re: Price Increase

Copies to: .
As per your request , we have t r ied  to out l ine the primary factors
supporting a price increase for al l  l i ght ing products. Many of
these have been outl ined in prev ious memos, so this represents a
summary of our current situation .

1. Actual and antici pated cost increases. Costs of raw mate rials ,
energy, salaries , maintenance , shipping, and comp l iance with
government regulations have all increased and wil l  continue to
do so. We anticipate a minimum of 8% and a maximum of 1O~ over-
all  cost of produc t ion increase over the next 12 months .

2. Previous pr ice increases. Over the last three years , annua l
price increases have kept pace with cost increases.

3. Antici pated competitive price increases. Since our competitors
face v ir tual ly  the same economic conditions , yet are slig htly
lower pr ice-wise than we are , we ant ic i pate dramatic pr ice
i ncreases on thei r par t . This wou ld make an increas e by us
look quite reasonable.

Recommendation: Ra i se prices an average of 10% this year. Any less
will result in a significant eros i on of our marg in. With such an
increase we can cope with increasing costs , as well as anticipate
union pressure to increase our salary and benefits package .
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Market Analyst

Re: Li ghting Products Pr i ces

Copies to: 
.\ thorough analysis of our curren t market position in the li ghting
p roducts business indicates that a substantial price increase at
this time would be unwise for the following reasons:

1. Service/Quality prem i um. Our lig hting products are priced
an average of 2% hi gher than those of our competitors--a
prem i um permitted by our long-standing reputation for
quality of service and product rel iability. Recent com-
plaints reflect some erosion of tha t reputat ion , thoug h
not serious. Until such comp laints have been resolved ,
however , further price increases would onl y exacerbate
them .

2. Competitive price conservatism. Our competitors have
been price conservative over the last few years , while
our in cr eases have more c losel y paral le led cos t increas es.
Th i s has added sl ig ht ly , though not dramaticall y, to the
cost differences between us and our two major competitors.
While the competition will sooner or later have to compen-
sate by ra i sir ig prices , we should follow rathe r than pre-
cede such action .

Recognizing that some increase is inevitable , I strong ly recommend
that it not exceed 4%. Anything hi gher would represent a si gnifi-
cant threat to our market position .
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Shipping Supervisor , Flat Glass

Re: A Rock and a Hard Place

Copies to: Last yea r , OSHA ordered us to install back up beepers on all our
fork lift equipment. EPA has just informed us tha t the beepers
exceed EPA a l lowable no i se levels. What next?
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LOOKING GLASS
Commercial Glass Div ision

To: Pub l i c  Relat ions Manager

From: Research Specialist , CGD

Re: Chang ing the Proper t ies of Glass

Copies to: . .Your request for information for the visitors ’ center display was
DIR-PD , CGD forwarded to me. Many different things can be done to basic g lass

to inc reas e its hea t res is tance , strength , conductivity, etc. The
best way to condense and summarize this information would be for
you or one of your people to meet with me. With a clearer idea of
what- you have in mind , I can give you all the detail you want. To-
gether I’ m sure we can come up with an effective disp lay.

As an example of wha t can be done , cons i der the i ss ue of increa si ng
heat resistance of glass. Regular lime g lass , such as that used in
the l ight bulb casings made in CGD , consists of:

sand + soda ash + limestone + cullet.

These materials are heated to 1450°C (2640°F) to make common g lass.
Uneven expansion of lime glass when exposed to heat causes it to
break even under relatively small temperature changes .

To increase hea t resis tance for cookware , test tubes, surg ical
lights , etc., when high tempera tu res or quic k tempera ture changes
are common , boric acid is substituted for limestone . Called boro—
si l i ca te g lass , the formula is :

sand ÷ soda ash + boric acid + cul let.

These materials are heated to 1625°C (2957°F).

When temperatures are to be extreme , such as wi th spacecraf t w in dows ,
power tubes , or resis tors , a iu mi nosi l ica te glass is used . The
formu la is :

sand + anhydrous borax + dolom it ic l imes tone + others.
0)

These are heated to 1650°C (3002°F).

Glass can be chemically strengthened through immersion in hot potas-

6 s ium, co lored through addition of chem i cals like cadm ium, sulfur ,
v cc etc. The permutations are almost endless. Let ’s mee t nex t Tuesday
2 ~ for lunch to explore the issue further.
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LOOKING GLASS
Commercial Glass Division

To: Vice-Preside nt , CGD

From: Director of Sales and Marketing, CGD

Re: This Quarter Forecasts

Copies to. 
Here are the updated sa les forecasts for the current quarter.

DIR—MFG , CGD
PM-FLAT LAST QUARTER THIS QUARTER
PM-LIGHTING ACTUAL FORECAST

(thousands) (thousands)

LIGHTING PRODUC TS $9,251 $9,375

FLAT GLASS $8,752 $8,952

DIVISION TOTAL $18,003 $18,327
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LOOKING GLASS
Commercial Glass Division

To: Director of Product Development , CGD

From: Project Manager

Re: Assessment of Future Energy Situation

Copies to. As part of our recent study on modification of the sheet glass
operation , we looked into issues related to energy use. We
found :

- the demand for energy in the U.S. is grow ing fas ter than
the supp ly;

- stoppages and shortages will become more frequent;

- energy consumption is r ising by about 10% per year
(1.6 trillion kilowatt hours barely met demand as
long ago as 1969);

- 250 power plants must be built over the next 20 years
to keep up with demand ;

- the cost of power will i ncrease greatly due to shortages
of coa l and oil.

Since these facts were not directl y rel evant to the modification
projec t , they were not included in that report. Since they have
implications for Looking Glass , I thought I should pass them on
to you separately.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing, CGD

From: Sales Manager , Dis t r i c t  I I I

Re: Loca l Cash Register

Copies to:
We ’ve been providi ng g lass cover pla tes for LCR office equipment
for severa l years. While a small consumer of our flat glass pro-
ducts , they use a lot of integrated circuits and capac i tors in
their equipment. One of my salespeople heard that LCR is having
trouble wi th their current supplier--something about increased
defects. This might be a good time for someone from APD to look
into LCR’ s needs.

I started to call the APD salespeople directly, but I ’ ve heard
there have been some customer problems in APD (particularly
regard ing integ rated c i r cu i t s) .  Do you know what the story is?
I don ’ t want to recommend APD products if it w i l l  come back to
haunt us. If I do suggest APD , Loca l may ask some embarrassing
questions I can ’ t answer.
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Flat Glass

From: Secretary

Re: Reminde r

Copies to: .
The monthly meeting of the Comun i ty Development Association of
Ca i ro is scheduled for tomorrow evening at 8:30. You agreed to
talk on possible ways Looking Glass can contribute to the comu-
nity .
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~1LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Li ghting Products

From: Sec retary

Re: Reminder

Copies to: The Jaycees called. They are expecting you to serve as a judge in
tomorrow night ’s exhibit. The meeting is in the Jop lin Recreation
Center from 6:30-10:00.
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LOOKING GLASS
Commercial Glass Division

To: Director of Sales and Marketing , CGD

From: Market Research Manager

Re: Energy Savings

Copies to: We have some i nteres t ing projections on energy sav i ngs resul ti ng
from use of our environmenta l glass in office buildings. For
instance , the Equa l Bank and Trust building will save about 230
million cubic feet of gas and about 30 million kilowatt hours
of elec tricity over the next 15 years. Bay Life has been able
to reduce its air cond tion i ng load by over 100 tons.

Fi gures like these would make a super story line for a nationa l
advertising campa i gn. What do you think?
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RESEARCH SYSTEMS., INC.

10 PARK AVENUE
NEW YORK~ NEW YORK

Director of Sales and Marketing
Commercia l  Glass  D i v i si on
Looking Glass , Inc.

Dear Di rec tor :

Our final report will be to you in a month , but I thou gh t you ’d like to
see some of our ear ly  conc lusions re competit ive moves:

1) Hi gh en t ry  costs associated wi th new f loa t g lass  technolo gy
make it u n l i k e l y  tha t any new major compe tit ors w i l l  emerge
in the f l a t g lass bus iness in the foreseeable future. A
plan t capable of producing 500 tons daily wil l cost in
excess of $30 million .

2) Lighting products will remain stahie. The handful of major
consumers and suppliers are already well balanced and the
marke t i s l i kely  to con t inue it s  slow , steady g rowth.

3) The shortage of insulating glass is driving prices up
ar tificially. Severa l producers are expanding capacity
or swi tching quickly to the more efficient float process.
W h i l e no new producers are expected , market share of the
old l ine w i l l  probably be determined by who ge ts there

• firs t , cheapest. If all continue to increase capacity,
antic ipate a vicious price war when consumption stabilizes.

4) There is some trend for major consumers of flat g lass to
build their own source of supply. One major automotive
manufac tu rer , for exampl e, can supply 50% of i ts own
needs in window glass. This is not true for auto headlamps ,
where technology is prohibitively expensive .

5) Unless prices are kept low , and qual i ty hi gh, p roducers of
incandescent and fluorescent lights are likely to investi-
gate produc ing their own tubes and envel opes.

Si ncere ly ,

Joe Davis
Research Systems , Inc.

- McCall , Lombardo , DeVries 1978
W 1  All Rights Reserved CGD-92
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Vic e-President
Commercial Glass Division
Looking Glass , Inc.

Dear Vice-President:

T h i s  is a d i f f i c u l t  l e t te r  to w r i t e ;  so much so tha t I want
to remai n anonymous.

One of your District II salespeople is having an affair with
the purchasing manager of Apex . I try to believ e that what
people do with the ir persona l lives is their own business ,
but this looks bad for both Apex and Looking. It ’s been
going on for a wh i le  and a lot of people know about it.
It ’ s on ly a matter of time until it becomes a big scandal.

I thought you ’d want to know.

McCall . Lombardo, DeVries 1978
W l  All Rights Reserved CGD 93
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ASSOCIATION OF TRAINING OFFICERS

Direc tor of Produc t Development
Commercial Glass Division
Looking Glass , Inc.

Dear Director:

The Association of Training Officers invites distinguished
speakers to its monthly meetings. Several of our members
have requested that a session be devoted to “special train-
ing needs in professional organizations. ” I thought you
would be able to do a first class job and would like to
invite you to join us next month for drinks , dinner , and
about a one-hour talk.

If you are unable  to par t ic i pa te, could you recommend some-
one else?

Thanks in advance ,

7’~
i~rrw~~~

Jim James
Vice—Presiden t
Assoc iation of Training Officers

- McCall, Lom bardo, DeVries 1978
W 1  A ll R ights Reserved CGD.’9h4
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AMERICAN MATERIALS1 INC.

SODA ASH DIVISION
SCO1FSVILLE1 KENTUCKY

Plant Manager , Flat Glass
Commercia l Glass Div is ion
Looking Glass , I nc.
Ca iro , I l l inois - 

-

Dear Plant Manager:

As you may have heard , American Materials has been fighting the
tightened po l l u t ion requ i remen ts a t i ts Scott s v i l l e p lan t . I t
now appears that the new standards wi l l apply to our operation .
After careful analysis , American has decided that it is finan-
cia l ly infeasible to cont inue soda ash produc ti on in the state
of Kentucky . All operations will be moved to our plants in
Wyoming , which w i l l  be updated and expanded . We anticipate only
mi nor disruption of supplies to your operation during the transi-
t ion period .

We are sorry to be leaving this section of the country but wil l
be happy to continue supplying your soda ash needs.

Sincerely,

f f . 1 A~~~~~~
M. Travers
Genera l Manager

McCall, Lombardo, DeVries 1978
W 1  All Rights Reserved CGD9 5
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CHANTELLE DISTRIBUTORS
NEW YORK, NEW YORK

Direc tor of Sales and Marke t in g
Commercial Glass Div is ion
Looking Glass , Inc.

Dear Director:

Ther e is noth i ng like a fine wine to show your customers tha t you appre-
ciate their business. We would be happy to assist you in selecting a
connoiseur ’s collection from our outstand i ng stocks. We carry , for
examp le , the fo l lowing:

C~ te D’or 
— 

-

Les Herv el els
C b s  du Chap itre
C b s  de Ia Perri~~reC b s  Napol~ on

Chabl i s

Vaud~ sir
Les C b s
Grenou i 1 les

Beaujo l a i s

Cerc i~Fle u r i e
St. Amour - Bellevue

Very Special  Selec ti ons

Chateau Ausone St. Emi l ion 1949
Chateau Margaux Margaux 1959
Chateau Mouton Rothschild Pouillac 1959
Chateau Lafite-Rothschild Poui llac 1947
Chateau Haut-Brion Graves 1947

We do , of course , offer quantity discounts to our large customers. One
of our represen tat ives will gladly meet with you to plan a truly taste-
ful selection . Neithe r you nor your customers will ever regret it!

Wi th warm regards ,

Charles Me 11~ sime
President

- McCall , Lombardo , DeVries 1978
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COLONEL W . L. DOBBS
NAVAL DEVELOPMENT OFFICE

WASHINGTON,

Director of Product Deve lopment
Commercial Glass Division
Lookin g Glass , I nc.

Dear D i rec tor :

Proc uremen t in for ms me tha t Look i ng Glass  has p rovided man y spec ia l
standard glass items to the Navy .

We are developing a new generation of nuclea r submarines capable of
diving deeper and faster than previous submarines. Simultaneously,
we are developing sophisticated periscopes and other equipment that
will require hi ghly specialized glass components , including lenses ,
cover plates , and hi gh—pressure observation ports.

During the development stages , we need to contact some of your
specialists regarding our proposed specifications and the feasibility
of certain dev i ces. Whomever we work with must have Navy top secret
clearance , an in-depth knowledge of glass manufacture of the type
d i s cussed abov e, and the authority to relay time-frame and cost
i n fo r ma ti on.

Thi s letter does not bind the Navy or this office in any way to pur-
chase any i tems. On completion of development and approval by Congress ,
b ids  w i l l  be sol icit ed i n the usual man ner.

Sincerely,

W. L. Dobbs
Manager , Development

- McCall , Lombardo, DeVries 1978
H W- l All Rights Reserved CGD 97
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Quality Contro l , Li ghting Products

Re: Rejection Rates (Summary)

Copies to: REJECT I ON BY IN-PLANT QUAL I TY C0NTR0L~
PM-LIGHTING
DIR-MFG , CGD LAST LAST LAST T H I S

YEAR QUARTER MONTH MONTH

LIGHT I NG PRODUCTS 20.2% 20.6% 20.8% 20.8%

*Loss due to breakage , i mperfections , mach in e ma l f unc t ions
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Quality Control , Flat Glass

Re: Rejection Rates (Summary)

Copies to:
REJECTION BY IN-PLANT QUAL ITY CONTROL*

PM-FLAT
DIR-MFG , CGD LAST LAST LAST THIS

YEAR QUARTER MONTH MONTH

FLAT GLASS 13 .4% 13 .1% 13.6% 13 .4%

*Loss due to breakage, imperfections , machine malfunctions
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LOOKING GLASS
Commercial Glass Division

I,

To: Vice-President , CGD

From: Director of Sales and Marketing, CGD

Re: Sales

Copies to: 
% QUOTA ACHIEVED

DIR—MFG , CGD
LAST LAST LAST T H I S
YEAR QUARTER MONTH MONTH

FLAT GLASS

Trade 87.5% 94% 91.5 % 93%

Env ironmental 105% 110% 112% 113%

L I G H T I N G  PRODUCTS

Incandescent 98% 99% 101% 100%

Fluorescent 96% 98% 97% 99%
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Lighting Products

From: P l a n t  Super in tende nt , Li ghting Products

Re: Produc t ion Report

-I

Copies to: PRODUCTION , % NORMAL CAPAC ITY

LAST LAST LAST THIS
YEAR QUARTER MONTH MONTH

INCANDESCENT 100% 99% 98% 100%

FLUORESCENT 96% 101% 100% 101%

OVERALL AVERAGE 98% 100% 99% 101%
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LOOKING GLASS
Commercial Glass Division

To : Plan t Manager , F l a t  Glass

From : Plan t Super in tenden t , Fla t Glass

Re: Production Report

Copies to: PRODUCTION , % NORMAL CAPACITY

LAST LAST LAST T H I S
YEAR QUARTER MONTH MONTH

TRADE GLASS 97% 98% 96% 95%

ENV I RONMENTAL GLASS~ 105% 120% 125% 126%

OVERALL AVERAGE 101% 109% 110.5% 110.5%

~cProd uction in excess of norma l capacity achieved by increasing
manpower on graveyard shifts (the third shift is normall y skel etal).
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LOOKIN G GLASS
Commercial Glass Division

To: Director of Manufacturing , CGD

From: Administrative Assistant

Re: Production Report

Copies to: .Here are the totals you requested on production capacit ies at our
VP , CGD two plants.

PRODU CT I ON , % NORMAL CAPAC I TY

LAST LAST LAST THIS
YEAR QUARTER MONTH MONTH

FLAT GLASS 101% 109% 110.5% 110.5%

LIGHT I NG PRODUCTS 98% 100% 99% 101%
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LOOKING GLASS
Commercial Glass Division

To: Plant Manager , Ligh ting Products

From: Plant Superintendent , LIg hting Products

Re: Delayed Shi pments Report

Copies to: 
% SHIPMENTS THREE OR MORE DAYS PAST PROMISED DELIVERY

LAST LAST LAST T H I S
YEAR QUARTER MONTH MONTH

INCANDESCENT 7% 8% 8% 7%

FLUORESCENT 9% 8% 6% 9%

OVERALL AVERAGE 8% 8% 7% 8%
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LOOKING GLASS
Commercial Glass Division

To: P l a n t  Ma nager , Fla t Glass

From: Plant Superintendent , Flat Glass

Re: Delayed Sh i pments Report

Copies to: 
% SH I PMENTS THREE OR MORE DAYS PAST PROMISED DELIVERY

LAST LAST LAST T H I S
YEAR QUARTER MONTH MONTH

TRADE 7% 8% 10% 10%

ENV I RONMENTAL 9% 20% 24% 25%

OVERALL AVERAGE 8% 14% 17% 17.5%
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Director of Manufactur ing , CGD

Re : De l ayed Shi pmen ts Repor t

Copies to: % SHIPMENTS TH REE OR MORE DAYS PAST PROM I SED D E L I V E R Y
VP , CGD
D IR—S&M , CGD

LAST LAST LAST THIS
YEAR QUARTER MONTH MONTH

FLAT GLASS 8% 14% 17% 17.5%

LIGHT ING PRODUCTS 8% 8% 7% 8%
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LOOKING GLASS
Commercial Glass Division

To : Pres i den t

From: Vice- President , CGD

Re: Net Sales/Income Statement

Copies to: LAST QUARTER
DIR—MFG , CGD (In Thousands)

DIR-S&M , CGD
DIR—PD , CGD
PM-FLAT Net Sales Net Income Income (% Sales)

PM-LIGHTING
Li ghting Products $9,251 $399.6 4.3~

Fla t Glass 8,752 425.3 4.9%

DIVISION $18,003 $824.9 4.6%

PREV I OUS QUARTER
(In Thousands)

Net Sales Net income Income (% Sales)

Lighting Produc ts $9,150 $393.5 4.3%

Fla t Glass  — 8,581 437.6 5.1%

DIVISION $17,731 $831.1 4.7%
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D I S T R I B U T I ON L IST

(12 copies) Defense Documentation Center
Accession s D i v i s io n
ATTN : DDC-TC
Cameron Station
Alexandr i a , Vir ginia 22314

(2 copies) Scientific Officer
Di rec tor
Orga n izat i onal Ef f ect iveness Research
Psycholog i ca l Sciences Divisio n
O f f i c e  of Nava l Resea rch
800 North Quincy Street
A r l i ng ton , Virgin ia 22217

(1 copy) Dr. James 1. Lester
Psycholog ist
Department of the Navy
O f f i c e  of Nava l Research
Building 114 , Section D
666 Summer Street
Boston , Massachusetts 02210-

(I copy) Office of Nava l Research
Ch i cago B ranch O f f i c e
536 South Clark Street
Ch i cago , Illinois 60605

(1 copy) Office of Nava l Research
Pasaden a Branch Off i ce
1030 East Green Street
Pasaden a, Cal ifo rnia 91106
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