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FOREWORD

The Associated Traffic Clubs of America urged the Department
of Commerce to undertake a survey of traffic management in the
United States, pointing out that unnecessary industrial waste is
going on in business in connection with the traffic, transportation, and
shipping functions. The cooperation of such organizations as the
Associnted Traftic Clubs of America, the National Industrial Traffic
League, chambers of commerce, and the regional advisory boards of
the American Railway Association was offered.

In compliance with this request, the department, through -the
Domestic Commerce and Transportation Divisions of the Bureau
of Foreign and Domestic Commerce, undertock a research into the
causes of industrial waste associated with traffic management—a
national survey of industrial traffic management as it pertains to
various fields of activity and as conducted by establishments of
various sizes, the nature of this phase of business administration, its
place, purpose, organization, control, functions, and cost. Trans-
portation costs in the average business, it developed, account for as
much as 25 per cent of the total expenditures; in some, for a great
deal more than this. Clearly, then, there is need for a broad and
accurate conception of the importance of traffic management in the
‘industrial structure.

There has been an absence of information concerning the general
grnctices of business establishments in the organization of traflic

epartments and the delegation of work to them for direct super-
vision or advisory control which has prevented the formulation of
general principles governing traflic matters; yet, unless sound con-
ceptions, of the jurisdiction of the traffic department and its rela-
tionship to industry are held by those directing a business, its work
will be onlg partially successful. The findings in this report should,
therefore, be of value both to enterprises with and to those without
traffic departments, and to trade and community associations, regula-
tory bodies, carriers, and others interested in the economical and
efficient handling of goods, for thers is embodied in it authoritative
information not previously available. The report does not attempt
to discuss in detail every traflic activity nor to list every opportunity
for waste or saving; its value lies in the many avenues for thought
and study which it opens up.

The fine spirit of cooperation that marked the making of this
survey is exemplified in the willingness with which firms told of
past errors or wastes—later corrected through proper traffic man-
agcment—in_order that others might benefit therefrom in the future.
The bureau is deeply grateful for cooperation of this highly con-
structive character.

The report is unigue in that, through giving the exact language of
questionnaire replies from actual users of transportation, it presents

R4



vio T FOREWORD

a cross-section of present-day thought on industrial traffic admin-
istration. The bureau can not, of course, assume responsibility for
the individual views quoted. :

The report, written by Wayne E. Butterbaugh, professorial lec-
turer on transportation in the University of Minnesota, was pre-
pared under the general supervision of A, Lane Cricher, chief ofp the
transportation division of this bureau. Acknowledgment is made of
the valuable assistance rendered the author by Jacob Levy in the
preparation of the manuscript.

‘Wririax L. Cooper, Director,
Bureau of Foreign and Domestic Commerce.
Novemser, 1930.



INDUSTRIAL TRAFFIC MANAGEMENT
A SURVEY OF ITS RELATION TO BUSINESS

CrAPTER 1
INTRODUCTION

Business men of the passing generation have bent their efforts
mainly toward solving the problems of production and manufac-s
ture. Astonishing results have been achieved in cutting production
costs in the extracting and converting industries. These savings
have been brought about by policies covering the specialization and
division of labor, large-scale operations, modern methods, and con-
tinual improvements and inventions in machinery. America has in
consequence attained forefront industrial rank.

In this development other phases of business have not always
received the same thought and effort. Attention has been diverted
from the fact that each field of business management must be scien-
tifically developed, and to an equal degree, or the gains mdde in one
branch may be lost in another; for the long chain of handlings and
movements between original production and ultimate- consumption
provides many opportunities })or waste.

Production gains often are lost to a considerable extent when the
goods are assembled and distributed. Without apparent justifica-
tion, the cost of physical distribution (transportation) sometimes
actually exceeds the cost of production.

Many new methods have been adopted to cut the cost of distribu-
tion. Certain of these deal with what may be termed the marketing

hases of distribution—purchase and sale—as illustrated by the
gevelopment of mail-order houses, chain stores, serve-yourself stores,
and cooperative purchasing and marketing exchanges. Improve-
ments have related not only to the methods of buying and selling,
but to the financing of commercial transactions, as illustrated by
partial-payment plans.

But what about “ physical distribution ”% Has it kept pace? In
o great many companies the physical phases of distribution, includ-
ing such matters as packing, materials handling, receiving, storing,
transporting, and shipping, have been highly developed. Individual
enterprises and in some cases entire trades have long since comse to
appreciate the advantages of intelligent administration as applied
to_traffic activities.

It is generally recognized that the physical-assembling and physical-
distributing phases of business—that is, traffic, transportation, and
shipping—have all too often been neglected by otherwise well-
managed enterprises. As will be pointed out, this is wasteful; and
it is primarily to aid such concerns that this report has been prepared.

1



2 INDUSTRIAL TRAFFIC MANAGEMENT

PURPOSE OF THE STUDY

Recognition of the need for a general survey of the industrial traf-
fic management situation came from a realization of the general lack
of understanding of the importance of transportation matters and
of traffic work. Because of the technical nature of traffic work an
intimate acquaintance with it is a prerequisite to its proper under-

_standing and direction. It is now at a stage of development where it
needs intensive study, research, analysis, and interpretation. As the
Secretary of Commerce outlined in lus annual report for 1928:

A searching inquiry is being made of existing trafic organizations, including
not only trafiic departments of Individual concerns, but aise cooperutive traflic
bureans maintained by groups of shippers, as well as other forms of traffic
organizations connected with chambers of commerce or fgr hire. It Is pro-
posed to determine the functions and cost of such departments so that bulletins
may be published ‘setting forth the findings for the benefit of executives in
churge of the maonagement of industrial and commercial establishments. Other
- bulletins will be published deseribing traffic management for individual indus-
tries. Thus, an executive will have called to his attention the savings possible
by this system of management, and he will be supplied with Information con-
cerning the proper proportionate cost of such & department-and the functions
that he should require of its staff. This information will relate to traffic
management generally and also specifically to the particular industry.

A further, reason for undertaking the survey was a belief that
waste was resulting to industry from this lack of understanding.
Accordingly, a considerable portion of the survey was devoted to a
scrutiny of such waste in connection with the receiving and dis-
tributing functions of business.

A final factor suggesting the need for a study of this character was
the lack of authoritative information on the subject. Little was
available other than individual experience and hearsay. It was the
belief of many, as indicated by their responses, that the survey would
tend to correct this madequac€; that reports based thereon would
benefit traffic managers and the traffic profession, industrial con-

cerns needing, considering, or maintaining traffic departments, trade
associations, and industry in general.

YALUE OF THE SURVEY

The benefits expected to accrue from this study to those engaged
in traffic work were thus summed up by the traffic director of a pulp
and paper trade association:

Hereln lies the golden opportunity to assist in the elevation of traffic manage-
ment and the trafilc manager to that high level of recognition and respect to

which the importance of the work and the Integrity of the men employed
therein are entitled,

A large chemical company has the following definite idea of the
value of such an investigation to the traffic profession:

The fleld of traflc management should be placed on the same plane ag cert!-
fled public accountnnts, engineers, etc,, for trafiic management is just as much
a profession as accountancy, engineering, or archltecture,

As to business firms not having traffic departments but
traffic administration, a New Jersey company writes:

The study you are making will be of great vnlue not only to the traffic

profession but more so to the manufacturers wh

0 do not underst
trafic supervision can do for them in reducing costs and mweeting goﬁ?&u‘fﬂ,%'f

needing



INDUSTRIAL TRAFFIC MANAGEMENT 3

Witkout & doubt this study will be of great value to executives and business
in general, because at the present time there seems to be a lack of understanding
on the part of many shippers anéd receivers .as to the functions of a traffic
department, )

Even the questionnzire, taken alone, was found of interest. A
Pennsylvania radiator manufacturer stated: “ Your various forms
accompanying letter have been examined, and we are quite sure they
will be of great value to us in analyzing ourselves.”

Concerns planning traflic departments are looking for help from
the stud{r. A California sugar refinery writes: “ We are awaiting
the result of your investigation and hope to build a department
along the lines that appear more effective than our present methods.”
Industries already having traffic departments also expect to benefit.

It was with these objects in mind that the Government, with the
generous assistance of hundreds of business executives, undertook
this national survey of the industrial traffic management- situation.

SCOPE OF THE REPORT

This report is confined to the traffic and transportation activities
of shippers and receivers as they pertain particularly to the han-
dling of commeodities moved via materials-handling devices, railways,
waterways, highways, and airways; also to the storage, communica-
tion, and passenger requirements of business enterprises. It can thus
be said to deal with the economic place of industrial and commercial
gaﬁic management in the various business institutions of the United

tates.

The report is in no way intended to represent a census of industrial
traffic departments; that is, there has been no attempt to get in
touch with all business establishments, to determine how their ship-
ping is handled and whether or not they have traffic departments
under the charge of competent traffic managers. Instead, the report
is intended to furnish a ird’s-eye view of the traffic organization of
.American business in general and fo set forth the pertinent factors
connected therewith. It represents “samples,” carefully taken, to
illustrate how producing, manufacturing, and marketing concerns
- look after their shipping activities, in the more important industries.
In other words, it attempts to present, in 2 broad way, a cross section
of the traffic, transportation, and shipping arrangements of Ameri-
can business enterprises. _

The report has been prepared to answer the following questions:

1. What is the significance of the terms “traffic management”
and “traffic Eepurtment ¢ What are the various kinds of
traffic organizations{

9. What is the place and relative importance of the traffic de-
partment in the modern business organization? TWhat
types of business enterprises have need for traffic man-
agement ?

8. What are the functions of industrial traffic departments?

4. How are the traffic functions controlled? How distributed
among the different departments?

5. What reasons are offered {(¢) for having and (3) for not
having traffic administration _
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6. How much should a business spend in order to secure ade-
quate traffic administrationf Lo
7. How large should a business be in order to justify the segre-
gation of its traffic activities into a separate traffic de-
partment? :
8. What wastes result from an inadequate attention to or under-
standing of trafic matters? And how are wasteful ship-
ping practices being eliminated? L
This, it will be noted, does not cover fully the field of inquiry
outlined by the Secretary of Commerce. Additional and more spe-
cialized studies will be required to describe the traffic-management
situation for individual industries.

FINDINGS AND CONCLUSIONS

The groundwork of this survey was a questionnaire mailed to rep-
resentative firms of all kinds, sizes, and fields of activity. Study and
careful analysis of the hundreds of replies received permit the draw-
ing of certain conclusions: .

1. In considering the subject of traffic management it is necessary
to understand, first of all, the meaning of the various traffic and
transportation terms and the scope of the various kinds of traffic as-
sociations, bureaus, commissions, committees, and departments.

2. The place of traffic administration in business varies, it being
better established in certain industries, in certain branches of par-
ticular industries, and in certain cities and sections of the country,
than in others. It can, however, be broadly outlined as follows:

It is a major phase of business activity;

It is a vital managerial activity;

It means traffic “ management "—not traffic “department ”;

It is basic and fundamental to the elimination of industrial
wastes incident to transportation;

It is found in all industries, in all kinds of business, and in
enterprises of all sizes; and

It is recognized as indispensable to large concerns, although not
always properly evaluated.

_ F(i'or? the standpoint of personnel, traffic administration is in
need of—

More capable executives;
Professional interpretation not only in educational institutions
devoted to business training, but in business itself;
Moral and financial support in the business institutions where it
has already been established; and
A methed for measuring and recognizing trafic ability.
Theneed for traffic administration can not be measured solely b
(@) the number of employees, (5} the number of shipments, (c) the
tonnage handled, nor (d{ the total capitalization, but by a combi-
nation of these characteristics. The small size of a business alone
does not exclude it from scientifically mana ing what traffic it has,
The types of businesy establishments especin ly requiring traffic ad-
mimstration and well-organized traffic departments appear to be—

Those handling perishable or semiperishabl iti
Those handling Eulk commodities, perisinble commodities.
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Those handling a large volume of traffic.

Those handling a large number of shipments.

Those handling a small volume of traffic and a large number
of shipments; or handling a small number of shipments and
a large volume of traffic.

Those handling gaods of high value.

Those handling goods having a high transportation cost repre-
sented in their sales value. .

Those in which transportation service is vital to the success of
the enterprise.

3. Traffic functions are broad in scope and large in number. They
can, however, be grouped under the five general Eeadings of adminis-
trative functions, cost functions, service functions, physical handling,
and transportation.

. 4. The Emndlina' of certain traffic functions often is assigned to
departments wholTy independent of the traffic department; or traffic
activities may be combined with others—purchasing, sales, credit,
accounting—and jointly administered. Traffic control completely
centralized in a traffic department appears to be excellent policy and
should be encouraged. ‘

5. The principal arguments advanced in favor of maintaining an
industrial traffic department are—

That it is a part of and necessary to the operation of a business;

That it eliminates waste and accomplishes savings the definite
measurement of which proves the department to be profitable;

That it renders many valuable but unmeasurable services to all
departments which alone justify its maintenance; and

That its value becomes evident when a comparison is made of
conditions within a business prior to and following its
establishment.

The major reasons given for not having traffic administration or
an established traffic department are— :

That the general situation surrounding a business does not re-
quire it, due to the nature, size, or apparent need of the
business. -

That the general organization policy of the business makes a
traffic department unnecessary.

That the specific traffic situation surrounding the business does
not justify it.

That the general marketing policy of the business makes traffic
administration unnecessary.

Practically every large concern and most of the medium-sized
ones participating in this survey have trafic administration. It is
the small establishment that tries to operate without traffic manage-
ment—generally because the need for it is not fully realized and
because of the cost factor.

6. The cost of traffic administration varies with the kind and size
of the business, the attitude of its executives toward traffic work,
the ability of the traffic manager, and other factors.

The most important and effective of all transportation expendi-
tures are made for traffic managerial salaries. Traffic managers’
salaries average $3,636 for businesses of all sizes, and range from 2900 .
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to $15,000 and above. (See Table 20, p. 105.) The salaries of the
lesser traffic emplogiees appear to be comparable with those paid
employees in the other departments of a business. .

The amount that should be spent for traffic administration by an
particular firm may be determined from 2 knowledge of : The total
transportation bill; pest accomplishments in recovering moneys
erroneously paid out for transportation services (for example, over-
charges) ; the possibility of recoverin? such moneys in the future
and, more especially, of preventing leaks of this kind; and the
“ unmeasurable ” value of services performed. Traffic departments
usually show a profit from their operations—the average for the
larger concerns is well over 300 per cent.- .

Money returns alone may justify the operation of a traffic depart-
ment, but measurable resuits tell only a part of the story. Traffic
departments merit their establishment, in many cases, becnusp of the
services performed for the business as a whole. Such services can
seldom be measured in dollars and cents. L

Traffic and transportation costs should be predetermined- for
budgeting purposes; this can be accomplished by keeping the proper
accounts. The heaviest transportation expenditures usually are
made for transportation services performed by carriers, transporta-
tion services performed by the company itself, packing, and materials
handling. ]Expenditures for packing are very important, amounting

-in certain businesses to more than tﬁe cost of actual transportation,
Outlays for materials handling and plant transportation seldom are
known because they seldom are separately accounted for, but-they are
believed to represent larger sums, in many instances, than any other
groul’)rof transportation costs, .

7. The need for traffic administration is not dictated by the size of
the business. Administration of traffic is necessary regardless of the
amount of shipging. Size does, however, affect a firm’s need for a

_ separate traffic department arid the sum it can allot for traffic work.
- The cost of traffic administration, like the cost of all phases of
business administration, bears down most heavily upon the small
concern. 'The problem of the small enterprise, therefore, is to secure
adequate traffic administration at a cost within its means,

To maintain its own traffic department, or even a full-time traffic

manager, is not only unnecessary but impossible for the firm doing a
smell volume of business. Consequently for these firms capable
traffic administration—like capable Iegaf counsel, medical aicﬁ ac-
counting or financial assistance—is only to be had from the outside.
The services of outside traffic bureaus are available to the small
shippers of every commodity. While such assistance must be
selected with care, it solves the problem of the small concern.
- Traffic administration of some kinds and to some extent can safely
be delegated to an outside service bureau for handling; but at the
same time some executive within the business should understand the
conce[;ts of traffic administration in order intelligently to follow
and check the work of the outside agency.

8. Economic wastes incident to in
result from a lack of cooperation,

-standing between the several depa

ustrial shipping very frequently
coordination, and basic under-
rtments comprising a business,
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Interdepartmental cooperation, coordination, and - understanding
roncerning traffic and transportation matters can be obtained by—
" Employing a capable traffic manager and establishing a well-
organized trafiic department;
Vesting in the trafic manager broad powers and jurisdiction
over all the centralized traffic functions;
Supporting the traffic department financially and morally;
Creating an understanding on the part of the other departments
regarcing the matters in which the traffic department can be
of assistance to them; and
Establishing an understanding by the other departments of the
jurisdiction of the traffic department over the decentralized
traffic functions, and the nature of its control—that is, whether
direct, supervisory, consultative, or merely informational.

Wastes due to a lack of traffic management may not wreck a busi-
ness, but they remain a loss to society. One of the most successful
traflic departments in the country lists

failure to get the proper rates on commodities shipped ;
failure to take advantage of the lowest rates available, time in
transit considered;
failure to combine less-than-carload shipments into carloads to
et the benefit of carload rates;
failure to combine less-than-carload shipments into carloads to
“break bulk ” point;
failure to have shipments delivered to station nearest to ware-
" house or store to keep cartage charges to the minimum;
failure to check freight and express bills; .
failure to make out and properly support claims agzinst
carriers; and
failure to see that commodities shipped are properly packed to
carry safely to destination;
as the most frequent causes of waste in transportation—all the re-
sult of inadequate attention to and lack of proper understanding of
traffic matters. .

Quite apart from questionnaire replies, many general suggestions
might be offered in the interest of waste elimination—among them,
that business establishments arrange to have their transportation
situntion investigated periodically just as they do their accounting
situation. At a nominal cost they can have an unbiased, intelligent
study made and a report rendered based upon a survey of their
traffic, prepared by an outside traffic expert. Such report would
make it possible to correct promptly any unsatisfactory situation
that might be revealed. If everything isin order and being properlfy
handlecf, this assurance would in itself be worth having. Since traf-
fic management is new, many concerns might find that they stand in
need of a complete reorganization of their shipping and transporta-
tion policies and methods.

The preliminary investigation here inaugurated points the wa
toward further research. It is hi hly desirable that additional trag
fic-management studies, as outlined by the Secretary of Commerce in

his annual report for 1928, be undertaken nt the earliest opportunity.
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KINDS OF TRAFFIC ORGANIZATIONS

Traffic work is technical. The terminology of traffic is different
from that encountered in handling other phases of business. Like-
wise there are many types of traflic organizations. - All this adds to
the general confusion that seems to exist in regard to the gubject
of traffic management.

A brief statement may be appropriate at this point with reference
to the interpretation placed in this study on the expressions “ traffic
management,” *“ traffic department,” and  traffic manager.”

Traffic management is & phase of business management considered
necessary to the successful operation of practically all business enter-

rises, just as is accounting, financing, and selling. No concern is
lieved exempt from the need of traffic management solely on
account of its size.

Traffic departments, on the other hand, present a different situa-
tion. While traffic management can exist without a traffic depart-
ment, no traffic department can exist without trafic management.
Whether or not an establishment should maintain o traffic depart-
ment depends, among other things, upon its volume of business. To
departmentalize a business would appear to require that there be
sufficient work to engage the full time of at least one man in each of
the subdivisions thus designated. A business can hardly be said to
have a traffic department when it utilizes less than the full time of
one man in looking after its traffic. But traffic management may
require only part of the time of one executive.

Troffic manager is the usual title of the executive placed in charge
of a traffic department. Some executives carry several titles and are
in charge of several activities, dividing their time and attention
among them. Therefore, when an executive is termed “ purchasing
agent and traffic manager ¥ or “ traffic and credit manager.” it would
indicate that his firm is managing its traffic but has less than enough
business to require the exclusive attention of a traffic executive. So
far as this study is concerned, however, such a firm is not considered
as maintaining a traffic department.

Other traffic terms as used in this report will be found defined
on pages 167-169,

It may prove helpful, too, to define at this point the specific scope
of the work and the purpose of the various kinds of traffic depart-
ments set up to administer shipping affairs for business enterprises,
The 1pa:u'tmulur lace in business and the services performed by each

shou c; be clearly differentiated.
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CARRIER TRAFFIC DEPARTMENTS

A traffic department of a carrier is one maintained by a trans-
portation company or by a business concern furnishing transporta-
tion or storage facilities and services for hire offered to the general
public as a common or contract carrier. It looks after the trans-
portation, traffic, and shipping services produced by its company in
their relation to the general public. It deals primarily with the
making of rates, rules, and regulations, the development and securing
of business, and the rendering of various services to shippers in con-
nection with the traffic that moves.

‘Among the various types of carriers may be enumerated steam
railrouds; electric railroads; barge, steamship, lighterage, and other
waterway operators; cab, bus, taxi, truck, cartage, and other high-
way companies; airways; express; mail; warehouse, elevator, wharf,
dock, and other storage concerns; telegraph, telephone, cable, radio,
and other communication companies; private-car companies, and
pipe lines. Some of these carriers also cooperate insthe maintenance
of a traffic bureau for some specific purpose, such as the publication
of merchandise classifications and freight tariffs, the weighing and
inspection of shipments, the preparation of statistics, and the
reduction of claims.

INDUSTRIAL TRAFFIC DEPARTMENTS

A traffic department of an. industry is one maintained by a ship-
per and/or receiver of freight, express, and mail matter. Its purpose
1s to manage its company’s traffic, transportation, and shipping
services, costs, and facilities through either direct or advisory
control,

While the term “industrisl® frequently is used to refer to the
traffic departments of all types of business enterprises—and is so
used in the title of this report—it also is employed to designate
specifically the traflic organizations of converting or manufacturing
enterprises, such as factories, refineries, and mills. In this restricted
sense the term does not include business concerns in the extractive
occupations, such as mines, quarries, ranches, and farms, nor firms of
a commercizl or marketing nature, such s jobbers, commission
houses, wholesalers, chain stores, mail-order houses, and retailers
generally.

COIMERCIAL TRAFFIC DEPARTMENTS

A traffic. department of a commercial establishment is also one
maintained by a shipper and/or receiver of freight, express, and mail
matter, Its purpose is to manage the traffic, transportation, and
shipping services, charges, and facilities either through direct control
or 1n an advisory capacity.

While the term *commercial * sometimes is used to refer to the
traffic departments of ¢ public traffic bureaus ” or of various types
of business concerns selling their services to whoever may need them
it perhaps more properly designates the traffic organizations of
wholeszle, commission, and jobbing houses, retail stores, and dealers
who do a mercantile or marketing business rather-than those of a

8864°—80—2
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more strictly industrial nature engaged in producing or mnnu'!

facturing. uj
In this connection it may be well to state that concerns known

importers or exporters may be_ Froduccm, ‘manufacturers, whole:

salers, jobbers, or retailers; but if they specialize in exporting and

importing they are considered commercial in character.

COMMUNITY TRAFFIC DEPARTMENTS

A traffic department of a community is one maintained by thél
business interests of a city, region, State, or nation, financed through
private subscription, membership ducs, or taxation, and usually
administered under the direction of a committee of members ap-
pointed by a board of directors, who in turn are elected by those
supporting the organization. Chambers of commerce, associations
of commerce, and commerce clubs illustrate the thousand or more
organizations of this kind, about a quarter of which maintain traflic
departments,

t is the purpose of such a department to look after the traffic
transportation, and shipping matters that affect the community oI
territory represented, in matters common to all, and not in mntter
of special concern to an individual member unless by such service
the interests of a majority of the members are assisted. ~The theor}
is that in so doing o community is made a better place in which
live and to do business, traflic and trensportation difficulties are

straightened out, and economies, developments, and improvement:
are encouraged. -

TRADE-ASSOCIATION TRAFFIC DEPARTMENTS .

A traffic department of a trade association is one maintained b}
the individual business concerns in a specific division of an industry
Its field of operation may comprise a city, & county, 2 State, a region
or an entire nation, ‘

For example, there are local, sectional, and national trade associ
ations in the retail division of the textile industry; likewise in tha
industry’s wholesale and manufacturing divisions. Some of thes
associations have set up traflic departments the purpose of which i
to look after the traffic, transportation, and shipping matters of a
administrative, service, facility, rate, and legal nature as they affec
the members of their particular trade as a whole.

" While some trade-association traflic departments perform specifi
services for individual members, and thus supplement the duties o
industrial, commercial, and private service Eureaus, this is not
natural field for their actjvities,

PUBLIC TRAFFIC BUREAUS—PROFESSIONAL SERVICES

A traffic department of a public nature is a service bureau mair
tained by a private individual or firm for the purpose of servin
other business concerns (for an agreed-upon fee) in some speciy
phase of traffie, transportation, and shipping or in a general traff
capacity. It is the object of such organizations to furnish certai
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traffic services for shippers just as they would be handled by the
industrial or commercial traffic department if one were operated by
the shipper himself. In this way they tend to take the place of the
traffic department for small shippers.

In some instances the service they offer is only a check on the
firm’s own work, as in the re-audit of transportation bills; in others,
this is the only audit arranged by the firm for its transportation
bills. The same is true of certain other services, such as loss and
damage claim collection, which may be supplementary or used as a
substitution. Claims, audit of bills, handling of rate and service
cases before regulatory commissions, preparation of statistics and
rate-case exhibits, and sometimes the actual handling of all the
traffic functions of an office-management and clerical nature (such
as rate quotation and billing) illustrate traffic matters handled by
public bureaus for business institutions.

Like the organization of a public nature, a professional traffic man
offers his services for hire to whoever may need them. Traffic and
rate specialists, traffic analysts, commerce attorneys, traffic statis-
ticans, rate-case accountants, and traffic counselors illustrate this

oup.
grotp GOYERNMENT TRAFFIC DEPARTMENTS

Traffic departments, bureaus, committees, or divisions of trans-
portation maintained by governments are of three different types.
First there are those maintained out of general taxes, for the general
benefit of the business interests of their territory; the area covered
may be a city, a port district, & county, a State or several States, or
the entire Nation, .

Illustrative of such organizations are the Transportation Division
of the United States Department of Commerce, serving the business
institutions of the entire Nation; and the traffic bureaus of some
State regulatory commissions, as in South Dakota. The purpose
of this kind of traffic organization is not to handle traffic in connec-
tion with its own shipments; instead, its object is similar to that of
the chamber of commerce, except that these organizations are official
in character and usually cover a larger (or a different) territory
than is taken care of by community traffic bureaus. That is, they
handle matters of much more general interest beneficial to all, and
seldom serve the interests of individual concerns except by dis-
pensing information or explaining and clarifying traffic matters.

The second type is little different from a commercial or industrial
traffic department. Such departments handle traffic for, and look
after the shipments of, the bureau, commission, department, or other
- subdivision of the government of which they are a part. Illustra-

tions may be foung in the traffic and transportation bureaus main-
tained for the administration of their own traffic by the departments
in Washington, D. C., coordinated by the Federal Traffic Board;
and in the traffic bureau of the port of Portland, Oreg.

The third typs of governmental traffic or%anizatmn is one organ-
ized to assist & State or Federal regulatory body, such as the traffic
divisions of the various State public-utility or railroad commissions,
of the United States Shipping Board Merchant Fleet Corporation,
and of the Interstate Commerce Commission. S



12 INDUSTRIAL TRAFFI0O MANAGEMENT

COOPERATIVE TRAFFIC ORGANIZATIONS

In addition to the eight kinds of traffic departments that have
been defined there are various additional organizations that interest
themselves, entirely or in part, in the traffic and transportation mat-
ters of groups or members, A word concerning these “outside ”
cooperative associations, boards, bars, bureaus, conferences, clubs,
chambers, exchanges, committees, leagues, or whatever they may be
called, will tend to clear up the traffic-organization picture.

Carrier—The various transportation companies associate them-
selves in organizations for various purposes. Such activities, from
a traffic standpoint, pertain to their services, charges, and public
relations and to traffic matters in general. The regional advisory
boards, weighing and inspection bureaus, rate-maling conferences
and committees, and tariff publishing bureaus are familiar examples
in this group. There are scores of such organizations bringing rail,
water, highway, or aviation carriers together so they may
cooperate 1 offering a more orderly, unified, coordinated system of
transportation.

Shipper—The purchasers of transportation services likewise band
together for public and for self interest. Cooperative traffic organi-
zations of shippers may be local in character, or may bring together
shippers in more extensive areas such as a State, o group of States,
or even the entire country. These organizations are different from
trade-association and community organizations. They usually de-
vote their attention exclusively to traffic matters—primarily having
to do with the securing or maintaining of good service, advantageous
freight rates, etc.

Community.—The local chambers of commerce sometimes group
themselves into State, sectional, or national associations, each of
which may maintain a traffic bureau or transportation department
to look afier the affairs of its members. Their interests are broad in
scope and frequently have to do with legislative matters.

Public—The traffic service bureaus have set up a national organ-
ization to look after matters of common interest. This organization,
although new, holds promise of particular value due to the part
it can play in establishing standards and ethics and acquainting
business concerning the value and place of such organizations in
business.

Professional—Those offering professional services in the handling
of legal matters of a traffic nature before governmental regulatory
bodies have only recently set up a cooperative organization to protect
their own and the public’s best interests. The scope of the activities
of this group is not yet fixed, but the need for such a bar is without
question.

Government.—The port authorities of the country have both a
sectional and a national orgenization, embracing in their educational
activities all of the work incident to the operation of the port, in-
cluding traffic. Likewise, the various State regulatory boards and
commissions have their national organization. .

General organizations—There are other traffic organizations set
up for cooperative purposes which embrace in their membershi
practically all interests. The shippers’ advisory boards do this wit
reference to railway operating matters, and the ‘community organiza-
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tions unite all interests in transportation legislative affairs; the
traffic clubs also amalgamate all interests for social, public-relation;
and educational purposes. There are close to 150 such local organi-
zations in the United States, including a national organization of
traffic clubs. .

CLASSIFICATION OF INDUSTRIAL TRAFFIC DEPARTMENTS

The phrase “industrizl concern ” is used in a broad sense in this
report. It designates all business establishments—producers, manu-
facturers, and marketers. Such concerns actually ship and receive
goods. They are the users of carrier services. The term excludes
carriers, chambers of commerce, trade associations, traffic bureaus,
banks, insurance houses, and of course persons offering professional
services such as doctors, lawyers, and accountants.

The phrase “traffic department” is here used to designate the
‘subdivision of a business to which is delegated advisory or direct
control over the administration of traffic and transportation fune-
tions. A traffic department does not necessarily indicate an elab-
orate organization; it may be made up of a single employee as well
as of a group of em{;loyees. _

Practically every business must receive and ship goods in order to
operate. In the conduct of its affairs it packs, marks, bills, delivers,
receives, and stores merchandise, orders and loads cars or trucks,
and settles for transportation services performed by outside concerns.
If a firm does in a shipping way only what it must in order to

: 3 [13 3 » 3
Oﬁerate, it can fairly be sald not to be “managing” its traffic.
Illustrative of such businesses are farms, coal mines, and grocery
stores, Any business that does more than it is forced to do along
traffic lines is to that extent “managing” its traffic, and may be
considered as having the nucleus of a traffic department even though
it may not recognize its existence.

In order to understand better the discussion that follows concern-
ing traffic organizations and their functions, the traffic departments
of the shippers and receivers of goods have been classified as to the
kind of business or the industry in which they are engaged; the
functions handled by their emgloyees; their type of organization;
and the functional control which they exercise.

KIND OF BUSINESS OR INDUSTRY

Classification of industrial traffic departments as to the kind of
business the firm of which they are a part is engaged in, namely,
producers, manufacturers, wholesalers, or retailers, calls for no
special discussion; nor does classification of departments as to the
kind of industry, namely, rubber, leather, or textile,

The organization, functions, size of staff required, amount of
administrative expense necessary, and similar basic matters are,
however, dependent to a Jarge extent upon the kind of business
and the nature of the industry.

KIND OF FUNCTIONS HANDLED

Industrial traffic departments may be classified as to the nature
of their work. Sometimes a department is referred to as beinyg



[cHarmAN BoARD oF DIRECTORS

PRESIDENT

VICE PRESIDENT
|
[ 1 1
ASST SECRETARY AND
R D
GENERAL SALES ::N.nsl;l SECRETARY GEN: SUPY.OF BRANCHES
il 1 : =
T FFIC CREDIT DEPARTMENT AUDITING DEPARTHENT, OPERATING
I oo I | DIaN I | DEPARTMENT MANAGER PTG smnone]  [AOVERTISNG| | SPFRATING
: : : A I " 5up1l- of
HMATERIAL BRICK PLASTER DEPT.] | wooD LATH COAL BRANC SERVICE .
gitatyr) | ot [BERT [RRens| [aiiian]  [casmen SR onechs| | SEANACE | [rouie Spee
UFFEURS
[ SALES-CENTRAL ORDER AND DELIVERY DEPARTMENTS | [Bracu poress| [ cHruEEEL
CEMENT FACE BRIGI BYPSUM PRODUCTS
SAND-GRAVEL] FIRE BRICK LATHING MTLS. WOoOD LATH COAL
STONE FIRE CLAY PLASTERING COKE
GRANITE MORTARCOLOR| |CHEMICAL LIME .
CLAY PRODUCTS | JANDON LDESTEWE] | WATERPROOEING
LIME BEAUTY BLOCKS INSULATION
ETC. ETC. SPECIALTIES £TC. _
FioosE 1.—NONPHYSICAL TRAFFIC ORGANIZATION =

The traffic department of this coal and bullding-materials distributor having 15 plants and 156 worchouses does not exerclse direct control over the
physieal-handling or transportation functions, but does report to an executive officer. It cost $10,000, saved $14,000, and spent $2,850,000 for trans-
portation, which amoun to 31 per cent of total annual cxXpenditures, A general yard superintendent looks after storage and physical handling,
a superintendent of plant supervises rall transportation facjlitles, and a superintendent of equipment administers bighway ucllities,
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“clerical,” which usually means handling service and cost matters,
greparmg and filing claims, quoting rates, and auditing freight bills.

uch departments are, at present, perhaps of the greatest number.
The following statement is illustrative:

Ours is a nonphysical traffic department. By “nonphysical” we mean that
it does not have immediate responsibility for the physical handling of goods,
recelving, shipping, or delivery. We feel it would be less useful if it was
forced to watch all these details ns part of the daily work, For while these
departments, or any other in our organization, are not directly responsible
to us, we have full freedom to go among them anywhere we like, icoking for
a chance for improvement, and make suggestions toward that end, and I may
say that our suggestions are usually followed.

Then there is the “ physical and clerical ” traffic department, not
only handling claim, rate, audit, and like office matters but also
being in charge of packing, shipping, and receiving rooms. Traffic
functions of an administrative nature may be assigned to it; this
will call for outside contact work, as in the company reporting:

It is the duty of the rail-trafic department to handle every question of
any nature whatever, both freight and passenger, between this company and
all railroad companies, coastwise steamship companies, and lake lines, includ-
ing negotiations with all commissions, committees, and bureaus affecting
transportation, such as the Interstate Commerce Commission, State utliity
commissions, classification committees, rate committees, burean of explosgives,
and regional boards.

This covers, as well, the routing of traffic, the approval of freight bills,
the handling of privately owned tank cars, construction of sidetracks and
unloading pipes and the approval of sidetrack and pipe-line agreements, the
leasing of property for storage purposes or service stations, proper packing,
loss and damage claims and claims for aceident or injury, and every other
matter between the carriers and ourselves.

Certain companies are large enough and of such a nature that
they own a great deal of their own transportation equipment. This
may be turned over to the traffic department for handling, as in the
case reported below:

Additionally, a consliderable section of my office is operated as a transporta-
tion division through which the tank cars owned and leased by the company
are distributed to the varlous shipping peints and ear records and repairs
maintained,

A classification of the various services and functions of industrial
traffic departments is given in Chapter IV,

- KIND OF ORGANIZATION

Traffic departments may be grouped in accordance with the size
and extent of the organization which they maintain and the amount
and degree of control exercised over traffic functions in general.

In some concerns a part-time trafic manager suffices. He gives
his attention jointly to the administration of traffic and perhaps
purchasing. While his traffic activities are 'sometimes referred to
as those of the * traffic department,” for the purposes of this survey a
concern not having at least one full-time traffic executive is not
considered as having a “traffic department.” The part-time traffic
manager of a jobber of plumbing supplies, in the central Northwest,
states that he shows “ money savings alone amounting to $55,000
or $60,000 a year.” Even so, in his city, which has a population of
250,000, he says he knows of no concern that permits its traflic
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Ficors 2.—A LARGE REGIONAL TRAFFIC DEPARTMENT
A company operating 21 mills, the locations of which are Indicated by the binck dots on the map, Is required

to set up an Industrial traffic department consisting of 82 employees and costing $176,000. The exccutives in |

charge of traffic consist of a vice
and an assistant traflic manager, a
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resident, an assistant to him, n general truflic manager, a trafllc manages;
located at the general oflices of this concern; also strategically locat
throughout the country are assistant traffic managers In Blrmiﬁ:ghnm and Kansas City; dlatrlctc}mmc managers
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manager to concentrate exclusively upon handling traffic matters,
but, instead, allots also credit, purchasing, or miscellaneous functions
to him for handling.

One-man traflic departments are common. In this type a single
employee, assisted perhaps by a stenographer, takes care of the
administration of all traffic matters. He gives his full time and
attention to the work, however. He represents the “ department.”

A reason frequently given for not having a traffic department or
for having a part-time or 1-man arrangement is dependence upon

TREASURER

TRAFFIC MANAGER

1

ASSISTANT TRAFFIC MANAGER

1
Direct ] Control Advisory}_go_n’crql
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Fiauze 3.—TRAFFIC FUNCTIONS DECENTRALIZED IN LARGE ENGINE
MANUFACTURING CONCERN

This company, employlng over 2,000 men in three plants, has a small trafile
department reporting to an executlve officer and exercising direct control over
trafic service and cost matters, but only ndvlgory control over shipplng and
recetving rooms. In this flrm the legnl department bandles regulatory and com.
misslon work and the productlon department the physical-handling and trans-
portation facllities, The $7,872 spent for traflic administration—representing
less than 3 per cent of tota] transportation expense—simply provides for the
supervision of rates, clalms, outside transportation service, and certain traffic
adminlstrative functions.

the services rendered by one of the following types of “outside *
traffic concerns:
a) Traffic-service bureau (cooperative basis).
b) Trade-association traflic bureau {membership basis).
¢) Community (chamber-of-commerce} traffic or transporta. .
tion department (membership basis).
(d) Professional specialist (used only occasionally and on a
" special-fee basis).
{¢) Carrier traffic department.

Use of the services furnished by outside traffic bureaus and special-
ists is discussed on page 124 in connection with the problems of the
small business. Although concerns of all sizes hold memberships
in trade associations and community bodies, and make use of their
traflic bureaus as well as of the services of the public bureau and pro-
fessional traffic man, it is much more common to find the small con-
cern depending largely or entirely upon outside bureaus for its
trafic administration.
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Then there is the joint traffic department. A traffic department
may have “complete control ¥ over all traffic functions; or it may
have complete control over some traffic duties and cooperate in a
functional way with other departments that exercise partial or com-
plete control over other traffic functions.

A pgeneral traffic department is one having a general traffic man-
ager %lirecting the traflic matters of several regions, divisions of the
country, or distant plants and branches, each of which in turn has
a traffic manager in immediate charge. Sometimes a general traffic
manager has complete control over the traffic of each branch and
sometimes only partial control; a good deal depends upon the nature
and size of the company and the degree or form of ownership held
by the parent company over its various subsidiaries., This is illus-
trated by the following statement:

In our Mississippi plants, of which we have two, we have shipping clerks,
but most of the traffic work is handled from headquarters, while at our plant
located at St. Louis most of the traflic matters are handled by its own trafile
manager, but with supervision from this office.

In our other factory here (at headquarters), which is an entirely different
concern, all traffic matters are handled by this department—tracing, routing,
ete.—while for our plant in Wash!ington State we here {at headquarters) act
only in an advisory capacity, that mill having a traffic manager of its own.

KIND OF CONTROL

Traffic departments are also classified according to the kind of
control which they exercise over the traffic functions, that is, direct
advisery, or none—as in the case of functions assigned to other,
wholly independent departments. These matters are treated in a
later chapter. (See p. 49.)

. A word of explanation should perhaps be given with reference to
independent control. When a concern has no traffic department, the
shipping, traffic, and transportation functions are handled by various
departments, each of which operates independently of the others,
and usually without complete coordination between them in the
administration of such matters. If, later, a traffic department is
organized, certain of the functions previously handled by these
independent departments may be retained by them.
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CHART ILLUSTRATING THE VARIOUS WAYS OF CLASSIFYING INDUSTRIAL TRAFFIC

DEPARTMENTS

1, Kind of business.

1. Producer {extractive), Examples: Wheat, cattle, coal, fruit, and vegetables,

2. Manufacturer (converter), Examples: Flour, meat groduct.s coke, canned goods.

3. Wholesaler (distributive), Examples: Comtnission house, joBber.

4. Rdaitetr (lglstributlve). Examples: Independent, chain, mail-order, and depart-
ment stores.

IL Kind of indus-
try.

1, Agricultural. Examples: Grazier, stockyord, pocker.
3, Aufomolive. Examples; Automobiles, tires, gears, axles.
3. Building and contracting. Examples: fEngineering, cobstructing.

ITI, Kind of func-
tions handled,

1, Serrice and cost (clerical or nunphys!ca!i).

2. Adminisiratice, gerrice, and cost (executive and clerieal),

3. Adminisiralire, service, cost, and physicel handling. A

4. Adminisirative, serrice, coat, physical handling, and transportation,

1V, Kind of organi-
zation

1. No erganization; outside public or privato traffic burean used.

2n, Pari-time man (one omployee devoting only part of his time to trafflc matters).

2b, Joint trafic department (or part-time traflic department, which handles traflic
functions along with work of another character; sn claberation of No, 2a),

3. One-man traffic department (one employee devoting his full time to traflic matters).

4. Dual traffic depariment (having com(lnler.e control over some traffic functions, the
others being handied by another department over which the traffic department
has only advisory or consultative control, or none).

5. Traffic depariment (excreising direct and complete control over all traflie functions).

6. General traffic department {an enlargement of No. 5; directing not only ali local
mil m ;llters, but also those of branch offices, factories, or warehouses in other

.

V. Kind of contral
exercised  gver
functions.

1, Adrizory (traffic dopartment exerclzes only advisory control over the various traflio
and transportation operations; this fs known also as the “built-ln" department
or “‘stafl*’ arrangement).

2. Direct (traffic department excrclises absolute control over all phases of traflic and
transpartation operations).

3. Adrisory and direct (traflic department exerclses ahsolute control over certain traffio
functions and ad visory control over others handled by other departments).

4. Adrisory, direct,and independent (differing from No. 3 in that certain deé)artments
may have complete control of certain traffic or transportation functions, over
which the tralo department does not exercise even advisory authority),
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PLACE OF TRAFFIC ADMINISTRATION IN BUSINESS

Many problems are faced by any industry proposing to set up an
organization to look after its trafic. The material assembled by
this survey throws some light on such matters. .

Good traffic organizations usually are the result of time. An
indication of this is given by a wire and fence manufacturer located .
in Ohio, who has “ had a traffic department, reporting directly to the.
president of the organization, for the past 16 years, starting with
one man and gradually increasing until it has reached a total of
seven to-day.” But the better departments are not necessarily the
older ones, because careful planning and a study of the experiences

I . . . n
of other industries enables a new organization to “cut corners
and avoid mistakes.

TRAFFIC ORGANIZATION PROBLEMS DIFFERENT FOR EACH
. SHIPPER

No standard traffic organization plan can be offered to fill the re-
quirements of all industries. Each shipper has similar, but not
necessarily identical, requirements to meet. This is brought out
by statements from two world-known companies. Said an execu-
tive of a chain-store organization:

The writer wns employed in 1914 to organize a trafllc department, first
visiting a number of industrinl traffic offices in and around New York, having
in mind getting suggestlons that might be useful In developlng our traffic
department. However, we found that thelr principles, rules, and practices
could not be used by us. We therefore were forced to develop an organlzation
and system that would best serve our neceds.

And an oil company reports similarly:

Our traffic department is organized and systematized to meet the peculiar '
needs of our company. It probably could not function with the same degree
of efficiency for any other company without considerable change of system.

TRAFFIC WORK MUST BE UNDERSTOOD AND SUPPORTED

In order to do its best, the traffic department must be understood
and given support. Proper backing calls for a budget sufficient
to operate on without neglecting any important phases of the work
that a traffic department can and should do. ‘

Many orgamzations handle simply the clerical traffic work, as
the following typical example discloses:

8o far as our four companies are concerned, the work of quotlng rates,

checking freight bills, and filing claims has been such ns to lenve no time at

all for other matters which should, and ordinarlly do, come under the juris-
dietion of a traffic department, .

20
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Contrasted with this is the broad jurisdiction given the traffic
organization of a soap factory in New England: '

This company’s traffic department attempts to be responsible for all the
company’'s purchases from the time of their shipment by supplier (sometimes
from the date of their purchase) to and including actusl delivery at the
plant, including all the records, invoices, freight bilis, etc., pertaining thereto.
It likewise attempts responsibility for the company’'s finished product from
the time it leaves the packing machines until it is put into the hands of the
purchaser, and sometimes through the purchaser into the hands of his castomer.

Administration of the numerous activities that fall to the lot of
a general traffic manager, with branch plants, warehouses, or stores
located in many scattered localities, is not greatly different from the
problems of a railroad operating department or a national sales
organization.

The importance of traffic work and the responsibility resting upon
those practicing in the traffic law field were well expressed by Com-
missioner Aitchison in his recent speech before the National Asso-
ciation of Railway Commissioners, when he said:

I believe it is to become a new profession, embracing” the administrative
officers and practitioners before the administrative tribunals. This profession
is akin to that of the lawyer, but, as we shall see, it is less and it is more.
The contention I make is for the recognition of this pursuit as a calling dis-
tinet from but related to other of the learned professions, and for the develop-
ment of edueational and ethieal standards which will make the profession of
greatest usefulness as a part of our governmentnl machinery. * * *

The amazing growth of these administrative agencies is a direct result of
increased business, increased wealth, increased wants, all interlacing and
interacting. And the importance of matters handled administratively has
increased both in amount and in consequence. Several times the Interstate
Commerce Commission has dealt with annual revenues of $6,000,000,000 in
one proceeding, the result of which had a direct and immediate effect on every
person who traveled or who produced or consumed goods. * * *

Dignity, too, has come to such service. The courts give the administrative
determinations a degree of finality which they do not always accord to infe-
rior judicial tribupnals. * * * A simple test will show the importance and
volume of matters handled by such admireistrative agencies. Take down &
recent volume of the reports of the United States Supreme Court, analyze the
important cases disposed of upon opinions; see how close to 50 per cent of
all the matters passed upon by the highest court are concerned with the juris-
dietion or action of administrative officers or agencles, They are usually civil
matters, but they far outnumber the cases involving civil rights which have
been heard only in the courts. A generation ago this test would not even have
suggested itself, Without discussing whether this tendency is desirable or
inevitable, the disproportion is growing, * * *

All of this Is virtually a new form of lawmaking, and it requires connsel
and advocates as well as those who sit in these semijudicial places. With the
Iatter class are to be included the great number of trained assistants and sub-
" ordinates to whom are delegated the important duties of being the eyes and
enrs of an adminlstrative officer who can not personally see and hear every-
thing. For such administrative assistants there is a great opportunity for
public usefulness. They will progressively receive more direct localization
of authority, with its responsibility and prestige and, we may hope, adequate
compensation. Public service offers no more attractive career, :

TRAFFIC-DEPARTMENT PERSONNEL PROBLEMS

The most important problem faced by an industry in connection
with its trafic management has to do with the selection of the staff
to be placed in charge. Great care is required in choosing a traffic
manager. Few standards for measuring the relative efficiency of
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applicants are available to-day. Coupled with thie is the fact that
the executives who must do the selecting mny have s limited idea
of the nature of the work that is to be handled. Many industrial
trafic managers are capable in every way; others, however, fail
to measure up to the full requirements of this technical field of work.
- The traffic manager of o large engine works in New England
points out the difference between the employees e(Hm ped with prac-
tical experience and those having only book knowledge:

The success of any traffic department depends uwpon practien! experience as
well a8 technieal kunowledge; that s, & man with wide practicnl experience
is worth more to an Industry than a man with simply a knowledge gained
through study. I have had both kinds of men weorking for me. The man
with practical experience speaks the traffic language and has contacts with

carriers gained through acquaintance and contacts on the job. That Is a
big asset.

Of course, he does not mean to belittle the value of a wide reading
and study of traffic management, for it is €enerally understood that
the ideal employee is one combining in his training both theory
and practice. A Pennsylvania steel official emphasizes the thought
held by many others when he says:

No industry doing business to any great extent should be without a traffic
manager; . and when I say “traflic manager,” I mean one with practical
experience,

Not only is the traffic executive expected to be experienced and
well informed concerning the technical practices of his work, but
he is expected to have the ability to coordinate the relations of his
department with those of the other departments. As one traflic
manager points out:

Most -of the waste resulted from a lack of cooperantion bhetween the traflle
department and other departments. My predecessor was not a diplomat,
therefore some of the branch managers and department heads did not use
his services to the fullest extent, Some of the branches did net send in their
freight bllls to be audited. It took several years to stralghten thls out, but
all freight bills are now audited by this department. PFreight blits that have
not heen checked by a competent rate man are certainly a form of industrial
waste, ’

The traffic executive is required to carry on a continuous campaign
of education, not only among his own staff, but also among the other
members of the concern, among shippers from whom goods are re-
ceived, and among outside carriers and service companies. This
usually brings results, as stated by the executive of a Los Angeles
wholesale house:

Have studied and practiced waste elimination in tmn.sportntlon for over flve
years. As o result, have reduced all claims and waste D6 per cent. Have
educated all of our shippers to our traflic wants. Also our employees.

STANDARDS FOR MEASURING EFFICIENCY

As just pointed out, one of the most important traffic organization
problems 18 the selection of the proper man to administer traffic
activities, ~There are many difficulties surrounding such a task
to-day, and an executive unacquainted with traffic work could hardly
be expected to make the proper selection. With that in mind, this
survey brings forth the following suggestions:
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Many reasons-can be advanced in favor of establishing standards
for measuring the efficiency of industrial traffic managers, for a traffic
department serves in four distinct capacities:

(2) It performs a productive operating activity, like the
factory; )

(b) It prevents losses, eliminates wastes, and recovers sums that
would otherwise be lost, just as does the accounting
department ; : )

(c) It acts in a staff capacity advisory to the executives, similar
to the company’s legal department; and

(d) It provides better service, facilitating the work of all
departments. ‘

Lack of understanding of the broad field in which he functions
places a limitation upon the usefulness of the traffic manager. In
writing of the handicaps to effectiveness faced by industrial traffic
managers, Prof. Lewis C. Sorrell, of the University of Chicago,
recently said:

It must finally be stated that the lack of standard qualifications for indus-
trial traflic management, the absence of knowledge on the part of superior
excutives regarding the work of this divisini.’ -.d the copsequent irrespon-.
sihio nature of the position (" irresponsible” in the sense that no one can
effectively question the decisions of the traffic executive) can not be regarded
as conducive to the best results, It is not meant that these limitations on
effectiveness are alwnys encountered—simply that the various limitations found
seem to fall into these classes.

In an address before the York Traffic Club not long ago, D. T.
Waring, assistant traffic manager of the Central Leather (:fo., said:

The savings or profits resulting directly from the work of an industrial
trafic manager are often intangible and therefore difficult of a fair and accurate
appraisal by his superior executives. Too often the industrial executive has so
lttle knowledge of the traffic manager's work and field for real accomplishments
that he is unable to distinguish between a capable and valuable man—one who
is studious, aggressive, and endowed with initiative, experience, and a good
share of common sense—on the one hand and the ordinary mechanical man on
the other. Illustrating thils, suppose an executive questions a certain freight
rate on which he is moving, or intends to move, o volume of freight. He is in
no position to say whether or not the rate is as low as it should be or otherwise
properly adjusted, but must depend on the advice of his traffic manager. It may
or may not be possible to secure any reduction in the rate; but whether it is
or 18 not, the executlve must accept the trafiic manager's statement,

The traffic executive may be capable or incapable; honest or dis-

honest; energetic or lazy.. Executives who do not understand traffic
work have an insufficient check on his activities. In witness of this,
note the Annual Report of the Secretary of Commerce for the Fiscal
Year Ended June 30, 1928, in which it is stated, in connection with
industrial management: _ '
. It is further evident that at the present time it is difficult for an executive
to deterinine the fitness of an applieant for such work or to check the cap-
ability of the employee after engugement. It is therefore hoped that some
Bystemn may be worked out whereby trafiic clubs or similar organizations may
hold publle examinations in trafic management and issue certificates of fitness
for various grades—as, for instance, director of traffic, senior trafic manager,
Junlor traflic manager, traffic clerk, ete.

OTHER ADVANTAGES THAT WOULD ACCRUE

A second need for establishing standards for measuring the effi-
ciency of traffic managers comes from the fact that skill can not be

»
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exercised, wastes eliminated, and business properly managed unless
there are men well prepared to manage such work. The Secretary of
Commerce goes on to say:

The development of a trained traffic personnel will be of first importance in
achievipng results * * * in the fleld of physical distribution.

In the third place, a standard would set forth the detailed subject
matter that training for such work must cover and the sources of the
information. This would enable schools to offer training in these
subjects. At the present time, without a guide of this kind, even
though suitable training materials are available, traffic courses are
not generally offered in colleges and other educational institutions.

Still another reason for setting up such standards comes from the
guide it would provide to those desirous of preparing for traffic
positions. Knowing the specific re%uirements, not only students but
also those already engaged in traffic work would be able to equip
themselves more completely and with less effort and delay. )

The fifth reason in favor of standards measuring traffic efficiency is
to raise the quality of traffic work and of the executives enfage in
administering it, This would tend to elevate the standard of work of
traflic men generally. It would unquestionably dignify the work and
broaden the appreciation and understanding of it, not only as held
b{ those engaged in traffic activities, but also as held by their em-
ployers, their coworkers at the head of other departments, and by the
general publie.

TYPES OF BUSINESSES REQUIRING TRAFFIC ADMINISTRATION

In the investigation undertaken to find the place held by traffic
work, and the place of those engaged in directing it, the kinds of
businesses requiring management of their traflic were first looked into.

To answer this question it is necessary to classify business concerns
with reference to their traffic-management needs. There are three
distinct types:

(a) Concerns that clearly have no traffic to handle, or so little
that its handling is of scant moment;

(b). Concerns that are on the border line and have traffic that
requires attention, but of a doubtful volume to justify a
heavy overhead expenditure; and

. {0) Concerns that clearly have a sufficient amount of traffic
calling for administration,

CONCERNS HAVING LITTLE OR NO TRAFFIC

Everyone recoEnizes that all businesses do not require traffic ad-
ministration. There are some that spend such a small percentage
of their time and funds in connection with shipping that tlll)ey clemfy
can operate successfully without giving trafic matters any special
administrative attention. Among these may be mentioned the small
jewelry stores, delicatessens, confectionery ‘stores, and other similar
retail establishments. .

gf’edlt nssoctmtmns, surety underwriters, banks, security brolers,
public accountants, insurance agencies, dentists, doctors, lawyers,
photographers, artists, and musicians also come in this class. Their
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business interests are not likely to suffer from lack of intelligent
traffic management. - '

Manufacturers of goods the raw material for which is secured
locally and of products which are marketed locally also may have
little traffic requiring management, although each such case calls for
special study. Goods of low value, such as saw logs or gravel, need
little traffic attention, although the transportation costs may be large
compared with their value. Also, business concerns handling goods
having a large labor cost but a very small percentage of transporta-
tion cost in their production may safely continue in business without
requiring an extensive knowledge of traffic administration, even on
the part of the owners,

CONCERNS HAVING SOME TRAFFIC

It is the second group of business establishments—those on the
border line—that require the most careful study. Some few may
be maintaining traffic staffs without need for them; there is an oc-
casional record of a firm establishing a traffic department only to
.abandon it later on finding it an unwarranted expense. On the
other hand it is common to find concerns in need of increased trafiie
administration. In this connection it will be well to examine the
factors (discussed below) that aid in determining whether there is
a real need for traffic management and to test them by application
to specific cases.

CONCERNS HAVING CONSIDERABLE TRAFFIC

An overwhelming mnjority of business firms that have a consid-
erable amount of goods to be moved have set up departments and
engaged capable executives to administer their transportation af-
fairs. Perhaps the volume of traffic of such firms necessitated its
administration; at least, the volume alone presented many problems
and prevented traffic matters being overlooked. Or perhaps the es-
tablishment of traffic departments had a significant part in creating
the traffic; that is, proper traffic administration may be credited, in
part, with the success of the firm, :
It is rare to find a really large business without a capable, full-
time traffic manager. Some may be said to attain size and pros-
¥erity in spite of a lack of good traffic administration; but the very
act that the more successful companies do administer their traffic
affairs would suggest that, in proportion to their size, smaller busi-

- nesses should do El{ikewise. Functions of a traffic nature should be
administered. The amount of administration is not important;
what is important is that it be adequate.

Firms purchasing materials f. 0. b. their places of business and
selling £. o. b. their places of business frequently hold the view that
their suppliers on the one hand and their customers on the other
look after all matters of a shipping nature, and consequently that
this frees them from the necessity for having anyone on their pay
roll to look after traffic matters. This is & common misconception
and a dangerous one. It has resulted in the loss of money on pur-
chases and the loss of sales for such concerns,

3864°—30—3
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FACTORS DETERMINING THE NEED FOR TRAFFIC ADMINISTRATION

To what extent traffic management is required is dependent npon
the following factors:

1. The nature of the industry (agriculture, mining, clothing,
furniture) ; '

2. The nature of the business {producing, manufacturing, whole-
saling, jobbing, retailing); -

8. The volume of tonnage moved (number of tons or carloads
per year) . .

4. The number of shipments made (number of bills of lading
prepared or other transportation contracts issued per year) ;

5. The value of the goods shipped (for example, iron ore $4 per
ton, raw silk $8,000 per ton); . .

6. The distance goods are transported (within a plant, a city, a
State, a country, or the world) ; .

7. The amount of money possible to be saved; and

8. The value of traffic services performed in the operation and
control of a business.

Every major industry has need for traffic administration. Every
hase of each industry—production, manufacture, distribution—also
as need for exerting the utmost care to avoid excessive wastes and

transportation costs. A measure or guide to the extent that a par-
. tictélnr business may have need for traflic management is considered
to be: .

1. The percentage relationship of total transportation costs to
total expenditures; such figures range from 1 per cent to
almost) 100 per cent and average 25 per cent. (See pp.
92-95.) . .

2. The value and importance of transportation service to the
successful operation of the business.

Wor example, a wholesale conl company may have a total trans-
portation bill amounting to 80 per cent of its total expenditures;
to such a concern, skillful management and understanding of traffic
are paramount to almost any other knowledze that the executives
may be called upon to display in successfully carrying on the
business. -

On the other hand, a manufacturer of clothing may have a trans-
portation bill amounting to only 2 per cent of tota expenditures;
yet the quality of its transportation service is of great importanco
to such a business, because inbound materials must reach the plant
without delay and in good condition or a shutdown may result, and
unless its outbound transportation is ex editious, accurate " and
economical customers will become dissutisﬁeg and the volume of snles

will bs reduced. In highly competiti i : ”
tomers is vital, Evy petitive businesses service to cus

NUMBER OF FIRMS MAINTAINING TRAFFIC DEPARTMENTS

Responding to the question, “ Do you maintain -

: e traffic depart

- ment? ” nearly half of those ﬁihng out questionnaires replied irll) the
gfﬁgmutlve, but only 13 er cent of those answering by letter. Taking
us;lness houses of all kinds and sizes, in all Pants of the country,
perhnps not over 5 per cent maintain traflic * dopartments *—that
i:a, ave at Jenst one man devoting his full time to traffic-management
unctions other than activities absolutely necessary in order t0



INDUSTRIAL TRAFFIC MANAGEMENT 27

‘operate; but, of course, 2 much larger percentage “ manage ” their
traffic in some degree,

Analysis of the questionnaire replies revealed the following per-
centages for concerns of various sizes:

TABLE 1.—PRoPoRTION OF FIRMS'! MAINTAINING TRAFFIC DEPARTMENTS

Size of frm 2
Total

Reply replies
. " Small { Medium | Large

Per cent | Per cent | Per cent | Per cent

XS e e v m e 19 53 90 40
5 £ U 81 47 10 61

1 Flrms returning questionnaires in this survey. " o
1 The terms *“small,” “medium,"” and *large,” s used In this report, are explained on page 120.

The questionnaires show the following additional infermation on
this subject:

Only one small firm out of every five replying maintains a traffic
department. Of the 81 per cent that do not, 1€ per cent, or about
one out of six, calls upon an outside traffic bureau (trade association,
chamber of commerce, or public-service bureau) for traflic assistance.
In other words, only one-third of the small concerns have the
advantage of traffic management as provided either within their own:
organization or on the outside,

A little over one-half of the medium-sized firms maintain their
own traffic departments; of those that do not, one-fourth secure
assistance from outside traffic bureaus. Hence, about two-thirds of
the medium-sized firms either maintain their own traffic departments
or seek trafic-management assistance on the outside.

Nine out of every ten large concerns maintain traffic departments;
half of the others look to outside bureaus for advice and help.
About 95 per cent of the large firms have traffic departments of
their own or subscribe to outside bureaus.

TRAFFIC DEPARTMENTS IN THE VARIOUS INDUSTRIES

Based on the questionnaires received, traffic departments are
found maintrined in the different industries in varying proportions.
- With 12 branches of manufacturing reporting, 55 per cent of the
industries engaged therein indicated the maintenance of traffic de-
partments. '(-‘In this connection it might be added that 74 per cent
of all the questionnaires returned came from manufacturers.) The

ercentages of firms maintaining traffic departments in these 12 major
industries were:

Por cent
Oll refinerles e — e —————————— 90
Automotive and rubber_____ e 86
Chemiculs nnd ArUESem oo 70
Flour millpg e e 85
Paper and statlonelryoo e 62
Cement and bullding materlals e 1]
Clothing and dry g0008. oo ecmcvmc e mm—man GO
Maehinery e mmm e — e —mm e m—e e ma—— 45
Iron, steel, and hardware oo e m——— 44
Foodstulfs and groceries e amem 42
Toxtiles v e —mmm——m e m—m e — e —————————— 30 -_—

Lumber and farniture. o e e e e 30
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With only half of the industries distributing goods reporting in
sufficient volume to make calculations possible, 42 per cent indicated

YICTE TRESIDEVY
In Charge of Floanas.

TRAFFIC MAFAGER. -

H-8 general chargs of al) traffie and railway matters ln dcnection with the four
coopanies scaprisiog the corporaticny spporticms suppliss of goke, ooal and 611 to the
various gae making stations; wesps in aloss tooad with the oparatlng departmat for
ths purposs of Esictaining as sdeqmte ook of all materials oo hand.

e also Keeps 1u olose toaoh with the trafflo offiolals of the varlous vallrendag
establishes frisndly and ag-operstive relstions which assists the companies in obtain.
- ing rapld transportatiocn of materinls when Deosssary. uis enables tham to kesp all
supplies at the lowest possible minimm.

AGBLETAFT THAFFIC NANAQXR

Asslsts tha traffio savager in pwneral; reviews all pald freight bills with a view
of dsteuting aey SFrFers I8 rates that woald 4reste overcharges or Fectings that wonld
oparate to the disadvantage of the qoapanied; drings to the trafflo manager's atten-
tion ary traffic question whioh, in his opimies, should bs handled with the eallrosd
traffic offlaisle, with a view of cbtainiog & lower frelght rate than that in effect
&t the time: Kesps In touch sith the varlous plasts with & view to petting sll earlost
shipmmts unlonded prowptly, i order to prevent dewirrage br at lsast ¥esp muoh
aharges down to the Jowest possible ascunt; and reviews s}l desurrege bills rendersd
bY the various reilrcad sgente to ses that they ere oomputed 1o sicordanced with the
swritohing service rendersd at the plastas.

|

CHIEF CLERK.

Has femediate charge of a1l detsils pertaining to supplies of coke, ocal and oil
recelved and in rouvts for tha warlous plante) Xeeps io tooch with the wvarlcus rail-
rcad geoeral and local agents, pertaining to all questioBm of frelght chsrges,
olalas for lose and dammges, and craroharges whars they occur on materials received
‘and forwarded] checks ull) fraight ratss:; revises fraight bllls prisr to payment; and
8408 that a1} necensary reports and atatesszta are randered both dally =4 monthly
to the varicus other dapartmeaté of the company as required and also to the traffic

AN 8T o
 § |
RECORD OLEMX.
or l.::l a r:oord o:lnn asrlonds of mterisl in route GOFTIACT W30MD SLIAX-
4F the varlous rallroads t0 the aoopanies plante; oper=-
ates the carlosd osntrol rack so he can kesp the -upcrln- "gE::::'.]“:‘.:d ::::rd; :::-
:uﬂanu of the various plants apprised of all materisls sraot for the F,p-om..oof ookey
1n.z:un for thew; resords thy arrival, ‘plaging, and une acal, ot urr‘;‘ﬂn materials
o‘ n: of all oars; wesps & dally ser reqcrd of all osra and pine }5E the “‘ 1 also
an 1- u:;] racelved and forwarded by the acwpanles) oM.‘.’ p“d reaords .E-En:ht
ma“ o8 1l retura bliling instruotions for tank cars of Lille paid the varlous raile
oil unloaded st the plante; files all d11ls of ladlag for :. 1
:::.:;:nvu snd forwsrded aarload and lensethan-garload FoAi8 by the four compeietr
[N

Fioupm 4.—PUBLIC-UTILITY TRAPFIC DEPARTMENT T'OUND PROFITABLD

This chnrt Illustrates the traMe orgnnizntion aet up f

Y or blie-n com-
pany lofntcd in the Middle West. Rince very fow gu!l,. wntgr,]nerlﬁgtl"’llé-,lllﬁglltuy:y owWer
Sgﬁﬁmﬁ,} Tﬂ,‘;"é‘r','}m',i'fnun?ﬁﬂ“' trnflﬂc departments, the dutiea of tho flve 'emprﬂ ces
for this concern was réportednml lvr‘;.n%l(;l detall. * The cost of tratic ndministration

ithe maintenance of traffic departments. Thirteen per cent of the

questionnaires returned came from wholesal ¢ grom
retailers. The following results were noted?rs and § per cen
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} Per cent
Clothing and dry goods 62
Wholesale groceries _— 48
Iron, steel, and hardware. 40
Furniture and lumber 32
Agricultuaral products 31

Two branches of production sent in questionnaires, amounting to
but 8 per cent of all replies. Traffic departments were found among
the producers to the following extent:

Per cent
oil 5
Building materials 47

Investi%iltion among certain branches of manufacturing, production,
and distribution indicates that the individual firms that did not reply
and the industries that did not reply are the ones that do not main-
tain traffic departments. KFor example, the trade associations repre-
senting the producers and distributors of coal, as well as numerous
letters from individuals, advised that very few firms handling this
commodity have traffic &epnrtments; likewise, the producers of live-
stock, dairy products, farm products, tobacco, cotton, fish, logs, and
sand, gravel, crushed rock, and stone.

The distributors of agricultural products (other than those handled
by flour mills, tobacco factories, and sugar refineries}), such as fruit,
vegetables, and hay, and of foodstuffs {other than meat and dairy

roducts handled by the large packers), such as the retailers of milk,

utter, meat, and groceries, are operating without modern traffic
administration ; likewise the automobile tire and accessory dealers,
contractors and builders, druggists, fuel, lumber, and building-
material dealers, and furniture and stationery stores.

Public-utility companies furnishing light, Keat, and power (elec-
tric and gas), and municipal, county, and State governments also
represent classes of business institutions in the main lacking traffic
management.

In an eastern State some 2,500 business concerns are members of
an organization of associated industries. Out of this membership
“ only about 400 have traffic departments.” However, the organiza-
tion itself has a “traffic managers’ council,” in connection with which
227 firms and 10 chambers of commerce were listed.

A further analysis of this rather typical group reveals there were
27 different titles shown in connection with the members of its
trafic managers’ council. One-third of these were officials other
than traffic; indicating that not over 140 concerns, or less than 6 per
cent of the total belonging to the association, maintain traffic man-
agers. The list of titles follows:

Per cent
Genernl frafic manager (6 firms}), trafic manager (133),
transportation manager (1), special trafilc manager (1)- 62
President (10 firms), vice president (7)aaemccmcmmameaaa 8
Secretary (24 firms), assistant secretary (2), secretary and
treasurer (1).. Ig

Treasurer (16 firms), assistant treasurer (1) caaeema———
Purchasing agent (4 firms), assistant purchasing agent (2) .- 2
Office manager (4 firms), chief clerk (1) cccmmacna—a 2

2

Genernl manager (2 firms), assistant general manager (1),
manager (2), assistant manager (1)
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) Per cont

Superintendent (1 firm), materials superintendent (1),
woodlands department manager (1)
Counsel (1 firm), auditor (1), comptroller (1), credit man-

ager (1) 2
Sales manager (2 firms) i
Total (227 firms) 100

TRAFFIC MANAGER’S PLACE IN COMPANY ORGANIZATION

One indication of the importance placed upon traffic-administra-
tion work by business firms has to do with the relation of the traffic
manager to the executive board that determines company policies.
The survey aimed to ascertain in how many instances traffic managers
are members of their firm’s executive committee or board. This
has to do with the place of the traffic department and the traffic
manager in the organization plan.

VICE PRESIDENT
AMND
TRAFFIC MANAGER

ISECRETAF\Y | . I;reuosmm'{

[nate pivision | [rransrorvision]  |exporromision|  [service pivision|

| I | — 1 C 1
e T | e | et e et BLe

Fiaues 5,—A GOOD NONPHYSICAL TRAFFIC DEPARTMENT

Showing a well organized and mnnaged traflc department of a manufacturer of
corn products, but in charge of only the traflic service and cost functions, This firm
expends about $5,000,000 nnnuau% for transportation, which sum nmounta to 25 per
cent of its total expenditures, hile the cost of trnflic administration wag about

$30,000, trafic recelpts amounted .to over $1062,000, conservuuvelg cetlmated, This is
consldered one of the best industrial trafle departments handling administrative,
technical and clerical functions, in the country.

The returns indicate that the traffic manager is placed on a level
with other executives, with a voice in the management of the affairs
of the business, in approximately 15 per cent of the cases. Thi}
without doubt represents the highest form of recognition that could
come to the traffic manager and the department over whose manifold
activities he cxercises executive control. ‘

Even in those instances where it is reported that the traffic manager
is not a member of the firm’s executive board he sometimes is made
a member of an advisory council, service committee, board of oper-
ators, or superintendents’ conference. This clearly indicates the
effort that is being made to appraise properly the value of the traffic
executive and shows, moreover, what might be considered the trend
in all industries. :

As illustrative of the composition and nature of the activities of
executive boards, quotations are made from a few of the reports.
One says:
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The traflic manager is president of the company’s welfare club, composed of
executive officers, department heands, and foremen, thereby exercising a very
close working connection with the executive board.

In another communication it is stated:

The traffic manager is a member of our business development committee
of three reporting to the executive board.

Still another has this to say:

The traffic manager is a member of the advisory committee that meets
weekly with the president nnd other execntive and administrative officers for
discussion and deciston of policies of general operating and business concern
to all departments,

JURISDICTION OVER TRAFFIC ACTIVITIES
DEPARTMENT RESPONSIBLE

As would be expected, in organizations that maintain traffic depart-
ments most of the traffic work is placed under the jurisdiction of that
department. The exact extent of this is discussed in detail in con-
nection with the facts reported covering traffic functions. (See
p- 33. ,

Tra) ¢ deparimenis—DBriefly stated, where traffic departments
exist, 75 per cent of all the traffic functions are delegated to the
traffic department for handling. The other 25 per cent is either
scattered among additional departments also specially created for
the purpose, such as shipping or packing, or among the various
other departments.

Special departments—About one-half of the business concerns re-
turning questionnaires reported that they do not maintain traffic
de[ﬁlrtmepts. Of these, 16 per cent have set up other departments
to handle some or all of their traffic and transportation functions.
Delivery departments comprise 60 per cent of these, being found
almost entirely in small or in medium-sized organizations; shipping
departments make up 30 per cent of such special departments; while
transportation, receiving, warehouse, packing, billing, and mail
departments are found in certain scattered instances.

arious departments—When neither a traffic department nor a
special department is designated, if traffic matters are handled they
usually are looked after by one of the following departments in the
order named : Executive (consisting of the president, vice president,
manager, secretary, and treasurer) ; production; purchasing; sales;
office; accounting. , _
OFFICIAL RESPONSIBLE

IN FIRMS HAVING TRAFFIO DEPARTMENTS

Of the concerns having traffic departments, 26 per cent, or over one-
fourth, indicated that the traffic epartment reports directly to the
president of the company; 16 per cent directly to the general
manager; 13 per cent to the vice president; 4 per cent to the officer
bearing the title of plant, production, factory, or works manager or
superintendent; 3 per cent to the official bearing the dual title of
vice president and general manager; 3 per cent to the sales manager;
2 per cent to the manager; 2 per cent to the secretary of the company;
2 per cent to its treasurer; and 2 per cent to the secretary-treasurer.
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In the rest of the cases, nmounting to 27 per cent, the traffic
departments were found reporting to 21 combinations consisting of
two officers each, 6 combinations of three officers each, and 1 combi-
nation of four officers.

IN FIEMS NOT HAVING TRAFFIC DEPARTMENTS

TWhen there is no separate traffic department, it is of interest to
know what department usually does have jurisdiction over traffic
matters or what official or employee is in charge.

Questionnaire replies disclosed that in these circumstances the

-large concerns delegate supervision over traffic matters to 10
different employees. Twenty per cent designate their shipping
clerks; 15 per cent (each) name their superintendents, sales man-
agers, or purchasing agents; while 10 per cent (each) name their
general managers, office managers, or cashiers. Instances are re-
ported where a president, comptroiler, and even a car checker look
after traffic affairs.

The medium-sized businesses delegate supervision over traffic
activities to 21 employees. Shipping clerks are in charge in 30 per
cent of these firms; office managers in 14 per cent; sales managers
in 10 per cent; purchasing agents in 9 per cent; secretaries in 7
per cent; superintendents in G per cent; clerks in 4 per cent; general
managers, treasurers, and accountants in 3 per cent each; presidents,
managers, secretary-treasurers, cashiers, bill clerks, and boolkkeepers,
in 2 per cent each; while instances were noted where a credit manager,
order clerk, or stock clerk was named.

The small concerns spread authority among 32 different employees.
Shipping clerks again are first—in 27 per cent of the firms; secre-
taries are named in 11 per cent; managers in 10 per cent; treasurers,
office managers, and boolkeepers in 5 per cent each; presidents,
general managers, and sales managers in 4 per cent each; super-
intendents, accountants, secretary-treasurers, and clerks in 8 per cent
each; and purchasing agents, vice presidents, assistant managers,
service managers, warehousemen, bookkeepers, cashiers, chief clerks,
billing clerks, timekeepers, and even stenographers and office boys
were each listed in a few instances.

Taking firms of all sizes without traffic managers, the shipping
clerk is placed in charge of traffic administration in 29 per cent;
secretaries in 9 per cent; office managers in 8 per cent; managers in
7 per cent; sales managers in 6 per cent; superintendents and assist-
ant superintendents in 5 per cent; general managers, treasurers,
purchasing agents, and bookkeepers in 4 per cent each; presidents

and accountants in 3 per cent each: with the remaining 14 per cent
scattered among 20 achitional empfoyees. gp



-CHaPTER IV
FUNCTIONS OF INDUSTRIAL TRAFFIC DEPARTMENTS

In outlining and defining, in a preceding chapter, the various kinds
of traffic organizations, brief mention was made of the functions and
purposes of each.- It will be noted that each kind of department fills
& specific purpose in the work incident to the handling of the traffic
affairs of business concerns, &lthough the functions of the varitus
kinds of traffic departments may overlap invome particular phase of
their activities. %‘or example, some community (chamber-of-com-
merce) traffic departments audit freight bills for their members;
this is a service the individual traffic department of a business estab-
lishment usually handles for itself, unless it has the work performed
for it in order to serve as a check on its own efficiency. Likewise,
some trade-association traffic bureaus perform the services for a
community that a chamber-of-commerce traflic bureau is expected to
handle; and, further, by handling traffic matters of specific interest
only to individual members, it overlaps the functions of the industrial
and commercial traffic department.

The functions which are described in this report pertain primarily
to those of industrial and commercial traffic departments. Certain
industries and branches of industry do not handle some of these
traffic matters because (1) such services or facilities are not required
by their business, or (2) they have completely overlooked giving the
funetion proper attention, or (3) the dutg'l has been delegateg toa com-
munity, trade-associztion, or private traffic bureau for administration.

INDUSTRIAL TRAFFIC FUNCTIONS CLASSIFIED

First it may be well to state what is considered “traffic work.”
Briefly, traffic functions encompass the exercising of complete
authority over the handling of all matters connected with the move-
ment of goods after they are purchased and until they are received
and go into stores prior to production ; also, sometimes the movement
from stores, through production, and into stockj also, the handling
of all matters connected with the movement of goods after they are
sold and come out of stock, and until they are delivered to the
firm’s customers, This may call either for the performance of the
actual transportation, or simply for its management when the goods
are moved by transportation facilities owned and operated by
outsiders.

The many activities connected with the operation of a business
that can properly be termed © traffic functions” may be classified
into five groups—those of an administrative nature, those relating
to traffic costs, to traffic services, to physical handling, and to trans-
portation, storage, and communication. They are scheduled below.

33
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The list contains numerous duties not usunlly thought of as “ traffic
functions ” in the popular interpretation of that phrase.

TRAFFIC ADMINISTRATIVE FUNCTIONS
ADMINISTRATIVE FUNCTIONS RELATIRG TO INSIDE CONTACTS

Traflic functions of a general administrative character comprehend
the exercising of complete executive authority over traflic manage-
ment by cooperating with all departments within the organization
in such things as: )

Organizing and administering the traffic department; securin
adequate jurisdiction, budget, cooperation, personnel, an

ecil(lipment.

Looking after traffic for branch distributing houses, branch
plants, and subsidiary companies, .

Keeping executives informed of current traffic changes and
developments. .

Participating in local, State, and Federal legislative matters
affecting traffic matters.

Preparing evidence and acting as witness in court cases.

Locating plants, warehouses, and branches.

Determining proper size of purchase and sales orders, from
transportation standpoint.

Determining proper manufacturing design, form, and assembly
of articles produced.

Studying, designing, and experimenting with containers and
selecting proper packing materials,

Rendering periodic reports concerning the administration of all
these facilities and services.

Broadening territories in which purchases and sales can be made
profitably. )

ADMINIBSTRATIVE FUKCTIONS RELATING TO OUTSIDE CONTACTS

_ Contacting on the outside with local, State, and national orguniza-
tions, associations, bureaus, and committecs, and with competitors,
carriers, service bureaus, trade associations, community organiza-
tions, and clubs in such matters as—

Filing formal, informal, and special docket complnints.

Intervening in rate and service cases,

Practicing before carrier rate-making bodies and governmenta!
regulatory commissions, :

Preparing and filing briefs for traffic cases,

Obtaining or preventing classification and rate adjustments.

Obtaining new freight rates and ratings.

Obtaining transit privileges,

Obtaining revisions in tariffs, r

Muking ocean-space contracts.

Making trucking agreements.

Muking warchouse contracts.

Leasing rail cars.

Arranging special services.

ules, and regulations.
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Arranging average demurrage, credit, weighing, and sidetrack
agreements.

Maintaining adequate car service and supply.

Arranging train-service improvements.

TRAFFIC COST FUNCTIONS

Traffic work relating to charges involves taking care of the admin-
istrative, technical, and clerical functions having to do with trans-
portation costs occurring in connection with all of the facilities and
companies performing the following traffic services:

Iaintaining up-to-date traffic files.
Quoting rates and rqtings. o L
Preparing classification schedules and descriptions and issuing
rate tables.
Auditing transportation bills and transportation items on in-
voices.
Detecting, preparing, and collecting overcharge and reparation
claims.
Debiting shippers or customers for errors resulting in expense,
Analyzing and comparing tariffs, rates, and services.
Detecting rate and service discriminations, undue preferences,
unreasonableness, and other violations of law. ‘
Assembling evidence to support findings of unlawfulness.
- Preparing rate-case exhibits and statistics for use as evidence.
Accounting for transportation expenditures.
Paying transportation bills.

TRAFFIC SERVICE FUNCTIONS

Traffic services include administering the technical and clerical
functions listed below and having to do with the services furnished
by the following carriers and service companies:

Railroads; waterways—steamship, barge, and lighterage; docks
and wharves; highways—motor truck and cartage; airways; mail,
parcel post, and express; warehouses and storage; communication—
telegraph, telephone, cable, radio, and messenger; freight forwarders;
customs brokers; weighers; audit and claim bureaus and other out-
side service bureaus: . '

Handling traffic-office management—employment, filing, cor-
respondence, and supplies.

Ordering and disposing of cars. .

Preparing bills of lading (“billing,” as distinguished from
“1nvoicing ") and other shipping documents.

Routing shipments. . .

Tracing, expediting, and handling embargoed shipments.

Pooling orders.

Consolidating less-than-carload shipments,

Handling passenger matters. : .

Handling export and import shipments, including booking cargo
space, insuring marine shipments, clearing import goods
tﬁrough customs, and securing refunds and drawbacks on
exports.
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Diverting, reconsigning, stopping, and transiting shipments,

Disposing of waste. .

Serving suppliers and customers in traflic matters. )

Detecting, preparing, and collecting loss and damage claims.

Distributing shipments out of warehouses.

Keeping records and reporting concerning car and vessel move-
ment, volume of traffic moving and on hand, transited goods,
and department expenditures, receipts, and accomplishments.

PHYSICAL-HANDLING FUNCTIONS

Traffic functions in regard to the physical handling of merchan-
dise embrace the managing and superintending of clerical and phy-
sical activities connected with the actunl handling of goods received,
stored, assembled, packed, and shipped: . .

Lfanufacturing or selecting, storing, and assembling containers
and packing materials,

Operating assembling, packing, and shipping rooms.

Assembling, checking, and inspecting.

Packing,

Marking.

Weighing,

Handling shipments,

Loading and stowing,

Icing, precooling, refrigerating, heating, and ventilating.

Car spotting, inspecting, rejecting, cleaning and preparing,
sealing, and recording,

Operating receiving room.

Unloading, unpacking, checking, and distributing.

Disposing of waste and containers,

Warehousing and storing,

Handling materials,

TRANSPORTATION, STORAGE, AND COMMUNICATION FUNCTIONS

Traffic functions in the field of transportation, storage, and com-
munication have to do with insuring, purchasing, leasing, building,
renting, operating, mechanically maintaining, accounting, recording
and disposing of the following kinds of privately owned and oper
ated transportation facilities:

Railways—cars, locomotives, lines, tracks, and platforms.

Waterways—vessels, floating and marine equipment, docks and
wharves.

Highways—motor vehicles,
tors, garages and stables.

.A.ll'wa S——f11 ]nnes 1 d. ﬁ '
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Plant transportation—materials
matic carriers.

tg;‘ilge——wnrehouses, elevators, tanks, sheds, yards, and stock
es.
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horses and wagons, trailers and trao-
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ASSIGNMENT OF FUNCTIONS FOR HANDLING

There follow a few illustrations, taken from representative indus-
tries, showing the traffic functions handled and how these duties are
grouped for handling and to whom each is delegated.

The distribution of work among the 16 clerical employees of the
traffic department of a middle western oil-refining company, shown in
Figure 6, is set forth below. The work is of two kinds—(a) traffic,
handled by desks A, 1, 3, 5, 7, 9, and 10, and () transportation,
assigned to desks B, 2, 4, 6, Ta, 8, 11, 12, and 13.

TRAFFIC_MANAGER

CHIEE RATE CLER
SENIOR RATE CLEAK
JUNIOR RATE CLERY|
AQUTE GrEmm - [
TARLEF CLERR |

TFieore 6.—TRANSPORTATION FUNCTIONS PARTLY HANDLED

This large oll refinety maintalns a traffic department of 27 cmplorees, having direct
Supervision over traflc adminjstention, services, costs, and transportation matters
incident to the ownership of over 1,600 tank cars. Physical handling and motor-truck
transportatlon operating functions are bandled by other departments.

Chief clerk (desk A):
Handiing all matters pertaining to reconsignments.
Handling correspondence regarding—
Clnims, railrond overcharge, loss, and damnage,
With railroads relative to proper charges on shipments on which rate
clerks and others have been unable to effect adjustment.
Miscellaneous matters—advice as to refunds offered by railroads at
stations, passenger matters, etc.
Checking traffic bulletin for tariffs of interest.
Disposing of canceled tariffs,
Disposing of Interstate Commerce Commission reports.
Watching tariffs for changes, )
Handling telegrams relating to—
Rate quotations,
Reconsignments.
Miscellaneous matters,
Chief clerk (desk B): he
Handling correspondence concerning—
Demurrage and storage.
Detention of cars.
Outside purchnases,
Miscellaneous matters.
Ohecking demurrage, storage, mileage, and inflammable tariffs,
Developing status of sldetracks serving bulk plants.
Handling revisions and changes In connection with tank cars.
Loading foreign cars,
Revising forms,
Preparing requisitions for other than supplies,
Preparing reports and statements concerning—
Car service.
Leased cars,
Car operations,
Shipments from cutside plants.
Oars assigned for moving outside purchases,
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Chief rate clerk (desk 1):
Handling all inbound matters, rates, cte.
Handling all matters covering the checking of bills on outslde purchases,
Checking of customers’ orders,
Furnishing rates and routings on outside purchases,
Preparing rate statements on oil and supplies.
Responsibility for proper handling of station shipments.
‘Watching tariffs for changes. \
Mnlntniuinglm;e(l()loolésé) |
Senior mileage ¢ler e : '
Checkin,fe embargo notices and shipping orders to «dctermine lines affected
by embargoes.
Arranging for equipment to handle coke and cinder loading, and recording
weights, ete,
Preparing awitch list for plant No. 2
Handling correspondence relative to—
Mileage allowances and miteage equalization accounts.
Excess empty mileage as a result of mishandling cars.
Maintaining mileage ledger and remitting mileage allownnce to accounting
department,
Checking outside purchase invoices.
Preparing reports relative to—
Eanrnings of leased cars, -
Status of milenge on individunl carriers,
Asslsting preparation of mileage and other related reports,
Senjor rate clerk (desk 3):
Rating and routing customers’ orders, ‘
Furnishing rates on oil and supplies to the varlous ddepartments.
Checking of freight bills attached to notices of intended claim,
Watching tariffs for changes, :
Maintaining routing file,
Trace clerk (desk 4) 3
Tracing—
Weekly tracer, loaded and empty cars.
Special tracers,
Preparing statements and reports—
Tax reports and related correspondence.
Statement of ears moving bevend Kansas City.
General statements concerning car movement,
Allotment report,
Asslsting in preparation of monthly report,
Junior rate clerk (desk 6) s
Preparing clnims,
Auditing vouchers.
Checking rates on freight bills, collect and allow.
Watching tariffs for changes,
Junlor mileage clerk (desk a):
Complling and malntaining book of mileage distnnces on varlous railroads.
Assisting on other desks—-
Car records,
Preparing monthly report.
Preparing reports and statements-—
Leased-car mlleage reports,
gommll:l.vl et(}umment m;)leuge estimates,
ecapitulation report, bad-order- A
Route clerk (desk 7): ° P er-ear dugs
Rating and routing station orders,
Asslst in checking vouchers,

Asslst In filing of tariffs and ch
Form clerkt (damE s eckllng' tariff bulletine.

Preparing forms—
Junction or rallway cards.
Junetion letters,
Receipt and relensge forms,
Forms with carbon,
Checking yard report,
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Form clerk (desk Ta)—Continued.
Filing— )
Release forms,
Crude reports and letters.
Senior car-record clerk (desk 8) :
Recording car movements,
Preparing and forwarding mileage forms on leased and other cars.
Preparing detention ard release statements,
Checking car repair bills agninst car records.
Preparing statement of delays to tank cars,
Abstract clerk (desk 9): -
Auditing main plant outbound bills.
Responsibility for abstract files and bills of lading,
Protecting records on reconsignments, ¢ ‘unds, etc.
Abstracting inbound collect and outbound prepay freight bills.
Checking weight and extensions on freight bills to customers, collect and
allow.
Listing bills of lading received from purchasing department, and forward-
ing same to accounting department,
Keeping record of cars routed viu various lines.
Typing claims, ete.
Tariff clerk (desk 10):
Opening mail.
Indexing tariffs.
Filing current and canceled tariffs.
" Making claim balance.
Entering claims in register.
Checking traffic bulletin against tariff file,
Handling requisitions for supplies for both divisions,
Junior car-record clerk (desk 11):
Recording car movements.
Preparing forms, slips, eards, ete,, and recording in car-record books,
Assisting in preparation of nnd forwarding mileage forms, leased and other
cars,
Assisting In preparation of detention and relense statements.
Assisting in checking of ear-record bills.
Assisting in preparation of statements of delays to tank cars.
Senior blil-of-lading clerk (desk 12):
Preparing bills of lading covering refinery shipments.
Preparing instructions covering empty foreign cars.
Preparing bills of lading covering empty company-owned tank cars.
Preparing condition yard report.
Preparing and typing available car report,
Filing bills of lading.
Correspondence in connection with the cancellation and correction of bills
of lading.
Junior blll-of-lading clerk (desk 13):
isting in the preparation of bills of lading.
aring and typing bad-order report.
Prepnrlng bills of lading for use. .
Assisting bill-of-lading clerk.
Filing correspondence of traflic department,
Delivering bills of lading to railroads.

The assignment of duties for the members of a somewhat smaller
traffic department maintained for an eastern pipe and iron foundry,
shown in Figure 7, is outlined below:

' Traffie manager:
: Supervising work of traflic department.
Preparing and presenting cases before various commissions.
Attending rate henrings and handling important trade questions with vari-
ous carriers.
Conferring with executives and different departments of this company as
to the handling of business in general.
Handling various other duttes too numerous to mention.
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Asslstant traffic manager (stationed in the South, where several plants of this
company are located) :
Assisting the traffic mannger in humerous ways.
Attending to the requirements of the plants in his district,
Expediting export and Intercoastnl shipments,
Supervising the quoting of rites for and routing of orders placed with the
sales manager in his territory.
Handling various rate mutters,
Representative of trafiic department (located at Chleago) :
Handling the necessary quotations, routing, etc., for the sales manager
located in that territory.
Chief clerks:
Supervising work of the traffic department in the absence of the traffic
manager or the assistant traffic manager and other numerous dutles
in connection with the work of the traflic departinent.

TRAFFIC MANAGER

ASST. TRAFFIC MANAGER

[cricaco representamve] [ crier cLErr | [pont Representative | [ crier cren]
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Fioure 7.—FOUNDRY TRAFFIC ADMINISTRATION ACCOMPLISHES SAVING

An eastern pipe and Iron foundry, cmiploylnr 6,500 men In T plants and 2 ware-

houses, spends $5,6556,000 for trunsportaticn, which Includes $232.000 for piant trans.

portati_on handled by plant managers, The administration of this traflic department

§3}',§ i.u,ouu, but the department recovered $52,000 during the year covered by its
T

Clerks:
Quoting rates,
Routing orders. '
Conselldating papers in connection with export and intercoastal shipments.,
Preparing rate statements, ete, I
Representatives of traflic department (statloned at the ports through which
export shipments move) : Hxpediting the movement of mnterlal to the port
and supervising the loading of sanm on bourd varlous vessels,

JOB ANALYSIS

The organizntion of a large chain-store traffic * division » or de-
partment is set forth in Figure 8. If has nlso definitely analyzed
its work and has specifically assigned duties to its 17 members. The
arrangement is shown below:

Traflic manager (responsible to merchandise director) :
R(:ﬂdfrls nmonthly and semlanoual reports covering activities of entire
vislon.
Supervises functioning of dlvlslon, advising each roper
performiance of his dutles, ' § eAch porson as fo the prop |
Accounts to company for proper physlcal distribution of goods,

Responslble for company paying Jjust and rensonable transportation
charges,

Prepares rules and instructlons for store manual,



INDUSTRIAL TRAFFIC MANAGEMENT 41

Traffic manager—Continued.
Coordinates division work so as to conform with company's policies and
to insure smooth operation with other divisions and stores.
Prepares shipping directions.
Decides availability of freight routings and otber modes of transportation.
Analyzes transportation costs,
Organizes stores’ receiving departments,
Approves cancellation and adjustment of claims for other than the full
amounts,
Arranges for marine and other transportatior insurance,
Cuitivates good will and general cooperation of carriers and shippers.
Attends meetings of traffic associations, shippers' conference, ete.
Arranges transportation and hotel accommodations for convention party.
Develops and supervises import (epartment,
Etiits division bulletin.
Secretary (responsible to traffic manager) :
Handles trattic manuger's dictation and filing.
Answers general correspondence.
Relieves truoffic manager of details.
Arranges for Pullman reservations and passenger tickets,
Furnishes information in regard to train times, fares, ete.
Secures refunds on unused tickets. :
Peruses and distributes division mail.
Handles nnd censors requisitions for sapplies.
Keeps file of division forms and maintains record of form numbers.
Receives visitors,

[ MERcHANDISE DIRECTOR |

TRAFFIC MANAGER

|
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Figune 8,—WELL ORGANIZED CHAIN-STORE TRAFFIC DEPARTMENT

A large chaln store with a well organized trafiic department consisting of 17 em-
ployees. For the specific functlons of euch employee see pages 40—43, Job analyses of
this kind are very much worth while. This department is one of the best in the
country. Although costing $38,000 nnnually to operute, it collected about $100,000,
which sum dld net include estimated saviugs resulting from rate adjustments.

Chief clerk (responsible to traffic manager) :

Renders detailed monthly report. In absence of traffic manager is respon-
sible for proper functioning of division.

Scecures tariffs, classifleations, ete, and maintains suitable tarift file.

Studles tariffs and Keeps informed of rate changes,

Investigates rate situatlon, applying for reductions where possible,

Maintains constant watch for and investigntes new and better routings
and transportation service.

Studles freight classification and arranges with shipper for proper descrip-
tion of merchandise,

Asgists traflic manager in preparation of shipping directions,

Furnishes all shippers with complete shipping directions,

Censors overcharge claims agninst carriers.

Investigates and develops the use of proper shipping containers.

Prepares and distributes invoicing instructions.

Interviews carriers’ and shippers’ representatives.

Hanctles with shippers their failure to comply fully with shipping directions.

Checks freight bills for proper charges.

Stenographer to chief clerk (respounsible to traffic manager) :
Mauintaing list of shipplug points and shinpers.
Types shipping directions and raute charts,

3864°—80——4
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Stenographer to chief clerk—Continued,
Files shipping directions and all matters pertaining thereto.
Follows up shippers for acknowledgment of shipping directions.
Takes dictation and writes letters,
Rate clerk (respons.ble to trailic manager) :
Quotes transportation rates and furnishes buyers comparative landed cost
on new items nnd pew sources of supply. |
Annlyzes Innded cost on listed items,
Routes nll orders for new-store fixtures, tracing carloads and less thal
carloads, that are delayed, through to destination.
. Reviews all wnreheuse orders, routing to New York or Brooklyn dependln)
. on cost and service.
Checks freight bills for proper charges.
Auditor (responsible to traffic mannger) :
Renders detniled monthly report.
Accountable for proper checking of invoices anpgainst shipplng directlons
Inspects and approves debit memoranda agalnst shippers for violation o
shipping directions.
Handles with stores questlons of overcharges In transportation.
Accountable for obtaining and keeping up to date nll data necessary fo
proeper audit of involces,
Handles with stores negotintions for reduction in drayage rates.
Assists stores In arranging disposal of waste material.
Arranges with post offlce and express companies for proper storing o
new-store shipments,
Centracts with drayman and arranges for storage in new-store cities.
Reviews shippers’ orders and censors henvy express shipinents,
Carrles on research work,
Asgists traflic manager in preparation of shipping directions.
Stenographer (responsible to auditor) :
Takes dictation and writes letters.
Clerk (responsible to audifor):
Checks iuvoices for viointlons of shipping directlons and prepares debl
memorandu in event of violations.
Eeeps record of changes in shipping directions from frelght to express
issued to shippers by buying divisions.
Keeps monthly record of debit memoranda filed agrninst shippers.
Clerk (responsible to auditor) : . )
Checks invoices for violations of shipping directions nud prepares debl
memoranda in event of viclations.
Keeps record of changes In shipping directions from freight to expres:
issued to shippers by buying divisluns.
Clerk (responsible to auditor) :
Checks involces for violatlons of shipping directlons ang prepares debi
memoranda in event of violations.
Clalms adjuster (responsible to traflic mannger) ;
Renders detaited monthly report,
Censors all claims recelved from stores to see that they are properly mad
out, numbered, and supported.
F"?Bﬂ and prosecutes claims against eprrlers for loss, damage, and ovel
charge,

Files and handles claims ugaln'st insurance companles.
Prevents cluims,

Lla;lt;n‘t??!:az familiarity with laws governing carriers' linbility and settlemen
. 8. -
Traces shipments, ‘
Interviews carriers' and shippers’ ¢lnlm representatives ; also vigits railron
claim departments and shippers when necessary,
Visits rallrond terminnls, stenmnship plers, and public stoves to inspect aw
clieck shipments received in damanged or plifered condition.
Stenographer (responsible to elnima adjuster) :
Hus charge of clalm department files, flling claims, and other correspond
ence, matching up replies, ete.
Follows up open clulms for acknowledgment and status,
Asglsts In preparation of monthly and semiannunl reports.

Looks up involces, eharge-backs, and other informatlon nt Lehest of clalm
adjuster,

E
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Stenographer—Continued.

Takes dictation.

Prepares outgoing mail for elaim department,
Stenographer (responsible to claims adjuster) :

Tukes dictation and writes letters.

Cluim clerk (responsible te claims adjuster) :

Prepares clnim briefs and arranges supporting papers on all claims approved
by claims adjuster and auditor, for presentation to carriers.

Verifies extension of claim amounts,

Computes aad includes in amounts of loss and damage claims proportion
of transportation charges and overhead charges when in order.

I'repares folders for filing claim papers.

Records claims in account books and Kkeeps records necessary for cl.um
prevention.

Sees that claim numbers are used by stores consecutively, reporting other-
wise to claims adjuster for attention.

Records carriers’ claln acknowledgment numbers in account books, there-
after filing acknowledgments with respective elaim papers.

Records checks in payment of tlaims in account books, verifying amounts,
closing files, and securing auditing division’s reeceipt for each check,

port man (responsible to traffic manager) :

Renders detailed monthly report.

Arranges clearance and necessary warehonsing of imports.

Checks up papers coveritg import shipments, sending to customs broker
to arrange clearance, keeping record of all cases.

Follows up public-store cases for delivery.

Handles correspondence in regard to illegally marked goods, and general
import matters with broker.

Advises warehouse dates to release invoices for cases moving through
ports other than New Yorlk.

Maintains complete record of shipments forwarded through outports.

Determines c¢heapest method of handling large import shipments.

Corresponds with foreign offices on all matters requiring correction.

Compiles and makes detniled reports on imports,

[mport stenographer (responsible to import man) :

Sees that necessary papers missing on any shipment are promptly secured
and forwarded to broker,

Checks import cases released, upon advice from broker., sending delivery
order to the warehouse, advising numbers of cases released and public-
store cases,

Sends delivery orders covering public-store cases te warehouse as cases
fre released.

Handles import files.

Takes dictation and writes letters.

[mport clerk (responsible to traflic manager) :

Muintains complete foreigm order file.

Rtecords on back of order copy the quantities of merchandise received.

Secures commercial invoices covering all cases shown on broker’'s invoice.

Computes landed costs.

Makes out typewritten invoices in duplicate for warehouse, and separate
involces for each department, showing actual landed cost. -

Prepares insurance certificate on eanch shipment and forwards to insur-
ance broker.

Submits to interested buyers itemized statement covering entire shipment.
This statement shows full information as to name of steamer, quantity
of each item received, foreign cost and landed cost,

Maintnins file of import papers on each shipment, Including involces
passed by the warehouse. .

Furnishes auditing division memorandum showing foreign cost, cuStoms,
and broker's charges.

Balances forelgn bank account.

Eeeps complete detailed record of each imported item, showing shipper,
shipping point, complete descriptlion of ftem, foreign cost, landed cost,
rate of duty, how article 1s described for assessing duty, name of steamer
on which initial shipment arrived, and other pertinent information.

Figures landed cost on sample shipments.

Renders monthly report of orders placed and merchandise received.
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CENTRALIZING TRAFFIC FUNCTIONS

In many organizations a luck of coordination is observable in the
handling of traftic affuirs, usually due to the fact that no one depart-
ment or individual employee is designated to look after the various
matters dealing with the firm’s transportation. This presents a
weakness in the organization plan encouraging wastofull methods
and practices, which can be overcome by making one cmplovee
responsible for all physical-distribution activities and investing him
with the necessary authority to sce that they are properly taken

care of,
PRESIDENT
AN D
GENERAL MANAGER

SALES MANAGER PURCHASING PLANT PLANT
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Frarup 0.—TRAFFIC FUUNCTIONS I)!':f;’lENTl{.\I.IZI':D IN MEDIUM-RIZED PATER

A pulp and paper eompany employing 1145 men with total annunl expenditures of
$1, 200,000 han wet up thin organlzation. Fhe joint purchasing agent-treosurer *° also
acts an traflle monager' nand " acts in nn pdvisory enpaclty on routing moterial
throuzh the miil’* A hend shipplog clerk, reporting to a plant superintendent, has
n ehipping clerk nnd n recelviag clerk under bile supervislon, and ** han direet cons
taet with the sales manager and purchaslog agent on teaflic matters,”  The bouka of
the company do not show the dlvidoal ftemns, but E5:0L,000 ks the estlaated total
annunl expendlture for transportation.  An outside mnuufacturers’ assoclntion and a
frelght-ill audit concern suppicment the company’'s effurts alung trufic lnes

Forty-seven per cent of the business concerns that have traflic
departments do not have any other independent transportation,
delivery, or shipping subdivision of the work. In fact, the larger
the firm the more hkely it is to place all activities of n traflic or
transportation nature in one department for handling. Of the cen-
tralized types of organization, the small firms represent 19 per cent,
the medium-sized 38 per cent, and the large concerns 43 per cent.

Over one-half of the firms reporting the maintenance of traflic
departments do not have their traflic functions centralized. To be
exact, 53 per cent of these firms have other departments, in addition
to the truﬁic department, administer traflic, transportation, and phys-
ical-handling functions. Delivery departments are maintained in
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52 per cent of the establishments thus reporting; shipping depart-
ments in 21 per cent; transportation departments in 16 per cent;
recetving departments in 3 per cent; export departments in 2 per
cent; and such matters as storage, carloag freight, less-than-carload
freight, express, mail, packing, service, passenger transportation,
garage, trucks, railroads, and boats are handled by separate depart-
ments in isolated instances.

TYPICAL SITUATION WHERE TRAFFIC FUNCTIONS ARE NOT CENTRALIZED

Many perfectly good reasons are advanced for this lack of cen-
tralization; it should not be condemned in every instance. For
example, a manufacturer of radios has two traffic departments, one

TRAFFIC MANAGER

1 1 i I |
x| [oes] | STENOGRAPHER o R mAN
¥
I | - - |
Rt e Ml
1 |
couipmEn [HED T s

CHAUFFEURS [STENCILERS
caract MEN| (PACKERS[ 18 \agoRERS IHBORERS CHECKER| [LABORERS

Flarae 10.—TRAFFIC FUNCTIONS CENTRALIZED IN MEDIUM-SIZED FACTORY

Musteating a traMe department costing annually only $6.000, '“l charge of all
t¥Iew of trnile functions—administentive, service, costs, phyaleal handling, n“l‘l;l truns-
burtntion (for which $75,000 (s wpent_annually). This concern employs 450 peaple

in manufacturing a natlonally known paper pruduct Teyuiring a total expenditure of
$2,000,000 annually,

looking after inbound goods and nrn0the" taking C'"‘F ?f the Outi
bound movement of products sold. The explanation of this unusua
procedure lies in their being owned by two separate companies, with
various departments duplicated. A somewhat similar organization
is reported by a manufacturer of electric refrigerators. flored b

A typical illustration of decentralized traflic functions is offered by
a plant that manufactures stoves and employs 1,000 men: 1

T'he oflice manuger is responsible for t;-nf_’hc duties in df:em_aru A

An outside trathie ('0[[]]595 looks after railroad classification, rate,
and tariff matters and legal and regulatory n!alt.ters. or and traflic

The sules department has qlmrge of outside carrier ra flﬁ -
associntion contacts; keeps informed concerning current traflic

changes nffecting the firm's shipping; makes ocean-space contracts,
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warehouse contracts, and cartage and trucking arrangements; man-
ages telegraph and telephone services; hamdles muil, import, and
export shipments: books cargo space; bills shipments and prepares
shipping documents; routes, traces, expedites, and pools orders; and
consolidates shipments,

The purchasing department is rcslponsible for materials-handling
services, the receiving room, and the selection of proper packing
mnterianls.

To the production department is delegated responsibility over
warchouse and stornge facilities, plant transportation, and materials-
handling equipment.

|
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FiauEs 11--PLACB OF TRAFFIC WORK IN A SMAL :
P AFFIC WORK 1N A SMALL MANUFACTURING

The place of trafe work in a_typleal amall business having 15

in thls orgnnization chart. Store machinery and ﬁxturnE ar?-. Nn?r?r]l‘znyf:;ul:oahown
mnrketed. The company does not maintaln a separate traflic department, the t and
functlons belng tnken care of by the followlng wsubdivislons: Lognl—'-tru?]l rahe
matters: purchasing—recolving-room matters; service—overcharge and  loss low
damage clalms; order—billing, rated, tarlfs, and claksification matters s splen —cor
munlcation, miail, paswenger, outslde contoets, shipping policies uml'dint"rh—cm"'
location matters; production—packing and rhipplog, cars, rouuhg i stributing-
service ngreements with carrlers, and materluls handling, v Wiste disposal,

The shipping department has supervision ove R . ]
motor velggles,g trulc):ks, and garages; storage nnlc‘l t\l\]'?u'lf):;l);l:;'?g room;
ices; railroad transportation; parcel-post and express S e
assembling, packing, and marking; and the ordering in;erv;gem
preparing, loading, stowing, checking, and sealing of cars Specting,

The receiving department has charge of materials hy dli
unloading of cars, unpacking and checking of goods, and tn ng,

-]

posal of packing materials and containers. he dis-
The claim department has supervision over the detectip

ing, and collecting of loss and damage claims, & prepar-

RESULTS FROM CENTRALIZING TRAFFIC FUNCTIONg

Proof of the value of centralization of traffic funetions is .
several directions. One of the most important is thyy _tound in
possible the maintenance of a special division, 1t makes

wi s
1th a map jp charge
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who can devote his full time to the work and hence accomplish better
results through specialization. When brought together, often there
is found considerably more work requiring attention than previously
was believed to be the case, thus nullifying the reason so frequently
Eiven for not having a traffic department, namely, “not enough
usiness to justify.”
A retail chain-store concern operating in the South reports:

Our many branches were securing traffic services at many places before the
Inaugurution of our general traflic department. Freight Lills were being audited
on a GU-30 basls, No freight rates bhad ever been secured for any of our
interests. Bills of lading did not contain proper descriptions, in many cases
merchandise being described and taking higher rates than the goods were
Inwfully entltled to. Shipping supplies were being purchased in small lots by
each branch at more than twice the price that Is now being paid for the same
materinls, Since this department was added five years agoe hundreds of
freight reductivns and several classification reductions have been secured.

Another concern in the South, a wholesale and retail distributor
of coal, advises:

Payment of Improper charges for demurrage and unnecessary switching and
futlure to collect full value for dumaged goods have all been corrected through
concentrated atteution In traftic department.

An eastern manufacturer of steam piping and boilers furnishes
further testimony to the merits of this organization policy:

Prior to the establishment of a central traffic organization, some of our plants
were shipping identical commedities under different classifications, and some-
times ut a freight loss, Remedy: A ceatral organization which keeps all
plants informed on changes In classification and determines the proper classi-
fication und rates to be used ot analogous shipments.

A coke corporntion located in the Mohawk Valley believes the
centralization of traflic duties beneficial to all concerns:

1t is possible, of course, to cite instances where industrial waste has resulted
elther from ineflicient tratfic administration or from lack of cooperation
between a tratlle department and other departments. But it seems that the
most lmportant suggestions that might be made are, first, that an efficient traffic
department should be maintained by every industry and a thoroughly trained
manager, and none other, should be put in clmf'ge: and second, th‘at all tmtli;g
and transportation alfalrs—and It is never difficult to distinguish isume; e
handled by the tratlic department and by none other. Too often duties whic
logically should be attended to by the traffic department are in somerrwn)'
attached to other departments, which are never as well equipped to perform

thew as 1s the traflic department.

This subject may be concluded by quoting from the 93991:‘3"03 d(;f
a corporation manufacturing sutomobile bodies, comparing condi-

tions before and after establishing its traffic department:

When the undersigned entered the employ of this company tgogrfssl::. ol:)l:sg
fpervise a traflle department, it was found that there \;n‘k oF cooperation
contuct between the Industry and the carrier, and some nct P Evelght
was evident In the handling of trafic matters with other dep:lllr :inb % e
bills were awdited and clalms agalnst the carrier were handle “151'1 oty oF
traflic bureau. There was no activity toward correcting <up !lierﬁ, and no
tuadequate methods of packing of goods recelved frmln dvrl'xp roper classl-
effective steps had been taken to secure lower ratings tll'ﬂffdlt:t \c(?r(ling frelght
fleation or otherwise. There was need for a better t‘;"?{eu3 g closer supervision
and express pnyments and other traillctrec:\littis- as well as =
over loss nnd damaye to shipments in transit.

This situnt]lou wn'; corrected through a centralized t::g}.‘: :f:’,f{ﬁﬁhﬂﬁd“ﬁffffﬁ
muking a study of various problems certaiu reforms 8
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produced vesults of benefit to the Industry and to the rajlronds as well
Through the centralized handling of all traffic matters there has been a closer
contact and a better understanding with all departmenta, and with the trans-
portation companles to which we look for xervice. Al frelght and express bills
are nudited before payment and loss ang damage to goods in transit are given
closer attention. Cases of faulty or inndequote packing have been taken up
with suppliers, and consideruble Inconvenicince to us has been avelded and a
materiul saving to the carrier has resulted. Important revisions gnd rulings
in the classification of our materials which have lowered vur freipht coxts have
heen secured, and in several Instances we have instructed shippers on the
correct desceription in the billing of our gomls to the enrrier whereby lower
ratings consistent with specific provisions of the clussificntion were obtained.
In one of these Instances, the suving to us will amount to $2,000 or £3,000 per
antum. We have greatly reduced our cost of demurrage; withh an inercase of
more than 25 per cent in our Inbound tonnage for the year 1028, our demurrage
for that period was 50 per cent less than o 1927, We have couperated with
the local assoclation of commerce and speclal committees in eombat*ag proe
posed rate increases nnd have participated as an Intervener in an Iuterstate
Commeree Commission hegring by giving testlmony to justify a rule sltuation
in which we participate to a lurge exteut,

\
1



Cuarrer V

CONTROL AND DISTRIBUTION OF TRAFFIC FUNCTIONS

The data presented in this chapter approach the subject of indus-
trial traflic management, as now carried out in American business
establishments having traflic departments, from two angles:

First, from the standpoint of control of traffic functions by nine
of the departments customarily found in businesses large enough
to departmentalize their work—traflic, production, executive, ship-
ping, sales, office, purchasing, accounting, and legal. This control
may be exclusive, Joint, or advisory; it may be a major or a minor
activity of the department. )

Second, from the standpoint of the allocation of the various traffic
functions to these diiferent departments after grouping into (1)
administrative, (2) traflic-cost, (3) traffic-service, (4) physical-
handling, and (5) transportation functions; including with the
transportation functions those relating to storage and communication. .

DEPARTMENTAL CONTROL OVER TRAFFIC FUNCTIONS

In companies having traffic departments functions of a traffic
nature may be administered by being—
(@) Supervised wholly and directly by the traffic department.
(b; Supervised in part by a department other than traflic which
is given exclusive control of the functions thus assigned
to it, such as independently administered shipping, re-
ceiving, yards, warehouse, transportation, nmotor, steam-
ship, and airplane departments. In firms with this organ-
ization plan, the remaining traflic duties usually are under
the control of the traflic department. "
(¢) Supervised by n department other than traffic but consid-
ered a matter concerning which the traffic department s
consulted or can give advice on its own initiative. Certain
traflic duties are on the border line, being equally, for
example, of an accounting, sales, or groductmn nls;tml-ei
It may be difficult to determine which department s otu ‘I
supervise these functions; but the one not in active cclim _r?
should be given at least advisory authority in order to

keep the work properly coordinated.
An anulysisl of 600 in(-lsstrial traffic departments, madgi tod asct:‘;‘:
tain the traflic functions that are being handled ( 1) by truh c egmt -
Inents and (2) by departments other than traffic, brought ou

ollowing ratio:

Per cent
Traflic departments: 5.0
Exclusively handling trafic duties o ee—--omro-om-=e=
Other deprrtments: - 98
ixclusively handling traflle dutles._-—-------o-n---m-" 15. 0
Incldentally handiing tratlie du[ll‘S--—------'-"'""‘::_ .7
Jointly handling trathe dutles.-oocoemn-mmo-==mmmo=
100.0

PO oo e oo —amrmmmmmmAmm—mammmeTemmemTos -
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TRAFFIC DEPARTMENT

In the analytical study made of questionnaire replies submitted by
firms having traffic departments it developed that traffic functions
handled by traffic departments formed 75 per cent of all the citations
furnished, while traffic functions handled by departments other than
traffic amounted to 25 per cent. To about this degree traffic func-!
tions may be said not to be centralized for direct supervision by traffic
departments. It is (}uita evident that some traffic functions are of
a character not handled at all by some concerns; for example, pipe-
line facilities, In other cases, certain functions could not be super-
vised by the traffic department in any way other than by acting in
an advisory capacity to some other department. An example of this
would be-<a traffic department advising the executive department
concerning the proper location for a plant. The following tabula-
tion shows the extent to which traffic work is performe§ by the

, various departments:

Per cent

Trafiic department 5.0
Production department. . e e 9.0
Executive department - 5.0
Shipping departmento . _________ L ___ 3.0
Bales depRrtment o e e ___ 20
Office department e e e e 2 2.0
Purchnsing department - . 1.0
Accounting department.._____._ e —————— N
35 other departments_______________ ____ . 2.5
Total 100.0

The 85 departments comprising the final 214 per cent arranged
in the order of the number of E’;mes they wﬁepcited by thtn%OO
firms whose questionnaire replies form the basis of all computations
in this chapter were stores, receiving, export, finance, legal, yards
mail, engineering, transglortatx_on, order, service, local branch bllling,
telephone and telegraph, maintenance, technical, comptroller ma:
terinls, motor, circulation, electrical, planning, salvage, advert’ising
m‘echamcalfx correspondence, credit, steamship, ports, import log-,
ging, warehouse, personnel, airplane, and delive ’

It is estimated that of the tr

by traffic departments, two-thir
traffic department for handling,
natural work is handled, to
40 designated departments,

affic work possible to be handled
ds are gctually delegnted to the

The remaining one-third of its
8 greater or lesser extent, by about

PRODUCTION DEPARTMENT
The largest and most active de i i
4 x partment in i
one operating the business and known as the ;t?(illfgtti‘:)?rggr:ifg}:
turing, opt:.iratmg, factory, works, or plant depertment ‘A eneral
ey o uberinendent usully i chargs, ‘1¢%S s
Paly 1o Xeep the wheels turning, If ]
handled in order to carry on ‘the gllSiness? the 1?6 dtlﬂcili(onm;esltmﬂ?
L ! ed most capable of h i i
For this reason traffic functions wer pabe of handling it.
S L e fou
progiuciiion d:partment In 9 per cent of thgd :g‘l:) ?'eh?)ggled by the
trafic departments are comparatively new divtisiogs o?gl‘:)usirllr:agg
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-organizations, it is by the production department that the functions
having to do with transportation quite naturally are handled before
the establishment of a traffic department.. Very often certain of
the physical-handling and actual transportation duties remain with
the production department even after a traffic organization is set up.
Furthermore, when traffic departments are established many seem
to believe trafic work means office, clerical, and mental planning
activities, and not those of a physical-handling and transporting
nature,

Another reason why the production department so frequently
continues to handle traffic functions is the close tie up necessa
between the two classes of work. Raw materials and fuel reac
the production department through the traffic department. Finished
goods are taken away by the traffic department. This resuits in
the constant meeting of the two departments, and it is not surprising
that the dividing line indicating where resgonsi})iﬁty over the traflic
shall end and begin is not always placed where it would be expected.

The traffic functions cited as handled by the production department
are:

Per cent Per cent
Plant transportation______ .. T | Selecting packing materfals_ _____. 3
Ruilway transportation_____ .. 6| Storage and warebhouse__________ 3
Packing rooms. 6 | Loading, storing, checking, and
Muterials bandling e ooeeee. B sealing. 3
Pneumatic carrferso.....———ee- 5 | Telephone and telegraph_______.. 2
Waste disposal § | Communication service..________ 1
Motor-truck transportation_...——- & | Messenger service oo 1
Private cars, tracks, locomotives_- 5§ | Documents 1
Warehouse and storuge_——_——. 4 | Plant location ' i
Recelving rooms 4 | Truck and cartuge contracts..._. 1
ﬁssembllug, packing, and mnrl:lcrll{g 4 11511!;;111 ;;lyd gea:vcfcInPOSL ------ i
nlo; 11 1) -
!tlu:lu!i 8 unpacking, and ch 4 | Yarious functions__________.____ 10
Plpe-line transportutioeeee—e—ee- 4 —_—
Waterway tmsxl::pormﬂon____._ : Total - 100

Shipping rooms s

The administration and operation of transportation facilities
Tepresent 48 per cent and the physical-handling branches 31 per
cent of the traflic work taken care of by the production department.
In trafic administrative, service, and cost matters the production
department seemingly assists only when no other department is

available.

EXECUTIVE DEPARTMENT
i - is ive officers—in-
The executive department, comprised of the executive o

I i i idents, general manager, secretary,
cluding the president, vice pres , eral manager, secretar,

a i rted as handling one . 0
agscilg?:&lsggea;;:rm%;ts other than traffic. This large px.'oportloi

lll](]ou 3 redominan(:e I)f the small bUSlnBSS.

btedly 1S due to the p el

s"lal i w .VBS and tha Can not d.lV]dE the work
l bUSlneSS hﬂ.S fﬂ executl J ’ ,y] ] "

strictly along functional lines. :
] in phases, such as those relating to
has so inany facets that certmlllldpcomn;unication facilities, can be

i i i ipment, a
E:'g?:elr:ng?f lllllrtll(limﬁun lll; Ir;nde;'pendently, at the outset at least, by

individual officers.
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The following are the more important traflic functions taken care
of by the executive department:

Per cont
Communications. 15
Plant loeation 15
Pipe line. 7
Warehouse contracts...._. ———— 7
Legisiative 7
Car orders i
Telephone and telegrapheee—ec 6
Floating equipmento ..o e b
Messenger service 4

Ier cent

Pneumatlc carriers.____________. 4
Rnllway transportatlon..____.__. 3
Motor transportation...__._._.__ 3
Warchouse and storage.. . ____ 3
Private enrso o ________________ 2
Yarious functionse_. ___________ 13
Total 100

As will be seen from this list, 45 per cent of the traffic work
ertains to the administration of transportation and communication

acilities and 29 per cent to trafic administrative functions,

Y

PRESIDENT .

GEMERAL MARASER

= -
su.tsnan.] PUACHASING A GT,

|ens.oee1]

frreoy

]| ()
l:?succ'rrjl-l—[mmcﬂl

Peauary
AND

L
PROMOTION

ALES

Fioue 12.—TRAFFIC WORK NOT INDEPENDENTLY HANDLED

The personnel chart of n machinery-manufacturing concern
shows the trafic mannger reporting to a snles manager.

empi
rorn, mpioying 250 people

transportation costs

thia concern amounted to over 842%000 annunlll'i while tomlt‘!mndltureg made by

were § per cent of this sum, and tra

c-ndministrat!

on expense;
The traffic manager devotes but half of his time to trﬂnsport:uonly $1,800 annunlly,

aiso orders and gervice.

The packing and shipping room o

on matters, handling

manager, but the recelving room is under the purchasing agent, mes under the trattc

SHIEPING DEPARTMENT

When the traffic department is not given
The work handled therein is largely

jurisdiction over ship-

ping-room activities a separate shippini department often is set u

handling nature, as suggested by the fol

Per cont

Assembling, packing, and marking_
Parcel post
Loading, storing, nnd sealing cars.
Packing room
Shipping room
Preparing shipping documents..-
Motor transportationa oo ——————-
Express shipments

Unlonding, unpacking, checking. ..

10
10

78 per cent ‘cal-
owing list:) of a physmn?

Recelving room.__ il ““;
Disposal of waste______ 5

Ar order, ins
tion _ pectio

e e,
————— -

SEIECt]ng packing matarios =" " 5
m
Varlous functlogs aterlala 4

Total.____
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SALES DEPABTMENT

Certain traffic functions closely related to distribution are handled
by the sales department. These functions are on the border line be-
tween traffic and sales work. For the most part they are the service
(40 per cent) and the administrative (26 per cent) functions
indicated below:

Per cent . Percent’
Export shipments 16 | Pipe-line operation e ___._ 4
Warehouse contracts.___. ________ 13 | Cartage contracts 3
Plant location 10 | Mail 3
Storage and warehouse service.__ 9 | Varions functions_——_____.._____ 30
Pooling orders and censolidating : —_
CArs 8 Total 100
Communicatfons . ___________ — 4

OFFICE DEPARTMENT

The general office, like the executive department, often provides a
catchal%efor the assignment of traffic functions. There are certain
functions, of a communication nature gartlcularly, that would quite
naturally be expected to be handled by a department acting as a
central pool. The traffic functions handled under the direction of

the office manager are usually the following:

Per cent Per cent
Messenger service 98 | Preparing shipping documents__._ 3
Mail service. 20 | Pueumatic carriers—— .. 2
Telephone nnd telegraph___ 18 | Varfous fonctionS.-——w—eeaeae—e— 18
Parcel post 8 T
Motor transportation 4 Total 1

PURCHASING DEPARTMENT

The purchasing department is sometimes given supervision over
the traflic functions related to its own work in a physical way. This
consists of the receiving-room management and operation; also the
selection and purchase of materials for use in packing.

Per cent Per cent

Selectin r cking ma- Communications 6
tel'lﬂls proper pa & 30 | Trucking contracts——__________ 4
Disposal of waste 9 | Various functions ... _____ - 98
Materinls handling———— - 9 —_—
Recelving roomeoeee————————oe= 8 Total 100

Unloading, unpuacking, checking-.— 6
ACCOUNTING DEPARTMENT
. . |
Sine ting department often has charge of the genera
he traie fu Yumdled by it are practically the same as

A g
office, the traffic functions marily have o 4o

those delegated to the office department an
with communication matters.

Per cent Per cent
bl - 8
Mail se 91 | Audit transportation
Commurnviicc:uong ________________ %g Various functions - 22
Telegraph and telephone service... o
Messenger ServiCe..— . woomommen 15 Total
Overcharges 8

LEGAL DEPARTMENT—OTHER DEPARTMENTS

neti i idered strong enough,
Somet the traffic department is not consl o
not Welln:gfmgﬁ trained, I;;o handle traffic lal:v n'mtlﬁﬁl;nscllledAtbo t}?(l;
times the technical phases of traflic law work are y
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traffic department while the legal angles and appearances before the
governmental regulatory commissions and the courts are delegated
to the legal department. Usually, if this complicated field of law
is handled at all, it is by the traflic organization. However, the
legal department takes care of the work to the following extent:
Transportation legislation, 10 per cent; traflic law, 9 per cent.

Just as the shipping room has been set up as an independent de-
partment to exclusively handle certain traflic functions in some busi-
nesses, receiving, warehouse, mail, and a half dozen less frequenti
encountered departments are also found independently organized.
They seldom handle work other than of the character indicated by
their name. v

SPECIFIC DISTRIBUTION OF TRAFFIC FUNCTIONS

The following discussion relates to the departmental distribution
of specific traffic activities and is based on the replies received from
firms having traffic departments. Each was questioned concerning
the specific trafiic work it handled, being supplied with a list of 67
duties rega;r;ling which information was sought. (See Appendix,

. 171-172.
ppAboui: 60 of the d;:}pnrtments included were “joint”; that is, two
or more distinctly different phases of business were reported as being
handled by a single department in 10 per cent of the cases included.
These were usually, although not always, found in small business
organizations.

or the small business this “joint ” arrangement is practically the
only one that can be made. When there is but one executive, he
must administer perhaps eight different phases of the work of a
business; or if there are, say, four executives, the eight phases may
be so divided that each exccutive administers one, two, or three,

But when the amount of work justifies, cach executive should spe-
cialize in handling only one phase. Many firms with more than
enough work to ket;p a traflic specialist continuously employed in
its handling fail to free their joint traflic-purchasing or joint traffic-
order-credit managers from these other responsibilities. "In one city
having a population of 300,000 there are said to be only two full-time

traffic managers, yet half a hundred concerns in that cit {freient
business to justi’ y full-time traflic exceutives, at city do sufficie

CONTROL OVER TRAFFIC ADMINISTRATIVE FUNCTIONS

'It‘h_e t(tiafgc dﬁpatrtment, I}ke evder other branch of business, has
certain duties that are performe its executi \
corts distn;.ict k:}rllds: ¥ executives, These nre of
1. The first has to do with the executive relatio
exe ns of the traffic
department to others, both (z) within and (3) With(())ut tll?e com-
any organization. Functions of this nature require cooperation,
illustrated by the &)roper cletern}mation of a business location; and
they require outside contacts with carriers, service compnnies, and
trade, traffic, and community o rated by switehin
arran%ﬁmer&ls. 1 y g
2. Then there are administrative f i i ;
cost of transportation, which inclu&zagc%gns thving to do with the

traflic or economic aspects of a tariff and mt::, ;l;‘:uizgal aspects and

ssocintions, illust
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3. Next comes administrative work relating to the physical han-
dling of a concern’s traffic; this relates to the assembling, packing,
loading, unloading, and shipping and receiving room operations.

4. Finally, traflic administrative functions inve to do with the
administering of the transportation facilities actually owned and
operated by the company.

ADMINISTRATIVE FUNCTIONS RELATING TO INSIDE CONTACTS

Cooperating by advising departments as to proper shipping pol-
iciex.—This represents the very basis of cooperation between the
trafic and the other departments of a business. Shipping costs
are directly affected by the plans and practices of the various ﬁppart-
ments. The traflic department witnesses the need for coordinated
procedure. Over 88 per cent of the firms gave replies or this point;
of those replying, 92 per cent stated that the traflic department
actively handied the matter. .

Cooperating by keeping informed as to effect of changes—With
95 per cent of the concerns reporting, 85 per cent of the replies
stated that the traflic department is expected to keep informed on
current business and legal changes which affect, or are likely to
affect, the company’s shipping, and to communicate such informa-
lion to the other departments. An additional 8 per cent of the
traflic departments might be included, for they report serving in
an advisory capacity. Only 7 per cent replied that they were not
called upon to serve their firms in this connection. . )

Plant location—This function illustrates a traffic administrative
duty requiring cooperation of the highest degree with the other com-

any cxecutives, Seldom can business establishments or factories,

ranch plants, distributing warehouses, or other business units be

located or relocated by a single department. Problems of this kind

require joint effort. Complete supervision in the location of plants,
liel:le all %unctions, must resl,)t. with some one executive. In 38 pg‘ centt;
of the industries having traffic departments the traffic fpa30me§_
was reported to have supervision over plant locnt{on.l drrlr d Iftlll
cent it exercises an advisory power, actual control bemlg ggbe ‘: nt
the executive, sales, production, or office department. In Perad%i_
of the cases the traflic department has neither supervisor nl,;:sr likel
sory authority. ‘This would clearly indicate a serious ijﬂ e e dﬂ
to result in waste, for plant-location problems primarily

Wwith transportation matters.

ADMINISTRATIVE FUNCTIONS RELATING TO OUTSIDE CONTACTS

Contacting with trade-association and coannauﬁﬁlin?:ﬁaﬁarti[g_
ormation concerning the attem‘)t of tl'aﬂi(;ﬁ epmd o ity 8%5.
Pate in local, State, and national trade, trafiic, t? nf the firms having
Clation activities was received from 81 per cendO tment advising
fraflic departments. It disclosed the trafie \%Il)lt}i‘a 20 per cent of
other depurtments in 80 per cent of the ﬁl‘ﬂ}s- p enses the firm’s
the traflic departments do not, no doubt mt 1c?seits idea of traffic
Policy is aeninst carrying on outside conta(% % necessity for such
work may “not yet encompass the value oI or
Contacts,
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Contacting with carrier and service company officials.—Almost
every traffic department hns as one of its administrative functions
the contacting with the officials of carriers and service companies.
Replies from 96 per cent of the firms with traffic departments indi-
cated that 91 per cent of those replying expected the traflic depart-
ment to take care of such relations, 5 per cent required the traflic
department’s advice in such matters, while only 4 per cent made no
attempt at promoting outside public relations of this character.

ADMINISTRATIVE FUNCTIONS RELATING TO TRAFFIC COSTS

Arranging agreements with carriers—Just as plant location illus-
trates the sort of cooperation existing between the traffic and the
other departments within a concern, the arranging of agreements
with the carriers represents the character of traflic problems handled
through outside_contacts. Average demurrage agreements are en-
tered into in order to keep down the penalties charged by the rail-
roads for excess car detention; crec_l:t agreements are arranged to
allow the industry a sufficient time in.which to check freight bills;
weighing agreements are negotiated to avoid weighing every pack-
age of standard-size containers; and sidetrack agreements are made
to secure the benefits of private tracks,

Of the firms having traffic departments 90 per cent replied regard.
ing this function. Qf these, 87 per cent actually handle such mat-
ters, 4 per cent advise other departments that have charge, while 9

er cent of the departments are not even consulted,

Of the 13 per cent of departments other than traffic that negotiate
such arrangements with the carriers, 5 per cent are executive, 2 per
cent production, and 1 per cent each are sales, purchasing, office,
and shipping. . )

Legal matters affecting costs.—Inquiry was made concernine the
handling of traffic and transportation law matters. The specifie
activities illustrating the nature of this work were listed in the
questionnaire as—

Assembling evidence for rate and service cages,

Filing infoxl')mful, formal, anddspecial-docket complaints
Practicing before carrier and governmental re : .
Preparing and filing briefs for traffic cases, gulatory bodies.
Participating in loss and damage court cpses,

Inter}renin hm rate i%nddserVice cases,

It was found that traffic departments hay isi .

law matters in 80 per cent of the firms menis:gl?gll{moguol‘leg traﬁic
. ments, with the legal department responsible in o[ﬁ 9‘3 epnrt.
the executive in 4 per cent, accounting 2 per cent oﬁ‘n{ > per cen_t,
an%urchming (tleptti.lrtmenf in 1 per cent, » OTICe 2 per cent,
en it came to the participation of th : .

logislative matters, however,pthe percenia(g;;ce;lé In transportation
ive 16, legal re traffic depart-

ment 72, execut » legal 10, and office and 5 :
ments ench 1 per cent. When departments oth Cctountmg depart-
after this, the traffic department serves in qn der_ han_traffie look
of the cases and is not consulted at, n]] by thel1 Visory way in half
Many firms stated that they took ng part in tll‘_emmmn COnCerns.
they left it}fo 1iihehtraﬁ}ilc P&:reaus of the trade andlé?)rrfxlrlr?lf tl'(;n or that
tions in which they he : tmunity associa-
Y membership, Duyeg tq this, no ﬁoubt, 45
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r cent failed to indicate where responsibility rested in their organ-
1zation for this function. -

Classification, rates, tariffs, and charges—Perhaps the most
important technical administrative work of the traffic department
has to do with the rates paid for transportation, communication,
and stornge. Among the functions of this nature are:

Determining rate and service discriminations and illegalities.
Obtaining new rates and ratings. ‘ '
Obtaining transit privileges.

Obtaining revisions in tariffs and regulations.

Securing or preventing rate and classification adjustments.
Arranging for special services. _ : '

Of the firms having trafic departments 90 per cent reported on
those functions. Of these, 81 per cent have supervisory and 4 per
cent advisory authority to handle. Some 15 per cent either have
such matters attended to by others on the inside or outside, or do
not handle such functions at all. )

Ocean-space contracts.—Of the firms with traffic departments 83
per cent replied on this function. Only 56 per cent of.the replies
indicated that the traffic department had charge of steamship-space
contracts; 7 per cent advised that other ‘departments had such
authority; while 87 per cent did not have sufficient tonnage moving
via the (Keep sen to eall for agreements of this character: _ E

Trucking contracts—Of the firms having traffic departments 85
per cent replied on this matter. Only 64 per cent of them haw:
actual control and 14 per cent advisory power. About 22 per cen
of the traffic departments have nothing to say about truckmg con-
tracts. . .

Departments other than traffic that make local highway hauling
arrangements were found to be: Production, 5 per cfmt;_ sales, g
per cent; executive, 4 per cent; purchasing, 3 per cent; shipping, 2

er cent ; er cent. C 1y
P Warelzoi:;g gginc:::a}:};.—-Eighty er cent of the firms replied thgg
the traffic department had controrof the mak:mfg of contracts n A
per cent and its advice was asked in 25 per cent of the cases. zgar -
ments other than traffic had supervision over this function 1n 45 per

cent of the firms. e 3
i in 19 per cent, executive in 18
The sales department is mmea;-oducticyn 3 per’ cent, and legal,

per cent, warehouse 5 per cent, p

. b r cent each.
purchasing, office, and shipping dep artn:ge;itsis? p'i‘rafﬁc departments,

ere again an unstandardized polic ;
when thegr are well administered—and no ol;l_lers,ﬂ |sh011111de gfpti-?ﬂliaé
nently maintained—should not be overlooked in this pda,(si  of fraff n’
which is so intimately related to transportatlg)nhag | distribution
that effective, economical management can nlOt e ha
coordinated or placed under & central control.

HANDLING
ADMINISTRATIVE FUNCTIONS BELATING TO PHYBICAL

Another phase of traffic n.t]minis;mitio:o];ﬁ: f{’ng" ‘[r(:filtll;“l:: &}3&52}
rondling—the actual handlmg::chtr:gn:i{_,mment orwarded. \$ork .

Ing each shi ceived and ) Ene, e A
OF thia o T tes to. the pnoking, shipping, receiving, and

8804°—80—0
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storing operations. The actuanl work is performed by clerks and
laborers, suger\rised by foremen, superintendents, and chiefs who
report to and are directed by the traffic executives.

Receiving.—Authority to administer the receiving operations was
reported uﬁon by 89 per cent of the firms. Authority was said to be
placed with the traffic department in 31 per cent of the cases; this
department served 37 per cent of the firins in an advisory capacity
only, but it is not even consiited in 32 per cent of the firms,

Departments other than traffic that have supervision over the
receipt of goods are: Production, 32 per cent; shipping, 10 per cent;
éxecutive, 5 per cent; purchasing, 5 per cent; receiving, 5 per cent;
and wareilouse, 1 per cent. )

Storing.—About 82 per cent of the firms with traffic departments
furnished information to show that 30 per cent of them place the
administration of warehousing and storage with their traffic depart-
ments; 34 per cent of the traffic departments exercise only advisory
control; while 36 per cent are excluded from participation in storago
administration.

Other departments administering storing were found to be: Pro-
duction, 32 per cent; executive, 10 per cent; warehouse, 4 per cent;
shipping, 4 per cent; puirchasing, 1 per cent; and sales, 1 per cent.

Packing.—Responsibility over packing, as reported by 85 per cent
of the firms having traffic departments, was lodged with the traffic
department in 23 per cent o? the cuncerns; the traffic department
advised otlier departments in 41 per cent of the cases, and had
no part in the administration in 36 per cent.

he departments other than traffic that administered packin
were: Production, 39 per cent; shipping, 18 per cent; executive, g
per cent; sales, 3 per cent; and purchasing, warehouse, and order,
1 per cent each.

Shipping—Of the firms with traffic departments, 95 per cent
reported that in 33 per cent of the cases the traffic department exer-
cised administrative control over the shipping rooms, and advisery
control in 39 per cent of the cases. Strange as it may seem, traffic
and shipping administration appears to be entirely unconnected in
28 per cent of the cases reportecf

‘When the traffic department does not supervise the shipping rooms,
the following divisions are made responsible: Production, 29 per
cent; shipping, 17 per cent; executive, 4 per cent; sales, 2 per cent;
warehouse, 1 per cent; and order, 1 per cent.

Pacling materials—One of the most important administrative
functions connected with the physical handling of goods has to do
with the determination of the safest, lightest, and most economical
paﬁkinhg mfateriuls to be usecé.

ighty-four per cent of the firms having traffic depa S
replied that that department supervises this furg:tion in 28 lirr(tzg:&n&
the concerns, consults with other departments to the extent of 84 per
cent, and is not called upon at all by 88 per cent. * P

ADMINISTRATIVE FUNCTIONS RELATING TO TRJ\NBPOBTAT]Z’ON FACILITIES

Nearly every business concern owns transportation facilities of

one kind or another. Thus equipped, the . .
service which they otherwise would Pu’l'chusy-e 13);0;11111:% ;;Sniré?or{:téﬁg
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be said that to the extent that a business concern produces its own
transportation. storage, and communication service it js itself in the
transportation business. Traffic departments delegated with author-
Ity to administer transportation facilities are therefore both traffic

l
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Fiounn 13.—TRAFFIC DEPARTMENT HANDLING TRANSPORTATION
FUNCTIONS

Industries owning transportation equipment require the handling of functions in
addition to, and quite different trom,m%ht!’se of nonghyslml trafic_organizations, The
tralic dvpurtment of the large refining company here IHustrated hag direct comtrol
9ver the transportation functions lacldent to the ownership of a ficet of over 1,000
tank corm, Thf: concern expends $2.000,000 agnually for total transportation require-
fMeota and $85,000 for trafMc administration. ‘Trafie receipts amount to $550,000
anoually, accrulng in lurge part from rentals and mileage earnings on rolling stock.

and transportation departments. When the proportion of time
devoted to the administration of transportation-operation matters
1s large, such organizations will be termed transportation depart-

ments, Administrative control over transportation facilities was
reported as follows: :

TABLE 2 —ApMINISTRATIVE CONTROL OvER INDUSTRIAL TRANSPORTATION
EQUIPMENT

Character ol control

T Handled
Firmsre-| Traffic der;?&? axclusive-

Chamcter of Industrially owned and aperated equipment plying gm ment | ly by
fth other
complete ad?isor? depart-
control 1 ntrol | ments
cent | Percent | Per ¢ent
i I Il el 4
83 55 34 11
81 15 33 a2
73 30 16 54
q)o&loE
Mool 20 I o w1
e Une ynitfor BIEWAY . o o ocae oo e icamanemsamanmasnoaanaaness =t 60 44 4 81

Paeumatio tubeg.. .« el Il
-_--_—-___
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Business concerns are more likely to puss the administration of
transportation facilities to departments other than traflic than any
other group of traflic functions. As woukl be expected, the produc-
tion department is required to supervise the operation of transpor-
tation equipment, not only plant and materials-handling facilities,
but also to a large extent highway vehicles, locomotives, cars, and
industrial tracks. The traffic department administers these facilities
to about half the extent of the production department; in this con-
nection plant transportation and storage facilities are cited partic-
ularly. Furthermore, with the exception of pipe-line, pneumatic
tube, and marine equipment, the traflic department is called upon by
the other departments for advice concerning the management of
transportation facilities.

Sales departments, it develol)s, are usually given supervision over
aeronautic equipment—probably because it 1s being acquired largely
for sales-promotion purposes. The shipping department is author-
ized to handle highway equipment more than any other. The office
department has jurisdiction over communication facilities, as have
also the accounting and purchasing departments in lesser degree.

The executive departmeni—including the general mansger—re.
tains supervision over the facilities of transportation to a large
extent. Particularly is this true of pipe-line, air, and communica-
tion facilities.

CONTROL OVER TRAFFIC COST FUNCTIONS

Practically every traffic department has exclusive and direct con-
trol over the technical and routine clerical functions having to do
with transportation charges. Out of 600 firms with traffic depart-
ments, 598 report that this function is under the direct supervision
of the traffic department in 92 per cent of the organizations, under
advisory control in 2 per cent, and is either not handled or is
handled by others in 6 per cent.

A dozen or more functions may be included under this heading :

- Maintaining tariff files,
Quoting rates,
Preparing rate tables.
Making classification schedules.
Analyzing tariffs,
Comparing analogous and competitive rates,
Auditing transportation bills.
Auditing transportation items on invoices,
Preparing, filing, and collecting overcharge claims.
Paying, or approving for payment, transportation bills
Preparing rate-case exhibits; '
'_uilRoutEing shipments.h
‘hese duties are both technical and routir i ;
The quoting of rates and maintenance of tariff 1f‘iale(sﬂ‘ialrllli:;tlr lt{l nn,tg' no
clerical duties; and the analyzing of tariffs and com m'isll Y rt? com-
pe%t}';we ra};e_ mtuaii-::ions x'elelpre.qent technical duties, patison ot com-
] e maxing of warehouse, trucking, and ocean-g :
) i . pace contracts
L'}'d';?eﬁfl"‘E%ﬁ’grs_t’;?,)t'aﬂw cost function that hag ulrendy been con-
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To show how completely the traffic department has occupied this
field, the audit of transportation bills-may be taken. The traffic
department handles this function in 94 per cent of the cases cited.
Since this work is closely related to the audit of other bills, as would
be expected the accounting and office departments each perform this
work in 2 per cent of the cases and the executive and purchasing
departments in 1 per cent each. .

CONTROL OVER TRAFFIC SERVICE FUNCTIONS

Not only is it necessary for a concern to know its transportation
costs, but also to secure the full amount of service, of the highest
standnrds, that the money expended will purchase. Transportation
service can be graded on the basis of speed. The faster the service
the greater the cost. When faster service can be obtained without
an increase in cost a firm requiring fast service reduces its trans-
portation cost just as surely as when it secures a reduction in rates.
Or, expressed in another way, when the more complete use of vehicles
or cars can be obtained—by heavier loading or perhaps by the use
of shorter routes—the cost of transportation is cut and waste is
eliminated.

Traflic service functions have to do with such matters. They can
be clussified as those relating to the traffic moving via outside car-
riers and via trunsportation facilities operated by the concern itself.
The transportation facilities which.muls.t be tmanagg,red mcll.]l;?:afiallll-
way, waterway, highway, airway, pipe-line, storage, comm on,
eXpress, mnil,yl’nes{:enge{: forwn{dglg, weighing, and others of less
lmportance. .

he specific service matters that are handled by traffic departments

deal with the determining of the agencies and the class of serwpg to
use (routing); preparing loading instructions (pooling, anlf?h Iat-
ing, distributing); ordering of the service (car orders, shipping
orders, routing orders) ; Preparmg_shlppmg documents ( ills o
lading) ; assuring protection (marine and fire insurance) ; con-
trolling ‘while in transit (tracing, expediting, diverting, recm'lﬁgn-
ing, stopping, transiting) ; placing disposition mstf‘gft“’!lfa(gfm 8
in, spotting, and pulling cars) ; releasing shipments (clearing thwotg |
customs, delivering bills of lading and other documents, pay.rs
charges due, filing bond for missing documents) ; m?e";;‘du othgr
:Inents on delivery; and pmparﬂgmdemutrb?rge records

epartmental reports concerning traiiic ma . <

goss and ldmgage claims.~With reference to 'the dett:fitc:gna ltl)é
losses or of damage to goods incident to thelrt‘tmnosf(gl'aims from
the preparation, filing, following up, and coll:ict}o% 92 per cent of
e carriers, 78 per cent of the firms reported tia

it ! 3 atters, while 4
ttlmr traflic’' departments are responsible for ;uihplg. cent are not

;ger -clcnt serve in an advisory capacity, an
ons ' '
aimpors and amporte—Eighty puc ot of e B e
their traflic departments handling 63 per cen!1101:: eer.cent exercise
o shipping exported and imported goods, whlhe rchasing depart-
advisory control, In 2 per cent of the cases t :hp sales department
ment handles import shipments; in 4 per cent the
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handles exports; while in 11 per cent an independent export or
foreigm department is set up to handle such matters.

Booking cargo space—Of the T8 per cent of the firms replying
concerning this function, 55 per cent show their traflic departments
performing this service; 10 per cent additional serve in an advisory
capacity. Many concerns never book cargo.

Preparing shipping documents—About 96 per cent of the firms
report G4 per cent of the traflic departments handling and 22 per
cent advising on the preparation of shipping documents.

In addition to the traffic-department activity, the shipping, pro-
duction, sales, office, accounting, purchasing, order, and executive
depurtments, in the order shown, were indicated as handling this
function, .

Pooling orders and consolidating cars.—The replies show 87 per
cent of the firms stating that 70 per cent of the traffic departments
arrange to consolidate less-than-carload shipments into carload lots,
while 20 per cent serve the other departments in the performance of
this function. The following other departments consolidate ship-
ments: Sales, 10 per cent; shipping, 4 per cent; production, 2 per
cent; and purchasing, order, office, and executive, 1 per cent each.

Passenger service—Some 83 per cent of the firms reported that 65
per cent of the traffic departments look after passenger-service mat-
ters, while 12 per cent additional render advice to other departments.
When this function is handled by a concern it nearly always is dele-
gated to the traffic department. The sales and general-office depart-
ments in a few cases supervise passenger-traffic matters.

Mail and ﬂ.lpamel-post service—While only 78 per cent of the firms
having traffic departments furnished information concerning their
policy of bandling first, second, and third class mail matter, 84 per
cent replied regarding parcel post. Only 18 per cent of the traffic
departments supervise mail matter, but 48 per cent control parcel-
post shipments. Traffic departments exercise advisory control over
mail matter in 22 per cent and over parcel post in 19 per cent of the
firms. In addition to the traflic department, mail service is super-
vised by the various departments to the following extent: 0
26 per cent; executive, 12 per cent; accounting, 7 pgr cent

tion, 5 per cent; sales, 4 per cent; shipping, 2 per cent:
peiil‘(ient gf (irganizecll mail departments, 8 per cent, ’

ourth-class mail service is supervised by th i "y
ments other than traffic, and to the extent Jri’ndic‘:aatfat:}(}l:ﬁ gi::gp(}:lg)-mgo
per cent; office, 9 per cent; production, 5 per cent; mail, 4 per cént;

executive, 3 per cont; sales, 2 per cent: a . !
purchasin’g, 1 per cent, P ; accounting, 2 per cent; and

Euxpress scrvice—The movement of goods sent b 1
- ex -
vised by 68 gler cent of the traffic depurtments. y’l‘hep rfe&f:tlstﬁg%) 06'0
Ker cent offt e firms furnished data indicated an almost universal
andling of this cless of traffic. Some 16 per cent of the traflic
departments serve the other departments in ap advisory capacity.
: ; pervise the express service: Ship-
ing, 12 per cent: d 3 P nt: aad office
g I}gg;zggn% 3 production, 3 per cent; saIes, 2 per cent; and office,

ailway service—Service rendered in i i i
moving via rail, such as tracing and expfa?l?tr;li(::gioa?s ‘:;g(lnilel:f) ll?; n;;

ce,
; produe-
and inde-
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per cent of the firms, indicated 90 per cent of the traffic departments
performing this service and 4 per cent advising the shipping and
other departments that occasionally are placed in charge.

Wateriray service—~Although reports from 80 per cent of the firms
indicated 70 per cent of the traffic departments in charge of water-
way service and 5 per cent acting in an advisory capacity, only
occasionally are other departments—production, shipping, execu-
tive—delegated to render such service. Many firms, of course, have
little or no merchandise moving by water. '

Hlighiray service—~Eighty-two per cent of the firms reported dele-
gating the handling of highway service matters to 60 per cent of the
traffic departments, and using the latter in an advisory capacity in
11 per cent of the cases. In 15 per cent of the companies the work
is J::legnted as follows: Production and executive, 4 per cent each;
shipping, 3 per cent; sales, 2 per cent; and purchasing and office,
1 per cent each.

Materials-handling service—Returns from 80 per cent of the
firms indicated tm&c departments rendering service of a plant-
transportation nature in 35 per cent of the organizations and exer-
cising functional control in an additional 31 per cent. As would be
expected, production is the other department usuafly in charge of
this service, with the purchasing, executive, and shipping depart-
ments serving in lesser degrees.

C’ommuuic%h‘on service—As reported by 76 per cent of the firms
having traffic departments, only 16 per cent o ~the traffic organiza-
tions are in charge of the communication services and only 19 per
cent additional render advisory assistance. The del)'ll‘tme“dts th“t
usually supervise telegraph, telephone, cable, messenger, and ot o
such services are: Executive, 41 per cent; production, 8 Pert f’e‘; d’
accounting, 6 per cent ; sales, 6 per cent; purchasing, 4 per cent; a

mail, 2 per cent. )
‘nger I -anty-two per cent of the firms reporting
vina oot smwe.—Se\fentylied oln this point. Only 10 per cent

having traflic departments rep :
of theatrnﬂic deplt);rtments handle messenger service ‘f“o,?-,ﬂiy 3165 pg
cent offer advice. The departments in charge are: Y P

: : : t; accounting, 3
cent; executive, 16 per cent; production, T per cent; ;
per c’ent; mail, 5 perpcent; shippmfg 3 per cent; sales, 2 pf-ll;‘e‘c:lel;f . v‘;ﬁd
purchasing, 2 per cent. Many © the smail firms repo o

ho regular messenger service. .
CONTROL OVER PHYSICAL HANDLING wnc'rlousl . -
i ith the actua
The physical handling functions are concerned Wi actus
hnndlinlé' )g?l;hipr:l)ents. " The work 1s both clerlca".;l -;}nlc‘le iphy_sg:xarl)og;
nature. "It pertains to both domestic movements an 5 oostgnand port
"}Il‘d import—in relatibn to frelght, express, parcel-post,
shipments, inb and outbound. .
he Pﬁir;?ca‘iul:lfndling functions - will be c?or;s:igm:}’gp;il;ﬁr four
headings ; namely, receiving, storing, Slackm,,,ﬁ | shippIng. lysis
Receimng,_“fh’i]e 42 per cent of the 6'00d' t:'il;]n of their traffic
Place their receiving rooms under the juris 1(11: o o tepartmonts,
{gPartments, 32 per cent designate, thew pr(:l15l or cent executive,
o cont silippinn', 8 per cent purchasing, al:i alt)'tments. Hulf of
ind 5 per cent hawg set up separate receiving dep
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the traffic departments that are not responsible for operating the
receiving rooms are called upon for advice.

The physical handling functions incident to receiving require the
acceptance of shipments from carriers, weighing and checking of
packages and their contents, unpacking, inspecting, distributing or
storing, disposing of used packing materials and waste, and the
keeping of records of shipments and cars received, and of loss and
damage claims,

With' reference to just one of these duties, the disposal of used
containers and waste, it was found from the reports of 78 per cent
of the firms that 36 per cent of the traffic departments handle this
function and 15 per cent are consulted concerning it. In 36 per cent
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Funetlonal chart of a large oll company's trafic department In charge of trafic
administrative, cost, service, and rafl-transportation matters, Direct control over
the physicnl-handling and highway-transportation functlons is not exerclsed,

GrugasL -
o

of the firms the production del;'artment_ disposes of waste, in 9 per
cent the shipping department, 7 per cent receiving, 8 per cent pur-
chasing, 8 per cent executive, and 2 per cent sales.

Storing.—The physical-handling functions incident to the stornge
of goods requires the checking in, welghing, trucking, stowing, piling,
tiering, insuring, checking out, and recording of goods,

While 47 per cent of the traffic departments wer
80 per cent of the firms, to have direct control over storage, 32 per
cent of the firms designate their production departments. 10 per
cent executive, 4 per cent shipping, 1 per cent each their pu’rchasmg
and sales, and 4 per cent set up. mdependent warehouse departments.
‘When not handled directly, the traffic department exercises advisor
control in 25 per cent of the firms, y

Packing—The packing rooms sometimes
check, inspect, and list the goods received for

e reported, by

assemble and nlways
shipment, They may
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purchase containers (either set up or knocked down) or designate
selected types for packing purposes; some of them construct con-
tainers, “T'he packing nLn;mtion requires the preparation of the con-
tainer and gods for packing, the packing or wrapping, the closing of
the packagre, and its marking. .

Regarding these operations it was found, from the reports of 85
per cent of the firms having traffic departments, that 29 per cent
have direct charge, 35 per cent advisory control, and 36 per cent
7o control whatever.

While only 29 per cent of the packing rooms are directly controlled
by the traflic dﬂ)_nrtmentz_ 39 per cent are supervised by production,
18 Jnr cent by shipping, 7 per cent by executive, 3 per cent by sales,
anc 1 per cent each by purchasing, warehouse, and order departments.

Skipping.—From 95 per cent of the firms reporting it was found
that 46 per cent delezate direct supervision of shipping to the traffic -
department, 29 per cent to production, 4 per cent to executive, 2 per
cent to sales, 1 per cent each to order and warehouse, and 17 per cent
to independent shipping departments. The traffic department also
exercises advisory control in 39 per cent of these cases. .

Often included in the shipping-room functions are the preparing
of bills of lading and other documents; ordering of cars, trucks, or
vessels; inspection and preparation of equipment for loading ; truck-
Ing; checking; stowing; car sealing; weig ing and recording.

Vhere independent shipping rooms are maintained, 96 per cent of
em exercise direct control and 2 per cent adwisory control over
car ordering, car inspection, and car preparation to receive loads.
he executive departments of 12 per cent of the firms take care of
the ordering of cars, however. Likewise, 42 per cent of the shipping
rooms directly handle the loading, stowing, checking, and car seal-
ing, and 29 per cent exercise advisory control when the production

Uepartment is in charge.
CONTROL OVER TRANSPORTATION F

Mﬂny busin d te at least some equipment
ess firms own and operate &b A

Used to provide transportation, communication,- or storage Services

which otherwise would have to be purchased from common ctlarner: :&'

tontracting companies. The faciﬁtieg and vehicles privately ow

or the .Ilnovenmnt of industrial traflic mcm(lle;motives
nilway—Track lines, structure, cars, 10 - .
V:lterwaY—Vessels, floating equipment, docks, wharves, transié

leds, )

Highway—DMotor and horse-drawn vehicles, gnrages and stables,
and repair equipment.
irway—Airplanes, landing fields, anddhan%*nal‘z-

Pipe line—Storage tanks, pipe lines, an pli) lp - dio. and mes-

Communication— Telegraph, telephone, cudie, )
et 5, cranes

Plant—Pneumatic carriers, conveyors, Crines |
rials-handling equipment. _ k piles.

StorugoElovsions, eds, varebous, Yo B Sl

Trathic departments not only look after the iion with it, but
Such equipment and the traflic services 1n cqlllne%ommon cnn,'iers:
Often ure pesponsible for its operation. Like

UNCTIONS

and other mate-
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private-carrier operations involve work of an accounting, financial,
engineering, construction, maintenance, and operating, as well as
legal and traffic, nature.

Railway trensportation.~Concerns in certain lines of business—
logging, mining, manufacturing—sometimes own “ tap lines ” or in-
dustrial railways. - Reports from 64 per cent indicated traflic-
department supervision in 15 per cent and advisory control in
10 per cent. In 56 per cent of the firms the traffic department does
not handle but instead, to the extent indicated, the production (42 per
cent), executive (12 per cent), or sales (1 per cent) department is
in charge. ]

Private freight cars and locomotives are owned more often than
are railways. Also, of course, sidetracks frequently are owned.
Replies from 21 per cent indicated the traffic department to be di-
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. Figues 15.—TRAFFIC FUNCTIONS SCATTERED

A machinery manufacturing coneern, spending about $4
cent of which I8 for trunsﬂortatlun. has the trnmc.d(.pnr‘uﬁggfg.ﬂsfl?-ug:)mmguyﬂ Elm‘:'(:-r
;l'h%ltf?mc t';"m'k i%m‘:‘:‘f tio?lsssfrifl!ddffnrtmmt and there Is lack of centrallzation of
rafiie functions. > ollars, represent
tion costs, 18 spent for trafic adininistration P o ¢Ntlog § per cent of total transporta-

rectly in control of cars and locometives in 18 per cent cercisi

advisory control in 13 per cent. In 44 per cln)ant of tli:g %??ne: C;ii::}%

departments are given control: Production, 23 per cent: executive

10 per cent; and sales, 1 pe‘; cfent. ) )
ater transportation—A few large firmg f

marine equipment of one kind or another, avorably located own

cent of the firms indicate traffie-depar Reports from 63 per

: | tment dire ol i .
cent and advisory contrel in 4 per cent, Otherctl :g:::t-; ::110 1l1rtls 6“};;!‘(13

iven the responsibility of carrying out gu P .

gf the companies having them, as f%llows: cllllo(!luut:f?o:,n 2%0 per cmtni

executive, 14 per cent; sales, 2-per cent; and office % e l)fl cent;
Highway transporialion—Eighty-three per cent olf tlilwg()i) firms

with traffic departments whose questionnaire replies are N lyzed in

this chapter reported that in 21 per cent of their or un?zm:.'ym tlllle

traffic department had supervision over highway tt'n11gsportl:ttli(:)lrlllS and

L3
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exercised advisory control in 29 per cent. In two firms out of every
three a department other than traffic hes supervision: Production,
34 per cent; shipping, 12 per cent; executive, 10 per cent; office,
g per cen:. ; sales, 3 per cent; purchasing, 2 per cent; and warehouse,
T cen
pAeirw(ry transportation— At the present time only an occasional in-
dustry owns its own air-transport equipment. In such instances
the sales department is given supervision as often as is the traffic,
for, as alrendy remnrkecﬁ the use to which the equipment is put is
largely sales-promotion work. . i
ipe-line transportation—Answers to the request for information
concerning the ownership of pipe lines came from 60 per cent of
the 600 firms to the effect that traffic departments exercised direct
control in 8 per cent and advisory control in 2 per cent. But only
7 per cent of those replying, or 25 concerns, had pipe lines. Pro- -
duction, executive, and sales were the departments other than traffic
said to handle pipe-line operations. .
C’ommunicatcorI:—Seventy-two per cent of the firms furnished
data to show 21 per cent of their traffic departments exercising
supervision and 23 per cent advisory control over telegraph and
telephone communication facilities. Very few firms were fouir%d
actuslly owning such facilities. When not handled by the tcrlall c
organization, executive, office, production, accounting, and purchas-
ing departments, in the order listed, have charge. e be.
Plant transportation—The facilities used to move materials be-
tween local plants or operations and within ‘plant nreaihwel}‘:e re
ported by 81 per cent of the 600 firms to be directly under the (C:[‘ arm..e
of the traffic department in 30 per cent of these compﬂmﬁs- d mthc
departments exercise advisory control in 31 per cent. efl deswitﬁ
traffic department, the production department was m\;les e e
direct control in nearly every case; other departments s ﬁwn
oceasionally in charge were executive, shipping, and vaa:e ousle{._n ds
Plant transportation is carried on by facilities o m%nt ifi s
As illustrated neumatic conveyor tubes, 83 per cent of the firm
oy P look after these facilities in 27
stated that their traffic departments look a e ot Do
per cent and act advisory to other departments 1n 3¢ per cent. e
s omed direct control over such facili
partments other than traflic assigned dire

ties are production, executive, shipping, c:}iii(;:fe,ﬂt;r;c}n1 x?lnrnlsesfeported e

Sirorage facilities gty A e cenl over warehouses and other

trafic department exercising direct contro ! _
storage uitlzli‘lil?i?;lrsl in 39 per g:E‘ent of the cases, and advisory control in

er cent. Other departments administering stt:iragl;erc:}lll;g;; rrare
- . 3 . an .
production, sales, executive, shipping, warehouse, P I

RESUME OF DEPARTMENTAL CONTROL OF TRAFFIC FUNCTIONS
~ From what has been shown in this chapter _conce:l-:::llx:lgi 3}2 I(i:)nl,l;li{));
aver the industrial traffic functions the following co
raw : - " - -

1. g‘m\ﬂic departments, taken as a whole, are ﬁ:sfll]l“dtlﬁ-gcii gc::{;g:z}
over (@) the administration of traffic .mntter‘s, ine uding the legal ad
regulatory traflic functions; (3) traffic service $3
transportation cost functions.
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2. Traffic departments are given direct control, but to an even
ater extent advisory control, over the physical-handling functions.
hat is, they supervise such matters in about 40 per cent of the cases.
3. Traffic departments have still less direct or advisory control over
transportation facilities. However, such facilities are owned by in-
dustrial enterprises only to a comparatively limited extent.

4. Trafﬁc-de[;nrtment advice is sought in particular by the other
departments that supervise highway, storage, and materinls-han-
dling facilities, receiving, packing, and shipping rooms, and the serv-
ices connected with suci If)ncilities.

5. Traffic departments, to a great exetent, are not authorized to
handle the traffic functions properly belongm%to them. Other de-
partments, for no apparent reason, too often have charge of traffic
work. This results in a lack of coordination and centralization of
. activities that is said often to lead to waste. o

Numerous traffic functions that could be administered are not
handled by traffic departments—estimated to average as high as 15

r cent in concerns that have traffic departments. When no traffic

epartment is maintained, the percentage of traffic work that is
neglected is much higher—perhaps 50 per cent.

6. There is an apparent lack of standardization in industrial or-
ganization policies with reference to the delegation of responsibility
over traffic functions. Every kind of situation is represented. 1While
a lack of standardization in organization policy does not necessarily
indicate wrong practice, it brings about a_condition difficult to ana-
lyze. Functions of a like nature can and, it is believed, should bo
placed under & centralized direction, other things being equal,



Cuartr VI
REASONS GIVEN FOR HAVING TRAFFIC ADMINISTRATION

One of the major points on which this survey sought light was the
policy adopted by comnercial and industrial enterprises throughout
the United States with reference to setting up machinery for admin-
Istering their traffic activities. What are the policies of American
establishments regarding the maintenance of one or more employees
for the express ptirpose of managing the traffic functions? '

Many rensons may be offered both for and against the inclusion of
a traflic _department. as an integral part of a company organization
plan. First consideration will be given to the suggestions advanced
why a concern should maintain its own traffic organization. These

reasons are classifiable under a half-dozen headings:
GENERAL NECESSITY

A trafic department as an integral part of the organization is
“'ld("li)' recognized as necessary, not only to assist in the productive
and distributive phases of the work, but in order actuall§ to keep a
firm in business.  The basic reason for this is economy. It does not

rofit & company to transact a huge volume of business without

nancial return. Waste must be el:miqated a_nd savings made, to
accomplish which traffic administration is considered indispensable.

ennsylvania manufacturer of heaters and castings suggests
the need for a traffic department because of the importance of

transportation to business:

Transportation plays n very important part in modern business, and the
hetwork of n-..m.,-"mfusmuons 1s so complex that we feel it imperative for a
concern to maintoln an experlenced, thoroughly trained group to handle prob-
lenis of this sort if the compiny's transportation is to be taken care of in the

mmost efficlent way,
An Illinois refiner of petroleum products remarks:
Industry as & whole dees not seem to renlize the possibilities for benefits that

would acerue through sclentifically directed traffic departments, There are
exceptiona, of (.‘OllI‘Sl!:. but the company that has reallized the importance has
& distinet advantage over Its competitors.

The manager of an Alabama Iumber company says:

Our whol rience has developed many instances of waste and
loga reault]:?gbfl::)l::qe!;?lcixﬁ attentlon to trafilc matters or lack of cooperation
between traflic and other departments. This phase of business should have
complete and competent attentlon In any business organization. .

It is in the larger concerns that this is generally appreciated:

Of cours hippers and manufacturers throughout the country
already .-e,fu,ff °m2"}g£p3r£§fe of baving a trafiic department to look after

69
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their trafic and transportation matters; and others who are members of organ-
izations or associations, or boards of trade, contribute to nmintain a traffic
department from which they derive much benefit.

The transition in methods of handling traffic matters in an indus-
try from a decentralized situation to the building up of an adequate
organization is outlined in the following quotation:

Up to 12 years ago traffic matters on inbound freight were handled by the
secretury of the firm; noad matters in regard to outhound or shipping were
handled by the general superintendent, A recelving clerk handled all other
frelght matters relative to Inbound frelght; a shipping clerk bhandled all
outbound freight.

The firm then decided to secure thie services of someone to become traflie
manager., * * * After three months’ work he was fully aware that the
department required complete revamping If any renl results were to be had,
and he lald his plans before the members of the firm, backed up wlith suf-
fictent data to show substantial losses they were baving in the handling of
their inbound freight. The result was that he was granted authority to go
ahead with his pluns of reorganization. It required about tive years to bring
the department up to the present standard, Remember that up to 1927 the
frelight department was considered an expense to the firm and now it 1s =
major activity in close touch and coopernting with pll departments.

NECESSARY TO THE OPERATION OF THE BUSINESS

That a traffic manager or department is indispensable to the op-
eration of many .busmess houses is revealed by the survey. A chemi-
cal concern having its headquarters in New York City, employing
3,000 men in five plants and distributing its products through the
ald of 256 waréehouses, reports: “ Our firm could not get along with-
out an efficient traffic department.” Another large firm advises:

Our organization could not funetion without n traflic department, We hnve
5 warehouses, 132 plants, 320 grocery stores, and about 7.000 employees. We
are constantly applying corrective mensures an new conditions arise. We have

a complete understanding with all our departments, and the
matters where traflic is involved, ' they consult ug in il

A Colorado grain company operating a chain of 290 ¢l

i evators says:
:Oftflir business _cou,l,d not(;1 be lcondueteg efficiently without cnmpetht
raffic supervision”; and a large public utility i .
partment necessary to its operationgz ty finds its traflic de

Our traflic department was established in February, 1024 .
ing of fuel for power stations was placed under the jllrh:cﬂ‘lvol;r;'n ﬂ(:: pl\::ch:::_
chasing agent. It was found essentinl to ndopt n more efficient fl odpf
handling coal and other shipments which, by a properly worked metho ‘nr
would result In considerable saving, This department was pla e(;mlt RY :t( m,
of a trafiic manager whose duties are to handle all problems nr:'l (1‘ 1 n charge
tion with various transportation d!fficulties, such as filing cla! slug In connec-
charges, shortages, demurrage, F clalms for rate over-

and making nomerong
advantage. His dutles nlso consist of malntainln; :‘I:]e

movement of all coal and of car demurrage on ail of gy properties, checking
]

rates and approving freight bills, tracing anq
delivery of nll materials, and systematlcally f(onz?uti"g shipments, expediting

This work is carrled on in direct eooperation witl‘;mg \P Il purchase orders.

departments, the purchasing and stores -
A food-products concern with seven pla
\ nts .
Louis, states: ' P » hendquarters in St.

We have found our traflic department vep
our business, particularly in a financlal wagr, aﬂ::"g:lt‘!fous In the conduct of
actual freight charges but indirectly by the morea rapid 88 regards maving in
ment of our merchandise both lnbound and ontboay nnflneg(&':ﬁ‘t';“’“l o
) ] * on to the
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fnancial aspects we have found that our traffic department has been g big help
In the menernl operation of our business, dolng away with a great deal of fric-
;lon that formerly existed on both Inbound and outbound movements.

A medium-sized firm of metal brokers thus met the need for
traffic guidance: '

Our own company had no traflic department prior to 1918. During that year
they established a traffic department, finding that they were greatly handi-
capped jn the movement of goods on account of the embargoes in effect on iron
nnd steel and not having anyone in their employ with whom to consult. This
resulted in the accrual of demurrnge and overcharges at an alarming rate.

To<lny, without their traflic department they would be ccmpelled to go out
of businexs, Competitlon Is so keen that the trafiic managzer is really the anchor
man, and frequently his knowledge is the one thing that will enable his concern
to swing a big deal.

The activities of a large Ohio manufacturer of hoists dictate the
need for traffic maunagement:

The shipplng of our products, which are large and heavy, demands expert
traffic management. The plant could not function very well without same.

TO ACCOMPLISH SAVINGS

The saving of money is always desirable, Since traffic administra-
tion brings about savings, it is but natural to find this advanced as
another major reason for establishing & traffic organization. - The
savings accruing to a manufacturer of paper are worthy of note:

The approximate savings effected by this department during 1928 over prac-
ualized and reduced rates as taken
tices prior to fts Instaliation, including eq e el hta. figure does not

from the shipping record, were well above s
tuke Into conialdemtlun the extended market area made available only through
the reduction,

. Muny firms are beginning to keep an account of the savings cred-
ited to traflic work. One such reports:

tation de-

Previous to 1020 the corperntion did not have & traffic or transper -

partment, The cumulnth';psonvings shown in the accompanying efh“’ff I(l:ml;ﬂ;

ing to $185,227) are due to the efforts of the traffic departmen anitll turally
would not have been secured If the corperation had continued withou

lle]}u[ tment.

pany is for transportation. I . -
adln%nistra{ion duging the first year 1t menaged its shipping, and

reports:

All results shown (recovered $18,000 first year) [n ﬂ:;ls\v:;esp?;gtm?:cidrtl;:l‘lrg
been wasted without this department, This dep“rtl‘c’l‘%':‘ the traffic end of the .
18 nn experiment, but the company is pretty well s0

buslness now .
’ kes a saving from

A Puget Sound lumber company not only ma . g e
its nctivities in the traffic field but passes such saving on to 1ts
customers:; '

n -r\l: ;‘nta reductions aml ll’i]l*‘*‘*’d ::ll::lt(;:l;" &
rovisle: ¢ All doors » making a dis-
xold \\’ltl;l ﬂfl:'t:l:‘::ilﬁ.lsl'ov‘\;mve to destination. Pricinci;&l%ogilﬁ)e?of Dg"lts of
tount from list prive. The base price is set at a ce! freight allowance this
discount from the established st prices ;u}ld t;:n?;: l;n\'ol\'ed. Consequently,
tlacount 13 shortened to cover whatever frelzht lly passed on to the customer
iny frefght reduction that is secured is nutomatlcally BIEEE oo e the dis-
In the form of u lower price, since a lower freight rate _
count gs mateh uy a higher rate.

v reducing freight-allowance

mers b}
l\l\i:gd produced on the Pacitic const are
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‘The savings accomplished by a Chicago traffic department also are
passed along to its customers:

The growth of our traffic department has been due mainly to the consolida-
tion of our less-than-carload tonnage and forwarding in pool cars to stated
destinations on regular sailing dates. Our goods are of a special printed nature,
each order belng entirely different, which makes the shipping problem entirely
different from that moved In ordinary pool cars. During 1927 we saved our
customers better than $75,000 In their freight costs due to our method of
shipping.

Practically a 200 per cent return on the cost of traffic administra-
tion is reported by a retail furniture house in California. This con-
cern spent $241,300 for transportation and collected $23,800 in claims
and in rate adjustments, while its traffic department cost it but
$12,000. . '

A middle western newspaper stated in its 1927 annual report that
the activities of the traffic department had saved for the company and
its subsidiaries during the year items totaling $265,855 and reported
for the succeeding year that that department had saved $418,182.

While recognizing the importance of reporting savings accom-
plished by a traffic department as a measure of its worth, it is gen-
erally agreed that this is by no means the sole measure, nor neces-
sarily the best, for determining the value of a traffic department. In
this connection the traffic manager of a Pennsylvania company which
employs 2,350 men in three factories and spends $200,000 a year for
freight and $7,300 for traffic administration while recovering $10,000
annually said:

You must appreciate that you can not judge the worth of any industrinl
trafilc department by the actual cash savings or returns, It should be the ohject
of an active traffic department to so educate and advise both vendor and cus-
tomer that anll materinls will be properly classified, packed, and routed, thus
eliminating the later waste of valuable time and effurt iIn filing claims for
damages and overcharges, By constantly improving this condition they wiil, of
course, lessen the actual cash return but will be suving many unseen doliars
by making satisfled customers and reducing ecost of production, Many other
savings in the actual cash outlay could be credited to the traflic department but
of course, can not be shown as a direct cash item. Thus a traflic depnrtment'
can be really indispensable to an Industry and yet ahow very little cash
returns.

TO ELIMINATE WASTE

Closelg allied to the accomplishment of savin

waste. Some concerns maintain traffic staffs for this pur

: L ose alon

with others. From New York an automobile manu‘factt?rerpreport.s : 5
A well-regulated and properly functioning trafic department and cooperation

-of all departments with it eliminate waste and loss, L
ment alwuys paves the way for such a condition, ack of a truffic depart-

An Indianapolis shipper expresses the following view:

We do not belleve any manufacturing company or or
heavy amounnt of shipping via freight, or contrel oy
monetary loss without a man to look after traflic g

A Chicago jobber of mechanical an
hig traffic department for the protect
follows:

If we did not have a competent trafile dep

artment, famiit
of our business, it would be quite easy to ) * ar with all phuses
of dollars yearly. 088 many hundreds and thouspnds

gs is the prevention of

Ronlzatlon having a very
er such shipping, can avold
id transportatjon, :

d industrial equipment credits
lon 1t affords against waste as
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Economies are said to be originated by traffic management. A
New England manufacturer believes:
There are many cases, Indeed. where an intelligent study into the methods

of receiving, warehousing, and shipping goods at plant would result in tremen-
dous economy. A traffic department is vital in this business,

And a Kansas City wholesaler reveals:
It Ix my experience that the trafiic department can originate & great many’

ecotiomles If given a chonce, Even if a basiness is run very efficiently the same
stil] holds true.

TO RENDER SERVICE

In addition to the reasons already advanced for the establishment
of & traflic department as a part of the company organization, there
are various justifications predicated upon the value of the service
rendered by such a department. Considering only those having to
do with the marketing of a concern’s products, the expansion of trad-
ing areas, the meeting of competitive conditions, and the mechanics
of distribution, the following i ustrations are cited : )

A firm in the Middle West, distributing a product pat:ona.}ly,
points to the service rendered i;ty its traffic department in making
possible the wider distribution of its wares:

ally belng extended to practically every
Stt?tt:ar 1:11:}],]:“1}31:;“‘?::.: :om}ni?lgumo’} were confined to approximately 15

Statea In the territory around Chicage. We have been nl?le to nlll?kii;ln sﬂﬁ‘é‘éﬁ}éﬁ
analyals of transportation costs in other territories and nv;: co tl; pparastm
showing competitive rates which extend our wholesale territory

State on the Paclfic coast. i .
The presence of competitive conditions is mentioned by a com-

mercial concern in Utah: _

a9 Milnesa cond ot extt wnde present, compeiies contns, o
efficlent distribntion and supply, as the cos :
of the llr?ce ol'mour ||rudlllllc]ts. Without efficlent management, economical
distribution would buve been impossible.

gested as a reason for maintaining & e
oot a trafle deprtment oue company FoRE L%, G, luge e would
atrlbute frult and vegetubles all ove " how to route,
L'a unable to tell wllongu cur could be diverted on a through rate, ho®
O0W to get correct dellvery, etc . b
i 1 an
In order to know the proper basis for ;(Eil:) 1;1},]%? u:;ﬂﬁarafz};ert:aﬂic
guessing at costs, is mentioned as a Iur gro :
administration : X
) department is
The ordinary industry of to-dny that does not h:‘ Eg dals::?tf?l‘trlone,pin and out,
Eroping in the dark. With a trafiic manager thgot;l‘:spete A e 2150
I8 closely watchetl to enable the Industry to bes Jn order that goods mseae ;
that the Industry cooperates with transpgrt'g::)gna aving. iy
e properly routed and rated, thereby effec . America sums
traflic departments 1n America s

One of the most successful : i
i rds:
! k in the following wo
ettt i Ible savings of & traffic department

ss, and the tang Ipped to point of
e e, e, e P ARG S
lmnufucture; (2) the volume of finished produ

8864°—30—0

LY



74 INDUSTRIAL TRAFFIC MANAGEMENT

tion or point of consumption; (3) the commedity shipped ; and (4) the method
of shipping.

When a traffic department ean be justified by results based on these
measurements it gshould be an important link in the business organization.

BECAUSE OF DEMONSTRATED VALUE

Perhaps the most conclusive proof of the worth of traffic manage-
ment and arguments in its behalf nre to be had from reports of the
situations existing in business concerns before and after the estab-
lishment of traflic departments. An illustration of the “ before”
situation was furnished by the traflic manager of an Iowa company
handling millwork and building material:

The most noticeable waste I found, on taklng charge, was the manner in
which shipments were billed out by the shipping depaurtment, no attention being
given to the segregation of commoditles that took the same rate or the same
minimum, Thousands of dolinrs were lost on account of this one item.

The same was true regarding the checking of freight bills, no outside
agency being in a position to realize the mixtures, minlmum weights, etc,
because of lack of knowledge of the manner in which the irm's business was
handled.

There was considerable waste In the manner In which all clalms were filed.
The method used was to mail out an invoice to a customer for a bill of goods,
post the ltem on the debit side to the rallroad company's account, and send a
statement once a month covering all of the varlous items so charged durlng
that month, In the meantime, credits were made but no method used to credit
the correct item. Consequently, the account was never balanced and I found
it necessary to charge off hundreds of claims because they were outlawed,

The situation prior to and folloyving the establishment of a traffic
" department in a Wisconsin furniture factory is reported below:

Before we had n traffic department the handling and purchase of transpor-
tation was made everyone's business with disastrous results not oply from the
standpoint of economy but from a service stundpoint as well. The Tollowing
are u few glaring examples:

All shipments were left to the judgment of a shipping eclerk who knew
practically nothing of the technicalities of freight classifientlons, routing,
and freight rates.

Crating and boxing were left to the dlseretion of the roductio t-
gliiént. whi?h knt(iew nothgllg of the carrlers’ classulcalt)lnn requ?rfn'igﬁis.

erence in ratings on the same article when ke
hazards in transit. packed differently, or th‘,’

Shippers of raw material routed and actually bought all tran
raw materials purchased by our purchasing department rgg:p(ﬂl;tsl;t?tn tgl;
fact that we paid the frelght; and in many fnstances they chose methods
of shipping that were costly to us,

‘When quoting on a dellvered basis our salesmen estim

at
‘When too much was added for transportation, they gur.e.f,uﬁf lf,l;?g&té
order; and when they failed to add enough the d'lffervnce had to be
chnrge(% to p?ﬂt (:imd loss, ' a

Onr service suffered to no small extent due
most Berlviceuble roludtes at rates that were l-l‘i:r)hto ur fullure to ‘nclect the

The nbove glves some Idea of the most plaringe con:
cause the purchase of transportation wus gmde gevtt::-l;r((])ilt;?sniu“l?ltﬁ e ed b
shipments are made under the direction of experts who thoroug m”‘s' Now all
the means of getting shipments to thelr destination with the ll'llugt ¥ understand
nnd at the lowest possible cost, All changes 1n tle l,,.elmm““"lmrnslhle (le}uq
shipment are now pasged upon by some one famillap with the ha rg lgoods it
and the rules and requirements of the earrlerw, uil of wijel, rzu ls B transit,
stuntial sving not oniy to the shipner and the conslineg but ¢ "";;' ts In a sub-
well. Al orders placed for raw materlyls pye property ruure(ll, 10 curriers ux
the quickest pussible service at the lowest possible cont Ail hO 8 Lo Jusure
by the sales department ure accurate not only us tg mn.nur ] (ll.lutntions mude
heud, and profit, but the transportation charges plsg are ml_?t';(:;"“*d.'-'“lﬂ' uver-
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The traffic manager of a steel foundry and machine works sets
forth his experience as follows:

We have hnil complete cooperation since I have been traffic manager and
bave made many Improvements over those prevailing prior to that time, not
because of Inck of cooperation but becanse they did not know traffic. Illustra-
tions of wnste eliminated by some of the improvements follow.

The wrong classifiention of commoditles was corrected. Payments for car
service in 1928 were $4,163 and in 1927 only $397. The weighing of cars cost
#10 in 1926 aud only $55 in 1927 beeause prior to 1927 the cars were weighed
on rallroad scales lustead of our own scales with our own power.

The first nine months I was with these companies thelr costs for dex;nurmge
and weighing were cut £68.039, which includes only the waste on these items,

During this period trnffic costs were cut approximately $15,000. I have seen
orercharge of one freight bill as bigh as $332, and I am still collecting over-
charges on blils dated back in 1926,

Freight rates were found in very bad shape on all their commodities. On
mand alone they were paying 45 cents per ton too much, and were using about
20000 tons per yenr.

Our freizht bills amount to approximately $500,000 per year. In 1928, when
reduced frelght rates bemnn to show up In the results, our traffic costs were cut

about $25,000 and In 1920 will be further reduced. h
as

Out in New Mexico a lumber manufacturer and distributor
found a traffic department well worth having as measured by con-

ditions before and after its establishment.

Isory
As lumber and §ts products are sold on a delivered basis, it is compu
that the saleg m.pnnml:m be provided with accurate rates and muhﬁ:i Ptliig: ;3
the establishment of the tratlic department, rates were q,esumedl o s the loss of &
any Instances exceeded lowest combination rate; the t ‘ggs less of the
Food mnny sules, Even where sales were made there resul.t ‘ied" ate and
difference between the transportation cost based on lexs qu . dure fo the
the lowest avallnble rate. Still other l(iases rlfi'zglted In actual loss
carrler quoting lower rates tham nctually applied. i
Another lnsfnnce that may be cited is loss due to different mi!llimtclll: “lf_ga{srtlﬁt'
of carriers or rate territories, without which Information éjlﬁnsai;s pnypll:lent of
“;lolll(l nceept an order short of the minimum welght, resulting
tharges fo gl J
Wasto urrdg:::lw‘;efu:f' to demurrage on cars of common-carrier ownership,
(}"h"ﬁ on prl\'ntﬂ ]ogg[ng l‘Oﬂds, has been entirely ellmina ¥
epartment, .
With establishment of the trafic department these losses no :;n-geralolcc;; d
\ s
In industries in all parts of the country and ‘?niﬁ’i'ﬁe l?or varigus
of business conditions such as those cited above 1n ?

reasons, the value of traffic management.



Cuarrer VII

REASONS OFFERED FOR NOT MﬁNG TRAFFIC
ADMINISTRATION

This survey of the traffic-management situation in American busi-
ness covered not only enterprises of all sizes but those in all the
major industries as well, located in both urban and country districts
of every section of the United States. A few large companies, a
great many medium-sized firms, and the mejority of small establish-
ments® were found to be operating without traflic departments. In
some cases the reasons offered for not adopting such an administra-
tive policy are well founded, but only by a weighing of the facts
surrounding each specific case can-the correctness of this decision
be determined.

For the purposes of this chapter the phrase “traffic department”
can be considered equivalent to “traffic management.” pointed
out on page 8, there is a distinct difference between these terms.
A concern may “manage” its traffic activities in a perfectly satis-
factory manner without setting up a special “department” for the
purpose; but few concerns of size can, or do. Small businesses
seldom are departmentalized; but this does not necessarily mean
that the various activities of a small business are not wisely and
adequately administered. n‘y

Fifteen reasons were offered for not maintaining traffic depart-
ments. Four of these had to do with the general situation in the
particular business:

1. Nature of the business.
2. Size of the business.

3. Need not apparent.

4, Time no{; approgriate.

Four reasons had to do with the general organizati i
the business: & gantzaF:on policy of

5. Full time of one man unnecessary,

6. Sepq,rate department unnecessary. =
7. Dlz:::afsﬁ :an e handled by officers and employees other than
8. (f)ut}:lside traffic help used. :

Five of the reasons given for not maintainj ' .

related to the specific traffic situation of then;:‘%tﬁ:lti‘:f {; depar tf“e"t
9. Total traffic volume too small. usiness:
10, Size of individual shipments too small,
11. Ct;:i;::ter of the movement makes an organization unneces-
12, Rate situation not complicated.
18. Kind of carrier used,

L

L The basls on which firms ar agsifl
“gmall " {8 explained on page 12(?. o ed in this report gu

76

large,” ¥ medium,” and
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Finally, two additional reasons were offered; these related to
general administrative policies:
14. Basis on which purchase and sales contracts are closed.
15. Cost of traflic administration thought to be too high.

GENERAL SITUATION SURROUNDING THE BUSINESS

. First will be discussed those reasons advanced for not maintain-
ing a traffic department that are based on the general situation sur-
rounding a particular business.

NATURE OF THE BUSINESS

Producers, manufacturers, commission men, jobbers, wholesalers,
brokers, selling agents, and retailers are all represented in the
quotation that their business “ is of such a nature that traffic admin-

Istration is unnecessary.” .
A railroad-equipment manufacturer explains:

We have no separate traffic department, and need none, because the bulk of
our product is shipped to railroads entering Cleveland, which take it away
from us for thelr own use, either by their own track connectionts to our plant
e through the jolnt switching service of the Cleveland district. Incoming
raw materinls are purchnsed partly from Cleveland mills and partly from
mills In this distrlet along the lHnes of the raflroads that are our clients.
Transportation problems, therefore, are practically nil, and that part of our
business 1s parely clerical and of small amount. .

A crushed-stone company advises: .

biild
It appears that the nature of our business is such as to render tra
edministration unnecessary. Some 465 per cent of our product, crushed stone,

11 on which there is no trans-
ix shipped directly to the rallroads as ballast, on which there Is o trans

bortation charge. The remainder is shipped as
ull cases goes forwnrd, freight “ collect,” via either truck or railroad carrier.

A large creamery company outlines the peculiar nature of its

business:

The company hus n dozen branch creameries, at ?’}’-']:h"f ‘i‘;h:;;l;r;h: gl_l?:::
manager looks after the detalls of shipping. At none 07 Liese '8 products are
deal of shipping done, except between our own Iml.ls&i,i !lI'-? olocat ed. Durlng
sold to retallers in the territory where said creameries ltl~esame is'generally
the flush senson, when we accumulute a surplus of products, or to some other
shipped to Californla, where we maintain a selling agency,

market, ; i
_The fullowing statement from a testile mill lsi\T feo;;rl nx‘;ti};;%s:enta-
tive of the point of view held in this industry in f S
t of our raw mate

Our whole traffic problem is extremely simple, ‘l':o:r in carload lots, and all

eoming | v polnts, either vin motor truc
of °“l'gl)r[tlu;ll;gltnbxelﬁ:lgr-:ﬁi[?ped £ o. b. factory according to the routing instructions

8 f th
Teeelved from our customers. The comptroller has full supervision o e

r his direction. We use
trafie problem; the head shipper and cII:EI;i &?ol;lédfs D board case and

only tyw ontalners for our nits has
theyothgr r:m\]v‘:tt(:sipcm%ttn puper bale, Stnndardlzlnliut::llll these two u
simplitied our packing and shipping problems Very k. _ and manu-

The wholesaling, commission, ]obbl'“gi !);o :i:‘tg ?;lclines to the
acturers’ agent group of distributors in m?:i}: trom the necessity
belief that tT:e nature of their business exemp ts: “ Acting as agent;
of trafic manngement. A grain dealer redel‘ Sbhicaﬂo firm:-% We
all traffic handled by other concerns”; |End a1;ries for their output
act only as sales agents for a pumber of indust
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of coke and pig iron ”; and from Philadelphia comes the statement:
“ As this company does not manufacture any goods but acts as selling.
agent for various English textile-machinery plants, we are, as you
might say, merely brokers.”

Commission men and brokers tell the same story. A Detroit
produce firm writes: * Ours is & commission business entirely. We
handle about 1,500 cars per year, but have no traffic problems as we
are receivers only.” Holding the same view is another middleman:
“YWe are brokers only, acting as shippers’ representatives, and there-
fore do not have tratfic problems to attend to.”

This same reason for not having a traffic department is advanced
by retailers. The following expressions are typical: “ Our business
is strictly retail ”; “ we are engaged only in a localized retail busi-
ness 3 “ our business is of a local character and we maintain no traf-
fic organization, most of our merchandise being delivered by truck.”

SIZE OF THE BUSINESS

Perhaps the reason most commonly given for not maintaining a
trafic manager is that the * volume of business handled does not
justify it.” This is a sound reason in most cases—but not always,
and o careful study of the traflic situation should be made by an ex-
pert before definitely dropping consideration of the matter.

A Kansas flour mill advises:

Our mill and grain business Is a comparatively small one. We do not ship,
ordinarily, over G00 or 600 cars a year. Our cashier attends to billing of curs,
and the vice president and treasurer file railroad claims, of which there are
only a few in the course of a yeur.

From a Pennsylvania steel company comes the statement: % We
have only a small plant, employing about 1,000 men.” A Louisiana
lumber company reports: “As to a traflic department, that depends
upon the size of the business. With a business like ours, around 125
cars per month, it is too much expense.” A textile mill with 1.000
employees believes the “ firm not of sufficient size to need this sepn;‘ata
department.” ) "

n another section of this report will be found a more extended
discussion of the need for a traflic department by the small éoncern.
It is perbaps sufficient at this point to reiterate that this reason for
not having traffic administration calls for patticularly cureful study
before reaching & decision. , :

Al
NEED NOT APPARENT

{
A third reason sometimes offered is that o firm ) .
need for a traffic department. Typical statementsdgﬁt?\g‘k yet see the
A rubber company employing 500 men states that g traffic depart-
ment “ has not been necessary to date.” A shoe manufactyp # s
“Our business does not require one.” A food-products (Ii'%ill:il??l{m:
spending over $§0’000 annually for transportation does not think
one is necessary ” ; nor does n sand and gravel company A livestock
concern advises: “ This phase of our business i hardle of rstock
scope to justify handling.” . y of sufficien
K frequent statement is: “We do not fee] ¢h
or “we have not felt the need for such 1 dep
chasing agent of an enterprise ma

ntt one is necessary ”
aepartment.” The pur-
nufacturing heating, ventilating,
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and other equipnient at several factories, with offices in England as
well as in this country, writes: “ We do not have a tratfic department,
although we do check freight bills and endeavor to route material via
the quickest way at reasonable rates.” '

Lack of recognition of the need for a traffic department may be due
to a lack of understanding of traffic functions and possibilities, and
the need becomes apparent when the matter is given the attention and
study that its importance merits.

TIME NOT APPROPRIATE

Anotlier repson advanced for not having traffic administration is
that the appropriate time has not yet arrived. A rice-flour miil in
Texas, for example, states that it has “just organized.” - A. Michigan
beet-sugar plant finds traffic administration “not essential to our
operation on account of the short time we have been in operation ”;
and an Ohio chemical company states that it is “ a8 new company, with
several departments not fully organized.” . _

These are legitimate rensons. However, if other things permit the
establishment of a traffic department, it would seem that the time ele-
ment will be nothing more than a temporary restraining influence.
. A lurge Oregon knitting mill tells of the “need devﬁopnng at this
Juncture ”; and an Illinois manufacturer of iron and steel products
points to his “shipping department under the charge of a man
who is studying traffic problems.” These cases illustrate 2 realiza-
tion on the part of some firms that their managerial requirements
are not adequately met, but are going to be. . i

San Francisco sugar munu?acturer makes the interesting state-
ment that, while traffic work at present is “q part of the sales organi-
zation, where we arrange for rates and check rates and routings, he
. ¥ = . .

18 “nwniting the result of your investigation, and we hope to build
2 department along the lines that appear more eﬂ'ectlye than our
present methods.” Another concern reports:

With raw materials and supplies, we leave the
mutwrl oﬁﬁﬁipﬁtﬁlﬁoﬂ’ 1::: ltlxzehﬁfxds of our purchasing department; and with
Yespect 10 sndes, the matter is left in the hands of the sale§ departn:enlt. 01;:
traffic problems are practically nil, and are such that we :110 not, deem 1t
ndvisable or profituble to establish this department at ﬂ”; e, nleation
wiil come, no doubt, when this will be a very important part of our org -

GENERAL ORGANIZATION POLICY OF THE BUSINESS

; i dministra-

Several of the reasons offered for not having traffic a _

tion are based upon the general organization pohc%r g thenl;.?rfl:
ness. The first of these is that all of the tune of a traffic manag

18 not required.

FULL TIME OF ONE MAN UNNFCESS_ARY

. wali 1! businesses
Unless all the traffic duties are centmhzi(il\’remf?:ll ysglgélll Dusinscses

do not have enough work to keep one eﬁecu bive By O derstanding
requisite to the centralization of traflic func g

itutes traftic work; lac
on the part of the manngement 0 what consti ork; Lo
of Suchl understanding all too often results 1 lack of centralization

of traflic duties and a consequent Dbelief that one man can not be
kept busy. "
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This situation is accurate in many cases. It is met in two ways—
(a) by assigning the management of other matters, as well as traffic,
to the traffic manager for handling; (bg by the use of outside traffic
service bureaus. Adopting the first of these policies is a Pennsyl.
vania tannery that reports: “ Our traffic manager gives part-time
service ’; a wholesale hardware company that replies: “ The volume
of our business is very small, so that the traffic and transportation
duties require only a small portion of one man’s time”; and a paper
mill employing 400 men and spending $127,000 per year with the
carriers, which writes: *“ We have one employee part time on traffic.”

Less frequently firms adopt the policy of using outside assistance
to administer a part or all of their traffic. Illustrative of these is
a Chieago company handling building material: “ We employ a
traffic expert to do such work as comes up from time to time, and
pay fixed rates for each class of work.” other concern also han-
dling building material states: “It is cheaper for us to purchase
traflic work when needed than to maintain a traffic man.” lamber
mill employing 100 men and having an annual transportation bill
of $60,000 reports: “ We employ a traffic man part time to look out
for our rates in connection with other mills.”

SEPARATE DEPARTMENT UNNECESSARY

The question of setting up a separate department to look after
traffic matters also involves the general organization policy of a
business. As would be expected, the smell firm is seldom ina posi-
tion to departmentalize 1its organization. A lumber mill states:
“This is a small business and the traffic work is not large enough to
come under an elaborate transportation department.” A concern’
handling stone and gravel also points out that it has “not sufficient
need to engage an entirely separate department.”

It is necessary for the average smachoncem to combine its traffic
work with the work of other departments. This is the case with a
building-supplies dealer who advises: “ Traffic, accounting, and pur-
chasing are combined ”; and a glove manufacturer in Indiana who
writes, “ We handle our transportation matters in connection with
othexi{ departments.” a

Likewise, a separate department is considered by so
because of the local movement of their traffic. 31'\. l:::-;g ndnr‘;cf S(S,z s
store advises: “ Our shipping radius is too small for g special dt;g art-
ment of this character ”; and a textile manufacturer reports: “ Iéell—
ing bulk of merchandise in New York City and making local
chases of materials, the amount of transportatio
makes such a department unnecessary.”

" ur-
n charges involved

DUTIES CAN BE HANDLED BY OTHER EMPLOYKES

Due to the small size of some concerns officials ¢
than traffic are sometimes delegated the res onsibrﬂ?:-,rylplo iales g%}lel.
any traffic activities that are taken care of. Presidents ene _ﬂ{l ing
agers, attorneys, secretaries, auditors, sales mlmnge::sg ull.nhmgn.
agents, assistant superintendents, foremen, and clgpk. purchasing

grades are called upon to administer traflic matters, erks of various
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A Missouri flour miller says: % Our president is a former traffic
msnager.” A food-products manufagturer reports: “Traffic is
handled by our general manager, as our organization is too small to
opernte“soparate departments.” A chemical and drug manufacturer
states: “ Secretary checks all freight bills, and in case any question
arises as to freight matters we get our information direct from our
local shippers’ organization.” A lumber company has no traffic
manager “becanse our auditor is able to handle the work, being

familiar with it.”
OUTSIDE TRAFFIC HELP USED

A further reason given for not having traffic administered within
the organization is that adequate outside assistance in such matters

ean be procured at less cost.  Just as an outside attorney is retained
to furnish legal advice and a certified public accountant is called
In periodically to assist and supplement the work of the bookkeeper,
traflic experts on the outside are depended upon to furnish admin-
istration of shipping matters. Such a policy results in a weaker
O?f.’nn.lzation than would be the case if the traffic executive were a
full-time em loyee of the firm, hence there must be some compensat-
Ing factor. 'This is found in the lower cost of such services, -
arious outside organizations are looked to-for help. Many firms
lean on their community traffic bureau—a part of a chamber of
commerce; others procure assistance from their trade-association

traffic bureau. Assistance can be had in some cities from public
traffic burenus or from professional traffic experts. Many business
ssistance from the traflic

nen believe it possible to receive adequate as: )
¢ carriers, ot their customers.

.organizations of their suppliers, or i I
he following quotation illustrates how a s;nall hardware business
operates without a traffic department by using a local community
ureau : )
Owing to the size of our business it is not practical for us to maintain a
regolar traflic department. Our head stock clerk checks our frelght bills
8rainst the bills of lading recelved from manufacturers. He is provided with
:)?)? necessnry classifications and & card index of the rates from the principal
nts from which we recelve shipments.

After ho hos checked the quantities, the welght, and the rates on the frelght
S A T S T, Y items covered,
""}ﬁ; number of freight blll, and amount. ?;m; g"licﬁe rgghgngg}mu_wmch

out every three months we Wrl 5757 % “reight bills to be audited.

18 an orgunization maintuined by shippers—e t .
ol to community bureaus for service

The following concerns also lo

Texas lumbegt" manufacturer: “ We depend upon lgutr °h“"-1befii°f
commerce for all traffic problems.” A" North Dakota %ram S s-
tributor: % When it is necessary to secure special rate an m“h‘.nﬁ'
information, it is obtained from the changbe(li Of ﬁ?‘ff'ﬁf,ﬁfle}twméie
Sorves other jobbers also.” An Illinois grain h::lnlem!.' of commerce.”

satisfact traffic bureau of the ¢ g T
buildi?ltg;;?ltg:?nfh:om any in Towa: ¢ Get what information we

n‘eed from the traffic opartment of the Greater Des MOIHBS

Smmittee,” : . % Burlington Shippers’
roducer of foodstuffs, also 1 :I,:? WK'Louisiaml? food-products

ASSOcll)ntion handles our traflic matters.
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company: “Wo are members of the chamber of commerce; they
maintain an efficient traffic departinent, which we utilize.” A small
iron and steel producer: “ Traffic bureau of the chamber of commerce
checks all rates and our freight and express bills periodically, filing
for our account any overcharges or claims for damages, ete.”

A New York furniture manufacturer: “ We are a member of the
traffic department of the chamber of commerce.” A machinery man-
ufacturer: “ What few traffic matters we have are handled by the
board of trade and handled very successfully.” A paper mill: “ We
rely upon the traffic department of our city, which is maintained by
the business interests.” A textile industry: “ Traffic is handled by
traffic department of local chamber of commerce or through one of
the companies situated in a larger city.”

The following statements come from business establishments that
depend upon trade-association traffic bureaus to handle traffic func-
tions: A Kansas paving company: “ We handle all our traffic affairs
and freight bills through the traffic department of our contractors’
association.” A large New England paper-bag mill: ¥ We belong
to a paper and pulp traffic association, which does this work for us.”
An eastern pottery: “ Use traffic manager of our potters’ association
for rate cases and checking freight bills,” An Ohio starch company:
“We engage a man connected with the farm bureau to keep in touch
with all rate changes or proposals relating to our ],'nroducts and we
pay him a nominal fee each month for such services.”

An outside bureau may simply supplement a firm’s work by
handling the bigger problems. ﬂms, a Rﬁchigan paper mill advises:

The paper industry in and around our elty has formed a traffic burean in the

charge of competent people who handle all the larger questions pertalning te
transportation for all the mills in this district,

Our general traflic bureau Is active at nil times In gecuring the best routings
and the most favorable rates to and from different destinations, and alko
handles all cases that might arise before the Interstnte Commerce Commission.
We have very few overcharge or loss and damage claims, but what we do have

are handled by the traffic association, It handles frelght matters for the
milla here,

Aridé¢ from that, we have a traflic man in our office who landles all the
detalls of in and out bound shipments,

A large New York commission house states: “All of the problems
which we can not handle ourselves are taken care of through a main
traffic bureau, which is supported by members of this imﬁlstry and
handles practically every problem enumerated in your question-
naire.” Likewise a lumber firm: “ Our traffic matters are looked
after by our office manager in conjunction with lumber traffic nssocin-
tion.” "And a Wisconsin paper mill: “ Technical mutters handled
by our paper and pulp traffic association; routine matters by our
own office. . . '

Outside public traffic bureaus are used to a rowing extent. How
profitable this may be is illustrated by the fo owing quotation:

We do not maintain a traflic department 1
private trafile burcau in a near-by I)clty for al'll g?tl;s?‘zgu?l'ﬂ;o :la)r?(} ;(t!}{arug?upﬂlg
Information we may need. This serviee costs us from $50 u') $100 per month,
depending upon the nmount of work the burenn I8 called npon to perform

for us.  This monthly fee fncludes the handling of all oy y
ercharye claims, with
the full amount of the overcharge accrulng to us, During ll}‘.:srtﬁfecot\irerchnrgt‘s
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collected by this burenu amounted to §3,633 on shipments we forwarded to our
customers und where the freight was charged back to us. e

We nre unable to estimate the nmount of savings creuted on shipments where
freight charges were prepaid by us because, acting upon instructions from our
burenu, we insert upon the bill of lading the freight rate and the tariff aunthority
for such rate applicable vin the route we show upon the bill of lading. We
huve been employing this bureau for more than four years, and the carriers
seldom question their quotations because time has developed the fact that the.
quotations submitted to us are on the correct basis.

The following statements from concerns engaged in the building-
materizl, chemical, clothing, furniture, machinery, packing, grocery,
lumber, paper, and textile industries indicate their views regarding
the substitution of public traffic bureaus for traffic organizations of
their own: “ We pay a retainer to a firm of public traffic managers,
who check all freight bills and advise on tariffs, routings, etec., as
well as handling rate applications”; *“outside firm employed on

- yearly basis, in conjunction with other companies in same line, to
?;undﬁa all rate and express traffic matters, including rate hearings,
rute quotations, overcharge, and loss and damage claims, etc.”; “all
of our traflic problems are taken off our hands by a traffic agency;
they advise us as to the best routes and follow up ocur shipments,
checking our freight bills, and in general relieve us of all traffic
matters ”; “our paid freight bills are audited by one or two traffic
auditing companies, which charge a reasonable fee for their serv-
ices ”; “a traflic manager for a group of mills supervises delivery of
our finished product.”

The place of the outside public service bureau, particularly as a
factor in assisting the small industry, is discussed elsewhere in this
report, (Sce p. 124.) L .

rofessional traffic men are employed to assist in the handling of
certain traflic functions. A Nebraska grain-milling and elevator
company reports: “ We employ a rate and traffic expert, to conduct
hearings and to proteet us in rate adjustments before State and
Interstate Commerce Commissions.” .

Primary dependence for traffic administration 1s _placed by. some
on assistance furnished by the carriers. An Iilinois steel-products

company advises:

The handling of traffic 1s a minor activity with our concern and is usually
tnken care of b‘; one of our clerks in the billing and shipping department. Most
of our traffic is handled in conjunction with the local freight office here inas-
much us we nre situated on & main line of the only raliroad which enters

the city. - |
Another firm in the steel trade relies * upon local ra‘l‘lroagl freight
agents for rates and shipping information ? and.hﬂs freight bills
andited by & traffic bureau upon & 50 If)er cent basis.” _
Outside assistance in the handling of trafic matters is also received
from the trafic departments of suppliers and customers. A sugar
manufacturer states:  Traffic information 1s seclhred from broker’s
traflic department.” Another shipper explains: The_bulkdof 0111)1'
incoming freight is on a prepaid or freight-allowed basts, ‘anh ptl-(l) -
lems coming up on that particular part of our busmfess are hun;l ec
by the trafic departments of the various manufacturers with whom

we do business.”
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SPECIFIC. TRAFFIC SITUATION SURROUNDING THE BUSINESS

The third major group of reasons offered for not maintaining
facilities for traffic administration are those having to do with the
nature of the traflic to be handled. These pertain to the volume of
traffic and the number of shipments, the size of the individual ship-
ments, the character of the movement, the rate situation, and the
kind of carrier used.

SMALL VOLUME OR NUMBER OF SHIPMENTS

“We do not ship over 200 carloads per year,” says an Ohio com-
pany. “We ship approximately 1200 cars per year; distributing
territory is small, and all shipments are in car lots,” a sand company
reports. “ We ship on an average of three cars per day, which can
be handled by a head shipper with information secured from the
traffic expert at our local chamber of commerce,” a paper company -
~ advises. '

These are tyfﬁica.l of dozens of statements from shippers who con-
sider their traffic volume or number of shipments too small to war-
rant the employment of a traffic administrator; and the same view
is held by firms that receive or ship only a limited number of different
articles. The point to be given particular attention in situations of
this class is not so much the volume of traffic or number of ship-
ments requiring handling as it is the amount of work needful to
secure good, economical service and the importance of transporta-
tion services and transportation costs to the effective operation of the
business.

SIZE OF SHIPMENTS

That a shipper’s consignments are forwarded principally by mail,
parcel post, or express or in carload lots is sometimes ndyvnnced as
the reason for not having a traffic department. An Ohio magazine
publisher reports:

We maintaln no transportation department, as we have no outgolng frelght
shipments of any kind. What little shipping we have is It the form of small
packages, and these are sent hy mail and usually by parecel post. Our incoming
freight shipments are made up principally of white paper, which {a purchased
in car lots, but we have no transpertation department to handle such mutters.

A New York drug manufucturer states: “ Ninety-eight per cent
. of our shipping is via parcel post, as weight seldom exceeds half a

Eoupd; 2 per cent is shipped via express,” ~ An Indianapolis concern

aving two plants reports: “ We maintain no traflic department and
our traffic problems are not very difficult, due to the fact that a very
large percentage of our shipments are made via parcel post and
express.” A textile mill offers: “ We ship only in carload Pots.” A
furniture factory: “ Qur shipping is 90 per cent carlond lots to New
York City—same rate for all materinl.” A Connecticut pulp-board
company : “ We ship'one {)roduct only—almost entirely in carload
lots; our incoming material is 95 per cent waste paper,”

CHARACTER OF THE MOYEMENT

Some business men give length of haul ns the remson for not
needing traflic administration—that a local or short haul does not
require management to the same extent as long hauls. In this they
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are correct, for the longer hauls do necessitate greater attention
and increased costs; but in proportion to distance local movements
are by far the more expensive hauls. Ten shipments moving dis-
tances of 1 to 10 miles and totaling 50 miles require more attention
than one haul of 100 miles. : ‘
Firms advise that their *shipments are made in a local area—
radius 25 miles ”; that they “ handle a purely local business ”; that
their product is delivered K their own trucks to local factories, or
that their business is “ mostly local orders delivered by own trucks.”
Traffic management is not necessarily intended exclusively for in-
bound business, nor exclusively for outbound deliveries] neither
does it pertain simply to long-haul traffic. When firms report: “ The
material which we purchase is bought locally or in near-by cities
and is hauled to our plant by our own trucks,” they overlook the
fact that scientific management of these local hauls might develop
. many opportunities for savings,
There are concerns that believe their goods do not require trais-
ortation managerial attention because Fl) they originate at only a
ew points, (2) they are sent to but few points, (3) the firm has but
few customers, or (4) the territory in which goods are purchased or
the area in which merchandise 1s marketed is limited in extent.
Such reasons, considered alone, are not always sufficient ; there should
be supporting reasons of greater weight to justify a concern in not
administering its traffic at all. A manufacturer of chemical products
states: “ We ship during a year approximately 100 cars of finished

roduct, and 25 per cent of this i1s taken by a nearby customer.
Rfost of the balonce is used by 8 or 10 customers, who take it in
carload lots, sold f. o, b. our works.” A large manufacturer of dyes
advises: “Our shipping is mainly to 27 points, and these are con-
tinually checked. %’ractically all by express.” And a fabricator of
steel products reports: : .

We have no traffic department, nor any men or group of men assigned to
the handling of traflie, ns there is no trafic to speak of. It is true we receive
a few carlonds of steel and less-than-carload shipments during a month, Our
outgolng products are delivered by our own trucks to a territory within a

radius of about 756 miles,

. A foundry in central Illinois states: “ Our business consists of car-
‘load shipments to a very few customers and necessitates very little
traffic work,” and a manufacturer of farm equipment writes:

We do not have a regular trafic department, but we are members of a
national pssoclation of equipment manufacturers which has & traffic depart-
ment, Our business is contined to certain jobbing points, not over 100 in
number, All of our shipments are mude -to these points, and we keep a card
Index aystem on which we show the rates, routing, ete. These cards gre
checked up quarterly by our traffic bureau. On account of the llmitet:lnumtﬁr
of poluts that we mnke shipments to, and the way e check rata:ls& rt(;lu t:ng_.(e e;
it is not necessary to have a traffic department. We might a a P

cent of our business ls ecarload.
RATE SITUATION

Another reason offered for not maintaining a (ti_l_'nffct l:io !:]r:irll;l:;lst
because of the particular traffic situation surroun ing the ’

concerns the rates applying on the firm’s freight nlovem‘:]“tshl‘;ill‘z
cost of transportation as measured by the amounts paid ¢
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represents only u portion of the total. Even if carrier rates were so
well established that no change could be made or was even desired,
there still would remain other costs requiring stuly and service that
merited attention. _

On the subject of “fixed” or established rates one wholesaler
reports:

In our business we handle probably 10 or 15 frult items, which are received
in carlond lots only, aud our Stute associntion and natlonal association both
maiotain traffic departments, Practicully all of our shipments are moved on
what we call common-point rates, and some of the established rates have been
in effect for a number of years. Whenever thoselaer UliMEE RUSROSTON =wg
are notitied by our trade-associution trafic department, .

Among the other kinds of rates mentioned in questionnaire repli#

are commodity rates, specific or mileage rates, qm‘-tl‘rlwsh"rutes;
concerning which a southern rice shipper-ponrts“out: “ Product gen-
erally governed by specific or mileage rates, on which close coopera-
tion with carriers is practiced,” and a large lumber company:
% Traffic simplified; handling only one commodity from one point
of origin on publisfled through rates to practically all points.”

- Some firms combine these two rate situations; that is, their rates
are both “established” and specific commodity rates. Thus one
shipper advises:

The differentinl relatlonship in the conl rates as between the several compet-
ing flelds Is pretty well established and rates are properly published In spe

ctal ecoinmodity tariffs, Therefore, the tratfle work in the coal busluess is not
SO lnvolveq ner 80 wide {n scope as In many other lines,

CARRIER AGENCIES USED

Many executives offer the kind of carrier used as their reason
for not having traffic manegement. Firms engaged in practically
every industry and confining their one-way movement to trucks re-
l)ort “all our brick is delivered locally by trucks,” *all deliveries
ocal—by trucking contractor,” “ bulk of ‘our outbound business is
for local hauls by truck,” and similar situations. Business estab-
lishments using trucks for both inbound and outbound movement
report “ business confined to a small area close to our plant; no
car route or car shipments,” and “we do no shipping outside &
100-mile radius and have no outgoing shipments in cars; about 75
per cent of our shipping is by motor truck *; and a textile mill states:

Our business i done In a high-priced commodlty and the transportation 18

not a heavy item of cost. Our raw material, worsted yarn, 18 usially pur

chased from mills In our vicinlty, which deliver in thelr own trucks. Our

muanufactored article Is sold f, o, b, mlill exce
. 0, b, , pt for the New York market,
for which goods are trucked to Providence, then by boat to Ne‘v Yor:.

Pipe-line deliveries also are named as the re
‘t‘al?lpg 8 trzg{i_c d: artment. As one Illinoig
seing o public utility, the products which we manufucture, elec-
tricity, gus, and steam heat, are delivered directly to onr cust:omers

over wires or through pipes”: and ic utili i .
v o thr stgtes[: pes”; and a public utility located in Penn

nson for not main-
company explains:
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GENERAL ADMINISTRA’I:IVE POLICY OF THE BUSINESS

The fourth group of reasons why industries do not administer
traflic deals (fa% with the basis on which their purchase and sales
contracts are consummated and (b) with the cost of traffic
administration.

BASIS OF PURCHASE AND SALES CONTRACTS
L]

Many persons believe that the purchase of goods f. o. b. their plant
(with transportation bills paid by the supplier) and an £. 0. b. plant
basis of selling (with transportation bills paid by the customer)
make traffic management unnecessary on their part. Most careful
study should precede the adoption of this conclusion, for there is
grave danger that firms following this policy may doubly penalize
themselves. :

Such buying and selling policies usually are based upon the idea
that they are more economical and cut down overhead; but the fact
that the product itself bears the total costs must not be lost sight of.
The amount of business done in any line depends upon. total cost to
the consumer, including all transportation items. nsequently, all
shippers have an interest in what the transportation costs amount to,
regardless of who pays the carrier.

n certain channefs of trade it is the accepted custom for the
shipper or the receiver to take care of transportation costs. While
this practice is recognized as long established 1n particular industries,
the policy that is questioned is (1) believing that such a basis for
marketing relieves a firm from responsibility over such traffic and
(2) deliberately setting up an f. 0. b. plant basis where one is free to
make a choice. That not all business men approve of this purchas-
ing and selling policy is seen from the comment of a San Francisco
cement manufacturer:

All transportation should be for the account of the company. That is, when
possible, purchnses should be made f. o, b. originating point, sales should_be
made f., 0. b, destination point, and the detail of authorizing all transportation

should be handled exclusively by the trafiic department.
COST OF TRAFFIC ADMINISTRATION THOUGHT EXCESSIVE

"The final reason to be discussed also is related to the administrative
policy of a business, While not always stated in so many words
that traffic management * costs too much,” nevertheless this is quite
frequently the basis for the reasons that are given for not having
trafic adininistration. Probably all business concerns would have
traffic administration if it could be had at no expense. Therefore,
it is important to discuss this reason and to peint out that, contrary
to the general impression, instead of traffic management resultmri‘; in
an expense—a “ dead loss "—-it is more likely to show a profit. This

question of the cost of traffic administration is so vtita.lt tl;]qt a ls_tt;r
sect] i ter VIII) is given over to its discussion.
1 b b re?ort (Cle ) ﬁe views offered by various

.Itdwill be helpful, as a prelude, to note ¢
Industries on this point. - .

A large furniturle factory recognizes _the need for a traffic degszl,!::
ment: “ Have real need for one; cost 1s iny t:enson e hm'l(in f ‘
whereas an iron and steel company spending $250,000 annualiy ior
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transportation is doubtful : * Possible saving does not seem to war-
rant expense ”’; and a manufacturer of building materials distributed
by over 100 branches also fears the cost element: * We do not think
business Iarge enough to justify the cost.”

It is recognized that an elnborate organization or even a capable
full-time trafic man represents, for the typical small business, an
expense not justified by the volume of traflic handled or the savings
possible. When a*small coal producer says “ not enough business
. for the cost,” a little foundry advises “ too expensive for our small
organization, as our shipments are not heavy enongh to maintain our
own department,” or a hosiery mill states “ expenses must be kept
. down; our limited number of shipments will not warrant this ex-

pense,” this reason is unquestionably well founded. But traffic ad-
ministration can be secured for the small business without the neces-
sit1¥ for setting up its own department. .

ew firms without traffic administration realize that adequate
management, is not necessarily expensive. If there is but little traffic
requiring attention, its management will require but little time and
consequently> can be obtained for but little cost; yet, be it ever so
little, such traffic as does exist always merits careful handling, In
this connection the secretary of a lumber company located in Bir-
mingham comments:

The size of any concern requlring a separate nnd distinct organization must
be judged by those responsible for the operation of the compuny; but since
nearly all chambers of commerce maintain traffic departments, there ls no
reason for any concern, no matter how small, not avalling itself of the services
offered. .

This brings up various questions, among them the amount that a
small business need spend in order to secure adequate traffic adminis-
tration. The average business man, whether connected with a large
or with a small business, finds it most difficult to determine the proper
amount to budget for trafic management. Some measuring device
or formule is needed to help him determine how this item should

be apportioned in his budget.

" Due to the lower cost, use of outside traflic bureaus seems to be the
way out for the small concern. This topic is discussed at some
len%th in connection with the relation of the sizs of a business te
trafic administration in Chapter IX. L

#
B
.
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COST OF INDUSTRIAL TRAFFIC ADMINISTRATION

One of the most important expenditures necessary in the conduct of
business is made for transportation service. Nevertheless, it is the
one major expense regarding which least is known. It also is the
one that many businesses make no attempt to administer, believing
it to be & “necessary ” or “ dead * expense which must be paid without
questicin, which can not be reduces, and over which they have no
control.

One explanation of this is undoubtedly the too-narrow conception
that is prevalent regarding what constitutes transportation costs.
Instead of being merely the sums paid to carriers for hauling services,
these expenditures are in reality much more inclusive.

RELATION OF TRANSPORTATION COSTS TO TOTAL EXPENSES

Business has not always given proper weight to transportation
costs, largely because of current methods of accounting. Regardless
of the merits of the accounting policy of including transportation as
part of the cost of goods purchased, produced, or marketed, the
significant fact remains that such procedure tends to obliterate trans-
portation as a major cost factor. When the cost of purchased raw
materials is being determined, it is the common practice to add
inbound transportation to the cost of the goods; when the production
or operating cost is desired, the plant-transportation, interplant-
transportation, materials-hancilmg, and storage costs are added to the
actua] processing cost; and when the cost of distribution or marketing
is being ﬁguretﬁ expenditures for outbound transportation are In-
cluded with actual selling costs. Instead of maintaining a separate
account for all transportation items, as is done for advertising, such
expenditures are merged with these other accounts and their identity
and proper significance immediately lost. The outlay for transporta-
tion ‘often represents so large a portion of the total cost of doing
business that constant attention should be given the individual trans-
portation items that comprise the total thus expended, with a view to
controlling the amount. . .

The pol?cy of a concern might be to keep its accounts in such a way

that the cost of transportation could be predetermined and budgeted;

that changes from the amount estimated as necessary for transporta-
tion woulﬁ then re(}uire an explanation; that such causes for fluctua-

tion would be analvzed, and if not found justified steps would be

YEL i Such a policy would at
taken to protect the business against them. o .theyexerCiSing

least keep transportation costs out in the open ]
of executive contl:'ol over them would be reasonui)ly possible. .

3864°—30—T
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By way of illustrating the relative importance of transportation to
the total cost of doing business, the following figures may be used:

Tasre 3.—Tryricar Cosr Buemr

Costa

T A harged Prost | ing

unts ng

oo e Pur- | pry | Mar- | Over T"": Total price

ing |ducing | keting | head thivie
Supplies and raw materinls, ... $800 |--...-- - . $200 | $1,000 | eonees|cavannan
Manulacturing and oporating. $1,000 Jooee o] dmnae 00} 1,800, ... [
aita), Isurnee, wei sdmisisten $r00 oot ol B
8] al ™

o0 . o $350 50 400 |eaeo oo c—————
Profitand Joss. . .cceeeeececmcrcacresteinmane|rennaa e CETareett PRSI s Spenmpes $500 f......-.
Total . 800 | 1,000 700 30| L,000| 3,850 500 | #4359
Per cont of selllog price...cceeeeeeeu--| 183 3.0 8.0 &0 .0 |amennean 1.8 100.0
Per cent of cost 4.0 2.0 18.0 2.0 o B 1) ) I R S

Although transportation as represented. in the above illustration
amounts tg 23 per cent of the selling price and 26 per cent of the
- cost of doing business, when transportation expenditures are in-

cluded in other accounts their importance is almost entirely lost
sight of. .

LIMITATIONS ON THE INTERPRETATION OF THE DATA

In considering the cost figures reported in connection with this sur-
vey, & word of caution is necessary. The charac .-t of this material
makes its analysis difficult and any deductionsjuncertain for the
following reasons: 3

The incomEIeteness of some of the data furni\s ed, due to—
(a) The accounting policy of including transportation ex-
penditures as a part of purchasing,- production, and
* marketing costs; or
(%) The accounting policy of not keeping accounts so as to
determine the separate amounts puid for each of the
different transportation items; or

(¢) The policy of not considering expenditures for trans-

portation possible of control,

The uncomparability of the data, due to an improper or non-
u_mforgn Interpretation placed on the terms used in the ques-
tionnaires,

The short period (one year) covered,

For example, apparently few concerns keep their accounts so 8¢
to indicate the individual costs of the nine principal transportntion
items shown below. Due to this, in a great number of cases the
information was either omitted entirely or in part, or was furnished
m']l.‘llxmp :ums. - ’

,hen, 100, some of those who filled out the guestionnaire either
misunderstood or gave insufficient attention to th% significance of the
item “trafic and transportation administration expense.” For in-
stance, some of the replies included such items as lugor cost in Jond-
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ing and unloading ¢ars and labor for packing and marking as
“traflic and transportation administrative costs ” while excluding the
salary of the traflic manager. '

Many firms purchase raw material £. 0. b. their places of business
and/or sell £. o. b. their plants; in these cases the cost of transporta-
tion frequently was omitted. Other firms included in their figures
the cost of transportation, both inbound and outbound, regardless of
who paid the biﬁs. :

It enn readily be appreciated that many of the figures furnished by
the industries, covering only a single year, do not pertain to an illus-
trative year nor to a typical or an average perlm:l. The expenses
of a business for transportation, as for all ocher items, vary from
Year to year. Unusually large outlays for transportation may rczﬁ)re-
sent a growing business, a cﬁange in the nature of articles handled,
the size of orders taken, inefficient management, or a year in which a
building program or period of expansion is under way. )

All these limitations should be carried in mind when interpreting

these figures on costs.
TOTAL EXPENDITURES FOR TRANSPORTATION

As used herein, the “total expenditures for transportation” in-.
clude the nctual amounts represented by the foIlomflg nine items:
1. Expenditures to carriers for hauling freight, express, or
parcel post, and for related special services such as refrig-
eration and lighterage; i ‘4
2. Expenditures for the production or performancl:;a of _zl‘gr}s-
portation by facilities leased and owned anﬁls Y. ar;x 1tn=:§
operated by the company, such as motor trucks, private mii
cars, industrial railreads, pipe lines, marine equipment, an

private wires;

8. Expenditures for storage
within the plant area an
both owned and rented; _

4. Expenditures for pa;se;lgelr 1::iug:l.lspor
company and outside facilities; ‘

6. Ex Jexl:dit{u'es for comm;muinttlon Ivm. ((lra‘lzllla (t:&tla]géldap;;;dtefl:;

ilities, lease f
1one, and messenger Incllities, ; e
EEI‘\’iCG,'S purchnsedbfrom carriers OPeratuf]g suéih fnglolxlgzii

6. Expenditures for preparing g00Cs for sl?ir?«rnnmat:(:-(i)al con-
transportation, including packing, }c)luctl g matera, con-
tniners, loading, stowing, billing, and other Supping
costs s e . )

1. E.\'pen;litures for receiving-room oper ﬁitmﬁle,ell;(r!‘l:dl::fduﬂ:g&
ing, unpacking, distributing, recor ping,

and warehousing space and service
d on the outsid(?, and for facilities

tation and traveling, in

8. Eﬂﬁg?j?ﬁims for plant tmpsporta_tion, interplant transporta-
tion, and materials handling; an cation administration,

i : or
for traffic and transportatl
e management and supervision of all the above

nd covering traffic activities of a

ture not included elsewhere.

9. Expenditures
embracing the mana,
services and facilities a
technical and clerical na
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It is difficult to compare the total expenditures for transportation
of one firm with those of another because of differences in the nature
of their businesses and in the specific circumstances surrounding the
operation of each. A large silk mill, size based upon total expenses
for all matters, and a large dairy, spending an equal amount, would
spend widely different sums for transportation due to the length of
hauls required by their products and the value and nature of the
commodities handled. Likewise, two silk mills of equal size, or two
dairies, would have different transportation requirements. There-
fore, firms compared with each other, even when considered of equal
size, may be expected to differ as to transportation expenditures,
and hence as to the amount of their traffic administrative needs and
costs, Total annual transportation expenditures, covering all of the
nine cost items, as reported on questionnaires received, ranged from
$5,064 to $9,959,025.

The importance of “total expenditures for transportation serv-
ices ” and its relation to “total expenditures for conducting a busi-
ness ” can be seen in Table 4. In 80 large concerns total expenditures
for transportation amounted to 9.6 per cent of all expenses; in 88
medium-sized concerns, to 25 per cent; and in 45 small concerns, to
20 per cent. The percentages are smaller than they would have been
had all the firms included in their transportation figures all nine of
the cost items listed above. In a good many cases it was stated that
this was not done because of inability to determine cuch costs from
their books, the various transportation cost items not being kept sepa-
rately; and also because of a question as to the mearing of the cost
terms themselves.

Tables 5, 6, and 7 present additional information-on this subject.

Tapp 4—Torsl. TRANGPORTATION EXPENSES COMPARED WITH ToTAL EXPENSES

Medium : I
Small concerns | mn“m"‘,f“‘ 5 Large concerns?
L ]
Total expanses Average Average Average
total total total
Number | transporta- | Number | transporta- | Number La-
tion ex. tlon ex- tion ex
penses penscs penses
Over $20,000,000
$15,000,000
$10,000,000
$5,000,000 to
$1,000,000 to
$500,000 to $1,000,000
$250,000 to
$100,000 to
$50,000 to $100,000
$5,000 to $50,000
Tolal or average

8mall conoerns Medlum-sized

coticerny Largo conoern#
Ran e:ml
otal OXPONSOS. . eueeo......... $22, 770-$3, 828, 284 i3
Total tromaons , 858, 488, 000-80, 120, 073 | %301, 075-847, 592,
Ratlo, total l.raggporu?l.?n:xggm' b 06+~ "o, 570 13, 856~ 0, 486, 500 62,300~ 9, 950, o
to total expenses..._____ per cont.. €% 2 2.0

1The b
onp lemuln on which firms are classlfied In this report nx “small,” “modium,” and *“lnrgs” Is explnined
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TABLE 3.—PeRcENTAGE RELATION OF ToTAL TRAKSPORTATION EXPENSES To TOTAL
Expenses IX Lakce CoNCERNS

Nature of business

Num- | Percent-
ber of age
concerns| relation

Remarks

Frults and vegotablas (wholesaling)._

Potash {manufacturing). ..e..oceves

Packing-houss roducts, meats
(mnnul'nclurins?.

Stone quarry (producing) ...

Oil (manufacturing)

Bait (producing and manufacturing)

Eleciric elovator equipment (man-
ulacturing),

Coke (manufeturing)

Fish (producing and manufacturing)

Corn products (manufacturing). ...

0il (producing and manulacturing).

Pulp, paper, stationery (producing
and manufacturing).

Chemlicals (manufacturing)...--..
Conlectioas (manufacturing) ...

Canners and preservers (manufao-
turing).

Furniture (manufacturing).........

Cguc:nml products  (manuinc-
uring).

Drugs {manufacturing)...ceemvaecas

Machinery (manufacturing) .. . ...

Shoss (manufacturing)....ccaceane-
Dyea (manufacturing). o —...ceee--|

Publie utility; gns, light and power
nmducinr).
Oil (producing and manutacturing).

Groceries (whol
Teoa (rotalllng). .o uecenmmameamrmaas
Lamps (manufaoturing). cceeeaacae-

Maetals, fron and steel, hardware
(manulscturing).

Electrical appllances (manufactur-
Ing}

Palnt and varnish (manufecturlog).
Doepartment store (retailing)........

Toxtilos (mnnufncturlngz ...........
Department store (retaillng}

”

[T T T -1 Y R ] L7 I Pt ot etk i

[ =
o

10
10
10

10
10

B o m e o

-

Lol R
Wik o o

Plant-transportation and materials-handling
costs not shown.

Traflie-administration costs and plant-transpor-
tation and materials-handling costs not shown,
Located in Illinois; near markets,

Traflicadministration costs and plant-transpor-
tation and materlals-handling costs not shown.

Packing and container costs and plant-transpor-
tation and materials-handiing costs not shown
for 2 concerns.

Plant-transportation and materials-handling
costs not shown for 1 concern.

Traffic-administration costs not shown for 1
concern.

Packing and container costs and plant-transpor-
tation and materials-handling costs not shown.

Located in Texas; In proximity to raw materials,

Packing and container costs not shown for 4
concerns; plant-transportation and materials-
handling costs not shown for 7 concerns.

Traflic-administration costs not shown,

Plant-transportation and materials-handling
costs not shown for 1 concern.

Plant-transportation and materials-handling
costs not shown.

Transporting costs and plant-transportation
and materials-bandling costs not shown,

Packing and container costs and plant-transpor-
tation and materials-handling costs not shown,

Packing and container costs not shown for 2
eoncerns; plant-transportation and materials.
handling costs not shown for 4 concerns.

Plant-transportation s o d materials-handling
costs not shown.

Tratic-administration costs and plant-transpor-
tation and ma handling costs not shown.

Located in Oklahoma; in oil fields.

Plant-transportation and materialsbandling
costs not shown,

Packing and container costs and plant-transpor-
tation and materials-handling costs not showr.

Plant-transportation sand materials-handling
costs not shown.

TrafMc-administration costs not shown for 2
concerns; packing and contalper costs not
shown for 3 concerny; plant-transportation and
materinls-handling costs not own for 9
CONCarns.

Packing and container costs not shown for 1
concern; plant-transportation and materials-
handling costs not shown for 2 concerns,

Located in Brooklyn; near raw materisls and
markels.

Packiog and container costs and plant-transpor-
tation and materials-handling costs not shown.

Traffe-administration costs and plant-transpor-
tation and materials-handllhg costs not shown.
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TABLE 6.—PERCENXTAOE RELATION OF TOTAL TRANSPORTATION EXIENSES TO ToTAL
ExrExses 1N MeEDIUM-S12Ep CONCERNS

Num- | Perrent
Naturs of business ber of nge Remarks
o0 relation
URLTY d crushl ro- 1 70 | TrafMoe-administration costs, packing and con-
Stggglgg}. ing eo ne tainer costs, and plant-transportation and
materials handllng costs not shown,

Mlxed-feeds (manufacturing)....... 1 61 | Plant-transportation and materials-bandling

1 o0 Peo::s not &huw& ta Aa. "*-—|. —

Zine (producing and smelting)...... acking and contalner costs and piap

ne (p g 8 tation and materinls-handling cats n‘;‘ 2habor-

Cereals (manafacturing)....--ceaae. 1 52 wa,

Grain (MmanuBeturing) e eeee--c-eeee 1 50 | Plant-transportation and  meerigly sis alung
costs not shown.

Qlassware (manufacturing) ... ... 1 48 R

Crusmléta&;ton (producing and man- 1 7

[H ng).
um FEY1 11179 DR 1 45 | Packing and container costs and plant-transpor-

Lumber (re 0 . tation and matetinls-handling costs not shown.

Brick (manufacturng).. . eeveeve-- é ;g 'll,‘ra.Ll}o-ndm(llnislwon costs not ;h(i:‘n.t

Lumber (manufacturing)....-......! 'scking and eontainer costs and plant-transpor-

¢ 0 tation and materials-handling costs not shown
for 2 conoerns,

Coal and bulldlog materials (dls- 1 31 | Packing and container costs and plant-transpor-

tributing). tatlon and materials-handliny costs not shown.

Cereals (manufacturing)...cceeevae- 1 30 | Plant-transportation and materials-handling
costs not shown.

Coke (manufacturing).............. 1 20

Clay products (manufacturing)..... 1 % | Packing and container costs and plant-transpor
tatlon and materials-handling costs not shown.

Foodatufls; grocerles (wholesaling). [} 26 | Packing and contalner costs not shown for | con-
cern; plant-transportatlon and materials-haa-
dling costs not shown for 3 conoerns.

Dry goods (wholesaling)......... 1 25 .

Alcohol and feed {manufacturin; 1 o)

Bugar (menufaetoring) . .. .oeeeuo - 1 2

Dry ‘zood.s. rugs, fugnishings (whole- 1 22| Plant-transportation and materisls-handling

saling). costs not shown.

Foodstufls, grocerfes (manufactur- 7 21 | Traflicadministration costs not showa for 1

ing). concern; plant-transportation and materials
handling costs not shown for 3 concerns,

Cement {manufacturing)........... 1 21 | Plant-transportation and  materials-handling
cosls not shown,

Chem!cals and drugs (manufactur- 8 18 | Packing and contalner costs not shown for 2 con-

Ing). cerns; plant-transportation ahd materials-han-
dling costa not shown for 6 concorns.

Corn (manufscturing). ... 1 17 | Plant-tmnaportation and  materials-handling
costs not shown.,

Metals, iron and stee), hardware 17 12 | Tratio-administration costs not shown for 7 con-

(maunufacturing). cerns; packlog and contalner costa not shown
‘ for 1 concern; plant-transportation and mate-
rials-handiing casta not shown for 7 concerns.

Pulp, paper, stationery (producing 7 12 Ne-adminlstratlon costs not shown for 3 con-

and mehufacturing). corns; packing and contalper coats pot shown
{:r[ nlh_ t;lonulslrln: plant-transportation and me-

. r apdlin, v cerns.
fo’&ﬂ%’ﬁfﬁ%’ﬂ%ﬂ? concrete mixers 2 11 Plnnb—tmmportnfigc;u :r?:llh:nrtlu?l;liﬁdﬂﬂl

Gas (manufscturing) . ... 1 10 coats not shown for | concern,

Furniture {manufacturing)..._..._. 3 0| TrfMMc-administration costs not shown for 2
concerns; packing and contalner costs Dot
thown for | concern; plant-transaportation and
r&!;nll:;rlnls-hnndllnz ots ot shown for 2 con-

Mardware (wholesallng) . ........... 1 8 PI&:tétmllspl?rtnllan and  materials-handling

, not showa,

Art stong, tile, bullders’ materials... 1 7 Plg:tétmntan;nnuon and matoerinls-handling

not shown,

Furalturs (retalling)................ 1 7 Plﬂntlml:lpﬁnallnn and materinls-handliog
coats not shown,

C'{:}mﬂﬁ,“nd dry goods (manulac- 3 0 | Plant-transportation and materisla handilog

"Tires snd tubes {mantfacturing) . .. 2 4| coeut motshown for 3 concerns,

Textiles (tanufacturing)....... 0" [ 4 | TraMe-administration costs not shown for 2 cont+

corns; packing and container costs not showo
for 1 concorn; plunt-transportation and niate-
rlals-handling oosts not shown fer 7 conceris.

N




INDUSTRIAL TRAFFI0C MANAGEMENT 95

TABLE 7,—PERCENTACE RELATION OF TOTAL TRANSPORTATION EXPENSES TO TOTAL
ExPENBES IN SMmALL CONCERNS

Num- | Percent.|

Nature of business ber of 829 Remarks
concerns; relatlon
Cottonseed oll {manufscturing)..... 1 62 | Flant-transportation and materials-handling

costs not shown,

8alt (manufacturing)............... 1 56 | TraMe-administration costs not shown.
Foodstufls, groceries (wholesaling)_ 5 42 | Packing and container costs not shown for 1
concem; plant-transportation and materials-
handling costs not shown for 5 concerns.
Creamery, loe cream {manufactur- 1 3t | Traflcadministration costs and plant-transpor-
. tatien and materials-handiing costs not shown.
(wholesallng}. ... 2 27 | Trafiendministration costg and plant-transpor-
%au?n and materials-handling costs not shown
or 1 concern.
Bullding materials (manufacturing). [ 26 | Traffe-administration costs not shown for 4 con-

cerns; plant-transportation and materials-
, handiing costs net shown for 5 concerns.
Pulp, paper, statlonery (manufac- 3 25 | Trafle-administration costs not shown for 1 con-
turing). cern; plant-transportation and materials-
handling costs not shown for 2 concerns.
Qrain, flour, and fesd (manufactur- 1n 24 | Plant-transportation and materials-handling
ing) costs not shown for 9 concerns.

Traflic-administration costs and plani-transpor-
tation and materials-handling costs not shown
for 1 congern.

Hardwure (wholesallng). _..c.......
Cllmr)llmh snd drugs (manufactur-
ng).

PI’ows and cultivators (manufactur-

ng).
Iron lamps (mannfactoring) ...
Furniture (retailing)eemm-veccoeeeo-

e
-
-3

0 | Traflc-administration costs not shown.
7 | Plant-transportation and materials-handling
Tab lesaling) 7 | Traeodminntmti ts nat sh

le oilcloth (whaolesaling) ........ rofflc-administration costs not shown.

Logs, lumber, (nnd furpiture (pro- 7 | Plani-tmansportation and materials-handling
(ﬁcin and manufacturing). costs not shown, .
Crude oil (manufbcturing).aee-ca-n- 6 | Plant-transportation _and materials-handling

costs not shown. Located jn Pennsylvania;
nesar raw materials and markets.

L L L )

lesallng)..coeeecarennnns 1 6 | Packing and container costs and plaat-transpor-
Paper (who Ing) ) tation and materials-bandling costs not shown.
Trunks and bags (manufacturing).. 1 ]
Rubrll:er lt‘llt:el.s ( gﬂi\ul’actmins) ...... 1 5 | Traflc-administration costs not shown,
Btoves (manufacturing) - —e.eians 1 5 Planztm?spgr?;iun and materisls-handling
costs not shown.

TRANSPORTING COSTS

Costs for transporting only include sums paid for local, intrastate,
interstate, and foreign hauling and allied services performed by rail,
water, truck, airplane, and pipe-line facilities, for freight, express,
and mail shipments, and for passenger services. Such services also
consist of those performed (1) by facilities owned and operated by
outside commen or contract carrlers, and (2) by those owned and
operated privately by a concern. ] ) )

pAs:l l:;l grzed b§ b{lsiness est-nblisl.lments in connection with this
survey, “transporting costs” also included: expenditures for com-
.munication and for storing; in other words, items 1, 2, 3, 4, and 5”out
.of the nine listed under “total expenditures for transportation ” on
'bage 91. The questionnaires from business concerns reported annual
* transporting costs ¥ ranging all the way from $1,758 to $9,774,031.

T ) .

( 'Il‘lll:tlae ri?ation of “transporting costs” to total trn.n5portat1%m ex-
penditures in 55 large concerns ranged from 18 per centt (}r an
electrical-nppliance concern in Massachusetts t? 9% er cex; ; ogna;,
public utility, and avernged T4 per cent. For 123 large .conce
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the average was 81 per cent.
of total transporting costs to total expenses and of total

INDUSTRIAL TRAFFIC MAXAGEMENT

Additional data showing

the relation
transporting

costs to total transportation expenses are set forth in Tables 8 and 9.

TABLE 8,—TBANsPOETING CosTs CoMmPARED WItH TotaL EXPENSES

Medlum-sized
Small concerns concerns Large concerns
Total expenscs
Averngo A vernge Avernge
Number | transport- | Number | transport- | Number | transport-
ing costs ing costs ing costs
OVer $20,000,000__.___vuceuecsisecolmsmonmmsnsleamrmmnames]|seessananalommaannnana- n
$15,000,000 to - JH [—— 3
$10,000,000 16 $15,000,000. .. ccouieecfassmscncaclecmmmmaernca]emmnmmmnealecenconaanan 3
000,000 [ S, 3| $2,357, 841 21
$1,000,000 4 . 20 <] 218, 148 48
$500,000 to $1,000,000. 8 158, 605 -] 5, 231 4
$250,000 to 7 50,408 n 40, 49 2
$100,000 to $250,000 2 39,758 5 M, 3508 |
$50,000 to $100,000 4 43,190 i - -
$5,000 to 3 BB00 ||l
Total OF BVerage. . cvecaccen-- 46 55,420 1] 257,337 02
Medinm-sized
Small concerns concerns Largo concemns
Range:
Total oxpenses. ...... $22, T00-$3, 858, 288 $88,000-30, 126,073 | $301, 675457, 52, 438
Transporting cost$. .. ... ... 1,768- GO0, 000 1,387 5,400, 000 18,085~ 90,774,031
Ratlo, transporting costs to total e
pehscs. per cent.. 12 10 1)

Y

TARLE 9. —TrANSPORTING COBTB COMPARED WITH ToTAL TRANSPORTATION

ExXPENSES

Medlam-sized

Bmall coneerns concerns Large concerns
Total {ransporiation expenses
. Averngo . Averngo A verago
Numbher | transport- | Number | trnsport- | Number | transport.
Ing costs ing coats ing costs
Ower $5,000,000, .o eeeeeeoooooooe oo e e 8| $5.300,217
$1,000,000 to £5,000,000 $2,425,350 12 | $1,037,005 3l 1,710, TAe
$500,000 to 653, 8Ah2 12 43,724 -}
$250,000 to 207, 839 12 225, 104 »n 228, 638
$100,000 to 07,054 20 117,141 - 00, 041
$50,000 to $100,000 44, 847 24 [ 1 N R A,
$5,000 Lo $50,000 17,508 30 | LT S S
Totsl or average ) 164, #7 lie 284, 45 123 172,700
‘, S -
‘
Medlum-nly,
Brmnll concerns conco$ "’“d Large concerns
Ran%n:m t tat{ o no-$0, 0,02
otal transportation expenscs. .. $5, 064-33, 003, 000 $11,431-38, 480, 00 100, a0, 025
Transporting conts. ............. 1,768 3, 000, 000 1,327- 5,400, 000 ¢ 18, 035 9, 774, 031
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PACKING AND SHIPPING-CONTAINER COSTS

The expenditures made for labor and materials required to prepare

oods for safe, convenient, and economical transportation are
Included under the headjng, “ Packing and shipping-container
costs.” This item in a broad sense embraces not only the cost of
containers and other packing material but also the labor, facility,
and overhead costs incident to their making, storing, packing, mark-
ing, weighing, checking, handling out, loading, stowing, and bracing
on cars, vessels, or trucks. It also calls for the labor, materials, and
facilities used in preparing cars, vessel holds, or trucks to receive
such goods, and in their inspecting, weighing, cleaning, lining, pre-
cooling, heating, ventilating, icing, and sealing. This item as re-
ported by some companies further includes the labor and facility
costs incident to the receipt of goods, weighing, inspection of loads,
unloading, handling in, opening of packages, checking, and distri-
bution and the disposal of used containers and packing materials.
In other words it relates to transportation cost items Nos. 6 and T
in the nine listed on page 91,

In many instances ¢ packing costs ” exceeded “ transporting costs.”
They ranged all the way from practically nothing at all for an
operator of a stone quarry to $5,675,822 for a manufacturer of sani-
tary ware, (Tables 10 and 11.)

TaprE 10.—Packing AND CoNTAINER CosTs CoumPARED WiITH ToraL EXPENSES

Small concerns Mediumized .| ,Large concerns
Total axponses 7 Avcehruga Avul:?ge Avd:emingge
Zin| packing pa
Number g‘:d S8 [ Number | JREG0R. | Number | Dl on
talner costs tainer costs tainer costs
Over $20,000,000_ ... SN R R _e- - g $1, % 920
$15,000,000 ¢ , . — JEA (S [ 2 05, 238
$10,000,000 to $15,000,000. - ncnammameafocnas reearoemae]|ccsnann T e 2 -
$5,000,000 t0 $10,000,000. - o nnccmmecn-nfoneveenmms|ameomsaazsas o s
$1,000,000 4| sen, 952 123, 709 45 125, 21
$500,000 Lo $1,000,000, 7 52, 888 1] 40, 850 4 35,470
$230,000 to $50 ] 13915 21 11,650 1 51130
$100,000 to $250,000 . 2 13, 107 27185 |ommeemmfemneee
Hy oyt LY IR ) o s I oy
$5,000 t0 $50,000 . .- cenmeunmeommennemaf 3| GO foo-o-ooonfommomme-e
Total or average. 4 2,221 (1l 74, 730 Y 277,999
’ Medium-sized
Small eoncerns concerns Large concerns
Range: 043,886,268 | $88, 0007, 823, 051 | $263, 814-8127, 469, 333
T'otn] eXPONses. . . -cocovuveran- $22,77 818, » 623, i ot e
l’auklnsp:nd contalner codls...... 50- 150,000 200~ 1, 080, 000 5 675,
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TanLE 11.—DPAckKING AKD CORTAINER CosTs CoMmpARED WITHH TUTAL TRANAPORTA:
110N ExpeNses

- J Small concerns Mﬂmﬁ Large concerns
Total transportation expenses Avernso Average Ave::ure
ki 4] packing
Number | Pt % | Namber | PM¥ O | Namber | P40 08
talper costs talper costs tainer cosls

' Medium-tized
. 8mall eoncerns concorns Large concerns
"f’o:l.nl transportntfon expenses 45, 004-53, 001, 000 $11, 436-88, 4R8, ROD $100, 000-$9, 950, 025
o ns n - R , 980,
Packing ond coniainer costs. ... 50~ 150,000 200~ §, 060, 000 150~ &, 675, %22

The relation of packing and container costs to total expenses in
79 concerns was found to average 3 per cent; its relation to total
transportation expenses for 96 plants averaged 17 per cent. For
illustrative industries the relation of packing and container costs to
transportation costs varied as indicated below:

Per cent
Sanitary ware (manufacturlng) - 108

Creamery and dairy produets (producing and manufactaring). 4
Automotive (8 manufacturing plants)

_______________________ 63
Corn products (manufacturing) - 32
. Milk (condensery) - - )
Beet sugar (mill)-_. ———— mm——— 28
Rubber (4 manufacturing plants) ________ ——————— —— r——— i1
Limestone (cut) (produclug and manufacturing ) e e oo 11
Cement (manufacturing) —————— e 10

PLANT-TRANSPORTATION AND MATERIALS-HANDLL G COST8

The costs coming.;z under the heading “ Plant transportation and
materizals handling ” relate to item 8 of the list of transportation costs
(p- 91) and embrace the lsbor and vehicular movements costs for
handling and transporting raw, partly finished, and finished ma-
terinls and products within nndp between adjacently owned and
operated plants. Such costs nre sometimes included with production,
factory, or storage expenditures, but they pertain to transportation
even though the movements are short ang ocal in character, within
a yard urea or building, and by such facilities as cranes, derricks,
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eonveyors; stackers, pilers, and elevators; electric, motor, and hand
trucks; telphers; pneumatic tubes and plant pipe lines; narrow and
standard gauge rail tracks, cars, and locomotives; steam shovels;
horses and wagons; skids; removable bodies, trailers,.semi-trailers,
and tractors; and accommodation appliances, such as bicycles and
basket conveyors.

Expenditures reported for plant transportation and materials
handling, as set forth in Tables 12 and 13, ranged from $200 to
$1,168,674, and in many cases exceeded packing and even “ontside ?
transporting costs. The average for 65 large concerns was $104,616.
The average relationship of materials-handling costs to transporting
costs was 11 per cent; and its relationship to total transportation
expenditures for 60 large concerns reporting ranged from 0.0013 per
cent in a textile mill to 43 per cent for a manufacturer of gasoline
pumps, averaging 7 per cent. '

TABLE 12 —PLANT-TRANSPORTATION AND MATERIALS8-HANDLING Costs CoMPARED
wITH TorAL TRANHSPORTATION EXPENSES

Small concerns M"dlu'c‘;‘f;;"d con- Large concerns
[ ]
Total trunsportation expenses ﬁ;em i::;em go ]‘“gm
. t-trans o plant-trans. piant-trans-
Number pportutlon Number | "o yheion | Number (S e ton
. costs 1 costs ! costs I
.......................................................... 5| 02183
3“&5‘%‘?&&6&6 ..................................... 3| s, 708 15 142,851
$500,000 10 $1,000,000_2c2m s+ v occecmeoonem 4 59,530 14 75,701
$250,000 L0 $500,000. - —ecceccvinennnnafiamaamaooc|omsaaocaaand 5 0 12 67, 261
$100,000 10 $250,000, - -+ onnneme- 5 $4,438 8 10,307 14 32,603
£50,000 to $100,000.  weernurann-n- 13 5, 211 8 [N T .
$5,000 (0 $50,000. «cceunrmannnnne 1 , 5 10 (2811 PR [,
Total or pverago 10 421 36 42,904 0 107, 139
Small concerns Medmgﬂ,:“d con= Large concerns
Hange: ol transportation oxpanses. .. $6, 200-$150,530 | $11,436-82,800,460 |  $100,000-80, 959, 025
Plﬁ?ﬁmiﬁn"t‘:’ﬁﬁé"’e&&? d . 200- 12,812 350~ 3,500, 000 500- 1, 168,674

1 Including materlala-bandling costs.
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TABLE 13.—PLANT-TRANSPORTATION AND MATERIALS-IIANpLING Co8T8 (COMPARED
wITH TrANBPORTING COBTBE

Medium-sized con-
Small concerns corns Large concerns
Transporting costs Average lM.mm, {“:nf.m
t-trans- ant-trans- nnt-
Nomber ppl%rnmmm Number pporl.nl.ion Number pportnunn
cosis? costs ! costs
(11,1 SN IO PO aremecensofeassoncmmann 3 $72,318
3“&% $5,000,000. ..o oooeeeoe]eiecarieec|crimnrananan 3| $180,505 {g 12!2‘:. }:ﬁ
$500,000 l': $1,000,000 ..o fianns sz o Fug
to 7 41,499 15 70,020
[ 39,618 7 4,070
-] L. -+ ) O A, .
35 119,995 85 12,173
Small concerns Medluin-alzed con- Large concerns
Range:
Transporting costs..____......_. $5, 000-$115, 004 §7, 25082, 132, 056 $18, 033-$9, TH, @31
Plant-transportation and mate.
sials-handling costs,..__._.... a0- 12,512 50~ 2,500, 000 S00- 1, 168, 674

1 Including materlals-handling costs.

COST OF TRAFFIC AND TRANSPORTATION ADMINISTRATION

The costs of traffic and transportation administration, the ninth
and final one listed on page 91, include all oftice overhead and salaries
incident to the management and operation of the traffic department
offices and administering policies covering the packing room, ship-
ping room, receiving room, warehouses, communicating system, trans-
portation facilities, plant transportation, and materinls handling.
Costs for administration would include the sularies of those engaged
in the traffic-department offices for executive, technical, and clerieal
work and of the superintendents of packing, shipping, anc, receiving
rooms, warehouses, transportation facilities, and materizls handling.
The administrative cost of some of the service functios would be
included. 3

This item would not include (1) the cost of clerical work necessary
to the operation of the business, such as billing; nor (2) physical
handling and labor costs for such matters as packing, crating, lond-
ing, and unloading; nor (3) the cost of materials for such use ns
packing and stowing; nor (4) the cost of transporting, either b
common or contract carriers or by facilities leased, owned, operated,
and maintained for switching, trucking, lightering, or line-haul
movements. In other words, the cost of performing traffic func-
tions requiring manuul labor, physical handling

I ; | g, or of an actunl
transportation nature are not included in “traffic and transportation
administrative costs,” ‘
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. The amounts spent for traflic administration by firms participating
in this survey ranged from $225 to $1,106,013 and averaged $27,886
for 145 large concerns. The relation of traffic administration costs
to total expenses was found to be 0.0036 per cent. Additional details
are shown in Table 14, where the relation of the cost of traffic ad-
ministration to the total expenditures of a business is found to be
only a fraction of 1 per cent, while its relation to the total cost of
transportation ranges from 4 per cent for the largest concerns to 12
per cent for the smallest. The average cost of traffic administration
varies with the size of the concern. :

TapLE 14.—TRAFFIC ADMINISTRATION CosTS COMPARED YWITH ToTAL EXPENSES

Medizm-sized
Small concerns concerns Large concerns
Total expenses Averngo Average Average
traffic traffic traffic
Number | adminis- | Number | adminis- | Number| adminis-
tration tration tration
costs costs costs
11 $143, 580
_____ 3 39, 200
. 3 19, 367
$13,518 19 22,615
8,144 44 13,187
5,203 3 3,523
3,841 2 4, 936
3,009 |eme e e
8,690 85 32,770
Medium-sized
Small concerns CONCEINS Large concerns
Ran"lz‘e: \] $22, 776-83, 858, 288 $88, 000-$9, 126, 073 | $263, 514-$127, 469, 332
otnl eXPONSMY . e ccea e , X , 07 3 + 469, 332
Trafle ndministration costs . __ 25 17,000 150- 28,450 2,500~ 1,106,013

The ratio of traffic administration costs to traffic receipts, as set
forth in Table 15, ranges from 53 per cent for a concern spending
$22,675 and recovering only $12,021, to 2,256 per cent for one spend-
ing $16,000 and recovering $361,000. The average ratio for 51-large
concerns was 408 per cent; in other words, they credited $4.08 in
money returns or savings for every dollar ?,xpende_d for traffic ad-
ministration. The many  invisible savings resulting from service

rendered, which are unmeasurable, are naturally not included in
these figures.
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TapLE 15 —ToTAL TRAFFIC RECEIPTS COMPARED WI1H TRAFFIC ADMINISTRATION

CosTs
Medlumdeed
Small coucerns concerns Large concerns
Trafllc administration costs A‘.mmm Amm]m A:—m: 1"
to > to - nial
Number traffe Number trafMic Number trafMe
reeeipla receipls rreelpta
Over $50,000. .. o oeeeencecciccacecacs]iconssnces]ivansanncans temesamanelaamatocnon-- 1 $118, 700
$25,000 W0 $50,000. o .o v viecieeeecn | vemmnei i nanaea 2 ¥20, 038 l._': 5,
$15,000 1o $25,000 1 $13. 450 8 32, K8 17 Al
$10,000 to $15,000 2 n% ] 17.2°% 10 a8, 140
$7,500 to $10,000 1 8, 12 R 0 18,025
5,000 to §7,500. .. i) 14, T4R an 18,212 1] 13,
£2,500 to $5,000. - _ 10 30,473 as 9,000 -] 12,378
Vinder $2,500 [ 1,773 16 1 <. I R eeammann s
1 17, 200 w 11, 608 14 42,048
Mediatm-stzed con-
Small concerns oerus Large concerns
Range:
Traflic adminlstration costs. . ... £225-817, 000 $150-428, 40 $2,500-31, 106, 013
Total traflic receipis. - ... ........ 6~478, 500 4-ipl, 9 165~ 5w, 088

_ For the relation of traffic administration costs to total transporta-
tion expenses, see Table 16; to transporting costs, see Table 17; and
to traffic managers’ salaries, see Tables 18 and 19.

Tavre 16, —Trarric ADMINISTRATION CosTs Companepd WiITH TOTAL
TRANSFORTATION EXPENSES

Medium-sizad con-
8mall conocerns corns Large concerns
Tola] trausportation exponses

trathe ad e iy fae g

raflie nd- | o e ol | t ¢ nd-

Number minintra- Number minintra- Number minixtra-

tion costs tion costs
. AU R I -] $170, 454
$1,000,000 to $5.000,000 2 $7, 750 12 $13, 006 3l 2,470
$500,000 to $1,000,000 2 11, by 10 8, 443 n 11, ﬁ"ﬂ!
$250,000 to $500,000 4 7,071 n & 510 25 18, 48
$100,000 to $250,000 12 4,028 19 & e 20 15,00
$50,000 to $100,000... 9 3. 509 18 somi. ..., prreaan
35,000 to $560,000 13 1, 590 13 a0 ... ].... areean
‘Totaloraverago..___._........ 42 A, 007 80 7, 088 108 30, M1

L 4| =] -
8mall concerns "d[“",';:['l;"d con Large conosrns
Ran e:t It :
otal transportation expanses. . . £5, 64-$3, 003, 000 11, 430~

Trafc administration costs. _...... 2% , 000 s l':m-“' %:’f-ﬂ ‘mg', %ﬂﬁ ?‘Osg.g?g
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TABLE 17.—TRAFFIC ADMINIETRATION CosT8 COMPARED WITH TRANSPORTING COSTS

Transporting costs

Medium-sized con-

r.nnrpcfrtlnz conts_. ...
Trailic administratlon costs

Ran,

Small concerns s Large concerns

Average Avernge Average
traffic ad- trafMe ad- traffic ad-
Number | ministra- | NUmDEr | ginirs. | NOmber [ pinicors.
tion costs tion costs tion costs

$46, 325

82, 734

11,862

13,960

11,117

7,037

[ 122 T PO S,

4,043 w 7, 238 118 27,493

Small concerns Med[u?;snii‘d con- Large concerns

$2, 690-§1, 850, 700 $4, 724-35, 400, 000 $18, 035-$9, 774, 031
25 17,000 voO150- 28,450 2, 500- 1, 108, 013

TABLE 18.—TRAFFIC MANAGERS' SALARIES COMPARED WITH TRAFFIC ADMINISTRA-

TI0N COSTS :
Small concerns Modlmg;sged con- Large concerns

TrafMe administration costs At::mm - At rs ﬁm‘ge

14 ralne i
Number manager's Number manhager's Number managet's

salary ary salary
.............. e 5 30,940
%ﬁ%‘mﬁf SR AR U 1 6,636
$15.000 t0 $25,000- oo eeenenmmna]emememrmn e meeracaaas 5 43,480 [ 5,767
$10,000 1o $15, 3 $4, 140 2 3,010 13 5, 098
$7.500 to $10,000. . 1 200 10 3,088 5} 3,540
15,000 to §7,500. - 8 3, bas 12 2,855 13 3 517
$2,500 to $5,000 [ b} 2,853 25 2,837 = 2,541
Under $2,500. .onnsammoomeseeemamem 1 2400 [ emnrfee e e e
Total or aﬁrm .............. o 27 5 2,48 75 4,718

. Medium-sized con- y
B Small conoerns N oris Large concerns
i
Nangs: ] $150-$28,450 $2,500- $1, 108,013
costa. ... $225-$17,000 ! "

fﬁﬁg e Salartea. ... 1400 5,100 1,500~ 5,400 1500- 15,000
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TanLE 10.—TRAFFIC ApMIXISTRATION ConTts Compared Witn Twaryic Maxacms'

SaL\niEs
Small concerns Madium-sired con- Large concerss
Traffic managers’ salaries Average Avernge Am
traffe Jumber trafho Number 1
Numbee | s nistra] S0RD | Ly ministrad] ¢ ldﬂ“:‘::
" | uon costa Lo costs ot
“
OUEr $10.000 _..eovescrennsnencesc|oosnernesfiammsnmenonc|oame e e eeeee 3 o
800 to 8000, LTI STTEW TR TR n| Wl
$2.400 1o $3,600. 1.1 1TTTIIIIITIITT ] L » a4y z ‘e
Under $2,400. ... o.coeaemo oo . 2 2,470 I 418
Total or average.......coveeeu- » sum - 48 7t L
Medinm-sdzed con- ooooernd
Small conomrns oorns Largpe
Range: 18000
Traffic managers’ salaries. ... . $1,400-85,100 §1,500-85, 400 $1.200-
-Traflic sdministration costs___.. 225-17,000 150-3, 410 3,500-1, 108,01

The cost of traffic administration scems to depend upon two fﬂﬂ(i
tors—the amount of work to be done or trafic to be handled, an
the attitude of a business toward traffic activities. The larger con-
cerns naturally expend more for traffic administration than the
smaller ones, due to a larger volume of traflic that requires manage-
ment and also to a bronder conception of the value of such activities.

This does not mean that the relative amount expended for traffic
administration is greater in large than in small businesses; quite
the contrary, for the smaller firms are found to spend more 1n pre-

portion to their transportation expenses than do the larger firms. 10

concerns spending a total of $5,000 to $30,000 per year for transpor
tation, the portion

nt for traffic administration is found to
about 12 per cent, while the cost of traffic administration for con-
cerns spending over $5,000,000 for transportation is about 4 per cent.
It js very likely, moreover, that the figures are more inclusive an
accurate for the larger concerns,

. Traffic-administration costs can be expected to decrease ns ,t“‘mc
increases. The same economic principle is at work here as in the
transportation business as s whole—the law of incrensing returns
If a traffic organization is handling a given amount of trufic, it D
usually accommodate a vastly increased quantity of business at 8
relatively small additional expense. Within wids limits o given o
ganization can take care of a large amount of traflic as weil as it
can a small amourit, and the only additional cost involved jn handling
an increase in business will be found in that portion of the operating
expense which varies with the amount and kind of service rendered:
Expendltures do not keep pace with services performed; increase
bus1qess does_not result in o proportionate incrense in expenses.
With each increase in the amount of traffic handled by a traflic de-
partment the cost per unit is found to decrense, The total expend!-

tures for transportation appear to grow fnster than the cost of traffic
administration
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TasLE 20.—SALARiER oF TraFFic EMPLOYEES

Bmall conoerns Modium-sized concerns Large concerns Tolal
Mrles Bularfes . Balnries
Title Num- Num-! Num-| Num-| Avernge
ber ber ber bor | salary
Range AVernge Range Averngo Range Averngo
nw(’:qem traflic g:r:;m ..................................... 2 [$4,420-$0, 600 |  $5, 510 2 1$10, 000-$15,000 | $12, 500 lg $0.000 | 17 $9, 038
Assistant genera) traflic IMANAZeT. o.n e — e oo e[| e e e o 102 4, 350 3 4,350
TrAfBE MABARET o e e e o omememme oo mams tmmm e e s 61 | ©00- ¢,000 3,205 | 114 | 1,560~ B, 500 3,120 4,000 | an 3, 618
Ansistent traffle A DAEeT - oo v e e e ec e tm e 14 960~ 3, 900 2,220 20 lnm- 3, 500 2,142 5 3,168 92 2!880
Field executives:
Foreign freight agent 111 5 000 1 4 000
Distriet frei 40001 8 4,000
District 7 4,342 11 3,003
Technical staff: 3 1,010 3 3,010
8 2,753 3 2,753
8 2,470 10 2,745
2 2,400 2 2 400
2 1,840 2 1,40
1 10, 000 1 10,000
1 7,800 1 7,800
4 4, 050 4 4, 650
'] 4, 700 10 4, S
1 4, 500 1 4, 500
Dercargo ) ) S 2,020 1 2,620
Chitel SpPINE Slerk. - omnoo oo IToTIli s 207|516~ 3,800 { 3318 | AL | 1,300° 5000 | R 2aE| 42 |TiIE6S A 2343 | 18| 7307
Paeking-room foreman. .. ..occcreveeccorcmesccacareanaamanee ) I 1, 500 2| 2340~ 2,000 2,470 , 820~ 3, 2, 432 10 2,340
Yard foreman . ... ecie et e e [em e e e fecm el D e 2 5 2,000 3 2 000
Warehouse superintendent (foreman). ] 1,953 20 1, 886
Loading foreman. ... 1,B45 4 1, 845
Wharf superintendent. . woo o ocueeooo el T e a0 1 1, 620

CSNAWIADVNVIY OI44VHL "TVIHLSAANI
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TRAFHC-DEPABTMENT SALARIES

An analysis of traffic-department salaries first necessitates classi-
fication of traffic positions and jobs. The titles assigned to traffic
employees can be arranged in seven arbitrarily named groups—head-
quarters executives, field executives, technical staff, transportation
managers, physical-handling superintendents, clerks, and laborers.

Information furnished as to the salaries that are being paid (see
Table 20, p. 105) concerned over 50 different titles which have been
consolidated into 34, each of which is classified under one of the seven
above-mentioned groups. For each position the information is shown
separately, and covers large, medium, and small sized concerns to-
gether with the minimum, maximum, and average salaries paid in
each. Finally, there is given the average salary paid to those hold-
ing the title irrespective of the size of the firm,

TRAFFIC MANAGERS' SALARIES

The salary paid the traffic executive is the most significant single
item of cost included in the total comprising traffic and transporta-
tion administration expenditures. This is due to the importance
placed upon the ability of the chief traffic executive to administer
properly the traffic and transportation functions of his company.

With a capable traflic manager, the accomplishments of a business
along traflic lines depend, first, upon the opportunities offered, second,
upon the extent of his jurisdiction over the traffic functions, and,
third, upon the cooperation extended him. .

With reference to the first of these, no traffic executive, no matter
how able, can make an efficient showing where the total expenditures
for transportation are too small. Given a sufficient traffic volume to
handle, adequate results are usually forthcoming, whether measured
in money returns, or in service rendered, or in both.

In the second place, it is only to be expected that the traffic manager
must have wide jurisdiction over the transportation activities of his
firm. Generally speaking, all traffic functions, being closely related,
should be centralized and should be administered by the tr’aﬂic man-
ager. He is then held responsible for results to the firm’s general
manager or other active head executive. Reliance is Fla_ced on him
to take complete care of the transportation interests of his company.

The third requisite for success as a traffic executive is to have the
full confidence, backing, and cooperation of those comprising the
executive operating board and of the heads of all degnr.tmengs. .

For differing reusons many questionnaire replies submitted in this
survey failed to include information concerning the salaries of traffic
managers. In some cnses all salaries were shown except that of the
traffic manager; in others a range was given within which the salary
for the position was to be assumed. This made it 1mp0551lt1>le13 to
analyze accurately this. important phass of the study. Nevertheless,
suficient data were received to reveal certain facts.



108 INDUSTRIAL TRAFFIC MANAGEMENT
L]

The salaries reported for the traffic managers of 162 representative
large concerns ranged from $1,880 to $15,000 or more, averaged
$4,090, and stood in the following relation to other items:

TApLE 21.—RELATIVE PoSITION OF TRAYFIC MANAGER'S SALARY

Relation of traflic manager's salary to— gm| Range | Aversge

Number | Prrent | Peroend
Traffic raceipts (Money relurms) . - c.occecceceamcenacnnanmmmmerana | 00163103 1
Traffic administration cost.... covceuen - ] 10. -84 M

The salary paid the traffic manager represents one of the largest
items making up the cost of traffic administration. Fifty-two large
concerns spending an average of $24,900 for traffic administration
paid their traffic managers an average salary of $5,829. While 24
per cent of the cost of traffic administration went to the traflic man-
ager, his compensation amounted to only 11 per cent of traffic receipts.
For additional information concerning the relation of traffic man-
agers’ salaries to total expenses, total transportation expenses, trans-
porting costs, traffic receipts, and traffic administration costs, see
Tables 22, 23, 24, 25, 26, and 27, following; also Tables 18 and 19 on
pages 103 and 104,

TABLE 22.—TRAFPTIO0 MANAGERS' SALARIES COMPARED WITH TotaL EXrPENSES

Small concerns Mﬁ:;‘;;[,"d Large concerns
Total oxpenses Atvorﬂuimo Average Averngo
milic traffl ] J
Number | oS, | Number mmng:r.. Number m:';,‘"n;:r-,
salary salary salary
Over $20,000,000. .. ... e e
$15,000,000 to $20,000,000. .| .. .| __CoCllITlTTTTmmmmm e ; f(;. ?‘.;3
$10,000,000 to $15,000,000 " Y IO I 3 4, 267
$5,000,000 to $10,000,000.- - - T TTIIITT 3 ) ] 7,007
$1,000,000 to $5,000,000. .- _2_22.170 4 8,878 2 213 a5 3, 078
$500,000 to $1,000,000. oo smm e e omremas 3 3,483 12 3,436 2 2,080
:%% 3 :-;%g. - '4’ 2725 ¢ %] O PO A
$50,000 t0 $100,000_ ool % s 3 Rl oo R
$5,000 to $50,
Total or averago
Modlum-aized
8mall concerns prepiin Large concerns
Rl s 25488,
otal expenses. ... ..c..o .. 115, 406-%3 R 127,
Treaffic managers’ salaries.. ... naoo- oo | ® g 1% mf:&m"ﬁ.‘%
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TABLE 23 —-TRAFFIC MANAGERS' SALARIES COMPARED WITH TOTAL TRANSPORTATION

ExPENSES
Small concerns Magl']’m” "mi“’d Large concerns
Total transportation expenses ) Average Average Aversge
traflic trafli Vil
Number | ) nogers [ N0mber | 0 perrs | Number -mntrn:geg’s

salary salary salary
] $8, 900
2 $3,450 5 £, 500 17 4,071
2 3,360 7 3,704 16 4, 656
14 4, 182 11 3123 13 3, 608
11 3,103 15 2,023 14 3,078
i 3,700 8 2408 ). T T
3 3,350 8 2,885 | el
2 3,432 5 3,046 66 £, 865

. Small concerns M‘gl';g;’:;"d Large concerns
Ra.u&_o

otal transportatlnn expenses. . 317 629-31 863, 200 $1i4, 103-82, 850, 213 $100, 000-$4, 515, 000
TrafMlc managers' salaries_.__... 5, 100 1,560- 5400 1,500- = 15,000

1 2 flour mills, 1 retall furniture store, 1 wholesale grocery.

TABLE 24 —TRAFFIC MANAGERS' SALARIES COMPARED WITH TRANSPORTING CoBTS

Small concerns M°di“m“"h"dm zed con- Large concerns
Transportiog coats Am@ A::'m?g' Average
t ¢ 1 c . traffic
Number InAnager's Number manager's Nt‘xmber f1apager's
salary salary salary
2 450 4
2 sg.' 360 ] 3, 206 20 4,470
HEEE I 1 - I L]
]
7 g: 403 7 2,635 ] 2,640
7 2,7 10 7.2 N R A,
2 3, 262 56 3,059 78 _ 4,858
Small concerns | Mediugi-sited con- | 17 concerns
)
Range: PR
3 ereesmamasens l-l 33443 000 $4, 724-$5, 400, 000 $50, 00058, 500, 000
ﬁﬂiﬁm e oo - Iiee. o b ke g I+ S 1800 15,000
Y
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TABLE 25.—TRANSPORTING COS8TS COMPARED WITH TRAFPIC MANAGERS' SALARIKS

Small concerns H"““w con- Large concerns
Traffic managers’ salaries
Average A Average
Number Number | transport- | Namber | transport-
ing costs costs ing casts
- 1] 010
P AP I |} 1,214, 490
. a 300, 524 -] 1,008, 32
18 alL 41e 41 5 9587 n 47, 11
40, 8 o, 125 s 80, T2
» 313,734 5 256,283 B4 1,033, 887
Small concerns Modlumu-:ntud' con- Large concerns
Range,
Mec managers’ salaries. ....... $1,400- 33,100 $1,500- 45,400 $1,800- $15 000
Transporting costs...coeeeaeaa..) 14, 334-3, 000, 000 4, T35, 400, 000 50, 000-8, 500, 000
TABLE 26—TEAFFIC MANAGERS' SArAmies CoMPARED WwITH ToTAL TRAFYIC
Recerrts
.‘ Small concerns Mﬂmud Large concerns
Total traffic recelpts Q.‘i’:{.?.f‘ Average A m
. "'I! m 1 o
. Number manager's | Number mnnu:r'l Number mru 4
salary ry salary
................. A00
2 2, 600 5 13, T g ’% s
8 3,850 4 3,328 14 5173
i Eml & B - 2
Under $5,000,_ 7. - TTTT 1 270 a3 3;33.? {? & 1o
Total or AVOrBEe. ceenrevenne - 27 3,225 ® 3,045 n 4,900
Small concerns Maginuml “’.n .“d Large concerns
T .tal traffie recelp!
o L7 TR,
Trafllc managers’ salnrlea ........ 1, 4&-.-“7%'. 100 ’ a0 Mo :‘m&%
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TazLe 27 —TorAL TRAFFIC RECEIFTS COMPARED WITH TRAFFIC MANAGERS'

SALARIES
Small concerns Me;l:ergr-;ismd Large concerns
Traffic managers’ snlaries Agatr:lga A:oer":lge At:e:ﬁg
Nomber| 4 .me |Nuwmber| o5, [Number traffic
receipts receipts | . ’ receipts
- 4 $144, 825
.. e 13 15411: 77
8 $13,753 9 £23, 803 31 30,047
20 48,176 10 10, 510 23 11,011
2 10, 806 8 1,095 1 225
Total or average .. .o.ccee-..| 36 38, 505 63 11,328 72 55, 851
Medium-sized
Small concerns concerns Large concerns
“I'rafllc managers' salarles ... $1,400- 35,100 $1, 660— $5, 400 $1, 800-$15, 000
Total traffio recelpts..... .-..... 6478, 500 4-161, 549 155-549, 088

The average salary for traffic managers of large concerns spending
various emounts for transportation is illustrated by the reports of the
following 15 companies:

TARLE 28 —AVERAGE SALARY PaIp TRAFFIO MAXAGER BY LaARGE CONCERNS

Traffic
Number

Slze of concern based on transportation costs oong;rns m’

salary
$2,500,000 to $8,500,000.....ccv.nceceemmmnnennnennan ann 3 33, %
$1,000,000 to $2,500,000. cm.c —ccciennsnnmnamnmmanam—————— - 4 o
3000, 000 to $1, 000,000, ... ccnnencnmicmnmmsmmmemameammanrarararrm oo mmmommomso—m—mma 3 3 o

$250,000 Lo $600,000. . e i ciscammmsmmmmmmmmasmmeesameemmeTmammmmmmsm—m—smessmm—— 5 4,

Total OF BYALAEO.cnn—cao—e—cassacnsmmmmmmamvanvansaeammmnnn . 15 6,000

These 15 companies paid their traffic managers an average sala
of $6,000; received an avera&;a of $78,000 returned to them eac
year through the efforts of their traffic departments; their tra.ﬂiv:-
administration represented an average profit of $6,000 per month;
at the same time these firms were purchasing and managing an aver-
age of $1,660,000 worth of transportation service each and rendering
additional traffic services of untold value to their respective businesses,

W '
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Little information is availuble on which to base a_comparison
between the snlaries paid traffic executives and those paid the heads
of other departments. The traffic manager of s New York paper
manufacturing concern contributes the following:

Bow do we rank in the organization as compared with other departments?
All depurtments follow our instructions in all matters pertalning to transporta-
tion, and in executive sularies we are about equal with the purchasing depart-
ment and exceed those of the accounting, sales, and certain other departments,
The saluries of the clerical forces In this department equal, or will equnl befote

1029, those of other departments, and at preseat one salury exceeds that of any
other depurtment,

This is more favorable than is generally the case in the average
concern. The heads of the production and sales departments, par-
ticularly, are believed to receive remuneration exceeding that of the
traffic, although information was not sought on this point and there
is little substantiating evidence. The facts collected seem to dem-
onstrate that traflic executives are underpaid. Their salaries cer-
tainly do not seem to be exorbitant in view of the results accomplished.

SAVINGS RESULTING FROM TRAFFIC ADMINISTRATION

That traffic administration is not productive, but represents  dead
expense ” or “ overhead expense ” resulting solely in expenditures for
services rendered, has sometimes been claimed. In fact, persons -
not well acquainted with traffic work seem generally to believe this
to be the case.

The questionnaire replies revenl quite a different situation. A
traffic department is an advisory department, like o legal depart-
ment; it is also a service department like the purchasing depart-
ment; hence it can not always show money returns for many of its
most essential and useful activities. But sometimes it is lso o pro-
ductive unit in so far as it actually produces storage services, performs
transportation services, or takes care of the various necessary plant
operations such as those of the receiving, packing, and shipping
rcoms. In addition, every traffic department recovers sums that
would be lost to its firm were it not a part of the organization.

SOURCES OF MONEY RETURNS

Among the sources of traffic savin
Steamship contracts.
Ocean-rate contracts.
Intercity hauling contracts.
Cartage contracts.
Warehouse contracts.
Tank-car rentals,

Private-car mileage revenues,
Overcharge claims.
Switching claims,
Demurrage claims.

Loss and damage claims,
Interest on claims,

Inbound rates on shipments milled i i
Freight-bill anditing prior to paymélr:tt;gl{fillti}a.

gs and receipts reported are:
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Auditillwg transportation items on invoices of customers and
suppliers. : )

Credit and debit adjustments on freight allowances.

Debiting shippers for excess freight paid account violation of
shipping orders or failure to observe routing instructions.

Classification, rate, and tariff adjustments.

New or reduced rates secured for new plants or on new products.

Informal complaints filed with Interstate -Commerce Com-
mission.

Specinl docket complaints.

Reparation docket cases.

Special service arrangements.

Weighing agreements.

New methods of forwarding advertising.

Changes in methods of shipping parts.

Disposing of old containers, packing materials, and waste.

Consolidating less-than-carload shipments.

Pooling orders.

Consolidating truck shipments.

Drawbacks for customs import duties paid, when goods are
exported.

Excess customs duty returned on customs protests.

Insurance for pilferage, fire, marine, or other losses or damages
sustained on cargo, freight, parcel-post, or express shipments,
or for vessels, cars, truc'ﬁs, warehouses, etc.

These are not all of the sources credited for money paid out and
later recovered or for sums that would have been expended had not
more favorable arrangements been made; they are, however, those
most frequently mentioned. They clearly indicate that traffic work
can not be classified as merely operating routine. To prevent waste
and accomplish such savings managerial ability of a high order
must be displayed. L. . . .

Some difficulty was experienced in interpreting the questionnaire
figures on money returns because of the omission by many of the
firms of reports covering returns from all of their traflic activities.
For example, savings due to rate adjustments sometimes were not
given. Naturally, this resulted in totals which were less than the
true aggoregate, For this reason no attempt is made to indicate the
relationship existing between the more prominent sources of money
returns, but in the order of their importance the data indicated the
following arrangement: Rate and classification adjustments; claim
collections; contracts for services; improvements m_pnckmig. _

The money returns due to traffic administration in 114 large con-
cerns ranged from $115 to $549,088, avernged $42,948, and stood in

the following relation to traffic expenditures:

TanLy 20.—RELATION OF MoONEY RETURNS TO TRAFFIO CosTs

Conceras Raongo Avorago

Roelation of total trafMe reovipts to—~

Number Per cent Per cent
135 7

T HINAPOTEINE COBLA. . oo e o eeeirnememaeacmssassaznnmsnes sasossanavaas
PAMO A MADIBLEALIOT COBLE. ..o - - venmemaoassssssnsmmsnsassoanmsarans
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For additional data showing the comparative relation of traffic
receipts to traffic-administration costs, traffic managers' salaries, and
total transportation costs see Tables 15 and 27 preceding (pp. 102 and
111) and Table 30 below, which tend to refute the contention
that traffic administration is a “ dead expense.” '

TasLk 30.—ToTAL Trarvic ReceEirts CoumpParRkD WiITH Toran TRANSPORTATION

Exrexsrs
. Small cancerns “‘:::‘:’;‘.’“i Large concerns
Total transportation expenses
i Average Average Average
Number | total traf- | Number | total tral- | Number | total tnf-
o receipts fic recelpts fir receipts
.................. 9 0, A5
2 §251, 732 13 41, 1m2 20 0,30
2 2,170 N 5. 3% » 1,40
s m 12 7,304 ™ In, 478
13 10, 749 n 9, MR N .38
12 2,54 20 NG 1 T R [ -
10 1, 147 ™ 17> SRS M
2 15,91 107 12, 26 n7 80,352
Medium-sized
Bmall concerna concarns Large poncerns
n’ilz“:):tal t portatf
Fans on axpenses.. . 35, 200-§3, om3, 000 11, 000-$0, 950, 025
Total traffio rocelpts. . _....._.. 0  47H, 500 ' %::tﬁ% $i00, 355~ & 000,000

MONEY RETUENS AS AN INDEX OF TRAFFIC-DEPARTMENT EFFICIENCY

The amount of money collected and returned to an industry through
the efforts of the traffic department is only one index of itsr{aiﬁciency-
Other guides exist; but it 1s not always ensy to state, for example, the
results accruing from rate and classification adjustments, because these
results are cumulative, year after year, and many activities are'of a

service nature, which, while of money v
alue, c easured 1n
terms of dollars and cents, y » can not be m

BATE AND OLASBIFICATION ADJUBTMENT RETURNS
Traffic managers disagree as to their abilj i
[raf ¢ ility to measure the savings
which they have accomplished and the actnxl amount of monef’ re-
a8

turned or retained as a result of their dj : .
fication case adjustments. N irect efforts in rate and classi
do figure this itgm in dollar evertheless, the fact that some of them

to do so. 8, annually, demonstrates that it is possible

The reason many do not s} .
difficulty of determining the :;vagu;l!llgesource of revenue may be the

i : : sults in which they solely are
}:;terestedi—sagrmgs resulting from their own efforts ag 5xﬁerengated
th(i)mhms'ltl s cue to Joint activity. In many cases it was clear that
was due to Tadividun) ey Juiming savings from rate adjustments

ic . !
counting difficulties, No dgull)‘:a:?nl:is lg?td not to inmrmountable &¢

. however jmpor-
tance which they place on such savings, Others npt, ns to the jml
considered recordi T8 0

: rer
ng such nccomplishments, Wp oarently had netc

ithont question this
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is the greatest source of money returns and the function concerning
which a great many traflic departments make their best showing.

CLAIM COLLECTIONS

As a general thing it is found that the money returned to a firm
through administration of such traffic activities as loss, damage, de-
lay, and overcharge claims tends to decrease each year when ac-
corded vigorous handling. The first year a traffic department is in
operation it shows the largest collection of funds from such claims.
As time goes on and claim prevention is practiced more and more
intensively, the causes creating claims are detected and stopped, with
the result that fewer occur and correspondingly fewer collections
are made.

This reflects credit upon a traffic department. The fewer the
claims the better the management. While smaller cash receipts would
seem to indicate less efficiency, they really reveal more efficiency.
Even when claims are paid in full a business can not afford to have
them. Hence, money returns for claims collected are considered by
traffic men as an unsatisfactory index of managerial ability and
departmental efficiency.

When claim-prevention efforts can be pointed to, and claims still
persist, the amount from collected claims remains a sound index of
traffic efficiency. In other words, even though a traffic department
exercise its utmost efforts to prevent causes for claims, there will be
claims arising in connection with matters outside their control. Such
claims should be detected, followed up, and collected. .The amounts
thus recovered represent savings to the firm and are an index of

traffic-department efficiency.

BAVINGS IMPOSSIBLE TO MEASURE

Traffic men agree that they are decidedly limited in the amount of
savings which they can figure in dollars and cents. A prominent

Boston traflic executive writes:

Unfortunately the traffic manager can not show distinctively the savings
made by his department as cati be done by other departments; but the traffic
man is saving continually not only in his owh department but in all the other
departments of the conpany. In many matters, such as when purchases can
be mude most advantageously and in legal matters pertaining to interstate
commerce and sales, the traflic man effects great savings.

The general traffic manager of n large manufacturing concern,
with headquarters in New York City, had the following to say on

this matter:

When a corporation installs a trafic manager and a traffic department, that
traffic manager or department usually appears on the books ns an expe:lls?l a
liabllity—a loss, In fact—right along side of the stenographic room or slmilar

items of expense.

The coml!itious are not the same. 'The former is buying (trnnsportatio;i),
salvaging, advising, possibly making purchases and sales researches out Ottl ]
neademie transportatlon Interest, and is doing many other things. Neverthe-
less he |Is on the bocks ne a source of expense, merged with o.ther expensi? %
Ing to determine a profit or loss bulance at the end of the year; he is;n conside:

4 100 per cent debit and a zero credit frgms anmaect;osl;ggugq iﬁﬁ?fﬁ . téxceedlng

In the management's mind he probably ha ]sl(l)m  assets, equiling or oxeeedihg

his Mabllitles; otherwise they would dismiss
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the same as they would an insolvent debtor. But, without rome Kind of &
tangible traffic-department ledger and balance =heet, trafflcdepartment assets
are mere guesswork, while liabllities are positive facts as stated by the
books. * * * Therefore, If accounting ever pays for itself, theu the cor-
poration’s trafic department gbhould have its ledger and balauce sheeb

On this point a prominent Seattle certified public accountant made
the following comment :

The comptroller, who should always be famillar with the actlvities and possi-
bilities of all the departments, can cooperste with the trajfic manager as he
does with the heads of other departmeuts and nssist him in the matter of
keeping his records. He can take the traflic records fuarnished by the depart-
ment and compile statistics showing the operating efficiency of the department.
Of course, it Is iinpossible to show the full amount of the saving to the business
by the operation of a traffic department as it will save in so many ways which
can not be expressed in dollars and cents, and also jn many ways which the
traffic manager himself will never reallze, For this reason the figures can Dot
be used in a profit-and-loss statement of the finn, which must contaln cold facts
stlone. But the comptroller can and should show in his statistical report to
the general manager just how efficlent he considers the truflic department to be.

Comptrollers have shown the manugement how the nccounting department
has saved the business vast sums in connection with both general records and
cost records. They can In the same wny show how a properly operited traffic
department can effect a wonderful saving. By showing this in a general
report it comes effectively to the direct attentlon of the geveral maunager.
Comliog from a disinterested party, the comptroller, who should be an expert
in business management and procedures §n general, and in records, statistles
and reports in particalar, no one ix in positien to dispute his Andingw, The
traffic manager will thereby secure the full benefit of tratfic-degartment accom-
plishments. He will thus be valued und respected, as he has weldom been here
tofore, as one of the key executives In representative business organizations.

As to the concern that dees not huve a comptroller, nor un auditor perform-
ing such services: Until such time as there is an independent officinl competent
to prepare coordinated reporte of all activitlea for the guldance of the general

manager, the traflic manager and the other department hends should continue
to file thelr own statements periodieall re o
department reports should detall in noryﬁ Lo il L il

echnical langunge, first, the various
savings that can be credited to th ! s 8eco
expente or denit temps Abp 1o e efforts of the traflic staff; nd, the

department, the third place, the profits or losses of the

THE COST OF ADEQUATE TRAFFIC ADMINISTRATION

It is practically impossible to answer satisfactorily the question,

“How much is it necessary for a concern to i ‘

spend in order to receive
adequate traffic management?” Every en'belr)'prise pres:nts its own
individual set of conditions and problems. Each case must be indi-
vidually analyzed. No single fo

2d. No rmula is sufficj si-
nesses. (Generalization is valuab ufficient to cover all bu

le only as o guide.
p In genle:ral, the average_e:!&penditmg mndg for traffic administra-
ti;n'l can be ‘:ls'iumEd 85 & minimum, Few firms are believed to overdo
theu- exlzen iture for the managing of this phase of their business;
e great majority appear to spend too little, In other words, the

average t - :
to 2.5% pe: l::elftul:;lfnil;}l::alStmtwn cost for the large concern amounts

cost of transporting its poods. M returns
?joslods ilr)::lriciigttgfs tt},loe l;lt:n guél:ogxpendi fOrgtrni?i'c ad?lrlli‘:lyistration
\ ) be Investment, A din
§500,000 for transporting its goods via earricrs tae r&:‘;‘édug

tion of transportation i : bty
should, underpthis for ol e by, its own transportation facilitles

administration, mula, spend not less than $10,000 for traffi
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Muny of the costs charged to traffic administration are made for -
matters that would require handling and expenditure regardless of
whether a traffic department is maintained or not. They are. in
reality, operating costs. One small company makes the following
statement on this significant situation:

From the standpolnt of department cost, if our trafiic department should be

discontinued many of the details handled by it would bave to ‘be taken over
by other departments with no saving in expense, whieh, with the cost of obtain-
fng from outslde agencies necessary traffic information and service, would
undotutbtedly equnl or exceed the present expense, and results might not be as
satisfactory.
. An executive of a large New York enterprise writes: “ In my opin-
lon, any industry that is doing over $500,000 worth of business should
employ a man to be in charge of traffic matters ”; and he went on to
state his belief that the amount spent for traffic administration
should be “ 144 to 3 per cent of gross business over $500,000.”

STORE MANAGER

TRAFFIC MARAGER

1 1 I
RECEIVING | [CHECKING ﬁmnznwss mcms‘&kl
DIVISION | pIviSION ock || DIvISION | [Re-stippIN
DwISIoN
T 20 10 -
I | L | i
TASaSTANT TRAFFIC MGR] [SUPERTNTENDENTIRECEIVING CHECIUNG MARKIE)] [SuFPERINTENDENT ]
. | I
Foprer ovk. iy Obrk_ Puperigerdent. |2
[rroeg e Dash e turs Recerver ine Optnrtorsfa)t
ot froght Dk L atry Cigrk @ 2
1 oreAandcss Claimsts) |£a0res3 Kecaiver i
poroces Complointy apress Futry Deek
Licratary-Coenvsoondenct | Fuckers ()

Fiouae 16.—LARGR DEPARTMENT-STORE TRAFFIC ORGANIZATION

* Without n traffic depnrtment the store would lose approximately $50,000 per year.”
Last year this trufic organlzation, costing §86,000, spent $450,000 for transporiation,
all Itema included., A good sbare of the expenditures for the department should have
ben apportioned to opernting costs, for it performed various services, such as the
marking and pricing of goods received, which elsewbere nre not considered tyafiic
dutles,  ‘The traille organization, with 1ts 156 cmployces, comprises 7 per cent of the

store’s force,
In the opinion of the general traffic manager of a large chain-store

company—
The cost of an ndequate traffic department will depend upon the following
et {als shipped to point of manufactare,
Volume of raw materials =shippe ,
Volume of finished articles shipped to point of distribution or to point of
consnmption,
Commodlty shipped.
Method of shipping.
Length of hauls. :
The problem of the cost of adequate traffic management, however,
is one that is of chiefest concern to small businesses. They usually
are the ones found not administering such matters, and the common

reas i is lack is the expense donnected with such service.
nson given for. this lack 3 discussed (in Chapter IX) in

Consequently this question is further d LChapte
conne:-ltion \S:iith t{}e size of the business that will justify traflic

administration.
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FACTORS TO BE CONSIDERED

In order to determine the amount of money to appropriate for
traffic management three factors should be taken into consideration.
The total amount that is being spent for transportation should first
be known. This necessitates at least the keeping of separate accounts
covering each of the nine items of a transportation-expense nature
(p. 91) and totaling them.

In the second place, the amount of savings of a character that can
be actually measured in money—(1) by preventing the expenditure
of as large an amount as wouldy otherwise be necessary; or (2) having
been expended, by the recovery of excess amounts—should be
determined.

1n the third place, consideration should be given to the importance
of the intangible services rendered by a traffic department. Irre-
spective of whether they can be measured in money returns or not,
such services are often vital to the intelligent management of a busi-
ness and to the effective operation of its various departments.

In the fourth place, the need for traffic-ndministration studies
should be considered. _,If an intensive analysis of such things as the
competitive rate situation, traffic cost factors due to the plant’s loca-
tion, cost factors due to the packing and containers used, the cost
factor incident to the particular plant layout, the possibility of secur-
ing advantage from service arrangements with the carriers—such as
by transit, switching, trap-car, merchandise-car, private-car, demur-
rage, credit, weighing, and special service agreements. These are
g:ﬁ;ﬂ{l ;lt}elxl'frt)li‘:g)ve t(})} matters that merit the attention of a concern

e am i
adequate tra fgc " ministr:é]iﬁg,that should be appropriated to secure
owing the relative importance of transportation expenditures to
the business, the possibility for preventing ltjhe spend?:é of unneces-
sary sums or of recovering excess amounts paid out, the value of thé

services rendered by a traffic department, and ibili im
! ) the possibility for un-
provement in operating effici » : .p_ ing co

through study IL . thegt :n t::ncy and for a decrense in operating cost

: . lic-management problems of the business
ﬁllée :1)":1;?1: ¢o by n o position to determin‘; whether or not o traffic
l.ep wriment 13 necessary and the amount of financial support it should

gﬁlve. bund
ere are hundreds of inadequately &
i i nately financed traffi artments
i?bel;gfmf?:sﬁncﬁlb?aigr conception of traffic woﬁ( ﬁn(cliepthl;a more
profitable, acking of traffic organizations should prove
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RELATION OF SIZE OF BUSINESS TO TRAFFIC
ADMINISTRATION

It would be difficult to find anyone to-day who would question
the statement that every business should be skillfully managed..
Good business management requires the administration of all activi-
ties—production, sﬁes, purchases, financing, accounting, traffic,
credits, engineering, personnel, and the others—and all are common .
to the small company as well as to the large.

While it is estimated that half of the traffic moved in the United
States receives attention, it is believed that, because of the pre-
ponderance of the small business establishment, traffic management
as such is found in a very small proportion—perhaps not more than
5 per cent—of the country’s individual businesses.

f the concerns answering the query, “ Have you a traffic depart-
ment,” 50 per cent said “yes”; 30 per cent replying either by ques-
tionnaire or by letter answered “yes.” Although the questionnaire
went to enterprises both with and without departments, most -of
them were placed in the hands of firms which, it was believed, would
be able to furnish assistance out of their own experience. The weight
of the replies should therefore have been “yes” on this question.
It was further assumed that the firms with departments were the
ones more likely to reply; hence those that did not reply by either
questionnaire or letter are believed not to have traffic departments
in the overwhelming number of cases. Furthermore, of those not
called upon for information, probebly no great number have traffic

departments.
THE FACTOR OF SIZE

One of the reasons most frequently advanced for not having a
traffic department concerned the size of the business. While th’r,;
cost item always is paramount, many businesses do not “manage
their traffic because of their small size. : ]

Scores of questionnaire replies SJley stated, “ Business not suffi-
cient to justify a traffic department,” or words to that effect; and
it was not alivays easy to determine what that size was nor the
extent of their shipping. o ) .

While a firm may honestly believe it does not require traffic admin-
istration because the business is small, nevertheless, reg.ardless of size,
if a firm spends any appreciable sum for transportation services or
if transportation is important in obtaining raw materials or in mar-
keting finished products, it would seem to need in its employ some one
who understangs traffic matters, just as some one 18 required who
understands financing, accounting, and selling retr,rurdless of tf.he s1ﬂ:ize
of the enterprise. Size does, of course, regulate the amount of traiiic

management needed, . 19



120 INDUSTRIAL TRAFFIC MANAGEMENT
WHEN IS A BUSINESS SMALL?

This naturally raises the question, “ When is a business considered
small and when is it considered large?”

Various methods are available for measuring the size of a business,

such as its annual ﬁ'ross receipts, gross earnings, total expenditures,
capitalization, number of units produced, area of space required, or
number of employees. Concerns can be classified quite satisfactorily
as small, medium, and large on the basis of nun(;\)er of emploﬂvees,
although a large business in one industry, such as the milling of flour,
may require few employees, while a small business in another, such
as 8 5-and-10-cent store, may necessitate a large force.
_ Generally speaking, and for the purposes of this study, a_concern
is considered small when it employs less than 100 people, medium size
when it employs between 100 and 500, and large when it employs 500
or more,

Opinions differ on this, as on nearly every other point. A business
mn{r be considered large in the West and small in the East, or it may
be large as judged by concerns in other lines of business and small
as compared with similar concerns in its own trade. The superin-
tendent of a cotton-textile mill employing 1,000 men writes:  Firm
not of sufficient size to need this separate department,” and the gen-
eral manager of a pipe-manufacturing and pipe-bending company
states: “ We have a small Flnnt employing about 1,000 men, and any
traffic problems are handled by our trnlﬁc agents—a traflic service

B:::agllogﬂte% rig}flt here in (f)ur own city ?; but, taken the countrx
. umber of concerns found in @
« me:hum,” and ¢ ]arge n d in groups designated as “small,

would indicate that size based on the number

of employees is a fair, common, and e i g
sarily the best, basis of measur’ement. onvenient, although not neces

DOES THE SMALL BUSINESS NEED TRAFFIC ADMINISTRATION?

It is not uncommon to hear remarks simi
i h 8 similar to that made by an
(t)lf1ﬁcl'a'l Of: send company in the Southenst: “ There is no doubt of
! e importance of the traffic degmrtment in any business, and it has
emeglectﬁad sadly, particular ¥ by most small businesses.”
most al large firms, half of the medium-sized, and somo small
ones " manage ’’ their traffic, while the majority of small and many

medium-sized firms do not, T ] .
needed in their case becayuo thhey claim traflic manngement is not

1 2 ey do not handle a sufficient amount

S B, i ey beased: 10 he el of s

. 'ailic management it 1 ow

can il smgll tﬁzm without such managemgnt ‘inrclype tifctlbfnl:z’tehfor

any length of time with large ﬁrmi ?en,f?i{lged in the same line that

agemen his diff the

:ﬁmu and th; large concern in managerinl streng‘t!{ze?: t:-el;gt‘:ﬁ::d by

e lolw'nmi1 of a small Kpntmpky flour mill, who wrote: % What the

:anll%r:}f shlp_per needs ig simpler tariffs, or some other method
¥ he 18 assured of enjo i

cern that employs expert trnlﬁglnngﬁr izg:x:}, rates with the larger con-



INDUSTRIAL TRAFFIC MANAGEMENT 121

Manngement is needed for all activities, traffic included, regard-
less of the volume of such activities. An eastern traffic executive
recoguizes this:

It is somewhat inaccurate to refer to size as a mensure for determining
the need of a traffic department. As a matter of fact, it is the nature of the
particular industry rather than mere size that should regulate the matter. In
other words, it is not necessarily a matter for criticism that a very large
industry does not have a {raffic department, while it is also not necessarily
true that a much smaller Industry deoes not need a traffic department. With-
cut having attempted to work out the exact wording of this section it would
sgem that a combination of the words “nature” and * size” might take cars
of it .

A contrast in the experience encountered in dealing with both large
and small firms has been noted by one company, which seems further
to point the need for traffic administration on the part of small
concerns: ) .

In the course of our business we purchase materinl from many different firms,
some of them with well-organized and competent traffic departments, and from
them down to smaller concerus with ne traffic department whatever. It has
been our experience that our larger sources of supply, with well-organized traffic
departments, can be depended upon to ship goods in the most economical man-
ner; it is very seldom that we have occasion to make any changes In their
manner of shipment except occasionally with respeet to routing, due to our

knowledge of local conditions. .

However, in connectlon with shipments from the smaller concerns with no
traffic department we must be constantly on our guard, as we find they are
prone to fail in loading carloads up to the minimum carload weight and to
properly describe shipments on bills of lading and on shipping documents in
order to obtnin the lowest legnl classification. -

By closely watching the shipments of small concerns we often effect economy
in frelght charges by lnstructing them to pack materials taking a lower classi-
flention separately instead of mixing them with higher-rated articles and thus
subjecting the entire weight of the shipment to the higher rate.

IS THE COST PROHIBITIVE FOR THE SMALL CONCERN?

A discussion of the cost of traffic administration in relation to small
concerns is very significant. If it were not for the cost, all firms,
regardless of size and complete need, would doubtless avail them-
selves of traffic management. ) . )

Because of this, cost may be considered the chief barrier to
adequate indastrial traffic management. The general subject of cost
was covered in Chapter VIII. The average annual expenditure of
41 small concerns for traflic administration was found to amount te
$4,043, which represented about 8 per cent of their transporting costs.

Since a trafic manager of high ability is desirable—and practically
a necessity—and since the services of such an executive can not be
procured for less than $3,600 to $5,000 o year, small concerns must
find some way of securing adequate administration within reach of
their pocketbooks. Sman firms able to spend, say, $500 to $1,000
a year for traffic administration usually have only a limited gmmflnt
of traffic work requiring expert handling, calling for the time o1 2
traflic executive equivalent to about one day in five. Nevertheless
the details concerning such traffic should receive expert handling.

3804°—30—9
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HOW DO SMALL FIRMS HANDLE THEIR TRAFFIC?

A careful study of the questionnaire replies revealed that the aver-
age small business (@) is not attempting to manage traflic at all, or
(b) is managing only a few traflic activities, or (¢) is calling upon
outside organizations to handle part or all of its traffic management

functions.
BY NOT ATTEMPTING TO “ MANAGE” TRAFFIC

The small business is sometimes justified in not * managing ” any
phase of its trafic. It is justified when it is absolutely certain that
traffic and transportation muatters, first, do not adversely influence
its enrnings and, second, do not hinder its normal and natural growth.
The success of a business is measured by the character of service
rendered and the amount of profits earned. If profits may be en-
larged through elimination of any avoidable transportation or traffic
wastes, then administration of the traffic functions appears justifiable.

Many firms handle products to the exclusion og) others in either
1 Jocal or a national territory—sometimes becanse there is only
enough business to support one house, sometimes because of a mo-
nopoly resulting from patent rights or other factors. Such con-
cerns can continue to market their products regardless of price—
always, of course, keeping prices within the range of “what the
traffic will bear —particularly where their goods represent necessi-
ties; and often can operate at a profit even though they waste mone
by spending more than is necessary through I%nck of good traflic
administration,

Where there is no monopoly many businesses still can operate with-
out traflic management because t[‘;eir competitors operate in like
manner. Nevertheless, a concern that can sell at prices based on a
production cost that includes wasteful shipping methods could, were
1t to eliminate waste, either (1) continue to sell at the same prices,
and obtain a wider margin of profits; or (2), should competition
come, it could cut prices and still handle business at a profit; or (3)
bly reducing its sales price it might increase its volume of sales and
thus make greater profits even though based on lower prices.

One retail store, typical of small and large retail establishments
everywhere, wastes money through lack of traffic knowledge regard-
Ing transportation routes. With plenty of time for consignments
to arrive, it orders goods sent more than 2,000 miles by express,
whereas the cheaper all-rail, rail-lnke-rail, or ocean-.rail carringe
W(%Fll]d adequately me?t. requirements.

ere 1s no excuse for waste and no justificatio rument
that inasmuch as all costs (including u2mecessnryl}wi(;lt‘eg;ea[;iag]‘)lassed
along to customers, the merchant need not bother himself to eliminate

gas{gﬁz(ll methods. This is an economie fullacy that should be

fistakes made by firms not havi

are charged back against them by firms that i rt-
ments and un:lerstnnd the cause o}If such errorst.lo Rnf;ﬁ' tgasf{:gedg:&u_
facturer in New York State writes:  We have avoided waste by
collecting from shippers on account of ghort minimum weights and
for reconsigning shipments.” This not only places the waste where
it belongs—on the concern crenting it

) t —~but i for
th:a latter and hence hinder the firm's normlnl né:gwlt?f.e busmess.x fo

ng trafic administration often
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BY MANAGING ONLY A FEW TRAFFIC ACTIVITIES

.. So much for the small business that does not attempt to “ manage ”
Its traflic in any way. Thesecond group of small businesses comprises
those taking adequate care of a few of their traflic activities. The
very fact that it compensates them to manage a few may lead them,
when the opportunity for further savings is made clear, to admin-
Ister others. The few activities which they handle do not by any
means constitute all the functions available for handling.

Another frequent practice is to place traffic administration under
the direction of an executive who also has jurisdiction over other
phases of the firm's work. A small manufacturer of heaters follows
this practice:

" We have found it very satisfuctory to have the traffic department and the
order depurtment combined under one head, working directly with the sales
depurtment. Trafle department also has charge of keeping stock records of

heaters and applinnces at the different warehouses to ascertain from which
branch n certain order can be filled and forwarded to arrive at destination in

#uod order and at the Jowest transportation charges.
This is further illustrated by Figure 17.

.
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FiguRg 17.—PLACE OF TRAFFIC WORK IN A SMALL DISTRIBUTING
ORGANIZATION

This amnll businers, devoted to the Jebbing of plumbing, mill, and rallroad supplies,
spends  $42.000 anounlly for transportatlon. The chart shows the tratlie manager
gerving the sxales department directiy, while recelving and shipping work 1s placed

under a vice-presldent handling purchasing.

BY MANAGING ALL TRAFFIC FUNCTIONS THEMSELVES

L ]

Finally there are business houses ‘which, although small in size,
nevertheless attempt to handle their own traflic work. Small-firm
traffic departments are growing in number as appreciation of the
purposes and value of traffic management grows. It is being forced
upon some small concerns in order to meet the costs and services en-
joyed by their large competitors. i

The need for traffic management exists in proportion to the amount
of shipping done and its importance to a business. Just because the
business is small in eapital invested, in number of employees, in vol-
wme or number of shipments made, or as measured by any other unit,
does not in itself indicate that its traffic does not 1'e(}uire expert.
managerial attention. In the degree that it exists the traffic is
equalfy important to the small as to the large concern. This is being
more and more widely appreciated; and where it is not, difficulties
are encountered—without their real cause always being known.

The danger’ in the plan lies in requiring, when a traffic manager is
not employed, some executive of the company who is not 2 specialist



124 INDUSTRIAL TRAFFIC MANAGEMENT

in transportation to give his attention to traffic administration mat-
ters. He may, quite innocently, overlook the proper solution of or
otherwise mishandle traffic problems as compared with the way the
traffic managers of his firm’s competitors handle them.

It is therefore highly important to find a satisfactory solution to
“the high cost of good traffic management.” The use of outside
firms to supplement the efforts of the inside management is recom-
mended as the way out for small concerns, but a careful preliminary
investigation should precede the selection of the type and character
of outside organization to be employed.

BY USING OUTSIDE TRAFFIC ORGANIZATIONS

Some small concerns delegate a portion of their traffic activities
to outside traffic bureaus and handle the remainder themselves; or
arrange with outside bureaus to handle all of their traffic activities.

There are various types of cooperative agencies for serving other
establishments in the management of their traffic activities, It is
the purpose of some to handle detailed traffic-administration fune-
tions; of others to take care of the traffic problems of shippers in
general and not particularly the individual problems of a single
shipper.. In considering what follows a clear understanding of the
purposes of each outside organization should be carried in mind.

QARRIER TRAFFIQ DEPARTMENTS hd

A substitute for the industrial traffic manager is the use of carrier
traffic representatives. An interesting statement is quoted below
from an executive of & New England manufacturing company. It
illustrates the dependence and confidence which some shippers place
in the railroads handling their traffic:

Nearly nll of our customers give us shipping Instructions and cur goods are
soid f. 0. b. this place. When the orders are received by the order-department
clerk, if the routing is & new one or one that we nre not frequently using, it I8
referred to the director of tratiie, a puld employee of the rallrond, for checking
and advice; and if the routing s not considered the most direct or qulckest
route, we then advise our customer and suggest the hetter route. * * *

We are furnished, through the above-mentloned traffic office, with rate state-
ments as requested, which gives us a statement, showlng the rutes vin difterent
routes, Including the differentlal rates (rail-and-water and rail-water-rall rutes),
with information as to the service vin each line. Thix gives us a chance to con~
fer with our customers and move the shipments vin the chenper lines when the
matter of service 18 not important, or via the best service lines when that is the
paramount polnt. :

’ The matter of containers and classifientions has been, throu of
the traffic office, fully explained to the shipping departments g:] ttl?: ﬂ'ﬁﬁﬂ?m-
dustries and has entlrely eliminated the troubles of misrouted ghipments, excuess

churges for contalners not in aeccordance with the classific ts
and overcharges account of wrong description, atlon requin_emen ’

PUBLIC TRAFFIC BURBAUB -

If only $500 to $1,000 a year can be expended and time equivalent
to but one day a week is required, adequate traffic administration for
the"small concern can be had only by clubbing in with other small
concerns similarly situated, and preferably in the samg line of busi-
ness, and employing a capable man in common. The use of public
traffic managers is reported from every part of the country and from

.
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firms engaged in many industries. In St. Paul, six producers and
dealers handling building stone use one traffic manager; in Iowa
several small pearl-button manufacturers cooperate in maitaining a
single traffic department; in Pittsburgh, one traffic man serves eight
small sand and silica dealers; in New York City, seven or eight small
manufacturers in different lines of business are served by a single

department. An Ohio firm states:

Our business Is not complicated enough to have a regular traffic departme
In September, 1927, we, together with several other plants in om]? secti:rf:
engaged the services of a traffic bureau located in . for a period of three
Yearg, This cost: our company its proportion, being $104 per month. This
teaflic burenu looks after aill our traflic matters, giving us any changes in

rates on our commodity.
We are furnished with & rate book showing. carload rate from our shipping

point to any destination. We make very few less-than.carload shipments, and
In this case are not interested in rates as our price for the material is £. 0. h.
our plant, On inbound material used in process of manufacture, we use only
two items in large quantities, These rates are known by us at all times, as
we buy from the same parties yenr after vear. Our Inbound less-than-carload
shipments are very limited, the total freizht charges for a year not amounting
to over $1,500. With the information furnished us by our city traffic connec-

tion, no additional services are needed by us.

. There are public traffic service bureaus of still another type—
those handling a single phase of traffic-management routine. For
example, some organizations are set up for the purpose of looking
after, not all of the traffic affairs of clients, but only such things as
‘the audit of freight bills and the filing and collection of overcharge
claims. An Indiana foundry, employing about 250 men at three
plants, reports “the checking of freight bills for overcharges, etc,,
1s left to outside bureaus and firms that specialize in such matters.”

COMMUNITY AND TRADE-ASSOCIATION TRAFFIC BUREAUS

An outside source of traffic-management assistance that is widely
used in fubstitution for traffic organizations established as a part
of business institutions is offered %y community and trade associa-
tions, All members of such organizations are entitled to use their
traffic bureaus, and much valuable assistance can be secured there-

from.
The importance placed upon the services furnished by trade-asso-
ciation traffic bureaus is indicated by the following statement received
. from a chair manufacturer employing 250 men in two plants:

Our secretary-treasurer, who is also our plant manager, looks after all
traffic matters which are handled for us by our manufacturers’ association.
‘We ship everything carload and the association’s help covers our requirements
for a department.

We could not compete in our industry without the help of a traffic depart-
ment to secure low rates to points where competition is strong. Audit of
freight bills is a big saving so we can detect unreasonable frelght charges and

overcharges.
A cotton mill located in the Southwest advises: © Our State asso-

ciation maintains a traffic department whose service is open to all

members.” .

Most of the cooperative bureaus located in small cities look after
the audit of transportation bills, the filing and collection of loss and
damage claims, and the handling of rate adjustments. They seldom
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study their client’s motor-truck situation, muke comparative studies
of his rates with those of competitors, analyze shipping container
and packing conditions, or undertake any other such vital traffic
administration matters on their own initintive.

The treasurer of a company manufacturing batteries and lights
furnishes the unusual illustration of a concern that has given up its

traffic department in favor of assistance rendered from the outside.
He states:

We wish to explain to you that, beginning with Janunry 1, 1029, we changed
our entire plan in relation to trafficc. We have discontinual a speclal tratie
department within oor own orgunization and are employing the facillties and
expert knowledge of the traffic burenu In it2 stead. This bureau is
nn association of manufacturers which employs a very high class and etficient
traffic man, with the neccssary asslstants to carry on the work. We had
always cooperated with thiz department, even when mnintaining our owin.

* ¢ * We do not belleve we have sacrificed any of the advuntuges of a
traffic bureau within our own organization by dulng thix.

IS TRAFFIC ADMINISTRATION PROFITABLE TO THE SMALL
CONCERN?

Hundreds of testimonials to the effect that traffic administration
is profitable to small concerns could be cited. Only one will be given
by way of illustration.

A seed company earns 326 per cent on its investment in a traffic
department. In other words, while spending $5.000, it received
$16,300. This is a small firm, with total transportation expenses

amounting to 28 per cent of its cost of doing Bﬁsiness—wlucb 18
about the average. The figures reported were:

Traffic expendltures:
Transportation

. - . —_ m. 843 L
Pucking and shipping containers_____________________ 30, 748
Plant transportation and materinls handlIng. oo __-_ 2, 500
Traffic administradon..________________TTTTTTTTTT 5, 000

L )
Total traffic expenditures.._______________ c————— 71,088

Traffic receipts:

From rate adjustments___._______ ___ 12, 000
From overcharge clalms_.._________________ """ 1, 500
From loss and damage elatms____________ TTTTTTT 1 g0
From cartuge and warehouse controets.. ... .. ... 1, 000

Total traffic receipte .. ..._____________________ 14, 300

WHAT SIZE BUSINESS JUSTIFIES A IC
SEUSTIFIES A SEPARATE TRAFF

What must be the size of a business to justif maintaining a sep8-
rate traffic department? The controlling] fnctoj;s in settinggup sepa-
rate departments for any purpose and in determining whether they
ﬂ;a{)l b% 11;_1dteﬁ)enc.lentl¥ ?,f ]oll)ntly operated and supervised are fOU“ii

e e size of the business £
required to be handled b o, (3], the volume of wor

! o subdivision, Dot} : influ-
enced by (&) the kind o business, Sb) the l?ntlugef g?ea?engﬂslinms,

(¢) the character of the goods handled (valy a4 \ish-
ability), and sd) the character and tom(m;ze 3% gﬂg‘aﬁ(}ﬁgl&tﬁ’e I:Il::)ved

Soniard puctapesy.. corloads heavy or Tightweight goods, bulk of
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An experienced trade association executive contributes the follow-
ing thought in this regard:

Concerning the size of a firm for which we would recommend an individual
traffic department, this is rather a hard question to answer. However, we
feel that a traffic department ean give a selling organization so much help in
the distribution of the manufactured product that the matter of traffic should
recelve the same consideration as advertising, and an equal appropriation. We
believe that & company deing a gross business of $100,000 per annum in sales
should maintain a traflic departinent, unless they are satisfied with that
voiume angd their business is confined to a near-by trading arex where com-
petition can be met without the cost of distribution becoming a factor.

The traffic director of one of the largest companies in the country,
who has been in its employ for over 40 years, amplifies this idea:

It is difficult to lay down a rule as to how large a business should be to
operate g traffic departmment. Some concerns which sell commodities based on
the freight rate need a good rate expert even though their business is small,
but It is not necessary for the modest company to bave an expensive layout.

In concluding this necessarily brief consideration of the relation
of the size of a business to traffic zdministration one fact can well be
repeated: It is in small concerns that the purposes, value, and
accomplishments possible from traffic administration most often are
not appreciated. The need of a shipping room is seen, but the
necessity for handling the mental functions—rate adjustments, clas-
sification analysis, routing options, rate basis, etc—is not always
recognized. Perhaps these matters have never been presented in the

right way.



CHAPTER X

RESULTS FROM INTERDEPARTMENTAL COOPERATION

One of the causes of industrial waste is failure to appreciate fully
how traffic management can be made to serve. When an execu-
tive discovers that the work of his traffic department dovetails with
the activities of practically every other branch of his business he 1s

in a position to rea{: the proper rewards from traffic administration,
or, as one concern phrases it:

The existence of the trafic department is warrnnted by the benefita which
accrue to the company muintaining it. The policy of the company having

a traffic departnrent should he to use that truffe department to the fullest
extent.

A traffic department has sometimes been referred to as a central
service station, in that it renders service to each of the other de-
partments. But cooperation works both ways. To obtain maximum
assistance from a traffic organization, not only is it necessary that
the traffic personnel cooperate with the personnel of the other de-
partments but that the latter cooperate in return. Cooperation
usually begins with understanding.” The personnel of a firm must
know how traflic activities fit in with the functioning of their own

specific work and how their activities in turn may assist the admin-
istration of traffic. ‘

THE VALUE OF INTERDEPARTMENTAL COOPERATION

It is generally recogmized that a complete dovetailing of work as

handled by the various departments is necessary for the grentest
success in any business enterprise. When each specialized staff clears
pertinent information concerning its work to the other departments,
. good results are had. This is known as cooperation, another term for

teamwork.” ,

The best that is in a field of work is forthcoming with interdepart-
mental coorchnathn. A traffic department working single-handﬁd
can usually show its value in services and money returns; but such
accomplishments may represent only a small part of its full useful-
ness. On this point a highly successful chain-store company stntes:

The relations of a trafllc departm
organization should be governeg by fllll: Drinclnty ogPnrtments of a busine®

princlple of coo rder to
tm:lctll;m t(} anywhere near the possibilities, Bgth the bul;v?;-u::gnrnl; ?nuterinl
and the sales department should cooperate very closely with the traffic depart-

128
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When other departments undertake a traffic activity that can be
handled satisfactorily only by experts, waste is likely to result. A
- grain producer and shipper quite fully sums up the situation:

Those who are not familiar with transportation matters and have not xrade
0 study eof the rates, rules, and regulations governing, get the idea that the
handling of every shipment is allke, They fail to realize that each and every
shipment is different, like the circumstances surrounding esch sunit in a court
of law. They feel that becanse something is true of one shipment when moving
from one polnt It automatically is true of a shipment from another point ; they
take far too many things for granted, instead of seeking the advice of one who
makes o study of freight rates, rules, and regulations. The greatest waste
comes frour a lack of cooperation with those who are familiar with traffic
matters. '

RESULTS IN SAVINGS AND THE ELIMINATION OF WASTE

The great value of interdepartmental cooperation comes from the
many savings that result, Waste is reduced only by a willingness
and an understanding of the opportunity and need on the part of
every employee to work with every other employee. As one traffic
man briefly puts it: “ The traffic department should cooperate and
coordinate closely with every department, as it can advise and sug-
gest to each of the departments and save a tremendous amount of
money.” From a large manufacturer of cork products comes a

similar statement:

Br n close contnct between the shipping and the traffic departments, many
thousands of dollars can be saved, through proper routing, consolidation of
frelght, use of ferry-cars as cowpared with trucking, and the making of traffic
arrangements with the carrviers for acceptance of freight directly from plant
instend of dellvery to plers and raliwny stations. Proper dispatching of
trucks and the accumulation of full loads, both in and cut, save considerable
during the course of a year: likewise, keeplng the sales department posted as
to changes In rates and keeping rates down to a reasonable level.

Of course, savings are possible between the traffic department and
subdivisions naturally allied to it, such as indeﬁendently operated
shipi)ing, warehouse, or delivexg departments. But waste can also
be eliminated by cooperation between the traffic department and
departments handling distinctly different phases of business. The
relation of traffic work to each of the 11 major subdivisions of busi-
ness—executive, finance, legal, accounting, office, order, personnel,
purchasing, production, a(Tvertising, sales—has been studied and
hundreds of specific illustrations of waste caused by a lack of cooper-
ation are available. A very few of these are noted in the following

tliscussion.
EXECUTIVE AND TRAFFIC DEPARTMENT RELATIONS

There are many matters that call for cooperation between the
traffic and the executive departments. By executive department is
meant the group of officers made up of the chairman of the board
of directors, the president, vice }Jremdents, secretary, treasurer, gen-
eral manager, ang any others who may be regularly called together
to aid in the formulation of operating policies to guide the manage-
ment, Sometimes the traffic manager is a member of this executive
committee., He should be, for his activities are fundamental to the
successful operation of the business and almost every policy has its

transportation phase.
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Few who have not been thrown into close contact with traffic ac-
tivities realize the extent and intricate nature of traffic work; but, as
one automotive-equipment mnnufacturer believes, traffic angles should .
be taken into consideration in fixing company policies and making
plans:

At a plant of this size ench day brings forth new problems to be solved,
These are duoe to the constant changes and new designing of our products, as
well as to preparing data on new articles being manufnctured for the automo-
bile and airplane enterprises, which, 1f not wken into conslderation from a
traffic standpoint, on account of not gecuring proper rates, classifientions, and
packing requirements, would represent a lnrge waste. .

The proper way to guard against this danger is by placing the
traffic manager on the executive board or committee where new plans

and policies are talked over. This is illustruted by the following
statement :

Our traflic manager {8 a member of the firm's ndvirory commitiee that meets
once each weck with the president and other executives and administrative
officers for discussion and declsion of matters relnting to the operation of the
business and decldes policies of general concern to all departments.

TRAFFIC DEPARTMENT AUTHORITY

One of the most important opportunities for cooperation on the
part of the executive department is in clothing the traflic department
with the necessary jurisdiction over traflic matters. As already said,
when other departments handle traffic functions waste may take

place. This is illustrated in many ways. An official of o lar
machine works in Connecticut ndviyses: Y &

It has been my experience that the traflle department, properly managed, can
snve considerable time, money, and labor by cooperating and suggesting changes
that spell greater efficiency. In our parHeular Industry waste due to a lack of
cooperation is rather hard to find for the renson that the trafle department
hag full contrel of all matters pertuining to transportation vin ail agencles,
including the trucking department. No department, he it purchasing, sales, or
service, can arrange for any kind of transportatlon withont referring the mat-

ter to the traflic department for approval: the traffic department has the last
;"x"l:'gn:; ;" the necessity for emergency movements, whichlure the ones that are
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Freore 18,—TRATFFIC OF BEVERAL PLANTS CENTRALLY CONTROLLED
Large concerns, with severnl plants under one con al
gr%mghm::%gﬁnor tdlrclaltl:tor of trafic ot their main omc:rovblt';? T:i:llll'ge;::::;erl: gg%ﬂfch
rnn t P; %h? m.  Buch an orgnnization is Ulustrnted by the groln-milling
ﬁgﬂ'é't’f& t3"th£'r3r7;uJ':‘I,ntt’;’gn""‘ilﬂﬁc""%“' ‘Ten plants, 40 clevators, nnd 8,200 employees
over $500,000 annually, . company collects about 7,000 clalms amoungnl o

[
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Not only should all main-plant traffic activities be handled by a
central department, but branch plants also should look to a general

traflic office for instructions.
A manufacturer and distributor of lumber products in the South-

west points to failure on the part of branch plants to consult their
general traflic department:

There have been Instances, as with practically al! industries, of lack of out-
side plants obtaining information from the traffic department regarding rates,
minfinum weights, and routes on specinl commodities classed as “out of the
ordinary.” Thls has resulted in the payment of transportation charges in
excess of those that would have acerued bad the traffic department been
colnsulted,

For example, several carlonds of brick were moved from one plant to an-
other, requiring an Introstate hanl. The tariff of the carrier provided a com-
modity rate with minlmum weight of 60,000 pounds, The cars were loaded
only to 40000 or 50.000. pounds, resulting in the payment of transportation
chargey for welght not loaded in the car necessury to make up the minimum.
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Fovre 10.—TRAFFIC FUNCTICNS OF THREE PLANTS CENTRALIZED

Thig large and nintionnlly known manufncturer of bollers employs over 2,500 people,
and operater three planta.  Although spending nearly $700,000 annually for transportn-
tlon, only $6,000 of this goca for trafllc administration. Trafle ndministrative, gervice,
cost, and physlenl-handling fanctlona are all centratized under the traffic department
for dliyrect supervision ! and tho traflic manager looks after the combined shipments for
mrate plants, In ench of which a * hend of works shipplog department ™

ute control nnd reports to him,

the three .-u-‘l
is in lmmed

Traffic departments, once they are created and clothed with ade-
quate authority, must then be properly supported. While financial
backing is always recognized as necessary, moral support is not.
Typical of hundreds of statements to this éffect is the following*

The purchasing department persisted for a time In sending out purchase
orders without routing, with the result that cars arrived 7 and 8 miles away

from om warehouse, causing delay in receipt of the goods and much more
hauling expense. It wuas necessary to secure an order from the president to

iinally climinste this wasteful practice.
ADJUSTING PRODUCTION AND MARKETING TO TRAFFIC .

So vital is traffic and transportation to the successful operation
of certnin businesses that their executive committees fit production
plans and .distribution to accord with traflic matters, instead of
1gnoring transportation and perhaps being required to readjust activi-
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ties later to meet the traffic necessity. By taking traffic into consider-

ation in determining policies, wastes are reported to have been
eliminated by one firm:

(¢) By securing an adjustment in freight rates so that the com-
pany is placed on as favorable a basis of rates as any com-
peting company; .

(5) By enabling the company to serve as large an area or terri-
tory as the geographical location of its place of business will
permit, after taking into consideration transportation costs
and the rates which other competitors or competing lines of
business may enjoy into the same territory; an« .

(¢) By the location of plants, warehouses, and distributing cen-
ters ::it strategic points with reference to the territory to be
served.

PLANT LOCATION

Any concern that fails to call upon its traffic department for assist-
ance when choosing the site for a plant or branch factory or the
goint at which goods shall be concentrated for distribution is gam-

ling with this problem. This has been mentioned above. Another

fillustrntion comes from a glass manufacturer who reports wastes
ue to:

(a) Failure to consult traffic department when establishing
warehouses; -

() Failure to consider the traffic
ing nctivities;
(¢) Allqwm% rate equalizations claimed by customers without
verifying them; and
(d) Failure to handle rate and clussification adjustments prop-
erly when they were disadvantageous.
Sometimes it may

phase when planning market-

: be found better, from a (ransportation-cost
standpoint, to enlarge an existing plant than to build a branch.
Buffalo company reports:

By enlarging our present plant and thus eliminating the double and triple
handling of merchandise and the warehousing of gnods nt other plants, wasté

has been eliminated. This algo enables us to consolidate more less-than-carload
orders into carlond shipments,

FINANCE AND TRAFFIC DEPARTMENT RELATIONS

Cooperation between the finance department and the traffic depart-
ment has to do with a dozen or more matters, among them new financ:
ing, budgeting, insurance, Invoices, credits, collections, making ©
payments, audit of transportation bills, audit of transportation items
on inyoices, determination of freight allowances, security bonds, an
the disposition of money received,

FINANCING

A well-organized business is recognized as a safe one in which to
invest money. A well-managed concern is usually , prosperous:
When it is necessary to secure n bank loan or new capital by the sale
of stocks and bonds, it is casier for concerns having well-established
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traffic departments to finance themselves than for companies without
traflic administration. Banking houses investigate the history,
organhization, management, earnings, valuation, and other pertinent
ltems concerning business institutions calling upon them for financ-
ing. Traffic departments that are able to protect their concern’s com-
petitive position, avoid claims and losses, secure necessary rate and
tariff adjustments and privileges, and in other ways prevent waste,
quite naturally are able to muke it easier for the treasurer when it

comes to financing. .
BUDGETING

_, Different concerns report their traffic departments cooperating with
their comptrollers or treasurers in the preparation of budgets cover-
Ing expenditures for transportation. Transportation expenses range
from £5 to 30 per cent of total expenditures in the average industry.
Budgets are not particularly useful when such a large proportion of
expenditure is “guessed at.” Only a specialist devoting all his at-
tention to transportation matters can advise with any degree of
accuracy what the transportation costs of a business will be for a
coming period. A traflic executive is necessary for this cooperative-

service,
INSURANCE AND BONDS

Insurance~-Goods in transit and stored in warehouses are subject
to hazards outside the control of any management. Protection is
obtained through insurance arranged by the official in charge of
storage and transportation. . Likewise, transportation and storage
facilities must be protected. Vessels, cars, trucks, warehouses, and
other facilities under the supervision of the traffic department are
left to its protection. Traffic managers report cooperating by
“insuring all cars and trucks”; “handling marine insurance”;
“handling fleet insurance on autos”; “ insuring export shipments ”;
“ placing insurance for cargo and vessel hulls”; “preparing state-
ments for blanket-policy debits ». % covering goods stored and ware-
houses with insurance ”; and “ insuring in and out bound rail, freight,
express, and parcel-post shipments.”

Surety bond.'s.—TEe traffic department arranges to take out, and
later to cancel, bonds to protect the carriers or the Government
against losses due to failure to produce negotiable documents or to

" pay duties or freight when securing the release.of goods. Docu-
ments frequently are lost or delayed. Import shipments transported
into the interior or into a warehouse or Elctory without being “en-
tered for consumption ” are subject to bonding. Since the traffic de-
partment is in charge of transportation and storage, it is called upon

to arrange surety bonds.
CREDITS AND COLLECTIONS .

Credits.—Evidences of traffic cooperation in the matter of credit
arrange themselves into several groups. A large manufacturer of
boilers reports: * The credit manager is passed the actual shipping
dates, to enable a final check to be made on credits about 10 days
prior to final shipping release.” This protects a firm from losses
through change in the credit situation of a customer between the
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dates on which contracts are received and the dates on which the’

oods are shipped. Various shippers report “advising shipping
5ates prior to credit release ”; others assure the “credit department
that no shipment shall move without credit approval first being
obtained.”

Sometimes the credit of customers fails after goods are forwarded
and before they are delivered. In such cases shipments are ordered
“ diverted, reconsigned, or returned.” Another service reported in
relation to credit is “ tracing deliveryl' of shipments on open accounts.”
The traffic department also advises the credit department of merchan-
dise on hand at destination uncalled for or undelivered, when shipped
on a C. O. D. or sight-draft basis, and in return requests the credit
department to furnish disposition instructions. .

Other forms of traffic and credit cooperation reported consist in
“ checking credit information prior to shipment,” “arranging -credit
matters on foreign shipments,” and in “ handling some credit cor-
respondence.”

Collections—Assistance is also rendered the financial end of busi-
ness enterprises by traflic departments in collection matters. Besides
assisting in the use of drafts for collection purposes, other shippers
report: “ Cooperating in the collection of accounts with railroads ”
and “ cooperating with collection department by establishing delivery
of shipments which consignees claim have not been received.” * -

Various statements l:()ly trafic departments are to the effect that
they cooperate by “ handling all C. O. D’s with carriers,” by * follow-
ing up and collecting disputed and outstanding C. O. D. items,”
“assisting in establishing delivery on certain shipments to insure
collection of certain doubtful accounts,” and by “ proving delivery
of merchandise on unpaid bills and delinquent invoices.”

AUDITING

Auditing invoices.—Transportation items on invoices covering
merchandise purchased are checked and approved or disapproved
bi); the traffic department prior to settlement. Traflic departments
also prepare debit items against suppliers to cover losses accruing
from shippers’ error. Likewise, the invoices prepared for cus-
tomers are checked by the traffic department in order that the firm
mug be protected against errors in figuring transportation allowances
to be deducted.

Customers are permitted, under certain bills of sale, to deduct
the cost of transportation from their invoices. Sometimes they
are allowed to deduct only a portion of the freight charge, in order
to equalize the cost of the goods delivered to them with the price
quoted from s competing point, At other times they deduct for
icing, demurrage, storage, diversion, or other transportation charges
which may or may not be allowed. Traffic departments protect

their companies by passing upon the propriety of such allowances
or deductions,

Auditing transportation bills.—Checks are not prepared for trans-
portation com%:}mes until the traffic department has audited and
approved the bills submitted. Very frequently undercharges and
overcharges are discovered. It is a necessary and good policy to
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- make settlement promptly for the correct amount.’ Consequently, a
notice of undercharges or a memorandum showing reason for over-
charges is furnished the carrier when the bills are paid. If dis-
covered after settlement has been made, a claim for overcharges is
prepared, filed, followed up, and disposed of by the traffic depart-
ment. Balance-due bills from the carriers are likewise audited and
approved or rejected prior to settlement.

RECEIVING MONEY

The traffic department receives checks from various sources; over-
charges are collected from the carriers, loss and damage claims are
paid by the carriers, settlements are made by insurance companies,
refunds on unused passenger tickets are received, reparation is some-
times ordered by officizl regulatory commissions, and the sale of
waste, refuse, old containers, and even salvaged goods may also
result in money receipts by the traffic department. These remit-
tances, together with memoranda showing their source, are turned
over to the company treasurer and the various accounts are credited
by him. A single year’s money receipts by one concern showed the

following amounts and socurces:

Collected from carrlers:
Overcharge claims -- $17,203
Loss and damage claims_.________ 128, 127
Ticket refunds. _ -— 1,180
Credit from shippers: :
Disregurd of shipping directions 38, 917
Freight allowances_____ e —am———————— 13, 266
Short and damage claims - 43, 028
Returned goods. - b,089
Insurance, marine. . 12,201
Miscellaneous — —— 2316
Total 259, 417

LEGAL AND TRAFFIC DEPARTMENT RELATIONS

The nature of the cooperation between the legal and the traflic
departments in any company depends upon the policies of the com-

any regarding traffic law matters, the organization arrsngements

or hangling legal matters of a traffic character, and the occasions

offered for such service. ]

In some companies the traffic department has no authority to
handle legal matters, even those of a traffic nature. When traffic
law work is not handled by the traffic department, sh;gpers report
such matters taken care of by the legal department, outside attorneys,
outside specinl commerce attorneys, and outside traffic bureaus of

one kind or another. S o

In certain organizations the traffic department cooperates with
whoever is assigned the task. In fact, a traffic department is of
almost indispensable value in handling legal work such as rate cases

and loss and damage suits. _ _
In still other companies traffic departments are given complete
authority to look after all traffic law matters and are held responsi-

ble for results.
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CHARACTER OF TRAFFIC LAW ACTIVITIES

‘Work of a traffic law nature, as reported by shippers, can be classi-
fied as having to do with contracts, rate cases, service cases, court
cases, and legislative matters.

Contract matters are the most common. The character of trans-
portation contracts is illustrated by bills of lnding, express receipts,
sidetrack agreements, weighing agreements, average demurrage
agreements, credit agreements, trap-car agreements, private-car and
equipment leases, warehouse space, trucking, ocean space, marine and
hull insurance, warehouse and truck insurance, and the transporta-
tion matters in all purchase and sales contracts. . :

Rate cases are of primary importance. They are handled before
the carriers, freight rate-making and classification committees, State
and Federal commissions, and public-utility boards. Rate cases are
designed to secure new or revised rates, ratings, routes, rules, or
regulations, or to prevent readjustments of them; to recover over-
charges, on special dockets; or to recover reparation amounts.

Service cases are conducted before the same parties as are rate
cases, but are intended to secure, readjust, or protect arrangements
having to do with car service, switching, train service, lighterage,
trucking, interchange, store-door delivery, container cars, claim pay-
ments, merchandise cars, and other such matters.

Court cases relate to loss, damage, and delay claims made by ship-
pers against carriers; also cases of accident liability in connection
with the operation of the firm’s transportation equipment—automeo-
biles and trucks, cars, locomotives, vessels, and materials-handling
facilities.

Legislative matters relate to the support or condemnation of pro-
posed bills before municipal, State, and Federal bodies. Shippers
define such activities in various ways: “ The traffic manager watches
developments of a legal or legislative nature”; *We keep close
check on all cases before courts and commissions ”; “ We carefully
review all Interstate Commerce Commission decisions relating to
articles liable to compete with our products,”

HOW COOPERATION IS RENDERED

Service of a legal nature is rendered firms by their traffic depart-
ments in many ways. In the matter of contracts, documents are
drawn 1:11) entered into, or passed upon. Agreements and contracts
prepare i)y others are examined and suggestions are offered that
changes be made, terms be revised, or that the lease, contract, or other
legal documents be agreed to. This is appropriately illust:rn.ted by
o Wisconsin traffic manager, who says:

On checking the contract with a eonl operator I foun
chaked £, 0. b, o certnin mine. I then went through all
covering cars that were 8o shipbed to us and found thnt
$6,000 in excess frelght charges due to the coal operntor's error. We were

successful in getting this money back from the coal operat
arranged with our purchasing department to keep us ml))sted fn'}ﬂ? clon::ltl:'?:(]:i:tely

In rate-case matters the traffic department may handl
detect causes for action, investigate basis for cg;rlplnini? %‘Sff& :t%a&;
concerning thg matter In question, bring the situation to’the attention
_of the executives or legal department, discuss the firm’s policy in

d the coal was pur-
of the freight bills
we had pald ever
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tonnection with proposed action, prepare complaints; file answers
and intervention petitions, write briefs, attend hearings, present
cases, act as expert witness, take part in oral arguments, and handle
all other phases connected with such cases

When it comes to court enses, the traffic department recommends
outside attorneys and cooperates with them by furnishing technical
information and evidence. This is illustrated by a wholesale drug
company that points to assistance rendered “by furnishing legzﬁ
proof of deliveries as preliminary to or in the course-of legal pro-
ceedings against customers for collection purposes.”

In legislative matters the traffic manager appears before legislative
committees as a witness and assists councilmen, legislators, Congress-
men, and Government executives in learning the facts and the views

of shippers eoncerning proposed measures.
When outsiders are engaged to handle traffic matters the traffic

department is not idle. A copper company reports:

It i3 our present practice to secure the aid of specialists—for instance, a com-
merce counsel—toe prosecute formal complaints before the Interstate Commerce
Commissien or State regulating commission. Such assistance is ususally con-
iined to formal pleadings, briefs, and arguments. The preliminary statistical
work and the presentation of evidence is done directly by the traffic department

employees.
This outside nssistance I8 under the jurisdiction of the trafic manager, and
the plan has been found to he advantngeous as compared with the handling of

sueh cases by the regular legal department,
ACCOUNTING AND TRAFFIC DEPARTMENT RELATIONS

While the anditing of transportation bills and the transportation
items on merchandise invoices is by far the most significant work of
on accounting nature handled by the traffic department, there are
many other matters worthy of mention. Traffic departments also
cooperate by furnishing the accounting departments with various
kings of information; by preparing documents, records, reports, sta-
tistics, and statements; by keeping certain accounts and suggesting
methods in connection witl": general accounting practices; by handling
claims; by helping in taking inventories; and in handling other
closely related matters. Illustrationsof these varied activities follow.

FURNISHING INFORMATION

The traffic department provides the accounting department with
data concerning orders, weights of shipments, movements of goods,
claims, discounts, transportation costs, and allowances to be made
customers for transportation, Most of the information pertains to
costs and allowances and comprises, among many other items, infor-
mation on “ weights of light cars, less-than-carload shipments, and
shipments in transit ”; reports on “ movement of stocks of finished
products and of shipments refused and returned ” and on “ methods
of preparing claims, by branches 5 information “ to facilitate han-
dling bills payable to take advantage of cash discounts” and to
“ check quantity discounts ”; and data on “ inbound commodities and
cost ” and “on landed freight cost—per dozen—to determine price

on import shipments.”
8864°—30—10
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Concerning allowances, information is furnished “verifying out-
bound rate for establishing of prices” and “on questions of trans-
portation allowances for accounting studies nnd surveys ”; * on cus-
tomers’ invoices, for goods sold f, 0. b. plant ¥; “ on customers’ freight
allowance and debits ”; and “to invoice department in regard to
amount of freight to charge customers on prepaid shipments.”
Traffic departments nlso report “ issuing all transportation credits ”;
“ furnishing rates and charges on freig?v it allowances ”; “ calculating
freight equalizations and absorptions ”'; “ fixing allowances and issu-
ing debit and credit memoranda ”; issuing credit on returned ma-
terial ?; « checkin%' freight allowances”; “advising regarding
freight allowances ”; ¢ determining allowances to be made custom-
ers ”'; and * adjusting transportation allowances with customers.”

PREFPARING DOCUMENTS, REPORTS, AND STATISTICS

The accounting department, and others as well, are served by the
various documents, records, reports, statements, statistics, exhibits,
und general data pertaining to transportation furnished by the traffic
department. Representative of the various documents prepared are
bills of lading, negotiable warehouse receipts and ladings, drafts, in-
voices, vouchers, applications, affidavits, receipts, claim papers, and
customers’ papers. Shippers advise keeping the following records
helpful to the accounting department: Branch traffic, free of suspense
item; carloads, in and out bound; cars, in and out bound; bills of lad-
ing received and forwarded; freight bills; less-than-carload, carload,
express, and parcel-post shipments received and forwarded.,

Among the various reports and statements furnished are: Savings
due to traffic department activity; money received from carriers on
reparation, loss, domage, and delay and overcharge claims; freight,
express, and parcel-post shipments and receipts; comparative claim
situation; monthly and annunl activities and accomplishments;
moneys received from shippers and customers as allowances or deduc-
tions for freight; marine insurance, as required under blanket policy;
transportation figures for budgets; distribution of shipments; mif;-
age earnings on tank cars in railroad service; information to prevent
duplicate payments; freight adjustments to be reached.

tatistics and exhibits for various uses are also prepared to cover
freight and express tonnage for annual reports, and rate case evi-
dence—maps, graphs, charts, and tabulations,

KEEPING ACCOUNTS

Traffic departments actually keep nccounts of certain kinds, These
are reported as claim accounts, transit accounts, warchouse accounts,
freight accounts, and general traflic accounting.

Accounting work is reported handled by some traffic departments
in connection with the * distribution of freight charges paid,” ¢ pas-
senger matters in the profit-and-loss nccount,” and in * debiting s ip-
pers with transportation charges, if purchasing £, 0. b. destination
and shipped to us collect.” Other illi’u.strntions furnished to show
how traflic departments assist in keeping accounts comprised:
“ Segregating transportation expenses on all invoices govering ma-
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terials purchased ”; “ distributing of transportation costs
commodity accounts”; distribgting of ?;eight and explt?esgr:ﬁ;
to the 18 merchandise and sales departments”;  distributine and
classifying of transportation expense items (charged) to various and

roper cost accounts (freight, express, parcel post, labor, etc.) *;

distributing transportation vouchers”; « indicating the accounts
to which tran ortation expenses should be charged; for branch
offices, also ”'; « inndling all eredit memoranda in order that proper
amounts are received and credited against proper customers ”;
. dn‘ec_tm_g manner in which transit account 1s to be handled ”;

classifying freight and express bills ”; # specifying account to be
charged on books ”; establishing a fixed billing basis of monetary
advantage ”; and “suggesting methods as to proper handling of
accounts,”

As an illustration of how traffic cooperation in keeping accounts
muy be made to yield savings 2 Toledo manufacturer reports:

In the event freight allowances are made, the routine (double check) per-
mils the muking of the proper allowance immediately, thus saving journal
vhitrles Jater, If, for example, the entire freight is allowed on a car and the

aur goes forward collect, it invuriably works out that the transportation charge
on the destination freight bill jibes to the exact cent with the freight allow-

ance made on the involce,
Our system has the effect of automatically bringing. errors to light, although

2 recheck is made of all transportation costs,
AUDITING BILLS AND INVOICES

.

As has been stated, the most frequently cited illustration of waste
and savings, on matters relating to accounting, has to do with the
audit of bills and invoices. The actual amount saved b auditing
transportation bills usually is not known because the bills are cor-
rected before payment and no record is made of the errors detected.

A manufacturer of soap in New York City makes it a practice to
have “ freight bills carefully checked for errors in extension, weight,
and freight rate.” In the opinion of a Missouri dry-goods company,
% the traffic department proves a big asset by auditing all freight bi
and express shipments before paying.”

Sometimes the carriers prevent undercharge bills, and a Cincinnati
fruit and vegetable distributor advises: : '

Among the dutles of the traffic department not enumerated on your question-
nnire s that of verifving due bills recelved from the carriers subsequent to the
original payment of freight charges.

Since suppliers are just as likely as not to operate without traffic
departments one reporter explains how wastes from that source are

stopped :

Very few of the manufacturing companies that we buy from have organized
traffic departments. The result is we discover, when auditing our freight bills,
muany errors in freight due to shipper's negligence in billing or to not following
classification rules. These errors we charge to the shipper, and with the debit
we send a letter explaining the reason. This ennbles the concern to check up
the correctness of our charge and Instruct their own shipping departments

accordingly.
This is service that beneflts the shipper but does not show up to our credit

at all,
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Receivers also are often unacquainted with traffic matters. Some
shippers help their customers in the following way:

Previous to this time we had no accurate check of our packing and shipping
departments in regard to description of freight shipments. Now, at perlodlcal
times, we request a number of our customers to send in thelr freight bills for
auditing, and by making a careful check of these bills against the original
orders we are assured that our customers receive the benefit of lowest classi-
fication deseriptions. When the system was inaugurated many Iirregularities
were found that are now practically eliminated; and, further, the system rep-
resents the elimination of considerable waste, as the average country or
small-town merchant pays very little attention, if any, to his freight costs,

All that has been said so far has had to do with the audit of trans-
portation bills, covering freight, express, parcel post, passenger, trav-
eling of road men, special services, car repairs, telegraph, trucking,
and similar matters of expense, Waste due to a lack of cooperation
between the traffic and accounting departments also accrues from
failure to check the transportation items on merchandise invoices.
As a large Bridgeport industry points out:

Fallore of the accounting department to have all transportation Hills, allow-
ances, ete., checked by the trafflc department will always result in additional
expense, as they formerly did with us,

One of the country’s best-organized traffic departments furnished

a detailed statement showing the number 0? urchase invoices

audited, the amount of money debited or credited to suppliers due

to errors detected on these invoices, and the savings resulting as com-

Eared with sums recovered from carriers by auditing transportation
ills, and in a covering letter said :

Attached you will find report for the year of debit memorandn filed and de-
ducted for excess charges paid by the stores by renson of shipments belng for-
warded in violation of shipping directions, The totnl amount recovered from
shippers, §14,300, represents an Increase of 57 per cent over the previcus year.
Of this total, $002 represents the proportion recovered due to errors in parcel-
post shipments, §9.0668 the excess recovered on express shipments that should
have been forwarded freight, and $3,861 for violatlon of freight routings and
classification requirements.-

In addition to these figures, you will note the report shows a total of $3,083
in overcharge claims paid by the carriers, The $18,212 represents the total
‘::lnom]etnry results derived from the traffic divislon’s audit of involces during the

scal year, .

White it Js true that invoices are constantly inereasing, due to in
of new stores, 1t I8 also true that violations of shipping dﬁ"eetl:n; ult'geheocl:)em?ing
increasingly hard to find. The majority of our shippers are now aware that
shipping directions are issued to them for the purpose of belng followed. Often
one debit memorandum is sufficlent to advise them of this fact. I belleve that,
without exaggeration, our policy of auditing involees and debiting shippers for
violations really saves in tranrportation costs three times the amount actually
recovered, due entirely to the fact that our debit memoranda serve notice on our
shippers that a close check is being kept on thelr method of shipment, Aside
from this point, the actual amount received presents ample indication of the
importance of maintaining our present policy.

. Waste .has been eliminated by other firms in connection with
invoices through “checking freight deductions,” “checkine rate
allowances before payment of invoices,” checking rates on delnyed
shipments,” “ checking all invoices for both price and freight differ-
ential,” “showing transportation charges on all f. 0. b, destination
sales,” “ auditing when freight was allowed dealers,” « handling all
debits or credits when transportation is o factor,” c’leducting allow-
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ances when shipper or accounting department has overlooked giving
same,” “allowances approved or disapproved,””*calculating eight
on cash-discount invoices,” “deducting freight on delivered shbjp-
ments,” “checking selling agents’ terms,” “checking equalizations
on all bills,” “checking customers’ requests for credit allowances on
shipments to prevent duplicate payment of freight charges,” “ check-
Ing where deductions have been or have not been made by customers,”

approving customers’ deductions for freicht on remittances re-
ceived,” “avoiding sending duplicate bills to customers,” *auditing
customers’ remittances for freight deductions,” and “triple auditing
of everything pertaining to transportation,”

MISCELLANEOQOUS MATTERS

. Some traffic departments report “taking inventory” or “assist-
Ing in inveniory-taking periods” as functions performed by them.
Traffic can be handled and records kept concerning it in such a
manner as to be of great service to the accounting department when
1t is called upon to show the amount of stock on hand. In this con-
nection shippers report “maintaining a system of handling ship-
Emg papers, such as bills of lading, that enables proper check to
be made of shipments, and to insure the prompt forwarding of fuil
information regarding shipments to customers,” and “ Eandling
in-transit shipments to facilitate taking of inventories.”

The traffic department assisls the accounting department in various
other ways. When the latter is in charge of insurance, the traffic
department is reported as assisting in the “handling of general
average adjustments on ocean movements” and by “ figuring marine
insurance ”; when responsible for credit and collections, by *pro-
viding delivery record of merchandise on unpaid bills or on out-
standing old accounts,” “handling details on accounts payable,”
-“handling all details pertaining to traffic matters affecting the pay-
ment of accounts,” and “arranging credit accounts with carriers.”

Sometimes the accounting department is responsible for foreign
payments and the traffic department cooperates by “ keeping in touch
with the rate of exchange,” “figuring customs-duty charges on
imports ? and “handling §oreign drafts with documents attached.”

OFFICE AND TRAFFIC DEPARTMENT RELATIONS

In many business organizations the general office is in charge of a
variety of activities of a more or less general administrative service
nature. It takes care of correspondence; typing; filing; clerical
and stenographic work; pay rolls; office supplies; paper work; re-
ports; telephone, telegraph, and messenger service; mail; visitors;
and many other matters.

The traffic department, like the others, is served by the office
department and is in a position to cooperate in various ways; ship-
pers have cited the “ handling of correspondence,” “ filing shipping
records,” “ making up the weekly pay rolls,” *handling matters
connected with orders,” “assisting in handling the general -office

work,” and “assisting the office manager.”
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ORDER AND TRAFFIC DEPARTMENT RELATIONS
o

It is in the matter of orders that the greatest cooperation seems
to be rendered, in connection with which the following services are
said to be performed by the traflic departments of various com-
panies: “ Handling of foreign orders,” *controlling routing move-
ment of orders,” “routing orders and tracing purchase orders,”
“cooperating to insure proper shipping,” “suggesting changes in
order forms, etc., to help expedite or simplify the hnndlin((j: of
freight,” “suggesting methods of speeding up orders,” *handling
orders and other correspondence relating to delay in shipping orders
and forwarding,” “ preparing monthly list of unfilled orders,” and
“keeping order department informed of proper shipping point.”

Without traffic assistance losses would sometimes result from send-
ing duplicate orders. A large Massachusetts industry reports:
“Order departments have tried to trace shipments and have for-
warded duplicate shipments when traffic department could have
handled matter to better advantage.”

When trouble develops in meking delivery the traffic department
of a footwear manufacturer gives assistance through ©cooperation
with sales and order departments by inducing consignees to accept
refused and unclaimed shipments.”

After the goods are delivered the traffic department of a Boston
construction company cooperates by checking contracts to avoid
“losses by failure to properly hold vendors of raw materials to con-
tract terms as regards £, o. b. point, ete.”

PERSONNEL AND TRAFFIC DEPARTMENT RELATIONS

Every business has personnel and employee relations of various
kinds which require administration. 'Fraﬂic departments report
being of service in such matters. The nature of t{;
the most part has to do with passenger travel.

Nevertheless, in one firm the traffic department reports “cooperat-
ing in safety and welfare work.” In another, the traflic department
“instructs employees of the other departments regarding the ways
in which the traffic dePartment can cooperate with them.” One
traffic manager advises “ furnishing transportation fucilities for pa-
tients, doctors, and nurses for hospital work, and for a man to inves-
ligate absentees.” “Providing passenger transportation service for
all visitors” and “ securing transportation service for friends .of the
company ” are noteworthy public-relation activities also mentioned.

OFFICIAL-BUSINESS SERVICE

is assistance for

Many thousands of dollars are spent by individual concerns for
passenger transportation. Modern organizations are inclined to pass
the purchase o Eusse_nger service over to experts, as they have their
freight service, knowing that in o doing they obtain better service
at lower costs and waste the least possible time in so doing, The
following specific examples of passenger work are cited by traflic -
departments: “ Routing passengers”; “routing salesmen n." € plan-
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ning business trips for executives ”; « preparing itineraries for busi-
Dess trips of employees and officials ”;  checking quickest routes 7.
“adws_mg concerning railroad time and transportation service ”;

securing private cars and trains ; “ quoting Jpassenger fares and
schedules ”; “making reservations for space ”; “ purchasing all
tickets ”; “ auditing traveling items on the expense accounts of road
men ”; “ making cliims for damages and overcharge on household
oods moved for employees ”; “ collecting claims for ticket refunds
or unused fares and reservations ”; and ¥ protecting against excess
baggage charges.”

When it comes to business conventions the traffic department
cooperates by “ handling convention details,” “arranging transpor-
tation incident to jobbers’ and salesmen’s conventions,s and “ notifg-
Ing officials of special rates in order that business trips may be made
to the best advantage.”

The automobile and even the airplane have added to the traffic
managers activities. Concerns report their traffic departments
active regarding the parking arrangements for automobiles, the
provision of automobiies for official use, and the substitution of
automobiles for trains by salesmen. Some companies arrange street-
car, train, and bus service to and from their works for employees.

For business organizations, such as Chautauqua circuits, operas,
symphony orchestras, circuses, and motion-picture location-party
movements, passenger-traffic management is an important factor in

their financial success. .
PURCHASING AND TRAFFIC DEPARTMENT RELATIONS

There are four things that must be purchased in large quantities
by typical business institutions, namely, money, labor, commodities,
and transportation services, While the relative importance of each
of these varies with the different kinds and phases of business
activity, the purchase of transportation services—including storage
and communication—is by no means the least important. In many
respects it is the most complicated purchasing activity although
frequently treated with the least concern.

e purchase of commodities and the services incident to their
being moved and held prior to being converted into other articles
or transferred to new owners frequently are combined. Joint pur-
chasing agents and traffic managers are not uncommon. - In small
concerns this is perhaps necessary and even advisable, but it is
believed the better organization E licy to maintain distinct and
separate administration over each of these important functions

. whenever sufficient business warrants; and as has already been
pointed out, by centralizing-—bringing together under one head—
all of the ol related functions of 4 traffic and transportation

osel
nature, often su(%cient work is found in concerns that did not seem

to provide it to justify independent traflic management.
he relations of traffic to purchasing are encountered in advance
of placing purchasing orders for goocfs, when ordering, during the

inbound movement, upon receipt of the goods, and following their
disposition. ‘
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BEFORE PURCHASING ORDERS ARE PLACED

When assistance is sought by the purchasing department, the traffic
department must be prepared to render it. This involves carrying
on research, keeping informed of current developments and changes,
analyzing conditions, maintaining records, and planning and sched.-
uling the best ways of handling goods ordered. )

Research—Traffic research beneficial to the purchasing of goods

ertains to various matters, among which may be mentioned the -
ocation of new sources of supply, the widening of purchasing terri-
tory by securin§ new rates, analysis of the competitive rate situa-
tion, and plant location or expansion. (The last mentioned was dis-
cussed in connection with traflic-executive relations, p. 132.) A
large chain-store organization reports:

‘While practically impossible to estimnte the saving made hy cooperation with
the buyers, there is little doubt but what the economies effected will amount
to severaul thousand dollars. It is safe to say that nt lenst bhalf of one man's
time is now devoted to complling information for the purchasing departments.
Numerous items which a year ago were bought from one manunfucturer are
now being purchased from two or three sources In differcent sections of the
country. The stores are instructed to order from the nearest shipping point.
This has many times resulted in a profit belng made on an item which for-
merly was sold at a loss,

A Kansas grain-milling concern points out :

By advising the purchnsing depnrtment just where to buy whent for use on
. export shipments the flrmn has been able to save from 4 to 7 cents per hundred
pounds on flour shipped for export.
Also, by buying wheat in certaln territories recommnended by the traffic de-

partment the firiz has been able to save from 2 to 14 cents per hundred on
domesti¢ shipments,

An Indiana woolen-wear mill writes of losses due to—

Changing the source of supply of raw materinls without notifying the traflic
department and having the rates checked to ancertain whether or not they nre
out of line with the rates paid by competitors or other communitles.

A Wisconsin paper-mill traffic manager reports the following
pertinent and interesting case:

Qur company uses n good deal of Jack pine in the manufacture of onr kraft
paper. This grade for pulpwood {n our immedinte vicinity has been cut for n
number of years, and with our Incrensing production we were obliged to look
for other territorles from which to secure this wood, A very large stand of
jack pine was located In the northwestern part of the State, This trafiic
had to be loaded at points on the rails of o carrier which made the movement
Interstate through Minnesota, which fs a much higher rated territory than
Wisconsin on pulpwood, The rates then in effect on this interstate movement
were 'way out of line—in fact, almost prohibitive—yet we had to have the
jack plne.” After mnking a vory close study of rates from other territories
and the routes via which those rates applled, we found an unusually low hasis
onA‘t':Vhtllsh t(i'nmbhmtio?l ra{:eg cit])]ul'(l })e Justified and made.” * » =

e time we estimate at this saving woul
tonnage involved, but it Is quite apparent t%at ou:'l :srt!:;?tiltg t;nfns}&q‘go l:ntltllflll:
there 18 a good deal more tonnage avallable than we had supposed, '
Current developments.—Traflic departments must keep informed of
current developments and pros ective changes, By ngvnnce infor-
mation as to changes in rates, shipments may be ordered held up or

rushed forward, depending upon the nature of the change, A chain-
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store company illustrates the use of advance information in the
following way :

Upon information furnished 'onr buyer b, i

3 y wire while in St. Louis he was abl
{0 ubtain & reduction of one-half cent on inner tabes. Baserd] on sales of 180.003
tubes durlug 1926, this reduction will result in a saving of $900.

Records.—Recor(_is_ are maintained which are referred.to for the
purpose of determining the proper level at which stocks should be
maintained, the amount and kind to carry in stock, and the amounts
on hand, in transit, and to order. A fuel company makes the fol-

lowing statement on this matter:

The maintenance of dally coal siteation reports are of material advantage to
the zeneral purchasing agent in buying coal and regulating shipments to the
extent thnt equal dally deliveries are insured, avoiding congestion in our yards,
which proved so costly te us in the past in demurrage charges and extra labor.

Traffic records assist in determining the size of the order to be
{)la_cec!. Waste results from_purchasing too much or too little. An
llinois manufacturer of medicines and toilet articles points out:

A large waste has been eliminated by inducing the purchasing department
to Increase the size of the purchase orders, Where former shipments of 15,000
or 20,000 pountds were purchased, which would be less than the minimum car-
load, and elther the less-than-carload or the minimum-weight and caricad rate
was nssessed, this has been corrected so that at least minimum earload is

purchased,

A rubber-tire factory explains:

Many instances of Industrial waste are prevented in our business by the
purchasing of suficient quantities to enable shipment In carload lots. We have
found that original purchase orders were issued for smail quantities to last
but a short time and for which the less-than-carload freight rate would apply,
while the purchnse of a larger quantity would enable us to get the benefit of
the carload freight rate. The difference between the less-than-carload freight
charges and the carload freight charges amounted to as much as $100 per ship-
ment. By this method of purchasing we are in some instances able to secure

lower prices, '
A petfume manufacturer cut waste incident to small orders in the

following manner:

Empty sample tins were being purchased In large quantities and being
shipped in small loeal shipments; facllities for storage were arranged whereby
carload shipments could be made by the manufacturer. Also on shipments of
medicinal white ofl, where shipments were formerly made in 10-barrel lots,
stornge facilities were arranged and shipments are now being received in
carloads, on which quantities the shipper agrees to pay transportation charges.

BEFORE PURCHASES ARE SHIPPED

‘When placing orders with suppliers and instructing them as to the
manner in which delivery is to be made the traflic department coop-
erates closely with the purchasing agent. Details concerning tll:e
preparation, packing, and marking of the order, the containurs to
use, the invoicing, billing, classification, rate, and routing, and the
manner of loading, consoiidatlng, and forwarding are covered by
shipping instructions placed with suppliers when purchase orders
are given. A firm located in Reading states:

In 1921 the trafic department saved the company over $28,000 on one class

of material alone by the ndvice it gave to the purchasing department as to
what had to be done in the way of preparation so that material would move

on a certain rate,
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An Ohio farm-products marketing organization likewise states:

In cooperation with our production, purchasing, and saled departments, we
have effected considerable savings by furnishing information with reference to
proper preparation of livestock for shipment ; also proper preparation of fruits
and vegetables and other perishable commuodities,

The preparation of the shipment has to do with its packing and
containers. A Massachusetts mill reports that through traffic-de-
partment cooperation it has ¢ induced buyers of carload lots to accept
paper on skids.”

A New York City department store reports:

We investigated out-of-town shipments which arrived with merchandise
packed in heavy cases. Our request to the vendors to puck future shipments
in lighter containers resulted in great saving of transportation churges,

A very interesting illustration showing the value of traffic packing
studies in relation to claim-prevention efforts, is given by a traffic
manager connected with a chain-store organization:

In connection with Imported tree ornaments: A year ago the carrlers made
some suggestions for additional or Improved packing swhich we passed along
to the buyer, who went into the matter very thoroughly and when abroad made
some constructive chauges, and all districts were requesied to report their
experiences with improved packing. When we recelved the reports, all distriets
except one reported a considerable impruvement, and despite the long hauls to
intermonntain territory many of the store managers in that tervitory reported
no brenkage or brezkage so small ns not te warrant iling a claim. Some dis-
tricts did not receive all shipments with the new packing durlng 1927, but we
understand the new packing will be gsed for all shipments in 1428, Therefore,
this year we should know the full results of our efforts to prevent these claims.

We should apply the same princlple to any merchandlse we buy for which
we flle an unreasonable number of claims. Our district traflic men should mnke
it a point to inspect the packing of one or mare shipments which showed
breakage and endeavor to find the cause. In all cuses where they believe break-
age is due to improper packing, send full informutlion to this oflice in order that
we may, to the extent possible, correct this evil.

Instructions as to the method of marking containers is also perti-
nent. A certein shipper reports having— ’

Ordered all our beans put up in bags marked * Certlfiente 12-ounce railroud
baps " to secure fourth ¢luss leas-than-carload rating lnstead of third class for
unmarked bugs, saving great sums in freight charges.

When it comes to billing, routing, and rating, instructions are
necessary in many cases. Chicago house explains its method of
keeping the purchasing department informed as to the routes and
rates to use, time 1n transit, and similar matters as follows:

At the present time routings are prepared in duplicate, one Ined b
the traffic department and one retalned by the purc{:uslng'delmrieutmrﬁ;mssowmg
both the cheapest (and of course the slowest) and the standard fast' routings
svailable from ench source of supply, This permits the purchasing department
to use, practically at all times, routlngs which will glve us the lowest possible
freight rates on our commodities; but the faster routes nre always available
when it ls necessary to place rush orders to build up depleted stocks. This
eoordination between our two departments has become s¢ nccurnte that the
writer was rccently advised by our purchasing agent that approximately
89 per cent of our shipments arrlve on the dunte, or within u day of the date,
which is set by the trafic department for the arrival of the shipments.

AFTER PURCHASES ARE SHIPPED

Various ways of cooperating with the purchasin

re
open to the traffic department after goods have department a

een shipped by
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sup her§. Shi])mepts may be traced, expedited, or stopped in transit
for oading, unloading, millipg, finishing, storing, or a multitude of
other things; or the shipments may be reconsigned or diverted to
points other than those originally billed.

Purchased merchandise must be received, unloaded, checked, in-
spected, and distributed to stores, warehouses, departments, or cus-
tomers. Records are kept relative to these matters. Sometimes
claims are filed against the shippers for shortages, damages, or losses
due to their not following shipping instructions. At other times the
carriers are liable for (ﬁa]aye , (ﬁlmnged, or lost shipments. The
traffic department takes care of these matters and renders valuable
ussistance to the purchasing department by so doing.

ACTUAL PURCHASING OF GOODS

Many independently operated traffic departments are authorized
to purchase, assist in the purchase of, or at least requisition the pur-
chase of, merchandise, supplies, and equipment. The merchandise
may be procured overseas and be imported, or it may originate in
domestic markets. When supplies are purchased by the traffic de-
partment they usually relate to transportation and traffic-department
operations. Twine, wrapping Fuper, tags, labels, marking materials,
boxes, crates, cans, and bills of lading and other blank forms illus.
trate such supplies. Transportation equipment purchased outright
by the traffic department or in consultation with the purchasing
department consists of locomotives, cars, trucks, motor equipment,
and vessels and supplies such as fuel and oil.

The traffic manager of a wholesale grocery firm located in Jack-
sonville points out in this connection:

I bave recommended elther removable bodies or tractors with 4-wheel
trailers, so that the motive power may be kept on the go. The power plant
18 the most expensive end of the truck and should be kept moving. A trailer
standing up under load walting to be handled is not nearly so expensive as a

truck standing up waiting to be unlonded, with its driver idle.
FOREIGN PURCHASES

Importing—When goods nre purchased in foreign countries and
imported into this country traflic departments often are called upon
to Bnndle not only transportation matters but custom procedures as
well. The following statement, taken from the annual report of &
traffic department regnrdin its import activities and showing sav-
ings totaling $4,085, 1s filled with thought-provoking ideas and cita-

tions of accomplishment:

The total imports for the year show a marked increase over those for the
previcus year. We received a total of 8,093 cases and bales this year as com-
pared with 3,012 last year. However, only 2,508 cases and 2,381 bales, or a
tatal of 5,188 In all, were bandled through our warehouse; 975 cases were
shipped direct from the plers (293 New York, 188 Boston, 365 Baltimore, 120
New Orleans) to the stores; and 2,931 bales of rugs handled through the
terminal in Brooklyn. * * ®

We have recently been successful in securing a reduction in the freight rate
on cocoa mats imported from Belglum from $8 per cuble meter to $3 per cubic
meter., Refund has been received to the amount of $219 on two shipments
which we brought in at the higher freight rate.

Dirget shipments through New York—Early in the year we arranged with
our import trunckman to handle direct shipments for the stores where whole-
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case lots were ordered. In addition to mipimizing the drayage expense this
method of handling relieved our warehouse entirely—not only of the actual
handling of the cnses but of all of the detail.’? Heretufore all cases were picked
up from the piers and dellvered to the warehouse (one drayage charge), where
they were marked for the various stores and then again huuled to the various
piers {a second drayage charge). Under the new management, the cases were
picked up by ovr import truckman, marked, blils of lading wade out, and the
shipments delivered to the respective plers for forwarding to the stores, at a
considerably lower rate than the inbound and outbound drayaoge rates pre-
viously charged. The actual raving in drayage on the 203 enses handled direct
from New York plers was $i4. An additionzl $1 was saved by having ship-
ments of Easter baskets marked on the dock by our drayman and shipped direct
to the stores,

Direct shipments through * outporte."—The year marked our first adventure
in shipping import eases direct to our stores, Obvlonsly, considerable time and
detail were involved in making arrangements for this handling. It was nec-
essary to arrange with relinble brokers, furnish them detalled instructions as to
how shipments should be handled, arrange with the Interested carriers at the
different ports for reforwarding of the shipments viz rontes specified by this
division, make financial arrangements with the banks for prompt payment of
the duty and other amounts, and also instruct our warchouse in detsail ns to
how the involcing should be taken care of. Complete record of the shipments
was kept, entirely relleving the warehouse of all detall but passing the involce,
On a total of 632 cases handied through the three ports mentioned, we estimate
a saving of $800., * * =

Brooklyn iterminal—Effectlve July 1, we arranged for the handling of all
shipments of rag rugs through the Brooklyn terminal at the rate of 40 cents per
bale for the entire handling, including (1) picking up the shipment, (2) reship-
ping aceording to our orders, (3) marking the bales, {4) preparing the bills of
ladiog, (56} delivery to the piers or railroad stations, and (§) storage for one
month, For bales remaining in storage longer than a month the charge was {0
be 9 cents per bale per month. Prlor to this arrnngement the bales were picked
up from plers, usually in Brooklyn, and a trucking rate of from 60 cents to §1
per bale assessed. They were then placed in warchouse stock. As orders were
received from the stores the bales were marked In our warchouse and then
trucked to a railroad terminal for shipment to the store, for which another 60
cents per bale was charged. At the minimum rate of $1.20 per bale for the
inbound and outbound movement—ellminnting the labor charge in the ware-
house—the saving on the 2,931 bales of rugs handled aluce lust July amounted
to $2345. * * =

Banlsiing.—Complete new arrangements were made with the Trust Co.
I N ork In conmectlon with our import account. Al detalls and records in
connection w 8 fceount are m ,
proven entirely satisnetory. ¢ maintained in this dlvision. The system has

All letters of credit were carefully perused and num In
the wording to provide for our particular requirements. eﬁﬁﬁf},‘,’,‘,’;ﬁf’ t::l;]:tter
of credit financing shipments from one company specified ¢, 1. £, terms. Inas-
much as we are in a better position to take enre of frelght nnd'lnsurnnce. we

hud these terms changed accordingly, » ¢ =
Customs.—Customs work reported as being handle de-
partments relates to the preparation and ing of &E&Eﬁ%ng
duties, arranging for surety bonds, securing customs invoi’ces -per-
mits, affidavits, certificates, and other necessary documents: also han-
dling drawbacks for the return of duty paid on import:zd articles
subsequently reexported, handling withdrawals from bonded ware-
houses or manufacturing plants, arranging for customhouse broker-
age and_freight-forwarding services and supervising same, securing
fire, theft, and marine insurance, chartering stenmships, and lookin

after the hundred and one other details inci .
delivering foreign purchases. ctails incident to making an
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abg;!:ze following quotation is from the same source as the one just

A very careful check is maintained on all copies of entries made out by our
I:rol':er to see that the merchandise is entered at the proper valuationy and
¢lnsxificition. In a recent instance we found that a shipment had been velned
ut $1,000 more than the actual invoice value. The mitter was at once called to
hls‘attentlon and handled for refund, which has since been received.

Frequently we have occasion to advise as to the proper description of articles
to Insure the shipments being entered and cleared at the lowest possible rate of
duty. This was done in connection with toy sewing machines and block planes.
In each ense the shipments received, classified as per our instrmetions, were
entered at considerably reduced rates of duty.

PRODUCTION AND TRAFFIC DEPARTMENT RELATIONS

Traffic and transportation activities are not only used to facilitate
manufacturing operations but they are actually an integral part of
production operations. Take away the plant-transportation facili-
ties, materials-handling activities, and storage services and produc-
tion would stop. In present-day large-scale production systems, and
even in plants having small outputs, machines are employed that not
only “change the form » of the material but move it along, and
hence “ change the location ” of the goods. When storage and move-
ments between machine operations are immediately incident to manu-
facturing, such operations usually are placed under the supervision
of the production department.

. The dividing line as to where the traffic department lets go of
inbound goods and where it takes over control of outbound merchan-
dise is not the same in all fields of industry nor even in the same
kinds of plants in each industry. For example, some traffic depart-
ments have jurisdiction over plant transportation, some over as-
sembling for shipment, many over packing and loading; but in other
companies these activities are handled by the production or works
department.

raffic is related to production in connection with engineering,
planning, designing, and experimenting; determining production
costs; tracing and expediting inbound and outbound shipments; con-
trolling materials on hand in stores and in stock; handling materials
and the movement of goods at the plant; actual manufacturing;
assembling goods for shipping; packing, weighing, loading, and stow-
ing of outbound shipments; expediting outbound movements; dis-
tributing goods produced ; and disposing of waste resulting from pro-

duction operations.
ENGINEERING, PLANNING, AND EXPERIMENTING

An Illinois sanitary-ware manufacturer points to traffic activities
incident to “cooperating with our engineering department on the
feasibility of new products from a transportation standpoint.”

A Wisconsin paper mill reports assistance rendered in making it
economically possible to test out the worth of certain raw materials.
After stating that “last year our company decided to ship in about
25 cars of spruce logs from western Montana for experimental pur-
poses,” it goes on to tell how new low commodity rates were obtained

to make this possible.
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Another middle western firm tells of the designing of an article
so that it had to be shipped set up. Not only railroad freight charges
but packing-container costs and losses and damages were thus in-
creased. A traffic-department suggestion that a detachable hub cap
be used saved the situation. :

Factory placed on the market doll carriages, and, as they were dexigned to
be shipped with wheels on, the company was forced to pay frelght charges basad
on a rating of three times first class. When dlscovered by the traffic manager
the carriagres were ordered to be shipped, in the future, with wheels off, re=nit-
ing in a saving of 50 per cent, as the rating on * doll earrluges, wheels off,"
was one and one-half times first class. This error in shipping came nbout be-

cause the designing, production, and sales departments did not refer the matter
to the traffic department.

PRODUCTION COSTS

Few concerns, apparently, know what their transportation bill
amounts to; yet in the opinion of a California shipper: “Any man ina
plant who figures a bid, including cost of transportation, and does not
secure prior advice from his traffic manager, invites loss of the bid
and a claim,” and a large construction and engineering company
with 10 or more plants, reports from its Massachusetts headquarters
“large losses through failure of production cost department in figur-
ing production less freight rates, ete.”

It would seem qdwsaﬁle not only to segregate transportation costs
from manufacturing and other costs, but to keep a close watch on
their fluetuation and the reason for changes, and thus attempt to pro-

tect the interests of the concern by preventative measures and by
intelligent cost estimates.

STORES AND STOCK

The traffic department can naturally be of service to the operating
departments in aiding them always to have raw materials in storage,
available to be used in production, and in maintaining a reservoir to
receive finished goods. Furthermore, by maintaining conservative
inventories costs are reduced. To do this it is necessary (1) to regu-
late the ordering and receiving of materials, (2) to maintain records
mlld t1;:1vent:or1es, and (3) to handle warehousing and storage at the
plant. ' )

To prevent congestion at a ]ilunt and to keep down unloading and
derhurrage charges, a careful scheduling ofp material requisitions
and forwarding instructions is prepared by the traffic department.
The movement from sources of supply to the plant also is watched,
shipments are traced and are retarded or expedited, depending upon
the need in each case. Various concerns report that their traffic de-
partments “ assemble orders and arrange otllljer matters pertaining to
production,” “order heavy raw materinls,” and “suggest routes
to use and on which to base buying schedules.” Other shippers te
of ¥ following up shipments to avoid trucking and to s ee(l) up or-
ders ”’; ¥ preventing shutdowns (since 1914) b

raw material movement®: *arrangi )by “pediting inbound
: ging specitl movement of raw

. : », « . o
mater!nls in emergenc 3 kee ing shl{;rr}ents delayed, moving, or
expedited, as needed ”; “expediting all inbound materials”; and
“arranging expeditious handling of emergency shipments,”
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But it is plant shutdowns due to a lack of coal or materials that
have caused the greatest waste. A North Carolina traffic department
reports a “tie-up of production on account of delay in transit which
could have been prevented.” Likewise, a New England soap manu-

facturer states:

It the cooperation which exists between the traffic department and other
departments were not present, there would be numerous cases of severe indus-
trial waste. Mnny cnses are on record where, if special car or train movements
had not been macle, production would have stopped at grievous cost. There are
a great many cases where inability to dellver goods would have meant loss of

sale.
_ Inventories must be kept down and space kept free from conges-
tion. Traffic departments report “constantly advising of stock on
hand ”; “keeping production and stocks aligned with market re-
quirements ”'; “ watching stock on hand, and keeping proper amount
of raw material on hand ”; “arranging movement of materials in-
bound so as to meet schedules; very important as it requires close
attention and carrier cooperation.” '

Concerning assistance 1n handling stores and stocks traffic depart—
ments report “storing finished and partly finished material,” ¢ fur-
nishing monthly inventory of stocks,” “keeping daily inventory of
finished material,” and “controlling finished goods, stock, and rec-
ords ”; and, with reference to the third form of assistance, industrial
traffic managers say that they assist by “avoiding warehouse conges-
tion by routing to avoid bunching,” #supervising warehouses,” “ se-
curing warehouse space,” and through  cooperation with engineering
and production departments in providing adequate storage and eco-
nomical means of unloading materials into and from storage.”

MATERIALS HANDLING AND PLANT TRANSPORTATION

Losses are sometimes the result of the manner in which internal
movements and handling opeératiens are supervised. Assistance is
rendered by the traffic department either by actuall{ handling such
activities or by cooperating in their handling. An Indiana rubber-

goods manufacturer reports:

Cooperating with receiving department by having inbound cars placed when
and where wanted to avold unnecessary handling and interruption of manu-
facturing schedule. ‘

The following services are also reported as being performed by
various traffic ryepart-ments: Handling and plant transportation of
heavy raw materials, assisting in indoor or plant transportation ad-
ministration, supervising switching service, supervising materials
handled in intraplant movement, supervising track repair and yard
storage, and transferring merchandise between departments.

MANUFACTURING

The close relation existing between production and traffic can be
illustrated in different ways. One has to do with changes in the
nature of goods manufactured. A Wisconsin traffic manager re-
marks: .

I want to call attention to the fact that up to four years ago approximately
40 per cent of this plant’s production inecluded all kinds of rubber mechanical
goods while to-day we produce only tires, tubes, and rubber accessories. .
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Such a change calls for many classification and rate adjustments,
changes in packing, billing, and various other traflic matters.

Production must often adjust itself somewhat to transportation
conditions., The traffic department makes this possible. A Penn-
sylvania machinery company advises:

One of the major services that our traflic department renders is in advising
our engincering department the maximum sizes and weights that the railroads
and steamships can handle to glven destinations, This Is necessary In our line
of manufucture to avoid single pieces belng made of such sizes that they can
not be handled to desired destinations. This service entalls n knowledge of
all special classes of equipment obtainable from the rallroads and the routes
over which the maximum clearances obtaln.

Actual production activities must be timed to fit in with assembling
and transporting for further production. A factory may turn out
structural steel for a building under construction at s distant point.
The actual production of the building is carried on at scattered
mills as well as at the site of the structure, A New York firm reports
“ difficulty of production department to produce and finish products
on a schedule timed with regard to a commen destination.”

Among other ‘statements showing production and traffic relations
are the following: “ Furnishing engincering department with data
relative to changes in American Railway Rssociution standards;
“outlining a daily plan of manufacture, to be conducted on most
economical basis account of our thorough knowledge of millin
Erpblems 75 “arranging and planning orfers to be run by the mJlE

eing practically in charge of operations ”;  arranging transit privi-
leges so 1tems temporarily out of stock can be shipped in and re-
shipped out on orders, at minimum cost ™*;  periodical check of prod-
ucts, from traffic standpoint, to develop facts of importance to the
production department ”; end still others include expediting the
completion of orders, outlining rate and classification requirements
on products produced, checking production rate against shipping
possibilities on proposed orders and contracts, and suggesting shop
procedure to facilitate shipping,

Sometimes changes can be made when manufacturing or assembling
iu'tig:les for shipment that benefit transportation, such as the fol-
owing: .

Improper or insufficlent packing is not always the cause o
evidenced by shipments of radie cubinets from certnlnwcofm?:l?i]::e' 'I"llfeﬂ!:
cabinets were arrlving at the stores with split backs and panels broken, Upon
bringlng this conditlon to the attention of the manufacturer, a series 'of teats
was devired which proved that the constructlon was too rigld. This was
overcome by simply substituting nails for screws in the nssembling.

A manufacturer of large pieces of machinery or of industrial goods
requiring installation must arrange production schedules with trans-
portation and erection in mind. ~ An Indiana shipper writes:

In n business such as this where about 60 per cent of the of
specinlly manufactured materlal there have been cares, especﬁﬁigmﬁﬂte’m“f,ﬁﬂy
delivery was lmportant, in which the most advantageous cnrlonds could not be
assembled und shipped at oue thine because of failure of

the £ e
production schedules to fit. For example, if the factory h::t(r)xzhti(:l; r}‘g:':gn
particular Job ready for shipment except large structurni work, advantageous

loading of cars can not be made; while, If small parts and )
ready at fhe skame time, much more advantageous londing wllliggi:gol:ng?it:l‘)e?f

Such wanste doc# not now often occur, due to schedull q
department in such a mnnner that not only n loglcnlngrggl. t;:f é’r:m:ﬂ;ﬁhﬂ
maintained but also a logleal order in shipment, ¢
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PACEKING

Another activity often handled by production departments, and
regarding which the traffic department is vitally interested when
not actually in charge, is the preparation of the shipment for safe
and economical transportation. Packing is usually for this purpose
only. One shipper reports waste due fo *uneconomical gacking,”
and others that such wastes are reduced or eliminated by * working
closely with the production manager ? and “ using methods in pack-
Ing resulting in the most favorable classification of goods.”

hat the traffic department should either have direct supervision
over packing or work closely with the department that has, is the
view expressed by many shippers. An illustration on the matter of
Jurisdiction over packing comes from a furniture factory: -

When our traflic department was organized in 1926 they had no voice in the
selection of shipping containers or the preparntion of goods for shipment,
A recommended change by them in- just one package hot only saved nearly
$5,000 per year but produced a container much more practical from every

standpoint. ‘This change resuited in the placement of the traffic manager on
the crating committee of the production department with direct responsibility

for passing vpon any changes of any nature.
A large paint and varnish company further points out the inti-
mate relationship that exists between the traffic and operating units:
The production department was using a container that they thought complied
with the rallrond regulation. After the establishment of this (traffic) depart-

ment the specifications were changed to comply- with the regulations. This
resulted In a saving of about one-third in the cost of the package, or Some

$7,000 to $8,000 a year,
This matter was pursued still further by the traflic department. Intensive

studfes, tests, and experiwents were made which resulted in an entirely new
type of package being adopted. Steps were taken to have the package approved
by the Interstate Commerce Commission. This was accomplishegd and the new
package was used by most of our factories. The package used to-day carries
the product with greater safety, has more advertising value, takes up much less
stornge space Iln our factories and warehouses, and in addition to all of these
benefits the cost is but one-third of the cost of the containers used before the
trafiic department investigated.

Incidental to packing are the inspecting, checking, marking, and
weighing operations. Traffic managers report assistance rendered
the production department in these matters by “making a ﬁna,l
inspection of product,” * arranging average demurrage agreements,”

and “ figuring and billing excess tare on rags used.”
r

LOADING

The loading of cars, trucks, and boats, but particularly cars, is
often delegated to the production department, although it is a
physical-handling traffic function. Even where the traffic depart-
ment does not supervise this work its assistance is invaluable.

Sometimes this cooperation deals with the .assemblm%of small
shipments into carloads under favorable conditions, as a Pittsburgh
factory traffic department advises—“in some cases the production

depariment could cooperate more in consolidating shipments into full

carloads.” . : ) _
Not only in pocl-car matters but in the actual physical loading and

stowing can the traffic department offer assistance. By way of illus- ¢
8884°—30——11
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tration an aluminum smelting and manufacturing company points
out that its—

Method of bracing carload shipments caused considerable dnmage to lead
while in transit. Cotrected by suggesting another method of bracing, which
was adopted nfter careful study by the traffic mannger and plant superin-
tendent, resulting in shipments reaching customers in better condition.

Other ways in which traffic departments assist include suggesting
better loading methods, loading weight minimum, loading cars so
they will move toward their home line, working out better methods
of loading to avoid loss and damage in transit, instituting reforms
tending to bring about faster loading and unloading, requiring load-
ing to full minimum fo avoid paying freight on unused weight, and
using dunnage material to reduce tare weight.

And, finally, as an iron and steel company points out, assistance is
rendered even after londing by—

Tagging onthound ears which are switched out before loading record has
been properly checked against orders. Thisx would result in delnyed billing,
rehandiing into and out of plant, and increased loadlng costs.

ADVERTISING AND TRAFFIC DEPARTMENT RELATIONS

There are various ways in which a traffic department can assist an
advertising department. First, by supplying general information.
Traffic managers advise_that they furmish “general detailed infor-
mation (1) to guide advertising in markets; (2) on anything of
benefit to their departments; ” and “ information concerning condi-
tions in territory as reported by railroad officinls.”

_ Others report furnishing transportation rate and service informa-
tion. The following are Tillustrative statements: “ Rates, time of

delivery, etc., to a section of the country where advertising is going

N, ¢ iti : : :
on”; “rate conditions in various territories; rate data into terri-

tories where advertising campaign is planned ?;  cost of distributing
advertising matter”; “rates to be printed on price lists ®; classi-
fication of advertising matter to provide cheapest rates *; properly
classifying advertising material ”; “loading schedules (goods on
hand daily for shipment)”; “ approximate date of arrival of adver-
tising matter ”; and “ train schedules and delivery service.”

Technical assistance is exchanged by these two divisions. Traffic
managers report cooperating in_the following matters: % Kind of
labeling, printing, etc., that can be legally shown on containers and
still carry lowest rates ”; items 6f public interest furnished the edi-
tor of the newspaper”; ¢ traffic thoughts that have an advertising
:,ppealc”; ar},d “transportation publications in which to place adver-
ising copy.

An Towa chemical firm furnishes the following statement:

On window-display folders used by our advertls]
established wlith the classification committee wh oy fepartment o rule Wi

as fiber board inasmuch as they were not in the iﬁ’ge LI;P%O;:'&UI?I‘::O‘)??SI;E;:}
lishing the fiber-bonrd rate with a higher minimum, which waé acceptable.
Not, only do traffic departments assist indirectly in handling ad-
vertising 'matters, but many reyort that they actually advertise the
firm and its products through ® providing distinetively painted and
*maintained automotive equipment that will attract fi

vorable com-



INDUSTRIAL TRAFFIC MANAGEMENT 155

ment ”; “placing advertisin% annually with trade journals”; “ out-
gide contacts with shippers regional advisory boards and traffic
committees ”; and “securing quick delivery on a specific order to
serve as an illustration to be used in advertising.”

Finally, when it comes to the shipping of advertising matter and
keeping down the cost thereof, tmﬁ[l)c managers report “checking
trade names of advertised articles against classification deserip-
tions ”; “ routing advertising matter i l-Bound; cooperation with ad-
vertising matter manufacturer ”; “shipping advertising matter
outbound ”; distributing advertising matter; speeding up delivrer;r
when stocks are low ”; “tracing goods to be used in advertising ”’;
“handling exhibits, samples, circulars, advertising mail, and sample
mailings ”; and “ determining the most advantageous or economical
methods of distributing advertising matter.”

. A Chicago publisher and printer illustrates savings accomplished
in shipping advertising matter :

Formerly advertising matter wans shipped separately to New York, Philadel-
phia, Boston, and Minneapoiis, but under an arrangement made by the traffic
department this printed matter, up to 6 per cent ¢f the entire load, is placed
in the cars and moves at the carload rate.

In the same way savings were made by another Illinois concern,

which explains:

Quite n large saving in transportation costs has been secured in taking
advantage of the railroud Consolidated Freight Classification rule covering the
b per cent allowance In weight for advertising matter forwarded in cars con-
taining the products which it advertises. This matter is now distributed so
that practically every car carries its advertising matter at the carload rate
instead of paying the less-than-carload rate on the advertising matter as was

done previously.
SALES AND TRAI_‘FIC DEPARTMENT RELATIONS

The last major department to be considered in its relation to the
traffic department is sales. No other department is in a position to
benefit more from traffic cooperation than is the sales department.
The two departments are forced to work together in many ways.

The relationships between traffic and sales may be classified and
discussed under the six headings—consultation, research, informa-

tion, services, customer relations, and selling.
CONSULTATION

Marketing policies may be divided quite equall¥ between those of a
hysical movement and those of an exchange of ownership nature.
ft is, therefore, necessary that many selling policies be worked out
in conference between the traffic and sales executives. Among the
policies of mutual interest may be mentioned (@) who is to control
the warehouse activities, (5) the extent that freight charges on ship-
ments should be prepaid, (¢) the basis upon which sales contracts
should be made, and (&) the methods used and items considered
when keeping cost accounts. . .
Warehouse distribution control—A. single case may serve to illus-
trate the first of these policy matters. It was a tire factory’s prac-
tice, year before last, 0 leaving the warehousing functions under the
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direct control of the sales department. Naturally, the sales people
shifted warehouse districts and sales territories, and in so doing
considered only sales convenience and gave never o thought to the
effect such changes would have upon transportation costs. The traffic
department found that in a number of cases this policy resulted in
considerable waste in the cost of transportation; furthermore, the
firm was not securing the best available transportation service follow-
ing these shiftings.

A chart was prepared to illustrate the warehousing situntion as it
related to transportation and was presented to the general manager
and the sales manager, with the result that, while many changes were
made from that time on, the traffic department was always consulted
before the existing warehouse and distribution plan was upset.

Prepayment of freight—A. Boston wholesale grocery concern
illustrates another matter of mutual interest to these two depart-
ments—the policy of prepaying and bearing the costs of transporta-
tion to all territories in which the firm’s products are marketed:

A study of sales policy In regard to transpertation prepayment shewed cer-
tnin points and territories which were not profitable and, consequently, the
prepayment of transportation charges to these places was modified.

Basis of sales confracts.—The policy of a firm with reference to

quoting prices involves the matter of delivery of goods. It is always
a question—when not dictated by trade usage—whether {. o, b, fac-
tory or {. o. b. destination is preferablej also, who should bear the
delivery charges and what allowances should be permitted in order
to meet competitive prices.
_ Accounting grap&wes.—Statiatics and accounts are valuable aids
in controlling business activities. When detailed accounts are kept
concerning selling costs the problem of sales administration is sim-
plified.. A goodly portion of the accounts as now maintained in 8
ma]o.ntf of business houses do not segregate the cost of making
physical delivery from the cost of salesmanship. The following
statement is typical: “As to transportation expenses, no separate
account is kept of the charges paid on manufactured products, which
are included in the sales expense.”

Physical-delivery costs can be broken down into detailed items.
This tends to keep them visible so that sight will not be lost of
their importance. When changes in transportation costs take place,
:h](:y can be immediately noted and corrective measures promptly

aken,

Traffic departments aid sales departments in the keeping of trans-

ortation accounts and in correcting matters relating to physical-
gelivery costs.

RESEARCH

The traffic department makes certain investigations and studies of
benefit to the sales department. Sometimes gthese are un(ilert‘:lsken
on its own initiative—more often, perhaps, at the suggestion of
the sales department. Mntters studied cover a wide range. Some
have to do with the kind of packing and the type of containers to
use; others pertain to analysis of the competitive situation; and still
others to the location of new markets and the ability to reach them.
A large soap factory declares;
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Witheut, Intelligent traffic advice we would have pat far too much sales effort
in a territory where we could never compete on account of the freight-rate

disadvantage,
A Missouri traffic manager illustrates this by saying:
I have.accomplished numercus reductions in rates ot both the finished product

and the ruw materinl, as well as being instromentsl in establishing a transit
rate that has helped my firm meet their coast competitors.

A manufacturer Iocated at Dubuque, Jowa, likewise reports:

Greatest saving has been In securing equitable rates in advance of movement,
thus permitting cur quoting competitive prices and enabling us to secure
business that would not otherwise have been available,

INFORMATION

In addition to acting in a consulting capacity and in making
research studies for the sales division, traffic departments furnish
information regarding transportation rates, routes, costs, profitable
size of orders, service, new markets, the competitive sitnation, and
other matters. Many replies submitted in this survey were to the
effect that sales departments fail to ask for such information or fail
o use it when it is provided, and, instead, often use unreliable and
inaccurate information furnished by customers or carriers. The
following statement.is representative of many: :

A conslderable amount of transportation waste is caused by sales depart
ments authorizing shipments without advice from the traffic department as to
(1) rates, (2) routing, (3) type of equipment to be used, (4) proper description

of commodlties, and (5) packing requirements.
The traflic department is in continual touch with the above departments in

an effort to eliminate such waste, and It is being kept to a minimuom due to
Increasing cooperation with the traffic department.

The results of such failure sometimes are costly. For example,

another firm ndvises: '

Just recently lack of cooperation between sales and traffic departments
caused a neighboring plant to close down for two and one-half days awaiting

tank ears to relieve congested oil storage. .

New markets—Not only is research carried on concerning the loca-
tion and feasibility of markets that might be reached with profit
by the sales department but information of this character is furnished
to that department on request. The following quotations from ques-
tionnaire replies pertain to such information: * Directing attention
of new sales peo ge to names of former customers with which they
are not familiar *; “ opening new sales territory through institution

of lower rates ”; “ making changes in territory of distribution from

factories and warchouses on account of change in freight rates or

in new service, etc.”; “information as noted from checking rate
changes in the dockets of carrier rate committees ”; “names of pros-

ects obtained from carriers for glass containers and cooperation
with railways for proper classification of articles packed therein ”;
and “ transportation conditions analyzed incident to location of pro-
posed new stores.” ) _

Competitive situation.—Shippers report their traffic departments
furnishing information to their sales departments as follows: * Rate
comparisons ”; “ advise of competitors’ transportation service situa-
tion ”; “advantage or disadvantage in rates and services compared
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with comﬁetitors’ and how situation may be equulized by means of
freight allowance ”; * watching competitive situation in regard to
current and proposed rates to see that no competitor receives advan-
tage unfair to firm ”; “keeping sales department informed as to
competitive rates.” . . o

Rates.—The sales department is more interested in what the cost
of delivery will be than in any other one item, as a Washington
lumber mill explains:

In selling on delivered prices, these prices varying according to the freight
rate invelved, the relationship between the traffte department and the sales
deportment becomes doubly important, The furnixhing by the trnfliec depart-
ment of hooks showing rates to all destinations for the gse of the sales depurt-
ment is an important function. This Is true because the selling price, delivered
at destination, I8 directly affected by the frelght rate. If salesmen are not
advised as to the lowest freight rate to nll destinations, much business may
be lost because of the price being higher than that of competitors.

Statements from shippers engaged in various other industries are
that information is furnished “to salesmen, showing warehouse or
factory from which stock can be forwarded most economically,” and
“ for each city in salesmen’s territories,” regarding the “ existence of
special services and privileges—stopping in transit to partly unload—
Pool-car services, etc.,” concerning “ routing charts and schedules,”
* cost of holding cars in transit,”  freight charges, to prevent dealers
from adding excessive amounts,” and rate statements of various kinds.

Routes.—Closely related to rates are the routes over which ship-
ments must move. Shippers report their traffic departments active
in assisting sales by furnishinF this information for “consolidated
cars,” “ economical movements,” and for “ unrouted sales orders.”
Chicago porcelain-ware manufacturer advises of traffic ¢ cooperation
with our branches in the routing of their inbound material? A
Toledo glassware manufacturer liﬁewise points out :

Each salesman has a freight rate book and is required to write Into ench order
the freight rate from the fuctory to the customer, nlso the route of movement.
Knowing the transportation cost and the route of travel ls heneflelal to him.

Service—Information as to “the schedules of trains, trucks, and
boats,” “time required to make delivery,” “location and time ex-
Eected for shipments in transit,” ¢ proper éescription of shipments on

ills of lading,” and advising of ‘nﬂj shipments made into various.
sales territories,” illustrate service matters concerning which sales-
traffic cooperation is reported. ’

Orders and prices—Information is furnished the snles department
by the traffic department on matters of transportation involved in
orders and their prices. A Chicago retail chain-store company -
reports:

The contract dlvislon of our retall business never mnakes a quotation on
large blds without first ascertnining not only the transportation costs from the
source of supply but, If the ghipments are to be made out of town, the exact
cout of transportation to the ultimate destination, This practieally eliminates
louses on close quotations on large bids.

A furniture company further illustrates cooperation in regard to
filling orders in this way: .

On ench blll of material the consignee or prospectlve customer is given a
dellvered price. The freight portion of this delivered price & figured in this
[traflic] department for the sales department,
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The size of the order may or may not be economical from a trans-
portation point of view. A Kansas City wholesale grocer reports
. getting salesmen to make a big effort to secure larger-sized orders
In order to overcome heavy minimum charges on small orders,” and
& New Mexico lumber company likewise advises:

The other Instance that may be cited Is loss due to different minpimom weights
of earrlers or rate territorles, without which information the sales department
would accept an order short of the minimum weight, resnlting in payment of
charges for dead welght.

The pooling of orders into pool cars and the elimination of han-
dling by carriers and distributing warehouse result in savings
credited to an aggressive New Engfand traffic department, without
increasing the cost of a highly competitive product to the customer:

We are jobbers of school writing tablets. Our sales department encounters
the keenest kind of competition for this business, QOuor margin of profit is
small. The paper tablets are sold once each year, £ o. b. all mojor cities in
the United States, and are shipped direct from manufacturing plant in pool
cars, We absorb freight and transfer expense at distributing point. Con-
slgnees, under terms of sale, are obliguted for freight from distributing point.
Traflic department, after analysis of rates, finds direct less-than-carload rates
from factory to nll destinations In through pool-car territories chesper than
combination of carlond to distributing point plus transfer expense and less-
than-carload rutes to final destination. Instruets direct shipment of each order,
fully prepaying freight, and charges consignee exactly what he would pay from
distributing peint. Saves on these through cars alone $1,000 each year for the
firm and eliminates unpecessary handling by carriers and warehouses.

Other traffic departments furnish information as fo the pricing
and handling of orders, “figuring out combination shipments”;
“suggesting carload combinations ”; “arranging mixtures so as to
prevent rate penalties ”; ¢ advising of proper basis and mixing ma-
terial in order to secure carload rates”; “quoting prices for goods
f. 0. b. certain points, shipping these in less-than-carload lots on
reduced rate thus secured, and meeting competition ”; suggesting
use of ferry cars, pool cars, and shipping in carload quantities (i
% suggesting units of sale to insure lowest transportation cost and
shipments reaching destination with as little handling as possible.

J'Josts.-—The cost of freight and other transportation services inci-
dent to the delivery of a product requires the furnishing of technical
information. This is not always available. As reported by one

company :
There was no dependable method of obtaining accurate transportation costs
for use In guoting f. o. b. destination prices. Corrected by establishing & tariff
flle and furnishing sales department rate statements and surveys and fur-
nishing individual rates and transportatlon cests as required.
A Chicago furniture factory warns, however, of waste due to
the wrong use of cost information furnished. A sales department

has need,?t seems, for a proper understanding of the proper applica-

tion of freight rates:

The sales department would accept the freight rates and extend same on the
welght of the unit package rather than conslder the entire carlond as a whole;
a8 a consequence there was an underestimating of the transportation charges
which amounted to considerable money per annun.

Regarding this sales-traffic relationship other shi

pers state:
“ Freight costs furnished on products”; nonproﬁtag

le sales re-



160 INDUSTRIAL TRAFFIC MANAGEMENT

ported due to transportation costs ”; “ furnishing cost of containers
and transportation charges”; * responsible for marking the selling
prices, reduced prices, and advance prices on all merchandise.”

SERVICES PERFORMED

Not _only do traffic departments work with sales departments by
furnishing information of a wide variety but in actually handling
matters. Such activities vary, depending upon the jurisdiction ex-
ercised by the traffic department. Concerning this, one shipper
states:

Traffic department jurisdiction covers all shipments nfter they are packed—
arranges delivery to transportation company, attends to nll correspendence in
connection with shipping and freight allowances, and everything pertaining
to traffic after the goods are packed, .

Traffic departments report assisting sales departments in sales per-
sonnel matters, transportation services, rates, routes, packing, load-
ing, tracing, expediting delivery, and distributing; also in auditing
trands-Fortatlon items on sales invoices, handling passenger matters,
handling export shipments, and disposing of waste, -

Personnel—While it is not expected that traffic departments can
do much in the matter of managing salesmen, occasions for coopera-
tive service do present themselves. One traflic manager reports act-
ing as a “bumper between boss and salesmen to keep salesmen from
resigning one week and from getting fired the next week,” and an-
other, that he “helps to retain salesmen.”

Rates.—Not only is rate information furnished, but sometimes new
rates are obtained or old ones reduced so as to improve sales. The
adjustment of rates on outbound shipments is o vital part of almost
every industrial traffic man’s work.

_One illustration only will be presented at this point. It is fur-
nished by the former traffic manager of a southern lumber company:

The company wes cffered an order for approximately 100 cars of wood pulp
by a paper company at Bogalusa, La., whose own pulp mill had been destroyeil
by fire, The order was a most desirable one on account of the drastic em-
bargoes in the East preventing shipment to that territory ; but ns no rate was
avallable to Bognlusn, other than a prohibitive class rate, the order would not
have been accepted had I not assured our president that eventually the trans-
portation cost wounld be reasonable, ag required by the interstate commerce act.

The class rate was charged and formal complaint was filed with the Inter-

Bﬁlte gommerce Commisslon, Reparation to the amount of about $9,000 was
allowed.

If this concern had not employed a trafic mnnager it Is obvlons it would
have declined the order when told by the trafflc department of the railroand
what the existing correct frefght rate was to Bogalusa.

Shippers r?t_)rt traffic departments handling rate matters of the
following kind in the interest of their sales departments: Checking
salesmen’s expense accounts as to fares”; ¢ St“d? and recommenda-
tion of cla.ss1ﬁcp.tlons_to insure lowest rate”; ® maintain equalit
with all competing points”; “ arrange tariff amendments on transit
arrangements on por with those put in territory for benefit of com-

eting points ”’; “ secured rates that are lower than those * enjoyed ’
Ey uninformed competitors”; “secured transit privileges of benefit
to sales ’; “ cost analysis of freight and express per dozen articles in
ench sales territory; landed costs.”
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Routes—Evidence to the effect that either the traffic department
is not given complete authority over the routing of sales orders or
its instructions are not strictly followed is furnished by many
shippers. A Wisconsin trunk manufacturer reports savings to the
sales department by “allowing the traffic department to route all
orders so as to connect with package-car movement.” A Kansag
City wholesaler points to the elimination of industrial wastes on
orders by having his traffic department * properly bill and route to
secure lowest rates.” ,

A leather manufacturer furnishes the following interesting case:

Our own sales stores in the East were specifying express service on their
orders from stock to be shipped them on consignment for distribution to near-by
customers. Time to destination was four to five days.

Munde n speclal arrangement with two carriers to have less-than-carload ship-
mments, which constitute over 90 per cent of our shipments of finished products.
trucked from station to statlon at junction polnt instead of movieg in trap
cars, Time in transit of freight shipments was reduced to seven days, so
volume of express shipments was considerably reduced. Resultant savings
approximate $1,000 per month, '

From Florida a traffic manager outlines his practices in connection
with routing services for the sales department:

By calling nttention to routing where lower rates are available and by fur-
nishing specific routing instructions on orders and requiring rate to be shown
in the bill of lading we insure the protection of lowest published rate. This
practice is nlso for the purpose of—

1. Reducing overcharge claims to a minimum, because our experience is
such that we are better informed in the matter of rates and routing on
Iumber than the averuge railroad agent, and on shipments so tendered tl_1e
responsibility rests with the imitial line to protect the lowest rate avail-
able via bill-of-lading reute or otherwise,

2. Specific intermediate routing {s valuable to the buyer or consignee, as it
enables him to Intelligently reconsign a car or place a turnover order
with the delivering line, which is quite generally done, especially if the
buyer Is engaged In the wholesale lumber business.

8. Specific routing also effects an actunl financial saving to both the buyer
and the seller in a majority of cases when the stock is urgently needed,
as the consignee will trace the car from his end instead of wiring the

shipper to ascertain route, trace, advise location, ete.

A Kansas City grocery company has experienced losses due to its
sales department};' ¢ shipp{ng by freight small orders that would have‘
gone cheaper by parcel post or express,” and a Massachusetts paper
mill has found “ salesmen have ordere shgpme;nts returned without
inquiring as to proper classification or routing.’ he sal

acking —There is a close connection existing between the sales
and traffic activities relative to containers nmf ps_tckma'. Th:s_llf
illustrated by the following statement from a paint and varnis

manufacturer:

The sales department speclalized on a certain kind of package which was

- ation by the trafiic department
romltcd In the sdoptin of & s arlion Investigtms material which was classi-

resulted in the adoption of a §-gallon drum for _
fied fourth class less-than-carload. More than $20,000 per vear in lt;ntl.lh?ota!?t?e
tion charges Is saved through the reduced rate and the difference

weight of the package and In the cost of the package itself,

A New Jersey clay producer offers the following case:
X due to sales
The undersigned has personally known of large monetary losses
department employing a new container for a ligunid commodiftym“’“‘-:‘:)%“tghtlhe:
sanction of the trafflc department. Due to the insufficiency o e
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the product shipped was totally or partially loat fn transit, the container was
a total loss, and this semetimes resnlted in allenating the customer. Also, 1
have known sales departments to allow deductions in involces for shipments re-
ported damaged at destination without investigation by the traflic department.

Loading—The pooling of orders has been touched upon as help-
ful to sales economy. Consolidation of shipments may again
Tnentioned. A Kansas City engine works encounters waste due to
“ making sales not favorable to consolidating shipments into car-
loads to a distributing point.” A wholesale drug company likewise
reports:

Shipment at less-than-carlond rates of three carlonds within one week to
one consignee which should, of course, hnve been consolidated and could per-
fectly well have been. By consolldation about 50 per cent of the frelght could

have been saved.

Various statements from shippers, pointing to londing services of
their traflic departments advantageous to sales departments, include
combining “ less-than-carload shipments into trap cars and routing
same to most advantageous Points to improve service and insure
retaining customer’s business,” “selecting points to which pool cars
are loaded,” and “ supervising loading.”

Tracing and expediting—Locating goods that are in transit to
destination, advising customers and sales department when ship-
ments may be expected, taking steps to speed consignments slong,
handling reconsignments and divisions—these and various other
similar services are performed by traffic departments in the interest
of sales departments. Representative statements on these matters
follow: “ Outbound orders expedited ”; tracing outbound orders
for rapid movement and speci;)ying trains in which railways are to
handle cars and materials for speed and dependable deliveries ”;
“ advising when delivery is expected *; * diverting cars promptly ”;
“ speeding up delivery of dry %oods for special sales.”

elivery—Disposition must be made of goods sold and for some
reason not delivered to purchaser at destination. A New Jersey
automobile manufacturer states that his “ company saved money by
traffic department cooperating with sales department as to diversion
of unclaimed shipments,” and the traffic department of another
.shappg' tells qf “cooperating with sales and order departments by
inducing consignee to accept refused and unclaimed shipments.”

Distributing—Economical marketing calls for economical physi-
cal dlstrqutlon. Traffic is intertwined with selling in this matter.
The follome. statements from shippers illustrate traffic-sales rela-
tions along this line: “ Exercising 95 per cent of control over dis-
tribution policies”; “dividing sales territory served from each
plant ”; “ arranging for wholesale distribution service ; % maintain-
ing an extensive physical-distribution system »; ¢ locating new ware-
houses ”;  advising on the.selection of sites for distributin yards”;
¢ keeping brnnqhes_su;)phed during sales campaign®; 5chnrting
warehouse distribution ”; “ suggesting proper locations for distribut-
ing plants”; “ transferring material fl:'om one sales department to
aniﬁl;r-” ] Sal

iting inwvoices.—Sales invoices contain transportation items
which may look all right to the seles department t?ndt:tr:rlll t:)tetha
suditor, but may be filled with errors to the disucfvnntnge of either



INDUSTRIAL TRAFFIC MANAGEMENT 163

the seller or the buyer. This necessitates their being checked by the
traffic department. One shipper points out:

That [avtomatically bringing errors to light throngh a recheck of all trans-
portatien bllls] gives our relatlon to the sales department from the standpoint
;lt actual handling, The matter of freight-rate adjustment is a proposition by

tself.

A Memphis cotton-brokerage concern widens the scope of this work
by the following illustration:

Oceasionally our sales department, without notifring the trafiec department,
sells locnlly cotten on which we hold transit freight bills, which should be
trunsferred to the buyer, resulting in freight bills not being billed to the bayer.
These frelght bills have refund value of about $2.50 per bale,

Passenger matters—Tlustrations of assistance rendered the sales
and other departments on passenger matters are cutlined in connec-
tion with the personnel department’s relations to traffic (P' 142).
These have to do with such matters as “ routing salesmen,” “ pur-
chasing tickets,” “ preparing itineraries of best train connections,
“ checking trunks in a(fvance,” “ wiring for information of train ar-
rivals,” “ upon being furnished list of towns and time to b“)_SPe,nt n
in each by sales manager and assistants, preparing itineraries,” and
“ purchasing tickets and routing men so as to save their time for the
sales work.” ] .

Not only are the above matters of research, information, and
service handled with reference to domestic shipments but for goods
sold overseas as well,

Waste disposal —Regarding the disposal of waste, one traffic man-
ager writes, “ We watch accumulation of scrap material, etc,, and
report same to sales departinent whenever a carload is available,
and another has “arranged for sale and distribution of our waste
ashes from the gas producer where formerly the railroad company
was paid for disposing of the same and of other items of a similar
nature.” .

Waste may consist of scrap, ashes, empty packing cases, qutg
}mper, exceisior, shavings, suw&ust, cinders, or other matter whic
)

i the plant. It may be
as little or no value and no further use at the p T i o g; -

. - t a loss,
sold or it may have to be transported away a b watedial and

ments everywhere are found actuanlly selling suc
arranging for its removal.

CUSTOMER RELATIONS

One of the most frequently mentioned services rendered sales
departments by traffic de(i)artm%nts is in connection with thelprorrllo-
tion of good relations between the firm (as represented by the 53 es
department) and customers. Sales romotion can be accomplishe tuf
no better way. An operator of a clay mine goes so far as to state:
“The traffic department of these companies is primarily mmrtl-
tained as a service department for the customers, although rate
adjustments are agitated and other branches of transportation are
not overlooked.” Lo .

But more often traffic service of some kind is furnished custo;:nter.s.
It may be general in scope and pertain to all sorts of traffic matters

or it may be confined to one or two such matters as routing, tracing,
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auditing freight bills, filing loss and damage claims, quoting or
adjusting rates, unloading, scheduling reshipments, handling un-
claimed shipments, or securing an increase or a general improvement
in the transportation services rendered by the carriers.

Routing.—A. St. Joseph, Mo., department-store traffic department
serves its sales division “by giving our customers advantage on all
outbound shipments in classifying and routing their shipments to
their best interests.” A Wisconsin candy manufacturer states there
are—

Instances where customers demand quick service, compelling track deliverids.
By obtaining their cooperation in antlclpating thelr requlrements one or two
days ahend, we have eliminated this expense, so that this merchundise can be
handtled in trap cars from our factory, without cost to us as regards hauling.

Another interesting illustration on this matter follows:

It zppeared to be the custem to ship less-than-carload freight to various
large customers as fast as it could be prepared. Inquiry developed that this
was done to give better service to the customer. The traffic departinent lnves-
tigated and discovered that in many instances carlonds wounld give better serv-
ice at cheaper rates. In other cases motor truck was faster and more €co-

nomical. Each situation was handled until much waste of money, time, and
equipment was saved.

T'racing and expediting —By rendering better service, by showing
a willingness not only to sell promptly but to deliver promptly, busi-
ness is retained or secured. Sales are also retained by a business
that is in a position to properly explain the reasons for Joss, damage,
or delay. Detroit cement mill reports increasing the sales of its
products “ by tracing cars through to destination and giving better
delivery service than competitors that do not maintain a traffic
department.” '

The holding of business is claimed due to obtaining quicker trans-
portation. "The traffic department traces shipments in transit and
eliminates waste, which enables the company to secure and hold busi-
‘ness because the customer receives the benefit of quick transportation
service. A Boston manufacturer recounts::

mCustorlners h[il"e often blume(l] ﬂ(ﬁn firm for delays really due to some error of
e carrler, such as wrong car loading. Immediate actlon nnd o frank explann-
tion has helped materially to hold thelr trade, @ frank explant

Overcharge claims—The audit of transportation bills for the cus-
tomer is reported as well worth the effort and cost expended because
of the improved customer relations resulting. One concern writes:

‘We feel that we do much more for our customers than the gverage shipper
in that not only do we insure prompt and snfe dellvery of all merchandisge nt
the lowest possible transportation charge through onr conslatent study of ship-
ping containers, packing, serviceable routes, and rates, but we actually show
the correct freight charge on the bill of lading covering ench and every ship-
ment, thereby Insuring the ecorrect freight charges. We also handle clalms,
muke recommendations, and handle trafic mntters for any of our customers
who require this service, and by o doing have strengthenmed our good will
materially and have made many new customers as well. -

Loss and damage claims~—~Working closely with customers when-
ever damaged or lost shlfpments are reported is important, not only
when the shipper is at fault, but also when the carrier is believed
liable. A. furniture factory reports:

Not only are the clalms handled direct with the rallroag for ‘settlement, hut
gatlsfactory adjustment 18 made with the customer, and all correspondence per-
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taining to loss and damage and overcharge claims are handled by this depart-
ment until conclusion. Xf not adjusted properly and handled satisfactorily,
this would reflect on foture sales,

From scores of shippers various additional statements are at hand
to indicate the character of the traffic department’s relations with
customers. The following are representative: “ Handle all dea]ings
with customer after sale is mage ¥; “help in solving customer’s
traffic problems”; “giving special service to customers in -every
phase of traffic, and consider it very important ”; « giving customer
service In regard to adjustment and collection of claims on our
goods, preparation of claims, proper methods of unloading, most
economical combinations of cars to be ordered from transportation-
cost standpoint, by handling reshipment of unclaimed goods sold by
dealers, and by furnishing schedules showing most economical com-
binations for reshipping our products ”; “ adjusting customer com-
plaints relative to damaged goods”; “adjusting customer trans-
portation differences ”; “ proper contact maintained with traffic and
receiving department of customers, and keeping regular customers
satisfied ”; “ expediting customers’ goods ”; ¢ adjusting of loss and
damage account direct with customer, together with all correspond-
ence pertaining thereto ”; “ making suggestions, from time to time,
renrnrdmg the betterment of service to customers, thus promoting
sales ” ; € carrying on a direct correspondence with customers, which
has built up a spirit of friendship ”; *solved certain rate and classi-
fication problems for jobbers, with the result that they have confi-
dence in the firm’s ability and willingness to take care of them ”;
“adjusting any complaints salesmen develop as to service or delay.”

Because these services can not well be measured in dollars and
cents their importance often is overlooked. As stated by a chemical
and smelter orgnnization : :

While the results of many of the traffic activities are intangible, in that
thelr value can not be segregated and does pot appear in the accounts, they
do contribute in a large measure to the success of the organization by insuring
transportation service that will satisfy the customers and help build up and
hold their good will at & minimum of cost.

SELLING

Just as it has been pointed out that certain traffic managers handle
some of the work of the other departments, such as i_ina.ncez pur-
chasing, production, and executive, so is it found in selling. ctual
sales and sales promotional work, usually indirectly related to trans-
portation in some way, are aided by tra%c departments. One traffic
manager reports: 'Tanﬂic executive is a member of the business
development committee of the company and spends larger part of
his time on this work.” Another writes that he is “assisting the
promotional department in promoting sales with the transportation
companies,”

‘Traffic cooperation or assistance usually is
with the carriers—but sometimes also wi
customers. Hence, traffic managers tell of “sales
with other industrial trafic managers,” and of
customers ” and contacts with others. ]

While instances of traffic departments selling refuse, salvaged
goods, and “ disposing of refused freight shipments” are more or

in connection with sales
th other industries as
-Eromotion wqu

activities with
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less common, the greatest traffic efforts in this direction are un-
doubtedly expended on the railroads—by either furnishing informa-
tion or assistance to the sales departments concerning them or by
actually making the sales,

The amount of assistance and cooperation and the closeness of
relations between the traffic and sales departments, as between any
other two departments, depends largely upon the personal equation.
A traffic executive located 1n the Southeast has stated:

Some years ago I resigned as general freight and passenger agent of a
railroad to accept the position of traflic manager for n large sawmill, * * *

There was no lack of cooperation by the sales department, ps the snles manager
was my former superior with the railrond and was Instrumental in getting the

position for me.

With a complete understanding on the part of other department
heads of the traffic department and its possibilities for service, the
best interdepartmental relations may be expected.



APPENDIX
TRAFFIC, TRANSPORTATION, AND SHIPPING TERMS DEFINED

. The following terms are used in this report to convey the follow-
Ing meanings:

wlk goods. Commodities without packing transported via rail-
way, waterway, highway, and pipe-line carriers, as well as via
materials-handling %ncilities for plant transportation.

Business concern, firm, institution, establishment. An individual
firm of a private nature which may be classified as a producer, in-
dustry, manufacturer, or commercial house. .

Carriers. Transportation companies doing a common-carrier or
contract-carriage Ellsiness. They are operated and owned by com-
panies selling services of a transportation, handling, and/or storage
nature or of a special allied character. They may be illustrated
by railroad, steamship, truck, cartage, pipe line, airplane, express,
freight forwarding, and warehouse companies. )

Commerce. The marketing (purchase and sale) and the traffic in
and transportation and storage of goods. It is used in the same way
as “distribution.” e

Commercial concern. A business firm of the “distributive ” type,
such as a wholesale, retail, jobbing, commission, brokerage, dis-
tributing, contracting, outfitting, marketing, or f"urmshmg dealer
or merchant, that acts as a middleman in the purchase of commodities
produced, manufactured, or marketed and sells to other marketers
or direct to consumers. .

Communication. The sending and receiving of messages, the trans-
mission of intelligence, or the movement of ideas by mail, telegraph,
telephone, cable, radio, or messenger. . L.

Delivery department. That division of a business organization dele-
‘gated with the actual supervision and operation of local physical

istribution of outbound shipments usually via_highway in motor,
electric, or horse-drawn trucks, or motor-cycle side cars, or bicycles,
or by messenger; also via express and parcel post and freight to a
limited extent. Such a department may or may not be independent

of a traffic department. The cartage, trucking, and local auling

activities are not necessarily identical with those of a delivery
department. Commonly established by department stores, dBIH‘IES,
laundries, bakeries, and fuel, ice, and similar concerns having a large

amount of local srles. . ine
Distribution. The_ buying, advertisin% selling, and transporting
of commodities, as differentiated from the dpx:odpctlon, manu aCt“.‘:}’;
or consumption of commodities. As used it 1s synonymous Wi
% commerce.” ike freicht
Ewpress. Goods of practically every size and character, like freight,
transported by railway, waterway, highway, and a“'“.’“g carxc'ller:
end handled under separate management, usually by indep enhexl{
organizations known as express companies. The service 15 ita )
acterized as faster, more expensive, and given more personal atten-

tion than freight.
167
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Freight. Goods transported by railway, waterway, highway, and
airway carriers, in their freight service. . .

Industrial or manufacturing concern. A business enterprise of the
“ derivative ” type, such as a mill, plant, tannery, factory, refinery,
finisher, roaster, converter, furnace, foundry, canner, or some other
business that changes the nature of the commodity handled.

Mail. Letters, documents, and other types of small-package goods
transported b%mﬂwny, waterway, highway, and airway carriers as
agents of the United States Post Office Department.

Marketing. Restricted here to the buying and selling phases of
distribution.

Materials handling. Represents the act of moving goods, in bulk,
in packages, and in pieces. It is transportation as commonly used
within a plant, yard, factory, warehouse, elevator, wharf, dock, pier,
or station. It represents short-distance movements via such facili-
ties as conveyors, cranes, electric and hand trucks, tractors and
trailers, wheelbarrows, and shovels.

Plant transportation. The handling, moving, lifting, stacking,
and shifting about of materials and commodities within the yar
and buildings of an industrial or commercial concern by such facili-
ties as trucks, tractors and trailers, cranes, belts, conveyors, elevators,
tubes, pipes, cables, and railways.

Producer. A business enterprise of the ®extractive” type, such
as a mine, pit, quarry, farm, or ranch; a fishing, logging, or timber
concern; or & grower or raiser.

Receiving degar.tnwnt, receiving room. That division of the
activities of a business organization delegated with the receiving,
checking, unpacking, Ehysical handling, and paper work incident
thereto, for inbound shipments of freight, express, and parcel-post
matter. Sometimes a part of the shipping department.

Shipper. The business man or the Erm that not only forwards
consignments by the various classes of carriers, but also receives
them. In other words, the term is used in its broadest sense to rep-
:es%lilt the consignor and the consignee of freight, express, and mail

raffic.

Shipping. The physical act invelved in documenting, packing,
crating, and otherwise preparing and forwarding goods. It is often
used in business in a more general way, either in place of * traffic ¥ or
“ transportation.” In England it re%,ers specifically to “ transporta-
tion via water,” and particularly “ via constwise and occan vessels.”
“ Shipping ” is sometimes used to represent the opposite of
“ receiving.”

. Shipping department, shipping room. That divilon of the activi-
ties of a business organization often delegated With the packing,
marking, and physical handling, and more often with the paper work,
incident to forwarding outbound shipments of freight, express, par-
~ cel post, and sometimes other mail matter. This work is common
to neerly all concerns. It is c{)m'formed regardless of whether or not
there is & modernly organized traffic department, to which it may or
may not report. ) '

torage. The holding of goods either in an “open yard ” out of
doors, or # protected ” under the cover of a warehouse, elevator, shed,
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or house. Storage, as used in this report, is related to traffic in
being considered as “ transportation temporarily arrested.”
T'raffic. The movement of goods, people, or ideas (messages);

g r
more particularly, the handling of goods which are also termed
“ freigﬂt,” “express,” or “mail matter,” when in the form of ship-

ments, or when transported by carriers. L.

Traffic department. That division of a business organization dele-
gated to look after the physical and the administrative transporta-
tion matters. These duties vary with nearly every industry, as well
as with the individual concerns in each in ustrg; but they may be
briefly and broadly designated as the mental and physical functions
having to do with traffic, transportation, shipping, storage, communi-
cation, and materials handling. In many business concerns the term
is used for, and in place of, “ transportafion department,” “ shipping
department,” or “delivery department.” Strictly speaking, traffic
functions are administrative and do not cover the actual physical
handling—transportation itself.

T'raffic management. See p. 8.

T'rafic manager. See p, 8. )

Trensportation. The physical act of moving goods or people. The
actual work incident to the hauling by hand trucks or motor truckg
or the shipping by airplanes, railways, or steamers. A broad use o
the term includes all traffic, storage, communication, and shipping

matters, but the word is not so used herein. . .
Transportation department. That division of a business organiza-
tion delegated with the actual supervision of the operation o traltlsi
portation equipment. In some organizations 1t Jr}cludes the mental
trafic functions as well as those of a strictly physical transportation

nature, and means “traffic department.”

QUESTIONNAIRE NO. 1.—INDUSTRIAL TRAFFIC-MANAGEMENT
SURYEY

1. General information:
{6) Name of firm - -
(b) Address.
(c) Nature of business___* ______ _
(d) Number employed ——— e mm————m—mme—mm— o
(¢} Number of plants.____ -
(/) Number of warehouses.
2. ;l‘otal expenses of your firm in 1927, for:
6) All items and accountSoo———__- -
(5) Transportation (rail, water, truck, mail, storage, communicntjons_,
express, etc,) -
(o) Traffic and transportation administration -=
(d) Packing and shipping containers
(e) Plant transportation and materials handling. 5 -
8. Money returns from traffic administration in 1927, as follows: )
(8) Overcharge ClAIMS. oo coomemmmmmmmoomemmmm—mmmmmmmesm=m =TT
(b) Loss and damage elalms  —ocemeeoacmommm—mmmmmmmmmmm o
(o) Olnssifiention, rate, and tariff adjustmentS.——o----
(d) Steamship, caringe, and warehouse contracts
(o) All other returns
4, (Po)slilolil of your traffic departtgtllent: ajor activity? I
@) Is 18 considered and trea as a m 1
(b) Is it independent, reporting 1;10 th“a Presilf‘;g:)‘o::% president, o .gf_n_.e.r_a.
manager? (Or to what officer does P u Y -
(o) Is the ;feeneral( traffic manager a member of your firm'’s exec_u_tjj'e‘:-ft_)‘!-n_ ‘
mittee or board?.... - -

3804°—30—m-12
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5. Does your trafic department couperate with the following departments in
the matters Hsted below? Answer “yes” or “no.” (Please furnish any
additional data.) - *

(a) Executive department: "
(1) By notifying of pending advances or reductions in rates?_.____
(2) By suggesting action to curtall disadvantageoun traffic activities
and threatened legisiation?
_ {3) By suggesting heavier car loading or other ProgramB? e ae
(4) By—___-= .
(0) ,Accounting department: ]
21) By auditing freight, express, mall, and handlingservice bills* ..
2) By 2
{3) By :
(c) Legnl department:
(1) By preparing rate-case evidence?,
(2) By assembling loss and damage case evidence?
(3) By appearing before commlssions?
A{4) By
(d) Production department ;
(1) By recommending changes to reduce packing costa?. - cveuee—
(2) By advising of econoinlcal methods of materials handling?eeee—e
(3) By preventing plant shutdown through car supply amd movements?

. * (4 By -
(e) Personnel department:
+ (1) By facilitating the passenger movement of employees?o——e——v-a-

(2) By bandling passenger reservations and bousehold-goods matters?

- (3) By
{f) Purchasing department:
(1) By expediting the movement of inbound materinls? — e

(2) By analysis of rates to indicate most advantageous purchasing
territories?

(3) By cotl;%olidatlng less-than-carload purchnses into carload ship-
men

(4) By. - .
{g) Sales department:

(1) By furnishing salesmen books quoting rates in thelr territory?—---

(2) By reducing rates and extending marketing areaR?} e

(3) By polnting out most advantageous sales territories from traffic

standpointg? -

(4) By —
() Advertising department:

g 1; By ndv.lslng of goods on hand in stock prior to advertising? a—e—--

2) By
(#) Credit, order, or other department:

(1) By cooperating In the use of negotl.able documents? _ - et

(2) B{Da::]u%gestlng consolidations into large contniners and car-
L

(3) By I
(4) By —
() Remarks:

(Add on a separate gheet any additional .
6. Industrial waste, y al formp of cooperation.)

(a) Can you furnish any cases, drawn from your own personal experience,
to show waste that hag resnlted, due to n lack of cooperntlon between

the traffic and other departments (producti sales, ac-
counting, executive, advertising, ett.s.l;? om, purchusing, >

(Reply in some detail on a separate sheet, and attach.
(b) Can you cite specific detalls concerning any wustetu} traffic or ship-

ping practices that have come to your attentlon, and the methods that
could have been adopted to avold such logses?

{Reply {n as much detall as deslrable on o separate sheet, and attach.)
(¢) Con you give any concrete illustrations of waste that would have

resulted to your firm from a lack of ment, anpd
state how they were averted? good trafic management,

(Reply in sufficlent detail on n separate sheet, nnd attach.)
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QU_ESTIONNA}Ii!E NO. ZFL\'SI{II.IT!SVTEI:R‘I_AL TRAFFIC-DEPARTMENT

. : ' " I. GESERAL INFORMATION

1. Name of firm
2. Address
3. Nature of business

L

1I. TRAFFIO ORGANIZATION N

1. Do you maintaln a trafic department?
2, If not, what empioyees are responsible for trufiic duties?

3. Do you malintain a transportution department distinct from your traffic
department ?

4. Do you maintain an Independent delivery department?

5. Do you maintain any separate transportation or shipping departments other
_than the above? -

6. If you do not have a traffic department, please give reasons: __

. *

7. Please furnish a chart or plan of yoﬁr organization, if one is avallable,
together with the following information:

Titles of trafe, transparta-| Number

ulon, and shipping holding | RanRe ol | o1l nature of dutles | To whom responsible
employees title | 3alaries .

Attach additional sheet, If necessary.

ITI, TraFFic FUNCTIONS
Instructions:

(A) Check (V) the duties, listed below, over which your traffic department
has complete jurisdiction and actual supervision.

(B) Show an (A) after the duties over which your traffic department ex-
ercises oniy an advisory control, and insert the name of the department
or official directly in charge.

(Q) Show a dash (—) after duties not handled in your firm. dled

(D) Insert any additlonal traffic, transportation, or shipping duties han
by your traffic department or by ancther department.

How bandled

TraMo functions By &mc By what

ADMINISTRATIVE

1. Recommending proper location for distributing and manufactoring. .—..-----
2. Advising heads (?l oPl?:r departmants re shipping policles. ..o . o—oo-sammuans
g' ggggﬂ ﬂ: Wltlh local, State, nn'd nn}lonnl t{ade t:nd u:mo associations..._..
u rating with Meinls of enrrlers nnct yervice cORDCErDS. ... u-ooocpn
8. Keoping lnformoclue‘gnooglrcnlnx curront business and legal changes affecting
Eh0 OII0'S STIDDIIG - o ooomovwamn o meemmmoancasmmmeesm-ssmmsansoasasastoss

LEGAL AND REGULATORY

% DA;M‘ ting rate and servios discriminations and illegalities N RV, -
% mbling avidence for rote and service cnses. .. ..-
5 Fm“ﬁ informal, formal, and specinl-docket complaints
10' l;:;afimﬂ belore carrler and govarll-lnmontnl bodles.-..

ng and filllog briofs for trnffo CASES. .. cvo—ce=mszoosea=s
11. Deotecting, DNDME:‘IKI. :mfls collecting lass and damage clalms. .
:g' iﬁ?ﬂ““ In loss m(l’d dnl‘nnzo QOULY COSES_ amnmmememmasnn=nn
) NNE [ 18to AN $6EVIOD CAIBI. o nm—asremmmossmsmszsnzemmmamanossammme]s=222 777
14. Fartleipating in local, State, and Foderal leglalative matters..-..--«-=---
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e

Trafic functions -

' ment
. .
mmunous, RATES, TARIFTS, AND CHARGES, -+ - .
15. Malntaining t tarifl files... . PR, OSSN S ) PR,
18, Preparing rate tables. W tana maaa damamenr N . .
17. Quoting rates____. - (8 [ I T
18, Apalyzing and compering rates and tarifls ... rocioeeeoe e neneeas AN IO
19 Auditing freight and other transportation bills-.-- : -
20, Collecting overcharges. ... vevrememmecrnn yrrmrmmneonmads arsrpaanasnnnne|ocaciaasaand
2. Preparing classification schadulu.. el .. U

29, Proparing rate-case exhiblts oo eevereeiarenerrerrra e, RSN A,
23, Securing, retalning, and preventing classification sd.lnstments. grmsmmm— s
24. Becuring, retaining, mml.lnz rate adjustments
25. Obtalning new ght ......
26, Obtaining revisions in t,arlﬂ rates and regulations. .......... .-
27. Obtaining transit privileges. ..
.28, Arranging for special services
% ﬂ:ﬂ"‘ canag: 8 CRICKing Arrangemment.
. nR and tru g nmmgemenm ....... ehucsmsa
31. Entering into warehouse contracts 1

. +

, FACILITIRS ADMININTERED , - s ,
32. Packingroom.. )
Bhl ing room. ..
34. L2110 121 WO
\Qg ‘Warehouses, elevators, yards, and stors
oo.‘\?lant transportation and handﬂng facilities
ndustrial railway .
Private locomotives, cars, tracks, ete™...._..
39 Floating and marine equlﬁgent. docks, ete
40, Plpe lines and/or alrplane es
41, Pneamatic carriers___
42, ‘Telegraph and telephond. o .oeeee oo lao
43. Motor vehicies, horses, mmh wogons, garnges, stables.v__, ... ..

!EBVICEB HANDLED

Messengnr [ s L TP . A I
51. Mai] service
52. Parcel-post shipments . . i T
53 EXPIest BBIDIMODIE .« oo oo oo mce e emam e e mmem e s nn cmmsem s ot teo] o e e o

- 5. Loading, stowing, ch
60. Booking cargo spage... ... _
.61, Prepnrins shipping documents and billing.--_--2222227T0TTTTT o
62. Routing shipments...ceoceeneeecmaneceamaneas
63, Pooling orders and consolidating nhlnmanla _________
4. Tracing and expediting shi (Pmen _________ i -

65, Unloading, unpacking, snd chackin .
68. Disposing of packing contalners and materisls. ..o oo veeoiocaaa. D2 . i -
01. Amnwt:ns for average demurrage, credit, weighing, and side-track agree- |
ments.
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