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The Center for Creative Leadership IS a nonprofit , educational
institution founded by the Smith Richardson Foundation . The
Center ’s primary goa l is to translate the knowledge of the
behavioral sciences into useful applications for leaders.
Toward this goa l, the Center conducts and reviews relevant
research and uses these findings In a variety of programs .
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D E S C R I P T I ON OF VOLUMES

Looking Glass is a simulation of a glass manufacturing corpora-
tion. There are twenty positions , rang ing across three divisions
and four levels (plant manager , director , vice-president and
presi dent). The divisions face different environments , ranging
from volatile to stable. Looking Glass is , in a word, typical--
the organizationa l type, structure and environments are common.
All problems contained 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 deve lopment of Looking Glass. Included
are the chronology of what occurred from ori g inal i dea to final
pretest run and a summary of assumptions and biases related to
construct ing a realistic management simulation . The next
section discusses research issues such as the experimental modes
built Into the desig n , possible ma n i p u l a t ions , l i m i tat ions of
the s imula t ion , measurement strateg ies , and preliminary hypotheses.
The third section outlines training uses of the simulation , in-
clud i ng one detailed example of a training program. The fina l
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.

Volumes II through IV contain the simulation materia ls. 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 relating
to the Commercial Glass Division , and Volume IV , all memos con-
cerning the Industrial Glass Division .

Subsequent volumes will contain standard i zed responses to infor-
mation requested by partici pants (Volume V) and a complete listin g
and analysis of all prob l ems participants face (Volume vi). 
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NOTICE

The material conta ined 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 purely coincidental.

The simulation is an intensive exerci 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 conta ined herein are advised of the copy-
right of the Center for C reative Leadership. Any unauthorized re-
production, distribution or other use thereof wil l result in legal
act ion.

I-
/

©1978, by CENTER FOR CREATIVE LEADERSHIP
The United 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 f i f ty  years ago by A. J. Looking.
Begun as a manufacturer of light bulb casings , Looking Glass has
expanded into a major corporation with $200 million in sales and
over 4,000 employees.

The Commercial Glass Division produces li ght bulb casings , tubes
for fluorescent lights , and a variety of flat glass products.

The Industria l Glass Division produces automot i ve glass , specialty
glass (for airplanes and assorted industrial uses), and glass
p i p i n g  and glass p i p i n g insulation (for use in industrial settings).

The Advanced Products Division uses glass in such hi gh technology
products as capac i tors, integrated circu i ts, and opt i cal fibers
(for use in telecommun i cations).

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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LOOKING GLASS , INC .

POSIT ION A BBRE V IAT IONS

ABBREVIAT ION TITLE AND D I V I S I O N

ADVANCED PRODUCTS D I V I S I O N

VP , APD V ice-Pres ident
DIR—MFG , APD Director of Manufacturing
D IR—S&M , APD Direc tor  of Sal es and Marke t i ng
DIR—PD , APD D irector of Product Development
PM— CAPAC ITORS Plant Manager , Capac itors
PM- INT CIRCU ITS Plant Manager , Integrated Circu i ts
PM—OPT F IBERS Plant Manager , Opt ical Fibers

COMMERCIAL GLA SS D I V I S I O N

VP , CGD Vice -Pres ident
DIR-MFG , CGD D irector of Manufacturing
DIR— S&M , CGD D i rector of Sa les and Marke t i ng
DIR-PD , CGD D i r ector of Produc t Developmen t
PM-FLAT P lant Manager , Flat Glass
PM—LIGHTING P lant Manager , Lighting Products

IND U STR I AL GLASS D I V I S I O N

VP , IGD V ice—Pres ident
D IR—MFG , IGD Director of Manufacturing • 1
DIR—S&M , IGD Director of Sales and Marke t i ng
DIR-PD , IG D Director of Product Development
PM-AUTO P lant Manager , Auto Glass
PM—SPECIALTY P lant Manager , Spec ia l ty  Glass

McCall , Lombardo , DeVries 1978
• All Rights Reserved
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LOOKING GLASS
Corporate Offices

To: All Executives of Looking Glass , Inc.

From: Corporate Controller

Re: Corporate Prof i ts (In Thousands)

Copies to:
NET SALES NET PROFITS

LATEST PREV IOUS LATEST PREVIOUS
YEAR YEAR YEA R YEAR

Commercia l $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 INCOME AS A % OF SALES

LAT EST YEAR PR EV I O U S  YEAR

Commerc ial 14.6% 4.6%

Advanced 9 . 1% 7.7%

Industrial 5.3% 4 . 1%
TOTAL 5.8°’. 5.0%

CURRENT FINANC IA L RATIOS

Commercia l Advanced Industr ial

Debt to Equity 37.6 58.2 32.6

Return on Equ ity 10.4 12.1 7.8

Re tur n on Asse ts 5.6 7.5 5.4

Rece ivables Turnover 7.1 7.0 8.5
iD a:

~ Cost of Goods So ld 714 .8 % 70.9% 73.9~As a % of Sales

R & 0 As a % of Sales 1.8% 5 .1 % 5.3~C)

Operating Prof it Marg in 12.1 % 18 .3% 13 .9%
As a %of Sales

W-2 0 CORP-3A
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DE F I N I T IONS OF F INANCI AL RATIO S

DEBT/E QUITY RATIO: The proportion of cap i ta l  supplied by
cred itors.

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

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

RECE IVABLES TURNOVER: Measure of how quickly customers pay
their accounts and of current credit policies. Net Sales
divided by Accounts Receivable.

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. .

OPERAT!NG PROFIT MARGIN: ~~~ before taxes and interest

are paid. -

McCall , Lombardo , DeVries 1978
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VOLUME IV

INDUSTRIAL GLASS DIVISION

II. Ac ross Division Memos

A. To IGD From the President

PRES- 1 to PRES— 4
PRES- 9
PRES— 1 4
PRES- 5
PRES-23

B. To IGD From APD

APD- 99
APD- 100

C. To IGD From CGD

CGD-64
CGD-65
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LOOKING GLASS

Office of the President

To: All Executives of Looking Glass

From : Presiden t

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.

I ’
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LOOKING GLASS

Office of the President

To: Those Listed

From : Presiden t

Re: Coordinated Sales Program

Copies to:
The last meet i ng of the Management Committee addressed the increas-

DIR- S&M , APD ing comp l exity of Looking Glass sales operations. It was the
DIR—S&M , CGD feeling of the Committee that the Sales and Marketing directors
D IR— S & M , IGD should get together to:
VP ,
VP , CGD - i dentify common prob l ems;
VP , I G D  - coordinate solutions to these problems ;

- plan for future problems .

The Comm i ttee took no posi t ion on spec i f i c  ac t ions , and no such
dec isions are contemplated at this l evel. It is up to you to
decide wha t, if anything, should be done. Please keep my off ice
informed .

F.-C)
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LOOKING GLASS

Office of the President

To: Those Listed

From: President

Re: Security

Copies to:
We ’ve been stung in the past by other glass manufacturers p i ra t ing

VP , APD our executives and key techn i ca l people. Because we pay relatively
vp , CGD hi gh salaries and otherwise take care of our own , we ’ve been more
VP , IGD fortunate than some other companies . S t i l l , our competitive edge

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

Some companies requ i re their executives and technica l people to
sign an agreement of confidentiality as well as on not taking a
job with a competitor. I’d like to get you r ideas on this or other
strategies that mi ght be effective at Looking Glass.

F.-0)
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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 Eng land Furnace Company wants 200 tons

v~~, APD of low expansion cellular glass for furnace linings , and we are
VP , CGD go i ng to give it to them. I don ’t care wh i ch plant produces it--
VP , IGD you decide among yourselves and let me know. A summary of the

specifications is attached .

We can ’t expect to make anything on this , and we mig ht even go into
the red some. But if we do a good job, we stand to gain substantial
future orders from them.
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CELLULAR GLASS FOR FURNACE L I N I N G S

(SUMMARY)

TECHNOLOGY:

To make cellular glass furnace linings , borosi licate glass
is ground and mixed with a foaming agent. Borosilicate
glass is made as follows :

Sand + Soda Ash + Boric Acid + Cul let + Ar senic  +

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

DELIVER Y LOCAT I ON:

Wi llim antic , Connecticut

McCall, Lombardo, DeVries 1978
All Rights Reserved PRES- 14B
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LOOKING GLASS
Office of the President

To: Those Listed

From : Presiden t

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
VP , CGD which the foundation exists. Let ’s meet soon to discuss that
VP , IGD purpose.
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LOOKING GLASS
Off ice of the President

To: Those Listed

From: President

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 facility wou ld maintain its present product mix of l ime glass
VP , IGD bottles, decorative bottles , and hi gh quality 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-
tunities , so should we choose this one or others? I think it ’s
t ime  to make a decision . We ’ve discussed this long enough.

• F.-0)
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LOOKING GLASS

Office of the President

To: Vice-President , IGD

From: Pres ident

Re: R & D on Underwater Glass

Copies to. I want a status report on the R & D efforts I requested two years
ago from your Product Development people regarding the develop-
ment of a high-stress underwater glass. I want to share our
progress with Admira l Billings during my visit to Washington
next week. This project has got to be a winner. It could keep
us on the forefront in glass technology, and the potential for
enhancing our reputation is extensi ve.

I’ m surprised we don ’t have prototypes already available. I
think PD has taken too long--the R & D prob lems can ’ t be that
comp lex~ As I understand it , the glass is a mino r variation of
that wh i ch we developed for the spaceshuttle vehicles.
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LOOKING GLASS
Office of the President

To: Vice -President , I G D

From: Pres ident

Re: P lant Manager , Spec ia l ty  Glass

Copies to: It ’s becoming more obvious how important an immediate replacement
for the Glass Piping plant manager posit ion is to Looking Glass.
In looking over the latest salary information memo for IGD , I see
that the Plant Manager of Specialty Glass has been in that post
for 5 years. You know that I advocate frequent rotation of our
line managers.

Have you thought of rotating the Specialty Glass plant manager
into the Glass Piping position? Stop by sometime today and let ’s
discuss this issue .
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LOOKING GLASS
Advanced Products Division

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

From: P lant Manager , Integrated C i rcu i ts

Re: Los ing Money

Copies to: We are losing money on the shee t g lass we man ufac tu re for the
PM—SPECIALTY Indus tr i a l  Glass Division . The glass we provide for spacecraft

and microwave ovens is hi gh s i l i c a  and the p r i c e of s i l i ca is
up 20% ove r last year. They paid $140,000 last month and our
cost of goods sold was $38 ,000. The 5% ma rgin left isn ’ t cover-
i ng ou r C & A. They ’ re going to have to go outside .
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LOOKING GLASS
Advanced Products Division

To: Those Listed

From: D irector of Product Deve lopment , APD

Re: Researc h Staf f

Copies to: .It ’ s no secret that s ta f f  are trying to sw i t ch  from your d i v i s i o n
DIR-PD , COD to mine . The reasons I’ ve heard are:
DIR—PD , lCD

- ARD is where the action is;
- APD has the highest prof i t  margin--let ’ s go where we ’l l  be

rewarded.

Need less to say, this is causing hard feel ings. We ’ re be ing
cal led p irates; you ’ re bein g accused of damaging people ’s
careers. Sure ly we can work out something to stop this. We ’ re
a ll in this thing together; these rumors are hurting us a l l
ind iv idual ly  and Looking Glass as an organization .
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LOOKING GLASS
Commercial Glass Division

To: Listed Be l ow

From: Director of Manufacturing, CGD

Re: I nterna l Task Force on Plant Managers Performance

H
Copies to:

Corporate has long been concerned about how to measure p lant man-

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

PM-CAPACITORS 
issue was raised again. It was decided 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 p la nt

DIR-MFG IGD managers themselves. The President authorized the formation of a
task force consis tin g of a p lant manager from each of the divisions.
Appointed to this task force are :

Plant Manager , Lighting Products (chair)
Plant Manager , Capac itors
P lant Manager , Auto Glass

The cha i rperson is responsible for getting this task force started
and for report ing i ts progress to me. I’d  l ike for you to get to-
gether sometime during your visit today to lay out a plan of attack.
Through the Plant Manager , L ighting Products , let me know basica l ly
what you need to do to answe r the quest ions:

1) What resources w i l l  be required?
2) How long you think it w i l l  take?

For you r i n forma t io n , a copy of our current appraisal form is
attac hed.
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LOOKING GLASS

CORPORATE O F F I C E S

NAME OF EMPLOYEE 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 item , please write on pl ain 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 Outstanding; “E” for Excelle nt; “SR’
for Satisfactory Pl us; ‘‘S’ for Satisfactory; “SM’’ for Satisfactory Minu s; ‘‘U ’’ for
Unsatisfactory.

A. QUALITY OF WOR K Insert Rating Code Lii
Comments:

B. QUANTITY OF WORK I nsert Rating Code LII
Comments:

C. AB IL !TY TO PLAN AND UNDERSTAND WORK Insert Rating Cod e LII
Comments:

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

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

Comments;

• I f  performance of any of above is below expectations , what should be done to bring

about improvements?

PREPARED BY DAT E_________________

R E V I E W E D  AN D
AP PROVED BY _______________________________________DATE

(Your imme diat e supervisor)

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

(Date)

McCall , Lombardo. DeVries 1978 Si gned
All Rights Reserved (Emp loyee)
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LOOKING GLASS
Commercial Glass Division

To: Those Listed

From: Plant Manager , F l a t Glass

Re: Internal Task Force on Heat and Peop le

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

VP CGD heat (the working area around them averages 950) . Each of us
PM-SPECIALTY has had problems w ith hea t prostrat ion , 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 gene ra l pol icy rega rd ing
the r ights of the peop le wh~ work around these furnaces; each
p lant seems to handle the problem d i f f e ren t l y ,  some a l lowing
un l imi ted breaks wh i l e  others just  play it by ear.

I have been asked by the Vice -President  of the Commercial G lass
Div ision to chair a task force to deve lop some pol icy guidel ines.
Tas k force members , incl ud i ng myself , are :

Plant Manager , Fla t Glass (cha i rperson)
Plant Manager , Spec i al ty Glass
Plant Manager , Optica l Fibers
P lant Manager , Integrated C i r cu i t s

Jobs around the furnaces are tough, high turn—over posit ions . We
should develop some notions about breaks , spec ial dispensat ion ,
water , or other possible means for reducing the unpleasantness
of t he work.

Can we get together later today to start working on the prob l em?
At a m inimum , we should lay Out what we need to do to deve l op a
pol icy.  Attached are some f igures that should get us sta r ted .
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FURNACE HEAT

TURNOVER

Overall hourly turnover: 12.3%

Turnover of furnace wor kers: 140. 1%

TRA I N I N G  RE QU I R E D FOR NEW FURNACE WORKERS

16 hours classroom

24 hours on—line

0-5 McCall , Lombardo, DeVries 1978 CGD-65B
0-2 All Rights Reserved (APD-105)
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VOLUME IV

I NDUSTRIAL GLASS D I V I S I O N

I l l .  To IGD From Corporate

CORP- 8
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LOOKING GLASS
Corporate Offices

To: President

From: Corporate Controller

Re: Conso l idated Balance Sheet

Cop ies to: LOOKING GLASS
VP , APD
VP , CGD
VP , I GD CONSOL IDATED BALANCE SHEET

(In Thousands)

ASSETS LATEST YEAR PREVIOUS YEAR

CASH $16 ,402 $114,762

RECEIVABLES 29,910 26,919

I N V E N T O R I E S  16 ,501 17,370

PLANT 6 EQUIPMENT 86,835 75,544

OTHER ASSETS 43,320 39,076

TOTAL ASSETS $192,968 $173,671

L I A B I L I T I E S

CURRENT LIABILITIES $18,332 $19,104

LONG-TERM LIABILITIES 57,890 48 ,101

CAP I TAL STOCK 26,051 26,051

RETAINED EARNIN GS 90,695 80,415
F.-

TOTAL LIABILITIES $192 ,968 $173 ,671
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LOOKING GLASS
• Corporate Offices

To: Pres i dent

From: Director  of P u b l i c  Rela t ions

Re: Press Releases

Copies to:
Attached are the press releases describing Auto Glass , Specialty

~~~~~~ I GD Glass , and Glass Pi ping. Do you have any suggestions for changes?

DIR-MFG , IGD
DIR—S6M , IGD
DIR-PD , IGD
PM-AUTO
PM-SPEC IALTY
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AUTO GLASS

Products: Look i ng Glass has , for the past 45 years, been a major producer
of car and truck windows and windshields. Those 45 years have seen major
improvements in safety and convenience characteristics. Looking Glass has
deve loped a thin , penetration resistant windshield , one tha t sha tters in to
fi ne fragments which adhere to the windshield on impact. These improve-
ments have resulted in a substantial decrease in head injuries for front—
seat occupants involved in acciden ts. Radio antennas , often subject to
vandalism , can now be embedded i n the windshield through the use of two
l ayers of glass. Auto windows have also been improved through the develop-
ment of tinted g lass , wh ich substantial ly reduces glare from the sun.

Manufacturing Process: The basic component is l ime glass , wh ich consists
of sil icone dioxide (74%) , sodium oxide (14%), ca lc ium oxide (9%) , and
other m inor ingredients (3%). To produce one ton of lime glass the follow-
ing raw materials are required : sand (1400 lbs.), soda as h (450 lbs.) ,
limestone (350 lbs.), and other ingred ients , i n c l u d i n g broken glass
(cullet) (180 lbs.). The ingred ients are comb ined in a furnace i n wh i ch
they melt under an intense heat of approximately 3000°F.

Whi le glass can be made using severa l different processes , auto glass at
Looking Glass is made by the “float” technique . This is a recently
developed way of forming glass wh i ch is much more efficient and creates
glass with greater strength. The float process beg ins with the molten
(liquid) glass in the furnace. Molten glass flows onto a bed of molten
tin in an area with a controlled atmosphere of nitrogen gas, thereby
creating a very smooth glass surface. The glass solidifies at a higher
temperature than the tin and is drawn off for further cool i ng . Because
no rollers touch the molten glass , the surface remains clear and undis-
turbed . The glass is then cut and either packed and shi pped (if fabrica-
tion is done elsewhere) or sent on for a final finishing process, in which
the glass might be chem i cal ly treated , bent , and/or cut into the prec i se
shape required .

Simple adjustments allow glass made by the float technique to vary in width
and thickness. Addition of chem i cals to the raw ingredients , lengthened
cooling periods , or various coatings applied to the glass after form i ng can
affect its strength , light and heat transmittance qualities , and color.

Customers: Auto Glass products are sold to major automobile and truck
manufacturers in one of two forms: (1) blanks—-the flat glass plates which
are sent to the auto manufacturer which then fabricates the flat glass into
usable window panes , or (2) finished windows and windshields ready to be
installed in the vehicle.

McCall, Lombardo, DeVries 1978
W 7  All Rights Reserved CORP 1i9B
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SPECIALTY GLASS

Products: The Industrial Glass Division also produces glass products wh i ch
require unusual therma l , mechan i cal , and optical properties. These include
oven windows (for both conventional and microwave), aircraft windows and
windshields (for military , private , and commercial aircraft), and spacecraft
windows . Each of these types of g lass must meet unusua l and severe demands
on their strength. Looki ng Glass has played an integral role in the U.S.
space program by providing spacecraft windows since the earl y 1960’s.
Looki ng Glass projects in this area have placed it in the vanguard of glass
technology.

Manufacturing Process: In this plant each product i nvolves a separate pro-
duction process. For example , spacecraft windows are made from a special
glass called aluminosi licate. To make this type of glass , aluminum oxide
is added to a high silica g lass under extreme heat. What results is a
glass that is most resistant to heat , that reflects light , and that resists
electricity. Making such glass is expens i ve because the raw materials are
rare, and the production process elaborate.

The making of aircraft windows i nvol ves quite a different process. Basic
borosilicate glass is coated with severa l layers of tin ox i de. This
creates a glass wh i ch conducts electricity well. The better the conductor
the glass becomes, the more easily it defrosts.

Oven windows are designed to be highly heat resistant. The production
beg i ns with borosilicate glass. The finishing process i nvolves coating
the glass with magnesium fluoride and zinc suiphide.

Customers: The products of Specialty Glass are shipped to major industrial
manufacturers (such as aircraft manufacturers) ready to be installed . A ll
fabrication is conducted in the plant , requiring considerable effort to
meet exact specifications of the customer. The Specialty Glass plant prides
itself on a track record of meet i ng even the most stringent specifications
of customers.

I

• McCall, Lombardo, DeVries 1978
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GLASS P I P I N G

Products: This plan t makes both piping and piping insulation used in
ind ustrial settings. The piping is used in chem i ca l plants , d a i r i e s , and
wineri es to transfer liquids which may be corros i ve, or requ i re a cons tant
environmen t , for which glass piping is uniquely suited . Othe r products
made in this plant are used for insulating pi p ing and for genera l indus-
trial piping insulation . In the t ransfer of many li quids , it is critica l
that the temperature not vary widely; glass insulation can maintain this
constant environment. This product line began in earnest about 15 years
ago and has shown continuing steady growth.

Manufacturing P rocess: The manuf acture of g lass piping beg ins with molten
borosilic ate glass. A stream of molten glass is drawn rapidly over and
around a cyl in der , wh i ch emits a continuous stream of air , creating a
hol low g lass st ream . The g lass i s then c h e m i c a l l y  st rengt hened by p la ci ng
it in a hot bath of molten salt; this makes the glass up to ten times
stronger. The hot salt bath tightens up the chemica l composition of the
glass surface so that it better resists pressures. Boros ilicate glass
resists heat , corros ion, and therma l shock.

Glass pi ping insulation is made from foam or cellular glass. A dis guised
form of g lass , cellular glass looks bubbly and flex ible; actually it is
remarkably st rong and r i gid. Cel lu lar  g lass is made by grinding up
boros i l i ca te g lass and mixing it wi th  a chem ica l foaming agent in a fur-
nace , which ac ts as yeas t i n bread doug h. When the mi xtu re i s hea ted and
the ground g lass  me l ts, the foaming agent puffs up. The glass expands
because of the air bubbles , cools , and harde ns. I t i s almos t as l i gh t as
cork , is noncombus ti b le , and is not affected by humidity.

Customers: The glass piping products are sold exclusively to origina l
equi pment manufacturers who incorporate the tubing into li quid processing
mach i nery . The insulation materials are also sold to these manufacturers.
The division also d i rectly markets the insulation products to major indus-
tria l contractors who install g l ass pi p i ng.

McCall , Lombardo. DeVries 1978
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PLANT LOC AT IONS

Auto Glass: Find lay, Ohio (ci ty of 40,000; 40 miles south of Toledo)

Specialty Glass: Towson, Maryland (suburb of Baltimore)

Glass Pi pi ng : Lynchb urg , Vir ginia (city of 60,000; 90 miles east of
R ichmond )

McCall, Lombardo, DeVries 1978
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LOOKING GLASS
Corporate Offices

To: President

From: Director of Public Relations

Re: Industrial Glass Division Description

Copies to: .The corporate commun i cations group has prepared this summary of
VP , I GD your division . Any problems with it?
DIR—MFG , I GD
DIR—PD , IG D
DIR—S &M , IGD
PM-AUTO
PM-SPEC IALTY
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LOOKING GLASS , INC .

INDUSTRIAL GLASS D I V I S I O N

The Indus t r i a l  Glass  D i v i s i o n i s a produce r of a wide  ran ge of in dus t r i al
products. While the division has been and remains a leader in supp lying
auto glass , i t has , in recent years , profi tably expanded the technology
of g l assmaking  to meet new and exc i ti ng cha l l enges , including the develop-
ment of glass able to withstand the pressures of space travel . While the
D i v i s i o n ’s profit picture fell slightly during and i mmediately after the
recess ion thr ee years ago, i t quickly returned to new heights.

McCall , Lombardo , DeVries 1978
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LOOKING GLASS
Corporate Offices

To: Listed Below

From: Corporate Personnel

Re: Job Descrip tions

Copies to: Here , for your information , are the job descr ipt ions of a l l  d i v i s ion
VP , I G D  executives.
DIR-MFG , IG D
DIR-PD , I GD
DIR-S&M , IGD
PM-AUTO
PM-SPECIALTY
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V ICE- PRESIDENT , IGD

JOB D E S C R I P T I O N

You are a Vice-President of Looking Glass , responsible for all activities
in the industrial Glass Div i sion . You report directly to the President
of Lookin g Glass , as do you r two peers , the Vice-Presidents in charge of
the Advanced Prod ucts and the Commerc ia l G la s s  D i v i s i ons.

Reporting to you are three directors in your division: Sales and Market-
ing , Manufacturing , and Product Development.

Your d iv is ion  has three p lants: one manufactures auto g lass (window s and
w indshie lds), the second produces specialty g l ass (oven , aircraft , and
spacecraft windows), and the third makes both glass piping (used for
winer ies , chem ica l industry , and da i r ie s) and insulation for such piping.
Each site is led by a plant manajer. All plants are geograph i call y dis-
tant from your office at corporate headquarters. Plant managers make
regular visits (once every two months) to headquarters , and today two of
the three plant managers (from Auto Glass and Specialty Glass) are at
head quar ters. The pos it ion of p lant manager for the Glass Pip ing plant
is temporarily vacant. The Director of Manufacturing , in addition to
other dut ies , is currently responsible for the management of the Glass
Pip ing p lant.

Your divisio n is directly responsible for all sales , market ing, manufac-
turing , and product development connected with the p roducts made in your
three pla nts.

You and the President have final say in matters of executive h iring and
firing , new products , plants , and research developments in your divisio n .
While you do not concern yourself with the day—to-day activities of the
d i r ec tors who repor t to you , you have operational responsibility for all
f i na nc i a l , legal , and government matters which affect your division .

You are a member of the Management Committee . Committee membership con-
sis ts of the President and the three division Vice—Presidents. The
commit tee is responsible for all major corporate policy and operating
dec isions.

• McCall . Lombardo, DeVries 1978
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DIRECTOR OF MANUFACTURING , IGD

JOB D E S C R I P T I O N

You are the Director of Manufacturing for the Industrial Glass Division of
Look ing Glass .  You report d i rec t ly  to the Vice-Pres ident  of the Industrial
Glass Division . The Director of Sales and Marketing and the Director of
Product Deve lopment are your d iv is iona l  peers and also report to the V ice -
President.

You are responsible for the effective running of three plants: (1) Auto
Glass (producing auto windows and windshields), (2) Specialty Glass (manu-
facturing oven , a i r c raf t , and spacecraft windows) , and (3) Glass Pipin
(producing both industrial piping and g lass insu l ati on for such p iping
Each plant is led by a plant manager. Because all plants are located at
geog raph i ca l sites distant from the corporate offices , the p lant managers
visit headquarters once every two months. Today two of the three plant
managers (Auto and Specialty) are at head quarters and expect to meet with
you. The G lass Piping plant manager posi t ion is temporari ly vacant. In
the interim you have been assi gned the additional responsibility of man-
aging the Glass Piping plant. The Plant Superintendent is reporting
d i rectly to you.

You have responsibility for implement i ng al l corporate decisions regard ing
the manu fac tu re of p rod ucts w it h i n  the Indus t r i al Glass  D i v i s i on . The
D i r ector of Sal es and Marke ti n g is responsible for assessing and develop-
ing markets for the p roduct lines manufactured in your d Ivision . The
Director of Product Developmen t is responsible for desi gning and mod ify ing
products for your d i v i s i o n . As a director you are responsible for a l l
financial , legal , governmental , and personnel matters within the manufac-
tur ing part of the d iv is ion . • 

•
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DIRECTOR OF PRODUCT DEVELOPMENT , IGD

JOB DESCRIPT I ON

You are the Director of Product Development for the Industr ial Glas~. D ivi-
sion of Looking Glass. You report directly to the Vice-President of the
Indus trial Glass Division . Also reporting to the Vice—President are the
Direc tors of Sales and Marketing and of Manufacturing.

You have over a l l  res po n s i b i l it y for the des i gn , mod i f i ca t ion , and improve-
ment of machines and technologies used for producing glass products in
your division . You are also responsible for all phases of product deve l-
opment , including ana l yzing the feasibility of new products and making
des i gn changes on existing products .

All manufacturing responsibilities fall to the Director of Manufacturing, 
-

and all sales and marketing functions are the responsibility of the
Direc tor of Sales and Marke ti ng .

As a d i rec tor you are res pons i b l e for a l l  f in anc i a l , legal , governmental ,
and personnel matters within the Product Development group.

Your division has three plants: (1) Auto Glass (auto windows and wind-
shields) , (2) Specialty Glass (oven , aircraft , and spacecraft windows),
and (3) Glass Piping (industrial piping and glass p i ping ins ulation).

• The plant managers from the Auto and Specialty Glass plants are at head-
quarters today for their bi-month ly reports. The plant manager posit ion
fo r Glass  P i pi ng is temporarily vacant. The Director of Manufactu ring,
in addition to other duties , is directly responsible for manag ing the
Glass Pipi ng plant.

- McCa l l, Lombardo. DeVries 1978
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DIRECTOR OF SALES AND MARKET I NG, IGD

JOB D E S C R I P T I ON

You are t he Director of Sales and Marketing for the Industr ial Glass Divi-
sio n of Looking Glass.  You report d i rec t l y  to the Vice-President of the
Industr ial Glass D iv is ion . Also reporting to the Vice-President are the
Directors of Manufacturing and Product Development.

You have overall responsibility for both the sales and marketing functions
of the d iv is ion . These inc lude maintaining and generating new sales for
the ex ist ing product lines wi th i n the d i v i s i o n , assessing market needs and
potent ials for both existing and new products , and working directly with
the Manu facturing and Product Development groups to insure a desi rable
d iv is ional  prof i t  picture .

A ll production respons ib i l i t ies  fall to the Director of Manufacturing .
A l l  desi gn or m o d i f i c a ti on of equ i pment , technolo gy , or products is the
responsib ility of the Director of Product Development.

As a d i rec tor you are also res pons ib le  for a l l  f i nanc i a l , legal , govern-
men tal , and personnel matters within your unit of the division .

Your division has three plants: (i) Auto Glass (windows and windshields),
(2) Spec ialty Glass (oven , a i r c r a f t , and spacecraft windows), and (3) Glass
Pip ing (industrial piping and insulation for glass pip ing). The plant
managers from the Auto and Specialty Glass plants are at headquarters
today for their bi-monthly reports. The position of Glass Piping plant
manager is temporaril y vacant. The Director of Manufacturing, in add it ion
to ot her responsibi l i ties , is manag ing the G lass Piping plant.

McCall . Lombardo, DeVries 1978
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PLANT MANAGER, AUTO GLASS

JOB DESCRIPT ION

You are the Plant Manager of a large plant wh i ch produces windows and wind-
s h i e l d s  used in automo b i l e s .  For some customers you make only large, f l a t
glass  shee ts which  are then sen t to fabr i ca tors who b i nd and cut the g l ass
to meet the requirements for specific auto lines. For other customers , you
manufacture the completed product.

Yours is one of three p lan ts in  the I ndus tr i al Glass  D i v i s i o n . The other
two p lants are Specialty Glass (produces oven , a i r c r a f t , and spacecraf t
windows) , and Glass Pi ping (manufactures industrial piping for use by the
chem ica l i ndus t ry ,  w i ner ies , and d a i r ies, and associa ted i nsu la t ion prod uc ts) .

You and the other two plant managers report to the Director of Manufacturing.
Every two mon ths you trave l to cor pora te head quar ters to meet w it h you r
superior to take care of any business you may have with divisiona l or cor-

• porate officers . Today you are at headquarters and should plan to brief the
Director of Manufacturing on the status of your plant. You are being joined
by the plant manager of the Specialty Glass plant. The position of manager
of the Glass Piping plant is temporarily vacant. The Director of Manufac-
turing, in add i t ion to other du t ies , is  res po n s i b l e  for manag ing the Glass
Pip ing plant in the interim.

A l l  sal es for prod ucts made in you r p lant are the res pons ib i l ity of the
Direc tor of Sales and Marke ting . A l l  desi gn or mod i f i ca ti on of equi pment ,
techno l ogy, or produc ts is the responsibility of the Director of Product
Develo pmen t .

McCall, Lombardo, DeVries 1978
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PLANT MANAGER, SPEC IALTY GLASS

JOB D E S C R I P T ION

You are the Manager of a plan t wh i ch produces a range of specialty glass
products. These include windows in conventiona l and microwave ovens ,
wi ndshields and windows for aircraft (commercial , private , and military),
and wi ndows for spacecraft.

Yours is one of three plants in the Industrial Glass Division . The other
plants are Auto Glass (produces components for and completed units of
auto windows and windshields) and Glass Piping (manufactures piping for
use by the chem i cal i ndust ry,  wi ner i es , and d a i r i es , and associated insu-
la tion products).

You and the other two managers report directly to the Director of Manufac-
turing. Every two months you trave l to corporate headquarters to meet
wi th your manager and take care of any bus i ness you may have with the
divisional or -corporate officers. Today you are at headquarters and should
plan to brief the Director of Manufacturing on the status of your plant.
You are being joined by the Auto Glass plant manager. The position of
Glass Pipi ng plant manager is temporarily vacant. During the interim the
D i rector of Manufacturing, i n add i t ion to other du t ies , is res po n s i b l e  for
manag ing the Glass Piping p lant.

Generati ng and maintaining customers for existing and potential products
made i n your plant are the responsibilities of the Director of Sales and

• Market ing. A l l  design or modification of equipment , technology , or pro-

• ducts is the responsibility of the Director of Product Devel opment.

- McCall, Lombardo, DeVries 1978
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PLANT MANAGER , GLASS PIPING

JOB DESCRIPT I ON

The manage r of Glass  P i p i n g  is responsible for a plant that produces in-
dustrial piping for use by wineries , d a i r i e s , and the chem i cal industry ,
as well as associa ted insulation products for this piping .

Glass Piping is one of three p lants in the Industrial Glass Division .
The other plants are Auto Glass , wh ich produces components for and com-
pleted units of auto windows and windshields , and Specialty Glass , whi ch
prod uces oven , airc raft , and spacecraft windows .

Each of the plant managers report directl y to the Director of Manufactur-
ing . Every two months the plant managers trave l to corporate headquarters
to meet wi th the i r boss to take ca re of any bus i ness they have wit h the
divisiona l and corporate officers. At present the position of plant man-
ager for Glass  P ip in g is  vacan t ; in  the in ter im , the Director of Manufac-
tu r i ng , i n add i t ion  to a l l  regular  du ti es , is responsible for managing
the Glass Piping plant.

Al ) sales of products made in the Glass Piping plant are the responsibil-
i ty of the Director of Sa l es and Marketing . The Director of Product
Development is responsible for all design and modification of equ i pment ,
technology , or products.
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LOOKING GLASS
Corporate Offices

To: President

From: Corporate Personne l

Re: Industrial Glass D iv is ion ’ s Annua l Salary Information for Previous Year

_ _ _ _ _ _ _ _ _ _ _ _ _  
C O N F I D E N T I A L

Copies to: VICE-PRESIDENT
VP , I GD

Time in position : 4 years

Salary & bonus : $117,600

DIRECTOR OF MANUFACTURIN G

Ti me in position : 4 years

Salary : $73,500

D I R E C T O R  OF PRODUCT DEV ELOPMEN T

Time in position : 9 years

Salary : $77,200

DIRECTOR OF SALES AND MARKET I NG

Time in posi tiOn : 1 year

Salary : $67,900

PLANT MANAGER , AUTO GLASS

Time in position : 2 years

Sal ary : $59,200

PLANT MANAGER , SPECIALTY GLASS

F.-
Time in pos ition : 5 years

Salary : $51 ,600

0 PLANT MANAGER , GLASS P I P I N G

Tempo r a r i l y  vacan t
E 2 ~ Salary range : $45-55,000
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LOOKING GLASS
• Corporate Offices

To: Director of Manufacturing, I GD

From: Corpora te Personnel

Re: Sa lary Information

C O N F  I D E N T  I A L

Copies to: 
DIRECTOR OF MANUFACTURING

T ime i n posi ti on: 4 years

Salary: $73,500

PLANT MANAGER , AUTO GLASS

Ti me i n pos it ion : 2 years

Salary : $59,200

PLANT MANAGER , SPECIALTY GLASS

Ti me in position : 5 years

Salary : $51 ,600

PLANT MANAGER , GLASS PIPING

Temporarily vacant

Sal ary range: $45—55,000
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LOOKING GLASS
Corporate Offices

To: Director of Sales and Marketing , IGD

From: Corporate Personnel

Re: Salary Informat i on

_ _ _ _ _ _ _ _ _ _ _ _  

C O N F I D E N T I A L

Copies to: . .Time in pos i t i on : 1 year

Salary : $67,900
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LOOKING GLASS
Corporate Offices

To: Director of Product Deve lopment , IGD

From: Corporate Personnel

Re: Salary Information

C O N F I D E N T I A L

Copies to: . .Time in position: 9 years

Salary : $77,200
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LOOKING GLASS
Corporate Offices

To: Plant Manager , Auto Glass

From: Corporate Personne l

Re: Salary Information

_ _ _ _ _ _ _ _ _ _ _ _ _  

C O N F  I D E N T  I A L

Copies to: T i me in pos i t ion : 2 years

Salar y: $59,200
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LOOKING GLASS
Corporate Offices

To: Plan t Manager , Spec ialty Glass

From: Corporate Personnel

Re: Salary Informa tion

C O N F I D E N T I A L

Copies to: Time in position : 5 years

Sala ry: $51 ,600
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LOOKING GLASS
Corporate Offices

To: L isted Below

From: Corpora te Personnel

Re: Plant Structure

Copies to: Because the st ruc ture of the p l an ts i n the In dus tr i a l G la s s  D i v is ion
VP I G O has changed period i cally, we are sharing with you the basic report-

D)R-MFG )GD i ng struc tu re current ly opera t ing in al l three plants. In the past

DIR-S & M IGO both the Person nel and the Production Planning/Con t ro l functions

DIR-PD IGD were subsumed under othe r of f ices.  Now they report d i rec t l y to the

PM-AUTO 
plant managers. These changes reflect our awareness of the increas-

PM—SPECIALTY ing importance of these two staf f  functions.
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LOOKING GLASS
Corporate Offices

To: Plant Manager , Specialty Glass

From; Corporate Personnel

Re: Sem i nar Dealing with Problem Emp loyees

Copies to:
I want to repeat an offer I made six months ago to conduct a five-

v~ , IGO ~ay workshop with all of your personnel special ists on dealing

DIR- MFG , I GD with problem employees. Yours is the only plant in Looking Glass
that has not si gned up for the workshop. The workshop has rece i ved
most favorable ratings from the partic i pants. It succeeds partly
because there is not a lot of preaching, but rather frequent hands
on experiences. We charge $300 per partici pant to the division .
Each personnel group goes away expert at implementing programs
dealing with employee theft , problem drin king, etc.
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LOOKING GLASS
Corporate Offices

To: Direc tor of Manufac tur i ng , IG D

From: Corpora te Pe rsonnel

Re : A f f i r ma t ive Ac t ion : Plan t D i s t r i b ut i ons

Copies to. 
Here is a more detailed look at employment patterns for minority
groups :

Management Professionals Hourly

Auto Male 98% 92% 72%

Female 2% 8% 28%

Special ty Mal e 94% 98% 85%

Female 6% 2% 15%

Piping 
Male 88% 77% 55%

Female 12% 23% 45%

Auto Wh i te 98% 99% 91%

Minor it y 2% 1% 9%

Specia l ty Whi te 94% 98% 69%
C Minority 6% 2% 31%

Whi te 82% 95% 90%
P i ~ i ng

Mi nori ty 18% 5% 10%

Auto Glass needs to push harder in hiring m inorities and women.
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LOOKING GLASS
Corporate Offices

To: Vice—President , I GD

From: Cor pora te Personne l

Re: Unions

Copies to:
The following statis tics deserve your attention . They relate to

PRESIDENT our attempts to keep p la nt s nonu n ion . In the pas t two mon ths
hourly employees in the Auto Glass and Specialty Glass p la nt s
voted on the question of whethe r or not to union i ze. The results
are :

% YES

This  mon th Two years ago

Au to Glass 39% 15%

Specialty Glass 27% 23%

Clearly the employees at Auto Glass are inclining toward joining
a un i on . This is a large , hi ghly visible plant. Some work needs
to be done to f i gure out what is going wrong at Auto Glass . Some
possible factors are :

1. The plant is too large (763 hourly employees) making the
workers feel their best interests are not be i ng kept in
mi nd.

2. The section of Ohio the plant is located in is strongly
p roun ion .

3. The efficiencies caused by the introduction of the floa t
process have forced a number of layoffs.

To repeat , these data deserve our attention .
0)

C’,w
~ V
> 0

O wU)

.0

o c r
-J

• Co
0
U

14-2 CORP 61

— •~~~ ~~~~~~~~ --- • • —-



• -

LOOKING GLASS
Corporate Offices

To: V ice—President , IGD

From: Cor porate Personnel

Re: Performance Appra isal

Copies to: I t i s aga i n t i me to cond uct a performance app r a i s a l  on the D i rec tor
of Sales and Marketing. Three copies of the appraisal form are
attached . Send to this office at your earliest convenience the
completed appra i sa l form (keeping a copy for your records), along
wi th a sa l a ry  recorme nda ti on .

Posi t io n: D i r ector of Sales and Marke t i ng ,
I ndus tr ia l Glass

Ti me in posi ti on : 1 year

Curren t salary: $67,900

Salary range for position : $65,000-85,000

Cost of living increase : 7%

I suggest you g ive a copy of the b l ank  eva l ua t ion for m to the
subord inate for a sel f—evaluation . Your subordinate ’s ra ti ngs
can be compared with your own . This can be informative .
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LOOKING GLASS

CORPORAT E OFFICES

NAME OF EMPLOYEE DA TE _________________

JOB T I T L E

IMPORTANT -—B e sure you con sider only one charac te r i s t i c  at a t ime , regard less of how
good or poor he/she may be in the others. It is essent ia l  that every quest ion be
answered ; if more space is needed to answer any item , please w r i t e  on p la in  paper
and at tac h to th is form. Your overal l  ra t ing on each factor should be shown by code
symbo l in the box to the right. Mark “0” for Outstanding;  “E” for Excel lent; “SR”
for Sat is factory  Plus; “5” for S a t i s factory ; “SM” for Sat is factory  Minus; “U” for
Unsat is factory.

A. QUALITY OF WORK Insert Rating Code LII
Comments:

B. QUANT ITY OF WORK Insert Rating Code Li
Comments:

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

D. ABIL ITY TO GET ALONG WITH OTHERS Insert Rating Code Li
• Comments:

E. OVERALL PERFORMANCE RATING (ALL FACTORS ) Insert Rating Code

Comments;

If per formance of any of above is be low expectat ion s , what shou ld be done to bring
about improvements?

P R E P A R E D  BY DATE
_________________

REV I EWED AND
APPROVED BY DATE________________

(Your immediate supervisor)

• RECORD OF INTERV IEW:
This report was discussed with the employee on_______________________________________

(Date)

• - McCall, Lombardo , DeVries 1978 Si gned_____________________________________

All Rights Reserved (Emp loyee)  
coRP-62B
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LOOKING GLASS
Corpora te Offices

To: Direc tor of Man ufac tu r i ng , I GD

F rom: Cor pora te Personnel

Re: Performance Appra i sa l

Copies to:
I need completed a performance appra i sa l within 30 days on one of
your plant managers--from the Specialty Glass plant. Please com-
plete and return one of the three attached appra i sa l forms. We
also need your salary recommendations for the individual.

Time in position : 5 years

Current sa lary:  $51 ,600

Sa lary range for posit ion : $45-65 , 000

Highes t allowed increase : 16%

Adjusted cos t of l i v i n g increase : 7%

Whi le  not cor pora te po l i cy ,  some managers have found i t usef u l to
g i v e a copy of the a p p r a i s a l  for m to the subordina te and ask for
a self-eva l uation . You can then check the employee ’s perceptions
aga inst yours. This comparison can be i n fo r mat ive .
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LOOKING GLASS

CO RPORAT E OFF IC ES

NAME OF EMPLOYEE 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 tha t every question be
answered ; if more space is needed to answer any item , please write on plain paper
and attach to this form. Your overall rating on each factor should be shown by code
symbo l in the box to the rig ht. Mark “0” for Outstandin g; “E” for Excell ent; “SP”
for Sa ti sfac tory Pl us; “5” for Satisfactor y ; “SM” for Satisfactory Minus ; “U” for
Unsatisfactor y.

A. QUALITY OF WORK I nsert Rating Code Li
Comments:

B. QUANTITY OF WORK I nsert Rating Code LI
Comments:

C. ABILITY TO PLAN AND UNDERSTAND WORK Inser t Rating Code Li
Comment s:

D. ABILITY TO GET ALONG WITH OTHERS Inser t Rating Code El
Comments:

E. OVERALL PERFORMANCE RAT I NG (ALL FACTORS) I nsert Rating Code
Comments;

If performance of any of above is below expectations , wha t shou ld be done to b r i n g
about improvements?

PREPARED BY DATE ________________

REVIEWED AND
APPROVED BY DATE ________________

(Your immediate superv i sor)

RECORD OF INTERV I EW:
This report was discussed with the emp loyee on_______________________________________

(Da te)

McCall, Lombardo, DeVries 1978 Si gned_____________________________________

• All Rights Reserved (Employee)
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LOOKING GLASS
Corporate Offices

To: Vice—Pres i dent , I GD

From: Corporate Personne l

Re: Advanced Management Course

Copies to:
We have a spot in our advanced management course for one of your

DIR-MFG , IG D promising plant managers. The course is one week long , and covers
financial anal ys i s , l eade r sh ip  sk i l l s , and organ i zationa l deve l op-
ment. Successful comp letion of this course qualifies the manager
for our Executive Training program .

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

To: V ice-Pres ident , IGD

From: Corporate Personnel

Re: Hourly Pay Rates

Copies to: I recently got hold of some industry data on wages for hourl y

PRES IDENT 
emp loyees:

DIR—MFG , IGD .Five Years This Five
From Now Year Years Ago

Flat Glass Indus try $8.86* $6.06

Indus trial Glass Division $7.82* $5.93 $5.03

~Projection based on current formulas in use.

Qui te frankly, these figures shocked me. We ’ve always prided
ou rselves on p a y i n g w e l l .  However , it seems that the cost-cutting
of the past severa l years has placed us a bit below average.
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LOOKING GLASS
Corporate Offices

To: President

From: Corporate Personnel

Re: Affirmative Action Distributions: Industrial Glass Division

Copies to: % OF FULL-TIME EMPLOYEES
BY SEX , RACE , AND JOB TYPEVP , IGO

DIR-S&M , IGD
DIR-PD , IGD MANAGEMENT PROFESSIONAL HOURLY
DIR-MFG , IGD
PM-AUTO MALE 96% 90% 69%
PM-SPEC IALTY

FEMALE 4% 10% 31%

WHITE 95% 99% 89%

MINORITY 5% 1% 11%
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LOOKING GLASS
Corporate Offices

To: Those Listed

From: Corporate Controller

Re Financial Sumaries , Industrial Glass Division

Copies to: Attached are the following financia l summaries for the Industrial

~~~~~~ IGD Glass Division :

- Income statement , last fisca l year;

DIR-MFG IGD 
- Financ i al statement , las t f iscal year;
— Division assets and current liabilities.

Also attached are the sales and cost of goods manufactured summa-
r ies for the f i r s t  quarter of this year.

II
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L O O K I N G  GL ASS

I N D U S T R I A L  GL A SS D I V I S I O N

SELECTED BALANCE SHEET ACCOUNTS

LATEST YEAR
(In Thousands)

CASH $8 ,926

RECEIVABLES 1 0,220

I N V E N TO R I E S  8 ,950

PLANT AND EQUIPMENT 38,102

OTHER ASSETS 19,470

CURRENT L IABIL IT IES 7,260

ASSETS ASSIGNED TO PLANTS (In Mi l l ions)

• AUTO GLASS $46.2

• SPECIALTY GLASS $17.1

GLASS PIPING $22.4

• . -

• Lomba~~Q~De~nes-1.~78 •. . - • -
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LOOKING GLASS

INDUSTRIA L GLASS DIV IS ION

COST OF GOODS MANUFACTURED
(In Thousands)

LAST QUARTER

BUDGET ACTUAL VAR IANCE

$7,593 $7,889 +4%

- 

I

• McCall , Lombardo, DeVries 1978
• W-4 All Rights Reserved CORP~67E



L O O K I N G  GLASS

INDUSTRIAL GLASS DIV ISION

SALES
(In Thousands)

LAST QUARTER

FORECAST ACTUAL VARIANCE

$24 ,446 $24 ,779 +1%

McCall , Lombardo, DeVries 1978
All Rights Reserved CORP’~67F
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LOOKING GLASS

Corporate Offices

To: Listed Below

From: Corporate Controller

Re: Financial Position

Copies to: Attached are the financial summaries for the last fisca l year both

DIR-MFG , IG D for the div i s i on and for each of the p lants.
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LOOKING GLASS
Corporate Offices

To: V ice —Pres ident , l C D

From: Corporate Controller

Re : Energy Cos ts

-4

Copies to: Energy costs for each plant are listed be l ow (in millions):

DIR-MFG , (GD
PM-AUTO 

LATEST PREV IOUS FIVE
PM-SPECIALTY 

YEAR YEAR YEARS AGO

AUTO GLASS Gas $2.7 $2.3 $1.1

Elec tric 1.2 .8 .3

SPECIALTY GLASS Gas 1.2 .8 .5

Electric .4 .5 .2

GLASS PIPING Gas 1.8 1.4 1.2

Elec tric .8 .4 .2
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LOOKING GLASS

Corporate Offices

To: V ice-President , I GD

From: Cha i rman of the Board

Re: Community Serv ice Organizat ion

Copies to. 
I have worked closely with the Community Service Organization for
years , and fo un d them to be an ac ti ve , va l uable part of our commu-
nity. They sponsor a variety of programs which directl y benefit -

•

the whole spectrum of our community . I’d like to help them out
f in anc i a l l y  and have agreed to ask our d i v i s i on heads to help .
1 1 m do ing my part by serv ing as honorary cha irman for their funding
drive . Would you be willing to organize a fund raising campaign in
lCD? I appreciate you r support.

While it may be premature , cou ld you venture a guess as to what
you r d i v i s io na 1 quota should be? Please let me know ,
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LOOKING GLASS
Corporate Offices

To: Vice-President , lC D

From: Corporate Personnel

Re: Staf f Replacement

Cop,es to: The opening of the Plant Manager position at Glass Pip ing is an

PRESIDENT oppor tun ity for you to use our servic es in ident if y ing hi gh-
poten ti al managers w it h i n Looking Glass , managers who could abl y
fill  the open position . Please let us know if we can be of any
ass i s tance.
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VOLUME IV

INDUSTRIAL GLASS DIVISION

IV. To/From Roles With in IGD

IGD-l to IGD-90
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LOOKING GLASS
Industrial Glass Division

To: Vice—President , IGO

From: Secre tary

Re: Homecoming

Copes to: It ’s that time of the year again. Are you still plan ning to order
t icke ts fo r the co rporate box for the next homecom i ng game? The
last we talked about this you said you were planning to invite key
d ivisional staff to the game and to your house for brunch before-
hand. If you are still planning on this outing, please send me
the l i s t of guests (we need individua l names).
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LOOKING GLASS

Industrial Glass Division

To: Director of Manufacturing, lCD

From: Secre tary

Re: College Advisory Board

Copies to: The local college administration is badgering me to get an
answer from you. Will you or will you not accept their
i nvi tat ion to chair the adv isory board for the i r experime nta l
Mechan i ca l Engineering Program?
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Deve l opment , IGD

From: Secretary

Re: Speech for Bus i ness Schoo l

Cop.es to. 
Today I rece i ved a call from the Professor of Operations Research
at the loca l state univ ersity. He wanted me to confirm your pa r-
ticipation in a symposium to be held for his students next week.
He asked for a tit le for your talk. Pleas e adv i se so I can pass
it on to him.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, IGD

From: Secretary

Re: Ann iversary Dinner

Copies to. The quarterly ann i versary dinner to hand out five , ten and twenty—
five year pins is next Tuesday. You are expected to attend. (I
notice from your ca l endar that you are scheduled to be out of town
visiting the District II I  sales force. I just thought you ought
to be adv ised).
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LOOKING GLASS
Industrial Glass Division

- - -~~ •- • - • • -  - • •- -

To: P lant Manager , Auto G lass

From: Secretary

Re: Rotary Club

Copies to • Last week you asked me to remind you that today is the deadl ine
• to decide on the request by the Rotary Club that you head their
• Membership Committee . I wi ll draft the le t ter  once I know your

decision .
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LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Specia ’ t y  Glass

From: Secretary

Re: Picn c Grounds

_ _ _ _ _ _ _  ___-

Copies to: 
The number of requests for weekend use by employees of our p icnic
grounds is get t ing to ta l l y out of hand. The backlog is over two
months for weekends. I understand the p r i v i l ege  is being abused
by some (a lcohol ic  beverages are being consumed , and the area is
often left  in comp lete d i sa r ray ) .  It ’ s hard to f i gure out exact l y
who is misus ing the fac i l it i e s , but I understand it 1 s mostl y some
new employees from the packing area on the th ird sh i f t .

Could you do something about the back log and use of the facilities?
I hate to see people ruin such a new f a c i l i t y .
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LOOKING GLASS
Industrial Glass Division

To: Vice-President , l C D

From . Secretary

Re Quarterly Sales Dinner

Cop es to. The president ’s secretary asked me to remind you of tomorrow
n ight ’ s Sales Award Dinner. You are expected to speak about
past sales in the Industrial Glass Division. The president ’ s
of f i ce  is coord inating this and would l ike to know (a) how
long you p lan to speak , (b) whether you need audiovisua l aids ,
and (c) wha t , in genera l , you ’l l  say (the President was
apparently annoyed by the last awards dinner in which his
speech was preempted) .
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LOOKING GLASS
Industrial Glass Division

To: Vice -Pres ident , I G D

From: Director of Sales and Market ing,  l C D

Re: Cost -Cut t ing

Copies to: Two of my d i s t r i c t  sa les managers have jus t cal led me , irate ove r
DI R-S&M APD new be l t - t i ghtening po l i c ies  supposedly being implemented corporate—

wide.  They had both spoken w i th  a d i s t r i c t  sa les manager from the
Commercial G lass  D iv i s ion , who appa rently told them that the
President was d i s s a t i s f i e d  w i th  the increasing overhead assoc iated
w i th  sales and marketing, and was i ns t i tu t ing  such cos t—cut t ing
rules as:

— No first—class air travel;
- Ri gorous review of trave l vouchers;
- Exclusion of special customer discounts.

Need l ess to say, this all caught me by surprise. Could you fi l l  us
in on the details of this cost—cutting , like when and why it is
taking p lac e, what other sales practices will be affected , etc.?

At a time when sales in Industrial Glass are increasing nicel y
(46 °~ in two years) this is going to be a policy change difficult
to explain , much less defend , to the t roops.
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LOOKING GLASS

Industrial Glass Division

To: Vice Pres ident , l C D

From: Secretary

Re: Increased Job Responsibi l i t ies

Copies tO- In my last  performance appraisal we discussed the va lue of my
try i ng out new things to help me “develop my potential” (those
were your words). You assi gned me the job of com i ng up with
three developmental projects.

Here they are :

1. Take a two-day AMA course on execu ti ve secre tar i al
s k i l l s .

2. Wr i te your external correspondence (for your
rev i ew, of course).

3. Talk to you about how the budget figures I type
so often are calcu lated. This would help me
check your figures , something I’ m not good at
now.

You asked me to put t hese three into objectives and say how I
would measure whether I did them we ll  or not. I’ m having trouble
w ith that. Could you please help me?
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LOOKING GLASS
Industrial Glass Division

To: D i rector of Manufacturing, I G D

From: Secretary

Re: Summer Emp loyment

Copies to. 
John Mar tin called (he retired several years ago , was the Pl ant
Superintendent at Auto Glass when you were Plant Manager there)
to as k if you cou ld f ind a job for h i s  grandson in the Auto Glass
p lant for summe r vacation . Mr. Mart in said the young man was “a
fi ne young buck who could put his nose to the wheel. ” He is
appa rentl y majoring in engineering and is considering a career
wi th  Looking Glass .  Would you l ike me to draft a “Dear John”
let ter?
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LOOKING GLASS
Industrial Glass Division

To: D irector of Manufacturing, lCD

From: P lant Manager , Spec ia l t y  Glass

Re: Job Change

Copies to~ I understand the plant manager position for the planned capacitors
plant in the Advanced Products Divi 5ion is open. T hi s  is to inform
you tha t I would l i ke to be conside red for that pos t and wou ld hope
you ’ll support me in that move.

My current job has been most reward i ng , particularly under your
leadership. You have taught me much about effective manag ing.
I’ ve always adm i red your ability to comb i ne a tough bottom-line
s tance w it h a rea l concern for peop le. Th i s is a manag ing strategy
I’ ve tried to emu la te.

The more relevant issue is that I’ ve been in this post for f i ve
years and fee l the course has been set. I need a greater variety
of manufacturing experiences , and believe the job invo l ved in
starting up a production process for a highly technica l product line
would serve that purpose.

I wou ld appreciate your consideration of this request.

F—.
0)

Cl)a,
>0 )

• O w
U)

V tm

.0

311
(C

CD0

B-2 lCD— l i

L .~~~~~ — - —  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



• LOOKING GLASS

Industrial Glass Division

To: Director of Manufactur ing, I G D

From: Plant Manager , Spec ia l ty  Glass

Re: Summer Emp loyment

Copies to: It ’ s t ime to look ahead to next summe r and the question of what
students we hire . Whi le the current pract ice of h i r ing employees ’
k ids has mer i ts , I’d  l ike to suggest a change.

An important issue I’ m struggl ing w i th  (as I’ m sure the other
plant managers are ) is how to get the top graduates from the
loca l state univers i ty to stay in town and apply for posit ions
in the p lant. There are highly qua l i f ied  graduates in the
Operations Research , Marketing, and var ious Eng ineering programs
who cou ld n ice ly  f i l l  some empty s lots or a l low us to bump ma r-
g inal employees . The p robl em i s we don ’t have a chance to tell
our story to these graduates.

I suggest we change our selection procedures for student summer
employment as foflows:

(1) Applications are allowed by employees ’ kids , but
p~ -~t icu iar ly encouraged on the part of college
students in relevant programs. ( I ’ ve already
talked to the professor in char ge of Opera t ions
Research at our loca l un i versity. He thinks
severa l of his top-notc h students are l ike ly  to
app ly.)

(2) Jobs are given to appl icants who mi ght be subse-
quent cand idates for professional or managerial
slots in the corporation .

(3) The loca l plant manager has f inal say on who gets
hired and who doesn ’t .  ( I t  is not helpful to be
told at the last minute to find a slot for a
second cousin ’ s son of a director f rom another
div is ion.)
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LOOKING GLASS
Industrial Glass Division

To: D irector of Product Development , I G D

From: Secretary

Re: Tenn is Anyone?

Copies to. Whi le you were out yesterday, the President ca l led . You and your
spouse/ friend are invited to an afternoon of tennis and cocktails
nex t Sa turday at the Pres i dent ’s home . Appa rent ly severa l other
couples w ill be joining you . Please inform the President of
your decision today .

By t he way, I understand the Pres ident is a tiger on the court~
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, lCD

From: Secretary

Re: Tennis

Copies to. 
Whi le  you were out yes terday, the President called . You and your
spouse/ friend are inv ited to an afternoon of tennis and cock ta i ls
(I think in that order) at the Pres i dent ’s house next Saturday .
You ’ l l  be joined by seve ra l other couples. Please inform the
Pres ident of your dec ision today.

I understand it ’ s not wise to win cons is tent ly  on the President ’ s
court !
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LOOKING GLASS
Industrial Glass Division

To: Vice—President , lC D

From: Secretary

Re: Tenn is with the President

Copies to: Wh i le you were out yesterday, you rece ived a ca l l  from the
President. You and you r spouse/friend are invited to an after-
noon of tennis and cocktails (I think in that order) at the
Pres i dent ’s home next Saturday afternoon from 2—6. The President
mentioned somet hing about wanting to get to know better some key
corporate staf f from the best d iv is ion . You w i l l  be joined by
severa l ot her couples from Industrial Glass. Please inform the
President of your decision by late today.
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LOOKING GLASS
Industrial Glass Division

To: P lant Manager , Specia l ty  G lass

From: Secretary

Re: Un ited Way

Copies to:
Tomorrow you are scheduled to attend a luncheon to rece i ve the
award for top corporate contribution to Un i ted Way. You ’ l l  be
expected to make an acceptance speech (I was told no longer
than 5 minutes-—peop le have to get back to work). If you wi l l
out l ine your speech , I w i l l  type it on 3x5 cards for you.
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LOOKING GLASS
In dustrial Glass Division

To: Plant Manager , Auto Glass

From: S e c r e t a r y

Re: Reminder

Cop es to. This Saturday the plant ’ s team w i l l  be playing in the f i na l s  of the
local indust r ia l  tournament. The team is red hot this yea r and
has qui te a reputat ion . The captain of the team ca l led  to g i v e
you a specia l  nv i t at i on . They w i l l  have beer and hot dogs af ter
the game and would l ike you to jo in them and their  f am i l i es .  The
game w i l l  be from 3 :00-5 :00 p.m. If you te l l  me your decis ion ,
I’ ll  pass i t on.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, IGD

From: Secretary

Re: Reminder - Speech

Cop es to: 
Severa l weeks ago you agreed to give a speech on marketing
s tra teg ies used for our automobile windows and windsh ie lds  at
the next annua l meeting of the Nationa l Glass Manufacturers
Assoc ia t ion  in Miami Beach. The convention manager called
yesterday wh i le you were out to request a t i t l e  and a short
abstract (no more than 100 words) summarizing your ta lk .  He
seemed to be in a bi g hurry. Sounds like a great place to
make a speech !
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , I G D

From: Secretary

Re: Reminder - Junior Achievement

Copies tO• The loca l chapter of Junior Achievement w i l l  be touring the plant
tomorrow. You are scheduled to finish their tour with a fifteen
minute tal k on the free enterprise system and why it works .
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LOOKING GLASS

Industrial Glass Division

To: Director of Product Development , IGD

From: Vice-Pres i dent, IGO

Re: Staff Development

Copies to. 
I know the liaison roles your staff serve in the plants are

D I R-MFG IGD demanding ones. I suggest strongly that you develop a low-cost,
DIR-S&M ~~ 

quick- i mpact strategy for building skills in your staff. The
recent blow up among the members of the project team in the
Glass Piping factory is a case in point of how critica l it is
to have strong , effective leadership by Product Development
staff. By the way, let’s go beyond suggestions to send the
staff to the next AMA workshop on project management. We
don ’t need to add to the list of the walking wounded.

I’ m copy i ng the Directors of Manufacturing and Sales and
Marketing . You migh t consult them in this area.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, IGD

From: Sales Manager, District I

Re: Potential Market Growth for Glass Piping

Cop~es to: According to the U.S. Bureau of Alcoho l , Tobacco and Firearms :

(1) Since 1970 there has been a 41~ increase in wineries
in the U.S. There are now about 615 wineries in 30
states (led by California with 353).

(2) Major wineries are bullish about future wine
consumption in the U.S. They point out that the
average American drinks 1.8 gallons of wine
annuall y, compared with 27.~+ gal lons consumed by
the average Frenchman.

I’ d suggest Looking Glass initiate a new sales thrust toward
this market. What do you think?
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LOOKING GLASS

Industrial Glass Division

To: Plant Manager, Specialty Glass

From: Plant Controller , Specialty Glass

Re: Raw Materials Price List

Copies to: Through some detective work I was able to get a list of prices
(rang i ng from lowest to highest bid for each of our frequently
used raw materials) . (From Glass Industry)

MATERIAL F.0.B. PRICE PER TON

1. Glass Sand $2.65 - 6.00

2. Soda Ash $31.50 - 36.00

3. Lime (calcite) $2.50 — 8.00

4. Feldspar $8.50 - 16.00

5. Salt Cake $28.00 — 31.00

6. Gypsum $7.00 - 10.00

7. Barite $24.00 - 30.00

8. Fluorspar $75.00 - 100.00

9. Borax $103.00 - 113.00

10. Sod i um Nitrate $55.00 - 64.00

11 . Arsenic $150.00 - 240.00

12. Selen i um $9.00 - 10.00 (per lb.)

13. I ron Pyrite $50.00 - 100.00
0)

NOTE: The prices are a couple of years old and should be
increased by a factor of 10-15%.

O w
(I)

E .2’

S
0
C.,

B-i IGD 22

&~~~~~ M - - 
- - . -~~~~ - _~~~ -;~ v_ - -~~• ~*.*~ar~~~~~~~~~~~~~~~~s ...~~

-. .- . — ~ 

—--~ -- -~----~~-— ~~~~--—m-.~~ -~~~-



:: - 
- 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

LOOKING GLASS

Industrial Glass Division

To: Plant Manager, Auto Glass

From: Plant Superintendent , Auto Glass

Re: Personne l Decision

Copies to: I need your O.K. on a personnel decision. Frank Seames, an
emp loyee in our finishing room , was seriously injured three
months ago while handling a large piece of plate glass. He
claims the piece was defective and collapsed on him. My
sources tell me he was careless. We have carefully tra i ned
the emp loyees in that room how to and how not to handle the
glass. The effectiveness of this training is shown by the
fact that we ’ve had no injuries (until this inc i dent) in the
past two years. Seames’ boss feels he is milking all he can
get out of worker ’s compensation and is staying home far
beyond the needed time.

In genera l Seames has been a troublemaker. He has been con-
stantly agitating for a un ion ever since he came into the
plant 12 years ago. I’ m planning to fire him. Do you agree?
I know we have to be careful in firing people now that the
feds are breathing down our backs. Could you check with the
Director of Manufacturing to see if corporate guidel i nes would
be violated by firing Seames?
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, IGD

From: Vice-Pres i dent , IGD

Re: Sales Award

Copies to: . .The Pres i dent will be holding a special awards banquet for
distr ict  sales managers throughout Look ing Glass. He wants
to present a plaque and a few words of encouragement to the
top sales manager from each division . I think this is an
excel lent chance to reward our top performers. Pick your best
people and compile lists of their accomplishments. Then I’ ll
meet with you to decide who should get the award.
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V LOOKING GLASS
IndustriaI Glass Division

To: Vice-Pres i dent , IGD

From: Director of Manufacturing , lCD

Re: Industry Outlook

Copies to: I recentl y asked Glass Associates , a nationw i de consulting firm

DIR-S&M IGD expert in glass manufacturing, to brief me on the outlook for the

DIR-PD lCD flat glass industry in genera l , with a specific focus on auto glass.

PM-AUTO Here ’s what they came up with:

PM-SPECIALTY 1. Production: In the last five years the float glass process has
replaced the sheet glass process. Five years ago 50% used the
sheet process, 50% the float process; in the latest survey
(almost two years old) , over 80% of plate glass was produced
using V the float process. Our early emphasis on the total use
of the float process in the Auto Glass plant clearl y was
warranted .

2. Production Costs: In the past five years the cost of the
hi gher priced float glass declined 23%, whereas sheet glass
costs increased 13% during that period . This cost factor
increased the push toward float.

3. Imports-Exports: There has been a profound change in the ratio
of exports to imports in the area of flat glass:

10 Years 5 Years Last 5 Years
Ago Ago Year From Now

Value of 68 86 69 130I mports

Va l ue of 38 45 110 255Exports

(In Millions of Dollars)

These data reflect the continued decline of the American dollar on
the internationa l exchange. If the dollar stays weak, U.S.-made
flat glass will become increasing ly competitive on the world market
(particularly in Western Europe). The amount of glass exported

o ~ still remains a small percent of the tota l sold.
Cd)

4. Long-Term Growth: Industry wide , $1.6 billion worth of flat
glass was sold last year. Eight years from now, it is pre
dicted that $2.55 billion will be sold. This represents a 6%
annua l growth rate for the next eight years.
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LOOKING GLASS
Industrial Glass Division

To: Vice-Pres i dent , IGD

From: Director of Manufacturing, IGD

Re: Update on Industrial Forecast

Copies to: In response to your question about more specific forecasts from

OIR-S&M lCD the consulting firm , Glass Associates , I was able to get them to

DIR-PD , lCD track automobile sales for the U.S. The figures are as follows :

PM-AUTO
PM—SPECIALTY NUMBER OF AUTOS SOLD

(In Millions)

3 Years 2 Years Last This 5 Years
Ago Ago Year Year From Now

DOMESTIC 7.1 8.8 9.5 10.1 13.5

FOREIGN 1.3 1.4 1.5 1.6 2.1

TOTAL 8.6 10.3 11.0 11.7 15.6

The predict ion is for a steady 6% annual growth in domestic car
production . The real unknown is the foreign car market. The
switching of manufacturing capacities by forei gn firms to the

V U.S. should allow them to sell more competitively. Clearly the
estimates for future foreign car sales are conservative . The

* consultants agreed with that.
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LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing, IGD

From: Plant Controller , Glass Piping

Re: Production Capacity Utilization Report

Copies to:
PRODUCTI ON: % CAPAC ITY

Most Recent Latest Prev i ous
Quarter Year Year

Piping 94% 94% 93%

Insulation 98% 89% 86% 
V
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LOOKING GLASS

Industrial Glass Division

To: Plant Manager , Specialty Glass

From: Plant Controller , Specialty Glass

Re: Production Capacity Utilization Report

Copies to: PRODUCT I ON : % CAPACITY

DIR-MFG , IGD

Most Recent Latest Previous
Quarter Year Year

~~~ ows 105% 97* 91%

Aircraft 90% 98% 101%Windows

Spacecraft 86% 93% 89%
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• LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Auto Glass

From: Plant Controller , Auto Glass

Re: Production Capacity Utilization Report

Copies to: PRODUCT I ON : % CAPACITY

DIR-MFG , lCD

Most Recent Quarter Latest Year Previous Year

97% 9 1% 88%
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.. LOOKING GLASS

Industrial Glass Division

To: Director of Product Development , lCD

From: Vice-Pres i dent , IGD

Re: Energy Cost Reduction

Copies to: . .I think it ’s time to generate some more i deas for energy use
D I R-MFG , IGD reduction . Your campa i gn of two years ago was highly effective ,

and I’ m still amazed at the 22% reduction in use of natura l gas
you and your troops were able to create in the furnaces. However ,
we are faci ng an increase of 6% in electric rates , and the deregu-
lation of natura l gas being pushed by the President can only mean
increased rates there , too.

I’ ve ta l ked with the Director of Manufacturing and he suggested
that you use today ’s visit by the Plant Managers to Corporate to
do some thinking with them about reducing energy use. By the
end of the day , I would like some ideas on issues such as:

1. Where in the plants should we focus greater energy
conservation efforts?

2. Is there any one plant we should focus on , or
should we tackle all three simultaneously?

3. How can we get the troops out on the line to under-
stand that energy conservation affects us all? I
must admit I got fur i ous seeing all of the cutting
mach i nes running in the fi n ishing room dur i ng the
noon hour. V

4. I know some plant superintendents are doing a really
good job sav i ng energy in their own ways. How can
we get these p rojec ts shared with others? —

By the way, the attached article might help you get some i deas.
See me later today with your suggestions .
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Davi d F le,bs on , v i ce presi dent and director Ral p h P Baker , Jr , d ,,ec t o r of pu rc hases f o r
o f the Manufa c t o, i ng and Eng ineer ing D4v ~s ion . Corn Ing Glass Works.

Two officials discuss the energy situation and its effect s on their
company , and describe eff orts to minimiz e fu ture fuel pro blems

1 1 r) .itiofl s ret err ing energy cr ise s hs 1980. In t he cas e or Corning. (~t i i i i l~ , ,1~ (’ Ct)U l , ire (‘~~ ‘r t ; ’ . -

h.i~ e had , and will continue to our goal is set  at a 19’ * reduct ion i ’ i l i  lent , and ‘tie nOn J )iti~ t it

n_ is .i si t ~r i i t i ca n t  impact on the in lue l usage So , ss c have quite
i t  I. S s~las~ manu fac- a targ e t ~~ ~~~~ i~ ~~ WC h~~ ~ 

Is there a sharing o f energs con —

t u;~’~’. For hi’. east er , t he tol lowing made a good s t a r t .  Sers at ion information among plants ?
c i  es’ ss rh two oIl i :ial’. of t he one product ion superintendent ,

What are some of the specific for example, hits upon a goodCorning ( lass ‘,V o r k ,  scenis espec ia l—
Is a l ip rop r iate and tinle ’,’ Ii it , steps CGW plants have already taken energy-saving scheme in his fac ility,

to conser~e energy? is it l ikety that this information ssill1)as id E. Leihson , let  pres i dent and
dIN or 01 the Maiiulic tu r i ng and Leibson: Well , a bout 30 ”  of all reaC h product ion people at other
Engineering DR ision , and Ral ph P. t he energy we use is consumed by op erations?

Ba ker , Jr . .  d i r e c t o r  at purchases , me lting operations ; ~0 ’~ ’ by su h o r -  Le ib son: In , t i~ ’,i’. ~ h r r ~ M e lt hi’.
di’. u”’. the energy si tuat ion in d inate t~ pes of equipment. suc h as been a basic eh ,inM ’ ’ in i t  liii logs
s i n  ‘I l  and Iii iss i t hj s affected their lehrs , kilns and tore he’a rths ; and the inn irma l i on  is di’ .seniinated
ompans - ‘t hey also d e s c r i b e 20% b\ f inishing operat ions and tot quite hroadls’ thrnu~ hiiut the world

me t  ~ures bet i r a  taken to hel p m m —  general heating and lig hting. Our via our eogineerint .~ depa rt iiic’ r it ’ .. I
imi:t ’ he i i  i t t  t ’. of future fuel biggest effort ,  obviousl y, has been th ink that in sonic other areas ,
c hort . igt ’~ T he inte rview ori ginall~ in the mel t ing area , w here our con — ii ss i ’ s  r i , sse can do a bet ter  job
i s t i ,tr i ’ i I in the’ anuarv , 1’)77 issue sumption is the greatest .  There, I aoi sure there ire r i l t r i gs  done

‘ rh~’ ( a t ; t ’ r . ’’ Corning ”. house through burner tip design , more in- in some plants to eo r i ’ .C rs  I ’  enerqs
it ‘ ‘a n su lation on furnaces , re des ign of the t h at are ’ lot ss dclv Lot its ri We tr s

regenerator system , and s imp ly tak- to use our fa r i l i t ies engineering
Will you describe some of the ing more care in terms of the group as a central iied ‘ource of

progress t hat Corning Glass Works amount of energy we use to melt energy information , but there are
has made in conserving energy , par- a pound of g lass , we ’ve been able undou btedly still a lot of good idea’.
ticularl y in terms of fuel savings in to mi ke s ubstant ia l  progress. out t here of which ste are 011,155 at e
manu facturing processes? The lar gest sing le area in which

Leibson: So far , s t e v e  made prett y we ’ve ma de t h e greatest gains ~ 
How many people in CGW

g o t l Iii’ , r t j s t , r t  in our energy effi - in our i l l -electr ic me lting units , Our engineering and facilities groups are
working on energy con s er v ation?r u t , prog r ,urrc - We ’ ve been ab le al l -electr ic - \‘crnie l furnace s operate

to rr ’ i liu ‘ our fuel ( onsumption by in sonic cast ’ s at three times the Leibson: We h is-i ’ ,iii ene rgy l)O,ir(l
t h u  12” ” com pared ti i 1 972, which efficiency ot our standard melters . of 12 member’.. The ho .i o h iepre-

is the h r - i ’  i i  r itse( I h)y Ihc gove rn— This sounds like CG’vV obta ins 
S(’iit s ill of thi n yarn us spi’( alt  ie’.

nie rit We st i l l  have a long way to . in t he glass ssi i t ’ .  ih ia t  r u N’  ‘oinU’energy savings and pollution (Oflt rOI ri’ l,It ii l I i’ ,h i I I) t o  ( ‘ i l f ’ T g \ ’  I i i i i - f ’ r v , i t i ( i t tgo , l(,ss r’vc’r at t he same time.Last fa ll , Congress passed .i bill lhi’ii , if ~tj u lin k it  al l of he vari ous
essentia lly mi ridat ing tha t  all energy— Leib son : Yes , we get a double enn u i’ l i t  c k ’ partn inr i i’ .. you st i ll
in%Cnss\ ’e indust ries adopt a con- bonus w ith these furnues. We like flute that ea b has sonic component
cervatio n program to he comp leted to point out that they operate invols ed ss rh ene rgs , I wo u ld say
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$ Energy f llanvigenient Consumption of Energy Resources
(Ia TiIbs. .1 1. .iContinued From page 17 

_______________ —— ______ _______ ______ _______ _______

________________________________ r4stu,aI Ga. Peutleat, Cast K,d.s ~4a.S.m, ts sIs

Mesldendai and 
_______th , t almost the entire engineering 

~~~~~~~~~~~~~~~~ ~~~ s.suo .toe — 13.500
division has a concern with energy
at some time or ot her Indui~~,at

~an,umcIa ~ .000 5.~~ 0 4 300 — I&900

What is the situation CGW faces
wit h regard to fuel availability ? TtIn.pOrI*IIOD 18.500iAolo., Ptanes , Ttsta.i 500 18000 —

Baker: Let ’ s first look at the basic
re’.ources front which the country ’s EIecUtc Power

energy is der ived. The simp lified ~~~~~~~~ 3~200 3,300 8,800 3,100 I , 100 20.l00

chart accompanying t his interview
shrov. s how energy is consumed in Totals 20.200 32. 700 13. 400 3.100 1. 100 11.100
the U.S. The data comes tram the —

U.S. Bureau of Mines for the year
1975. Coal is t his nation ’s greatest fossil- polit ical , social , and environmental

Natural gas is a diminishing type energy resource. There are huge tacto rs .
resource in the United States coal reserves; however , there are As far as CGW’ s situation is con-
Reserves have been declining since limitations on how rapidly coai pro- cerned. our co  r p 0 r a te - w i d e ,
1968 , and actual output of natural duction , transportation and utiliza- domestic, natural gas curtailmen ts
gas has been decreasing since 1974 lion capa bilities can be stepped up. average out as follows: in 1972 ,
it ’s no longer a question of whether The important factor is t he amount 6.2% ; in 1973, 8.6% ; in 1974 , 94%;
or not natural gas supp lies will mm- of time and cost involved in ob- in 1975 , 13,1°o . Estimated curtai l-
prove, but one of how rapidly will ta m ing t he additional mining equip- ment for 1976 was 6.1%,
supp lies diminish. As natural gas ment , railroad transportation facili- Why did the curtailment per-
supp lies start to run out , is they ties and t he other physica l needs cenlage drop so drastically last year?
probably wi ll within the nest 10 for switching from natural gas and
years , consumption by industry will oil to coal. Baker: It wasn ’t because more gas

was available. It simply was thebe curtailed to protect residential There are very few locations left result of our mans’ programs to con-
users as long as possible. Within in this country where additional by- serve energy, to increase our energy-10 years or so, there wi ll be no dro facilities could be installed to use efficiency and to convert f romnatural gas for industry , except for expand electric power generation natural gas to electricity The abovevery specialized uses , such as for capac ity. Hydro is thus a very limited are overall averages. Actual ly, severeteedstocks to make chemicals and source of additional energy. problems exist at some plant loca-ferti l izers. Nuclear reactors for use in lions where gas supplies have beenPetroleum is also a diminishing generating elect- ic power appear to severel y curtaile d or even cut oilenergy resource. Demands for pe- have the greatest potential for meet- entirel y,
troleu m continue to rise , while ing the nation ’s increase d energy
domestic production declines, To needs, At the moment , however Can you offe r some examp les?
meet domestic requirements , t he serious obstructions to increasing Raker: At Danville , Va., natura l

‘ U.S. must import some 40% of its our nuclear energy capabilities ap’ gas service has been curtailed 100%
tot a l needs pear to have been created by continued on page 23

Raleigh Pla iti Records Sigs iif icant Energy Cost Reductions
SIGN IFICANT reductions in resource and energy costs coo ~~~~~ ~,.omfortable temperatures with only heat piped
have been ac hieved at Corning Glass Works ’ Ra leigh, from t he production floor,
NC . plant due to a series of projects and actions With the adoption o this system , it became possible
undertaken since 1973. As a result , the electr’~nics to install a fuel oil conversion package on one boiler
components plant ’s resource /energy cost reductions w ith an 8,000-ga llon fuel reserve. “This rese rse should
per piece reached 30% during 1475-76. see us through any foreseea ble fuel short ,igc”..” Mr.

One of t he recent improvements has been the Young notes,
un ’ . tall,ution of a total process cooling recirculation The big surprise came in the form of savings in
sy s t e m which has produced a savings in purchased electrical power , most of which required little or
w,itt’r of u p to three million gallons a month , no capital investment. According to Mr . Young, it

‘‘Our system was so ef te c t iv e it saving water ,” says was simp ly a matter of using all standi .’d pra cti c es
theory (‘ Young, production super intendent and con- from limited lighting reduction and air pressu re

su ’r ’, , utri i n team manager , “that our water supp lier , the reductions to manua l instead of automatic control j
City of Raleig h, ca lled to see what our ‘problem’ was ,” of air-conditioning start-up to minimize e lectri i t v -
Anoth er innovative system was devised to focus demand charges.

a t te n t io n  on savings in natural gas. It .llows both A study is under way to determine ii sutt ic i cr ’t
heating of o f u i( e  space and the cooling of production savings would result from the installat ion of a computer
,ire,p’ simultaneousl y in an emergency, no-boiler sit- to contro l peak demand and consumption. Pretiminais
rat io n  Tes ts indicate the offices can be kept at results are said to be encouraging.
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Energy .~iwusgement bill has increased sharply. For every
dollar spent for energy in 1972.

Continued From page 78 CGW spent $2.44 for an equivatent
amount in 1976. ________________________________
Leibson: Looking at it another

way, in the early 1970’~. the Cost

~intt’ November . 197 5. U n d e r ot energy was about 4% of our  

~ —k’der,it Power Con ini issio n regu la- total manutactur i ng costs. To das ’ . it ’ s -

running about 10% , -

tu rns , we were permitted to pur- .
~~~

t i.o & ’ gas in Louisiana and contract From what areas do you see the
scith interstate pipelines to have it greatest fuel savings coming?
delivered to Danville. The cost ot Lei bson: We believe th at in the ________________________________
this gas a very high, but along with tong term , electric melting will give
ii re ,ised oil-burning c,’ipahilily. it us our greatest savings. Since our

has kept the plant operat ing at nor- new furnace is very efficient in its
m a 1  levels , use of energy, we believe we will

Oii lan. I, deep gas curta ilment s make our greatest gains in fuel eft i-,ilsu went iiito ettect at some other ciency by switching to all-electric
1d,irits . Service was curtailed 1(X) 

melters.
at Danvilk, Ky.. and we ace operat-
ing there by using a combination What is the timetable for this con- 

A totally new methodi t t  oil and propane. version?
At both Charleroi and State Col- Leibson: Because of t h e Of producing permanent

lege, Pa., we were faced with a economics involved — the great cost marks on small or
75” curtail ment , and plants such of tearing down a conventional fur- othe~~ise difficultas Bradford and Greencastle , Pa.. nace and building a Vermel unit
base had curtailnients of up to gS% . in its place t he prospect of switch- to mark products
Their ability to switch to oil kept ing to all-electric melting 15 not 

* Non-contactingt hem running very attractiv e at the moment,
In t he last two years . Corning has 1-towever , as energy costs continue *Clean — no inks used

rii,ide s ignif ica nt progress in convert- to rise and shortages become more 
* No moving partsing energy need’. to electric ity and severe, the conversion becomes

in providing a capability ° more and more attractive , and we * Fully automatic operation
s ubs t i t u t e  oil tor natural gas. Overall , will begin to replace our standard 

* Mark rapidly moving productsthe company has moved from a furnaces with electric melting units,
e.ipahility to switch sonic 5o% ot * Easily installed on existing
i ts natural gas requirements to oil Are there any other areas of up- production lines
It) a position where it can now con- portunity? 

*Can produce characters as
ca rt  70 ’~” of its gas requirements Leibson: Another concerns waste small as .010”
Ri oil or electricity. And we have glass. Our energy COSt per pound
a program where we will be in a of good product is greatl y affected * Can mark uneven, fragile .
position to  back ourselves 100% by the amount of waste glass we recessed,porous,gtassy or
wi th oil, have coming from furnaces. We have other difficult materials

• some processes , such as t hose in-
Aside from availability of fuels, volving ribbon and turret chain ma- LaserMark 901 can mark your

isn’t cost another important factor? chines , t hat are extremely inefficient product with a complete code,
Baker: Yes , cost is indeed a very in their use of melted glass. So long image, part number, etc. with a

cri t ical aspect of the energy prob- term , we can ma ke some great gains singleputse oflaserenergy
em. Today, CGW uses less energy in energy savings by reducing the lasting about ofl~~millionth of
in domestic operations than it did amount of waste glass. a second.
hack in 1972, hut its cost has Wouldn ’t this involve a number Production rates up to 5400
skyrocketed Since 1972 , our average
ru st for natural gas has increased of important process changes and units per hot.~canbe easiIy
121%; for electrical power, 8%; and tec hnological developments? handled by the 901, with higher

speed systems scheduled for
tar fuel oil. 150% . Leibson: Yes , it would involve a introduction in mid-1977.

At t he same time , average cost number of important p r o ce  s s
per unit of energy we consume has changes; however , we do have con- If you would like more infor-
umped 144% — an increase seem- cepts on the drawing board today mation or would like a sample
ing ly out of proportion to the other to solve some of the problems. mark apptied toyour product
increases mentioned. The reason for I

There are some processes that are Call or write to us at. ..t his is mix , For years . natural gas
has been our most economical fuel , particularly vulnerable to cutbacks
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in natural gas because only a gas
from natural gas. Today, that per 

-

_ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

centage is down to 77% , We have contingency plans have be en
been force d to substitute other , developed for these operations ?

_ _ _ _ _  ~

In 1972, 84% of our energy came fuel can be used. What kinds of _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _

more exoensive fuels. Leibson: The processes that are 
_ _ _ _ _ _ _ _ _ _ _ _ _ _ _

So between the huge increases most vulnerable would be those that _________________

in the cost of each form of energy use a lot of fire polishing in finishing
and the need to use more expensive operations. At this time, we do not
fuels in place of gas, our tota l energy continued on page 30
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tec hniques employed by t he Guild reached the point where these pro-

IN THE GLASS craftsmen — diamond point work , tc’sse’, will be in leopardy in the
steel point , copper wheel engraving. next few years . Before we art’ exposed

INDUSTRY sandblast and flexibl e drive — will to suc h problems . wt~ will have the
be well represented in the exhibi- techno logy to protect ourselves.

(C.nti nv.d from pag. 9) tiorl .

It is hoped to arrange for the art Can you give an example of a
of glass engraving to he demonst rated plant or div isiom that has done an
during the show, outstanding job of saving fuel?

panels of c lear glass separated by Leibson: The ~ e,itest progress has
a dry air space, with the entire unit Corning Consolidates been made in the Consumer Prod-
hermeticall y seate d. The metallic Canadian Sales ucts Division , where they have made
ref lective coating is applied to the almost a 25~ improvement in the ef-
inner surface of t he outdoor glass Canadian sa les and servicing for ficiency of their tota l operations. This
panel. all Corning, QVF and EIVS chemical has been aaomp lished, in large

On a typical summer day, the win- process equipment and fluid transfe r measure , by conversion to electric
dow units wi ll reportedly reduce the products have been assumed by furnaces , but they have also done a
peak solar heat gain on a building’s Pegasus Industrial Specialties Ltd. of good job in reducing energy losses in
sunny elevations by about 86%, Toronto and Montreal , Previous ly, other areas.
compare d with conventional one- Corning’s products were so ld and One thing that should be stressed
eighth inch clear glass. They transmit serviced in that country by Pegasus is that many people don’t com-
17% of the outdoor visible light and QVF Glass (Canada) Ltd., a Cor- prehend the se riousness of the na-
and reflect 57% ning subsidiary . The move con- tion ’ s energy problem. The energy

so lidates all Corning/QVF activities crisis is real. Our gas supp lies are
in Cana da and phases out QVF Glass. extremel y limited , We have to take

0-I Promotes Pegasus ’ service capa bility includes energy conservat ion very seriousl y.
Home Canning local stocking and the ability to de- Do you feel it is possible to save

Owens-I llinois has initiated a sign and size packaged systems.
public relations program for its more and more fuel each year by

improvements i n manufacturing
Magic Button home canning sup- Glass Firms Help NYC School techniques and better conservation
plies. Target of the promotional ef-
fort is the nation’s 30 million-p lus Set Up “Glass Museum ” methods ?

home canners. With the help of such glass indus- Leibson: Obviousl y, there has to
Aimed at educating consumers try firms as Owens-I llinois, GE’ s Lamp be an end, but there are a tremen-

about correct home canning pro- Glass Products Dept. and Hamilton of dous number of things we can do
cedures, the PR program concen- Indiana , a grammar sc hool in the New to reduce consumption. However ,
trates on key food communicators. Yor k City borough of Queens, P. S. the majority of theni are capital-
Recipe features , news re leases , and 219, is planning a mini-museum that intensive , Just to plow in millions
ot her home canning materials will will depict the myriad uses of glass. of dollars to save energy w ithout
be distributed to newspaper and The children and staff of the compensation on the ot her end
magazine food editors , syndicate school were insp ired to undertake would be the road to ruin. We have
columnists , USDA Extension Service t he project , w hich will be open to to be frugal in the way in which
home economists , and supermarket the public on June 1, as a resu lt we app ly cap ital to make sure the
consumer affairs directors. The TV of a visit to Buckrninster Fu ller ’s dollar savings are sufficient to pay
and radio media will also be uti- recent exhibit at New York’ s Cooper- us back for our expenditures. We
lized, and ads will appear in several Hewitt Museum , have to have a good return on
magazines. O-t has contributed industrial glass investment — this - is the key. As

Now in its second year of nation- containers for the school exhibit , fue l prices increase , however , the
wide distribution , the home canning while Hamilton of Indiana has attractiveness of the investment im-
product line includes Magic mason donated mirrors and GE, lamp globes, proves. Over time , we fee l we can
glass jars , Magic Button mason lids , In an effort to make the exhibit as apply more and more of our
and metal and plastic rings, comprehensive as possible , Daniel technology to conserve energy.

Stein , museum director , is so liciting What can the average emplo yee
Ju bilee Exhibition of items from producers and sellers ~ do to save energy on the job, other
Hand-Engraved Glass various types of glass products. Any- than turning out unnecessary lig hts

one w ho would like to contribute and lowering thermostats’A major exhibition of engraved should contact him at P. S. 219, 144-
glass is to be staged by the Guild 39 Gravet t Roa d, Flushing, N.Y. 11367. Leibson: In the work environment ,
of Glass Engravers at Sanderson of it is important that all of our
Berners St. in London to corn- employees be aware that energy is
meniorate the Queen’s Silver jubilee. Energy Mttnage,neiit scarce and very expensive. Any place
The June 2-30 exhibition will be that they see waste taking place .
the first stage d by the Guild in that Continued From page 23 they should take steps to reduce
city and will feature about 400 __________________________________ it or to call it to management ’s
pieces of hand-engrave d glass. Rang- attention. Certa in things like operat-
ing from small table glasses to large have the technology to use oil . We ing a (ire-polish burner w hen the
window panels , it will also include could use such fuels as propane operation is shut down is wasting
many special Jubilee items. A large or hydrogen . but they are very cx- fuel. The burner should be turned
selection of the pieces will be for pensive. \Ve do know how to solve off . 1 t u i s is t he kind at thing of
sa le. potcnlial problems in this ,irr’a , but which all ernplo~ees should be con-

The wide variety of engraving we don’t feel our curtailment has scious.
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , IGD

From : E n g i n e e r i n g  Manager , Auto Glass

Re: The Case of the Missing 30-Mesh Screens

________________________

Copies to: 
We have a problem. Two days ago while inspecting the mixing room,
I discovered tha t the 30-mesh screen required to sort out too
coarse raw materials had been replaced with a much less fine
screen . We a l l  know how sensitive the float process is to vari-
ances in th i s  area . I t has been company policy for five years now
to use 30— mesh screening.

I told the mixing superv i sor of the problem. He mumb led something
about having to live with lower grade soda ash and sand. Since I
got no response from him , I wen t directly to the plant manager.
The plant manager also said the larger screen was made necessary
by the cheaper raw materials being purchased. I suspect the
substitution of the screen is the cause of the i mperfect ions on
the g lass surface we ’ re struggling to correct in the forming unit.

Tha t may be wh y the machine changes we ’ve tried have had no impact.

Si nce I’ m getting nowhere with them , could 
~~ 

ta lk  to the Plant
Manager and the Director of Manufacturing and get some action?

A fina l point——the rejection rate off the auto glass line has
gone from 2 to 6?~ i n the pas t two mon ths. I ’ m sure the screen
is the cause of it.
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LOOKING GLASS

Industrial Glass Division

To: Plant Manager , Auto Glass

From: Plant Superintend ent , Auto Glass

Re: Product Development Interference

Copies to: I f  you haven ’t heard by now, the Eng i nee r ing  Manager is on my
back about our substituting larger  screens in  the m i x i ng room
than those required by company policy (which specifies the use
of 30—mesh screens). He claims i t  is hav i ng an effect on
quality. He even goes so far as to say it is causing the
prob l em we ’re hav i ng in the forming area (the one Product
Development has been working on). I think that ’s wrong. If
the coarser materials coming through were causing quality
prob lems , we ’d be hit with the problem in the melt ing area .

He has to be made to understand that we ’ve si gn i f ican t ly
reduced the cost of raw materials by buying cheaper grades of
sand and soda ash. If we put the 30—mesh screen on, half of
the stuff wouldn ’t get through.

Why can ’t they just be pleased with the fact we’ve reduced the
cost of raw materials in the past year from 34 to 29% of total
production costs?

Can you he lp  out?
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LOOKING GLASS
Industrial Glass Division

To: Vice-President , I GD

From: Director of Product Development , JGD

Re: Current Department Projects

Copies to: PROJECT STATUS DEADLINE

1. Rev i se coat i ng Project team formed Recommended
process of micro- and a lternative solu t ion in
wave oven window s process ou t l i ned four weeks
(insufficient
coating)

2. Machine change : Team formed ; Two weeks until
Auto Glass form- research underwa y recommendations
ing unit
(flecks in glass
surface)

3. Current infraction Project team Six weeks until
of waste emission formed , data being recorimiendations
standards co l lec ted
(Specialty Glass
Plant)

It. Frost-free auto Project team Six-eig ht months
windows--apply being formed until prototype
tec hnology of system developed
aircraft windows
in cost-effect i ve
way
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LOOKING GLASS
Industrial Glass Division

To: File

From: Director of Product Development , IGD

Re: Status of Product Development in Industria l Glass Division

Copies to: Over the past year:

1. A major accomplishmen t was getting the Division ’s
b les s ing  to s tar t  a p romis i ng new technology
extension project , making frost—free auto windows .

2. Budget decreased by 10% over last year. It could
be worse. In the Comercial Glass  D i v i s i on , the
decrease i n absolu te do l l a r s  has gone on for over
five years. For our division , a t leas t , this is
a new phenomenon .

3. Have to get the D i v i s i on to a l l ow me to h i r e
professionals , not left-over line managers.

4. The Vice-President seems to have no appreciation
for the role of Product Development in th is
division . I must wr i te a memo to the Vice-
Pres i den t sta t in g why wha t we do ma tters , even
though I can ’t always put it in P & L form.
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LOOKING GLASS
Industrial Glass Division

To: D i rector of Manuf actu ri ng , IGD

From: Plant Superintendent , Glass Piping

Re: 80/20 Prob l em

Copies to: .
While I haven t yet seen the latest i ncome statement for the

DIR-S&M , IGD d i v i s i o n , I expect there will be some bad news for our plant.
Sales will have gone up dramatically , w h i l e  net i ncome w i l l
have dropped . A major reason for this is the 80/20 phenomenon .
That is , i n many markets 80% of the sales can be accounted for
by 20% of the clients. In order to increase net sales , our
sales reps are br ing i ng in many more small ($50 ,000—$IOO ,000)
orders . Because of the frequent changes in specifications to
s u i t  the smal l  orders , our production process is shot to hell.
Machine downtime has skyrocke ted.

Our company has to dec ide if expand i ng sales at such a rapid
rate is worth the cost. Why do we have to go after every small
manu facturer of wine processing equi pmen t across the coun try?
Let ’ s stop beating the bushes!
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LOOKING GLASS
Industrial Glass Division

To: Plant Manage r , Spec ia l t y  Glass

From: Director of Manufacturing, lC D

Re: Today ’ s Meet ing

Copies to. 
Let ’s meet at 10:00 in my off i ce for our regular status report on
your plant. One agenda i tem that I want us to cover is a w i de
rang ing d iscussion of how to stabilize the profit picture at your
p lant. It ’ s beg inn i ng to resemble a roller coaster!
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j I LOOKING GLASS

Industrial Glass Division

To: Plant Manager , Auto Glass

From: Director of Manufacturing, lC D

Re: Today ’s Meet in g

Copies to. I’ m p l a n n i n g on our r e g u l a r l y  scheduled mee t ing i n my o f f i c e  a t
11:00, and hope to keep the agenda quite open . The purpose is
to bring me up to date on the prog ress and prob l ems in your
plant for the past two months .

O w
U)

o w
h.

E .2

=<(5
0
U

B-2 IGD-3 7 

-- -~-.. --—.-- - _ ______ _ _ _



fl !
LOOKING GLASS

Industrial Glass Division

To: Director of Manufacturing, I GD

From: Secretary

Re: Rem i nder --Meetings

Copies to:
Meetings scheduled for today:

10:00 am - Plant Manager , Specialty Glass

11:00 am - Plant Manager , Auto G lass

Both are to be in your office .
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LOOKING GLASS
Industrial Glass Division

To: Direc tor of Sales and M ark eti ng , IGD

From: Direc tor  of Manuf actur i n g , lC D

Re: Sales Prac ti ces

Copies to: .The Specialty Glass plant manager has told me of an incident w i th

~~ lC D the salesperson from Reg ion IV. Apparentl y a recen t orde r f r om
PM-SPECIALTY Majestic Appliances for oven windows was rece i ved in two shipments

four weeks apart (100 ,000 units each time). As a result , two
separa te p roduc t ion runs had to be made , inc reasin g p roduc ti on
costs by at least 17%. The client , in talks with the plant manager ,
indicated he was pressured to make a commitment on the spot (that
day happened to be the last day the salesperson had to meet quota).
If the customer had been given seven days longer to place the
order , a l l  200 ,000 un i ts would have been orde red at once, plus
the customer would have had to dea l with a less high pressured
sales pi tch. Ca n ’ t these sales practices be changed?
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LOOKING GLASS
Industrial Glass Division

To: Those L i s ted

From: Vice-Pres i dent , I GD

Re: Bel t-Ti ghtening

Copies to. 
I think Mal linckrod t has the right idea ! I see our market possi-

DIR-MFG lCD b i l itie s as also hav in g rea l uncer ta i n ty,  and I think belt-

DIR-S&M IGD tig h teni ng a l l  aroun d i s  c a l l e d  for.  I want suggestions from
DIR—PD lCD each of you as to how you w i l l  effect cost—cutting in your area .

It ’s good to stay lean.
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Caution About the Outlook for 1978 Extends
To Prospering Firms Like Mallinckrodt

By ~~A V1D P. GARINO CIab:iult says. “We wanted to make sure we fnoeed. c~pitaI projects will be seruti-
~Caff R.~P , r C r , ,I T H F W AL . L S T R ~~ :TJ0cRNAI.  weren’t on top of a toboggan slide.” nized more closely and must be “~~~.jusU’ST. LOt.HS — Harold A. Brinner. vice There was no precipitous drop In bust- lied ,” Mr. Brinrier says. Capital expendi-

chairman of Maltinekrndt Inc.. is fond of ness in the fourth quarter. but sales rose ti l r-s this year should approximate ~~ mu-
telling the story about the Ironworker stand- only 3.7%, while net incnme rose 6.1%. the lion to $24 million, compared with $26 mu-
ing on a skyscraper who is asked the secret smallest percentage gains of the year. This lion in 1977 .
of his success. Ill s terse reply: “don’t get decrease In the rate of growth did little to An especiauy critical eye will be cast at
caught leaning the wrong way when the dispel the company ’s caution. Mr. Clabautt pri grams “which don’t directly produce
wind stops blowing.” says. Nor was the executive cheered when revenues ‘ Mr. Brinner says. For example.

Mallinckrod t. a specialty-chemical and he attended a meeting of the Manufacturing a proposed expansion of data-proeess ng
pharmaceutical maker headquartered here. Chemists Association last November. capability “won ’ t show up on the bottom
is taking much the same stance as the iron- ‘ Everyone I talked to said business was l ine .” he says. and it probably won’t be Im-
worker Maflinckrodt has noticed a slow- pretty good, good or great, but everyone plemented now . Renovation of a couple of
down in its business and it doesn’t aim to was nervous as a cat about 1978.” he says, floors at the company ’s downtown office and
get caught leaning the wrong way. A Feeling of Caution plant also will probably be postponed. “This

Long known for holding a tight rem on Then, the first of December, Mallinck- 
is something we can do wflhout for a while
longer .” Mr. Clabault says.costs, the company is being more strict than

usual this year. For the first time, cost-re- rodt ’s top management met for six days Mallinckrodt will also reevaluate Its tech-with some 70 or so department heads, dlvi- nical priorities. “One of the toughest thingsduction committees are being set up within
each of the 18 divisions. More than 200 pre- sion managers and other operating person- for any company to admit is that there
viously authorized job hirings have been re- net. “There was a much greater feeling of could be a time to cut losses on a research
scinded and are being reevaluated—employ- c.union expressed at the budget planning project ,” Mr. Ctabault says. ‘Not all re-
ment now stands at 4,300. And the word has sessions than ever in the past,” says Harold search projects wilt lead to marketable
been put out to ernployes to wait for WATS Thayer, chairman and chief executive, products. If you boot home 25%. you’re :i su-“There wasn ’t much confidence that price perstar; 10% is good.” Yet, he says, many alines r ather than dialing directly when
WATS t i nes are busy. increases wilt stick .” he adds, which of

At first glance. it appears incnngruous course makes the cost-price squeeze all the project “continues on its own momentum,”
more severe . By and large. the company eating up capital that could be used else-

where,that Maltinckrodt should be wary. The corn- hasn ’t even tried to raise prices.pany recently reported that 1977 was its 15th
consecutive year of record profits. with net “Every day it gets harder to raise Selective Cuts

income of $27.2 million, or $2.89 a share, up prices , says Mr. Clabault, the president. Mallinckrodt’s management, however ,
12% over 1976 results. Moreover, in 57 of This means that to maintain profit mat-gins, also recognizes the danger of “pursuing
those years ’ 60 quarters, the company has “you either increase sales or control costs. short-term gains to the detriment of future
turned in higher earnings than in the year- Thank heavens we don’t make com modity growth,” Chairman flayer says. Indeed.
earlier periods. Sates also set a record last chemicals.” These are subject to Intense Mr. Clabault says, Mallinckrodt could stash
year , totaling $.~l3.2 million, price competition. research-and-development expenses thIs

But a look at ‘Mallinckrodt shows that Commodity chemicals are general-pur- year and, as a result, “we could boost earn-
even some companies that are doing welt , pose chemicals such as benzene. ammonia ings per share dramatically and be a hem to
riot 3ust those in depressed industries, are and caustic soda. Specialty cherruc.-ils, the shareholders . In four to five years. however.
viewing 1975 c:iutiously. despite a growing kind Mallinckrodt makes, are designed for we ’d be out sweeping the streets.” VIce
consensus among economists that tbe real specific applications. For instance, t~tai- Chairman Brinner emphasizes. “One thing
gross national product will increase between linckrod t produces stearates for the paper we ’ve never done is to take a meat ax to our
4% and 5% Industry and catalysts for the petrochemical operations: cuts must be selective,”

industry. In fact, some technical people will be
Watching Pennies The chemical industry is expected to added to the specialty-chemical group in an

Not only is Mallinckrodt watching itS grow at a 5% clIp this year, Mr. Clabanlt ob- effort to come up with Improved products.
pennies now. “I! the economy doesn’t grow serves. “i think we can do a hell of a lot bet- And employes Wil l be added in the flavors
as fast as expected, we’ll tighten up even ter than that ,” he says, “but It won’t be a and fragrances businesses, which Mailinck’
more, ” says Robert A. Clabault. president boom year. It’s management’s job to see rodt feels have better-than-average growth
He says that such attitudes by Mallinckmdt that nothing falls ~~t of bed.” potential.
and other companies “will certainly have a’ Among other precautions, each division Malllnckrodt will sharpen its pencil when
snow .,alling effect, which would accelerate prepares a live-day sales and earnIngs fore- buying supplies. Mr. Clabault Indicates.
any economic downturn.” cast for top management. “We aren’t going “There ’s always money to be saved by good

Mallinckrod t executives say their actions to wake up In the middle of a month and purchasing practices,” he says. “Our sup-
“are ony what any prudent management wonder what happened the month before.” pliers will find us firm, but fair.” Trans-
would do.” Their corporate alarnu “started Vice Chairman Bnnner promises. lated, that means Mallinckrodt will do more
jangling” in last year’s third quarter, Mr.
Clabault recalls , as the pace of business Justifying New Emptoyes shopping around, seeking, among other

things , bigger dIscounts for quantity pur-
wound down noticeably. (The third quarter Mr. Clabau lt pledges “a very tight con. chases.
was a record one. with sales and profits up trol of headcount” throughout 1978. “You’d A recently Implemented computerized In-
12.6% and 8.2%. respectively. But In the be surprised how many people you realty ventory system will help Maltlnckrodt to
first half, sales and earnings had been up don ’t need when you take a second look.” keep Inventories lean. And as an aid to
17.9% and 18.7%. respectively.) All new operating employes must be ap- boosting sales, Mallincknxit Is spending

M~i)linckrodt immediately took several proved by PresIdent Clabault. all new ad- much time “ on the care, feeding and mot’-
“Band-Aid” measures such as trimming ad’ ministrat ive personnel by VIce Chairman vating” of its sales force, Mr. Clabault says.
vertis ing expenditures and cutting b.iek on Brlnner. Taking on new eniploves “will re- For one thing, It Is developing a new series
nickels and dtrnes add up to dollars.” Mr. eels.” Mr Clabault says. “While selling catheters and stearates

isn ’t the same as selling autos.” Mr. CIa-
bault says, ‘~Incenti ves can work, and If yo&~can get a salesman to get out of the sack at

B— It I GD~40B 6Instead of 8. he ’s going to sell a lot more.”

atten danrc’ at -conventions. “Those pennies, quite the same justification as capItal proj’ of Incentives for salesmen.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, I GD

From: V ice-Pres ident , IGO

Re: Harvard B u s i n e s s  Review a r t i c l e

Cop ies to: .I want to share w i t h  you my s ummary of an interest ing a r t i c l e
w hich contrasted sales vs. marketing executives that I read
recentl y.

Sales executives focus on:

1. Sales volume rather than profits.
2. Short-run rather than long-run turns.
3. Individua l customers rathe r than market segment

classes.
4. Field work rather than desk work (e.g., comp leting

sales forecasts).

Market i ng executives focus on:

1. Prof i t  planning: aim is to produce mixes
(product , custome r, and marketing) that achieve
profitable vol ume and market shares.

2. Long—run trends , threats , and opportunities.
3. Custome r types and segment differences.
Li. Good systems for market analysis , planning, and

control.

You ’ve done admirably to create more marketing within the
division , bu t I am worried by our lack of long-range market
studies——what do you have on this , par t i cu la r ly  in Gl ass P i ping
and in Auto Glass?
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LOOKING GLASS
Industrial Glass Division

To: Those L is ted

From: Vice -President , IGD

Re: Increased Capac i ty  in Auto G lass

Copies to. I have just re tur ned from discuss i ons w it h two major fore i gn

DIR-MFG , I GD auto manufacturers (one in Japan and one in West Germany).

DIR-S&M , I GD Both have solid sales in the U.S. and are in the advanced

DIR-PD IGD stages of planning manufacturing Sites in the U.S. They both

PM-AUTO ind i ca ted a real comm it men t to us as the sole supp l i er of
windows and windshields. (They feel we have the greatest
quality control amongst our competitors.) Both of their plants
w ill  be located on the West Coast.

We are now confronted with the prob l em of planning how best to
develop these new sources of sales (they should quickly amount
to between 25-3O?~ of our existing auto sales). We are operating
close to capaci ty in our existing plant.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, lCD

From: Sales Manager , West

Re: Increased Sa les - P ip ing

Copies to: . ,
The western sales dis trict has just completed an encouraging first
quarter of this fisca l year , and I’d l i ke to review the accomplish-
ments of my sales for ce wi th  you :

1. In  g lass piping the western district achieved $1.7 million in
sal es. This is a 60% increase over the sales for the first
quarter of las t year , and has resulted in a 35% drop in our
cost ratio (sales costs compared with sales completed).

2. Look ing Gla ss now has a respectable market share of g lass
piping on the West Coast. Using the best data available , we
now estimate that we have captured 22% of the market. This
makes us the ma rke t l eader , allowing us to dictate terms of
sal e much more than i n the pas t . Please recall  tha t f i v e
years  ago we accounted for no more than 5% of the market for
glass piping on the West Coast.

3. W h i l e  the incre ase in sales in glass piping involves selling
to relatively small manufacturers of wine processing equip-
ment , we have achieved a v i s i b i l i ty wh i ch now makes us
attractive to larger clients. Our piping for Wes tern Star
Equi pment (never a large account) has been so well rece i ved
by their customers that Farron Inc. has initiated talks
with our western district sales rep. If  you remember , Farron
is the leading domestic manufacturer of winery and da i ry
equipment (with about 30% of the market share). I’ m
convinced that the Farron contact is directly attributable
to our success with the small Western Star contract.

I think our salespeople have done a superb job in putting Looking
Glass  on the map . This  has been tough g i ven the intense compe-
t i t i o n  in g lass  p i p i n g .  Our a b i l i t y  to reward such supe r io r
performance has me worr ied . I don ’ t think that f la t  percent
co mm issions reinforce the effort required to break into these
markets. I s  there an addi t iona l  i ncentive we cou ld offer our
staff for entering new markets?
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LOOKING GLASS
Industrial Glass Division

To: Plant Manager, Auto Glass

Fr om: Eng i nee ri ng Manager , Auto Glass

Re: Rep lacement Rate Analys is

Cop ies to: As you requested on th e attached memo , I ’ ve made an info rma l
status repor t o f our two production l ines. They ’ re combined
because the status of their machinery is comparable.

I .  MIXING ROOM--Mac hinery is 10-15 years old; expect
majo r rep lacement in 2-3 years; breakdown s have
increased in the past year.

I I .  MELTING and FORMING ROOMS--Al l mach i nery is 3
years o ld; l i fe  expectancy Is 10-15 years , we
have the bugs worked out; few breakdowns.

I I I .  FINISHING ROOM--We ’ ve replaced some in the past
year (the old equipment could not keep up with
t he output from the new float glass machinery
in the melting room). Much of the equipment is
very o ld (up to 20 years). We are experiencing
many breakdowns now, as we are operating at more
than ful l  capacity.

W ith regard to your question on machine changes necessary to
increase production by 25% , we need an entirely new product ion
line. Our two product ion lines are already running at capacity.
The plant would obviously have to be expanded to accommodate
another line; this could be a real prob lem because of our
inabil ity to buy the neighboring piece of rea l estate.

Assum ing we could get the property, we are ta lking about a tota l
capita l investment of $18 million . It would take 20-24 months
to build the addition and install the machinery . We would need
an addi t iona l 4-8 months to get the major bugs out of the system.
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LOOKING GLASS
Industrial Glass Division

To: Eng i n e e r i n g  Manager , Auto G l ass

From: Plant Manager , Auto G lass

Re: Machinery Status and Replacement Report

Copies to:
I need an estimate from you on:

1. The status of machinery on our two product i on lines.

2. What changes, i f  any , would we need to make to
generate a 25% increase in production?
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , IGD

From: V ice - Pres ident , IGD

Re: Increasing Production Versatility - Piping

Copies to:
In a recent conversation I had with the Director of Manufacturing ,
the issue of the versatility of the mach i nery in glass piping was
ra ised.  I t  seems there is  increased demand for producing piping
meeting differen t specifications. A memo should be arriving on
my desk shortly documenting that need more clearly. In the mean-
time , I want you to out l ine for me how you and your staff mi ght
address the issue of increased production flexibility. Please
send me your thoughts on the following by this afternoon:

1. How long would such a study take?

2. Who would be invo l ved in the study ? I ’ m thinking of a
task force led by someone from your shop, bu t also
including a Sales and Marketin g representative , as w e l l
as someone from Manufacturing.

3. What kinds of data would you need? What would your
plan of attack be?

4. How much staff time would be required ?

5. Wha t sol ut ions could be offered?

The issue is critica l to our division ’s pr o f i t  p i c tu re . I look
forward to your response later today.

N.
0)

(a
a,

V>a ,
O w

U,

E2

mu
0
U

B-2 IGD- 45



- . —-- - -.. - . . --- . —. -~~ -- -

LOOKING GLASS
Industrial Glass Division

To: Pres i dent

From: Vice-Pres i dent , lC D

Re: New Market --Auto G lass

Cop~es to. I’ ve just returned from my t r ip  abroad durin g which I met with two
foreign auto manufacturers (one in Japan and one in West Germany).
I f  you remembe r from our previous conversations , both have solid
sales in the U.S. (totaling 9% of auto sales with projections
upward to 15% in the next three years). These companies are in the
advanced stages of planning manufacturing sites in the U.S. on the
West Coas t .

I was able to get a strong comm i tment from the German firm to us as
the sole supp l i e r of windows and w i n d s h i e l d s , as they fee l we have
the hi ghest quality control among our competitors . The Japanese
f i r m was in teres ted in us, but questioned whether we had the
capac ity to handle their orders. They would like , as soon as
poss ib le , more concrete data from us indicating how soon we could
genera te that additional capacity.

Both prospects look most appealing . As you know , our Auto Glass
contracts have historically been most profitable. In the past
f i sca l year we had a net income of $3.5 million from a net sales of
$57.8 million . Income should go up th i s  year , as we con t in ue to
work out the bugs of our relative l y new floa t glass process.

Time is of the essence on this one. Could I meet with you today to
d iscuss the issue?
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I • LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing, lCD

From: Vice—Pres Ident , I GD

Re: Deviation in Use of Natura l Gas

Copies to: . ,In looking at accounting s rev iew of gas and e lec t r ic  usage across
your t hree p lan ts , I ’ m struc k by the substant ial (50%) increase in
natura l gas usage in the Towson plant. I suspect it ’s due to some
inefficien t running of the equipment. I know we are still strug-
gling wi th production problems on the airc raft window line , but
this increase is unacceptable.

Check on this for me.
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LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Specialty Glass

From: Director of Manuf acturing, I GD

Re: Skyrocketing Natura l Gas Usage

Copies to. 
The Vice-President is on my back about the dramatic increase in
natural gas usage , a 50% increase last year over the year before .
It makes me wonder how seriousl y your staff took our guidelines
of over two years ago for more energy-efficient use of the equip-
ment. Let me know what you ’re going to do about this.
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LOOKING GLASS
Industrial Glass Division

To: Plan t Manager , Specia l ty Glass

From: Plan t Con t r o l l e r , Specialty Glass

Re: Monthly Report--Specialty Glass

Copies to- 
In the past month my department has faced the following issues:

1. Lost our senior departmental secretary , Ms. Blumen .
She served us capably for 31 years and will be sorely
missed . Her rep l acement , Mr. Johnson , has not worked
out we ll. I’ m g iving him six more weeks to shape up.
The absence of Ms. Blume n has created some problem in
exped i ting recei vable accounts.

2. Worked w it h the Plan t Superi ntenden t to mon itor more
closely the overtime in the Finishing Shop. If you
remember , we have had a 20% increase in overtime
duri ng the past two months. I suspect some cheating
by several of the emp loyees , with them getting
friends to punch out for them . We are going to set
up a mon itor a t the pun ch clocks aro und the end of
the second and the beg i nn i ng of the third shifts. I
thi nk th i s  should end the problem , but the P l a n t
Superintendent is not so sure . Could you ask him to
cooperate w ith me?

3. I’ m worried about our contract with Textro Indu ctries
for the supp ly of natura l gas. I know we were des-
perate two years ago when Mid-Atlantic Gas kept
cu tt ing us off du r i ng those cold w in ter mon ths , but
I think signing a contract sharing gas from their
pr ivate gas supply may have been a m i s take . The
esca lator clause in the contract was used to justify
the 38% increase in rates last year. This yea r
they ’ve al read y announced anothe r 10% increase . If
you remember , t he pr ice we pay is dicta ted by the
we llhead price being paid for intrastate use of the
gas in Texas (the source of our n a t u r a l gas )
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LOOKING GLASS
Industrial Glass Division

To: Plan t Manager , Specia l ty Glass

From : Person nel Manager , Spec i al ty Glas s

Re: Real Estate

Copies to. 
A c lose f r iend of m ine , Ed Brad ley (he was part of our foursome the
las t time we played at the club) , is wi th Millinium Rea l ty. He
informed me that they are handlin g a 20—acre plot directly behind
the plant. The farmer who owns the land is retiring and mov i ng to
F l o r i d a , and is  d i v i d i ng h i s fa r m up into severa l plots. These 20
acres are zoned for ag r i cul tu r al  pur poses.

I b r i n g th i s  up beca use of ou r recen t conversa t ion abo ut po s s i b l e
plant expansion . Do you want me to refer Ed to you?
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LOOKING GLASS

Industrial Glass Division

To: Plant Manager , Special ty Glass

F rom: P l an t Supe r i n tenden t , Special ty Glass

Re : Personne l Po l i c i es

Copies to: Harry Bates, one of my best supervisors (in the Finishing Room),
recen t ly fired John Jenkins , a 20-year employee , because he
caught John drinking on the job. John came to me afterward to
ask for his job back and to explain what was wrong. Apparently
h i s w i f e  wa l ked ou t on h i m  and he ’s been pretty down about it
so he started drinking . He’s sworn off it now. I had to b~ ck
up Harry , so I told John I ’ d  st ick by Harry ’s decisio n. Doesn ’t
Looking Glass have a policy to deal better with these prob l ems?
The men on the shop floor are hopping mad about John being canned .
I asked our Personnel Manager what the company could do for John ,
but he d idn ’ t have an answer.
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LOOKING GLASS
Industrial Glass Division

To: L is ted Be low

From: V!ce -P res ident , IGD

Re: Reorganization

C O N F I D E N T I A L

Cop~es to: After reviewing the recent per formance of the Specia l ty  Glass and
G lass Piping factories , I must ask whether the two should be

DIR-MFG , IGD co l lapsed into one factory , eithe r at Towson or Lynchburg .
D I R— S& M , IGD
DIR PD , lC D My reasons for combining the two are :

1. Economies of scale: We ’ ve been par t i cu la r ly  burned
lately in buying re la t ive ly  small quant i t ies of
soda ash and sa l t  cake . For example , we pa id  28~
more for soda ash at the Lynchburg plant than we
did at the Auto Glass plant , wh ich orders f i ve
t imes as much.

2. Insuff ic ient  use of capacity :  Recent f igures (see
IGD-28 ) speak for themselves.

3. Reduction of transportation costs: The Towson plant
currently makes a substantial amount of the boro-
s i l i c a te g lass used in g lass p ip ing insu lat on . By
combining the two plants , this cost could be elim-
i na ted.

I know there would be some s ign i f icant  problems by such reorgani-
zation , but none seem terr ibly overwhelming to me now . Give me
your thoughts on these issues: cite pros and cons from your
point of view; ind icate where you think the plant should be
located , and how it should be organized . Try to keep in mind the
best interests of the whole div ision when you make your recommen-
dat ions.

I do not want word of this to go out to your staff. We all  know
what destruct ive rumors can do.
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LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Specia l ty  Glass

From: Eng i neering Manager , Specialty Glass

Re: Vandal ism

Copies to: . -In the past month two of our emp l oyees on the third shift have had
their cars broken into in our parkin g lot. In both cases va l uables
were sto len . Our strategy up unti l  now has been to avoid a fence
and guarded entrance ; instead , we have had one of our maintenance
staf f  (a husky fel low) make rounds every hour during the third
shif t. I know he does this conscien tiously (perhaps too much so--
he keeps a r ig id sc hedule of go ing out every hour on the hour).

Wh i l e  you are at headquarters , perhaps you could ask the other
plant managers what they do to prevent this prob lem . I have
some id eas , but they are a l l  fa i r ly expensive and don ’t fit
into your emphasis on cost reduction .

N.C)

(I)
a)
~ V
> 0

O w
U)

ow
-D cc
.0 c

o c r
-J

=~<mu
0

B— i IGD—53

.4 —

L - 1TJ1



LOOKING GLASS
Industrial Glass Division

To: P lant Manager , Spec ia lty  Glass

From: Plant Controlle r , Speci a l ty Class

Re: APD and Glass Blanks

Copies to. I am responding to our conversation regarding the plant manager of
Integrated Circuits in APD try ing to cut off our supply of alumino-
si li cate glass blanks (f’ r spacecraft windows ) and borosilicate
blanks (for oven windows). I’ ve checked out some of your questions
and have come up with the following:

1. Yes , the price of silicate has gone up, although not by
20%; it ’s more like 13%.

2. The cos t of goods sold is a l so  l i kel y to have increased
because of their greater labor costs. APD in genera l
has t rouble hold in g down cos ts in that a rea .

3. Their estimate of $38,000 is reasonably accurate.
Given our current facilities (which , you remember ,
are not as techn i cally advanced), it would have
cost us about $52,000.

L1 Outside sources are not easily available at a reason-
abl e pr i c e . The clos est I cou ld come was an es t i ma te
f rom G & S Gl ass , wh ich came in 24% over the price we
cu rren t ly  have w it h APO.

5. APD supplies 30% of the glass for our oven windows ,
and 62% of the glass for the spacecraft windows .

In summary , we need their glass. Couldn ’ t you get the Vice-Pres ident
to put his clout behind us on this one? Our profit p icture depends
substantially on keep in g their chea p , r e l i a b l e  sou rce of th i s h ig hl y
spec i a l i z e d  g lass .
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LOOKING GLASS
Industrial Glass Division

To: Plan t Mana ger , Au to Gl ass

From: Perso nne l Mana ge r , Auto Glass

Re: Employment of M i n o r i t ies

Copies to. 
By now Corporate Personnel must have re l eased the fina l figures on
emp loyment of m inor i t i es .  Wh i l e  the data on our plant may not look
good at first sight , let me give you some additional information to
help you interpret the statistics :

(i) The incidence of female hourly emp loyees shot up from
20% last year to 28% this year. Last year we also
got our first black manager. He is perform i ng
superbly.

(2) The guidelines I hear bandied about for the employ-
ment of minorities don ’t make sense in the F i n d l a y
area . Of the res i dents in a 40—mile radius of our
plant , on ly  8% are bl ack or Ch i canos . I t ’s un f a i r
to compare us with the Towson plant , which is out-
side of Bal timore.

(3) Our problem is that mi nor it y candid ates don ’t apply
to us for jobs , par t ic u l a r l y  for professiona l l eve l
openings.

As you can see , the numbers reflect some rea l prog ress made in the
d i rection of hiring women and minorities. They also reflect the
small number of minority individuals living in our part of Ohio.
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LOOKING GLASS
Industrial Glass Division

To: Pla nt Ma nager , Auto G l a s s

From: Personnel Manager , Au to Glass

Re: Prob l em wi th Woman Su perv i sor

Copies to: .In fo l lowing your d i rec t i ve , I’ ve encouraged women to apply for
superv i sory pos it ions. Mary Bri ggs , one of the two female super-
v i sors , has been havin g difficul ty because her subord i nates , all
of whom are men , resent her being their boss. They constantly
joke w ith her about taking orders from someone in a skirt , and
te l l  l ewd jokes i n her pres ence. I ’ ve seen th i s happen severa l
times. Mary is not terribly assertive in her dealings with
peop le , and her subordinates are getting the best of her. She
seemed to get off to a good start on the job. It was after she
f i r e d  someone, eight months into the job , that the men started
harassing her.

I have worked wi th Mary. I even sent her to an “Assertiveness
Course” at Find lay Commun i ty College. The onl y effec t tha t
course seemed to have was a l l o w i ng he r to te l l  me wha t a lo usy
course she thought it was.

Qui te f r ank l y, I ’ ve given up on improving this situation . I
recommend that we transfer her to another plant , and I ’ ve talked
to her about Towson . Mary said she wouldn ’t mind mov i ng to the
Bal t imo re area . Shou ld I con tac t Spec i al ty an d see i f they have
a plac e for her?
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LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Auto Glass

From: Plan t Con t r o l l e r , Auto Glass

Re: Soda Ash C r i s i s

Copies to. We have a cr i s i s on our hands~ The rep a t Moun ta i n  Mi nera l s, Inc.,
our sup p l i e r  of soda ash , just called to tell me they won ’t be ab l e
to p rocess any more soda ash for the nex t fou r weeks , because some-
body dynami ted a l l  their m ini ng equ ipment las t n ight. Because it
i s so spe c i a l i z e d , it ’s hi ghl y unlikely they will be able to get
it rep laced before fo u r weeks , if then. We currently have a 6-day
su ppl y (at 150 tons per day).

The only viable opt i on seems to be to borrow from the other divi-
sions. I’ m sure the Commercial Glass Division has surplus. By
the way , i t would be best for us to ge t the soda ash del i vered
by train. Our storage silos hold only a 3-day supply.
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Developmen t , IGD

From: V ice—President , IGD

Re: Auto Glass Stud y

-H
Cop~es to: Our Auto Glass plant has become profitable , but I’ m worried about

DIR-M FG lC D runn ing so close to capacity given the age of some of the machinery.
I would l ike a 10-yea r projection of equipment needs for that plant.
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• LOOKING GLASS
Industrial Glass Division

To: Plant Manager , Auto Glass

From: P lan t Super in tenden t , Auto Glass

Re: Sloppy Practices by Eng i neering Staff

Copies to: The past two visits by OSHA inspectors have produced two embar-
ras s ing ly obv ious i nfract i ons by members of the eng ineering
staff. During the first visi t , the OSHA inspector literally
tri pped over a tool box left behind by one of the maintenance
staff. During the second visit , an eng i neer was not wear in g h i s
hardhat in a clearl y designated hardhat area--again the inspector
noticed . We are hav ing  enough trouble wi th OSHA on major i ssues
like temperatures in certain working areas , and we don ’t need
stupid blunders such as those made by the eng ineering group . I’ ve
talked to the Engineering Manager , but Bill didn ’t do anything.
Just today I saw some more tools left by the maintenance staff in
front of a doorway. Will you handle this?
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LOOKING GLASS
Industrial Glass Division

To: Plan t Manager , Au to Glass

From: Eng ineering Manager , Auto Glass

Re: Creative Engineering

Copies to:
Some good news~ B i l l  Thor ton , an eng i neer i n my group, has per-
fected a new finishin g process wh i ch (1) reduces by 30% the use
of chemicals , and (2) increases quality of the final g lass product.
Bi l l  did it a ll on the side. It was not even assi gned to him--he ’ s
been do i ng some problem solving involving packag ing . I don ’t have
many ways to rewa rd him , except to give him a pat on the back , as
my mer i t bon uses for the yea r are a l l  used up. I would app rec i a te
i t if you could stop by and congratulate him yourself.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing , IGD

From: Sales Manager , Midwest

Re: Rejected Shipment

Copies to: M iller Motors just called and told me they a re  not accepting the
latest shipment of 800 tons of b lanks (worth $350 ,000) for their
auto windows since they have completed production of the current
year models. Apparentl y, their sales dropped precipitously in
the past few months , so they shut down p roduc ti on for th is  model
yea r three weeks early. They say they can ’ t use the glass in
nex t year ’s models because the chemical composition has to change
(to comply with more stringent federal regulations).

Miller Motors is our oldest and largest consumer for auto g lass
(32% of our auto glass sales th is  year) .  This kind of thing has
never happened before .

They are c lear ly  v io la t ing their contract , wh ich they sign on an
annua l basis , commi t t ing themselves to a minimum purchase for
that period . Their year is now up and they did not make the
cor.tracted amount of purc hases.

What can we do?

(i) We can remind them of their contract , and threaten
legal action if they don ’t accep t the sh i pment.
Legal at Corporate has said we have an open-and-
shut case.

(2) We can attempt to sell the glass , greatly dis-
counted , to another auto manufacturer.

(3) We can turn the glass i nto cullet.

I would suggest we pursue No. 2, but await word from you.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing, IGO

From: Marketing Resear ch

Re: Truck Glass Possibilities

Copies to. Our task force on sales possibiliti es for truck windows and wind-
shields yielded the following :

(i) Tonnage carried by U.S. carriers is projected to
increase 8- 10% annually for the next 7 years.

(2) Federal and state leg islation is in process that
would decrease the max i mum allowed wei ght of a
loaded truck .

(3) Trucks used by major interstate transit lines are
ru n at th e i r  l i m i t . The average t r uck i s on the
road 9.5 hours during a typica l day. Most experts
bel i eve that represents maxima l usage .

(4) The truck window and windshield market is split
among eig h t sup p l i e r s .  No sup p l i e r  holds more
than 20% of the market. Looking Glass is , of
course , not included in that group . (I still
don ’t understand why that fateful decision was
made not to enter the truck market twenty years
ago.) For most of our competitors the truck
glass market generates juicy profits.

(5) The truck manufacturer market is more fragmented
than auto (8 producers versus 3). One encour-
ag i ng bit of news is that four manufacturers
accoun t for 80% of truck sales.

(6) To make an impact on the market we should
probably focus on hi gh quality rather than
price. Truckers seem to be attracted to comfort-
able , well-buil t cabs , and pr i ce i s secondary.
If the windshields , for examp l e, could i ncorpora te
an ins tant defroster , we would have a winner.

a, ~ Product Development might have some other good
i deas on how to make our product unique .

0

(7) If we could capture 10% of the marke t , we cou ld
E.9~ generate $20 mil l ion in sales.
ocr

I’ ve gone about as far as I can w i th  this projec t . W i l l  you be
review i ng this wi th the VP-soon ? In antici pation of our mov i ng
in this direction , I ’ ve bought a CB unit-—we ’ l l  have to learn
their ianguage~
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LOOKING GLASS
Industrial Glass Division

To: Vice-Pr esident , IGD

From : Direc tor of Sales and Marke t in g, IGD

Re: Cozy Re lationship wi th  Cl ients

Copies to. 
I have been following some of the sales tactics used , particularly
by the sales manager for the Midwest , Charlie B i dwe ll . Specif i-
ca l l y :

(1) Logs for our corporate jet indicate that in the past
month he took (on separate occasions) representatives
from two of our major auto customers to Southern Pines ,
Nor th Caro l i na , on unspecified business.

(2) He has twice allowed representatives of these same
two customers to use his 35-foot sloop (docked in
Anna polis) for vacations. The boat appa rently was
stocked with booze and food .

Charlie has done a superb job hold ing our market share in auto
glass. He is one hell of a salesman , and has his staff behind
him 100%. However , I am wor r i ed  tha t h i s  tac t ics are becoming
unethica l , if not downright illegal.

I would  l i k e  a meet i ng w it h you at your e a r l i e s t convenience to
resolve this issue. 
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LOOKING GLASS
Industrial Glass Division

To : L i s ted Below

From: Plant Superintendent , Glass Piping

Re: Ex pansio n Tro ubl e Shoo t in g Task Force--A Postmortem

Copies to: I want to give you my opinion of the Expansion Task Force created
three months ago. It consisted of a Product Development eng i neerD I R M F G , I GD f rom Cor pora te , as well as three representatives from my plan t

DIR S&M , I GD (production control , manufacturing , and eng i neering). The prob lemD I R PD , I GD we faced was a ma l function of the production process in making
insulation precisely at the point where the foaming agent is
mixed with the cellular glass. At this point the compound should
expand 8-10 times. We often had expansion of only 4-5 times the
ori g ina l amount. The problem was unresponsive to many different
changes in heat , composition of raw materials , etc.

Well , the task force never got off the ground . It appeared to me
that Jane Hanson , the PD representative chairing the task force ,
qu ickly took sides , immediately jumping on the manufacturing
represen ta ti ve. He c lear l y d i d  not have h i s  “day in court ,” and
stopped attending after severa l meetings like this. I can ’ t
b la me h i m , as I think his position was reasonable. I thought
these PD people were supposed to be “faciIitators~--Jane was
more of an “obstructor. ”

By the way, in the meantime the expansion problem has rather
mysteriously disappeared . I see no need to resurrect th is  task
force.
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , lCD

From: V ice-President , IGD

Re: Packa g ing

Copies to. 
I enjoyed our conversation today about developing new techno l ogies

DIR—S&M , I GD for packaging some of our more difficult items (like p ipirg and
specialty windshields). We surely have a problem with breakage ,
particularly for i tems like piping , which has a breakage rate of
up to 10%. The present combination of cardboard and wooden frames
makes for a bu l ky and heavy container , which results in hig h
freight shipment costs , particularly to the West Coast. What we
need is a light , durable cover that hugs and cushions the piece
of g lass .

We have come up with the i dea of a plastic bubble which completely
surrounds the glass. (You ind i cated our neighbor down the road ,
American Plastic , is experimenting with such a process.) Why
don ’t you sketch out some i deas on a possible PD-d i rected project
in this area? Start with explorin g severa l possibilities in
add i ti on to the p las t ic bubbl e noti on . A lso , figure out if this
covering could somehow be made in-house. As usua l , I would like
all of the specs you normally include in any PD proposal.

I think you ’ re on to some good i deas , so le t ’ s push them a bit
f u r ther.

I ’ ve copied the Director of S & M and expect Sales and Marketing
to help you (1) pinpoint breakage problems and (2) determine if
there could be an outside market for our new product.
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , lC D

From: Vice Pres i dent , lCD

Re: Microwave Oven Windows--A Look at the Future

Cop,es to. I ’ m pleased with the substantial inroads we ’ve made in the micro-
wave oven area. The deve l opment by your group of a low-cost ,
hi gh-quality window is one reason we ’ re sitting comfortably in
this market. While I was talking to the President of High Point
I ndustries yesterday (still our major customer in this area), he
indicated that they are planning a whole new generation of micro-
wave ovens to be introduced into the market in about three years.
A par t of the changes p la nned w i l l  in vo l ve wi ndow s of d i f f erent
specif i ca t ions.  Le t ’s get on top of this situation and chat about
this today before I forget the details of the conversation . It ’s
time for some long-range plann i ng .
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p LOOKING GLASS
Industrial Glass Division

To : F i l e

From: V ice-Pres ident , IGD

Re: Notes on Conversation with President of Hi gh Point Industries

Copes to: 
— Arranged my visit to his plant for the 14th of next month; plan
to stay an additional day to join him for golf.

- There are no major prob l ems with our windows for his microwave
units. Delivery is on time ; he is a bit upset about breakage ,
and even though they get reimbursed , it is costly for them
(additiona l labor).

- They a re p lanning an introduction of a new generation of micro-
wave ovens within three years .

Charac te r i s ti cs :

- l owe r cos t
- more compact
- greater window area (not sure why)
- more energy efficient
- large disp lay uni ts on window (to show things like

# minutes before food is finished) using the tech-
nology of aircraft window display units

— portable units

— I should talk to the Director of Product Development and get PD
moving on this.
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , lC D

From: Project Manager , Project Deepsea

Re: Progress Update

Cop es to: .Our Project Deepsea has again run into snags. We ’ve al ready spen t
$3.5 million over the past two years and are now stuck at the point
of manufacturing a small number of prototypes. The specifications
for developing this high-stress glass for use in submarines and sea
labs are unreal. They make our specifications for the recent space-
shuttle windows l ook like kids ’ play. Our staff (some of the
brightest in our division) have tried their damndest~ Here are some
problems we haven ’t solved :

1. The use of so many rare materials in the g lass puts
us way out of line in terms of cost specifications.

2. The techno l ogy for produc i ng this type of glass is
about five years behind us (so say the last three
expert consultants we ’ve brought in).

3. Our stress tests indicate the type of glass needed
for submarines is vastly different from tha t re-
quired for sea lab vehicles. There is no way we
can meet both needs.

4. We ’ re unsure about the potential market for this.
If the Navy is supposed to be so interested in
th i s  ef fo r t , why haven ’t they sponsored ou r R & D
efforts? I’ m beginning to respect their wait and
see attitude.

I know this is the President ’s pet project , and that the Pres i dent
wants to impress the Navy with our technolog i ca l prowess , but I
th i nk th i s is a dead end a l l ey.  I would recommend imme d i a te
rev i ew of the viability of this project at the highest levels.
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LOOKING GLASS
Industrial Glass Division

To: Direc tor of Man u fac tu r i n g, I G O

From : Plan t Super in tenden t , Glass  P ip ing

Re : A P u b l i c  Rela t ions Prob l em w it h the Alm ig h ty

Copies to: Here ’s one for you~ Next Friday I am meeting with several min isters

PM-AUTO 
representing a large number of Lynchburg area evangelica l congrega-

PM-SPECIALTY 
- tions. It seems their parishioners (many of whom work for us) have

told them we manufacture piping used in the making of various
alcoho l i c produc ts. I ’ ve been told the ministers are quite indig-
nant about this and plan to ask me to stop making such p i p in g . I f
we won ’ t stop , they w i l l  preach aga in st work i ng a t Look i ng Glass .
Bein g a tra nsp la ted Ya nkee , this is all quite new to me.

I do have a p l an  of ac ti on for next F r i d a y ,  but I wa nted to check
with you for suggestions.
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LOOKING GLASS
Industrial Glass Division

To: Listed Be low

From: Director of Sales and Marketing, IGD

Re: Quarterly Sales Report

Copies to. 
Attached is a summary of the division ’s la test quarterly sales.

v~, l C D For the division as a whole , sales have shown a s o l i d  increase
DIR-MEG , IGD (i4%) over the same quarter last year.
PM-AUTO
PM-SPEC IALTY Auto Glass sales were 2% above forecast , l a rge ly  due to an or der

from American Auto to prov ide g lass for a new economy ca r they
are introduc ing.

Spec ialty Glass is 15% be low forecast , due largel y to an unexpected
belt-t ighten ing move by the federa l government. The aircraft and
m icrowave oven markets continue to show s o l i d  i mprovement s.

The Glass Piping market is expanding far beyond forecasts. We
have made solid inroads sell ing to wine and soft drink processing
equipment manufacturers , par ticularly on the West Coast.
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LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing, lCD

From: Plant Superintendent , Glass  Pi p ing

Re: Cost of Goods Manufac tu red

Copies to. 
Attached is the latest quarterly report on Cost of Goods Manu-

vp , I GD factured by Glass Piping . Our total costs are 7% above budget.
- 

The increase ref lects unexpected u t i l i t y  cost increases and
inefficient use of raw materials and labor due to an influx of
small orders requiring frequent chang ing of specifications.

‘0N.
C)

U)

V> w
o w

U)

I-
“U,

3m
muC.)a

B 2  1G0 71A

Ii ~iI: I~ IT_ -i - -

~~~~~~~~~~



LOOKING GLASS

INDUSTRIAL GLASS D I V I S I O N

GLASS P I P I N G

COST OF GOODS MANUFACTURED

LAST QUARTER
(In Thousands)

BUDGET ACTUAL VAR IANCE % OF MEG . COST

DIRECT RAW MATERIALS $ 828 $ 888 +7% 22%

DIRECT LABOR 1 ,127 1 ,228 +9% 31%

VARIABLE OVERHEAD 897 996 +11% 25%
u t i l i t ies and
benefits

F I X E D  OVERHEAD 87~i 862 -1% 22%
depreciation , taxes ,
rent , allocated
overhead

- - .- 

TOTAL $3,726 $3,97’f +7% 100%

STANDARD CURRENT

FINISHED GOODS 30 days 23 days
INVENTORY LEVEL

P

- McCall , Lombardo, DeVries 1978
8—2 All Rights Reserved IGD- 7IB
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LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing , IGD

From: Plan t Manager , Special ty Glass

Re: Cost of Goods Manufactured

Copies to: 
Attached is the latest quarterly report on Cost of Goods Manu-

~~ IGD factured by Specialty Glass. Our total cost was up 5% above
budget. We are pleased that our efforts to cut down fixed
overhead have paid off. Our variable overhead is well beyond
accep table  l i m i ts , due to increases in natura l gas fees. Steps
are be i ng taken to remedy th i s overrun .
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LOOKING GLASS

INDUSTRIAL GLASS DIVISION

SPEC IALTY GLASS

COST OF GOODS MANUFACTURED

LAST QUARTER
(In Thousands)

BUDGET ACTUAL VAR IANCE % OF MFG . COST

D I R E CT RAW MATERIAL S $ 989 $ 973 -2% 32%

DIRECT LABOR 1 ,035 1 ,099 +6% 36%

VAR IABLE OVERHEAD 421 511 +21% 17%
u t il i t i e s  and
benef i t s

FIXED OVERHEAD 437 ~432 -1% 14%

deprecia t ion , taxes ,
ren t, allocated
overhead

TOTAL $2 ,882 $3,015 ÷5% 100%

STANDARD CURRENT

FINISHED GOODS 30 days 38 days
INVENTORY LEVEL

P

McCall , Lombardo. DeVries 1978
8-3 All Rights Reserved IGD-72B
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LOOKING GLASS

Industrial Glass Division

To: Director of Manufacturing, I G D

From: Pla nt Mana ger , Auto Glass

Re: Cos t of Goods Ma nu fac tu red

Copies to: .Attached is the latest quarterly report on Cost of (aood s Manu-
VP , lCD factured by Auto Glass. Our total cost was within 3% of budget ,

well within norma l variance l im i t s .  Substant ial  savings have
been ach i eved in raw materials. Both labo r and utilities are
above expected and reflect a quality contro l problem .
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LOOKING GLASS

IN D U S T R I A L  GLASS D I V I S I O N

AUTO GLASS

COST OF GOODS MANUFACTURED

LAST QUARTER
(In Thousands)

BUDGET ACTUAL VAR I ANCE % OF MFG. COST

D I R E C T  RAW MATERIALS $3, 475 $3,185 -9% 29~

DIRECT LABOR 3,257 3,623 +11% 32%

VARIABLE OVERHEAD 1 ,943 2,162 +11% 19%

ut i l i t ies and
benefits

F I X E D  OVERHEAD 2 ,171 2,185 +1% 20%

deprecia t ion , taxes ,
ren t , al located
over head

TOTAL $ 1 0 ,856 $1 1 ,155 +3~ 
100%

STANDARD CURRENT

FINISHED GOODS 30 days 21 days
INVENTORY LEVEL

McCall. Lombardo. DeVries 1978
p B 3  All Rights Reserved IGD 73B
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LOOKING GLASS
Industr ial Glass Division

To: President

From: Vice-Presid ent , IGD

Re: Net I ncome for Last Quarter 
- - - . 

-

Copies to: 
LAST QUARTER

DIR-MFG , IGD (In Thousands)

DIR-S&M , lCD
DIR—PD , IGD 

Net Sales Net income 
- 

Income (% Sales)
PM-SPECIALTY 

Auto Class $15,875 - 
$2,245 14%

Specialty Gl as~s 3,80~4 (274) -7%

Glass Piping 5,100 258 5%

D I V I S I O N  $24 ,779 $2 ,229 9%

PREVIOUS QUARTER
(In Thousands)

Net Sales Net Income Income (% Sales)

Auto Glass $14 ,450 $1 ,1 56 8%

Specialty Glass 3,511 62 2%

Glass Piping 3,800 88 2%

D I V I S I O N  $21 ,761 $1 ,306 6%

This has been a quarter of sol id growth in Auto Glass. Both Specialty
and Piping have shown a marked drop in income .
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• LOOKING GLASS
In dustrial Glass Division

To: Di rector  of Product Development , l C D

From: V ice-Pres ident , lCD

Re: Rising Manufacturing Cos t s

Copies to. 
Last quarter ’s Cost of Goods Manufactured report for the Specialty
Glass plant revea l ed some unfortunate variances. The variable
overhead was 21% above budget. While I ’ l l  be speaking to the
manufacturing peop le about th is , I’d  also like your input. I know
you and you r s taff have worked clo sely with manufacturing on some
key projects in that p lant .  By the way, if you don ’ t fee l you
ha ve enoug h information regarding production costs in Specialty
Glass , please see me and I ’ l l  provid e you with enough to a l l ow
you to make a reasoned recommendation . Time is of the essence
here!
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LOOKING GLASS
Industrial Glass Division

To: D i rec tor  of Sales and Marketing, lCD

From: V ice -P res iden t , lC D

Re: Marketing Emphasis

Copies to I just read the President ’ s memo to you concerning the Coordinated
Sales P rogram. I want you to know that I raised this particular
issue in the Management Committee because I sense a possible
leaning toward APD and thei r  needs in terms of overall corporate
marketing st rategy.  I want you to be a forceful advoca te of IGD
needs and interests in th is  ad hoc group. Before you meet w i t h
them , please give me a briefing outlining the strategy you plan to
take .
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LOOKING GLASS
Industrial Glass Division

To: F ile

t From: V ice -P res iden t , lC D

Re: Marketing Issues

Cop es to. 
In today ’ s Management Committee meeting the Vice-President of APD
presented plans for marketing the line of optica l fiber products.
The plans are ambitious and rece i ved the President ’s warm support.
If lCD or CGD are to get active corporate support for marketing
new products , we had better ra i se the issue of a larger corporate—
wide investment in marketing. I ’ m particularl y worried abou t the
glass p iping line being bypassed .
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Marketing , l C D

F rom : Sal es Ma nager , West Coast

Re: APD vs. IGO Service Terms

Copies to. I ’ ve just run into a problem--one you ought to know about. Yes-
terday I c a l l e d  a t Bent l ey Aeros pace, the company that is in
advanced stages of planning a new supersonic bomber. They are
about to let bids for the windshields (a total of 30 square feet
per plane) . When I expressed an interest in submitting a bid for
Look i ng Gl ass , my contact at Bentley insisted that we provide an
unlimited free maintenance contract as part of the bid. He m d i-
cated that APD provides such a service when selling them integrated
circ uits. Since when has Looking Glass become so generous? We
have never given such blanket service in lCD , so why does APD g ive
better terms?

Can you resolve this issue for me? The Bentley contract could do
much to help the fluctuating Specialty Glass sales.
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LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing , I GD

From: Vice President , I GD

Re: Security Regulations - An Update

Copies to. 
In yesterday ’s Managemen t Committee meeting we reviewed the proce-
dures for p ro tect i ng our p roduc ti on secre ts regard i ng both
techno logy and formulas. Given the episode of two years ago in
the Specialty Glass plant , we must remember to be constantly on
the alert. I s t i l l  don ’ t understand how two of our competitors ’
tech n ic i ans were a l lowed to vi ew the compl ete p roduc t ion process
for the new microwave oven windows . At any rate , the new regula-
tions take place imediately and replace the existing code. They
are :

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

2. No outside glass professionals are allowed in pro-
duction areas without written authorization from
th i s off i ce.

3. A ll suppliers , customers , and other out s i ders
need i ng access to production areas wil l  be carefully
screened and must si gn a confidentiality agreement.

4. Any b reach of security rules will be prosecuted .

I wan t to be i n f o r med of your strateg ies to implement this new
pol i cy.
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LOOKING GLASS
Industrial Glass Division

To: Director of Sales and Market i ng , lC D

From : Sales Research Staf f

Re: Breaka ge F ig ures Informa t ion

Copies to: .This memo is i n response to your request for more data on breakage
f igures for our th ree prod uct l i n e s . Work i n g w it h the Cont r o l l e r ’s
group, we came up with the following estimates for the past fisca l
yea r :

% of De l i ve red Goods

Auto Glass 2%
Spe c i a l ty Glass  3%
Glass  P ip ing  10%

These figures support our earlier argument that Glass Pi ping needs
to clean up its packaging act. Their hi gh breakage rate is causing
some uncomfortable s it ua t ions for our peop l e i n the f i e ld .

I n order to see if Glass Piping was underinvesting in the packag ing
area , we ca l cu l a ted packa g in g cos ts as a perce nt of total produc t ion
costs, as fo l lows :

Auto Glass  9%
S p e c i a l t y  Glass  7%
Glass Pipin g 12%

As you can see , Glass  P i p i ng is not sc r im p in g on packa g i ng . I t may
be that packaging of glass piping (quite a delicate operation)
requires a whole new concept.
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LOOKING GLASS
Industrial Glass Division

To: Vice-Presid ent , IGD

From: Director of Product Development , l C D

Re: Bonus Nomination

Copies to: B i l l  Sumer s, Project Director of the effort to dea l with infrac-
ti ons of was te em i s s ion  standards , has persona l l y  crea ted a
breakthrough regarding li quid emissions. I anticipate receiving
his report next week. I would like you to allocate $2,000 for a
bonus to reward Bill’ s superb efforts.
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I • LOOKING GLASS
Industrial Glass Division

To: Plant Superintendent , Auto Glass

p From: Melting Superv i sor , Auto Glas s

Re: Perso nn el Red uct ion Su ccess

Copies to: When we introduced the float process machinery three years ago ,
PM-AUTO we set a target of 30% fewer hourly workers in the melting room.

While we had to hire twenty extra workers durin g the first few
months after the machinery was instal led , we have now reduced
the n umbe r beyond tha t targeted . We have reduced the number of

• hourly workers by 48% as compared to three years ago. I’ m pleased
to have go tten us down so fa r , as I remembe r this was one of two
objectives you set for me at that time .

Wh i le we ’ve had to lay  off a fa ir number of workers to reach
this goa l , they ’ve gone fa i r l y  qu i e t l y , and I was ab le to foc us

5 - on workers w it h on l y  a few yea rs a t Looking Gl ass.
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Industrial Glass Division

To: Vice-President , I GD

p From: Director of Manufactur%ng , I GD

Re: P l a n t Manager , Special ty Glass

Copies to: The plant manager of Specialty has written me expressing interest
in the open posi ti on mana g i ng the proposed Ca paci tors pla nt . I
support this i dea wholeheartedly and ask for your support also .
Given the poss ib i l i ty  of merg ing the Glass Piping and Special ty
plants (as suggested in your recent memo), it would be wise to

• select a manager with l oyalties to neither of the existing plants.
A move of the Specialty Glass plant manager to another d iv is ion
would  be most conven ient at this time . I must say that the
recent spotty performance of Specialty Glass makes me wonder if
the p la nt manager m i ght not serve the company better in another
d iv is ion .
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LOOKING GLASS
Industrial Glass Division

To: Director of Product Development , I G D

From: Research Specialist

Re: Japanese Competition Invading Our Shores

Copies to. The Yoshuba Glass Company of Japan has opened a manufacturing site
in  Sunnyvale , Cali forn ia. They are making predom i nantl y TV tube
casings for West Coast distribution . What makes them particularl y
in terest ing is a new float process they ’ve developed and appl ied
to auto glass in Japan. I understand they hold the l ion ’ s share
of the auto g lass market in Japan. Today they announced a planned
expans ion of product l ines at their Ca l i fo rn ia  S i te  to include
auto glass. Their improved float process should allow them to
se l l  au to g lass products at 5—7% less than Looking Glass.
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LOOKING GLASS

Industrial Glass Division

To: Direc tor of Sal es and Marke tin g, IGD

F rom : Marke t in g Speci a l i s t

Re: Projected Foreign Auto Sales

Copies to: I ’ ve just read the latest issue of a respected auto industry peri-
od i ca l which  sugges ts tha t the major U . S .  au to man ufac turers p la n
to agg ressive l y invade the market tradi tionally served by the
West German and Japanese imports. Al l fee l they are on the verge
of some major eng i neer i ng breakthroughs , a llow ing for increased
gas m ileage of between 25 and 45%. This , comb i ned w it h a strong
buy—Amer ican advertising attack , should reduce the foreign autos ’
share of the domestic auto market within the next 3 to 5 years.
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LOOKING GLASS
Industrial Glass Division

To: Vice—President , l C D

From: Director of Sales and Marketing , l C D

Re: Reorgan ization

Copies to: In response to your memo on reorgan izing ( I GD— 5 2) ,  let me say that
I we l come this discuss ion . Product lines from both plants have
g iven us t rouble from a sales point of view. As you know, an
increasing percent of our sales is to West Coast customers , for
both spec i al ty g l ass and g lass  pipi ng . The customers for the
aircraft and piping product lines are located predominantly on
the Wes t Coas t . Two p roblems have dogged l y  f o l l o w ed us in servi ng
these two markets: hi gh transportation costs and long delivery
lead times. Customer relations could be dramatically improved
if at least these two product lines were comb i ned in a new West
Coast manufacturing site.
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LOOKING GLASS
Industrial Glass Division

To: V ice-Pres ident , lCD

From: Director of Manufacturing , (GD

Re: Reorganizat ion

Copies to: Your memo (IGD-52) addresses an important problem facing our
division . Before citing pros and cons of collapsing the two
plants , I would ask if we could obtain information on the
following questions:

(1) How much of a capital investment would be required
at either site to incorporate all product lines?
How much would this investment tax our corporate
resources?

(2) What would the proposed collapsing save in the
way of transportation costs (for borosi licate
glass)? What percentage of cost of goods manu-
factured does this represent?

(3) What would be the direct and indirect costs of
moving either plant (personnel , equipment , etc.)?

Neither my staff nor I have answers to these questions. It
would help our thinking if the Controller ’ s office could be
brought in to present some hard data. Let me know if we can
be of any further assistance in this matter.
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LOOKING GLASS
Industrial Glass Division

To: Director of Manufacturing, (GD

From: Vice-President , (GD

Re: Alternative Energy Sources

Copies to: The V ice-President of APD recently shared with me some background
memos on the issue of energy sources. I found these thoroughly
research ed and of potential use in our ana l yzing variances in
energy costs for all three of our plants. The recen t increase in
utilities costs at Glass Piping requires some action . The
attached memos should help you form a recommendation .
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LOOKING GLASS
Advanced Products Division

To: Director of Manufacturing , APD

From: Director of Product Development , APO

Re : Anal ys i s of Energy Forms

Copies to:
In  res ponse to yo u r req uest, some glass manufacturers are conserv-
ing energy by usi ng more efficient ovens during the melting process.
Since natura l gas is a diminishing resource , as is oil , many
companies are changing to electric. For examp le , National is
changing to all-el ectric ovens and furnaces which can operate at
three times the efficiency of standard ones. They can now change
over 70 percent of their operations to oil , elec t r i c , or propane.
For some processes , like fire polish ing , only gas can be used.

Oil has recentl y tri pled in price ; liquified natura l gas has gone
up even more . Certain g l ass p roduc ts , such as lead g lass , table-
ware , and borosi licate g lasses , require electric heating for
quality reasons. Gas is the preferred fuel when only capital is
considered because all you need to burn it is an air source , two
va l ves to a 1, and a nozzle. Oil requires more complicated burners
and storage. Coa l costs are even more , and electric heat requires
the most of all. When heat recovery is added , capital cost beg ins
to mount for coa l , oil and gas. When air pollution control equip-
ment is required , the ca p i tal p i c tu re chan ges si gn i f i ca nt ly  in
favor of electric.

Pure carbo n diox i de i s g i ven off from electrically—melted glass.
Carbon diox i de profit calculates to $7.50 per ton of glass produced .
Future power p lants fired with natura l gas or oil are definitely
out . The government is pushing utilities to use coal. Hyd ro-
electric power is important in some areas , but it supp lies only 5
percen t of the U . S .  tota l , and there aren ’t many sites left.
Nuclear power supplies 8 percent; this should increase , but it
won ’t reach the 30 percent once projected. Coal looks like the
most likely source to produce electricity . It ’s cheaper to have
coa l burned in a power plant. Let that plant deal with the air
pollution and me lt electrically with no air pollution at all.
Then , of course, we ’ re at the mercy of a public utility. Industr ial
consumers have had service interrupted in both winter and summer
months recently, and that trend is likely to continue .

O w

o Cost to produce a ton of glass by electric heat or oil heat is
e

m exactly the same, $21.00 a ton . When you bring in the carbon
dioxide profit of $7.50 per ton of g l ass , the advantage is
clearly with electric melting .
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LOOKING GLASS
Advanced Products Division

To: Director of Product Development , APD

From: Research , Product Deve lopment

Re: Energy Est imates

Copies to:
START-UP EFFICIENCY POLLUT ION EFFECT IVENESS OF
COSTS OF OVENS CONTROL COSTS POLLUTION CONTROL

O il Moderate Moderate Hi gh Moderate

Gas Mod erate Mod era te Low Modera te

Elec t r i c i t y  Very  H i gh Very H igh Very Hi gh Nearl y Per fect

Coa l H i gh Moderate High Low

TOTAL COST OF ENERGY
REQU IREMENTS (INCLUDING
ACQUISITION ,  START-UP & FEASIBILITY OF USE OF
OPERATING cosTs) FOR NEXT ENERGY IN YEAR 2000
FIVE YEARS (includ i ng
melting unit and pollution
contro l)

O i l  $22.1 m i l l i o n  Near zero

Gas $18.9 mill i o n Near zero

E lec t r i c i t y  $38.0 mi l l ion  Very hi gh

Coa l $20.0 m i l l i on  High
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LOOKING GLASS
Advanced Products Division

To: Director of Product Deve l opment , APD

From: Research

Re: Po llution Standards

Copies to. 
Until we are prepared to use ultimate energy sources (solar ,
nuc lear) , the on ly way we can meet pol lut ion standards is by
electr ic ovens using e lec t ros ta t ic  prec ipators for most of
our me lt ing.

Even though the start-up costs are a lmost double , we spend very
l ittle overtime on pollution contro l plus we get CO2 as a product.

Projecting to the year 2000, there ’s no question about it.
Elec t r i c i ty i s by fa r  the mos t cos t effec t ive .
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LOOKING GLASS
Industrial Glass Division

To: Vice-President , (GD

From: Adm in i s t r a t i ve  Ass is tan t

Re: Decis ions , Decis ions

Copies to. We l come back~ I hope your trip to Europe was relaxing and thor-
oug hly enjoyable. As you requested , I have looked through your
in-basket and flagged the i mportant items . Here they are:

(1) A speech at tomorrow ni ght ’s Sales Award Dinner.
(lsD-7)

(2) A call from the President regarding tennis ,
requiring a response. (IGD-15)

(3) A chance to produce furnace linings. (PRES-L+A & B)

(1+) Recommendation regarding investment oppo r tun i t i es .
(PRES- 14)

(5) I heard the Auto Glass plant is running seriously
short of soda ash. I know nothing more about this.

(6) You might want to review the substantial variances
for some items on Cost of Goods Manufactured for
both Specialty and Glass Piping . (IGD— 71A & B ,
72A & B)
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LOOKING GLASS
Industrial Glass Division

To: Pla nt Ma nager , Auto Glass

From: Director of Product Development , (GD

Re: Machinery Replacement

Copies to- The Vice—President has asked me to generate a strategy for rep lac—

DIR-MFG (GD 
ing machinery over the next 10 years. Could you categorize your
machinery into major groups (mixing , melting, etc.) and ind i cate
what wi l l  have to be replaced and when? I know your plant has
been shortchanged in the past , with the company more interested
in the exotic hardware in Specialty Glass. This is a good chance
to solidif y your equipment picture .

The VI’ is in a hurry for th is--could I have an outline by this
afternoon?
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