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DIRECTOR’S PREFACE

Of the many pronounced changes with which busi-
ness men found themselves contronted when the post-
war boom collapsed in 1920, few caused more uneasi-
ness or aroused more discussion than the practices which
came to be called “ hand-to-mouth buying.”” The con-
cern which was felt at that time—when the phenomena
were ascribed to the business depression—inereased dur-
ing the following years as it became apparent that hand-
to-mouth buying continued even with greatly increased
activity of business. It came indeed to be held responsi-
ble in many quarters for so-called * profitless pros-
perity.”

This study takes the business man’s phrase “hand-to-
mouth buying' and interprets it in terms of both the
business and the economic issues involved. On the basis
of a great mass of business statisties, it undertakes a
measurement of the changes which have been going
on and of their actual significance in the organization
of production and distribution of goeds. Examination
i3 made of the relation of zll of these phenomena to the
problem of business stabilization; and the forees which
are likely to determine the future of hand-te-mouth
huying are set forth.

The study represents perhaps the most extensive ap-
plication of trade statistics to a practical problem that
lax vet been made, Through first-hand contacts with
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business, the author has supplemented the large volume
of data which the Department of Commerce and the
Federal Reserve Board have been colleeting over a dec-
ade with statistics obtained from trade associations and
individual concerns. The result is a volume whick
should be valuable not ouly to business men who have
found hand-to-mouth buying a matter for consideration,
but to all those who are concerned with problems of
trade, business stabilization, and economics generally.
The members of the staff appointed to aid the author
in the preparation of this book were Charles O ardy
and Cleona Tewis.
Epwiy G. Noursk,
Director.

Institute of Economies,
Septeinber, 1929,
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PART 1
THE SETTING






CHAPTER 1

THE PHRASE AND ITS BUSINESS
BACKGROUND

The American genius for coining or adopting pic-
turesque phrases is nowhere better exemplified than in
the parlance of business. The same rhetorical adroitness
that characterized * taxation without representation ”
and ereated such slogans as “ protection of infant indus-
tries,”” ©“ the American system,” “ the full dinner pail,”
and “make the world safe for democracy ” has given
nus, in business,  trust-busting,” “ unfair competition,”
“ business as nsual,” * mass produection "’ and ** simplifi-
cation.”” Sometimes such phrases are slogans for the
creation of a business attitude, as was the case, in 1917,
with “ husiness as usual.” Sometimes they arc used to
characterize a sifuation in business or a condition of
economic affairs, and of this sort American economic
history furnishes many examples.

The period following the war lremght a variety of
situations which found their deseriptive tags. Around
such concepts and phrases as “ buvers’ market.” ¢ excess
capacity,” © plethora of funds,”  Fordizing,” © back to
normaley,” ““ disparity of prices,” “a depressed agri-

eulture,” “ orderlv marketing,” and “ profitless prosper-
itv 7 we have organized much of onr post-war thought.

or at least much of onr discussion.
5



f HAND-TO-MOUTH BUYING

Begiuning about 1920 the recorders of current busi-
ness history became widely articulate on a subject called
“ hand-to-mouth buying.” " Tu the vears that have fol-
Jowed, written and oral discussion of this topic has been
general and profuse. Magazines of business have given
extended space to the theme; numerous trade journals
have discussed it ; the economic surveys have commented
upon it; it has been repeatedly mentioned in the reviews
of Federal Reserve Districts;” even the most widely
read American weckly has honored it.

Trade associations have circularized their members
concerning hand-to-mouth buying. Many business con-
vention programs have discussed the question. Confer-
ences to consider the suljeet have brought together
manufacturers, railroad men, wholesalers, publishers,
bankers, and university professors® Much of the dis-

*This was by no means the first time the term was used; see
for example Chapter XXII.

?8ee for example those of the 4th Distriet for October 1, 1928,

*One such conference was that held in Chicago in February.
1927, under the auspices of the Metropolitan Life Insurance
Company and participated in by such men as M. J. Gormley of
the American Railway Association; Walter C. Carroll, Vice-
President of the Inland Steel Company; Wheeler Sammons, Presi-
dent of A, W. Shaw Company; and Roy L. Davidson, President
of the National Wholesale Grocers’ Association. The papers given
were published by the Metropolitan Life Insurance Company in
a Jittle volume called Hand-to-Mouth Buying.

A symposium on the subject was published by the Farmers'
Loan and Trust Company of New York. It includes statements
by President DuPont of the DuPont Company; Louis F. Swift
of Swift and Company; J. Edson White, President of Armour and
Company; Alexander Legger, President of the International Har-
vester Company; H. 8. Brown, President of the Centra! Leather
Company; Fairfax Harrison, President of the Southem Railway
System; C. H. Murkham, Chairman of the Board of the Illinois
Central; P. W. Litchfield, The Goodyear Tire and Rubher Com-
pany; Jackson Johnson, at that time Chairman of the Board of
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cussion, as might be expected, has been entirely superfi-
cial; some of it has been thoughtful and thought-
provoking; and a considerable part of it has been of a
character well calenlated to make the business man be-
lieve that he confronted a problem which needed analysis
and consideration. )

The problem of hand-to-mouth buyving is in certain
senses a war baby. It was neither a planned for nor an
anticipated offspring. Rather it was a foundling which
American business found upon its door-step, wken the
confusion of war and immediate post-war activity had
passed.

The business antecedents of post-war hand-to-mouth
buying are the events which began with the outbreak of
the war in Europe in 1914, At that time the United
States was in a period of minor depression which had
been becoming inereasingly serious since the latter half
of 1813. The first shock of war was paralyzing to Ameri-
can business. In July, 1914, the New York Stock Ex-
change was closed, to remain closed until December.
Pig iron production declined from 2,348,000 tons in
March te 1,516,000 tons in December. Unfilled orders

The International Shoe Company; and Edward Prizer, Chairman
of the Board of the Vacuum 0il Company, among those of nearly
60 comparable “ captains of mdustry,” not to mention Professors
Taussig, Oghburn, and Kemmerer,

Mr. Wheeler Sammons reported in System for April, 1927, that
for “ over seven months hand-to-mouth buying has been among
the subjects pointed to as of greatest current interest by the
members of the Council on The Trend of Business.”

Nor has the subjeet lacked discussion in academic ecircles. It
was made the central topic for the marketing section of the
American Economic Association in 1927 and was given con-
siderable prominence in the Annals of the American Academy for
September, 1928.
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of the United States Steel Corporation went dewn nearly
95 per eent ; building permits for the last quarter of the
year were barely more than half those for the second
quarter. The index of production in basic industry de-
clined abruptly. The end of the year found the country
in a state of serious depression.

But in 1915, as orders for war supplies poured into
the eountry, conditions began to improve rapidly. Dur-
ing the year prices advanced, production grew, and ex-
ports expanded. The year, indeed, marked the beginning
of an expansion which, with increased production, ex-
panding trade, active ¢mployment, and general pros-
perity, grew into the vast and powerful industrial ma-
chine organized for the United States’ participation in
the war. With our entrance into the war in 1317, gov-
crzment priece control was introduced into a number of
industries, Compulsory military service and enlistment
drew their millions into the army, but the industrial
mechanism continmed to funetion with tremendons
energy.

With the close of the war there came a momentary
recession and eonfusion. Foreign trade hesitated, stock
prices slumped, business felt that the era of war boom
was over. Bat this recession quickly gave wav in 1919
to what was probably the most excited business activity
the United States has ever experienced. Building, which
had heen neglected during the war went into a revival
which made an enormous demand for materials aud
labor. New securities came ont in unprecedented
volumue, the funds being used for building, for the ex-
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pansion of our industrial equipment, for state and
municipal developments, and for railroad improvements.'
This expansion of equipment, a climax to the expansion
of the war period, was aceompanicd by a rise i eonr
modity prices, the index of which rose from 193 in
February, 1919, to 247 in May, 1920. Sky-rocketing
of prices induced a mad seramble for commodities.
Speculation in goods was rampant, inventeries piling
high in physical form and even higher in dollars-and-
cents value. To many people no price seemed too high,
as the price was always higher when another purchase
was made. Consumers amd merchants complaining of
high prices were told repeatedly: = They will be higher
when you buy again.” The demonstrated truth of this
statement led eventuallv to a degree of acceptance on
the part of consumers and addced to the willingness of
retailers, wholesalers, and manufaeturers to expand
operations and inventories in prospect of better prices.
The old price landmarks were inundated in the flood of
rising prices. For manufacturer, for merchant, and con-
sumer all sense of price perspeetive was lost. The gen-
eral spirit of the time was to ride with the fload rather
than to attempt to stem it.

The peak of this post-war hoom came in the spring
of 1920. Commodity prices reached their top in May.
A rapid decline followed. Two facts, important for our
purposes, hegan to impress themselves upon the general
mind. The first was the large inventories of finished
goods, partly finished goods, and raw materials. The

* Review of Economic Stalisties, 1921, p. 98.
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second was our enormous physical capacity to produce
goods. This enormous physical capacity has repeatedly,
asince that period, been called overcapacity. There ap-
pear to be but few major industries concerning which
overcapacity has not been alleged.

Orders which had been avidly placed in the preceding
period were, in 1920, slashed mereilessly with cancella-
tions. Inventories, which had made men rich in the
preceding period, bankrupted them now. Forced sales,
cut prices, liquidations, were rife. A new phrase, “ buy-
ers’ strike,” was heard on every hand. Condition of
purchase and sale were soon charaecterized by the term
“a buvers' market,” not hecause buvers would buy but
because buyvers could buy more or less as they would.
And “ as they would ” was said to include placing no
orders aliead, buying in small lots, buying only for im-
mediate requirements—that is, buying from hand to
mouth.

While the changes thus briefly deseribed are the busi-
ness facts out of which hand-to-mouth buying is said
to have come, these changes are by no means the only
causes belonging in a list of origins of modern buying
attitudes. To some extent these attitudes come from
causes much more remote than the expansion and col-
lapse of war and post-war business. While a somewhat
more extended consideration of these causes is under-
taken at a later point,” it is worth while to remark here
that many agencies and influences plaved a part. Edu-
cational forces have long been at work, tending to induce
purchasers to strive for lower inventories, more rapid

* Chapter XXII.
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turnover, and greater efficiency in purchasing methods,
Improvements in transportation and communiecation
lend themselves to the buying attitudes now common.
Price deeline is vital.

But when considering the business changes and the
cven morce remote causes which have brought hand-to-
mouth buying, we are likely to overlook the most signifi-
cant implications of the matter, Business problems have,
usually, a setting, a significance that runs deeper than
the symptems most easily observed and most commonly
discussed. The problem of hand-to-mouth buying is no
exception to this rule. While distinetly a problem of
liusiness, it is as definitely a problem that has its sources
in and its effect upon our methods of economic produe-
tion, and our scheme of organizing industry. While it
may raise difficult issues for any particular business, it
is at bottom concerned with business as a method of
organizing industrial activity., To diseuss it without a
congideration of its relation to these matters would be
to omit those phases of the problem which are of most
concern and of most interest.

We may turn, therefore, for a beginning, to the eco-
nomic setting of hand-to-mouth buying.



CHAPTER 11

THE ECONOMIC SETTING OF THIS BUSINESS
PROELEM

Hand-to-mouth buying is a business phrase for a
business problem. But the phenomena involved have
their origin in a eertain institutional setting, and the
problems they raise have economic bearings of great
significance. These arise from the peculiar importance
of buying and selling in the organization of modern
ceonomie life.

I. SPECIALIZED UNITS AND THE FLOW
OF TRADE

Tt is unnecessary to do more than remind the reader
that specialization is one of the most important methods
of mass production. Tt not only exists in factories, but
is used in banks, stores, offices, and every other unit of
our productive mechanism where output is large and
management efficient. Its use alwavs requires that one
specialist after another be moved to “ the work,” or,
a8 13 far more common, that ¢ the work ™ be moved from
one specialist to another. [t is the latter method which
has brought the high development of work routing and
scheduling in manufacturing plants.

But specialization of economic units is more impor-
tant for our purposes. This is the specialization which

12
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gives us not a series of operations within a plant, or
store, or office, but a series of plants, stores, and offices.
This is the specialization which has substituted for the
farmer selling his produet to the village consumer, a
farmer, a produce exchange, a wholesaler, and a retailer.
This is the speeialization which gives us brokers and
merchants, commission men and sales agents, advertising
ageneies and transporting companies. 1t gives us all the
specialists of trade.

But this specialization gives us also many specialists
who are not in trade in the ordinary sense. It gives us
the specialization of mining companies, farmers, and
manufacturers as well. A farmer raises cattle. From
these one manufacturer—the packer—produces hides,
a second leather, a third shoes. These are shipped to a
wholesaler or a retailer and come eventually, fully pro-
duced, to the econsumer. In bringing them there, contri-
butions have also been made by the railroad, the trucking
company, the telegraph and telephone ecncerns, the bank,
the insurance company, and many other businesses the
specialized work of which though less obvious is none
the less real.

Production by specialized units resulls tn what may be
termed the flow of irade. Such production, by specialized
units, makes necessary a continuous process of physical
adjustments, the adjustment of the work done by one
unit to that done by others, The iron-mining company’s
output must be related to the transporter’s eapacity, and
this to the steel manufacturer’'s needs, this to what the
maker of agricultural implements will handle, and this
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to the farmer’s requirements. The farmer's production
of wheat may be carried toward further production by
coliperatively or privately owned elevators: and the phys-
ical activities of these must be related to central market
buyers, to millers, to exporters, to bakers, and to retailers.

It is in this constant physical adjustment of the work
of the specialized units that there is effccted for industry
as a whole a flow of partly finizhed goods in the process
of production, comparable to that existing in any single
factory. The speeialized economic nnits of the nation——
indeed of many nations—are but one great plant, with
the work of cach geared with the work of others as care-
fully as its managers are able to effect that relationship.

I1. CONTRACTUAL ORGANIZATION OF SPECIAL-
IZED UNITS—THE FLOW OF ORDERS

The task of relating and organizing the array of spe-
cialized units which make up our productive mechanism
might well challenge the ambition and defeat the ahility
of the greatest production engineer, planning com-
mission, or board of industrial strategy. But it is well
enough known that there is no production engineer, or
planning agency, in charge of activities of American
industry as a whole. The process of directing our pro-
ductive machine is quite different from that which we
find within a manufacturing plant. Tn the latter the
work of one man is related to the work of another by the
scheming of a manager, or a superintendent, or a plan-
ning department, the officers of which comprehend the
whole arrangement of work. But the organization into
a system of our specialized units (some of which are
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themselves gigantic integrations of many units) is left
to the judgment and skill of the individuals in charge of
each of them, These men—business men-—are the organ-
izers, not only of their own businesses but, in effecting
relationships with one another, of the system as a whole.
There is no general organization of industry excepting
as business mnen agree upon relationships.’

The specialized business units are organized into a
system by means of buying and selling. The character-
istic method of establishing a relationship between two
businesses is by an agreement or contract to buy and
sell. The method is made possible through a great vari-
ety of markets. Some are highly organized and institu-
tionalized, some are altogether informal; some work
crudely, some smoothly. In some the parties meect on
even terms, in some one party may have an advantage.’
but all have a single use—to effect the adjnstments be-
tween one specialized producer and another, or the last
of a sertes of producers and a consumer,’

Tf the term ““ order ” is used to designate all types of
contractual arrangements, we may say that the flow of

*To speak thus of business organizing industry is something
of an exaggeration. Important industrial activities such as road
building, education, carrying on wars, distributing mail, and deter-
mining justice are organized chiefly in more socialistic ways. Seo,
too, it would be an exaggeration to say that our economic units
are all business units, for our more socialized activities are carried
on by governmental rather than business units.

hat are even terms and when advantage is taken are, of
course, matters of judgment, sometimes determinable by 1ega.l
process. . i i

* Through it all runs a constant series of computations of prices
and profits, prices at which materials, equipment, and labor, and
goods at all stages of production may be bought and sold. The

pervasiveness of these price caleulations has caused our system
of adjustments to be frequently characterized as a price system.
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goods among our specialized business units is organized
by a flow of orders. With few exceptions the physical
transfer of goods is at every step attended by, indeed
predicated upon, an order or contract explicit or implied.
The actual physical movement of goods is in terms of
these agreements.

Production may be “on order” or in advance of
orders, While goods do not ordinarily move from one
producer to another excepting on orders,’ they may be
made ready to move long before orders exist. The busi-
ness man is guided in production in two ways: (1)
orders in advance; and (2) “ observation of the market.”
The latter may be little more than a hope of the future,
or a comparatively casual observation of price move-
ments, or it may be the most careful and intensive mar-
ket analysis and measurement of sales potentialities.

Agriculture furnishes a most striking case of a gigan-
tic industry with eomparatively sinall amount of order-
placing in advance. The great bulk of the nation’s crop
of corn, wheat, livestock, and cotton are produced at the
risk of the farmer without the hedge of advance orders.
with, indeed, comparatively no commitments on the part
of anyone to buy at a satisfactory price, or even to buy
at all." Even in agriculture, however, the advance order

*Consignments are an exception, for example.

*This is far from saying that the farmer has no assurance in a
realistic sense. Producing, as he does for the most part, the
elementary necessities of life, he has an assurance of demand which
is equalled in few, if any, industries. This assurance of demand,
n gencral, always apparent and always expressing itself through
organized markets, is one of the strong and at the same time weak
elements in the {armer’s position. It is one of the factors which
causes many persons to undertake farming who would not other-
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is by no means unknown. Wool is bought “on the
sheep’s back” months before the sheep has grown it.
At times calves are contracted for before they are born.
Crops of vegetables for canners are frequently produced
*“ under contract.”” Wheat and cotton are often hought
before harvest.’

From the slandpoint of a given producer, there are
obvious advanlages in having commitments precede pro-
duction. Aa one can see clearly enough, any specialized
producer ““ with orders on the hooks ” can proceed with
comparative assurance, In line with the orders received,
he may plan his own production program. He may, as
the phrase goes, “ budget his activities.” He may lay out
a labor policy and employ workers to the degree that his
orders justify. His purchases of materials and equip-
ment may be pre-planned as to quantities, qualities, and
time. If the orders have heen taken at sufficiently high
prices, he may do these things with a partial, and at
times a considerable, insurance against loss. The insur-
ance would be complete if commitments (including labor
agreements) were absolute, but cancellationg or resigﬁa-
tions become frequent when buyers or sellers find them-

wise undertake it, For the staple crops there are always buyers
at “the market price.” It is much less apparent that there is
always a market for all non-agricultural types of goods which
may be produced. Accordingly the difficulty of selling offers a
grester deterrent to entrance into some lines.

° At times, also, a profit is attempted through a stoppage rather
than an encouragement of the flow of goods. Men buy goods
and hold them for no purpose but an expected advance in price,
Such activities mayv be in form of merely speculation in inventories
used in ore’s regular husiness, or they may be the purchasing
and helding of goods by a person wha has no other rontaet with
the movements of trade.

3
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selves confronted with losses, or even with possibilities
of buying or selling on materially better terms.

But there are also certain disadvantages of commit-
ment in advance. Most important of these is the elimina-
tion of the chance of profit by price advance. The man
who agrees to deliver goods three months hence at a
stated price, although hedged against many risks, does
at the same time bar himself against gain from rising
prices.'

Indeed the desirability of a steady flow of advance
orders has often been presented as a basis for business
stabilization. Such an ideal flow of orders is thought of
as one which would make possible a sort of ideally sta-
hilized production; an ideally stahilized flow of goods.”
An ideal program for the flow of orders might be con-
ceived as one in which consumers gave orders in advance
for all goods of all kinds which they would consume in o
given period. On the basis of such a concept, it is easy
for an active imagination to construct a scheme of social
budgeting, or pre-planning for all the activities of spe-
cialized production. Consnmers’ orders might be eol-
lected by retailers, who would transmit them as their
own orders to wholesalers or manufacturers. When each
mannfactnrer had received his quota of the orders, he

"In the ordinary course of trade, however, advance orders are

rded as & benison, not a danger. This assumes necessarily
that the orders are taken at a price offered hy the seller, or at
least one to which he has agreed. One might assume, therefore,
that contract prices would include a calculation by both parties
of the possibilities of price advance hefore time of delivery.

* Utopiuns as well na hnsinesa men have pointed nut the merits
of such ~ocial orgunization. The concept of business stabilization

and the concept of complete pre-plunning by social agencies are,
mn certain respects, intere~tingly near alike.
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would proceed to secure funds, labor, and materials and
to organize his production program. Thus one may imag-
ine society performing its economic activity under a
grand plan-—a gigantic system of budgetary control,
which if perfected would eliminate unemployment, ex-
cess capacity, and periods of business depression.’

Magnificent as such a notion appears when one’s engi-
neering attitudes are uppermost, such a pre-planned
system of social production, such complete stabilization,
based on ecomplete orders, would be extremely difficult
under any conditions yet proposed. It is apparently
impossible under a system of free consumer choice and
freedom of individual decision in business. In the first
place, consumers “ do not choose ” to order in advance.
The desires of tomorrow may not be desires of today,
and the consumer knows that fact. Moreover, most goods
are bought for a period of use, and even for an indi-
vidual, the point at whick an article is consumed and
the rapidity with which that point is reached varies
from time to time.” For many types of goods also,
the consumer will desire to see samples if not the

* Through the philosophy of consumer codperative organization
there has run a strain of the ideal industry orgamzed from such
a point of view, In England and Scotland integration has been
carried back from the retail store to whaolesaling, manufacturing.
and importing. So prominent an observer as John Stuart Mill
hopefully viewed the possible “social justice ” and “ beneficial
ordering of industrial affairs” which he believed might grow from
vonsumer organization. (Sec his Principles of Politwcal Economy,
Book IV, Scction 6.) Other discussions of the possibilities and
the limitations of economic organization based on consumer codp-
cration may be found in Fay, C. R.. Codperation at Home and
Abroad; Woolf, Leonard 8., ("’o -operation and the Future of Indus-
ey and W nhh Sirdney and Beatriee. The (Conswmers Cobprratine
Movement.

PUnless one assumed some scheme of fixed prices, the price
difficulties outlined above would probably be insuperable.
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actual unit to be delivered.” The preparation of a
sample of a complicated artiele implies at least that the
productive machinery for making that article in quan-
tity has already been designed and constructed. The
business man at present is under great pressure
while producing a line of samples, thercfore, to meet
what be bhelieves will be the desires of purchasers. Where
the machine technigque exists he must not only establish
a plant and equip it with the machinery and fixtures
necessary for production, but he may also have found it
necessary to have planned for the machines which made
his machines, the machines which made those, and so on
through long series of actions.

Seasonal production and the vagaries of nature make
impossible perfect pre-planning of industry or perfeet
fulfillment of much pre-planning that exists or might
he attempied. No system yet devised will eliminate
nature from the problem of controlling the flow of goods.
Contemplating the difficulties of a planned and stabil-
ized production based on stated consnmers’ wants, one
must conclude that the satisfactory invention of such a
riskless and non-speculative economie order is farther
in the future than the devising of mechanisms to place
risks where they can best be borne.

Social arrangements which formally limit eonsumers’
choice and which formally limit business men from prof-

YIt was on a basis of widely distributed samples that even the
Ford Model A became extensively ordered in advance. Yet con-
tidence in Mr. Ford as a super-capable and reliable manufacturer
i= little short of a religion and the forthcoming Model A received

#n unequalled amount of free publicity. Its prospective appearance
was surpassed in general inferest by few national events.
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iting by the miscalculations of others or by their own
superior shrewdness to the extent necessary for budgeted
social production is simply not our system of free con-
sumer choice and individnal decision in business, It is
entirely conceivable that such arrangements might be
constructed and that certain gains would acerue. That
the consumer’s freedom and opportunity for varied con-
sumption would be decrcased is probable.” That the
losses from bad guesses as to what consumers will want
or can be made to want, from produetion at too high
a cost, could be lessened seems nore likely.

The most dramatic conflict in American economic
ideas is the struggle between our “ engineering” and
our “ private enterprise ” atfifudes. This 1s not a con-
fliet between classes; it is a clash of ideas—of ideas
found in nearly every one of us. In the American busi-
ness man, indeed in most Americans, there is no notion
more deeply imbedded than that of orderliness of
procedure, of dependability, of efficiency, of organiza-
tion. Few ideas appeal more to us than an all-embracing
scheme of engineered production ; a * planned economy.”
Almost all Americans have an ““ engineering complex.”
On the other hand, private property, freedom to experi-
ment and invent, the right to strive for improvement,

2 The writer believes he is under no serious hallucinations as
to the present freedom of the consumer. Salesmanship and adver-
tising. and window display and what the necighbors think, as well
as other factors, control the consumer; but similar and equally
potent forces control all human actions in a socicty; and, in
spite of the nature of the controls at work, the individual appears
to be about as free as a conswmer as he Is in voting, marrying,
church-going, choosing & vocation, or carrying on any of the
other major activities of life.
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and the freedom of individual choice are parts of most of
us. The two ideas do not harmonize overly well. Effec-
tive “ planning " in the grand manner appears to involve
planning by some for the many. If Awmerica is ever
ready for the great economie strategy, for the supremacy
of the engincered society, she will have modified greatly
her faith in individual enterprise and consumer freedom.
It the meantime, America embodies both faiths in a
marked degree. Russia is the only modern country in
which there is, as some sec it, the vision and the imagina-
tion, or, as others see it, the blindness and despotism,
to undertake the planning of national economy.”

If we view the flow of orders as it actually occurs in
the urganization of our industrial life, we find that ar
rangements are vartous und fhat they may shift. For
most goods the consumer places orders only momentarily
ahead of the transfer of goods and title. He  goes and
buys ”; and vet, as is well known, the consumer may
give an order for an automobile months before delivery
can be expected, or make an application for the services
of an educational institution, for which he believes there
18 cousidersble demand, far in advance. The retailer,
wholesaler, or manufacturer may order certain supplies
for immediate delivery or he may order weeks or months
in advance. There is no unanimity as among individuals
or trades. As orders vary in being given, so they vary in
heing received. It is with these variations and the shift-

3

* For discussions of economic organization in Russia see Chase,
Tugwell, and Dunu, Sowel Russia in the Second Decade; Dobb,
Maurice, Economic Development of Russia; Nearing and Hardy,
The Economic Orgamization of Russia; and Zimand, Z., State
Capitalism in Russia.
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ing basis thus furnished for planning that the next Part
of this book is concerned.

III. THE PROBLEM

Trade custom, judgments as to the balancing of risks,
and a sense of business fairness, ure among the forces
which tend to bring about somewhat established practices
in the flow of orders and in the flow of goods. These
practices have a greater stability than one might imag-
ine. Yet as conditions vary and business men sce oppor-
tunities to advantage themselves, changes take place.
When an accepted flow of orders or of goods is subjected
to extensive changes, serious problems are raised for
many business men. Certain far-reaching cffeets on
distribution may result.

At presenl lheve ©s a widespread feeling, and in some
wndustites an intense feeling, that the practices of giv-
ing and receiving orders are being seritously modified.
These changes are caught up and expressed in the phrase
“ hand-te-mouth buying.” Somewhat specificallv, what
statements and complaints are made? They include the
declaration that orders are not given so far in advanee
as was formerly the ease, or that so large a proportion
is not placed so far in advance, or that nove is placed 1n
advance. There is complaint that goods will not be ac-
cepted in shipment as far in advance of seasons as
before; or that so large a number of them will not be
accepted, or that they are demanded in sinall lots throungh
the season or the year with attendant increased costs.
Both orders and shipments are said to be given on a
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hand-to-mouth basis. The failure to order in advance
and the practice of ordering in small lots is said to re-
quire that the manufacturer and others “ farther back
along the line ” have supplies making possible ordering
from stock. This means, it is said, that far larger in-
ventories must be carried.

If these are statements of faect, they are indeed of
concern to business men. Dut they are also of concern
to society. If orders are placed less far in advance, is
not the organization of onr whole produetive process
weakened ¢ Does it not lead to an inability to plan ahead,
which results in poorer adjustments, less effective unse
of resources, more idle factory time, more unemploy-
ment, more risk and loss ?

On the other hand, if shipments are in small units
but in a more or less continuous stream, is not the flow
of goods more uniform and industry more stable? From
such a possible stabilization is there not better use of
the transportation facilities and of the productive equip-
ment of the country ¢ Are there not smaller inventorics
and quickened turnover and the accompanying social
economy of goods in process ?

Moreover, if it is true that all these things are oceur-
ring, certain inferences may be drawn which are worth
testing. If orders are placed less far in advance, if they
are placed in small units and recurrently, it may be that
there is an elimination of a former seasonality, and that
the flow of orders through trade has become more uni-
form through the year and more stabilized. Tf orders
are placed for small lots and shipments are demanded
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in amali units, it iz possible that this has had a steadying
effect on trade, that the flow of goods through trade has
become more uniform and more stabilized. So also with
inventories. 1f in former periods inventories piled up
preparatory to certain seasonal shipping dates but have
now been replaced by inventories which must meet a
steady demand for continuous small-lot shipments, stocks
of goods may have become more stabilized.

Aside from these matters, some attention must be
given to the effects of changes in the size of orders and
changes in the period of ovdering, if these exist, upon
methods of distribution. The effects on costs and who
pavs them, and the effects on the position of various
middlemen need to be considered. Finally, there must
be a consideration of the probable permanency of such
changes as have taken place.

Hand-to-mouth buying is indeed a social as well as a
business preblem. 1t is the purpose of this study to keep
in mind both the business and the sccial aspeets of the
problem, but to approach it through a study of those
business symptoms of which there is complaint.
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CHAPTER III

THE ORDER BASIS OF INDUSTRY :
THE CONCEPT

In our economie world, where individuals decide what
production shall be carried on, there are, as has been
indicated, two bases upon which they may build their
plans. One iz “ observation ” of the markets. It 1s
possible to calenlate, roughly at least, from prices being
paid for products and from prices at which materials
and labor can be bought, the kinds and quantities of
goods that it will be profitable to make or purchasc for
sale. .\ second method is to secure orders in advance
and make zoods to order, With orders in advance, busi-
ness men may pre-plan with some security; they may or-
ganize programs of production, schedule horrowings and
expenditurcs, and engage employecs.

A period of hand-to-mouth buying is @ period in which
one of the bases of industria! pre-planning is weakened.
That advanece orders have been falling off is one of the
most common connotations of the phrase ““ hand-to-mouth
buying ”’ as the business man uses it. With a falling off
in futures buying, so say husiness men, go certain con-
sequences ; there is uncertainty; goods, if made in ad-
vance, must he made for stoek; manufacturers must
earry nnprecedented inventories. These are all matters
with which any business mav well e concerned. But
arders in advanee may be looked at also from the point of

31
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view of industry as a whole. So viewed, a single unfilled
order means that some part of our industrial machine
has been committed to a certain activity. So viewed,
the tafal of unfilled orders reflects the total amount of
activity which has been agreed upon. So viewed, the
total of unfilled orders reflects the extent to which in-
dustrial plans, which relate the specialized business
units, one to another, have been determined upon; they
show the measure to which individual businesses are, at
a given moment, tied into a system.’

It follows that a change in the amount of unfilled
orders is of social as well as business coneern. More
hand-to- mouth buying in the sense of less futures buying
means a lessening of the pre-planning in industry gen-
erally; a loosening of the ties that bind the many eco-
nomic units into one. If all other conditions remained
the same and unfilled orders fell off, it would indicate
that there was a weakening of what may be called fhe
order basts of industry.

Unfilled orders used alone are an unsatisfactory meq-
sure of industrial pre-planning. They have been ex-
tensively =0 used however. Particularly popular has
been the record of unfilled orders of the United States
Steel Corporation as a measure in business forecasting.

The assnmption behind such nse is that the amount
of unfilled orders measnres the productive activity which

* It must be remembered, of course, that unfilled orders may be
cancelled, The degree to which this oecurs when u less promising
business outlook presents itseli varies greotly from industry to
mdustry. It depends not only upon the law concerning execution
nf contracts but alsn upon customs in the trade. the type of

persons common in trade, and the seriousness of the changed
conditions.
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will take place in the industry. Such is often a mistaken
assumption, however. .An increase of uunfilled orders
may indicate a subsequent inerease in produetion and
sales, or it may indicate only that there is a larger
amount than before of advance ordering in proportion
ComparisoN ofF UNFILLED ORBERS WITH SHIPMENTS
Enameled Ware Baths, January 1922-December 1928
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to the amount of business which will actually be done.’
A smaller amount of unfilled orders at one time than at
another may indicate a subsequent decrease in ship-
ments, or it may mean only less advance ordering in
proportion to the shipments which follow. Unfilled
_ *The unfilled or advance orders on a company’s books ay be
mereaserd hy an increase in the numher of orders received for

the customary period in advance, or by an inerease in the period
of ordering ahead or by a combination of thesc.

4
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orders may be declining while shipments are steadily
improving. How futile would be the attempt to estimate
shipments from nnfilled orders is shown in the chart on
page 33." Morcover, advance orders are not all equally
far in advance, and the length of time makes a difference
in the inferences that can justifiably be drawn from
observations of the amount of unfilled orders.

Better than unfilled orders as a measure of the extent
to which activity is postulaled on commitments is the
ratto of unfilled orders to the activity which follows.
Probably the best measure is the ratio of unfilled orders
to shipments, or sales in the sense of shipments. Where
lack of data makes this comparison impossible, other
activity figures are useful. For example, the ratio of
orders to production is in certain cases a good indication
of the order basis.*

The commitments made in advance are usually re-
corded in one or both of two places. On the books of the
company making the sale they appear as unfilled orders;
on the books of the conecern making the purchase they
may be set down as orders outstanding. For a com-
siderable number of industries advance commitments
have been compiled by ‘certain public agencies” For

'Data are unfilled orders on hand at the end of each month
and shipments during the month of enameled ware baths, as
reported in the Survey of Curreni Busginess.

*While several methods of measuring the order basis have been
employed in this study, the rutio of orders to shipments has been
employved wherever possible.

"The U. 8. Department of Commerce has, for a number of
vears, gathered these statistics; the Federal Reserve Board has
carried on the work less extensively in certain fields of trade.
Trade associations have also collected figures from their members

which in some instances are valuable direct sources and in many
eases have been included in the Department of Commerce figures.
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the purpose in hand, daia from a large number of indi-
vidual companies have also heen obtained. Where the
number of individual companies in a single industry
is considcrable these data have been compiled for presen-
tation.® In other cases the experiences of individual
concerns are shown separately.

A study of hand-to-mouth buying thus leads to a study
of the degree of pre-planning amonyg industries. Of par-
ticular concern are the changes in this situation during
the so-called hand-to-mouth period, commonly spoken
of as beginning with the collapse of activity i 1920
and continuing through the present. What has been
happening to the order hasts of industry ? Has the busi-
ness man’s basis for making plans been improved or
impaired ? Has the eontractual integration of our in-
dustrial mechanism been growing stronger or weaker?
Have the changes during the period been uniform in
trend or have there been variations in tendeney? ITave
such changes as have oceurred been similar in various
industries ?” So far as data make it possible to say, how
do the recent and enrrent situnations eompare with the
pre-war situation ?

It goes without saying that in studying this matter
a sampling method has been necessary. By no means
all industries are represented, but the variety is reason-
ably satisfactory.

“The courtesy of the National Canners Association and its

membership has made it possible to secure information from a
large number of canning companies.



CHAPTER 1V

THE ORDER BASIS: CERTAIN INDIVIDUAL
COMPANIES

A study of the order basis of industry is best begun
with certain individual companies concerning which
some detail can be given. Specific cases serve better
than composite industry pictures to illustrate the con-
cept. Moreover, the records of the companies used have
great significance either because of the outstanding im-
portance of the concern in the industry, or because there
18 reason to believe that the specific case is typical of
the industry, or for both of these reasons.

I. A LARGE SHOE COMPANY

The experience of one very large shoe company is
first to be studied. This concern sells shoes for men,
women, and children through hundreds of dealers
seattered widely over the country. While not disregard-
ing style, the company’s emphasis is upon staple lines.’

1The data presented were obtained direetly from the officers
of the ecompany concerned, the courtesy of whom can be acknowl-
edged only in anonymity, as it was their wish that the company’s
identity be not disclosed.

Conference and correspondence with many shoe companies
and shoe trade association officials indicate that this company’s
experience is a very general one. One concern selling “ high ¥ style
merchandise gives a report somewhat at variance with the record
of this company.

36
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To understand the experience of this company, it is
neeessary to be familiar with 2 merchandising poliey or
practice which has for many vears obtained with refer-
ence to a large part of its business. This practice con-
sists of the solicitation in the late summer and fall of
orders for spring goods (that is, goods to be sold by the
retailer in the spring), the opening shipping date for
which, from the factory, 1s December 1, For fall poads—
that is, goods to be sold by the retailer in the fall—the
practice consists of solicitation of orders beginning
with Januvary, and with the opening shipping date on
May 1. The company’s agreement with its customers
on such orders postpones the requirement of payment
until the heaviest part of retail selling is over. The
business so handled is for this rcason ecounveniently
referred to as the “ future payment business.” With
arrangements thus made, 1t follows that npon the open-
ing shipping dates— namely, May | and December 1—
of each year this company may have on huud orders
which have been booked over a series of mouths and
which as they accumulated formed an order basis upon
which the company could plan its operations,

What, if anything, has happened to these advance
bookings? ITave orders taken in advance of opening
shipping date continued to be as large a part of the
vear’s net shipments as was formerly the case, and have
such orders been secured as far in advance as before?

The evidence shows an extreme falling off in advance
bookings. When 1927 and 1928 are compared with the
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carlier years, the table on page 39 shows that an almost
revolutionary change has taken place. In 1916 orders
for spring goods, for example (those whieh were sold
by the retailer in the spring of 1917), were taken in such
a way that 8 per cent of the vear’s net shipments were
secured four months in advance of opening shipping date
(December 1, 1916), 10 per cent more three months in
advance, another 10 per cent two months in advance, and
6 per cent more one month in advance. A total of 34 per
cent of the year’s net shipments were thus on the books
as orders for spring goods one month in advance of the
opening shipping date. In 1918 and 1919 no orders
for spring goods were sceured four months in advance
of opening shipping date, hut large advance hookings
vere secured two or three months ahead. In 1928 there
were no orders four months in advance, no orders three
months in advance, only 1 per cent of the vear’s net
shipments two months in advance, and 1 per cent taken
just one month in advance. If we examine the total
hookings of spring goods, it appears that in 1919 there
were 58 per cent of the year's net shipments on the
books of this company at least one month in advance
of opening shipping date, while in 1928 there were
only 2 per cent as an order basis one month or more
in advance.

A comparable sitnation obtained for fall goods, as the
second section of the same table shows. The summary
for a year’s goods in the last section of the table presents
the relation of total advance bookings to the year's
husiness.
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ApvanceE Booxings, 1916-1919, 1927-1928 »

(Bookings for indicated period in advance of the opening shipping date, expressed

39

as a percentage of net shipments for respective calendar years.)

I. Spring Goods, Booked in Advanece of December 1 of Preceding

Year
Length of Period 1916 1918 1919 1927 1928
4 months. ........ 8 0 0 0 0
3 montha......... 10 13 18 0 0
2months...... ... 10 106 30 1 1
1month........ .. 6 5 10 4 1
Total, 1 month
or more. ... .. 34 28 o8 ) 2
II. Fall Goods, Booked in Advance of May 1 of Given Year
Length of Period 1917 1918 1919 1927 1928
4 months. . ... .. .. 1 1 1 0 {)
3months. ..... ... 12 A 1 0 4]
2months. . ... ... 11 19 15 1 2
ITmonth,, .. ... .. 7 14 19 2 6
Total, 1 month
or more., . .... 31 39 36 3 8

ITII. Year's Goods, Booked in Advance of Opening Shipping Date

Last Firat
Length of Period{ Half Half 1918 1919 1927 1928
of 1916 of 1917
4 months....... 8 1 1 1 0 0
3 months. .., ... 10 12 18 19 0 0
2 months 10 11 29 47 2 3
1month....... 6 7 19 27 6 7
Total, 1 month
or more. , ., 34 31 67 04 8 10

s Data for advanee bookings cover the last six months of 1916, the

first six months of 1917, and the years 1918, 1919, 1927, and 1928.
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In the chart on this page 13 shown graphically the
advance bookings which have just been deseribed in
detail. The bars show the relative amount of orders
for spring goods, fall goods, and year’s goods on hand
at least onc month in advanee of the opening shipping
dates.”

Varvine Orper Basis ror o LaARGE SHoe CoMmpany

{Bookings received one month or more in advance of opening
shipping date expressed as a percentage of net
shipments for respective calendar years)
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The most important change, when 1919 is compared
with 1918, is the increase in total advance bookings.
In 1919 more than two-thirds of the company’s business
was booked at least two months in advance of the opening

*Both in thig chart and in the table discussed above, advance
bookings are expressed as a percentage of the net shipments of
the year in which they are taken. This method of expressing the
order basis, while the only one available, is open to some criticism,
particularly for spring goods, not all of which are included in the
year's shipments with which advance orders for them are compared.
The error, however, is not serious, as the heavy shipments of
spring goods in December place n considerable part of such goods
in the calender yvear in which advance orders for them are taken.
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shipping date, and 94 per cent was booked one month
or more in advance. In 1927 there were no orders either
three or four months in advance, ounly 2 per cent two
months in advance, and a total of only 5 per cent as
much as one month in advance of opening shipping date.
In other words, a very large part of the business which
the company formerly handled through advance book-
ings had fallen into the class of “ current business.”’
This condition continued through 1928.

The data just examined give us a vivid picture of the
relative amount of advanee bookings obtained in several

* An officer of the company gives the following comments on the
advance booking experience of 1916-1919. His observations that
the earlier years are approximately “ normal " make all the more
interesting the change in 1927.

The last six months of 1916 and the first six months of 1917
are the oldest records available covering the information shown.
It is believed, however, that the advance hookings in these two
periods were reasonably close to the normal condition during the
pre-war years of 1912 1o 1915,

While it is true that a rapid price advance occurred during
1916 and 1917 and this would seem to have stimulated advance
bookings and made these greater than normal in these two years,
it will be noted that the year 1318 does not show a very different
condition. In this year of 1918 there was very little price change.

Starting in 1918 at about the level existing at the end of 1917,
prices fell off almost 10 per cent during the second and third
quarters, then recovered n the last quarter to a point slightly
in excess of the starting level. On account of the price situation.
it is felt that there would have been no special incentive toward
advanced bookings during the vear 1918. For this reason the
advance bookings actually made appear to have been the re-
sult of regular habits existing over a long period of time. This,
taken together with the 1916-17 fipures, would seem ta
indicate that these first two years show about the normal situa-
tion with respect to advance bookings in the pre-war period.

The year 1919 is shown as being typical perhaps of an ab-
normal year with respect to advance bookings. This was, no,
doubt, due to the rather spectacular price advance which oc-
curred during this year. This is rather borne out by the fact
that the larger advance bookings occurred almost entirely
during the last six months of this year.
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vears for that large section of this company’s business
which is called its future payment business. Additional
information makes it possible to compare the advance
orders on hand at the close of each month for several
vears.! Such a comparison enables us to sec to what
degree, if any, advance ordering for all the company’s
business has changed in its distribution through the
year. Particularly, we may ask, was there the same
seasonal cumulation of advance orders in 1927 and in
1928 that existed in earlier years?

The seasonal cumulation of orders noticeable in the
earlier years had disappeared in 1927 and 1928. A
Di1SAPPEARANCE OF SeasonaL Peaxs 1IN Apvance ORDERS OF A
Laree Smor CoMPANY

{Orders on hand at close of indicated month, expressed as pel
ventage of net shipments for the rpcpectwe ealendar year)
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glance at the table on page 43 and the chart on this page
makes this strikingly apparent. Considering the situa-
tion in 1916, one observes that at the close of July there
were only a few advance orders on hand. During the
next four months salesmen were securing business which

*The fact that these data are concerned not only with the future
payment business, but with other business as well, makes them
not strictly comparable with those discussed above.
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was heing freely placed in advance, and orders cumu-
lated to a peak in November, declining abruptly when
heavy shipments began on December 1. Tn the next year
orders for fall business were solicited beginning in Janu-
ary, and such orders given freely for advance shipment,
cumulated to another seasonal peak in April.

ApvaNcE ORDERS, BY MONTHS

(Orders on hand at close of indicated month expressed as a percentage of net
shipments for respective calendar years)

1916 1917 1918 | 1919 | 1927 | 1928

Januarv. ... ... - 7.23 7.33 | 13.67 2.91 1.46
February....... oL 13.98 7.93 5.82 3.02 2.08
March. ... .... S 25.01 | 2567 | 19.75 1.63 2.51
April.......... S 3237 | 39.28 | 37.23 3.75 8.38

ay........... - 10.68 | 24.73 | 23.72 3.22 4.18
Juoe. . ... ...... . 2.64 816 | 11.26 | 3.90 4.38
July. ... ... ... 1.47 o .78 2.31 3.69 1.16
August. ..., .. 8.58 . 18 .69 | 3.50 1.20
September. ... .| 18.95 ... 1567 | 20.93 1.45 .69
October........ 20.78 ... | 28.51 | 53.82 1.92 .89
November, ..... 35.86 .1 29.48 | 59.84 5.53 2.03
December. .. .. .| 18.09 .| 2554 | 5864 | 4.04 .64

They were again sharply reduced by the heavy ship-
ments starting in May. The 1918 and 1919 pictures arc
different only in detail. Worth noticing are the cnor-
mous volume of orders in the last three months of 1914
and the apparent fact that so many were received in
December of that year that little decline was registered
in spite of December shipments.

But what of 1927 and 19287 Four facts stand out
concerning 1927. (1) The advance orders on hand at
the end of each month varied but little. (2) There
were no accumulations of advance orders comparable
to those in the former periods; buyers were placing their
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orders close to shipping date. (3) Cousequently there
was no seasonal placing of orders for future delivery.
(4) Orders in 1927 furnished only the most fragile basis
for planning production for more than a brief period
ahead of shipment. In 1928 orders on hand were mneh
more uniformly distributed through the year than in the
period 1916-1919 but somewhat less so than in 1927,
How frail was the basis for future planning is em-
phasized in the chart which follows and the table on
Pavcrry oF Orpers Moke Tan ONE MoNTH 1IN ADVANCE OF

Saipment, 1927 anp 1928

(Orders on hand at end of indicated month as a percentage of
net shipments for the respective years})

1927 1928

i i
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MONTH OF SHIPMENT MONTH OF SHIEMENT

page 45. It will be seen that the orders to be shipped
in the “second” and in the ¢ third or later months ™
ahead are few indeed. In point of fact, at the end of
December, 1927, of January, 1928, and of August, 1928,
there were no orders on hand for shipment after the
“ second month.”

One conclusion must not be drawn, namely, that order
placing has become less seasonal. What has happened is
a shifting of the seasons of ordering to correspond more
closely to the seasons of shipping. A study both of this
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company and of others, which was made, shows that shoe
shipments still have a definitely seasonal movcment.
This faet coupled with the data here shown necessitates
the conclusion that there is a scasonal flow of orders
but that 4t <s now close fo the flow of goods—indeed so
close to it that a large part of the orders are filled during
the month received.

Apvance OrbERs, 1927 aNp 1928, wiTH DESIGNATED MONTH oF
SHIPMENT

(Orders as o percentage of net shipmenta for the respective year)

Following Seecond Third or Later
Orders on Hand Month Month Month
at Close of:
1927 1928 1927 1928 1927 1928
Japuary........| 1.38 3.60 1.27 .B6 .26 —
February....... 2.38 1.94 .26 07 .38 07
March. . ....... 67 .30 B3 1.41 13 .80
April. . ... .. 3.34 4.93 13 2.02 28 1.43
&Y. ... 81 2.61 2.37 3.55 04 .02
June.,......... 3.78 4.33 .07 .03 .05 .02
Juiy........... 1.82 () 1.80 32 07 .14
August.........| 3.28 91 .18 .29 04 —
September.. ... .81 .56 .05 .04 .59 .09
October........ 27 .19 1.29 .56 .36 .14
November......| 3.4l 1.59 1.07 43 1.05 .01
December. .. ... 1.74 .60 2.30 .03 — .01

I1I. A MANUFACTURER OF WOMEN'S HOSIERY

Figures showing changes in advance orders for
women'’s hosiery have been obtained from an important
manufacturer.”

In recent years this company has oblained fewer ad-
rance orders than formerly and those less far in advance

“While the aid of the president of this company is hereby
acknowledged, the name of the company may not be published.
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of shipping date. The ratio of advance orders to total
business done by this company has declined steadily
since 1923.° (Sece chart on this page.) A very large part
of this drop, however, is between 1923 and 1924, In the

Decrinm 1N Orper Basis ror 4 Manuracrurer or WoMEN'S
HosiEry, 1922-1927

{The rutio of advanced orders to shipments in 1922 was taken
as 100)
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year 1923 this company sccured a considerably larger
part of the year’s shipments in advance orders than it
had in 1922. As we shall see in examining subsequent
material, this is in line with the movement in many other
industries.

The tendency for advance orders to be placed less far
ahead has been most noticeable since 1924. This tend-
ency may be seen in the table on page 47, where total
advance orders on hand June 1 of each year are divided

¢ Advance orders (that is, orders to be delivered 2 month or
more after the receipt of the order) on hand June 1, were used

in place of total advance orders. The ratio of advance orders to
total velume of business is expressed relative to 1922 = 100.
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into those which were placed for various periods ahead.
Prior to 1924, orders one month and two months in
advance were a larger part of the advance orders of this
company than they have been in recent years. So far
as placing advance orders less far in advance 1s an evi-
dence of hand-to-month buving, this company, therefore.
was experiencing the condition to a greater degree in
1922 and 1923 than during recent vears.

NumbeR of Hosg oN ORDER JUNE 1, TO BE SHIPPED IN INDICATED

MonTas
(As a percentage of total number on order June 1, to be shipped on or after July 1)

aonth gﬁf’;p'zd 1922 | 1923 | 1024 | 1925 | 1926 | 1927
July........... 224 18.4 11.2 13.1 10.9 15.2
August.. ... .. 26.8 293 8.1 16.3 17.9 18.8
September. ... .. 29.6 26.2 10.5 15.1 303 38.0
October........ 11.1 15.8 7.5 11.3 10.7 12.8
November. ... . 28 4.8 3.3 5.0 3.0 1.4
December. .. ... 4 .9 2 1.3 1.0 4
Unspecified . .. .. 6.9 4.6 59.2 37.9 26,2 13.4

The changes shown above, however, do not tell the
whole story of what has happened in the relationship of
orders and delivery. The company is now receiving a
targe number of ovders which require such prompt ship-
ment that they o not appear at all on its books as ad-
vance orders (one month in advance of shipment). Au
officer of the company writes: “ Prior to 1924, three
and four weeks delivery would not cause complaint from
our customers. Two weeks constituted good delivery
prior to 1924, In 1925 one week or ten days was con-
sidered good delivery, and even now that is fair delivery.
However, during 1926 and 1927 the bulk of our orders
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went out in the wholesale trade within three days after
the receipt of the order, and the maximum for the aver-
age order is about one week.”

In the past three years, then, there has been less
placing of future orders: the future orders placed have
tended to be placed less far in advance; and, at the same
time, the period within which shipment is expected for
orders not congidered advance orders has heen greatly
shortened,

III. A MANUFACTURER OF MEN’S CLOTHING

One of the largest manufacturers of men's clothing,
by supplying data, has made it possible to study advance
orders, net shipments, and the ratio of these for the
period from 1912 to 1927

Advance orders were ¢ grealer proportion of ship-
ments tn 1926 and 1927 than in any of the five preceding
years., (See chart on page 49.) Such an experience
ig quite out of line with that of the two manufacturers
previously studied. Indeed, this company’s experience
with advance orders has averaged better since 1920 than
between 19414 and 1920. During the period 1921 to
1926 the percentage of its business which was ordered
in advance was never less than 72 per cent and never
more than 75 per cent, In 1920 it had advance hook-

"The figures reflect the actual business donc by the company
with 35 accounts representing all sections of the United States.
The company has not designated how long before time of ship-
ment an order must be received to be called an advance order,
but has applied the same standard through the period. The officer
of the company furnishing the figures has asked that the com-
rany’s name be not published.
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ings of 10Y per cent of the shipments made. This anoma-
lous situation is explained by the heavy cancellations
which occurred after orders had been placed.

The varialions from year fo year are due to various
canses. The company explains, for eximple, that 1912
was a year of great advance ordering followed by can-
cellations, with the result that advanee bookings were

Varvine Oroer Basis ror 4 MeN's Crorning MaNvuracTuRER,
1912-1927

(Advancee orders as a percentage of net shipments of
corresponding yeur)
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more than 100 per cent of shipments. In 1915 the ad-
vance bookings were lower than in any of the threc pre-
ceding years and, according to the company, were very
low until late in the season. Buyers held off but eame in
heavily just before shipping date. The chart shows for
1917 a rather low pereentage of advance orders. As a
matter of fact, the company received what they regarded
as good advance buying in that year; but after shipping
had begun, vetail sales went so far bevond the expecta-
tions of dealers that a Targe number of “ £l in” and

5
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‘“repeat” orders were placed. This swelled the ship-
ments of the company and caused the advance bookings
to appear small as a proportion of shipments. In 1919
the history of 1917 was repeated. There was heavy ad-
vance buying, but again the amount of goods needed by
retailers far excecded their expectations and gave rise
to heavy “fill in” buying. The company’s experience
in 1920 has already been explained.

The merchandising policy of this company may ac-
count for its success in obtaining advance orders. This
concern for many years has advertised extensively. Ita
roods are known and aceepted as quality merchandise.
It ia one of those companies which have established
consumer acceptance, if not consumer demand. Dealers
handling its goods are carefully selected, ordinarily
carrying little competing merchandise, and count their
own suceess as identical with their success in selling
this company’s goods. Under such eonditions postpone-
ment of placing orders would seem to be of little concern
to dealers. In the cxperience of this company there is
possibly the moral for business that advertising lessens
the probability of hand-to-mouth buying and for society
that advertising may improve the pre-planning of
industry.

IV. INDIVIDUAL FOQOD CANNING COMPANIES

In the canned food industry complaint of deelining
future buying has been very prevalent. Access has been
had to the records of a large number of canning com-
panies, which make it possible to show, for a long series
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VARIATIONS 1IN THE ORDER Basis AMong Foobp CaNNING COMPANIES
(Futures as a percentage of sales of corresponding year)
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of years, for certain individual packers of various food
products, the percentages which * futures” were of
shipments.” As canners must carry out their entire pro-
duetion program in a short scason, an order basis as fur-
nished by their foture sales or advance orders 1s par-
tienlarly important to them.

The order basis upon which food canners have oper-
ated has varied greatly from company fo company and
from year to year. The basis upon which individual
compantes have planned is hest seen by observing the
charts on page 51, which show the percentage of lusi-
ness for which orders were received in advance hy two
tomato canners, two pea canners, two corn canners,
two salmon canners, and two fruit canners. The differ-
ences between individual companies are not to be ex-
plained in terms of size, ag all are regarded in the trade
as concerns of good size. In most cases they are to be
explained only by the general conditions of the trade.
But the success of certain compantes in continually
securing a large amount of advance orders is usually
the result of having established comparatively fixed
relationships with their buyers. These connections are
to some extent, and in certain instances almost wholly,
based on an ability and willingness to produce a good
grade of goods of a uniform quality. Wholesalers, or
other large buyers, who in turn have an established
clientele for a certain quality of goods, do not hesitate

® These records were obtained from the replies to a questionnaire
which was sent to members of the National Canners Association.
Euach eompany which replied was given n number which will be

used to Jdesignate it wherever its record appeurs in the ensuing
diseussions.
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to make contracts in advance. Indeed, certain whole-
salers who specialize in high quality are emphatic in
pointing out that they must place orders in advance
to assure themselves of their requirements.

Just following the war these companies all experi-
enced a drop in the percentage of future orders. Some,
however, were affected far more seriously than others.
A number of them show a bad period in 1913 or 1914;
a majority saw poor advance buying in 1921 ; while six
out of the ten show a falling off in future business in
1927. But the differences even 1n the similarities are
interesting. Even in the years when scveral move in
the same direetion, some move much farther than others.
Observation of these companies must not be translated
into a p'(:ueral‘picture of the canning industry {a more
general statement will be made later on page 73), yet
the variations in the histories of individual eompanies
noted above do give place on some oceasions to nuiform
movement,

V. A LARGE STEEL MANUFACTURING COMPANY

Material has been obtained from a leading steel manu-
facturing company which has made possible the caleula-
lation of its order basis.” Its prominence in the field
makes its record of significance. There is good reason to
believe that the experience of this company is like that of
others in the industry. As the history extends from 1910
through 1927 it is possible not only to see what has

®The data were in part sccured from officers of the company

and in part from Poor's and Moody's Manuals. The company has
asked that it be not identified.
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happened in the post-war period but to compare that
period with the pre-war and war years.

This company has experienced a “ new ere” in ils
order basis since 1923.° (See chart on pp. 5+-55.) To
some extent the new period is evident from the end of
1921. What is this “new era” ? It is a period when
the ratio of unfilled orders to shipments is unlike any-

OrpeR Basis FoR A LeapiNG STEEL MANUFACTURING
(Unfilled orders at the end of each month as percentage
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* For the years 1909-1912 the ratio is for December

thing that occurs elsewhere in the eighteen years studied.
The new features are:

1. There is a longer continuous downward trend of
the order basis (four and a half years) than has occurred
elsewhere during the 18-year history.

2. The average of the order basis for the period is far
lower than it has ever been before for a similar number
of vears. Indeed, its average is lower from 1924-1927
than at any other time, excepting December, 1910.

* Order basis is measured in this case by unfilled orders at the

end of each month expressed as a percentage of total shipments
for the ensuing twelve months.
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3. The eyclical movement which appears to have been
the most pronounced characteristic of the order basis
prior to 1922, and possibly until 1924, has disappeared.

4. A clearly defined seasonal movement of order basis
began with 1924 (possibly with 1923) and continued
through 1927. There was some tendency for this to
flatten out in 1926 and 1927.

Coyraxy, Decemszr 1909-Ocroper 1927 *
of estimated shipments for the ensuing twelve months)
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only, monthly shipments nct being available.

If we examine the order basis for the years before
1923, the eyclical swings—as has been suggested—are
the most noticeable features. Between 1910 and 1922
three cycles were completed. In each successive case the
peak rose higher than ever before. At the end of
October, 1920, at the highest point reached in the record,
the order basis was 106.9 per cent; that is, there were
more orders on hand than were filled during the twelve
months following. This peak was followed by a rapid
decline to a low in 1922 (the order basis had been
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slightly lower in 1914 and in 1915 and, as noted, has
frequently been lower since) and a moderate rise to
March, 1923. Then begins the period of gentle but
steady decline through 1927, which has already been
discussed.

Skipments of steel also have, sinee 1923, a definite
seasonality not to be found clsewhere in the record. This
seasonal movement, clearly beginning with 1924, and .
observable to some extent in 1923, shows shipments
riging rapidly in January, sometimes slowing down or
falling off in February (perhaps due to the shorter
month), and rising again to a peak for the year in
March. From this high point shipments declined gradu-
ally to a low, which is in December in three of the five
years of the period 1923-192%. In 1924 and 1925 it is
in July. In each of these two years the improvement
wag less rapid during the autumn than it was after the
turn of the year.

The experience of this company furnishes a most
striking example of an cxtended chavge in order basis
in what has been called the hand-to-mouth buying period.
It is a change which may well have the most careful
study by those forecasters who find signifieance in un-
filled orders for steel or indeed for any other commodity.
There is strong evidence that the movement of unfilled
orders corresponds (sinee 1923) much more closely to
the shipments curve than ever before, Moreover, there
has been since 1923 a regular lag of shipments behind
nnfilled orders of approximately one month. Nothing
approximating either of these observations ean he made
from the data prior to 1923,
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It is clear that mo single conclusion concerning the
order basis will accurately state the experience of the
five commodities studied. What has been most strikingly
true for the eompanies manufacturing shoes, hosiery,
and steel has not been true for the manufacturer of
men’s clothing and was not true for every eanning com-
pany studied. General conclusions may well he deferred
until after the examination of the order basis of a
number of industries, which is nndertaken in the next
chapter.



CHAPTER V

THE ORDER BASIS: CERTAIN INDUSTRIES

A study of the order basis of individual companies
indicates the differences and similarities which oceur
from industry to industry, from company to company,
and from year to year. They reflect the vicissitudes
whick confront business men in their efforts to plan their
activities. Necessarily, however, the experiences of
many businesses must be combined into a composite
picture, if one is to make generalizations concerning the
order basis in various industries, or in indusitry as a
whole. The making of such composite pictures of the
order basis in some fourteen industries is attempted in
this chapter.” These industries, large in themselves, and
embracing many businesses, may to advantage be thrown
into some half dozen groups, and under such groupings
they will be considered.

! The souvces of unfilled orders and shipments data which were
used to compute the order basis ratio for each industry will be
indicated where the industry is discussed. In every case, except
where otherwise specified, these data are published in the Survey
of Current Business. The order basis in every case in this chapter,
excepting in the section pertaining to canned goods, is computed
by dividing unfilled orders at the end of each month by total
shipments for the ensuing twelve months. Advance orders are
placed for shipments which are to fellow; and while the period
during which they follow no doubt varies somewhat from industry

to industry, it is believed that the period used is as satisfactory
a3 any which might have been chosen.

58
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I. THE ORDER BASIS FOR IRON AND STEEL

The several commodities which have been grouped in
the iron and steel industry show sufficiently different
trends to make it advisable to deal with them separately.

Vartatton rather than uniformity is shown among the
samples. The order basis for merchant pig iron shows
a definite downward trend." (See chart on this page.)

QOrper Basis ForR MercrAnNT Pic Irow, 1919-1925

(Unfilled orders at the end of each month as a percentage of
shipments for the ensuing {welve months)

onLrly IOVINIINIS
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From slightly under 25 per cent in 1919, orders aceumu-
lated until at the peak in August, 1920, there were
orders on hand for 102 per cent of the shipments
which were actually made during the next twelve
months. Then followed a decline, abrupt and almost
continuous, until February of 1922. Since 1922 the

*Unfilled orders and shipments, representing about 90 per ceot
of the production in strictly merchant furnaces, are compiled
by the American Pig Iron Association and published in the Record
Book of Business Statistics, Part II, “ Mctals and Machioery,”
p. 18,



60 HAND-TO-MOUTH BUYING

order basis has improved and declined with considerable
regularity. During this time it has never reached more
than 37 per cent—which point was almost touched in
March, 1923—nor fallen below 15 per cent. The trend,
however, has been a declining one. Moreover, the ratio
of orders to shipments has been more stable since 1925
than in the three vears preceding.

The ratio of unfilled orders to shipments of steel sheets
shows a curve somewhat like the ratio for pig iron.’

Onber Basis ror STeEL SHEETS, 1919-1927

(Unfilled orders at end of each month as percentage of shipments
for the ensuing twelve months)

&

PERCENTAGE RATIO
S A
3 8
Qiivy FAVINTIS IS

)

0 Y 3 = 3 z
T b e b e

(See chart on this page.) The high, as in the case of
pig iron, was reached in August, 1920, but it was less
than 60 per cent. The decline also continued to Febru-
ary, 1922, save for a slight incerease in the latter half
of 1921. Since that time, however, there have been dif-
ferences in the two ratios. The order basis for steel sheets
is tending to become better at the point at which the
data on pig iron lapses. During the last three years,

? Basic data for steel sheets—black, blue, galvanized, and full
finished—representing almost all of the independent shect-steel
manufacturers are compiled by the National Association of Flai
Rolled Steel Manufacturers.
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espeeially in 1925 and 1926, the order basis for stecl
sheets has shown a tendency to improve.

The data for steel barrels make 1t possible to show
the ratio of unfilled orders to shipments for the six and
a half year period from July, 1921, to December, 1927.°
{ See chart on this page.} From the lowest point of the
sericg in December, 1921, the order basis for this produet
rose in 1023 to a higher point than it has ever reached
since that time. The order bagig fell from early in 1923

Onroer Basis ror STEEr. Barrers, 1921-1927

(Unfilied orders at end of each month as percentage of shipments
for the ensuing twelve months)
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nutil the middle of 1924, rose until the last of 1926, and
dropped considerably in 1927. During the three years
1924-26 the influence of the winter season 1s strongly
marked, advance orders being high in November, Decem-
ber, and January. The seasonality of the order basis
for this produet is similar to that of the order basis for
steel shects. Manufacturers of this produet, however,
have through the period had a better basis for planning

*Basic duta were compiled by the Steel Barrel Manufacturers’
Assoeiation, 1921-1923, from reports of from 45 to 65 per cent of
the industry. and by the U. 8. Department. of Commerce, Bureau
of Census, 1924-1928, from reports of almost the entire industry.
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their operations than have the manufacturers of steel
sheets.

The curves for the three iron and steel products con-
sidered are similar in certain respects. The order basis
has greatly declined since 1920, though more in some
than in others. Tt improved noticeably for each produet
with the improvement in bhusiness in 1923, and for each
it shows a congiderable seasonal movement since that
time.

II. THE ORDER BASIS FOR BUILDING MATERIALS

The order basis in the field of huilding materials is
represented by face brick, common brick, oak flooring,
and enameled ware baths.’

Unfilled orders for face brick have formed a more
uniformly satisfactory order basis during the past few
years than have those for common brick. The order
basis for face brick has been steady during the period
1925-1927, with a slight tendency downward which is
particularly noticeable in the last year of the three. {See
chart on page 63.) The situation has been slightly
better than in 1922, but not so satisfactory as in 1923.
In 1923 advance orders in proportion to shipments
were greater than in any other year.

In the six years considered, the seasonal movement is
very definite. Unfilled orders come in rapidly from

® Data are those compiled by the American Face Brick Associa-
tion representing about 70 firms; by the Common Brick Manu-
facturers’ Association of America representing about 30 per eent
of the total output; by the Oak Flooring Manufacturers’ Associa-
tion representing about 90 per cent of the industry; and by the
U. 8. Department of Commerce, Bureau of the Census, repre-
genting from 98 to 100 per cent of the enameled ware industry.
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January through April or May and are lowest in Decem-
ber. Shipments start upward one or two months later
and drop off usually in January or February. The order
basis reaches its highest point in April or in June and
reaches its lowest in December. In 1923 the improved
order basis is largely to be accounted for by the inereasc
of advance orders. Shipments advanced as compared
with 1922, but forward buying inereased even morc
rapidly. The more recent downward tendency in order

OrpER Basis For Face Brick, 1922-1927

(Unfilled orders at end of each month as percentage of shipments
for the chsuing twelve months)
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basis, particularly in 1827, was due to the fact that orders
were not placed in advance to the extent that they had
been in preceding years. Shipments held up, but advanee
orders came down, the scasonal peak for shipments being
slightly higher than in any of the preceding years of the
geries, and the peak for advance orders definitely lower,

Unfilled orders for common brick rose rapidly from
the middle of 1921 to the middle of 1923. The rise was
broken by a six months’ decline in the latter half of
1922, but then went forward to a point not reached
sinee. Following 1923 the trend was downward. From
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1923 on, the order basis was constantly weakening.
(See chart on this pagze.) The cause is made clear by a
study of the detailed data, which show that while unfilled
orders were declininy, shipments were at first inereasing
and later decreasing less rapidly than the unfilled orders.
The seasonal movement of unfilled orders and shipments
1s definite. There is some slight evidence that advance
ordering begins carlier than it did two or three years

Orper Basis ror Comamon Brrick, 1923-1927

{Unfilled crders at end of earh month as pereentage of shipments
for the ensuing twelve months}
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ago. The low point in 1928, 1927, 1926, and 1925 was
in October or November, unfilled orders beginning to
increase before the turn of the ycar. In 1924 unfilled
orders did not begin to rise until February, and in 1923
they started upward in January. The movement of ship-
ments usually follows the movement of unfilled orders
by from three to four months, There seems to be no
evidence that orders for common brick are being placed
nearer to shipping date.

Eztreme changes in the order basis of an induslry are
shown by comparing unfilled orders and shipments of
enameled ware baths. {See chart on page 65.) The
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record of this industry is the more interesting becanse,
perhaps as well as any single produet, it furnishes
an index to the domestie building trade. From 1919
through 1927 the order basis in this industry has passed
through four stages. During 1919 and 1920 untilled
orders rose from a very low point to one at which there
were at the end of certain wmonths orders for more than

Orver Basis ror ExaMeLer Wars Baras, 1918-1927

(Unfilled orders at end of each manth as percentage of shipments
for the ensuing twelve months)
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80 per cent of entire next year’s shipments. During
this period shipments came to be many times as great
as at the early part of the period, but orders were
pouring 1n so rapidly that they far outstripped ship-
ments. Then came a rapid decline to a low point in
December of 1921. Shipments followed a dissimilar
course part of the time, rising vigoronsly while unfilled
orders declined. There was thus a brief pertod in 1921
and the early part of 1922 when the order basis was
extremely low, being at the end of certain months less
than 4 per cent of the orders for the cnsning year.

6
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Shipments of baths continued to increase rapidly
through 1923 and into the spring of 1924, but orders
again poured in even more rapidly, cazusing the ratio
curve to rise so that at the highest point in 1923 pro-
ducers had orders for nearly 30 per cent of the following
year’s ontput. Orders continued to furnish a good basis
for production until the middle of 1924. From that
point through 1928 a new era developed. The ratio of
unfilled orders to shipments fell continuously. Unfilled
orders at the end of certain months became less than

OrpER BasIs For QAK
(Unfilled orders at end of each month as percentage

PERCENTAGE RATIO

= x % oz z & oz & X T T
T3 3 % - 75 BN EEEEE
B R et P (aian” et

shipments for the same month; and during almost three
years, from April, 1925, to March, 1928, the unfilled
orders on the books of the industry, at the end of any one
month, were only once as large as the shipments of the
ensuing month. Yet the volume of shipments has not
noticeably declined. The peaks have been as high or
higher in every year since this situation has begun than
they were in any other years of the seriés. It is a clear
case of hand-to-mouth buying in the sense that while
shipments are good, which necessarily means a good
supply of orders, many of the orders are not being
placed in advance sufficiently far to permit them to show
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at the end of the month as unfilled orders. This condi-
tion is most striking in 1927, during which year the
order basis is below 4.5 per cent every month. There
is evidence of change in the late spring of 1928,

The changed order basis in this industry has been
accompanied by a marked increase in seasonality of
shipments. In this instance, hand-to-mouth buying has,
without doubt, resulted in a less stable flow of goods
than was formerly the case. Orders being placed for
immedizte shipment are apparently not placed until the

Frooring, 1912-1927
of shipments for the ensuihg twelve months)
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product is needed for building purposes. The building
industry, in spite of recent improvements, is still a
seasonal one, and the combination of forces results in
a seasonal movement of the produet. In 1920, 1922,
1923, and 1924, when many unfilled orders were on
hand, the product moved out with comparative uni-
formity. Evidently the buycrs were taking the goods
when they could get them, and holding them until the
time of use. It would be surprising were we to discover
that stocks in the hands of cellers had not increased in’
this recent period of ordering for immediate shipment.
{See pages 247-251 for discussion of this point.}
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The order basis in the oak flooring tndustry is more
substandial in the post-war than in the pre-war period.
(See chart on pp. 66-67.) This is the more significant
because the indnstry has beeome much more important.
Shipments in June, 1928 were nppruxim:itvly ten times
what thev were in June, 10712,

Hand-to-month buying appavently prevailed in this
industry from 19412 until late in 1915, Unfilled orders
at the end of the wonth during that perind were often
no greater than the shipments for the ensuing month,
and in 1914 and 1915 they were frequently less. The
ratio of nndilled arders ro shipments was deelining. Late
in 1915 a change occurred. Both shipments and wnfilled
orders inercased. Shipments in May, 1917, were more
than three times as high as they had been i Jfane, 1912
bt orders had come in so rapidly that the ratio of
untilled orders to shipments for the ensuing vear was
higher 1 that wonth than at any point from 1912 to
1928, This condition of the order basis becaie less
satisfactory (from the point of view of sellers) until
toward the close of 1915 buving was back on a hand-
to-mouth basis, and shipments were extremely low. The
boom of 1919 and early 1920 gave the oak flooring
manufacturers an inerease of shipments and an im-
proved order basis almost equal to that of 1917, But
this position was again lost by late 1920, when orders
at the end of each month fell below shipments for the
sume months and remained there until late in 1921,
Beginning early in 1921 shipments rose rapidly and
tended npward strongly until late in 1923. The forward
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buving did not appear until late in 1921, and even
during the boom of 1923 unfilled orders never became
nearly as great in comparison to shipments as they did
in 1917 or 191%. While wntilled orders were high and
the basis upon which flooring manutacturers eould pro-
ceed was fairly good, buyers in this field never piled
unfilled orders as far bevond immediate requirements
as was the case 1n certain other industries in the heetic
post-war years. By the middle of 1926 advauce ordering
had become quite eonservative and has continued close
to the shipment line ever since. In 1927 the movement
of the ratio was downward, and unfilled orders scem to
indicate that the ratio in 1928 will probably average
about the same as in 1927,

The situation, on the whole, is, as was indicated in the
opening sentence, a better one for sellers than it was
prior to the war. The ratio curve is higher. The huyers
of oak flooring have, nevertheless, appeared to evidence
a relatively conservative attitude even during the boom
vears of 1923 and 1924, The years 1813 and 1921, in
thig industry, arc almost identieal in the ratio of nnfilled
orders to shipments. The year 1927 shows a very similar
ratio, although the business is enormously expanded
in the last year. A study of the detailed curves shows
how similar has.been the attitude of buyers in those
three periods, and this has brought about a similarity of
the order basis in spite of the differences in the volume
of trade concerned.
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I1I. THE ORDER BASIS FOR TEXTILES

Unfilled order data for the hosiery and knit under-
wear industries make it possible to add an industrial
view of these representatives of the textile trade to the
view given in the preceding chapter, by an examination
of certain individual companies.'

The basis upon which hosiery manufacturers may
plan production declined from the middle of 1925 to
1927. (See chart on this page.) This was almost en-
tirely due to the decline in unfilled orders, as shipments

Orper Basts ror Hosiery, 1924-1927

(Unfilled orders at end of each month as percentage of shipments
for the ensuing twelve months)
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showed very little change during the period. During
1927 there was a very slight increase in order basis, but
during 1928 unfilled orders dropped so much that
it seems probable to suppose that the order basis will
follow a similar course. There was a weakening of the
order basis in the first half of 1924 and a considerable
improvement in the last half of that year and the first
Lalf of 1925. These changes also are to be accounted for
by the change in orders rather than the change in ship-
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* Data representing about 44 per cent of the hosiery industry
and about 61 per cent of the knit underwear production are
compiled by the U. S. Department of Commerce, Bureau of the
Census.
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ments. Indeed, the greatest improvement in the order
basis which occurred in a serics of years came while
the shipments curve was rising. Orders on hand, how-
ever, were rising faster. Although much has been said
of hand-to-mouth buying in hosiery, the charts do not
show that as scvere requirements are being made of
vendors in this commodity as in many others. KEven at
times when the order basis is lowest, unfilled orders at

Orper Basis For Kn1T UNDERWEAR, 1920-1927

(Unfilled orders at end of each month as percentage of shipments
for the ensuing twelve monthas)
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the end of the month call for more than 10 per cent of
the next year’s requirements. Nor is there any time
{except October, 1928) when the unfilled order curve
ginks below the shipment curve. We have noted other
instances where this has ocenrred and have drawn the
conclusion that under such conditions orders in consider-
able part are being filled within the month of receipt.
1t seems certain that in this industry some companies
are operating on advance orders to a much greater ex-
tent than others.

The basis of planning in the manufacture of knil
underwear has been much more varied than for the
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commodity just discussed. (BSee chart on page T1.)
With considerable seasonal movement the order basis
advanced steadily from 1921 to the end of 1923, This
was due, as can be seen by comparing the monthly data
for unfilled orders and shipments, to a great increasc
in orders; for shipments were also advaneing during
this period. Although shipments declined somewhat in
1924, there came a great drop in orders, resnlting in a
comparable drop in the order basis. In August, 1024, a
new inrush of orders, with only a slight increase in ship-
ments, improved the order basis. Sinee the spring of
1925, however, the trend has been downward. This is
clearly due to less advance ordering, as shipments have
not changed noticeably. There has been in this industry
less placing of orders ahead after 1925 than in 1923 and
1924, but no less than there was in 1921 and 1922,
Indeed, the curve of mnufilled orders has never been
below that of the curve of shipments excepting in De-
cember, 1920. Since the beginning of 1925 manufac-
turers in this industry at the end of the month have had
on their books, on the average, orders for about 20 per
cent of the business which was shipped in the ensuing
twelve months,

IV. FUTURES BUYING OF CANNED FOODS

The preceding ehaprer furnished an illustration of the
varied expericnces of certain eanners of food products
of several types. Data have been collected, however,
from a sufficiently large number of canuing companies
to give an idea of what has been lhappening to futnres
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buying in all the important divisions of the eanned foods
industry.’

For every type of canned foods the order basis shows
a recent decline. Yet in the year 1921 corn canners
received advance orders for a smaller percentage of their
sales than in any other ycar of the 17-year series. (See
chart in this page.) However, buying of futures im-

Onper Basis For CANNED CORN

(Future orders as a percentage of total sales for the
indicated years)
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proved greatly fron 1921 through 1924, but has declined
continuously since. In 1927 the order basis was lower
than at any other point in the series excepting 1921,

"The pereentage of the year's sales sold as futures is used to
measure the order basis of canning compantes. Data are replies
to & questionnaire sent to seleeted members of the National Can-
ners Association. Euach company which replied was given a number
which will be used to designate it whenever its record is discussed
individually. Salmon is not represented in the industries that
follow, as information was obtained from only two salmon packers,
and the experience of cach of these with futures appears on
p. 3l.
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Moreover, the trend of futures buying has been definitely
downward since 1911. Where the records of the same
group of eompanies could be used for a series of years,
the curves for their experience and for that of the all-
companies group arc very similar.” Corn canners are
justified in their belief that ¢ futures buying is not as

Onrber Basis ror CANNED Peas

(Future orders as a percentage of total sales for the
indicated year)
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good as 1t used to be.” But they are not justified in
the statement commonly heard, that a hand-to-mouth
method of placing orders has existed since 1921 and has
grown steadily worse.

The order basis for canned peas has had a downward
trend since 1917. (See chart on this page.) Although

* The records of all companies reporting in each year, 1911-1927,
and of eight companies each reporting for the period 1918-1927
are shown in the chart. The combined experience of 15 companies
each reporting for five years, 1923-1927 (not charted), is almost
the sumne as that of all companies reporting for the same years.
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in 1921 a smaller perecentage of the pack was sold as
futures orders than in any preceding year, 1926 marked
the low spot for the series. In 1927 conditions were
somewhat better than in 1926, Certain compantes, as
indicated in the enrve which gives the history of four
companies for the ten years 1918-1927, have been able

Oroer 1B3asis vor CannNep TomaToEs

(Future orders as a percentage of total sales for the
indicated year)
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to withstand the tendency towards less futures buying
reasonably well.® Since 1925, however, cven these com-
panies have suffered severely from postponement in
the placing of orders. In buying, both of canned peas
and canned corn, 1915 was a bad year for futures, but

*The combined experience of ten companies each reporting
for the five years 1923-1927 (not charted) is almost the same as
that of all companies reporting for those years.
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the drop was much less noticeable in the sale of eanned
peas than in the sale of canned corn.

The order basis for tomato canners has consistently
been less high than for canners of peas and corn. (See
chart on page 75.) The proportion of the annual
tomato pack ordered in advance, however, has not de-
clined as abruptly since 1924 or 1925 as have those in
the other industries discussed. For tomatoes, as for the
other food products, 1921 was a bad year for futures
buying. Following 1921, however, futures were sold
freely through 1923 or 1924. Since that time the decline
has been steady, but even now the order basis for canned
tomatoes 1s not shown to be worse that it was between
1913 and 1919

The order basis as shown by the proportion of orders
placed in advance is becoming less satisfactory for every
major type of canned fruit. (See chart on page 77.)
Whether we consider cherries, pears, or berries, the per-
centage of futures sold in 1927 is far below that sold in
1923. Future sales of peaches also declined greatly
in 1927, Data for pears, available from 1919 through
1927, shows futures buying in 1927 to be even lower
than in cither 1920 or 1921, That is, in each of the
four types of canned fruit, there was less advance buy-
ing in 1927 than i any other reported vear. Movement

¥ The charts showing fufures buving of eunned toinuloes are,
prior to 1923, not wholly sutisfactory, because of the limited
number of companies. In 1921 there were six compunies reporting.
Only two companies reported from 1911 to 1917. The eombined
experience of nine companies, 1923-1927 (not charied), is similar
to that of all companies reporting for those years.
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toward less futures buving has not been regular, how-
ever, in any of the canned fruits, and for three of them
conditions were better 1in 1926 than in 1923, Neverthe-
less, as in the instances discussed carlier, fruit canners
are justified in the feeling that futures buying is de-
clining.

Ouper Basis por Caxyepr Frorr, A ReporTinG CoOMPANIES

{Future orders as a pereentage of total sules for the
ndicated yvear)
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The cauned foods tndustry has had a remarkably
sfrong order basis. One of the most noticeable facts
concerning the order basis in the canned foods industry
is that for all praduets a very high pereentage has been
futures business in all of the vears considered.

Frequently cauning eompanies receive advance orders
for more than 90 per cent of their output year after
vear. Indeed, there are some companies that receive
orders for 100 per cent of their output.™ No other in-

" See p. 51.
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dustry for which advanee orders have been examined has
shown a basis for estimating future shipments eom-
parable to that of the canning industry. Tt would prob-
ably be a mistake to infer that the recent futures decline
in the canning industry means that this business is to
turn into one which essentially produces for stock to he
sold on some competitive basis after production. But
it is indeed interesting that this great industry, de-
pendent upon agricultural production and similar in so
many ways to agriculture, should have a marketing sys-
tem organized on a vitally different basis. The high
order basis in the canning industry is about as far re-
moved from the order basis upon which farmers operate
as one can well imagine. An industry in which the
individuals have consistently averaged sales of from 50
to 90 per cent of its output in advance of production has
attained a svstem of marketing strikingly different from
that of selling throngh a competitive exchange after
produetion is eomplete.

V. TWO UNCLASSIFIED INDUSTRIES

Household furniture and industrial pumps, not fitting
readily into any of the groups made, are considered
here.” Unfilled orders and shipments of household
furniture manufactured by the companies in a number
of associations are reported in the Survey of Current
Business. Similar data for one of these associations
were obtained directly from the association for a some-

™ Again the ratio of unfilled orders at the end of each month
divided by shipments for the ensuing twelve months is used to
measure order basis.
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what longer period. The changes shown by these two
groupings are so nearly the same that only the grouping
giving the longer history will be discussed here.
Unfilled orders for furniture at their highest point
since 1919 furnished only about half the order basis
that was provided in the 1919-20 peak. (See chart on
this page.) The order basis steadily improved during
1919, reaching about 40 per cent of sales for the ensuing
year in January, 1020. Tt then declined rapidly to the

Orber Basis ror HoUseHoLD FURNITURE

(Unfilled orders at end of each month as percentage of shipments
for the ensuing twelve months)
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lo“est point in the entire period, about 1 per cent in
December, 1920, During 1921 and 1922 the improve-
ment was slow, but steady except for seasonal fluctua-
tions. Dmring 1923 the order basis deelined to the
moderately low level which has been maintained since
then. During this last pericd there have been definite
spring and fall scasons but very little change in yearly
average.

The order basis for industrial pumps has Leen good
throughout all of the period 1919-1927.™ (See chart on

#Data for steam, power, and centrifuga! pumps, representing

about two-thirds of the industry, are compiled by the Hydraulic
Society.
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page 80.) The ratio of unfilled orders to shipments has
varied a great deal, but it was only for about sixteen
months, from Qctober, 1923, to February, 1925, that
hand-to-mouth buying existed in the industry. During
that peried it did exist in the sense that unfilled orders
on hand at the end of cach month were almost eontinu-
onsly less than orders shipped during the month. In
March and April, 1925, the order basis for industrial

Oroer Basis rFor INDUSTRIAL PUumps

{Unflled orders at end of each month as percentage of shipments
for the ensuing twelve months)
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pumps moved upward, and the ratio of unfilled orders
to shipments for the following year has remained in the
neighborhood of 19 per cent. For the past three years
unfilled orders show a somewhat cyelical movement, with
a high during the summer or spring and a low late in
the year.

Changes in the ratio of untilled orders to shipments
in this product have resulted almost entirely from
changes i the volume of orders on hand. Shipments
have remained snrprisingly uniform from year to year.
There was some increase in 1919 and 1920, but no such
striking growth of output as has been noted in many
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mdustries. This 1s an industry in which for the past ten
vear the actual unfilled orders could be taken as a very
close approximation of the ratio of unfilled orders to
shipments.

Anattempt to summarize the experience of the several
industries considered leads to the word “ variety.” From
industry to industry the order basis has varied, and
within the groupings made there has seldom been con-
sistency. The evidence is clear, however, that a down-
ward trend has been common since 1920, although a
rise which often ocecurs between 1921 and 1927—Are-
quently in 1923—makes doubtful statements concerning
trend for the whole period. Tn those industries where
the order basis in the pre-war years can be studied, one
finds conviction that the order basis symptoms which
we call hand-to-mouth buying have been present upon
more than one carlier oceasion. Moreover, we may con-
clude that a chunged order basis may result from various
causes. Declining orders or monnting shipments may
produce similar effects, or a combination movement may
show the sawe result. Finally, in certain lines of busi-
ness the order basis is much higher than in most others
and for certain goods the order hasis remains at a high
point throughout the period studied.



CHAPTER VI

THE ORDER BASIS: BUYERS REPORTS

Those who purchase view unexceuted contraets of sale
differently than do secllers. Instead of speaking of ad-
vance orders, orders booked, or unfilled orders, they
speak of outstanding commitments, or outstanding
orders. Data on these, as well as on unfilled orders,
may be used to measure order basis. Encugh of such
data would picture the order basis of industry; for a
given type of purchaser, they show the nature of the
order basis furnished to his vendors by such a purchaser.

Evidence on outstanding orders of two important
types has been obtained and studied. First will be con-
sidered the order hasis furnished by department store
purchases as shown by the ratio of their outstanding
orders to their sales; second will be examined infor-
mation seeured from about one hundred thirty pur-
chasing agents, which makes it possible to analyze the
changes, if any, in the period of ordering ahead during
the fifteen years 1914 to 1028,

I. THE ORDER BASIS FURNISHED BY DEPART-
MENT STORE PURCHASES

Over six hundred department stores reported out-
standing orders by months to the Federal Reserve Board
82
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during the period 1920-1927." The Federal Reserve
Board then summarized these reports for each prin-
cipal city, for each Federal Reserve district outside of
these cities, for each Federal Reserve district as a whole,
and for the United States as a whole. The data for six
of these districts and for the United States as a whole
have been handled in such a way as to ascertain whether
the orders placed by department stores have been provid-
ing a better or poorer order basis for the many manu-
facturers from which purchases are made.

*The general collection of reports of department store orders
cutstanding by the Federal Reserve Board was discontinued in
January, 1928. The data used in this study were furnished by the
Federal Reserve Board from unpublished records.

*These data as reported were not entirely satisfactory for this
purpose, as they werc expressed as percentages of total sales for
the preceding year. Used thus, a ¢change in the volume of business,
as well as a change in the proportionate amount of advance
ordering, would change the ratio. For example, suppose gales
to be the same for 1922 and 1923 but larger in 1924. Then suppose
outstanding orders to be a constant proportion of the sales for
each year. When outstanding orders are expressed as a percentage
of sales for the preceding year, the 1924 ratio would be greater
than the 1923 ratio. Obviously this would oot be a true measure
of the change in order basis. To remedy this, an estimate was
made of the ratio of outstanding orders for each month to total
sales for the same year. About hulf of the stores which report
outstanding orders to the Federal Reserve Board also report sales.
These are summarized for Federal Reserve districts and for the
United States as a whole and put in the form of an index number
(Survey of Current Business, April, 1928, pp. 20 and 21). The
average for each year of outstanding orders at the end of each
month, expressed as a percentage of sales for the preceding year,
wag multiplied by the index number of sales for the preceding
year and divided by the index number of sales for the same year.
This method gives reasonably satisfactory results for the New
York, Richmond, Atlunta, Chicago, and Dallas distriets, where the
number of stores reporting sales i3 almost as large as the number
of stores reporting outstanding orders. It is somewhat less satis-
factory for the Boston district and for the United States as a whole,
where the difference between the number of stores reporting
outatanding orders and the number reporting sales is greater.
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There 1s a tendency for department stores to furnish
& weakening order basis for their vendors. (See chart
on this page.) Five of the six Federal Reserve districts
for which cstimates were made show at least a slight
trend downward in the ratio of outstanding orders to
sales during the period 1921 to 1927, In every district

Oroer Basis FurN1sHED BY DEPARTMENT SToRE PURCHABES IN

Desiaxater Feperan Reserve Districrs, 1920-1927

{Average for the year of outstanding orders on hand at end of
months, expressed as a percentage of year’s sales)
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for which data are available the order basis of 1920
was very much greater, in some instances twice as great,
as that for any year since then. The Chicago district
shows considerable change from year to year but has a
slight trend upward. In mest districts the ratio in 1923
1s relatively high. In some instances the 1922 or the
1925 ratio, or both ratios, are high. In every case, ex-
cepting in the Atlanta district, the ratio in 1924 1s
lower than that in either 1923 or 1925. The ratio of
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outstanding orders to sales in the \tlanta district shows
a steady decline beginning with 1023,

There is much rartation in order basis among {he
differen! districts. The average of the order basis ratios
for each of the distriets for different periods of years 1s:

Eight Years Seven Years Six Years

District 1920-1927 1921-1927  1922-1927

Number 1,Boston ........... 68 6.0 6.0
Number 2, New York .... ... 7.1 63 6.2
Number 5, Richmond ..... .. 6.7 63 62
Number 6, Atlanta ... ..... . 66 66
Number 7,Chicago .......... 91 8.0 82
Number 11, Dallas ........... o 71 70

Umted Statcs, all districts . ., . 70

It shows that Doston department stores offer their
vendors the poorest basis for planning, with Richmond
and New York stores giving but little more. From the
standpoint of the stores, this means buying on a com-
paratively hand-to-mouth basis. Chicago has much the
highest ratio of orders to sales.”

A study of the outstanding orders each month for the
Boston, New York, Atlanta, and Dallas distriets shows
that the variation of outstanding orders within a year
is greatest in Dallas and lcast in Boston. New York
shows less variation than Atlanta. The district having
the greatest average ratio of outstanding orders to sales
shows the greatest monthly variation in this ratio. In
fact, if these four districts for which both types of data
have been studied were arranged in the order of increas-
ing monthly variation, they would also he arranged in
the order of increasing average ratio of outstanding

' Some of the most prominent stores in Chicago did not report,
howeyer, which, no doubt, in part accounts for this faet.
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orders to sales. The variations within the year are
definitely seasonal.

There is some evidence that deparlment stores in large
cities furnish @ weaker order basis than do ™ outside ”*
department stores. The monthly variations of outstand-
ing orders were computed for a large city in each of
five districts. These variations were compared with
similar variations for the * outside.” The comparison of
Bostun and “ outside ” shows that outstanding orders
vary much more * outside ” than in the city.” {See chart
on page 87.) The comparisons in the New York, At-
lanta, and Richmond distriets show similar, though
less marked, differences. The Dallas district, on the other
hand, shows very little difference between the two see-
tions, We have seen above that in those districts where
the order basis was greater the monthly variation was
greater. ¥rom this fact and the faet that the “ outside ”
shows the greater variation the inference may be jus-
tified that ‘ outside ” buyers give vendors a better order
basis than do eity buyers; otherwise expressed, do not
exercise so extensively a policy of hand-to-mouth buying.
The most probable explanation of the differences between
city and comparatively rural distriets is that the cities
are more conveniently located to dealers who will furnish

*In each Federal Reserve distriet data are grouped for one or
more principal cities and also for the remainder of the distriet.
The part of the district not in any one of the cities separately
considered is called “ outside.”

*It was interesting to note that in 1920 the order basis for the
city was far higher than for the country. It is probably safe to
infer that the city buyers in that boom period were buying more
speculatively than those in the surrounding territory. This in-
ference is suggested also by the high deviation for Boston in 1920.
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them with goods in small quantities on very short order,
while the “ outside’ distriets must order farther in
advance in order to be sure to receive shipments in time
for expected sales. The monthly fluctuations of the ratio

SeasoNaLITy oF OrpER Basis 1N Boston awn “ Oursme,” 1920-1927

(In each area outstanding orders of department stores at the
end of each month are expressed as percentages
of preceding year’s sales)
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in etty and “ outside ” districts seem to show a closer
agreement in 1927 than in any other years. This may
well mean that motor trucks, good roads, telephones,
knowledge of stock-keeping, and other factors are urban-
izing the buying practices of the “ outside ” distriets.
Although depariment store soles exhibil regular
seasons throughout the period, there is evidence that the
seasons for placing orders vary. (See chart on page
88.) This variation shows an interesting relationship
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to changes in general business conditions. Su far as the
spring season is conecerned, there are two ycars—1923
and 1927—when outstanding orders were higher in
February than in Jannary.” In every other case they

OUTSTANDING ORDERS AND SALES OF DEPARTMENT STORFS IN THE
UnitEp States, 1921-1927

{Monthly sales and outstanding orders at the end of each wonth
as percentages of average monthly sales for
1923-1925)
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were either the same or lower. The situation must be
accounted for differently in the two years, however. In
1923 orders were high in January, and the increase in
February was apparently «ne to the boom In business

® An estimate of outstunding orders which would be comparable
to sales relative to 1923-1925 monthly average — 100 was made
as follows: Each monthly ratio of outstanding orders to sales
of the previous year was multiplied by total relative sales of the
previous year,
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conditions. This is borne out by the fact that even dur-
ing the spring and summer outstanding orders were
maintained at an unusual height and that the order
Lasis for the first six months was high. In 1927, how-
ever, orders appear merely to have been postponed. The
inerease was comparatively slight in January. More-
over, the peak in February was followed by the usual
seasonal decline.

The second seasonal rise in ontstanding orders heging
in May and reaches a peak in July in every case except-
ing in 1924 and 1927. In both of those years the initial
rise was postponed until June, and the peak was not
reached until August. Tt appears reasonable to relate
the 1924 situation to the fact that in that vear the prices
of such important department store items as silk, rayon,
and cotton goods were declining sharply for the first
six months of the year, while house furnishings declined
considerably, and boots and shoes somewhat. Inasmuch
as there was no significant decline in the prices of im-
portant. department store merchandise in the same
period in 1927, it is reasonable to surmise that the hand-
to-mouth buying of that year reflected something of a
poliey rather than a means of meeting a sithation.

II. THE PURCHASING OF PURCHASING AGENTS

About one huudred thirty purchasiug agents located
in varions parts of the conntry, representing some twenty
industry groups, and buying a great variety of materials,
answered an inquiry as to bow far ahead it had been the
practice of their company to place orders for two or
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more important commodities purchased, in each of a
number of years." They were asked to give the informa-
tion in days for each of the years: 1914, 1918, 1928,
1924, 1926, 1928. In cases where one company gave
data for more than one commodity purchased, that for
each commodity will be considered as one report.

A study of these reports does not give us a direct mea-
‘sure of the order basis, but it does show what has been
happening to the length of period in which orders are
outstanding. It thus throws light on one of the important
factors that determine the order basia.

Aa the replies gave a variety of perieds for ordering
ahead for the various years, it was necessary to divide
those reported into groups. Eight groups of the number
of days orders were placed in advance were made as
follows:

Less than 14
14 to 30
30 to 60
60 to 90
90 to 120
120 to 180
180 to 360
360 or over

For cach year the number of reports of advance orders
falling within each of these groups was counted and ex-
pressed as a pereentage of the total number of reports
for the year.
A striking picture of the shortening period for order-
ing in advance is made by the reports of purchasing
'Those reporting were members of the National Association

of Purchasing Agents, through the courtesy of which organization
the study was made possible.
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agents. (See table on this page.) The percentage of
reports showing that orders were placed less than sixty
days in advance increases steadily through the period
so that it is nearly three times as great in 1928 as in
1914. The percentage of those showing ordering from
sixty to one hundred and twentv davs in advance changes
very little through the period except for an increase of
nearly 20 per cent in 1922 and a similar decrease in
1928. The percentage of those showing ordering farthest
NUMBER oF REPORTS SHOWING (JRDERING IN ADVANCE, FOR PERIOD

INDICATED
(43 a percentage of the number of reports for the year)

Numb f Dav 1914 1918 1922 1924 1926 1928
umAEE of Lays (107 (128 (154 (173 (182 (184
1 AGVANCE | renorts)|reports)| reports)| reports)| reports)| reports)
Less than 14. ... 2 1 2 2 5 6
14t030..... ... 2 1 5 5 6 8
30te60.... .. .. 13 13 16 24 26 33
60to90...... .. 20 16 21 20 22 15
90 to 120. . ..... 25 26 29 23 20 19
1200 to 180. ... .. 8 13 8 8 5 4
180 to 360. ... .. 19 17 13 10 9 8
360 or over.. ... 11 13 6 8 7 7

in advanee, one hundred and twenty days or more, de-
creases steadily until it becomes just half as large in
1928 as it was in 1914.

The most common period for placing orders ahead was
ninety to one hundred and twenty days in 1914 ; it was
thirty to sixty days in 1928. The second most common
period in 1914 was one hundred and eighty to three
hundred and sixty days ahead; in 1928 the sccond most
common was ninety teo one hundred and twenty days
ahead.
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The average number of days of purchasing ahead has
decreased. There werc about 127 reports which gave
data for each of the years 1918 to 1928 for whicl
information was asked. The average of the number of
days that these companies ordered ahead in cach year
is as follows:®

T918. e e 140
1922, e 108
1924 101
1926, ... oo e 94
1928, ... . 88

Were these changes caused by all or a large propor-
tion of the companics shifting to a somewhat shorter
period? They might have been caused by some com-
panies shifting from a very long period to a short one,
while others changed perhaps not at all. To answer
this question, a count was made of the reports to see
how many indicated a change in the period of ordering
ahead during the ycars under consideration. Compari-
sons were made of 1924 with 1914, of 1028 with 1924,
and of 1028 with 1914, The percentage of reports
falling in each group is as follows:

1924 1928 1928
than in than in than in
1914 1924 1914
Ordering less far in advance..... 42 40 58
No change ..................... 52 49 36
Ordering farther in advance...... 6 11 6

It appears that somewhat more than half of the reports

“ Tt will be noted that in this average reports of small and large
concerns are given the same weight, and that no account is taken
of the fact that some commodities ure included more times than
others. It is, therefore, as stated, merely an average of the number
of days reported in each report and not an average number of
days of ordering ahead for the concerns included.
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show a shortened period of ordering ahead when 1928
is compared with 1914, Thirty-six per cent show no
change, and 6 per cent show placing of orders for the
same product farther ahead than before. The analvsis
of the reports for the two shorter periods shows that in
caech instance about half of the reports showed a change
in practices, some showed an extended period, and abont
40 per eent indicated buying on a more hand-to-mouth
basis.

The final conelusion on the order basis in the hight
of Chapters 1V, V, and VI must be that the trend of
the order basis of American industry has been downward
sinece 1920. The variety of experiences through which
industries and individual companies have passed, how-
ever, make sweeping statements hazardous. Cases ave
not wanting which contradiet the gencral trend, and
many inatances have been cited in which the trend began
several years later than 1921, or appeared before 1920,
or was broken in 1923 or in other years. Moreover,
througliout the period some indunstries have maintained
a higher order basis than others have ever cnjoyed.
There is some evidence on pre-war years: that from
the purchasing agents suggests that their pre-war praec-
tices were quite different from those now in vogue; that
from the studies of advance orders of industries and
individual companies indicates that post-war order bases
have been known in pre-war days.

It is indeed an interesting paradox that during a
period when industry has been expanding rapidly the
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basis upon which it could be somewhat rationally pre-
planned has been commeonly a declining one. While
business men must, since 1921, have been greatly con-
eerned about future business, because of the lack of
advance orders, the business has nevertheless generally
been forthcoming. It may be said that it has been
necessary for business men to have a greater faith in
recent years than in the past. If so, it has been a faith
in the general growth, prosperity, and stability of
American industry rather than in the sanetity of
cantracts,



B. THE SIZE OF UNITS IN THE
FLOW OF TRADE






CHAPTER VII

THE MEANING OF THE SIZE OF UNITS

Tn carrying on the work of modern produetion, the
task of organizing specialized producers into an effective
unit is not the only problem to which specialization gives
rige. A second problem, one whiel has been the subject
of much recent discussion among business men, is con-
cerned with the size of units in the flow of trade. Tt is
with the sizc of units in the flow of trade that the next
three chapters deal.

The business man in speaking of the size of units in
trade speaks of *“ the size of orders.” But there are in
reality two concepts which must be distinguished. These
are “ orders” and “ shipments.” An order may call for
a single shipment, or it may eall for many shipments.
It is possible that many orders may be combined in a
single shipment. Taken together, orders and shipments
may be spoken of as the units in the flow of trade, the
orders organizing trade, and the shipments following
most commonly from the orders, but being by ne means
always of corresponding size.

Because the term “ orders” is so generally used to
apply to orders or shipments, or to both, without sharp
distinction, it has been impossible in gathering data
to distinguish definitely at all times, for all companies

8 97
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reporting, between orders and shipments. This being
true, and it being the fact that in many lines of business
orders and shipments correspond in size, it is best, while
realizing that the units in the flow of trade are both
orders and shipments, to follow the business man’s
practice and use the term * orders ” in his general sense.
In certain cases, however, the distinction between the
two can be made clearly and certainly. In Chapter X
the relation between the size of orders and the size of
shipments has specific consideration.

For a number of vears there has been widespread com-
plaint that an inereasing proportion of orders are small
orders. This alleged deecline in the size of orders is
one of the most important business connatations of the
phrase hand-to-mouth buying. The manufacturer com-
plains that the wholesaler sends in orders which are so
small that they frequently must be filled at a loss. The
wholesaler complains that the retailer no lenger buys
in goodly units but demands an wnaccustomed frequercy
of delivery of small orders. Even the rctailer has joined
his voice in the general chorns, complaining that the
consumer is buying in smaller units and requiring more
frequent delivery than has been the case in the past. All
declare that the changed condition has bronght new costs
and new problems of market administration,

Although it is the disenssion of business men that has
brought the * small order question ™ into the limelight,
it is an eonomie as well as a business problem. It does
not arise from the fact that we organize our industrial
activity by private enterprise; it is a problem which
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would concern a Socialist state as well. It is one with
which Soviet Russia has to deal. Itis inescapably related
to specialization. As goods flow through the process of
specialized production (discussed in Chapter 1L}, costs
can be kept at a minimum only if orders and goods move
in the most cconomical “quantities.” It is the alleged
added eosts of smaller units that brings ¢omplaint from
business men ; it is the probability that such increased
costs in our productive machinery, if they exist, will
eventually find their way to the consumer, that gives
rise to social conecern. Whether there are growing distri-
bution costs due to smaller orders depends, first, npon
whether there arc smaller orders. The effects of dimin-
ishing size, the probabilities that added costs will he
absorbed or that they will be passcd on, and a variety
of methods used in passing them on, will have considera-
tion later om.

Our first question is, what is happening to the size
of units'in the flow of trade; or, in the language of
business, to the size of orders?



CHAPTER VIII

COMPARATIVE S1ZE OF ORDERS

The study of the order basis, just coneluded, fur-
nished suffieient evidence that no one bmsiness and no
one industry can be taken as an evidence of the existence
or extent of hand-to-mouth buying conditions in another.
This leads ns to a study of the changes in the size of
orders, with the presumption that a rather varied amount
of material should be examined. Tt is, of course, im-
possible to study the changes in the size of orders for all
tvpes of American industry, much less for all businesses
in an industry. Evidence has been collected, however,
from a wide range of samples. The method of collecting
that evidence has not been the same in every case: nor
is the most satisfactory method of presenting it always
the same. The samples, taken all together, justifv gen-
eral conclusions coneerning recent and current trends in
the size of orders.

The first sample to be considered is in itself a collec-
tion of samples. It is a study of the size of orders among
115 American manufacturers.

I. SIZE OF ORDER CHANGES AMONG
115 MANUFACTURERS

As will become at once apparent, this study is an
attempt to determine what has been happening to the

100
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size of orders among manufacturers generally” No
criteria were applied to the concerns studied excepting
that they be manufacturers. In view of the often ex-
pressed belief that orders are becoming smaller, the
inquiry began with the question, Arc orders becoming
smaller ?

A decided majority of manufacturers reported an
tncrease in the proportion of small orders, but this re-
port was not untversal. In the statements from 115
manufaeturers concerning whether there had been a
significant increase in the proportion of small orders
received in the past ten years, eighty-nine indicated that
there had been such an inerease. This is 77 per cent
of the total. Twenty-six, which is slightly under a
quarter of those reporting, replied that there had not
been such an increase. Thus the report shows that
approximately three times as many concerns have been
experiencing an increase in the proportion of small
orders as have not. These companies are of many sorts.
The first ten that come to hand are:

A manufacturer of paint and varnish

& [13 113 drugs

shoes

dairy and poultry feeds
paper

refrigerators

I It 1] _iewelry

textiles

« “ “ goft drinks

soap

! This study was carried on with the codperation of the American
Management Association. The data was collected chiefly by
questionnaires supplemented by correspondence.
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Quite as interesting cven though less numerous are
those companies that have found no problem of small
orders. Among these are:

A manufacturer of asphalt
“ Y “ spark plugs

“ “ “ grinding wheels

“ i “ floor sweepers

# “ “ folding boxes

“ “ ‘" greeting cards

“ ‘ “ alarm clocks

“ “ “ iron foundry products

A number of companies reported that their orders were
inereasing 1n size. One such case was a manufacturer
of laundry machinery, whose experience may reflect the
decline of home industry in the transfer of the family
washing to commercial laundries, or, if one prefers,
the rise in the standard of living as shown by a demand
for cleaner clothing. Another company reporting an
inerease in the size of orders was a manufacturer and
retailer, through a chain system, of grocery products.
Another was a manufacturer of typewriter ribbons and
similar office supplies. Still another was a maker of
school and chureh equipment who reported: * We are
constantly building bigger and better schools and
churches and these mwore claborate struetures make
their orders average larger.”

Not the least interesting report on increased size of
orders came from the eompilations of a number of life
insuranee companies which showed that the average size
of ordinary life policy increased from $1779 in 1913 to
$2953 in 1927. This is a gain of 66 per cent. When we
realize that sales of life insurance in 1927 totaled ap-
proximately $8,532,000,000—a figure more than a fifth
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as large as the cstimated volume of retail trade—we
realize that there 1s at least one large field of purchase
and sale where the small order problem is not pressing.’

It is one thing to believe that orders have grown
smaller, another to know that such ts the case and to
know the extent to which it has occurred. Curiously
enough many manufacturers who “know ” that orders
are growing smaller are very ready to admit that they
might have difficulty in proving the change or its extent :
that is, they have no carefully analyzed figures that
demonstrate just what is happening in their business.

Of the 89 that replied  Yes, the proportion of small
orders is growing,” 20, or 22 per cent, said that they had
figures that showed the change. Of the 26 replying that
small orders are not inecreasing in proportion to large,
8, or 31 per cent, said they had figures. Thus the manu-
facturers who report no small order problem have statis-
tics to support their opinion in 9 per cent more cases
than those who report the proportion of small orders
to be on the increase. These findings are summarized
as follows:

Manufacturers reporting. ..115

Having figures .......... 28, or 24 per cent of those having an
opinion
Reporting an increase...... 80
Having figures .......... 20, or 22 per cent of those reporting
an increase
Reporting no inerease. ..... 26
Having figures .......... 8, or 31 per cent of those reporting

no increase

*During approximately the first half of this period we were
experiencing a rising price level which might cause men to buay
larger policies than before with a view to securing proportionste
protection. But during the latter part of the period the increase
in size of policies went on at about the same rate.
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For any individual company, one conelusion may be
drawn promptly from such evidence; that is, the need
to know its own situation. Any concern may well dis-
cover whether it actually has a small order problem and
the extent to which it exists, if it does. No matter what
exists in other business, a diagnoesis of any particular
business may show no small order problem, or it may
show a very serious case of small orders,

The need for finding out the true state of affairs is
not only indicated by the evidence we have just dis-
cussed, which shows that not all companies know the
facts, but it is emphasized by further evidence which
shows that often what is known about small orders is
known wrongly. A number of concerns which had re-
plied that they had figures showing the inerease in small
orders made them available. In several instances a scru-
tiny of these data showed no trend whatever toward
smaller orders, and in some cases an inerease in the size
of the order was shown. This statement intends no dis-
paragement to any reporting company. Such faets
simply show how easy it is for anyone to misjudge a
situation before he looks at the evidence.

Below we shall look at figures showing the changes
in the size of orders, not only for companies answering
the inquiry Leing disenssed here, but for others. Before
these fizures can be understood, it is necessary to see
how they may he presented,

There is wmorve than one method of measuring the size
of orders, but cerfain methods may be misleading for
some purposes. One plan is to find a general average.
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This may be accomplished by dividing the total sales
by the nuwmber of orders or invoices. Such a general
average 1x worth determining, is usually indieative of
changes from year to vear, but may be misleading. If
in a given year a concern has received a few very large
orders, the result may be to make the average size of
order larger than in another year, even though a much
larger percentage of the orders was made up of small
orders. A hypothetical ease which anyone may translate
into terms of his own type of business will illustrate this
point. Total sales for a given company in 19526
amounted to $10,000; and in 1927, to $12,000, let us
say. These sales, classified by size of orders, were as
follows in the two vears:

1926 1927
50 orders at $150.00 each . ..... $7.500 10 orders at $765.00 each ...... 47,650
b LU A 1L, UL F R, 1, a0 80t L, 2,400
a0 - 8 SN 1,500 60 ** 32580 v L., 1,950
00 9100.00 average ... $10,000 200 M 4120.00 average ... $12,000

In 1927 the average order of Company A was $20
higher than in 1926, but the proportion of its small
orders was greatly inereased. Sixty per cent of its orders
in 1927 were smaller than any taken in 1926. Tn 1926
only 40 per cent of its orders came into a class called
$50 or below, but in 1927 there were 90 per eent of its
orders 1n that class.

A second, and generally more satisfactory, way of
measuring the size of orders is to work out some classifi-
cation of orders which will fit the particular type of
business involved and determine to what extent, if at all.
the small orders are beecoming a larger proportion of the
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total. No such classification can be made which will
be satisfactory for every business. A thousand-dollar
order may well be small in one business and unprece-
dentedly large in another. A thirty-dollar order is good
for one coneern, whereas for another it can be filled
only at a loss.

Below is shown a classification whieh has been used in
studying the actual orders of a given company. The
data show, as did our hypothetieal case, how the distri-
bution of orders may shift from one year to another.

. 1926 1927
Number of orders which were for:

Under $5 ... ... o i 895 1,059
S5 to 10 ... 938 1,030
$10 to 315 ... e e 677 633
$15 to 325 . ... 733 685
825 to 850 ... ... 650 524
850 to 878 L. 148 137
$75to $100 ... L., 81 49
$100 or MOTe. ... et 72 54

Only a glance at this table is needed to see that the
proportion of larger orders fell off in 1927, while the
proportion of smaller ones increased.

Order history has not run a clear course. Its variation
can be seen in the table on page 107, in which is suni-
marized the experience of a number of manufacturers

who contributed their experience °

‘ with consent to pub-
lish.” " In scrutinizing the figures in such a table, one
must take account of several facts. First of all is the
question of price changes. In this table most of the data

are recorded in dollars and cents and are therefore some-

*In practically every case there was also a request that the
name of the company be withheld.



CHANGES IN THE AVERAGE SIZE OF ORDER oF TWELVE MANUFACTURING COMPANIES OF VARIOUS TYPE3
(Figures in dollars unless otherwise indicated)

. . Electrical
Jewel] Optical] Sales | Metal Ag“m[ﬂ- Pau(lits Cam- | Band | Heavy Supplies
Year [ ", G[oods Books 3| Special- I\ffllfmk : Va‘n Pumps| .,¢ |Instru-| Hard-
; ities b achi-( yarn- ' ments | ware ° | Com- | Uom-
nery 1shes pany Adl pany B
1418 1,459 583 Ce 56
1919 1,233 750 72.12 . a6
1920 1,132 782 86.29 e C 36.76 76
1921 C 1,002 880 49.53 | 5212 | 63.11 | 32.74 - 5%
1922 | 70.62 1,140 ce 488 52.67 | 49.31 | 61.23 | 37.04 65 58
1923 | 87.48 1,162 100 566 51.74 | 57.61 | 64.91 | 37.36 T 66 .
1924 | 86.22 cen 1,178 142 608 47.89 | 60.62 | 67.46 | 38.36 62 62 67.98
1925 | 87.86| 43.62 | 1,283 163 664 49.54 | 59.41 | 70.57 | 39.25 39 60 77.44
1926 | 82.93| 39.04 | 1,213 178 780 47.52 | 60.70 | 68.98 | 41.54 73 59 91.78
1927 | 69.49 | 46.29 | 1,232 205 732 42.35 ... | 73.36 | 40.59 69 52 80.00

& Average number of books per order.

b A preliminary estimate for 1928 is $225.
¢ An index, not dollars.
4 Average size of order before 1918 was: 1914, $27; 1915, $28; 1916, $35; 1917, $44.

SHHTYO0 40 HZIS
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what affected by price changes. For those companies
whose recorded experience goes back ten years there
18 the double danger of two trends. From 1918 to 1920,
at least until early in 1920, prices in general were ad-
vancing, following which there was a general decline.
From 1918 to 1920, therefore, the average size of order,
if the price of the goods in question was moving with
general priee changes, might be growing larger because
of the change in prices. After that time, under the same
conditions, it might have grown smaller.' But if we
assume that the prices of all the goods have moved with
general prices, it is significant if some are reporting
larger and others smaller orders.

Nor would much be gained if all of these data were
in some physical unit term rather than in dollars and
cents, as changes in the kind of goods sold take place
very rapidly with ecertain manufacturing companics.
Most agricultural machinery manufacturing companies,
for example, have a number of items of importance in
their lines now which either did not exist or were of
comparatively small importanee ten years ago. More-
over, an article of a given name is often not the same
article from year to vear. The tractor of 1927 is not
the tractor of 1918 either in size, weight, character, or
value. The same conditions hold true for other manu-
factured articles to greater or less extent,

Whatever the effects of price changes and of other
modifying conditions, it is interesting indeed to sec how

*It hardly needs to be pointed out that it is impossible to

determine an index number {for each 0f these particular companies
which would enable one to make price adjustments for them.
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differently they have worked in different industries.
Jewelry orders, for example, are lower on the average
in 1927 than they were in 1922, for the company cited
here. But for every year between 1922 and 1927 orders
averaged higher than in either of those years. If we
look at the figures only from 1925 to 1927, there has
been a rather marked decline. The optical goods eom-
paty, on the other hand, has experienced a comfortable
increase in the average size of order in 1927 as compared
with that in 1925, but the size of order drops noticeably
in the one year between those two. Sales books went out
in smaller average orders, from the company whose
experience is shown here, in 1927 than they did in 2918,
but they have been larger for the past three vears than
for any year preceding until we get back to 1919. If
we compare 1927 with 1921, we find 2 very substantial
gain in the size of the average order for this company.
The company manufacturing metal specialties has made
a most decided increase in the average size of its orders
during the past six years, advancing such orders cach
year, with one exception, until at present it is two and
one-quarter times as large as it was in 1923. The agri-
enltural machinery company has also made a substantial
rain in the average gize of its orders in 1927 as compared
with the period nine yvears before. But in the yvear 1921,
which we ordinarily think of as a depression year in
agriculture, its average order was at the highest point
of the period. In 1922 the average size of order dropped
to 55 per cent of that of the preceding year. In each
year sinee, however, there has been a gain.
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Orders received by the manufacturer of paints and
varnishes increased in average size from 1919 to 1920,
but suffered a sharp break in 1921, There was a small
advance in 1922, but the average size of order of this
company has gone downward each year since that time
with the exception of the year 1925, when a slight ad-
vanee was scored. The pump manufacturer experienced
a drop in the average size of orders in 1922 as compared
with 1921, but this was much more than regatned in
1923. A still further advance, though only a slight one,
was made in 1924, and orders have remained at practi-
cally the same size through 1026. The average size of
orders for eameras has increased, ranging around an av-
erage of about $62 for the years 1921, 1922, and 1923,
then advancing to slightly over $67 in 1924, to $70 the
next year, then falling off slightly in 1926 to reach an av-
erage of over $73 in 1927. The general trend of the
period has heen decidedly upward.” The mavufacturer
of band instruments experienced a decline in the average
size of order in 1921, when orders fell from $36+ to
$32+-. This loss was more than made up in the ensuing
year, however, and orders have advanced steadily in size
every year since that time. The series of figures for
heavy hardware show a considerable variation. However,
1924, is the only year in which the average size falls
below the average size in 1922, which was the first year
of this series. The period eloses with orders definitely
larger than at the beginning of the period.

*This manufacturer reports that the increase in the average
size of ordera may he accounted for partly by the addition of
wholesalers, and partly by the addition of a muving picture camera
to the line.
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Not the least interesting is the experience of the two
manufacturers of electrical supplies. Company A and
Company B make essentially the same type of materials.
Both are companies with a very wide distribution, but
Company A sells a larger proportion of its goods in the
East, while Company B is more particularly a Mid-
western concern. Company A 1s the larger of the two.
These two concerns have had experiences almost the
reverse of one another. Company B’s orders have in-
crease since 1924 from an average of $67.98 to an aver-
age of $80.00. Company A’s orders have decreased from
an average in 1920 of $76 to an average in 1927 of $52.
Both have been working on the problem of small orders
and in their conmummnications have described some of
their efforts to lessen the dechne in size or order, which
they believe to be general. The different results are with-
out any doubt in part due to different policies with ref-
erence to small order buyers.’

It thus appears that the experience of nearly every
one of thesc companies with respect to the size of orders
has varied somewhat during the period for which its
history is available. Yet certain general conelusions
can clearly be drawn. Here are twelve comparmies, the
experience of which ranges over somewhat different
periods, but each of which has furnished figures run-
ning well down into the years when hand-to-mouth buy-
ing has suppesedly been most widespread. Out of these
twelve companies eight show a larger average size of
order than they did in the year for which their figures

* Methods of meeting the small order problem are discussed in
Chapter XXI.
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are first available, while four show a decrease in the
average size of orders. That these changes are not al-
together due to changes of price level or of types of goods
sold is indicated when we note that exactly the same
cight companies show a larger size of order in the last
vear for which they have furnished figures than they
did two vears earlier. Put another way, every company
which has a larger average order in its last reported
year as contrasted with its first reported year has also a
larger average order for the last year as contrasted with
the seeond vear prior to that time. Preciscly the same
statement may be made for the other four companies,
excepting that in each instance the more recent orders
are smaller.

These data should not lead us to the eonclusion that
nore manufacturing eompanies are experiencing in-
creases in orders than arc expericncing decreases. A
good many companies which were unable to furnish sta-
tisties eapable of tabulation did, nevertheless, show some
reason to believe that their average size of order was
growing smaller, One soap manufacturcr, for example,
atates: ““ Our orders received during the five vears pre-
vious to 1922 averaged about eight boxes to the order;
and from 1922 to 1925 about six boxes to the order:
and from 1925 to the present time this average has kept
to about four boxes.” Such expressions need to be taken
into consideration in drawing conclusions ahout the
general condition of the size of orders. There are, more-
over, further data in some of the evidence produced
below which should be eonsidered before a conclusion
as to the size of manufacturers’ orders is reached.
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II. THE SIZES OF ORDERS IN THE CANNING
INDUSTRY

In answer to the questionnaire sent to members of
the National Canners Association, seventy-three reports
on sizes of orders were secured from more than forty-five
canning companies scattered over nineteen states of the
United States.” The figures dealt with eanned corn,
canned peas, canned tomatoes, canned fruits of various
kinds, and canned salmon. The longest single company
history on sizes of orders covered the 21 years 1907-
1927, inclusive; another began with 1910; the others
covered shorter periods of varions lengths. The sizes of
orders for each produet are discussed separately.

A. The Varying Sizes of Orders for Corn

Data  showing orders over varivus periods were
secured from some twenty-three corn canning companies.
The number of companies reporting on canned corn
orders for each vear was as follows:

1910...... 1 1916. .. ... 5 1922, ... .. 12
1911, . ... 2 1917. ... .. 6 1923...... 14
1912...... 3 1918.. ... 9 1924...... 15
1913...... 3 1919...... 9 1925...... 21
1914...... 4 1920. . ..., 11 1926...... 21
1915...... 4 1921...... 12 1927...... 23

"Several companies packed more than one commodity and, as
a result, made more than one report. Each company has been
given a number by which i1t will be designated wherever its record
i3 given individual consideration.

*In using the phrase * size of orders ” in connection with canned
goods, it should be borne tn mind that it is orders in the sense of
orders placed that are involved. Orders are often taken which
crop conditions make impossible of fulfillment. They are not,
therefore, nn adequate measure, in the canning business, of what
transpires in the shipping of the goods.

9
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As the number of companies reporting in each year
increases, the data obviously become more representa-
tive and less influenced by the record of any one concern.
The information made possible a tabulation of orders in
the following size groups:’

Less than 50 cases
50 to 100 cases
10¢ cases or more, but less than half a car
Half a car or more, but less than 1 car
1 ¢ar or more, but less than 5,000 cases
300G to 10,000 cases
10.000 to 20,000 cases
20,000 cases or more
PrororTioN OF CoRN CANNERS' ORDERS IN

(Each size-group—in number of cases—ag a percentage
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1. NuMmpBER oF QRDERS OF INDICATED SIZES

In examining the chart on this and following page, it
is worth while to begin with those sections that deal
with the smallest orders, as they are the major subject
of current discussion.

The evidence on very small orders, those for less than
fifty cases, supports the current belief that small orders
are increasing. Small orders have averaged a distinctly
greater part of the total number since 1920 than in the

* For purposes of approximation one may think of a carload of
cunned gaods as 1000 cases, although it is frequently somewhat less,
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period prior to that time. Very striking, in looking
through the sections of the chart which deal with these
orders, is the sharp increase which is observed following
1920 and the way in which this inerease is maintained,
reaching a high point in 1027. Equally noticeable is the
fact that in 1915 canners received a proportion of orders
of this size unequalled by anything that has followed,
although in recent years the percentage of these orders
has advanced, and in 1927 was almost as great as in
1015.

InoicaTED S1ze-cr-Oroer Groues, 1910-1927
of designated yearly total, all reporting companies)
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The 1915 situation, so much like that in 1927, may be
aecounted for by several phenomena. 1t is, of course,
possible that the data themselves are not representative,
as there were only four companies which reported orders
for canned corn in 1915. Yet this explanation seems
doubtful, as each one of these companies reported a much
greater number of orders of this size in 1915 than it did
in any nearby year. It is probable, therefore, that the
explanation is to be found in eeconomie conditions. The
vear 1914 was one of depression with extensive unem-
plovment, many failures, and definite commodity price



116 HAND-TO-MOUTH BUYING

decline. Canned corn prices were also depressed in that
year, and continued to decline until the last month or
two of 1915, when there was a slight advance followed
again by a decline. It is easier to account for the in-
crease in the proportion of small orders following 1920
than it is to explain their continuance since that time.
There was a strong downward trend of corn prices from
the end of 1418 to March, 1921. Then came a vigorous
rise, running into the fall of 1921, This was followed
by a decline until the middle of 1922, when there came
first a gentle and then a sharp rise, reaching a peak in
the spring of 1925. The sudden drop to the fall of 1925
changed into a slowly rising price through 192G and
1927. The period from the middle of 1922 until the
spring of 1925 did not, therefore, give the same price
reason for small orders as did 1915, or 1920-21. Indeed.
the trade journals report little hand-to-mouth buying
in that period, so far as placing business ahead was
concerned.

Orders for lols of fifty lo one hundred cases have
varied widely as a percentage of the fofal number of
orders. They show materially less evidenee of inerease
than the smallest size of order. The number of such
orders declined in general from 1910 to 1917, rose again
to a high point in 1922, and after a second decline be-
came a higher percentage of total in 1927 than in any
vear sinee 1910. A first glance at the chart showing the
fluctuations in the percentages of these orders is likely to
suggest that thev have not varied greatly from year to
vear. But a more careful observation will show that,
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measured in terms of a percentage of change, there has
been wide variation. In 1917 these orders were 5.2 per
cent of the total, as compared with 9.8 per cent in 1913,
In 1922 they were up to 11.5 per cent, and 1n 1926 were
down to 7.5 per cent. Bv 1927 thev had increased to
11.9 per cent. If we take onlv the last two vears into
consideration, one is justified in the statement that there
has been a sharp increase in the percentage of orders
which are in this class. If the past two yvears are com-
pared with the vears 1921 to 1923, this increase is much
less apparent. The average percentage for the seven
vears since 1920 is definitely higher than that for the
preceding seven vears, or for the whole of the period
before 1920.

The percentage of orders for one hundred cases or
more but less than half a ear has been more uniform
from year to year than the percentages of the groups
previowsly considered. Two distinet trends are obsery-
able, however. The first of these 1s a downward trend
from 1912 through 1917, and the second an upward
trend from 1917 throngh 1927, The year 1917 with
14.8 per cent has the lowest percentage for the series.
As this order is in the “small” class, infrequency
might well be expected in a war vear. There was an
increase to 20.3 per eent in 1918, however. In 1919
these orders had reached 23.9 per cent of the total and
never since have fallen below 20 per eent. The highest
point reached since 1912 is 29.1 per eent of the total in
1927. The average percentage of these orders is higher
in the seven years following 1920 than in the seven years
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preceding it, and higher for the second half of the period
than for the first half.

Taking the period as a whole, orders of the type under
discussion are the sceond most frequent type of order
received by corn canners, Indeed they have heen second
highest in frequency for every year of the peried except
1915 and 1927. In 1915 they were a smaller part of the
total than orders of less than fifty cases, and in 1927
they surpassed all other sizes of orders in frequency.
Orders of this type have averaged 24.1 per cent of the
number of orders received.

The number of orders for one-half car or more, buf
less than a car, in the period 1921 to 1926, made up an
almost constant proportion of the total number of orders
received. They became a larger part in 1927. Not only
are they constant, but they are comparatively few. In
the period 1921 to 1926, inclusive, there is not a single
year when these orders are as large a part of the total as
in any year prior to 1921,

The period before 1921 contrasts with the later
period in its irregularity. It shows sharp upward move-
ments followed by gradual declines. From 20.4 per cent
in 1910, there came a decline to 13.2 in 1912. From
17.2 per cent in 1913 these orders dropped to 11.8 per
cent of the total in 1917. The following year they were
up to 19.0 per cent, following which came another
decline.

If these orders are counted as *“large,” there is evi-
dence of a drop in large orders following 1920 from
whieh recovery has been made only in 1927. If they
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are counted ““ small,” it is obviously small orders that
Lave declined.

In 1927 the carload order—that s, the order for a
carload or more but less than five thousand cases "—for
the first time in the eighteen years studied lost its place
as the order of most frequent occurrence. The one hun-
dred case order took its place as the modal order.”

There was never a year prior to 1927 when orders
of the carload type were not a plurality. Moreover, with
the exception of three instances, every company re-
ported orders in this group for every year. In 1927 the
carload order not only yielded first place to the one
hundred ease order but the less than fifty case order was
within one-tenth of 1 per cent of equalling the carload
order in frequency. Thus while the earload order retaing
second place in frequency, that place is insecure.

The significance of the carload order in the past is
further emphasized by the fact that a third to a half
of all the orders received have heen in this class, Ex-
cepting only three years, these orders have for every
year before 1921 been more than 40 per cent of the
orders received. Since 1920 they have never been more
than 35 per cent of the total.

In the period 1910-1921 orders for a car but less than
five thousand cases varied in frequency, reaching a peak
in 1917 and touching a low point for the pericd in 1921.

“There is good reason to believe that a very considerable
majority of these crders are for a carload rather than for amounts
in the larger sizes of this group.

“That 13, the size of order which oceurs more frequently than
any other.
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Since 1923 the trend has been definitely downward. The
varied frequeney has low spots in 1910,° in 1915, in
1921, and in 1927, thus giving it some appearance of a
evelical swing. No doubt to some eves the form of the
bars of the chart will suggest, rather, a trend upward
from 1910 through 1917 and a downward trend sinee
that time.

One of the most striking conclusions fo be drawn 1s
the greaf increase in the frequency of the lurger fypes
of orders in the post-war as contrasted with the pre-war
period. This is shown particularly by noting what has
happened to the three classes of orders for five thousand
cases oOr more.

Orders for five thousand eases or more but less than
ten thousand are much more frequent in the post-war
than in the pre-war years. While this is readily seen
in the chart which shows the average percentage of
orders for all companies reporting, the number of com-
panies involved, as well as the number of orders of this
size secured by any one company, is so small that con-
clusions concerning these orders expressed in pereentages
are unsatisfactory. The experience of particular com-
panies is more revealing. Company 42 and Company 48
are most worth considering. With the exception of
1917—a war year—Company 42 never received three
orders of this size in any one year before the year 1922.
But it obtained three or more orders of that size in each
of the years 1922, 1923, 1924, and 1925. It reccived
two such orders in 1926 and none in 1927. Company

¥ QOnly one company reported for 1910, however.
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48 never received as many as ten orders of this size,
with the exception of the war vear 1917, nntil the year
1921, in which it received eleven. It has secured ten
or more orders of this size every year sinee 1921, reach-
ing the highest number in 1926 with fifteen such orders.
In 1927 it received ten orders of this size,

The observation that those companies which have
received orders of the larger sizes received them most
abundantly in the post-war period is emphasized by a
study of orders for ten thousand cases or more but less
than twenty thousand cases. These large orders were a
rarity until after the war. This 1s best shown by the
experience of those companies which extends over the
greater number of vears. Company 42, for example, re-
ports one such order in the vear 1911, the carliest year
for which it presents data. This company reports another
such order in 1913 but no more until 1918, From that
vear through 1927 orders of this size are reported each
vear with two exceptions, and in the last twe years,
respectively, three orders of this size were secured by
this concern. Company 48, concerning which data are
shown since the year 1910, shows no such order until
the vear 1914, For every yvear suceceding for which
data are given, with one exception, this company reports
orders of this size.

Orders of the largest size—twenly thousand cases or
more—are wholly a war and post-war phenomenon.”

¥ Recalling the fact that there are approximately 1000 cases of
corn to a carload, it wili be scen that an order for 20,000 cases
means n 20-carload order.
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The year 1917 is the first year in which any orders of
this size are reported.

Again, the best way of secing the inercase of these
large orders is by examining the records of particular
companies. There are two companies, the experiences of
which were obtained as far back as 1910 and 1911, re-
spectively, which at one time or another received single
orders for twenty thousand cases. These two companies
taken altogether received only one order of this size,
and that one in the year 1917, until the year 1922. One
of these companies, Company 48, received its first order
of this size in 1922, and has had one or two such orders
every year since. The second, Company 42, received its
first order of this size (except the 1917 instance) in
1923 and has had from one to three orders of this size in
each sncceeding year. For Company 34 there is a record
running back through 1918, This company received a
twenty thousand case order in 1918 and one each year
since. Whether it had similar orders prior to 1918 there
is no way of telling. (On page 130 will be found a chart
which shows the proportion of all orders for canned corn
which were for less than a carload and those which were
for a carload or aver. The chart shows also the propor-
tion of volume represented by these two types of orders.)

The most natural explanation of this development of
large orders in the post-war period is in the growth of
chain stores and mail order houses and, in later years,
of group buying. The gigantic buying power of these
enterprises makes possible snch purchases, and the neces-
sity of supplying their many outlets may be regarded
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as an urge toward assuring themselves of a large supply
of required quality.

Six conclusions are justified concerning changes in the
proportion of orders of various sizes. Thesc may be
stated as follows:

(1} There are three types of less than carload orders
received by corn canners that have shown a marked in-
crease in relative {requency during ‘ the past few
years.” * These are orders for:

(a) Less than fifty cases. Such orders have aver-
aged a larger percentage of the total number of arders
for the nine years since 1918 than for the nine years
preceding that date. The percentage of such orders is
higher in 1927 than in any other year but one for
which data were secured.

{b) Fifty to one hundred cases. These have aver-
aged higher since 1920 than for the preceding vears.

{e) One hundred cascs or more, but less than half
a car. For these the average percentage for the seven
years since 1920 is higher than for a similar period
preceding 1920. The percentage was higher in 1927
than in any other year excepting 1912,

(2} No one of these three types of orders has made
up a larger percentage of the total number of orders in
any post-war year than in certain pre-war years.

“The phrase “the past few yesrs” is used partly because it
fits the current notions of the period when this phenomenon i3
supposed to have occurred and partly because the period of years
when the facts described have oecurred has been longer in some
instances than others. In no case does it extend before 1918.
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{3) There has been a marked tendency for orders
of these three tyvpes to be relatively infrequent in vears
of relatively high prices.

(4) Twiee before the current period—in 1915 and
1021-22 respeetively—have orders of the smallest size
been a large part of the total number received. Follow-
ing 1915 the relative frequency fell immediately and
sharply; following 1921-22 it fell slowly and less far.
Beginning with 1925 it has again risen constantly
through 1927. Orders of the other two types in this
small order class evidence a less marked and less nniform
response to the forces at work.

(5) The changes that Lkave occmrred in the relative
frequency of orders liave dethroned the earload order
18 the dominant one in the eanned corn industry. With
an almost continnous fall in frequency since 1924, the
frequency of carload orders has been exceeded in 1927
by the one hundred case order.

(6} Orders of the three largest sizes—orders for five
thousand cases or more—have become far more impor-
tant in the post-war period. Of these, the largest size—
twenty thousand cases or ubove—none was reported
befare 1917.

The corn canning industry 18 in a small order era,
but it is also in a big order era. The significance of
the two types of orders as parts of the eanning business
will be given attention in the next section.

2, VoLuME 1¥ Variovs Sizes or ORDERS

In what has preceded the change in the relative fre-
quency of orders of various sizes has been under exami-
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nation. But what of changes in the volume of business
done in orders of various sizes? It is obviously possible
that a company may handle a considerably increased
percentage of small orders and shipments and yet ship
but little more of its product in small units. It takes a
great many small orders to equal one large one in volume.
Our question here is, then, to inquire what changes have
taken place in the proportion of business done in orders
of various sizes.

But the reporting companies gave information only
in number of orders and no returns on volume. To
determine an approximate volume, represented by orders
of the various sizes for all the companies, it was there-
fore necessary to assume an average number of cases per
order in each order group and multiply this by the
number of orders reported for that group for each com-
pany for cach vear. It seemed reasonable for the purpose
in hand to assume for the various order groups the fol-
lowing number of cases.”

Assumed
Number of
Cases Per
Order Group Order
Less than 50 cases. ... ... iiein e 25
50 to 100 Ccases. .. ..t ve e e s 75
100 cases or more, but less than half a car.... 300
Half a car or more, but less than 1 car....... 750
1 car or more, but less than 5,000 cases. ....... 1,000
5000 to 10000 eases. ... .. ... i 7,000
10,000 to 20000 caSES. . oo v v i 15000
20000 Cases OF MOMB. .t iv i v raenemee e 20,000

51t is not of great importance that these estimates be more
than approximately accurate, so long as the same ones are applied
for each vear and to all the companies. It is only the chanoges
from ycar to year that are under consideration.
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Strikingly different from the story fold in the preced-
ing section is that revealed by these dala when we con-
sider them from the point of view of volume. The most
important difference is the fact that increases in the
number of small orders seem of comparatively little
consequence. This does not mean, of course, that small
orders have not increased to the degree indicated in the
earlier section, but it does mean that such increases seem
relatively insignificant when we realize how small has

Prororrion oF CorN CANNERS BusiNess DoNE

{Volume of business represented by each size group—
yearly total, all
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been the increase in the proportion of output which such
orders represent.

The changing proportion of volume represented by
various sizes of orders for zll companies for all years
considered is shown graphically in the chart on this and
following page. We shall see that an examination of
these verifies the general conclusions given above.

Although the number of orders for less than fifty cases
was over 20 per cent of the total in 1927, these orders

¥ 8ee pp. 114-116 for discussion of the number of orders in this
group for various years.
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call for only 0.6 per cent of the volume of canned corn
shipped. Indeed, in only one year (1915) of the entire
period 1910-1927 have these orders ever accounted for
more than 0.6 per cent of the total volume.

Nor are orders in the fifty to one hundred case group
of significance when translated into volume. While these
orders have been a little higher fraction of 1 per cent
than has the preceding group in most years, there are
only two years in the series when they are more than

1N OrpeRs oF Inpicatep Sizes, 1910-1927

in nurober of cases—as a percentage of designated
reporting companies)
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1 per cent of the total volume. These two instances are
in 1910 and 1927, when they represent 1.2 and 1.1 per
cent of volume, respectively.

It is only when orders for one hundred cases are
reached that the volume represented becomes significant.
Accordingly, changes in the frequency of this size or
greater are of real importance to canners. As will be
seen at once from the chart, orders of more than one
hundred cases but less than half a car advanced in 1927
to 11 per cent of the volume shipped, and had been
running in the neighborhood of 6 per cent for the five



128 HAND-TO-MOUTH BUYING

or six years preceding. From 1917 to 1921 thev had
averaged roughly 5 per cent, and prior to that time were
about the same part of the total that they were in 1927,
The 1927 situation, therefore, appears to be a return
to a condition which was somewhsat normal hefore the
war rather than a elimax of post-war experienee.

Even in this group of orders the pereentage of volume
represented is mueh less than the percentage which such
orders arc of the nmmber of orders received. To illus-
trate specifically, orders of this size were 20.1 per cent
of the number of orders received in 1927, but they called
for enly 11 per cent of the corn shipped.

Orders for one-half a carload or more but less than a
car have been of declining importance as a part of the
volume, but they exhibit a sharp gain in 1927, The
downward trend is observable whether we begin in 1910
or in 1918, the year in which the war ended. Increases
in 1925 and 1926 were very slight. Even the 14 per
cent of the volume represented by these orders in 1927
is a smaller part of the total than that represented in
several pre-war vears. Yet these orders, like the one
hundred case to half-a-car group, are important. They
have never been less than 6 per cent of the orders
received.

The proportion which these orders are of the total
number of orders received is close to the proportion of
the total volume which these orders represent, Tn 1927,
for example, 14.8 per cent of the number of orders re-
ceived were of this kind, and 14 per cent of the volune
was in such orders, Tn 1910 also 20.4 per cent of the
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orders received were of this kind, and they accounted for
20.8 per cent of the total volume.

Orders in the carload group have shown o marked
decrease since the war. While there was not a year in
the series, prior to 1917, when these orders did not ac-
count for more than half of the husiness done, there
has not been a year since 1917 when they have accounted
for as much as 37 per cent of the business done. In 1917,
the first year of a hig drop, 40.8 per cent of the volume
was in orders of this size.

Moreover, the trend in carload business has bheen
definitely downward in the past five years, the low being
in 1927, when only 25.3 per cent of the business was
done in orders of this size. This is roughly half of
what was normal prior to 1917. Well may the corn
canner ask what has become of the carload business.

The answer 1s that the volume of carload business has
declined because the greater than carload business has
grown. More marked than any other change exeept the
decline of carload orders is the increased percentage
of business done in orders of five thousand cases and
above. This will be seen at ouce from noting the relative
importance which these orders assume from the year
1917 on. In the group of orders five thousand cases or
more but less than ten thousand there is a definite trend
upward. While the trend is less certain on orders of ten
thousand cases or more, such orders were a small part of
the total before 1917. They are, indeed, lacking wholly
in many of the vears hefore that date. If orders in the
three very large order groups were to be translated into

10
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carload orders and put into the chart showing the decline
in carload orders, they would oceupy a large part of the
space left as a result of that decline.

The significant growth of large orders for corn is most
strikingly shown by contrasting a cumulation of orders

Growra IN Larce Orpers For CanxNep Comrn, 1910-1927

(Data for each size group are given as percentages of yearly
totals, all reporting companies)
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for a earload and over with a ¢umulation of those for
less than a carload. In the chart on this page the busi-
ness done in orders of less than a carload is shown at the
left; those for a carload or more at the right. This chart
indicates at once that the percentage of business done
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in less than carload lots shows no significant changes
from 1921 until 1927. Tn general there was a slightly
downward trend, with a sharp upward jump in 1927,

It should be noted that although the percentage of the
number of orders for less than a carload was slightly
higher in the post-war than in the pre-war period, the
percentage of the volume done by such orders was much
smaller after than before the war. In other words,
canners have had to handle more of these small orders

GrowiNg IMPORTANCE oF VERY LiRGE OrbERS FOR CANNED
Cory, 1910-1927

{Orders for 5,000 cases or more as percentages of respective
yearly totals, all reporting companies)
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since the war to get the same volume. On the other
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tended upward until 1925 and showed no deeline worth
noticing until 1927. This increasing volume was, more-
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A cumulation of all orders for five thousand cases or
over emphasizes the new importance of large orders since
1916. {See chart on this page.) In 1917 these large
orders accounfed for more than twice as much of the
volume as they did in 1916. They have averaged more
than half the total volume since that time and have
inereased in importance until 1927,
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B. The Sizes of Orders for Canned Peas

The canners of peas have expressed as much concern
about diminishing size of orders as have corn canners.
What have been the facts regarding their orders? Data
were obtained from seventeen companies representing

S1zes oF ORDERS oF ALL REPORTING
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twelve states and all of the principal pea-growing arcas.
One company reported its experience from 1911 to 1927,
inclusive, a period of seventeen years. The histories
of the other companies varied from sixteen years to two
years in length.

Canners of peas are justified in their tmpression that
small orders are increasing as a percentage of the lotal.
(Sec chart on pp. 132-133.) This is the fact whether we



SIZE OF ORDERS 133

consider orders of less than fifty cases, orders of fifty
to one hundred cases, or orders of one hundred cases
to half a car. The second of these three groups has
advanced least in relative frequency. Both of the others
have shown sharp gains sinee 1920.

Pea CANNERS, 1911-1927

by each size group—in number of cases—as percentages
yearly totals)
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In their growing relative frequency orders of these
three classes show a more pronounced gain since 1921
than do orders for corn in the same size groups. This is
particularly true of the orders for less than fifty cases.
(See pages 114-115.)

Moreover, the increased frequency of orders of these
three sizes is, for peas, more definitely a post-war matter
than is the case with canned corn. If we look again at
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the chart showing frequency of various kinds of orders
for corn, we shall see that small orders have at various
times in the past been as frequent as they are at present.
This is not true for peas.

Orders of the three small sizes, particularly the two
smaller stzes, represent even now a very small part of
the total volume.” The volume of business now done in
lots of one hundred cases to half a car has, however,
inereased considerably, being slightly above 10 per cent
of the volume in 1926. The noticeable increase in the
amount of volume called for by these orders has occurred
since 1920,

Orders of one-half car up to those of the largest size
show various changes through the period. Some of them
are decidedly different from the movements noticed in
studying corn orders. The orders for one-half of a car
to a car are becoming relatively less frequent, though
they have, since the war, been a slightly larger percent-
age of the volume.” Orders for a carload or more but
less than five thousand cases have become almost con-
tinuously less frequent since 1918, They are at the low-
est point in 1927. While orders of this size represented
more than half the total number of orders until 1918
and were by far the most frequent type of order received
until 1923, they lost this place in 1925, In 1925, 1926,
and 1927, they have been outnumbered in relative fre-
quency by orders for one hundred cases to half-a-car and
by crders for Jess than fifty cases. Tn 1927 they were

¥ Volume is estimated by the same weighing process that was
used in estimating the volume of corn. (See page 125.)

® Orders of this size, for corn, with the exception of the year
1927, show almost opposite trends.
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only 18.7 per cent of the orders received, while orders
of one hundred cases to one-half a ear were 28.2 per
cent. The percentage of volume represented by these
orders, however, does not show any gerious decline. This
conclusion differs radically from that veached in con-
sidering orders of this size for canned corn. (See
page 129.)

Orders for peas in the larger size groups appear to be
trending downward in relative frequency and to show
no gain as a percentage of the volume. This is true of
all of the three groups considered. While in zll three
the proportion of volume represented by these orders is
holding up reasonably well, there is a contrast with the -
gain in this respeet noticed in the study of canned ecorn.

We may conclude concerning orders for peas: (1)
that smaller orders are showing a greater tendency to
increase in relative frequency than is the case with
orders for canned corn; (2) that carload orders are
being received with less relative frequency than for-
merly, are no longer the modal order, and are of some-
what less importanee as a part of the volume: and {3)
that orders for five thousand cases or more are less fre-
quent and are not accounting for an increased proportion
of the pack,

[n the chart on page 136 there are cumulated into
orders for less than a carload and orders for a carload
and over the same data that we have just been con-
sidering.

Orders for a carload or more are becoming of less
stgnificance than formerly to pea canners. In this eumu-
lative chart the great growth in relative frequency of
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orders for less than a carload stands out strikingly, while
the decline m orders for a carload or more is corre-
spondingly noticeable. This chart shows, as did our

DectiNg IN Lakuve OrpeErs rorR CANNED Pras, 1911-1927

(Data for each size group are given as percentages of respective
yearly totals, all reporting companies)
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more detailed study of peas, that the sharp growth in
small orders has occurred since 1920. But it shows also
that certain earlier years saw a very large number of
such orders, 1915 being an outstanding case. This
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cumulative chart also indicates the increase in per-
centage of volume in less than carload orders since
1920, and corresponding decline in volume called for
by orders of over that size. The pre-war year 1915 is
again noticeable as a year of small-order business. Tt
was, indeed, a year when a larger proportion of volume
went out in small orders than in the post-war year 1922,

Varving IsrporTaxcE or VERY Larce Owoers rorR CANNED
Peag, 1911-1927)

{Orders for 5000 cases or more as percentages of respective
vearly totals, all reporting eompanics)
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Orders for five thousand cases or more have apparently
been less in relative frequency and in relative impor-
tance since 1920. (Sec chart on this page.} Yet this
conclusion must be reached with caution. There was a
steady decline from 1911 to 1915 to a point where they
were a smaller part of the volume than they have heen
in any post-war yvear. Therc is reason to believe that this
fall was halted by war demands and that by the time
these were over new buying forces—the expanded chain
store and mail order house, and group buying—had
checked the tendency to decline which was so clearly
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noticed prior to 1416. It is quite probable, therefore,
that orders for five thousand cases or more are in a
more promising position than before the war.

C. Sizes of Orders for Canned Tomatoes

The evidence secured on sizes of orders for canned
tomatoes 1 less satisfactory than that obtained for corn
and peas. The period covered by certain reporting com-
panies is gratifvingly long, one company’s record run-
ning from 1907 to 1927, inclusive. The data furnished
by a second company cover the years 1911 to 1927, but
with an unfortunate gap at an important period, due
to a discontinuance of packing. Sixteen companies
reported altogether; but a considerable number of these
provided information only for a three-year period, and
the great influx of companies in the last three years
caused the data for those years to be incomparable with
those that preceded. The records of four companies were
obtained for the five years 1923-1927, and a careful con-
sideration leads to the conclusion that the combined
records of these four companies is sounder evidence of
conditions generally than the combined records of all
the companies reporting. To show what has been happen-
ing to the sizes of orders of canned tomatoes, it has,
therefore, seccmed best to present the history of two -
different companies for the entire period for which each
reported and to follow this with the data of the four
companies above mentioned.
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1. Tur Recorp or aN Eastirx CANNER

In the chart on pp. 140-141 1s shown, for a period of
twenty years, the variations in the sizes of orders of an
important Eastern tomato canner (Company 35).

This company shows ne increase in frequency of small
orders during the past three years. At least this is true
of the two smaller types of orders. There has been an
important inerease in the frequency of orders of from
one hundred cases to half a car. Curiously enough,
orders of this size, which for this company one would be
inelined to think of as in the small order elass, have
been most frequent in 1509, 1917, and 1927. It is diffi-
cult to relate this situation either to a theory that such
orders increase in years of business depression, or to the
1dea that 1927 has been, in the number of small orders
received, comparable to years of business depression. It
should be noticed too that orders for one hundred cases
to less than half a car were higher in 1908 than they
have been in any but the three years just mentioned.
The carload business of this company has been declin-
ing almost steadily since 1920, although the years 1922,
1923, and 1924 showed an advance in the frequency of
such orders. On the other hand the volume of business
done in earload orders has been increasing during the
past three years and is now well up with the average
of all the years shown. The most severe decline in car-
load business as a proportion of the volume for this com-
pany came between 1911 and 1918, The years sinee 1921
have averaged much better in this respect than the years
in that period.
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An examination of the distribution of the three larger
types of orders explains some of the conditions just dis-
cussed. For example, the volume of business done by
this company in orders of ten thousand to twenty thou-

Sizes or OrbeErs For CANNED
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sand cases advanced steadily from 1907 to 1916. 1t was
into this group of orders that the carload business was
going. In 1917 carload orders again came to the front,
taking 81 per cent of the company’s business: but in
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1918 such orders lost much of their importance, for the
company secured two orders for over twenty thousand
cases, which altagether ealled for nearly half of their
volume.” Tn 1919 this companv had no orders in the

Tomaroes, CaMpany 35, 1907-1927

by cach size group—in number of cases—as percentages
vearly totals)
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smaller classes and did only 16 per cent of 1ts husiness
in the carload group. Eighty-two per cent of its volume

" As 0 matter of fact, one of these orders was for 40,000 cases
and the other fur 23,000.
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was taken up by orders of ten thonsand to twenty thou-
sand cases.

The real post-war shift for this company has not been
to " small orders” but from large orders fo orders in
the carload class. Study of the volume in specific years
since the war will show that the shifting in business has
been in three groups ranging from a car to upward of
twenty thousand cases.

This company’s history contrasts interestingly with
the experience of corn canners in that we have here a
larger number of very large orders prior to the war than
has been the case since. A glance at pages 120-122 and
129 will remind ns that big orders in corn were practi-
cally unknown prior to 1917.

This company’s records should not be left without
indicating that much of its history can be explained
in terms of its own bnsiness practices and achievements
fully as well as it can in general business conditions. In
certain vears it has been able to secure enormous orders
from well-known preservers and chain-store buyers and
to secure very large orders from wholesalers. Such orders
account for the situation in 1918 and 1919 particularly.
They account for it in part in 1920. It would be difficult
to bring better evidence to show the necessity of any
one company studying its own situation before conclud-
ing that it was wholly within the grip of general busi-
ness conditions. While those conditions which were
.supposed to multiply small orders were plentiful in 1920
and 1921, this company was not troubled by them.
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{(Number of orders and volume of businesy represented by each size group—in number of cases—as per-
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* During years 1919-1921 no orders for tomatoes were received by this company. As only ope order waa
received 1n 1918, one in 1922, and six in 1923, the percentage distribution for these years must not be
considered representative.
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2. Tuar Recorn oF A Wrstirn CANNER

As this company (Company 42} canned few if any
tomatoes from 1918 to 1923, its record breaks into
two scctions. These may be compared to advantage.

A comparison suggests ot once that the smaller fypes
of orders were relatively fully as frequent in the earlier
period as they are in the latter. (See chart on page 143.)
This is true of all orders up to half a car. It is also
noticeable at once that a given percentage of small orders
iz now czlling for a smaller proportion of volume than
was formerly the case. Half carload and earload business
is much less important to this company since the war
than it was before it, but orders for five thousand cases
or more have become significant. Beginning with 1922
such orders have always been more than 70 per cent of its
business. In only one year prior to the war period were
any such orders secured. Because of the gap in the
record it i3 impossible to tell at what point these larger
orders began to be signifieant, but the shift to snch orders
in the post-war situation is obvious. In its post-war
growth in larger orders, the record of this tomato can-
ning company is quite in line with records of corn
eanning companies.

3. A Stupy or Four CoOMPANIES FOR A
Five-Year PErion

The five-vear history of four companies combined
leads to the conclusion that the most important shifting
in sizes of orders for tomatoes is among the larger types
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of orders. The chart on this page shows a decline in the
frequency and significance of the smallest orders and a
sharp inerease in the frequency and significance of orders
from one hundred cases to half a car. But the shift in
volume accounted for from vear to year has been taking
place in orders from a carload up. Carload orders have
been declining hoth in frequency and as part of the
volume. But in the first three vears of the period orders

Sizes oF Orpers oF Four Toyato CannNers, 1923-1927

(Number of orders and volume of business represented by each
size group—in number of cases— as percentages of
respective yearly totals)
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of five thousand to ten thousand cases advanced rapidly
to take up the volume lost to carload business; and while
these dropped off, as did carload orders, in 1926, a still
larger tvpe of order appeared for these companies—
the order from ten thousand to twentv thousand cases.
It appears then, that for these four companies two
significant things are ocenrring. The smallest types of
orders are diminishing in frequency; the moderate
orders—those from one hundred cases to half a car—are
becoming more common ; and orders of large size, that is,
tive thonsand cases and above, have heen playing an
increasing role.
11
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D. Sizes of Orders for Canned Fruit

The fruit pack of the United States represents a very
wide variety of commodities grown in various propor-
tions in widely scattered sections of the country. Data
eoncerning the sizes of orders received for pears, peaches,
pineapples, berries, and cherries were obtained for vary-
ing periods of years. The data on berries and cherries
were secured from only one company, but these data
fortunately cover a period of seventeen yezrs, from 1911
to 1927, inclusive. The same concern (Company 42)
also furnished data on orders for canned pears for the
same number of years. Seven other companies furnished
information on canned pears for pericds varying from
one to nine years. The statistics on the size of orders
for peaches were seeured from four companies for
perieds of from one to four years. Only one company
(Company 25) reported on piceapples, this report cover-
ing a threeyear period. Because of differences in the
data and in the periods involved, it is best to consider
these commodities separately rather than in a general
compilation. We shall examine first the returns on
pineapples, thus disposing of what is the least signifi-
cant data.

1. Pixearrres

Clompany 25, a very large concern, reported on sizes of
orders received for pineapples. The record covers only
three years.

For all of the period reported this company has done
a large part of ils business in small orders. In cach
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of the years reported, more than 90 per cent of the
orders received have becn for less than half a car. Over
65 per cent of the company's volume has also been done
in these small orders. The two smallest types of orders
have been decreasing in relative frequency. The volume
done in the three smallest types of orders has been
increasing ; the volume done in orders of half a car or
larger has been decreasing.

2. PEACHES

Next let us give attention to the reports of the four
companies which gave information on peaches. These
are shown in the chart on this page.

The fact that orders for less than fifly cases have
trebled tn relative frequency during the past four years
1s the outstanding feature of these data. The decline
in relative frequency in other groups which accounts
for this increase in orders of the smallest type is to be
found in the orders from one hundred cases to half a car,

Sizes oF Orvers oF An. RerouriNg PeacH CANNERS, 1924-1927

(Number of orders and volume of business represented by each
size group—in number of cascs—each year, as per-
centages of respective yearly totals)
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and from a car to five thousand cases. An appreciable,
though less marked, decline has also occurred in the im-
portance of orders for half a car to a car,

Volume changes are less obvions, except in the group
for a car to five thousand cases. The volumne in the larger
groups has fluctuated considerably from year to year,
but no trend for the period is observable. Large orders
are a far less significant part of the volume for this
commodity than they are for the standard vegetables.
Volume represented by the smallest types of orders has
increased but is still a small part of the total volume.

3. Prars

The order history of pear-canning eompanies will be
studied through the evidence of all companies reporting
from 1919 to 1927, of what is believed to be a typical
company for the same period, and of another company
for a longer period. In the study of the cxperience of
the group of all ecompanies, it is well to bear in mind
that there are great variations between the experiences
of different individual companies.

The combined record of pear-canning companies shows
that a plurality of orders placed in each year were for
less than fifty cases. (See chart on page 149.) While
this record does not go back far enough to furnish evi-
denee for the depression period of 1914-1915, there were
many small orders in 1920. This was followed by an
almost steady improvement to 1925, and then a tendency
toward morc small orders.
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A greater part of the volume of orders each year was
in sizes of one hundred cases to a carload. Both the
number and volume of orders of from one hundred cases
to one-half a carload inereascd rapidly from 1919 to

Si1zES oF OrperRs oF ALL ReroaTiNG Pear CANNERS, 1919-1927

(Number of orders and volume of business represented by each
size group—in number of cases—as percentages
of respeetive yearly totals)
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1922, reaching 70.4 per cent of the volume in 1922,
After 1922, the volume in this group dropped rapidly
until 1925, and has been rising rapidly since then.
The record of what is believed to be a typical fruit
eanning company (Company 14) shows tendencies in
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line with those observed for vegetalles. This company’s
experienee is in eanning pears in the New York fruit
belt, for a period of nine years. The smallest size of
orders has been pretty steadily on the increase since
1922, although 1925 is the vear when they registered
greatest relative frequency. This company, however,
had a rapid growth of such orders from 1919 te 1921
and then a sharp decline.

The volume of business done in these orders of less
than fifty cases has, for this company, followed in gen-
eral the same trend as the relative frequeney with which
orders have been received, although the volume dene in
these orders in 1927 is disproportionately large. The
declines have been mostly in orders of from one hundred
cases to half a car, and of from one-half car to a car,
though in 1927 the orders and volume in the latter group
advanced very strongly.

Company 42, though probably less typical, 13 worth
considering, because its record is complete from 1911
through 1927, Tt is important to know that this con-
gern does a comparatively small business in this producet,”
also that a very large proportion of its orders have al-
ways been for less than fifty cases. The proportion of
orders of this size dropped significantly during 1418,
1919, and 1920, but since 1920 has never been less than
95 per cent of the total, and has in three different years
been 100 per cent of the total. That is, in every year

® This notwithstanding the fact that it is one of the largest
cempanies reporting and one which does a very large volume in
certain canned vegetablea.
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since 1920 there hag been a larger proportion of the
orders in this class than there was in any yecar before
1918, The company has had an order for as mueh as half
a ear only once during the entire period, the occasion
being in the year 1919.

The volunme of business done in the various sizes of
orders has also been largely in the less than fifty case
division, although this has been more pronounced since
1420 than before. Striking exceptions are in the years
1916, 1918, and 1920, when there was a considerable
volume shipped in lots of from one hundred cases to
one-half a carload.

4, BErRIES

The best evidenee on size of orders for berries is the
record of Company 42 from 1911 through 1927,
inclusive,

The record of this concern for a period of seventeen
years is excellent evidence that the present is not the
first period of small order buying in this commodity.
(See chart on page 133.) From 1911 to 1915 orders
for less than fifty cases as a proportion of the total in-
creased in every vear, reaching in 1915 as high a point
as they have reached in any but three years since 1920.
Following 1915 came a decline in these orders, with
the low in 1919, What followed may be interpreted in
either of two ways. We may conclude that there has
been a steady trend upward with certain years leaping
ahead of the general tendency. To the writer a more
accurate interpretation is that there have been two
periods when small-order buying has been proncunced.
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A first and rapid increase came in the years 1920 and
1921, Then there was an immediate improvement coin-
ciding with improved business conditions, followed in
turn by a rapid inerease in small orders, running
through into the present time. The years 1021, 1925,
and 1927 were years when these orders were most com-
mon. In orders from fifty to one hundred cases a less
marked cyelical movement has taken place, and the highs
and lows fall somewhat differently. Orders for oue
Lundred cases to half a car followed an almost opposite
tendency so far as frequency was concerned, while the
same tendency 1n a much more striking way occurred
in the orders of one-half a car to a car. The examination
of the frequency of orders ranging from a car to five
thousand cases shows the same tendency as the two large
groups just considered. There have been few orders for
more than five thousand cases.

A scrutiny of the relation of orders to volume shows a
double movement for the period. The significance to
volume of the three smaller types of orders inercased
from 1911 to 1915. It declined sharply in 1917, and
with some variations increased in importance to 1921,
1922, or 1923, depending upon the particular group of
small orders under discussion. Since that period the
importance of these three types of orders in volume
terms has been growing less. For the last two years, as
in certain other years during the period, orders for more
than five thousand cases have been significant in the dis-
tribution of the volume. This is particularly true of
1927, when an order for ten thousand cases or more was
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received. As this order alone accounted for 48 per cent -
of the volume, it is easy to sec what its effect would have
been if it had been distribnted over the smaller groups.
As this is the only order of this size reecived by the com-
pany for this commodity during the whole period, it
furnishes some reason for belicving that large orders are
beginning to play a larger part in the distribution of
this commodity, as we see to be the case in some of the
vegetables discussed above. Such a conclusion must be
drawn, however, with a recognition of the fact that this
is the experience of a single year. In considering the
preceding statements one should turn to the charts on
pages 114-115, 126-127, and 132-133 to notice similari-
ties and differences suggested. For both corn and peas
1915 and 1920 were, as here, years with a large number
of small orders.

5. CHERRIES

The data secured on cherries cover the same period as
that covered by the berrics record-—the seventeen years
from 1911 to 1927, inelusive.

Orders for cherries have passed through o cyclical
movement similar to that observed in orders for berries.
(See chart on page 155.) But this evidence, furnished
by Company 42, which alone reported for this com-
modity, indicates that there has been a marked difference
during the period since 1923, which is to he accounted
for by rapid relative increase in orders for one hundred
cases and above. The smallest type of orders dominated
the trade in this produet from 1911 to 1915, these orders
being 72.5 per cent of all orders received in 1815. Their
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decline in frequency was rapid until 1920, but in that
year and in 1921 they were again important. Then came
a drop, followed by a sharp increase in 1927. Except
for 1927 one would undoubtedly draw the conclusion
that small orders were on the decline rather than on
the inerease in this product. The movement for larger
orders, however, has been under way. As a pereentage
of the number of orders, it iz noticeable in all of the
classes of ovders for one hundred cases or more, and
as a pereentage of volume it is outstanding in orders
ranging from half a car to five thousand cases. In 1926,
for the first time in the history of the company as re-
corded, an order for five thonsand cases or more was
received. As in the case of berries, this may well be an
omen of a new type of order in the canned cherries trade.

E. Sizes of Orders for Canned Salmon

Reports on the sizes of orders for canned salmon were
received from only two companics, and these companies
with somewhat differcut charaeteristies. The first, Com-
pany 43, is a very large packer of salmon whose informa-
tion covered the vears 1919-1927, inelusive. The other,
Company 44, appears to be a smaller coneern, the rece-
ords of which run from 1924 through 1927. The larger
packer sent figures onlv for orders ranging in size from
a half carload up; data for smaller units not being avail-
able. (See chart on page 157.) Such changes in the
sizes of shipments as appear, therefore, are probably
not signifieant. The changes in the sizes of orders re-
ported are shown herewith. In hoth cases because the
vears are so similar, and in the second case because the
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period is short, it has not seemed worth while to translate
the data into proportions of volume. In the case of Com-
pany 43 the comparative uniformity of these pereent-
ages can hardly be taken as reflecting business conditions

S1zes oF Orpers FoR CANNKED SALMON

(Number of orders represented by each size group—in number
of cases—each year, as percentages of respective
yearly totals)
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as the shipments, because of the integrated character of
this concern, are largely intra-company.

The distribution of orders for the second company is
undoubtedly more indicative of huying practices of dis-
tributers. This record for the four vears whieh the data
cover appears tnthe chart on this page. The increase
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in orders for less than fifty cases, and the increase in
1927 of orders for fifty cascs to half a car, together with
the decline in orders for one-half car to a car, are all
apparcnt. This packer has not been losing crders for a
carload to five thousand cases. Such orders arc much
higher than in 1924 and show no significant decline for
any of the last three years. Although the period involved
18 brief, it may be worth while noting that this last faet
is rather in line with conclusions reached for the largest
types of orders when studying canned vegetables.



CHAPTER IX

COMPARATIVE SIZE OF ORDERS (Continued)

The study of comparative size of orders is continued
in this chapter with samples from a rather wide variety
of industries and trades. The samples have not been
grouped together, as was done in the first section of
the preceding chapter, nor has any trade been given the
extensive study allowed the canning industry. The
chapter, rather, furnishes a somewhat specific picture
of the changes in the size of orders in a number of
businesses where there has been some discussion of the
small order problem.

I. THE S8IZES OF ORDERS OUT OF WAREHOUSES

In this section we shall consider the sizes of orders
shipped out of that interesting institution known as the
merchandise warehouse. Of all types of warehouses®
the merchandise warehouse is least known to the layman.
Tt is necessary to outline briefly its significance in the
marketing scheme. These warehouses, existing in all
larger cities, are repositorics where many manufacturers

! The Department of Commerce classifies warchouses as follows:
merchandise, household goods and storage, bounded warehouses,
special eommodity warehouses, cold storage, and field warehouses.
See Department of Commerce Bulletin, “ The Merchandise Ware-
house in Distribution.”

159
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hold goods in store between the time of form produetion
and the time of sale to other manufacturers, or to whole-
salers, jobbers, or retailers. They are also used to a
considerable extent by wholesalers and large retailers to
honse reserve purchases. The general merchandise ware-
house is essentially * a service link 7 utilized by buyers
or gellers because they find purchase of storage space a
more economical or effective part of their scheme of
buying and selling than a warechouse operated by them-
selves.

The merchandise warehouse is a business enterprise
privately operated for profit. Its work cannot be ap-
preciated without realizing fully that besides storing
goods it is a distributor of merchandise, ready to act as
the agent of its clients in receiving orders and shipping
goods by rail or truek to any point directed. To perform
his work effectively, the warehouseman must, therefore,
not only provide safc storage, insurance, the conditions
required by the physical properties of the goods left in
his charge, and warehouse receipts which can be nused as
collateral, but facilities for opening packages, re-mark-
ing, re-wrapping, re-directing, delivering, recording, and
at times billing for his customera. More commonly such
actions are taken npon an order from the elient of the
warehonse, but it has now become not unusual for a
warehonseman to provide office space for the representa-
tives of his clients, the warehonse thns becoming an
oftice of the enstomer.  The warehonse,” as one promi-
nent warelbmsciman puts it, @ does practically evervthing
except sell goods for the manufacturer.”
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There has been a growing complaint among warehouse-
men that they are being asked to make *“ an excess num-
ber of deliveries.” Mr. W. V. Liitle, Executive Secre-
tary of the American Warehousemen’s Association, says:

The warehouseman is being called upon to make deliveries
in increasingly small lots from stocks that are carried with
him by manufacturers, making the unit cost to the warehouse-
man much greater than heretofore.?

A prominent warehouseman, following a study of the
size of his deliveries, stated:

In making an investigation I find that our average number
of deliveries per carload has greatly inecreased in the past
few years. For example, on a washing powder account where
we formerly delivered in 50, 70, or 100 case lots I found our
present average deliveries to bhe about 15 cases’

Such statements and the important place of the mer-
chandise warehouse in distribution make significant a
sample of the change in the size of orders shipped out.

What has actually been happening to the size of ware-
house deliveries? Figures were secured {rom the tallics
and orders of two of the three warchouses of Griswold
and Walker. Ine., Chicago." The data cover all of the
outgoing shipments from these two warehouses for the
vears 1919 to 1927, inclusive. Figures were taken for
proprietary medicines, which include such items as Sal
Hepatica, Nuxated Tron, Calotabs, 8.8, 8., Milk of
Maguesia, and Syrup of FFigs; for canned fish, ineluding

*In a letter to the author, dated October 21, 1927,
*T. 8. Adams in a letter to the author dated Mareh 7, 1928,
*In connection with these data I am indebted to Professor
E. A. Duddy, through whosc courtesy a contact was made with
the company in question, and to Mr. E. E. Ferebee, who took off
the figures from the records of the company.
12
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WaREHOUSES, 1819-1927
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eanned salmon, tuna fish, cedfish, and shrimp; for canned
vegetables, including canned corn, peas, beans, tomatoes,
spinach, and sweet potatoes; and for canned fruit, in-
cluding peaches, pears, apricots, plums, apples, piue-
apples, and certain preserves and marmalades.

In dealing with commodity classes so inclusive as
these, and with an institnution which handles goods for
50 many customers and delivers to so many buyers as
does the merchandise warehouse, many things must be
considered in examining the figures. For example, if a
merchatdise warehouse having a set of elients who had
been in the practice of selling to wholesalers lost these
clients and obtained others whose goods were sold to
retailers, we might expect a decrease in the size of orders
as a result. Obviously the opposite situation might
equally easily obtain. So, also, a change in the amount
of one type of article stored might make a change. The
more commonly used medicines, for example, are ordi-
narily shipped out in larger orders than the less popular
ones.

The sizes of orders for the various types of commodi-
ties eonsidered have been classified i each case in a
manner which seems appropriate to the goods in ques-
tion, and the percentage of the total number of “ orders
out ™ of various sizes are shown for the period of years
1919 to 1927, inclusive, Canned vegetables will be dis-
cussed first.

The proportion of small orders for canned vegetables
out of warehouses has increased. (See chart on pages
162-163.) While the chart classifies orders into ten
eroups, with all of which wareheusemen are concerned,
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what has been happening to orders of the smaller sizes
may be emphasized by considering as one group the
smallest three classes. This puts together all orders for
less than 300 pounds. The percentage which such orders
are of the total number in each year is as {follows:

1919............ 71 1924 ... ..., 13.9
1920............ 45 1925.......... .. 312
1920............ 6.5 1926, ........... 318
1922............ 138 1927........ ... 172
1923............ 106

It will be seen at once that 1926 shows the highest per-
centage, as 31.8 per cent of the orders fall in that class
in that year. The year 1925 runks next with 31.2 per
cent, followed by 1927, with 17.2 per cent. A rather
sharp change secms to occur between 1921 and 1922,
when there is a jump from 6.5 per cent to 13.8 per cent.
The warchouseman handling a large volume of canned
vegetables seems to have real oceasion for complaint con-
cerning the incrcased number of small orders when we
notice that for the years 1925, 1926, and 1927 an aver-
age of 26.7 per cent of hia shipments of this commodity
have been in lots of less than 300 pounds, while in the
years 1919, 1920, and 1921 an average of only 6.0 per
cent of his deliveries were in orders of that size,

It is obvious that the number of orders for less than
100 pounds increased in relation to the total rather
markedly in 1925, 1926, and 1927, and that orders in
the 100 to 200-pound group increased even more sharply,
especially in 1925 and 1926. This latter group of orders,
bowever, shows a sharp decline in 1927, The next
higher class, orders for more than 200 but less than 300
pounds, shows a trend towards increase in number for
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the period. The same can hardly be said for those of
300 but less than 500 pounds, which seem to be running
rather uniformly. Orders weighing 500 pounds or more
show a definite decline, especially those from 500 to
1,000 pounds. The orders for more than 1,000 but less
than 2,000 pounds show some tendency to be going down
in numbers, but the tendeney is not strongly marked. In
examining the chart on pp. 162-163, one gains definitely
the impression that orders for over 2,000 pounds are
tending to decrease as a proportion of the total, altheugh
there is considerable variation from year to year. As the
larger classes are reached the number of orders involved
is too small to make conclusions very satisfactory.
Orders for canned fish out of warehouses may also be
a matler of concern to warehousemen. In the chart on
pp- 162-163 one sees quickly what a marked increase oc-
curred in 1925, 1926, and 1927, compared with previous
years, in orders of less than 100 pounds. There was a
rise in 1923 and 1925, particularly, in orders of 100
and less than 200 pounds. In the orders in the 200 to
300-pound group a sharp advance teck place in 1922
which was maintained, with some increases, to 1927 with
the exception of the year 1926. Orders in the 300-pound
grouyp, sinee 1921, appear to be definitely declining as a
proportion of the total, as do those in the class 500 to
1,000 pounds. On the other hand, the orders, ranging in
size from 1,000 to 2,000 pounds, appear to be increasing
as a proportion of the total, while the evidence concern-
ing orders of larger sizes seems to indicate that they are
declining as a proportion of the total. The number of
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orders involved in the upper classes is too small to make
conclusions very safe.

In handling this commodity the warehouseman again
has some justice in his complaint that small orders are
increasing. During the first three years of the period
under eonsideration only 6.3 per cent of the orders deliv-
ered out were under 300 pounds in weight. An average
of the last three years shows that 21.6 per cent of the
orders handled were in that class.

Orders for canned fruils oul of warehouses show ten-
dencies similar to those described above. (See chart on
pp- 162-165.) The proportion of all orders below 500
pounds, excepting possibly those in the 200 to 300-
pound group, tends to inerease. Those in the 500 to
1,000-pound class pass through a sort of double cycle
ending, in 1927, more than three times as large a part
of the total as they were in 1919, but only a little more
than half what they were in 1922, 1923, or 1924, The
general tendency for erders of 1,000 pounds or more to
fade out is quite evident, though the ups and downs of
the movement are worth noting. As in the preceding
cases, conclusions must be drawn less certainly as we
pass into the larger classes and the data become more
sparse.

For canned fruits ordered out of warchouses, how-
ever, as for canned vegetables and fish, the fizures bear
out the warehouseman’s complaint. Lumping together
a1l orders for less than 300 pounds received in the years
1919, 1920, and 1921, and doing the same for the years
1925, 1926, and 1927, we find that a yearly average of
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only 9.9 per cent of all orders were under 300 pounds in
the first pericd, while an average of 26.9 per cent were in
that group in the later period.

Shipments of proprietary medicines out of ware-
houses show markedly different tendenctes from those of
canned foods. (See chart on pages 162-163.) Tt is evi-
dent that there has been less increase in the proportion of
smaller orders for this eommodity, Orders under 50
pounds,” with a single exception, are a considerably
smaller percentage of the total in each of the years 1925,
1926, and 1927 than in any of the years 1919, 1920, or
1921. For the same comparison no exception is needed
for orders between 50 and 100 pounds, and this state-
ment is strikingly true for orders of 100 but under
200 pounds. In this class such ** small orders " are less
than half as frequent on the average during the last three
years as they are in the first three. Putting together all
orders under 200 pounds, we find that while about half
of the orders for proprietary medieines out of ware-
houses fall in this class during 1919, 1920, and 1921,
less than a third of the orders may be so grouped for
1925, 1928, and 1927. The average of the percentages
for the two periods are 54.1 and 31.9, respectively.

The classes of 300 pounds and over show many
small variations but on the whole are marked by their
uniformity. The group of orders from 1,000 to 2,000
pounds is the only exception. Here the size of the bars

*The distribution of proprietary medicines made necessary a

class for orders of smaller size than any used in conncetion with
canned foods,
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in the chart suggests that an increase in the percentage
of orders of this size has been scored and maintained.

Summarizing: The orders out of warehouses indicate
that sweeping generalizations as to changes in the size
of such orders are risky. For canned foods all of the
evidence is one way though in somewhat varying degree.
Without doubt, however, a larger proportion of the
orders for such commedities out of warehouses are
* amall orders.” The single piece of evidence available,
however, for another commodity shows a somewhat con-
trary tendency in small orders and a decided lack of
change for orders of the larger sizes.

Individual warehousemen or their associations could,
with profit, conduct investigations to determine the lines
in which orders are growing smaller and those in which
an opposite tendency or no tendency is discernible. If
the warelionseman is bearing added handling costs (see
pages 340-393), he is justified in charges which cover
them. DBut such eharges cannot, with justice, be applied
promisenously. They shonld be applied to the goods from
which the new cost incidence arises. This is a proper
field for trade association study.

II. VARYING SIZES OF ORDERS RECEIVED BY
WHOLESALE GRQCERS

The wholesale grocery trade is one in which com-

plaints concerning the declining size of orders are heard

very frequently. Yet accurate information on the matter

is extremely difficult to obtain. The number and detail
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of wholesale grocery orders appear to act as forces
preventing either files or records being kept for any
extended period. There has been secured, however, data
showing the distribution of orders and changes in the
average size of orders of several companies, representing
various parts of the United States and for various
periods of ycars, and material making it possible to com-
pare the average size of orders received by 25 concerns
in 1922 with the average of the same coneerns in 1927.

The figures of six companies will be examined first.
The chart on page 171 shows graphically the changes
in the relative frequency of orders of eight different
sizes as they have been reccived by these grocers over
the periods of years indicated.’

An examinelion of the chart shows that small orders
have become relatively more common and large orders
relatively less common during the pust few yeurs, huf
that changes have been by no means universal. The
Delaware wholesaler and the Missouri wholesaler may
be discussed together, as they have had very similar expe-
riences. The record of each shows an inerease in the
proportion of small orders and a decrease in the propor-
tion of large ones. Orders under $5 became materially

This material was obtained directly from officers of the com-
pantes concerned or from their books, excepting in the case of
the Tennessee grocer, in which the data were obtained through
the courtesy of Mr. J. W. Millard of the Department of Com-
merce. In euch case it is based on a sample, as follows: for the
concerns in Pennsylvania, Delaware, Missouri, and Wisconsin,
a record of orders for the month of Mareh for the years indicated;
for thc New York concern, the month of September for the years
indicated ; for the Tennessee grocer, one week in September for
the years indicated, The Missour, Pennsylvania, and New York

grocers correspond to wholesalers A, B, and D, respectively, whose
sales records are shown in the chart on p. 334.
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more common, especially for the Missouri wholesaler,
from 1926 to 1927. Orders of from $5 to $10 also ad-
vanced in frequency for both of these grocers, and orders
from $10 to $15 in each case show only 1 per cent of
change. All orders for $15 or more became less fre-
quent relatively for both of these concerns in 1927 than
they had been in 1926.

The records of the Wisconsin and New York grocers
are interestingly different.” These two companies are
alike in showing comparatively little change for the two
years considered, and both are different from the two
companies considered above in that the smaller orders
have shown no tendency to increase as a percentage of
the total—indeed, the tendency has been rather the
other way—while orders in the groups above $50, with
one exception, show an increase in comparative fre-
quency.

The Pennsylvania grocer furnishes in some was = 1ne
hest evidence of what is happening inasmuch as the ree-
ord covers a series of six years, from 1923 to 1928, in-
clusive. The graphic representation shows very vividly
the increased proportion of orders under $5 and from
$5 to 10 as contrasted with the downward trend in
relative frequency of orders for $10 or more. The chart
18 interesting in that while the movement has not been
extreme in any case it indicates that there has been a
fairly continuous tendency of the sort deseribed. The
year 1928, however, seems to have marked something of
a change in this company’s business. Orders of the

"It should be noted that the Wisconsin figures are for 1927 and
1928 rather than 1926 and 1927,
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smallest type are less relatively common, and those of
$25 to $50 and those of $100 or more show a slight
comparative increase,

The record of the Tenunessee grocer is less uniform
than that of the Pennsylvanian just discussed, although
the general conclusions reached above are supported so
far as the two smaller types of orders and the three
larger types are concerncd. This is especially true if we
look only at the eity sales of the Tennessee grocer. In
that part of the chart where city and country sales are
eombined there scems to be no general upward trend of
small orders unti! we reach the $10 to $15 orders. The
middle groups have maintained a decided uniformity
when both city and country sales are considered; the
larger groups have shown a slight tendency to decline.

One interesting difference hetween city and country
sales should be noticed. Orders in all three of the groups
under $15 are less relatively frequent in country sales.
The difference is particularly noticeable in orders under
85. All clases of orders above $15 are more frequent
relatively in country sales. Country merchants are still
giving this Tennessee grocer 7.4 per cent of their arders
in sizes of $100 or more, while city buyers are sending
in only 1.6 per cent of their orders in this size.

It 1s worth while for any one particularly intcrested in
the changes in the size of grocery orders to compare,
especially for the two compantes with long histories, the
percentage of orders In each size for the first year and
the last yvear shown. When this is done, one ig struck
with the comparatively small ehanges which have taken
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place, but at the same time with the fact that there have
been changes pretty consistently moving a larger pro-
portion of the orders towards the small size of order
groups. What has occurred has been a general move-
ment towards smaller orders rather than a decided shift
out of any one type of orders and into any other one
type.

Some additional light on changes in the size of orders
received by wholesale grocers can be had by noling the
average size of order over a series of years. The table

CHANGES IN AVERAGE SIZE OF WHOLESALE GROCERY ORDERSs
1921-1927

(Average in dollars for cach of six companies)

3 Com- | Com- | Com- | Com- | Com~ | Com-
var pany 1| pany 2| pany 3| pany 4| pany 5 pany 6
1921... .. ..., 33.099
1922 .......... . - - - 33.60 | 22.30
1923........ ... 2541 | 34.20 | 25.70
1924, ... ... ... - . . 24.89 | 35.85 | 29.20
1925......... .. o - 1R.77 | 2298 | 48.32 | 30.00
1926.. ... oo 17T | 16,38 | 1810 | 22.04 | 37.78 | 28.90
1927. ... . | 17.57 | 1547 | 19.26 | 2091 | 3581 | 28.00

The period covered by Companies 1 and 2 is too brief
to make the record of mueh significance, although it is
worth while to notice that while the average size for one
company has inereased, that for the second has declined.
Company 3 shows a slight increase in average size of

*Data were obtained directly from officers of the companies.
Companies 1, 4, and 5§ correspond to the Delaware, Pennsyvlvanin,
and New York grocers, respeetively, whose orders are discussed
on pp. 170-174, Companies 3. 4, and 5 correspond to whole-
salers C, B, and D, respectively, the deviations in whose sales
are shown in the chart on p. 334.
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order for the three-year period 1923-1927. Company
4, through a period of five years, shows a continuous
deeline with o total loss of, roughly, 20 per cent. For
Company 5, for which the longest series of data is avail-
able, the period ended with an average size of order con-
siderably larger than that with which it started. 1t
showed an almost continuous gain from 1921 through
1025, with a decline in 1926 and 1927. The changes
through the period, however, are not great.

When one compares the experiences of these compa-
uies, especially Companics 4 and 3, he is impressed with
the different records made under supposedly similar
business conditions. The difference between the record
of Company 4 and the record of Company 5 is probably
accounted for by a difference in merchandising poliey.
To a greater extent than Company 4, Company 5 sells
a recognizedly high grade, throughly branded, and ex-
tensively advertised merchandise. TIts sales are made
throngh retailers’ who consider the brand of this com-
pauy as their major one, who depend upon its populanty
for sales, and who are believed to patronize this house
largely to the exclusion of others. Expecting to continue
to buy this company’s merchandise in the future as well
as in the present, and relying upon the propriety of its
prices, they are less concerned about carrving small
stocks than are those retailers who buy from more varied
sources and with perhaps a sharper eve to immediate
price conditions. This is by no means the only case in
which there is evidence that the manufacturer or whole-

®* This company also does a fair volume of jobbing business, and
it was impossible to separate thiz from strictly retail sales.
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saler selling a branded and advertised product is less
influenced by the general forces conducive to hand-to-

AvVvERAGE S1ze oF OrpErs [LECEIVED BY 25 WHOLESALE GROCERs *

{In dollars)

1927 Comparedd

Company 1922 1927 with 1922
) 26.23 20.31 Up
Qo 22 43 23.45 Up
3. 38.54 39.32 Up
4. 30.00 30,00 Same
5. . 2224 2263 Up
6........ ... 14.00 14.00 Same
Y 33.69 35.94 Up
8 .. 40.43 40.47 Up
L 22.30 28.00 Up
10.............. 26.2% 20,84 Down
1 22 00 16.00 Down
40.00 30.00 Down
13.............. 36.02 28.67 Down
4, ... 2500 20.00 Down
15........ ... 25.00 17.00 Down
16, ............. 30.00 24.00 Down
17.. 25.00 20.00 Down
18, .. ... 23.50 18.25 Down
19.............. 29.50 24.00 Down
20, ... 28 5% 26,14 Down
2L 27.73 2116 Down
22, ... 27.57 19.0K Down
23. . ... ThO0 50,00 Down
24 ... 11,20 27.30 Up
25, .. .. 100,00} H)LOD Down
All companies. . .. 32.44 28.23 8 Up; 15 Down;

2 Unchanged

s This table was compiled fromn data obtained through the courtesy
of the National Wholesale Grocers’ Association and the Metropolitan
Life Insurance Company. It is believed not to include any of the
companies heretofore discussed.

mouth buying than are others.

lines.

(Sec pages 48-50.)
Also it has been the policy of this wholesaler to reduce
the number of lines and to push the more profitable
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Company 6 has had an experience similar to that of
Company 5; that is, size of orders increased each year
from 1922 to 1925 and declined slightly in 1926 and
1927, This company has been reducing the number of
brands carried in a single line.

A comparison of the average size of orders recetved
by 25 wholesale grocers in the two years 1922 and 1927
shows that the size of orders has declined. The average
size of order for all companies declined from $32.44 in
1922 to $28.23 in 1927. The average, however, conceals
the fact that by no means all the comnpanies registered a
decline in average size of orders. Of 25 companies re-
porting, 8 reported an increase and 15 a decrease. Two
companies recorded no change.

III. IN THE WHOLESALE DRUG TRADE

The small size of orders has been a problem of the
wholesale drug trade for some years. In this business,
indeed, orders are often of a size which make the term
wholesale seem inappropriate if not somewhat ludicrous.
The “ twelfth-of-a-dozen ” order for a proprietary medi-
cine is by no means new, and the order for a sixth of a
dozen, a quarter of a dozen, and a half a dozen has been
frequent.”

But to what extent, if at all, have the smaller types of
orders become a greater part of the total orders of whole-
sale druggists in the pertod since 1920?% While many

* It is estimated that 55 per cent of the wholesale drug trade
15 in proprietary goods; that is, those articles which vertain
individuals have the exclusive rlght to manufacture and sell.

13
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comments have been made by wholesalers to the effect
that small orders are on the increase and that they are
a menace to the trade, quantitative evidence was dif-
ficult to secure. Information was obtained, however,
which vividly contrasts the size of orders received for
proprietaries in 1920 by a large Middle Western drug
wholesaler with those received by the same company in
1925. The data cover both city and country sales.
Orders for small quaniilies of proprictaries have
greatly increased in relative frequency; lhe reverse is
true for larger orders. The facts on this matter are so
clearly shown on page 181 ” and in the chart on page 179
that there is no need to discuss them at length. If we
look at the city sales, it will be seen at once that in each
type of unit—10 cent unit, 25 cent unit, 50 cent unit,

1t is particularly desirable in a business which handles thou-
sands of items, as does the wholesale drug trade, that the size of
orders be considered in some physical, rather than monetary, term.
There are few lines of merchandising in which costs of handling
vary so completely with the vuriety of items ordered. An eight
dollar order, for example, mav be fur un original shipping case
containing one dozen units. Another eight dollar order may call
for two dozen items, one-twelfth dozen of each different item. In
the latter case each one-twelfth dozen would require for ship-
ment the performance of eight or nine operations, such as
scanning, checking, picking up, ok.ng, ticketing, pricing, ex-
tending, and billing. These operations would have to be repeated
24 times on the second order, while the single shipping case
would go direct from the scanner to the full stock floor and from
there to the shipping room. Such work as pricing would be
greatly simplified, and there would be no extending whatever.
So far as relative costs of handling are concerned, it is the number
of small items on the order which the wholesale druggist regards
as serious. As one druggist states the matter; *“ A business like
ours, if it must handle a very large quantity of items that are
excessively small, will have a very high operating cost. If by any
means we can increase the ilem quantity we shall be able to
reduce the nercentage of operating cost.”
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and 1 dollar unit —the orders of smaller size have
materially increased as a percentage of the total orders
received, and the orders of larger sizes have materially

S1zes oF OrDERS FOR DRUG ProPRIETARIES RECEIVED BY A LARGE
Druc WHOLESALER, 1920 anp 1925

(Number of orders of each size, for the several price units, as a
percentage of total for each price unit for
indicated year)

I. CITY SALES
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decreased. In the 25 cent unit, for example, orders for
one-twelfth of a dozen increased from 3 per cent of the

“The terms *seller,” “number,” and *“size” are often used
rather than unit; thus a 10 cent seller is a size of package that
retails for 10 cents. The term unit rather than mize has been
used here to distinguish the concept from the size of order.
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total in 1920 to 14.5 per cent in 1925, while orders for
more than a dozen of the same unit decreased from 10
per eent to 1 per eent. The 1 dollar unit shows a marked
increase in the frequency of one-twelfth dozen orders
and a decrease in the frequency of every larger size.
Observation will show similar changes in the relative
frequeney of other sizes.

Country sales by the same concern show comparable
changes in the same direction. An examination of the
percentage increases shows that changes towards smaller
orders have heen more extreme in country sales than in
city sales. It appears, thercfore, that while city orders
run actually smaller, those changes in communieation,
transportation, and the technigue and philosophy of re-
tailing whieh have led to diminution in the size of orders
given by drug retailers, have been more significant in
country districts than in the metropolitan area. Con-
cretely this appears to mean that those facilities of
telephone, trucks, busses, and parcel post which were
common in city trade in 1920 advanced more rapidly
for conuntry than for city nse in the five-year period
1920-1925.

Belween 1920 and 1925 Lhe increase tn the proportion
of volume handled in small orders was much less than
might be expected from the inereased percenfage of
small orders. (Sec table on page 182 and chart on
same page, which may be compared with the chart on
page 179 and the table on page 181.) For hoth eity and
conntry trade the wholesale denggist Tas been manipn-
Tating # lnrger nnmber of orders for the same volwane of



NumBER oF ORDERS FOR DRUG PROPRIETARIES AT WHOLESALE,
BY Bize aND Price Units, 1920 AnD 1925+

(Number of orders of each size as percentage of total,
for each price unit)

10 ceNT UNIT

City Sales Country Sales
Size of Order Percentage Percentage
1920 1925 | Jncrease or| 1920 | 1925 | Increase or
Decrease? Decreaseb
Less than 14
dozen........ e 13.0 17 — 4.0 -
14 dozen.. .... 13.0 | 23.0 / 6.0 | 19.0 217
15 dozen....... 20.0 | 21.0 20 18.0 | 22.0 22
1dozen........ 41.0 | 23.0 —44 45.0 | 49.0 9
3dozen........ 26.0| 4.0 —&5 31.0 | 16.0 —48
25 CENT UNIT
Yo dozen....... 3.0 14.5 383 5 4.5 800
L¢ dozen....... 5.0 155 210 3.5 8.5 143
1{ dozen....... 3.0 1 49.0 26 19.0 | 37.0 85
15 dozen....... 21.0 1] 13.0 -—38 24,5 | 25.0 2
1dozen........ 220)| 7.0 —68 32.5 | 22.0 —32
More than 1
dozen........| 10.0 1.0 —80 20.0 3.0 —&85
50 CENT UNIT
Yedozen....... 13.0 | 35.0 169 25 125 400
lg dozen....... 14.0 | 24.0 71 6.5 | 16.5 74
1{ dozen.... ... 35.0 | 33.0 — & 26.0 | 42.0 62
L dozen....... 13.0 | 4.5 —65 31.0 | 17.0 —45
1 dozen........ 1201 3.0 —75 20.0| 10.5 —48
More than 1
dozen........| 13.0 ) —396 11.0 1.5 —&6
$1.00 oNrT
Yedozen, ... ... 41,0 | 65.0 58 14.0 | 35.5 154
16 dozen. .. .... 18.0 | 17.0 — 6 18.0 | 17.5 — 3
14 dozen....... 24.0 { 13.0 —48 26.0 | 31.0 19
14 dozen.. ... .. 6.0 4.0 —33 21.0 9.0 —57
1 dozen, . 4.0 .5 —88 120 | 6.0 —50
More than 1
dozen.. ... ... 7.0 .5 —93 9.0 1.0 —&89

s Thesc figures were obtained from the records of a large Mid-
Western wholesale drug corporation. Data, having been read from
charts, are aceurate oniy to 14 of 1 per cent.

b The mninus sign indicates decrease,

¢ There is reason to suppose that in 1920 there were some orders
for less than 14 dozen, but that they were lumped with the 4 dozen
orders.

181
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PrororrioNn oF o Larce WHoLEsAaLE Druccist’s BusiNess DoNg
IN OrpERS OF INDICATED SIZES
(Value of orders of indicated sizes expressed as a percentage of
total sales)

I. CITY SALES II. COUNTRY SALES
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PrororTiON OF A LaRGE WHOLERALE DruGGisT's Busingss DoNE
1IN OrDERSs oF INDICATED Sizes, 1920 anp 1925

(Value of orders of indicated sizes expressed as a percentage of total

sales)
City Sales Country Sales
Size of Order Percentage Percentage
All Price Units | 1920 | 1925 Increase or | 1920 | 1925 | Increase or
Decrease® Decrease ®
Yadozen....... 10 | 154 54 5 5.0 0
L¢ dozen.. ... .. 12 | 14.6 22 12 8.0 —33
I dozen....... 35 | 26.0 —26 27 19.9 —31
14 dozen....... 20 | 15.9 —21 15 | 17, 18
ldozen........ 16 | 19.0 19 26 | 30.5 17
More than 1
dozen........ 7 8.1 16 15 | 19.6 31

_* 1925 percentages do not total exactly 100 because of discrepan-
cies in data.
® Minus sign indicates decrease.

business. The disparity between the increased percent-
age of small orders and the business done in them 1s less
striking in eity trade thau in country business. In coun-
try sales small orders in no case represent a larger part
of the volume in 1925 than in 1920.
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Orders of one dozen or more, though declining in
relative frequency in both city and country, represent in
both cases an increased percentage of the business done.

Country trade 1s still a comparatively “ large order ”
trade. While it has nothing to do with changes in the
sizes of orders, some readers may be interested in the
comparative size of orders in city and country trade in
a single year—1925. These are accordingly set out in
the table on this page: It will be seen that eity buyers

CoMPARATIVE Size oF ORpERS RECEIVED BY A L'ARGE WHOLESALE
Druggist rroM City AND COUNTRY, 1925

Value of orders of indicated sizes for indicated price units. expressed
as 8 percentage of total sales of respective price units)

I. CITY RALES

. Mote
Price Y V6 X Y2 |1 Dozen| than | Total
Unit | Dozen | Dozen { Dozen | Dozen 1 Dozen
10 cent .. L. 16.0 23.0 37.0 20.0 96.0s
25 cent 4.0 19.0 200 19.0 20.0 9.0 100.¢
50 cent 15.0 20.0 39.0 12.Q 12.0 2.0 100.0
1 dollar | 42.5 19.5 21.0 9.0 6.0 2.0 | 1000

II. COUNTRY SALES

10 cent — — 6.5 10.5 35.0 48.0 | 100.0
25 cent 1.0 2,0 18.0 22.5 38.5 18.0 | 100.0
50 cent 3.5 17.5 24.0 20.0 26.0 9.0 | 100.0
1 dollar | 15.5 12.5 31.0 15.0 22.5 3.5 | 100.0

* Failure to total 100 per cent is caused by discrepancies in data.

take a much larger part of their volume in small orders
than do conntry buyers—this in spite of the forces tend-
ing to urbanize rural areas.

IV. RECEIVED BY TEXTILE MILLS

In 1926 the Harvard Bureau of Business Research
included in a survey of textiles distribution a study of
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the size of orders received by three cotton mills and one
selling agent for the period 1921 to 1925, inclusive.”
The Bureau found a definite decline in the size of orders
for the period, the arithmetic average in 1925 proving to
be 44 per cent smaller than the average in 1921 and the
median order in 1925 being 45 per cent smaller than
the median order in 1921. The changes fonnd are set
forth in the table on this page.

ORpERs RECEIVED By MiLLs—By YEARs

Size and Number of Orders Received by 3 Cotton Mills and 1 Selling
Agent from Sample of All Types of Customers for All Classes
of Products, 1921-1925

Qd;lifilty Total Average Size Median

Year of Orders Number | (Arithmetie, Size (in
(in linear of in linear linear
yards) Orders yards) yards)
1920........| 83,060,613 2,451 33,888 3,000
1922.. ... .. 57,578,020 2,136 26,956 5,400
1923. ..., .. 73,078,711 2,316 31,554 6,000
1924 ... ... 55,943,537 2,735 20,455 4,300
1925 (9 mos.)| 45,082,035 2,383 18,918 4,400
Total. . .. .{314,742,916 12,021 26,183 6,000

& Taken from Bulletin No. 56 of the Bureau, p. 163.

In commenting on this table, the Bureau points out
that the average size of order varied directly with the
aggregate quantities of goods purchased, excepting in the
vear 1925. The year 1925 exhibits in this respeet a
tendency contrary to that shown in the other years
studied.

®? Myrvard Bureau of Business Research, Distribution of Textiles,
Bulletin No. 56.
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The chart on this page shows graphiecally the distri-
bution of orders under 10,000 yards, according to size,
for the five years studied by the Bureau.” A study of
this chart shows at once that there was a great increase
in the proportion of orders of small size in 1925 as com-
pared with 1921, The sharpest increasc in the ratio of
such orders to the total oceurred between 1921 and 1922,

The trend towards the 1925 situation was not a uni-
form one; indeed, a study of the records in 1923 might

INcrEssiNG PrororTioNn oF Smain Onrbers rog CoTroN Piece
Goops Receiver sy TexTwe Miuns, 1921-1925"

{Number of orders in indicated size groups expressed as a percen-
tage of the totul number of orders of all stzes)
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* For data see Harvard Bureau of Business Research, Distribu-
tion of Texties, 1926, p. 170,
have led to the conclusion that the situation was defi-
nitely on the mend.

An examination of orders by types of purchasers led
the investigators to the conclusion that, while the size of
orders from wholesalers showed a downward trend, such
orders showed “ less variation in size than did orders

“The data for this chart are taken from the Bureau's publica-
tion, Distribution of Textilcs, p. 170. A similar distribution ap-
pears on p. 188 of the sumc publication, but the years 1922 and
1923 are omitted. It seems worth while to include them here
as the distribution, particularly in 1923, shows some variance to
the trend suggested by examining only 1921, 1924, and 1925.
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from cutters up and mail order firms,” and that “ the
size of direct orders placed by department stores appar-
ently varied more widely during the five years following
1920 than those from wholesalers, cutters up, or mail
order firms.”

While the Harvard study presents no evidence beyond
1025, there is reason to believe that small orders have
not ceased to be a problem in the industry. A statement
of Walter D. Hines, President of the Cotton-Textile
Institute, on June 1, 1928, declares:

I may say that it is the general belief of the Institution's
stafi that hand-to-mouth buying conditions as deseribed in
the bulletin, Dustribution of Textiles, have been continuing
gince that time

This statement is supported by letters from mill own-
ers and managers in 1928 whieh include such comments
as: “T should say that the tendency towards small or-
ders is, if anything, more aggravated than at the time
the study was made,” and * Lots have become smaller as
time goes on.”” Such statements however, when unsup-
ported by quantitative data, must always be regarded

with some seepticism.

V. RECEIVED BY SHOE MANUFACTURING
COMPANIES
Data have been obtained from two of the largest shoe
manufacturers in the United States. Both of these are
companieg with enormous sales, and their experience
reflects the buying attitude of the retailers very widely
scattered over the country,

* Ibid., Conclusion 4, p. 188.
®In a personal letter to the author.
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The first of these two companies” reports a decrease
tn the size of orders butl believes there are certain modt-
fying conditions which should be taken into accound.
This company hesitated to give data of a statistical char-
acter on size of orders, expressing the belief that new
conditions in the shoe trade, or at least in its own trade,
which might account for such changes would lead
to their misinterpretation. It reported, however, as
followa:

Comparing our record of the number of invoices issued in
1922 with 1927 indicates an inerease of approximately 31 per
cent ™ in the number of invoices for a given quantity of gouds,
but we are quite sure that it is altogether wrong to draw the
conclusion from this figure that there were 31 per cent more
orders received for a given quantity of goods in 1927 than
in 1922

There are so many conditions with reference to stocks on
hand and the necessity for issuing back orders—new styles
adopted and separate orders taken for these styles because
they will not be ready for delivery until a somewhat later date,
etc—that we are somewhat loath to give you these figures.

The reader must make his own interpretation of this
statement. But the conditions referred to are exactly
those which are complained of by shoe manufacturers
and are important among those which are alleged to
to have been the cause of the increased number of orders
for a given quantity of goods. It seems therefore reason-
able to conclude that this company’s statement not only

" This is Shoe Company A, the same company from which were
secured the figurcs on advance bookings, discussed on pp. 36-45.

* Judging from the trade comment the hand-to-mouth period
was well under way by 1622, This statement is, therefore, the

more striking. It is unfortunate, however, that no precise data
on the period 1916 to 1919 could be obtained.
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justifies the helief that its average order is smaller, but
that the decrease in the size of the order has been due to
those forces to which decrease in the size of orders are
very commonly aseribed.

The records of a second large shoe company show defi-
nilely a decrease in the sverage size of the order recetved
during the years 1923 to 19277 These facts are shown
clearly by an examination of the table below, whick

Sezk oF Onpers FOR Suoes, CoMpany B

(Average number of dozen pair per order for indicated periods)

Period 1923 | 1924 | 1925 | 1926 | 1927 | 1928
January ... ....... 44 3.4 27 3.1 2.5 2.6
February......... 4.4 3.7 4.3 3.5 3.5 3.2
March. . ... ...... 3.6 3.7 3.5 2.8 3.2 2.7

1st Quarter. . . .. 4.1 3.6 3.5 3.1 3.1 2.8
Aprl. ... ... ... 2.6 2.7 24 22 2.2 2.0
May............. 2.5 2.8 2.1 2.2 2.2 2.0
June. ., ... . ... 397 2.3 2.0 1.8 21 1.8

2nd Quarter.....| 3.1 29 2.2 2.1 2.2 1.9

1st Half. . ......| 3.5 3.0 2,6 2.5 2.5 23
July............0] 34 2.6 2.4 2.5 24 ..
Aungust. . ......... 38 36 3.2 3.3 3.4
September. .. ..... 3.8 2.9 2.8 2.7 2.6

3rd Quarter. . ... 3.7 3.0 28 2.8 28
QOctaber. ... ...... 34 22 2.3 2,2 2.0
November. .. .....| 2.7 1.9 2.4 1.8 1.9
December.........| 2.8 2.6 1.9 1.6 1.6

4th Quarter. .. .. 3.3 2.1 2.3 1.9 1.9

2nd Half........| 33 2.4 2.4 2.3 2.3

Year. ........ 3.42| 285 267 248 241

sets out the average number of dozens per order for
each month for the years 1923 through the first half
of 1928, inclusive. Tn every month of 1927 the average

*® This company will be referred to in this section as Shoe
Company B.
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order received is smaller than the average order received
it corresponding months in 1923, The average size of
order received In 1923 is 3.42 dozen pairs and in
1927 is 2.41.

The decline in the average size of order was some-
what greater in the period 1923-1925 than in the period
1925-1927. This is shown not only by the averages for
the year but by the fact that if we take the first of
these two periods and compare the average size of order
received in cach month of the years 1924 and 1925 with
the corresponding months for the preceding years re-
spectively, we find 18 instances out of the 24 possibili-
ties in which a decrease in the average size of order is
shown, There are six instances of increase. Comparing
cach month of the years 1926 and 1927 with the corre-
sponding months, respectively, for the years 1925 and
1926, we find eight cases in the two years in which the
average size of order received has increased over the
average size for the corresponding month in the preced-
ing year, and four cases in which there was no change,
thus leaving only twelve instances in which there was a
decline. The period of sharpest decline corresponds
exactly with the period of greatest smoothing out of the
flow of goods for this company, which indicates that
small orders and stable flow are concomitant phenomena.
The same period shows the greatest smoothing out of
flow in the shipments of Shoe Company A.”

* Data on monthly shipments sceured {rom both of these com-
panies made it possible to eompare for the years considered the

changes in seazonal movement. The method used is the same as
that described on page 280.
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Such conclusicns drawn from the data do not agree
wholly with the observation of one officer of this concern,
who stated that it was the feeling of the company that
“from the beginning of 1925 hand-to-mouth buying
began to make itself felt, and it reached its worst stage
during the last six months of 1926 and then gradunally
improved.” A scrutiny of the figures leads rather to the
conclusion that it was at its worst, so far as most marked
decline was concerned, between 1923 and 1924, Decline
in size of orders continued, even though less rapidly,
through all the vears studied and, so far as data for
1928 are available, was still in progress.

VI. SIZE OF ORDERS IN FRESH MEAT SALES

Although the methods of distributing fresh meat are
probably familiar in a general way to many readers, a
brief deseription of those methods may be helpful in
understanding order changes. By the large packers two
‘principal schemes are employed. The first involves ship-
ment from their packing plants to their branch houses,
Jocated in cities of such size and character as thev
believe will justify their establishment, and sales from
these branch houses to the various retail outlets—hotels,
restavrants, institutions, and, chiefly, retail meat mar-
kets or stores. The branch Louse, which is thus the key to
the system, is a combination of cold storage warehouse,
sales force, and accounting office. Owned by the packer,
it serves him as a wholesale agency.

The second prineipal method of distribution by the
large packers is throngh their car routes. A car ronte
cansists of a series of customers located in towns along
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a railway line, who, it is believed, can be reached more
advantageously by direct freight shipment than by truck
delivery from branch houses. A salesman assigned to
one of these car routes takes orders from the customers
and transmits the orders to the central office at which
a refrigerator car is loaded accordingly with the orders
placed by the car route customers.

Fresh meat, being a highly perishable produet, must
be moved and stored under refrigeration except only
when short distances or periods are involved. It is cooled
by artificial means after slaughter, is kept iced during
freight transit, is iced at branch houses, and is kept in
refrigerators or refrigerator counters in retail stores.
The expense involved ® in such care is one of the prin-
cipal forces tending always to keep stocks of fresh
meats low as they flow througl the marketing process.”

Moving as these goods do, always under the pressure
of risk from deterioration and eonsequent high costs
for protection, one might assume that retailers would
long ago have learned to order in the smallest possible
units, and that an examination of the facts would show
no change in the size of retailers’ orders for fresh meats.
Al packers agree that in recent years more frequent

# This should not be interpreted to mean that handling of fresh
meats i3 a more expensive process than that for many other
commodities. The National Distribution Conference of the United
States Chamber of Commerce reported that the operating expenses
in the whelesale branch of meat packing was 3.9 as compared
with 56 for lumber wholesalers, 10.6 for wholesale grocery com-
panies, 156 for wholesale drug concerns, and 194 for wholesale
hardware dealers. Swift and Company, 1928 Yearbook, p. 35. The
costs of retailing meat have been estimated at 17.3 per cent of
sales by the Harvard Bureau of Business Research.

¥ Stocks of meats are discussed on pages 243, 356-357, and
changes in the flow of meats through trade on pages 306-307.
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deliveries to the retailer have been required, but some
believe that this has not been caused by smaller orders.
These econtend that more frequent deliveries, by bringing
the product to the consunier in a better condition, have
increased consumption, thus enabling the retailer to buy
in as large orders as before, even though more fre-
quently. The figures from one of the larger plants of a
national packer give some color to this view, as is shown
in the table below. These show the average weight per
order received at one tvpieal plant of a national packer
for the years 1914-1927.%

Average
Year (In pounds)
1914 e e e 2191
1915, i 2179
1916, . ... e e s 2211
L e 2394
L 237.7
) 233.5
1020, o e 213.1
2 186.1
1922 e e e 197.8
1923 e e 2109
) 2103
L5 2012
1926, it e e e 202.1
1927 . e e 202.7

The weight of evidence, however, indicates that orders
by and deliveries to refailers are decreasing in size. The

® These weights include all products sold by this company at
this outlet. The high average for the vears 1914-1920 are, in the
words of the packer concerned, “largely due to activities in
canned goods which were discontinued in 1920. The low average
during 1921-1922 was largely due to industrial conditions.” This
packer continues: “Our general cxpericnce indicates that in
buying packing house products the dealer buys a smaller quan-
tity of each item per order; but that he has increased the variety
of items so that the total weight varies very little’” The packer
has requested that the name of the company be not disclosed.
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table on this page is in point. ¥igures which show for
a period of three years the average tonnage per sales
ticket in 13 large cities scattered well over the United
States were furnished by one of the large packers.

AVERAGE SizE oF ORDER RicelvED BY A Natiovan Mrar PACKER

(Average number of pounds per order, in 13 cities—actual data
multiplied by an unknown constant *}

City 1925 1926 1627
Atlanta®. ... ... ... .. ... 173 123 118
Birmingham?®. ... ...... ... 173 151 146
Cleveland. .. ............. 143 117 117
Dallas.................... 113 109 99
Denver................... 134 111 103
Boston®,................. 116 110 104
Houston.................. 89 84 87
Los Angelea. .............. 78 74 70
Philadelphia b. .. .......... 161 153 112
Pittsburgh®............... 128 118 121
St.Lounis. . ............... 105 04 84
San Antonio. . ............ 186 152 132
San Francisco............. 69 66 72

& The number in each case has beer modified to conceal the com-
pany’s actual operations. This has no effect, however, on their efficacy
in showing changes in the size of orders.

"A Great Atlantic & Pacific Tea Company warchouse is
located in this city.

A scrutiny of the table shows that in every oue of the
13 cities, with the exception of San Franeisco, the aver-
age size of order s lower in 1927 than in 1925. Not only
is a decline shown when comparing 1925 with 1927, but
with the exception of three out of the twelve cases where
a decline has occurred there has been a decline for 1926
as compared with 1925 and again for 1927 as compared
with 1926. In Pittsburgh and in Houston, a decline is

14
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registered for 1926 as compared to 1925, but in each
case a gain has been made in 1927, In Cleveland a drop
from 143 to 117 occurred as between the years 1925 and
1926, but the average of 117 was maintained in 1927.
The same company reported that the change in average
“ tonnage ” per sales ticket, for the business as a whole
was, for 1925-1927, as follows:

Per cent,
1926 less than 1925........ .. .. ......... 025
1927 less than 1926........................ 201
1027 less than 1925.................... ... 226

Data have also been secured from the records of a
Texas branch house of one of the large national packers,
The average weight per order delivered by this branch
has been declining, as the figures below clearly indicate.

Average

Year {In pounds)
L 82
1024, .. i e 73
1026, .. 70
1926, .. e e 65
. 69
. 66 *

" Average for 5 months,

The deeline has been practically continuous during
the period. In 1928 the average size of order is 85 per
cent of what it was six vears earlier, a decline of 15 per
cent,

There ts some evidence that chain sltores call for
smaller meat deliveries than do unit stores. The fact
that in five of the thirteen cities represented in the table
on page 193 sales are being made to the Great Atlantic
and Pacifie Tea Company, which is really a purchaser in
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wholesale quantities for its retail outlets, must not mis-
lead the reader, as the packer makes store door delivery
and a separale sales ticket is made out for each such
delivery.™ Of those cities having A. & P. purchasers all
show a lower average size of order in 1927 than in 1925
and in the eight other cities, seven of the eight show a
lower average. Moreover, the percentage of decline has
been greater for the five cities where meat is sold to the
Great Atlantic and Pacific Tea Company than in the
eight other cities. The relationship is as follows:

Per cent

1925 1927 Declime
Average order, A. & P. citics. .. .. 150 120 20.0
Average order, other cities....... 114 95 163

Tn a study issued by the Institute of American Meat
PPackers ™ it was shown that the average size of order for
two meat packers was as follows in 1928: for Company
A, $35.00; for Company B, $32.50. The relative num-
ber of what were called small orders and the sales volume
produced by them was reported for the two companies
as follows:

CompaNy A Company B
. Per Cent  Per Cent Per Cent  Per Cent
Bize of Order  of Total of Total of Total of Total
Orders Volume Orders Volume
Less than $ 5... 224 19 252 23
Less than 10... 39.1 5.5 43.7 6.6
Less than 15... 50.5 9.6 547 109
Less than 50... 80.7 348 829 356

*The packer in question reports that warchouse delivery is
made in Philadelphia and Boston, but the figures do not indicate
significantly larger deliveries in those cities.

® Greer, Howard €., The Cost of Handling Small Orders and
Accounts,
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The forces making for smaller meat orders are found
both in trade practice and in changed habits of life. Of
the trade practices a packer says: ““ Some years ago re-
tailers of meats generally bought both sides of a dressed
beef animal. With improvements in packer service and
the assurance of regular supplies, retailers found it
practicable to buy only one side of a beef at a time. Stil)
further improvements and the fact that retailers in some
neighborhoods found that their customers want cuts of
beef from only certain parts of animals have caused
dealers to buy their beef in quarters, or in certain whole-
sale cuts.”

The changes in the customers wants have been the
results of a variety of influences. Behind such change
in demand there is the force of many changes in Ameri-
can standards and habits of life. To our grandparents
it might have seemed strange to buy fresh pork other-
wise than by the pound (the quarter wag a common unit
of sale in country distriets during the winter}, but to the
modern apartment-dwelling housewife there is nothing
peculiar in asking for two pork chops, and to many
such housewives the idea of purchasing a ham, or a side
of bacon would seem, and indeed might well be, pre-
posterous. If families are small, or if meals must be
cooked in small quarters and perhaps in brief hours be-
fore or after employment, menus will be planned
accordingly.

Competition, especially as it expressed itself through
a desire for service to modern housekeepers, has been

® Swift & Company, 1928 Yearbook, p. 18. A wholesale cut is
in most ecases a comparatively small part of a carcass.
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another force tending to reduce the size of orders given
to meat distributors. In some cases the new types of ser-
vice have taken the form of package goods which, coming
in units appropriate to apartinent living, has made it
convenient for the retail meat dealer to purchase accord-
ingly. A complementary influence has been the willing-
ness of the packers to give the dealer a more frequent
delivery service and to encourage him to improve his
own methods of meat handling and his stock turnover.
Where the salesman previously called once a week, he
has been encouraged to solicit orders more frequently, in
some cases for city trade as often as every two days.

VIIi. IN THE HARDWARE TRADE

The belief that orders were declining in size and that
many purchasers were buying in such small lots that
their trade was hardly worth its cost caused the Hard-
ware Council ” to make a study of the matter, the results
of which were presented to the Council in 1926.%
Although the published returns did not contain figures
making possible an accurate comparison of the size of
orders for a series of years, it was the conclusion of those
making the study that the percentage of small orders had

7 The Hardware Council is composed of four manufacturers
from the American Hardware Manufacturers’ Association. four
wholesalers, two each from the Nationul Hardware Association
of the United States and the Southern Hurdware Jobbers' Associa-
tion, and four retailers from the National Retail Hardware Asso-
cintion. The secretarics of the several associations are members
ex officto. It is an advisory body devoted to the study of trade
guestions of common interest,

= This report, called “ The Small Order Problem,” was included
in & hulletin on Trade Betterment published by the Council in
March, 1927. The report has been supplemented by correspondence
with the Secretary of the National Hardware Association.



198 HAND-TO-MOUTH BUYING

been increasing. There was considerable indirect evi-
dence that this conclusion was justified. Many manu-

facturers, for example, reported methods which they
" were introducing to overcome what they referred to as
the tendency towards ¢ small order parcel post business,”

The chief value of the report was the evidence fur-
nished as to the size of orders current in the hardware
trade. To a question asking manufacturers whether they
received orders as small as 820 or less, and if so what
percentage of their business was done in orders of that
size, 75 replied that relatively few of the orders received
by them were for less than $20. The figures presented
by the remainder indicated that from a fraction of 1 per
cent to 75 per cent of their orders were in that class.”
Information as to the size of orders received by whole-
salers was somewhat more satisfactorily presented. The
following statements from the summary of wholesalers
reports are pertinent.

Percentage of customers’ invoices over $20.......... 35
Percentage of customers’ invoices of 820 and less... 65
Average amount of inveices over $20... . ...... .. .. 365
Average amount of invoices of $20 aund less........ 37

Data for this study were also eollected from retailers
congerning their orders to wholesalers. A few excerpts
are appropriate.

Percentage of orders over $20............... 46
Percentage of orders for $20 or less.......... 54
Average amount of orders over $20.......... 85598

Average amount of orders for $20 and less.. $6.71

Percentage of orders which came parcel post.. 287

® The total number replying to this inquiry was not stated.
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Concerning retailers’ purchases, the following com-
meuts were ineluded in the report:

Retailers’ purchases amounting to more than $20 range
from a low of $22.12 to a high of $123.18,

Two retailers ordering from two jobbers reported all their
orders to be under $20 and to average $3.94.

The smallest reported percentage of orders under $20
was 22.3.

What conclusions may be drawn concerning the
compurative size of orders during the “ hand-fo-mouth
pertod ’? A number of statements are necded for a
summary answer :

1. It is certain that the evidence does not justify the
coneclusion that small orders, since 1920, have been be-
coming a larger proportion of the total in every line of
business, Not a few concerns have been experiencing
an increase in the average size of order received.

2. An incrcase in the relative frequency of small
orders and a decrease in the average size of order, though
by no means universal, have been occurring in many
types of American trade. There is some reason to
believe this condition to be more general in whole-
saling than in manufacturing.

3. Even where the average order in 1927 is smaller
than it was five, six, or seven years earlier, or where the
proportion of small orders has increased, the trend has
seldom been a continuous one. In manufacturing this
fact is particularly noticeable. The year 1923, in
which business generally improved, brought in many
cascs large orders and a smaller proportion of small ones.
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4. In certain industries, of which food canning is out-
standing in the data studied, the proportionate increase
in the number of small orders has by no means been
accompanied by a proportionate increase in the percent-
age of business done in small orders. This suggests:

a. That in so far as a small order is secured and
handled at no less expense than a large order, an in-
crease in the percentage of small orders adds to selling
costs.”

L. That for a business in which a large dollar vol-
ume is sold in relatively few orders, even a consider-
ably increased percentage of small orders, though an-
noying, adds nothing significant to costs of marketing
expressed as a percentage of the dollar volume.

e. That for a business in which there ave typically
many orders in proportion to the dollar volume of
business done, a considerable percentage increase in
the number of small orders mayv add significantly to
marketing costs.

5. While the period 1920-1927 has been a small order
period, it has to a striking degree in certain industries
been a large order period. In those industries, commit-
ments of a size never known before the war have become
a common post-war phenomena.

6. A considerable amount of pre-war evidence fur-
nishes a basis for concluding that * small orders > were
known at certain times before 1917. There is reason to
believe, however, that small orders have been a more
gerious phenomenon and a more continuous one since
1920.

* For a discussion of costs of small orders, see p. 373.



CHAPTER X
HAND-TO-MOUTH SHIPPING?

In the two preceding chapters attention has been cen-
tered on the changes which have taken place in the size
of orders for a series of years and for various com-
moditics. As was pointed out (see page 97), it was not
always possible in that discussion to distinguish sharply
between orders received and shipments made, although
ordinarily, where the two did not correspond, it was or-
ders as commitments thut were involved. The central
theme in this chapter, however, is shipping rather than
ordering. To what extent, if at all, is it a falling off in
the size of shipments rather than of orders that fur-
nishes ground for cowplaint? Perhaps the current
phrase should read ** Hand-to-Mouth Shipping.” There
are two questions:

1. What ehanges, if any, have been taking place in
the size of shipments?

2. How do changes in {he size of shipments compare
with changes in the size of orders?

The study of these questions has been limited to cer-
tain data from the canning industry—data which are
not necessarily significant for other industries,

201
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I. ARE SHIPMENTS GROWING SMALLER?

Reports were secured from twelve canning companies
showing the number of shipments for various products
for a series of ycars and showing also the number of
cases of each of the given commodities shipped in each
of the years. I'rom one company was also obtained the
size of each order received and the number and size of
shipments made in filling each order, for the 21 years
1907-1927. We shall first consider shipments of canned

COTI.

AveErace S1ze oF SHIPMENTS oF Cannep Corn, 1924-1927
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A combination of the reporls of siz corn-canning com-
pantes for the period 1924-1927 shows a marked decline
in the average size of shipments. (See chart on this
page.) The average shipment was 515 cases in 1925 and
399 cases in 1927, being thus 22.5 per cent smaller in
the latter year. The average size of shipment for the
six companies was, however, lower by 54 cases in 1924
than it was in 1925. The size of shipment in 1927 was
thus only 13.5 per cent lower than in 1924.

*Data from a seventh company were added to that of the six

far the period 1925-1927. It effected no significant change in the
average,
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From certain of the compaties just discussed records
were obtained which run well back into the pre-war pe-
riod, DBeecause of pogsible cancellations of siguificant
differences if they are combined, these records are pre-

Averace Size or SHipMeENTS oF CanNep Corn
(Three individual companies)
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sented individually, (Sce chart on this page.) Compa-
nies 46 and 27 have had in 1926 and 1927 a decline in
the average size of shipment. Tn this the history of each
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is similar to that of the six companies. Company 34, on
the other hand, experienced a marked increase in the
average size of its shipments in 1927. Company 46,
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like the comhined companies, had smaller average ship-
ments in 1924 than in 1925, but the other two companies
had definitely larger shipments. The variations between
1922 and 1924 are so great that they can best he ob-
served in the chart.’ An examination of the chart for
the whole period for which these records run brings out
foreibly the fact that year to year fluctuations in the
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average size of shipment did not begin with 1920, Par-
ticularly worth observing are the two or three years of
noticeably small and large shipments for each company.
Such observations will lead to the conelusion that there
has been a considerable variation in the size of shipments

*Compaby 27 wus the only one for which data were obtained
for 1921. This compuny shows, for that year, a smaller average
size of shipment than for uny yeur since that time. While this
company’s pack wasg small in 1921, it seems doubtful whether
the small size of its average shipment is to be accounted for on
that basis. for although its pack was three times as great in 1922
the average size of shipment gained only slightly.
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from year to year among different concerns, and will
yield some evidence, at least, that a size of shipment
comparable to that of 1926 and 1927 was not unknown
prior to the war.

AVERAGE S1ZP OF SHIPMENTS OF CANNeDp Peas, Company 27
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A combination of the experience of four pea-canning
companies for 1924-1927 shows a steady decrease in the
average size of shipmenls for the period. (See chart on
page 204.) The actual decline is from 713 cases in
1924 to 417 cases in 1927, a decline of 41.5 per cent.
The records of seven companies—including the four
spoken of above—for the years 1925-1927 show a simi-
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lar decline. Data concerning the pea shipments record
of Company 27 were secured for certain years beginning
with 1913. This company’s history shows a decline since
1925 comparable to that of the companies studied in the
combination, except that shipments in 1927 averaged
approximately the same as in 1926, (Sce chart on page
205.) Nor does this company’s shipments show any
great variation, excepting for the drop in 1926 and 1927,
since the year 1920, Average shipments were unusually

AVERAGE Size oF SHIPMENTS oF CANNEDd ToMaTOES

I.
THREE COMPANIES 1. COMPANY 10

COMBINED
i p TOO
5 B E
;’3 :
| ]

large in 1917 and 1919, while 1913 and 1915 may be
compared with the years since 1920. Worth noting is
the fact that in 1915 the average size of shipment was
lower than in any other year of the series. Although the
pre-war years are fow, this scems to be further evidence
that shipments of canned foods did not average higher
in pre-war years than they have sinece 1922.

A combination of the experiences of three lomafo-
canning companies for the years 1924-1927 shows
that the average size of shipmenls increased somewhat
in 1925 and declined in 1926 and 1927. (See charts
on pages 206 and 215.) The chief decline was from
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1925 to 1926. The total decline from 1925 to 1927
was from 312 cases to 269 cases—a drop of nearly 14
per cent.

The shipment histories of Company 10 and Company
35 are worth study. Company 10 shows, except for a
sharp deeline in 1922, no serious change in the average
number of cases per shipment. The average shipment
was small through the period, the highest average being
153 cases.’

The history of Company 35 shows clearly certain
facts:

1. There was a period from 1907 to 1909 when the
average size of shipment was low, in the sense that it
is comparable to the period since 1922.*

9. The size of shipment in 1926 and 1927 shows an
average lower than the average for the three years prior
to 19110,

30 From 1909 through 1919 there was a definite
upward trend in the average size of shipments.”

4. Beginning with a sharp drop in 1920, there has
been an almost continous decline of the average size
of shipment sinee 1919,

5. The period as a whole shows first a rise and then
a decline in the average size of shipment, with the last

*This company's annual pack averages around ten theusand
cases of tomatoes.

*This gives support to the idea suggested earlier by limited
data that a similar low shipment existed for corn and peas,

®*The trend was not continuous, there being several years
showing declines, 1917 being a rather extreme casc. There is some
reason to believe that government purchases were not included
in the 1917 data.
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few years of the period showing an average size not
greatly different from the first few years.

It is possible to set out this company’s experience in
more detail than can be shown by the average size of
shipments. 1t was possible, for example, to study the
changes in the number of such small shipments as those
for less than 25 cases. There were also other groupings
made which were quite different from the groupings
of the sizes of orders made in Chapter VIII. The eight
groupings of shipments were as follows:

Less than 25 cases
25 to 50 cases
50 to 100 cases
100 to 200 cases
200 to 300 cases
300 to 500 cases
500 to 1,300 cases

1.300 cases or over

From a study of the data, it bhecame quite clear that
when this company made a shipment of from 500 to
1,300 cases, it was almost invariably a carload lot.
This accounts for the group including this wide range
of shipments. This company during the whole period
considered had only two shipments of more than 5,000
cases and only two for exactly 5,000 cases.’ The group
1,300 cases or over includes, therefore, with the excep-
tions noted, shipments from 1,300 to 5,000 cases.

The percentage of the number of shipments which
fell into each of these classes and the proportion of
volume represented by each elass of shipments for each
year of the series 1s shown in the table on pages 210-211.

* There was one shipment in 1909 for 6,000 cases: one jn 1908
for 7,000. There werc 5000 casc shipments in 1908 and in 1914.
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Perhaps the most noticeable fact shown by the table
is the decline in the percentage of shipments of less

S1izes oF Tomaro Suwrments, Company 35, 1907-1927

(Number of shipments and volume of busincss represented by
each size group—in number of cases—as percentages
of respective yearly totals)
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than 25 eases in the period 1907-1919 and the increase
in the period 1920-1927. The perccutage of shipments
in the group 25 to 50 cases behaves in a very similar

fashion.
15
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In the chart on page 209 the same data put into three
classes are shown graphically.

The proportion of shipments of Company 35 which
were in lols of less than 500 cases has been increasing
rapidly since 1918. On the other hand the proportion
of shipments in the 500 to 1,300-casc group (carload
gronp) has heen declining markedly since 1921. In

S1zes oF SHIPMEXTS oF CaNNeD Tomaroes, CoMpPaNy 35

(Number of shipments and volume of business represented by each
gize group each year, as percentages of respective yearly totals)

I. Number of S8hipments

Less | 25 a0 100 | 260 | 300 | 500 {1,300
than to to to to to to | Cnses
Year | "o95 | 50 | 100 | 200 | 300 | 500 [1,300| or

Cases | Cases | Cases | Cases | Cases | Cases | Cases | Over
1907... . 5.7 6.3 3.2 8.9 57 8.9 | 59.4 1.9
1908....] 52| 103 3.7 1 154 | 11.7 59 | 46.3 1.5
1909... . 5.0 89 6.7 | 156 | 13.4 56 | 43.1 1.7
1910... . 4.0 5.4 5.0 | 15.4 74 4.0 | 518 4.0
1911....( 29 4.0 6.2 7.3 9.4 55 | 60.7 4.0
1912... [ 6.9 3.8 5.4 7.7 6.2 6.2 | 56.1 7.7
1413....] 1.9 3.8 5.8 9.6 | 139 58 | 62.0 7.2
1914....| 2.5 5.1 86 8.6 2.5 5.1 | 53.4 | 14.2
1915....| 1.5 4.4 7.3 | 124 29 7.3 | 547 9.5
1916....[ 1.1 2.9 1.7 8.0 4.6 8.0 | 628 | 11.5
1917....| — — 1.9 | 26.7 | 10.0 6.7 | 51.6 33
1918....( 08 2.5 1.7 49 3.3 49 | 645 | 17.4
1919....| — — — — | 129 9.7 | 54.8 | 22.6
1920....| 2.8 2.8 — | 13.9 .= 56 | 72.1 2.8
1921. .. 4.1 — 52| 103 1.1 3.1 | 732 —
1922. ., 2.9 3.4 6.3 | 13.0 8.8 6.7 | 58.5 0.4
1923....| 3.6 36| 150 | 13.6 5.0 6.4 | 52.8 —
1924....| 44 88 | 121} 187 | 11.0 6.6 | 35.1 3.3
1625....| 6.3 47| 109 | 16.4 7.8 86 | 43.7 1.6
1926....] 53| 174 99| 151 | 121 9.1 | 29.6 1.5
1927....1 49| 140 | 140} 161 7.9 6.3 | 342 2.8
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II. Volume of Business

Less 25 50 100 200 300 500 | 1,300
v than to to to to to to | Cases
ear 25 50 100 200 300 500 11,300 or

Cases | Cases | Cases | Cages | Cases | Cases | Cases | Over

1907....| 0.1 0.4 0.3 2.4 2.8 6.5 [ 77.3 | 10.2
1908....| 0.1 0.7 0.5 3.6 59 5.1 62.6 | 21.5
1909....( 0.1 0.6 0.8 4.1 7.2 5.9 68.1 | 13.2
1910....1 0.1 0.3 0.5 3.2 29 2.5 72.1 | 18.4
1911....; 0.1 0.2 0.7 1.6 3.8 3.4 76.1 | 14.1
1912....| 0.2 0.2 0.5 1.6 2.4 3.1 63.0 | 24.0
1913....] 0.1 0.2 0.6 2.0 55 3.9 66.9 | 208
1914....{ 0.1 0.2 0.6 1.5 0.8 2.6 52.7 | 41.5
1915.... L 0.2 0.6 2.3 1.0 4.4 61.1 | 30.4
1916.... 8 0.1 0.1 1.3 1.2 3.9 60.2 | 33.2
1917....] — — 0.2 6.4 4.1 4.0 74.1 | 11.2
1918.... a 0.1 0.1 0.6 0.7 1.6 60.6 | 36.3
1919. ... — — — — 24 3.5 48.7 | 454
1920....| 041 0.1 — 2.6 — 3.1 88.2 5.9
1921....] 0.1 —_ 0.5 1.8 1.6 2.0 94,0 —
1922....] 0.1 0.2 0.6 2.9 3.4 4.3 87.0 1.5
1923....]1 0.1 0.2 1.8 3.1 22 4.6 88.0 —
1924....] 01 0.7 1.8 5.4 59 6.0 63.9 | 16.2
1925....| 0.2 0.3 1.3 4.3 3.9 6.9 78.4 4.7
1926....| 0.2 1.3 1.6 4.7 7.4 8.7 642 | 11.9
1927....] 01 0.9 2.1 4,4 4.3 5. 67.7 | 149

¢ The volume of shipments of this size was less than .05 per cent.
of the total for the year.

1927 these shipments were less than one-half as fre-
quent, relatively, as in 1920 or 1921. The proportion
of the volume going in this class of shipments has also
been declining since 1921 but by no means so rapidly as
the proportion of the number of such shipments. The av-
erage proportion of volume so shipped in the period
1925-1927 is higher than the average for 1914-1919.
Since 1920 this company has made comparatively few
shipments of 1,300 cases or more. The percentage of



212 HAND-TO-MOUTH BUYING

its volume taken in such shipments is also much lower
than for the earlier years of the period, but has been
much larger sinee 1923 than for the period 1920-1923.

From 1909 through 1916 there was a definite down-
ward trend in the proportion of shipments which were
less than 500 cases and a less marked downward trend
in the volume accounted for by such shipments. It
appears that this decline may be explained by the in-
creasing percentage of shipments which were going out
in lots of 1,300 cases or more. The proportion of the
company’s volume which has gone out in shipments of
1,300 cases or over has also been tending upward during
the same period.

One significant effect of the inereasing importance
dnring recent vears of less than 500-case shipments as
compared with those of 500 cases or over ig the resulting
increase in marketing costs. Office costs for recording,
billing, and collecting and to some degree costs for
packing, loading, and trucking are about the same for
each shipment whether it is large or small,” Therefore a
decrease in the size of shipments causes the cost per case
of these services to inerease. Even more important, how-
ever, 13 the inerease in freight charges. Assuming that
Company 33 shipped 100,000 cases in each year, the
freight, as the result of an increased proportion of less
than 500-case (less than carload) shipments, was approx-
imately 1,800 more in 1924 than in 1918,

TSee diseussion ol costs on pp. 384-390.
“These calculations ure bused on the compilalions of cunners’
reports on costs tabulated on pp. 386-387.
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Limited data secured from fruit and salmon com-
panies give further evidence as {o changes in the size
of shipments. (See chart on this page.) The experience
of two pear-cauning companies scems to show a steady
decline in average size of shipment from 1924 through
1927, On the other hand, the experience of one peach-

AVERAGE S1zB oF SHIPMENTS oF CANNED FRUIT anp SALMoON
(Four individual companies)

I. PEARS, 1I. PEARS, INl. PEACHES, IV. SALMON,
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canning company shows the same average size of ship-
ment in 1926 as in 1923 and a slight rise in 1927. It
is noticeable that all of these three fruit companies
show a very small average size of shipment.

One salmon-canning company shows a large average
size of shipment in 1924 and a still larger average in
1925. Averages for 1926 and 1927 are considerably
smaller, with 1927 slightly smaller than 1926.
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I1. SIZE OF SHIPMENTS COMPARED WITH SIZE
OF ORDERS

Now that the evidenee on changes in size of shipments
has been reviewed and changes in the size of orders
have had discussion (Chapters VIII-IX), it is pertinent
to compare the two. The most important piece of evi-
dence secured on this point was the size of every order
received and every shipment made by Company 35 for
the 21-year period 1907-1927,

Has the number of shipments per order changed?
If 80, ean an explanation be given? A general impres-
sion of the relationship of the size of crders to the size
of shipments can be gained from the part of the chart on
page 215 which shows for each vear the average size of
each. But a more accurate picture is obtained in the
first part of the same chart, which shows the actual num-
ber of shipments per order for the period.’

Shipments per order declined from 1907 to 1909,
inelusive. The decline results from an increasing num-
Ler of orders accompanied by an increasing number of
shipments, the latter, however, increasing less rapidly.

The number of shipments per order remained fairly
uniform from 1410 to 1415, inclusive. Shipments at
the beginning of this period are high in number and
tend downward with mueh variation. The number of
orders does the same. But the two maintain a practi-
cally identical relative variation which results in the
uniformity of the ratio. Shipments per order are much
higher in 1916, 1918, and 1919 than in any other years.

*For each year the number of shipments was divided by the
number of orders.
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[n 1916 the number of shipments advanced considerably
over the number of 1915, while orders declined in num-
ber.” The same is true for 1918 as compared with 1917.
[n 1919 hoth shipments and orders declined in nnmber,

Stze oF SHIPMENTS CoMPARED WITH S1ZE oF OrpeRs, CANNED
Tomaroes, CompaNy 35, 1907-1927
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but the decline in orders is greater, so that the number
of shipments per order is still higher than in 1918.

* 1t is worth while to note the difference between this and
the period 1907 to 1909, when a chaoge took place, although the
number of shipments and the number of orders were both maoving
in the same direction.



216 HAND-TO-MOUTH BUYING

One might concelude from observing the large number
of shipments per order in 1916, 1918, and 1919 that
shipments were small in these years. This, however, is
exactly contrary to the facts. The average size of ship-
ments for cach of these three years is higher than in
any other year. This paradoxical situation is brought
about by the fact that orders in these three years are
extremely large, averaging 3,328 cases in 191%. In
one of these years this company received an order for
40,000 cases, all of which went out in shipments of a
carload or more. In all three of these years there were
numerous large orders.

The number of shipments per order was lower in
1917 than in any other year of the scries. This was a
real year of hand-to-mouth buying for this eompany in
certain senses. It received very small orders, the largest
being for 2,000 eases. A great many were for less than
a carload, and in more instances than in any other year
the order went in a single shipment. Three shipments
was the largest number used for any order. In the
period 1921 to 1995, inelusive, the nnmber of shipments
per order rose steadily. It was somewhat smaller in
1926 and 1927. In the first two years of the period,
hoth shipments and orders were increasing in number,
but shipments were inereasing more rapidly than orders.
The next two years both orders and shipments were
declining, but shipments less rapidly. Since that time
both have been advaneing, shipments more rapidly in
1925, corders more rapidly in 1926, and orders and
shipments vniformly in 1927,
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There are three striking genmeral conclusions fo be
drawn.

1. Shipments per order have increased for most of
the period since 1920.

2. An increase in shipments per order does not neces-
sarily indicate that the size of shipments is growing
smaller; shipments per order during the period have
increased and decreased at different times for wvery
different reasons.

3. The number of shipments per order, sinee 1920,
is similar to that of pre-war years; shipments per order
for the nine years 1907-1915 averaged slightly higher
than for the eight years since 1920."

“In the years 1907 to 1915 there was an avernge of 193 ship-

ments per order; from 1920 to 1927 an average of 1.76 shipments
per order.






PART I1I
EFFECTS AND CONCOMITANTS






A. STOCK BURDEN






CHAPTER XI
THE CONCEFT

As was suggested in Chapter I, one may imagine a
system of specialized production in which every engi-
neering ideal has been realized to the last degree. One
may even dream of production so organized that no
business concern or other ecomomic unit would be
obliged to carry stocks of raw materials or of finished
goods. Faney may picture supplies of every sort flowing
into factories just as machines are ready to use them;
goods flowing out to freight cars and trucks just pulling
up to shipping platforms; merchandise arriving at
dealers’ shelves just when space was made available by
housewives carrying off geods to supply their hushands
and children, who were just ready to consume them upon
arrival. Under such conditions the burden of expense
and risk borne by society because of the stocks neces-
sary to the production process would be at a minimum.
But such a picture is fanciful indeed when we consider
the problem of preduction, even in terms of our best
availahle technique and knowledge of organization. The
necessity for seasonal production of many preduets, the
economy attendant mpon shipments of certain sizes,’
the preparation for possible breakdowns in fransporta-

*Bee discussion of costs for various sizes of orders on pp. 373-
96.

223
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tion are only a fow of the causes of inventory, uite aside
from speeulation for price advanee.

Yet invenfories are at best a necessary evil. As every
business man knows, the necessity for stocks is un-

fortunate. Inventories represent

‘money tied up”;
they represent danger of loss through spoilage, fire, and
obsolescence; they represent risk through price change.
There is always the urge, on the one hand, to keep at a
minimum such costs, losses, and risks, and, on the other,
to have in stock all needed styles, types, and varieties
and to be protected against the limitations of supplving
agencies.

The effort to keep down invenlories is in the cenfer
of any picture of hand-to-mouth buying. Some persons,
indeed, define hand-to-mouth buying as little else than
buyers’ efforts to secure lower inventories and more
turnover. “ It 1s considered [to be] the purchase of
stocks of merchandise . . . . so as to encourage more
rapid turnover and reduce inventories.” * Also, “ More
turnover was the expression used in 1912 for what we
happen to call now hand-to-mouth buying.”’

More common, however, has been the statement that
inventories are not so much lessened as that their burden
has been shifted. ** The burden has simply been shifted
from one pair of shoulders to another.” * This supposed
shifting, it is widely believed, has enabled merchants
to earry a smaller part of the total volume of goods going

* fndustrial Management, June, 1927, Vol. 73, pp. 344-7.

! Sammons, Wheeler, in *“ Hand-to-Mouth Buving ” Metropolitan
Life Insurance Company Bulletin, p. 98.

* Masters, Chester, tbid.
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through the process of trade, foreing those less far along
the line of specialized producers to carry the inventory.
We hear, for example: ‘“ Dhstribution costs for the
manufacturer are increased becanse they are forced to
carry larger stocks. The burden of carrving stocks is
shifted from the distributor to the manufacturers.”*
Again, “ The system of purchasing in small lots has
forced the manufacturer into the diatribntion husiness.” "

But invenlories may be considered from a social poinl
of view. So considered, two matters are important.
First, it is important that such inventories as must be
held should he held at the points of greatest economy.
So long as goods are available as needed, it is not of
great social significance whether stocks are carried by
producers of raw materials, manunfacturers, or mer-
chants, provided the earrving is done at the place wherc
it can be done most cheaply. The ealeulations of business
men in the competitive struggle are constantly at work
to place or keep stocks at points of lowest cost. It is
also of great consequence from a social point of view that
“»tal stocks in any or all trades are higher, or lower. Tf,
4% & society, we can do our total business on a relatively
smaller social inventory, we have gained: if with the
same volume of trade our total inventories have in-
creased, there is a loss. Total inventories constitute a
burden of socinl investment and risk which it is desira-
e to keep as low as possible, In a study of atocka, there-

*Plumb, Fayette R., Printers Ink Monthly, January, 1927,
po21.

* Carroll, Walter C., in * Hand-to-Mouth Buying ” Metropolitan
Life Insurance Company Bulletin, p. 39

16
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fore, it is worth while not only to ask whether the stocks
of manufacturers and other specialists early in the line
of production have increased and whether the stocks of
merchants have decreased, but to give thought also to the
question whether, under current buying methods, the
total social inventories are expanding or contracting.

Variations in the volume of stocks are an inadequate
measure. The average stock or inventory of a manu-
facturer, packer, mining company, or other producer
may become greater or less from year to year, but a
comparison of such variations tells very little. An in-
crease in sales may have required an inecrease in in-
ventory; a decrease of sales, a diminution of stocks
carried. To determine whether stocks are of more
serious concern to a business at one time than at another,
they must be compared with the volume of business
done. Suech a comparison gives ns a concept which we
may speak of as the sfock burden. The average of the
stocks on hand at the end of each month of a calendar
year divided by the average of the sales for the twelve
months of the same year would be one simple way of
determining the stock burden for a year. The peculiar
conditions of a business may make other comparisons
of stocks and volume of business more desirable ways
of determining stock burden.’

In the diseussion of inventories in this study, it is
the sfock burden which is considered. In many instances
fizures on both stocks and shipments could be seeured.
Dividing stocks by shipments gives a satisfactory

" Or limitations of data may make them necessary,
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measure of the stock burden, and where used this ratio
is spoken of as the stock-shipments ratio.” In other cases
stock burden has been determined by obtaining a ratio
of stocks to apparent consumption, or stocks to orders
to be shipped out of warehouses, or by using other
devices which will be indicated as used. Stock burden
may also be conventently measured by measuring stock
turnover. Indeed, in measuring the stock burden of
merchants, this is the method most easily emploved and
most commonly used. In the discussion of the stock
burden of merchants in Chapter XTIV turnover has been
used as the measure.

An examination of our tolal social stock burden wounld
require o study not only of goods for sele but also of
supplies for manufacture and consumption. Producers,
other than merchants, have two types of stock burden.
On the one hand, they have a stock of finished goods for
shipment and, on the other, a supply of raw materials.’

*In instances in the study where the monthly figures for both
stocks and shipments were obtained, it would have been possible
to divide the average stocks of the calendar vear by the average
shipments of the same year. It is assumed, however, that to some
degree managers attempt to keep inventories of finished goods
in line with prospeetive sales. Therefore, in certain cases the
shipments-year was computed as beginning somewhat later than
the stocks-year. In a pumber of instances the average of stocks
on hand at the ends of the months of each calendar year were
divided by the average of monthly shipments for twelve consecu-
tive months beginning with July of the same vear. Probably
this, in some instances, allows too long a period of preparation
for sales. In others, it is perhaps too short. It is believed to be,
however, as satisfactor v as any single adjustment that mlght have
been used. Where the phrase “stock-shipments ratio” is used,
it will refer to a ratio so constructed, unless otherwise indieated.

*The farmer’s inventory of raw materials, especially if one con-
siders his growing erops and immature livestock, is a particularly
interesting one.
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Manufacturers often refer to the second as “stores.”
The merchant, in his packing materials and the like,
liag a small * materials stock,” but, for the most part,
what the merchant buys he has for sale.

We are, then, ready to ask:

1. Is there evidence that the burden of stocks has
heen materially shifted from one type of producer to
another ?

2. Has the burden borne by society in the form of
stocks of materials and goods in the process of produe-
tion been declining or increasing under modern con-
ditions of trade?

To throw light on these questions, a wide range of
material has been studied, which, for purposes of anal-
ysis, haa been classified as follow:

Stock burden of goods for sale by others than merchants;

Stock burden of raw materials, chiefly of manufacturers;
Stock burden of goods for sale by merchants.



CHAPTER X11

STOCK BURDEN OF GOODS FOR SALE
BY OTHERS THAN MERCHANTS

The stock burden of goods ready for sale, at mines,
at refineries, on farms, in warehouses, and at manu-
facturing plants is represented in the samples discussed
i this chapter.®

Manufacturing has furnished a plarality of the cases.
Certain of the samples have been classified into six
general industry groups: non-ferrous metals; iron and
steel products; textiles; food products; building mate-
rials; and agricultural products. Samples which were
not classified are: loots and shoes, gasoline, and pnen-
matic tires.

I. SAMPLES AMONG THE NON-FERROQUS METALS

The non-ferrous metals are represented by zine ore
{Joplin District), refined copper, and tin.

The stock burden of non-ferrous metals, as measured
by the stock-shipments ratios of three samples, has been

! Except where otherwise indicated, the stock burden has been
computed by the method described in footnote 8 on p. 227.
That is, the average of the stocks on hand at the ends of the
months of each calendar year was divided by the average of
monthly shipments for twelve consecutive months beginning with
July of the same year.

Sources of stocks and shipments data which have been used to
compute stock burden for each industry will be indicated where
the industrv is discussed. Except when otherwise specified these
data are published in the Survey of Current Business.

229
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decreasing wn recent years. (See chart on this page.)
Taking zine ore as a first example, there 1s found a de-

Stock BurpeEN ror Nox-FErroUs MEeraLs

(Monthly average of stocks for calendar year as a percentage
of average monthly shipments for 12 consecutive months,
beginning with July of the same year)
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~ Concerning copper data see footnote 3, page 231.
b See footnote 4, page 231,

cline from 103 in 1923 to 37 in 1925." The same per-
centage was maintained in 1926. In 1927 it was 54.

2 Stocks are those at Joplin District mines, which produce about
65 per cent of the ore mined in the U. 3. Shipments are recorded
as loaded at mines by buyers for shipment to smeiters. Data are
from the Joplin Globe.
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In other terms, this means that in 1925 and 1926 stocks
at mines at the end of the month were sufficient to supply
about ten days’ shipments. In 1923 they were high
enough to supply a month’s shipments. Current buying
practices in zinc have not causcd higher inventories at
the mines,

The stock-shipments ratio of refined copper at refin-
eries has been declining rapidly since 1921.° The ratio
is somewhat higher in 1927 thar in 1925 and 1926, but
much lower than in any earlier year. In 1920 and 1921
there averaged enough stocks on hand to supply about
five and a half months’ shipments; while in 1926 stocks
were not sufficient for three weeks’ shipments. The
earlier series (United States only, and not strietly com-
parable with the latter one) shows a steady decline in
stock-shipments ratio from 1909 to 1912, with both 1912
and 1913 less than half as high as any earlier year. The
similarity of this movement to that of the stock burden
of tin for the years 1909 to 1913 is worth noting.

The stock burden of tin has been declining steadily
since 1924.° 'With the exception of the year 1918, it was
Jower in 1927 than in any ycar of the nineteen from 1909

®Data {or 1909-1914 were compiled by the American Copper
Producers’ Association and published in the “ Metals and Ma-
chinery * section, Record Book of Business Statistics. They
represent domestic econditions only. Data for 1920-1928 were

furnished by the American Burcau of Metal Statistics and repre-
sent stocks on hand at, and total shipments from, twelve refineries
in North and South America.

*Practiezlly no tin is produced in the U. 8. The stock burden
figure, therefore, is determined by a ratio of stocks at port ware-
houses in New York to deliveries from those warehouses; these
deliveries may be thought of as shipments. Steck burden is
therefore again, in effect, a stock-shipments ratio. These de-
liveries indicate zpproximate consumption. Data are from the
New York Metal Exchange.
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The stock-shipments ratio of steel barrels declined
from 1924 through 1926, but was higher in 1927." The
stocks of steel barrels compared to other products con-
sidered (and also to other produects which will be con-
sidered) are extremely low. Stocks on hand at the end
of the month average slightly less than 10 per cent of
the average month’s sales. This means that the inven-
tories on hand were less than sufficient for three days’
shipments.

Stock Bunpex Ixpex rFor a Larce STeEn MANUFACTURING
Company, 1909-1926

(Stock burden in 1913 = 100; see footnole 8 on this page)
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The stock burden of a leading steel company in the
last year for which data are available was far below the
peak reached in 1920.° (See chart on this page.) Yet
the average burden for the years since 1920 is not low
when compared with the earlier vears. During the period

' Data, compiled by the U. 8. Department of Commeree, Burecau
of the Census, cover almost the entire industry.

# Inventories of finished products (in dollars) as of December 31,
for each vear were adjusted by using Bureau of Labor Statistics
Index of Tron and Steel Prices (averaged for the same December
and the following January). Adjusted inventories, as of December
31, were divided by the average monthly shipments (both domestic
and export, in tons) of rolled and finished steel products for the
ensuing year. The ratio thus obtained is expressed as relative to
1913 = 100. Data were taken from Poor’s and Moeody's Manuals.
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1909-1914 this company earried about the same stock
burden as it has since 1921. A very low stock burden
was maintained from 1915 through 1919. It is worth
noting that while the trend since 1920 has not been regu-
lar the last two years have scen a.decreasing stock
burden.

Stock BuspeN 1N THE TEXTILE INBUSTRY

(Monthly average of stocks for calendar year as a percentage of
average monthly shipments for 12 consecutive months,
beginning with July of the same yeur)
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IIT. SAMPLES FROM THE TEXTILE INDUSTRY

Samples from the textile industry inelude raw silk,
finished cotton goods, work clothing, and hosiery.

The samples from the textile industry show the stock
burden to be decreasing vn some industries and increas-
ing tn others. (See chart on this page.) The stock
burden of raw silk shows considerable variation but no
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significant trend between the years 1921 and 1927." In
1920 the burden was 267, over twice as great as in
1923, which is the highest after 1920. One of the
curious features of the serics is the fact that the burden
was lower in 1921 than in any other year of the series
and that 1921 and 1922 show almost the same propor-
tion of stocks to deliveries as is shown in 1926 and 1927,
respectively. In 1920 there were enough stocks on hand
to supply over two and a half months’ shipments, while
in 1927 there were only encugh to supply abount one
month’s deliveries.

The stock-shipments ratio for cotton goods in the
hands of finishers has been declining since 1923.° It
was lower in 1921 than for any other of the seven years
studied. Tf hand-to-month buying has been affecting
tlie stocks of cotton finishers during the past four years,
it has been to lower them. In 1927 stocks on hand at the
end of a month averaged about three weeks’ shipments;
in 1923 they averaged about a month’s shipments.

The stock-shipments ratio of manufacturers of work
clothing declined from 1924 through 1926.” The series
on which this 1s based has been discontinued, making

* Raw silk, like tin, is for the United States an imported produet.
To determine the stock burden of raw silk, the ecalendar vear
average of stocks on hand at the end of the month at the port ware-
houses in New York City have been divided by the average
monthly deliverics frem these warchouses during the vear begin-
ning in July, Both figures are compiled by the Silk Association
of America.

“ Data. compiled by the National Asrociation of Finishers of
Cotton Fabrics. are estimated to cover about half of the industry
outside of regulur textile mills. Finished stocks on hand are used
for calculating stock burden,

“Data are compiled by the U, 8. Department of Commerce,
Bureau of the Census. Stocks are of finished goods only.
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i impossible to compute the ratic for 1927, The inven-
tories of work clothing manufacturers are noticeably
higher in proportion to shipments than are those of other
textiles whick we have considered. In 1924, for example,
these manufacturers had cn the average enough goods
on hand at the end of the month to supply nearly seven
weeks' shipments.

The stock-shipments ratio of hosicry manufacturers
has been increasing.” While lower in 1925 than in 1924,
it advanced noticeably in 1926 and 1927. In 1927 ho-
siery manufacturers had on hand at the end of the
month, on the average, enough stocks to supply more
than two months’ shipments. It is quite probable thal
this increasing ratio is to be accounted for by the ener-
getie efforts of many hosiery manufacturers to control
the stocks and purchases of retailers. This in turn has
been bronght about by the inerease in the number of
styles, weights, and colors of hose, which has markedly
changed the purchasing of dealers and the production
plans of manufacturers. The methods tend in the direc-
tion of samaller and better selected stocks for dealers,
with the manufacturer assuming the burden of stocks
but at the sare time assuming in large part the deter-
mination of what styles shall be purchased. (For further
discussion of this point, see page 412.)

For hosiery as for work clothing, the stock burden
for all years is high as compared with that for cotton
goods or raw silk. This may be accounted for in the case
of hosiery by the facts just cited. Tt is probable that for

* Ihid.
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work clothing also, it is color, style, size, and other ele-
ments of variety which necessitate larger stocks than are
required in handling raw materials.

IV. SAMPLES FROM THE FOOD INDUSTRY

Bata making possible a study of stocks on hand in
food industries have been obtained for canned foods,
meat products, butter and cheese, and refined sugar.

A. Canned Foods

No data on stocks of goods in the canning industry
have, in the past, been compiled by any association or
government ageney.” To make an estimate of the effect
of eurrent buying methods on the stock burden of can-
ners, it was necessary to obtain information dircctly
from the reports to a questionnaire sent to members of
the National Canners Association. Some 76 reports
were secured from canning companies (the number va-
ried considerably with the product) as to their carry-
over on Janudry 1 of a series of years. Carry-over in
each case was reported as a percentage of the preceding
year's pack.”

Y The Department of Commerce has only within recent months
undertaken the collection of such data.

Y In reporting. a majority of the companies considered carry-over
to be goods on hand for which there were no orders. A smaller
number considered carry-over to be goods in stock without regard
to whether there were orders for some of them. While this makes
it impossible to use the data to determine the pereentage of the
preceding year's pack wnsold as of January 1, it does not annul

their value as a measure of the inventories in the hands of canners
at that date. Save for risk of price change, the inventory imposes
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There is no reason to believe that the inventory on
January 1 represents an average or a typical condition.
Indeed, in so seasonal an industry no date could be ex-
pected to be typical. Canners state, however, that in
earlier years their pack was largely shipped by Christ-
mas. A measurement of the situation as of January 1,
for a series of years, therefore, gives a good basis for
determining whether the inventory load of the canner
is increasing. It is necessary to keep in mind, howerver,
that for canned goods the term stock burden means, as
already indicated, the stocks on hand on January 1,
expressed as a percentage of the preceding year’s pack.”

In every type of canned food product the stock burden
of the conner has been rising sharply since 1925. (See
chart on page 240.) In the case of some products the
rise has been practically continuous for a longer period
of years. In other instances there has been a rise follow-
ing a sharp decline.

The longest continuous rise in canned food inven-
tories is found in the case of peas, where with only a
slight recession the trend has been upward since Jan-
nary, 1919. In January, 1928, the carry-over, whether
measured by all companies reporting or by certain se-

as serious a load on the canner when there are unfilled orders to
which some of it may eventually be applied as it does when there
are no orders. If all canners had reported ecarry-over as meaning
goods on hand but unordered, the totals would have been some-
what less in each year.

® This stock burden figure is not entirely comparable with most
others appearing in this chapter. because stocks on hand at a given
date are related to a year’s pack (approximately same as sales)
instead of average stocks being related to an average month’s
shipments.
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lected groups of companies, stood at more than 50 per
cent of the pack. This contrasts with less than 5 per
cent of the pack carried over into Janunary, 1919.

Stock BurpEx ror CaNNED Foops
(Stocks on hand January 1 as a percentage of previous year's

pack)
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The stock burden of canned corn went up sharply
from January, 1919, through January, 1922, but de-
clined to a low point in January, 1925. As measured
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v the returns from all the companies reporting, the
inventory of January 1, 1928, was not quite so large in
relation to the pack as on the same date in 1922. A
study was made of the inventories of eight compa-
nies that reported consecutively from January, 1919,
through January, 1928. The combined experience ot
these concerns showed a movement similar to that first
described, but exhibited a2 much greater inecrease of
stocks carried in the past two years. A comparatively
high stock burden was not unknown in corn-canning,
bowever, prior to the post-war period. The data show
that in January, 1913, it was at a point higher than
most years, exceeded, indeed, by only three years since
that time.

The movement of the stock burden of tomatoes in can-
ners’ hands on the first of January has been gimilar to
that of corn, the burden heing higher in 1928 than in any
other year for which data were obtained. It was also
high in January, 1922, The decline following the peak
of 1922 18 more rapid than in the case of corn, reaching
its lowest point in the following year. Since January,
1923, the trend has been steadily npward.

The companies reporting on carry-over of frnit in-
ciude eanners of pears, peaches, pineapples, cherries,
and berries. As the number reporting for each type of
fruit was somewhat limited and varied somewhat from
year to year, as certain types were not represented at all
in eertain years, a compilation of the returns is at best
@ somewhat doubtful picture of stock burden of canned
fruit. Tt is interesting to observe how, in spite of the

17



242 HAND-TO-MOUTH BUYING

limitations of the data, the changes in stock burden
since 1914 follow closely those already shown for stock
burden of canned corn. The charted records of all coni-
panies reporting carry-over for pears and for peaches
show a record almost identical with that for all fruit
The stock burden of canned pears showed the greater
increase, the carry-over on January 1, 1926, being
about 7 per cent of the preceding year’s pack and mounnt-
ing to over 50 per eent on January 1, 1928,

Only two salmon canning companies reported on
carry-over. Both of these, however, were very large con-
cerns. Both show a great increase in the percentage of
the pack carried over for the past two years. The records
of Company 43 whose reports begin with January 1,
1919, show, however, that in every year from January,
1920, through January, 1524, the carry-over represented
a larger proportion of the pack than has been true in
any other year for which a report was made. While the
records of Company 44 go back only to January, 1925,
its experience follows so closely the experiences of the
company with a longer history that there is reason to be-
lieve that the two companies have had a similar history
throughout the peried.

Thus every type of food-canning industry studied
shows that canners are earrying an inereased percentage
of the load which must be carried in each annual food
pack. If canned goods alone were to be considered, the
belief that merchants are compelling those from whom
they buy to carry the inventories of the trade would be
fully justified.
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B. Meat Products

Beef and pork furnish representative samples of the
meat industry.

The packers have been able greatly to decrease their
stock burden during the past ten years.” (See chart on
this page.) The stock burden of beef has declined almost

Stock BurpEn ror Mear Propucrs, 1916-1928

{(Monthly average for stocks as a percentage of average monthly
“apparent consumption” for corresponding calendar year)
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*The ratios for beef, pork, butter, and cheese have been com-
puted on a calendar yeur basis; otherwise the method is the same
ag that used in preceding cases. Stocks are cold storage holdings, as
reported by cold storage companies, and these have been compared
to “ apparent consumption” (approximately shipments). Packers
u:ually own the cold storage holdings of meats, and manufacturers
the cold storage holdings of butter and cheese. Data, compiled by
the U. 8. Department of Agriculture, Bureau of Agricultural
Economics, are published in the Survey of Current Business and in
the U. 8. Department of Agriculture ¥Yearbooks.
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continuously been much lower than in any of the six
years preceding. And in 1927 it was lower than in any
year of the series beginning with 1916. The evidence
shows a far lighter burden for the packer under current
conditions than formerly. In 1927 he carried, on the
average, only inventory enough for slightly over thres
days’ shipments as ecompared with inventory enough for
over two weeks’ shipments in 1918 and 1919.

The stock burden of pork produets, like that of beef,
has declined almost steadily since 1919. The year 1926
is the low for the series of 13 years covered; but in this
case, as in the ease of beef, the ratio has been uniformly
low since 1921. The difference between the post-war
years and the pre-war years is less marked than in the
case of beef, however. During all the period the stock
burden has been very much greater in pork produets
than in beef, being at the peak in 1919, when it was
240 as compared with 35 for beef produects in the same
year. The greater seasonality of pork slaughter possibly
in large measure accounts for the greater average cold
storage holdings. The ratios both for beef and pork
indieate that current conditions of buying are cansing
smaller rather than larger inventories to be held by
packers. It is noteworthy that the largest steck burden
in each product was built up during the period 1916
to 1919,

C. Butter and Cheese

The stocks of butter and cheese held in cold storage
are usually the property of manufacturers, though they
may be owned by speculators, or merchants.
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Data on butter and cheese show conflicting irends.
{See chart on this page.) The stock burden of butter
shows very little change over a period of twelve years.
The lowest ratio for the series was in 1923, The highest
of the series was 1919. Such variations as can be ob-
served suggest no relation to buying practice. Nor are
the product and the method of producing and handling
it such as might be expected to show great changes in
buying methods.

Stock Burbex ror BuTred anp CHEESE

(Monthly average for stocks as n percentage of average monthly
** apparent consumption " for corresponding calendar year)
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Holdings of checse in relation to consumption have
increased decidedly since 1922. The ratio behaves quite
differently from the ratio for butter. The high vear for
the series of nine years beginning with 1920 is 1928
The ratio gives reason to believe that dealers are carry
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ing a smaller proportion of the total trade inventory
and are requiring manufacturers to hold a larger propor-
tion than was formerly the case. It seems altogether
probable that the number of varieties of cheese now
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offered in the American market and the increase of
packaging are important factors in accounting for the
inereased stock burden.

D. Refined Sugar

Stocks of refined sugar as related to shipments may
lie compared from 1921 to 1927."
The stock-shipments ratio for refined sugar has been

increastng stnee 1925, (See chart on this page.) Tt is

Srock BurpEn ror ReFINED Sucar, 1921-1927

{(Monthly average of stocks for calendar yeur as a percentage of
average monthly shipments for 12 consecutive months,
beginning with July of the same vear)
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nearly twice as high in 1927 as in 1925 and higher in
1927 than in any other year of the series. The second
highest ratio is in 1923, and the lowest 1s in 1922
There is evidence that buying practices of the past {ew
years have been increasing the stock burden of refiners.

¥ Data are from reports of refineries in Savannah and New
Orleans compiled by the Federal Reserve Bank of Atlanta.

The ratio used is again the average stocks on hand at the end
of the months of the calendar year divided by the average of
monthly shipments for twelve consecutive months beginning with
July of the same year.
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In 1927 average stocks were sufficient for over two
weeks' shipments.

V. SAMPLES FROM THE BUILDING INDUSTRY

The stock-shipments ratio has been computed for
varving periods for Portland cement, yellow pine, oak
flooriug, common brick, face brick, and enameled ware
baths. It was possible to construet the ratio for ocak
flooring for 16 vears, beginning with 1912, Each sample
includes a picture of post-war years.

A well defined increase in sfock burden is disclosed
in every sample of the building industry. (Bee chart
on page 248.) While the upward trend is more marked
in some cases than in others and while the movement
lwgan earlier in some branches of the industry than in
others, it is nevertheless general.

The stock-shipments ratio for Portland cement manu-
facturers has been rising since 10123." This rise was
preceded by an almost steady decline from a high of
1918, Although the ratio reaches 141 in 1927, which
is the highest ratio for any post-war vear, every year
from 1915 to 1918, inclusive, except 1916, shows a
still higher ratio. In 101R stocks would supply about
seven weeks' shipments: in 1923, about three and a
half weeks; and in 1927 approximately a month and
ten days. It is worth recording perhaps that there has
heen a trend upward in shipments of Portland cement
since 1920. Stocks, however, have more than kept pace.

* Stocks and shipments of Portland cement compiled by the U. 8.

Department of Commerce, Bureau of Mines, represent complete
reports of manufacturers.
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Stock Burpex 1N THE BriLpine INpusTRY

(Monthly average of stocks for culendar year as a percentage of
average monthly shipments for 12 consecutive months,
beginning with July of the same yeur)
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The trend of the stock-shipments ratio for oak floor-
ing manufacturers has been upward since 1922 In
1926 and 1927 1t is particularly marked. In 1927,
lowever, the ratio is far below the point reached in
1918 and 1920 and considerably below the level of the
vears 1012, 1913, and 1914. Thus, even more notice-
able than in the case of Portland cement 1s the fact that
a high stock-shipments ratio was not unknown prior
to our cntrance into the war. Shipments fell off in
1926 and 1927 and were somewhat more seasonal in
nature than for a series of years preceding. This sea-
sonality may account for the fact that manufacturers
carried a larger proportion of stocks than in the pre-
ceding period.

There has been a steady inercase in the stock-ship-
ments ratio for southern yellow pine since 1924, This
trend was preceded by a decline following 1921, with
1921 showing a somewhat higher ratio than 1927. The
stock-shipments ratio for yellow pine shows considerably
less variation from year to year than does that for either
of the products just discussed. Throughout the period,
also, the ratio is very much higher than for either of
those products, stocks on hand averaging some two and
8 half month’s shipping requirements.

® These data, compiled by the Qak Flooring Manufacturers’ As-
sociation, represent about 90 per cent of the oak flooring industry.

#*Data are compiled by the Southern Pine Association and
represent an estimate of the condition of the industry as a whole
based on a large sample. For details, see footnote No. 1 in Survey
of Current Business, August, 1928, p. 68,
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The stock-shipments ratio of enameled ware baths
increased rapidly from 1923 through 1927." The 1926
and 1927 ratios, which are almost the same, are larger
than the ratio for any other of the nine years studied.
In 1921 the ratio is considerably larger than in any
year except 192G and 1927. The 1923 ratio is low for
the series, showing average stocks equal to about ten
days’ shipments as contrasted with a supply for over
seven weeks’ shipments in 1927,

The stock-shipments ratios for both face brick and
common brick have been rising.” For face brick this
rise has been rapid since 1924. The 1927 ratio is in
fact 50 per cent larger than the 1924 ratio. The average
stock-shipments ratio for the whole period for which
data are available is higher than that for any other of
the building industries. The stock-shipments ratio of
common brick has been increasing since 1925. The
ratio in 1924 was high, but not as high as the 1927
ratio. Apparently common brick manufacturers do not
find it necessary to carry as large stocks as do face brick-
makers. In 1927 the former had stocks equal to about
nine weeks' shipments, while the latter had nearly
twelve weeks' requirements on hand.

¥ Data are compiled by the U. 8. Department of Commerce,
Bureau of the Census, and represent complete production of manu-
facturers.

* Data for face brick are compiled by the American Face Brick
Association and are averages per plant hecanse the number of
firms reporting varies somewhat from month to month. Data for
common brick are compiled by the Common Brick Manufacturers’
Association and represent about 30 per cent of the total output
of eommon brick.
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It will be observed that in each of the samples taken
from the building industry, stock-shipments ratios have
been increasing. The increase, however, has been going
on only since 1922, 1923, and 1924, prior to which a
decline was in process.

VI. SAMPLES FROM AGRICULTURE

It is impossible under present nieans of production
for society to escape carrving a large stock burden of
agricultural produets. This will continue to be the case
unless we rise so far superior to nature that seasonal
production offers no economies.

In the produects of the farm, as in the products of the
factory, stocks may be held at one point or another.
Has there been hand-to-mouth buying of agricultural
products 1n the sense that an increasing stock burden
has been carried by the farmer? For those of his erops
which are largely consumed on the farm, the question
has no relevance, but it is highly pertinent for such
market crops as wheat and cotton.

A, Wheat

For many years there has been made an estimate of
the stoeks of wheat held on farms on Mareh 1 of each
year, and of the earry-over as of July 1. These data
make it possible to calculate the stock burden of this
crop that is carried by farmers. The figure, like that
computed for canned goods, by giving pictures of the
situation late in the shipping season, shows for each
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year what the farmer has becn carrying to the given
points. The stock burden on farms is first expressed
as the ratio of stocks on hand March 1, to the crop of
the preceding year.”

The stock burden of wheat held by farmers, trending
downward since 1911, shows a slight increase during
the three years 1925 fo 1927. (See chart on this page.)
The downward trend was not continuous for every year.
For the seven years following 1921 farmers were carry-

Stock BumpeEx or THE WHEAT GROWER, 1908-1928
{Wheat on farms at given date as a percentage of preceding year’s
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ing a slightly greater percentage of the preceding year’s
crop than for the four years 1917-1920. But the average
of those seven years shows a definitely lower burden thau
that of any of the years 1908 to 1916 inclusive.

* The method used has been to divide the wheat on farms as of
March 1, for each year of the series by the crop produced in the
preceding year. Data are from the Annual Reports of the Chicago
Board of Trade. This stock burden figure i3 not entirely com-
parable to most others in this chapter, because the stocks on hand
at a particular date are in this case related to a year’s production
instead of average stocks being related to an average month’s ship-
ments. This was done because both stoeks on hand and production
of wheat are so very seasonal that averages of one compared to
averages of the other seem to have no meaning.
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A second measurement of stock burden of wlicat for
the pericd 1908-1028 was made by using stocks on
farms at the end of the crop year instead of on March 1.
This disclosed that the farmer is earrying over into the
new crop year 2 smaller proportion of wheat than was
formerly the case.”™ (See chart on page 252.) The stock
burden on the farmers’ hands on July 1 was lower for
the years 1917, 1918, and 1919 than for any other year
since 1408; and the period from 1914 to 1919 was a
period of low carry-over as contrasted with the six years
preceding. The farmer was assuming a larger stock
burden at the end of the year both in 1920 and 1921
than in each preceding year respectively, but has been
carrying a smaller proportion sinee that time. The
most striking fact shown was the very high percentape
of the crop carried over in all the years 1908-1913.

Putting the conclusions from both measurements in
current terms of trade talk, it may be said that therc
was more hand-to-mouth buying of wheat from farmers
during the six years following 1921 than in the four
years preceding that year. There has been less hand-to-
mouth buying of wheat since 1921, than was the case
prior to 1916, From 1908 to 1916 hand-to-mouth buy-
ing of wheat from the farmer was more general, by
both measurements, than it has been since.

It is common, when stocks accumulate in farmers’
hands, to speak of a holding movement. It would per

*In computing these ratios, wheat on farms on July 1. of el
vear respectively was divided hy the production of the preceding
vear. Duta are published in the Annual Reports of the Chicago
Board of Trade.
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haps, therefore, be more accurately descriptive to refer
to the periods of high stocks of grain as periods of hand-
to-mouth selling.
B. Cotton

The stock burden of cotton held by farmers has varied
widely since 1916." (See chart on this page.) A similar
conclusion is reached whether we consider the percent-
age of the year’s crop in the hands of farmers at the
end of November, January, or March. The load carried

Stock Burper oF THE Corron GrowEer, 1916-1927

(Cotton unmarketed at given date as percentage of the crop for the
crop year begioning preceding August 1)
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increased with a good deal of uniformity from 1916
throngh 1920 and then declined steadily through 1923.
It increased noticeably from 1923 to 1926 but was less
in 1927.

® The percentuge of the year's cotton erop not yet marketed at
certain dates, November 30, January 31, March 31, is used to indi-
cate vear to vear changes in the stock burden of cotton farmers.
The percentage of each year's erop marketed in each month is
compiled by the T. 8. Department of Agriculture, Bureau of Agri-
cultural Economies, from a moderate number of reports to in-
quiries sent to farmers July 1, of each year. Here again stock
burden is a ratio of stocks on hand at a given date to a year’s pro-
duction and is not, therefore, dircetly eomparable to the stock
burdens which are ratios of average stocks to average monthly
shipments. Data are published in the U. 8. Department of Agri-
culture Yearbooks.
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VII. UNCLASSIFIED INDUSTRIES

The preceding sections have been given to samples
of industries in groupings which are commonly recog
nized. There are many commodities, however, which
cannot. be so readily placed in recognized and useful
categories. This is true of those studied in this section,
The fact that these samples have not been classed in
industry groups is in no way intended to imply that
they are less signifieant than those discussed above.

A. Boots and Shoes

The changes in inventories of eight shoe manufactur-
ing companies were studied. As no data showing
monthly inventories for these specific companies were
available, it was neccssary to use the inventory at a
given data rather than the average.™ (Clearly enough,
conditions of hand-to-mouth buying might cause the
sigmificanee of inventory at # given date to be different
from what it is under forward buving conditions.) Stock
burden was then computed by converting this inventory
into a percentage of the average monthly sales of the
company. Though there was found to be much variation
emong the eight companies, certain of them were found
to follow similar trends and were therefore grouped and
averaged instead of being considered separately. The
chart on page 256 presents averages of three companies
for the period 1915-1927 and of two other companies
for the period 1918-1928. The experience of the three

* Data are those published in Poor's and Moody's Manuals.
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other companies for which only four or five years’ data
are available was not charted but is shown in the table
on page 257.

Stock BUurbEN oF SHoeE MANUFACTURERS

{Inventory at a given datc as a percentage of average monthly
sales for the vear ending at that date)

I. AYERAGE FOR THREE COMPANIES, II. AYERAGE FOR TWO COMPANIES,
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The three companies for which 13 years’ duta are
available show an average stock burden much lower be-
ginning with 1920 than for the five preceding wyears.
There was a slight upward trend in the average burden
from 1921 through 1926, with a decline in 1927. The
average stock burden for this group in the pre-depres-
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(Inventury at a given date exprosacd s o l“‘;;‘}:;‘t;-,‘ag(t, t)-f wvernge monthly anles for the vear onding at
a ate
: Johnson- United
Crad- | Hamil | Average | Endi- |Interna-|Average| Steph- St? 1 te Johansen
Brown | q,ck- ton- for cott- | tional for ~ons, and qf{ “ | Brothers
Shoe Terry B1r0wn First |Johnson| Shoe | Fourth |gplhie é oe_ Shoe
Year Com- | Com- | Shoe | Three |Corpor-| Com- and Shoe om Com-
anv Com- . . Fifth pany .
pant pany Com- | ation pany Com- (A . | pany
(Octobber (Decem-} , P20Y | hapies | (Decem-|(Novem-| Com- [ pony pl%l‘(i’ﬂ (October
31 Iber3t o) | {Decem-| Given | ber 31) | ber 30) | Pavies |(Novem-| Mately | a7,
ber 314) Given |{or300) May 1)
1915.. ... 374.4 367.2 3735.06 372.4
1916..... 396.0 426.0 560.4 460.8
1917 ..... 363.6 386.4 430.8 393.6 - - o
1918..... 303.6 397.2 366.0 355.6 272.4 180.0 226.2
1919..... 410.4 390.0 522.0 440.8 345.6 160.8 253.2
1920..... 260.4 312.0 2754 283.6 234.0 256.8 245.4
1921..... 2068.8 297.6 242.1 269.6 340.8 382.8 361.8
1922.. ... 25R8.0 304.8 274.8 279.2 346.8 336.0 341.4
1923.. ... 270.0 326.4 312.0 302.8 349.2 338.4 343.8 - .
1024 .....] 2484 337.2 351.6 3124 286.8 2748 280.8 112.8¢| 188.4 -
1925.. ... 276.0 348.0 3264 316.8 356.4 312.0 334.2 109.2=( 212.4 2016
1926.. ... 226.8 379.2 444.0 350.0 262.8 270.0 266.4 88.8 196.8 178.8¢
1927.....] 2148 226.8 447.6 296.4 303.6 302.4 303.0 87.6 146.4 192.0
1928 .. ... - 300.0 e ... 364.8 3414 3516 90.0 .. 187.2

& Data are from Poor’'s and Moody's Manuals.

b Net sales used.

¢ Gross income used in place of sales,

4 Volume of business used in place of sales.

® 1924 inventory was given as of December 31. Sales for eleven months ending November 30, 1925, were
raised to twelve months on the basis of the average month,

! Gross sales used.

€ Year ending August 31, 1925, and 14 months ending October 31, 1926, sales reduced to twelve months on
basis of average month.
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sion period contrasts with that in the post-depression
period as follows:

1915-1920 ................. 384
1921-1927.. ... ... 304

The average of two companies reporting for a sertes
of eleven years shows ¢ somewhat heavier stock burden
beginning in 1921 than for the three preceding years.
There was a marked trend toward heavier stock burden
from 1926 through 1928. Except for a rather wide
spread in 1919, when the stock burden of the Endicott
Johnson Clorporation inereased and that of the Inter-
national Shoe Company declined, the experiences of
these two companies have heen almost identieal.

The ratio of inventory to sales in this trade 1s strik-
ingly high when compared to some of the commodities
stndied. This is, no doubt, in part acconnted for by the
fact that the inventory statements are in most cases made
towards the close of the year, when shoe manufacturers’
inventories are typically near one of the seasonal peaks.

B. Gasoline and Pneumatic Tires

The tremendous increase in the produetion of gasaline
lends interest to the stock burden of that produet.” Al-
though pneumatic tires are produced by a completely
distinet induastry their association with gasoline in eon-

* Data are stocks of gusoline ready for sale held at refineries end
estimated consumption of refined gasoline as compiled by the U. 8.
Department of Commerce Burean of Mines. Since June, 1923,
marketers’ stocks have been included, and consumption figures
since then take nceount of this change, Data for stocks (1817-1919)
and for shipments (1917-1923) were published in the Standard
Daily Trade Service of April 21 and nf January 21, 1924, re-
spectively.
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sumption permits of their being logically discussed in
the same paragraphs.

The stock burden for gasoline has been declining since
1925 ; that for pneumatic tires has tended toward an in-
crease in recent years. (See chart on this page.) The
declining stock burden for gasoline is significant in

Strock BurpEN For GasoLINE anp For PreEUMATIC TIRES

(Monthly average of stocks for calendar year as a percentage of
average mo_nth.[y shipments for 12 consecutive months,
beginning with July of the same year)s
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« For gasoline a figure for consumption, which approximates
shipments, is used instead of shipments.
view of the rapidity with which stocks have been ad-
vancing and the alarm which the industry has felt over
these increasing stocks. There was held 1n stock in 1925
enough gasoline for almost two months’ supply. In 1927
stocks averaged only a little more than enough for six
weeks’ needs. Up to 1925 the stock burden had advanced
from a low point in 1920. The 1923 and 1924 ratios
are almost the same as the 1925 ratio; the 1921 and
1922 ratios are as low as that of 1927, and the ratios
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for every year before 1921 are lower than that of 1927,
Thus while the stock burden situation in gasoline has
been improving during the last few years, it was in
1927 no lower than in 1921 and 1922, and not so low as
in still earlier years.

Data make it possible to measure the stock burden of
tires for a series of scven years™ The stock shipments
ratio of pneumatie tires increased from 1924 to 1924,
but dropped somewhat in 1927. (See chart on page
259.) The highest ratio of the series of years beginning
with 1921 was in 1023 ; the lowest in 1924. The manu-
facturers of tires carry, on the average, stocks for about
two months’ tire requirements.

It seems best to postpone general conclusions until the
end of chapter XIV when further evidence will have
been considered. Clonclusions concerning the stock bur-
den of the specific commodities and industries discussed
have been made in each section.

*Data on pneumatic tires are compiled by the Rubber Asso-
ciation of America and represent over 75 per cent of the industry.
Stocks are those owned by [actories whether they are held at
factories or elsewhere in the U. 8. Shipments represent only
domestic shipments to purchasers where a transfer of ownership
oceurs.



CHAPTER XTII

STOCK BURDEN OF RAW MATERIALS

The preceding chapter was devoted to determining
whether the stock burden, with particular reference to
finished goods, has been increasing or decreasing. The
measurement was made by comparing stocks with vol-
ume of business done in various years. In this chapter
attention is given to inventories of raw materials in the
hands of manufacturers. The question is, are those in-
ventories increasing or decreasing in relation to the re-
quirements of manufacture? Are they constituting a
greater or less stock burden for the manufacturer? It
is possible that even though the manufacturcr is carry-
ing a lighter burden in finished goods, he has not es-
caped a heavier one in his raw materials storeroom.

To secure an answer to the question of stock burden
of raw materials, data were obtained from about 130
members of the National Association of Purchasing
Agents, scattered in various parts of the country, repre-
senting over 15 eommodity groups, and buying a great
variety of materials, These purchasing agents reported

"t This inquiry was made possible through the courtesy and co-
operation of Mr. G. A. Renard and Mr. B. W. Hall, of the National
Association of Purchasing Agents.

261
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their stock burden for a series of years by answering
the following question:

What was the average inventory of your eompany as a percentuge
of the year's requirements in each of the following years:

1914 1918 1922 1924 1926 1928
Commodity.......,

Some eompanies reported on only one commodity.
some on more. The data as given in these returns ex-
pressed stock burden as a ratio of inventory to twelve
months’ requirements. Computations have heen made
so that the stock burden as presented is the aver
age inventory expressed as a percentage of a month’s
requirements,

The reports showed great range of stock burden as
among different materials, among different companies
reporting on the same kinds of materials, and as among
the various years. In some cases it was reported that less
than 120 per cent of a month’s requirements was carried
as average inventory; in some cases more than 900 per
cent was reported. Did the reports showing low stock
burden become alarger proportion of the replies covering
a given year as 1028 was approached 2 Or, as the years
from 1914 to 1928 were passed, did the reports more
commonly show that a larger supply of materials was
necessary in relation to manufacturing requirements?

To answer these questions, it was necessary to make
an appropriate classification of the replies on the basis
of stock burden reported. With stock burden defined as
above—to mean average inventorv as a percentage of
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monthly requirements—the reports for each year were
sorted into the following stock burden classes:

Less than 120
120 to 240
240 to 360
360 to 480
480 to 600
600 to 900
900 or over

The number of reports in each class, being counted,
was expressed as a percentage of the total for the given
years, thus making it pessille to compare one year’s
data with another.

The stock burden of malertals shows a marked decline
during the last ten years. The table on this page shows
that an increasing number of cases fall into the low
hurden classes as the years pass.

NumBER or REPoRTs SHowinGg INpicaTED STock BURDEN

(A= a percentage of the total number of reports for each year)

Stock Burden
(Averageinventory | 1914 | 1918 | 1922 | 1924 [ 1926 | 1928
as & percentage of | (78 (92 (115 (126 (131 (129

the average month's .
reirements) reports) [reports) [reports) |reports) [reports) {reports)

Less than 120... 10 11 15 17 17 25
120 to 240.. .. .. 21 18 22 25 32 36
240 to 360.. .. . 30 25 33 33 37 26
360 to 480 ... . .. 15 18 15 12 6 7
480 to 600, ... .. 5 8 4 3 1 0
600 to 900. ... .. 14 13 3 5 5 ;)
900 or over. .. .. 5 7 8 5 2 1

The proportion of the cases in which a stock burden of
less than 120 was reported more than doubled from
1914 to 1928. While in every year from 1914 through
1926 a stock burden of from 240 to 360 is the ome
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most commonly reported, in 1928 a stock burden of
from 120 to 240 has become the most common.

Reports of cases where stocks were 900 per cent or
more of a month’s requirements declined from 5 per cent
of the replies in 1914 to 1 per cent in 1928. They rep-
resented a larger proportion of the total, however, in
1918 and 1922 than in 1914,

The inereasing proportion of reports showing a
smaller stock burden is strikingly brought out by ex-
pressing as a percentage of all the reports for the given
years those showing a stock burden of less than 360 and
those giving a burden of 360 or more.

Stock Burden 1914 1918 1922 1924 1926 1928

Less than 360..... 61 54 70 75 56 R7
360 or more...... 39 46 30 25 14 13

“ On the average ” American manufacturers are car-
rying a constantly diminishing burden of raw materials.
There were $8 returns which reported stock burden for
cach of the vears 1918, 1922, 1924, 1926, and 1928.
The average of these dropped steadily from 372 in 1918
to 216 in 1928. Averaging the ratios—stock burdens—
for each year we have:’

) 372
1022, e e e 314
1924, e 276
1926, . . . e e 240
1928, e e e e 216

But have the chalwes discussed been brought about
by a great change in a small proportion of the cases, or

2 It rmust be noted that in this average small and large concerns
are given the same weight and that no account is taken of the fact
that some commodities are included more times than others. It is,
therefore, as stated merely an average of the ratios and not the
average stock burden for the concerns included,
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15 it true that in a large proportion of cases inventory
burden has been lightened? To answer this question,
the reports showing a decrease, no change, or an increase
in stock burden were counted. These counts, expressed
a3 a percentage of the total, were as follows:

1924 Compared 1928 Compured 1928 Compared

With 1914 with 1924 with 1914
Decrease .......... 50 47 64
No change ........ 41 44 29
Increase .......... 9 9 7

It appears that in over 60 per cent of the cases stock
burden decreazsed between 1914 and 1928. In nearly
half of them the burden decrcased between 1924 aund
1928, Tn each of the periods considered, less than 10 per
ecent of the reports show an increuse in stock burden.



CHAPTER X1V

STOCK BURDEN OF GOODS IN THE HANDS
OF MERCHANTS

In a preceding chapter the stock burden of pro-
dneers other than merchants was considered. The
method employed was to compare stocks with shipments,
apparent consumption, or some other appropriate meas-
ure of volume of business. One way of determining the
stock burden is by an examination of stock turnover,
and in dealing with the stocks and sales of merchants
this method is the most convenient one to use.” If the
stock burden is lighter, this is shown by an inereuse in
turnover. Or, to put it the other way around, an in-
crease in turnover reflects a lessened stock burden—a
smaller proportion of inventories to sales. In the dis-
cussion that follows samples from wholesale and from
retail trade are considered.

I. STOCK BURDEN OF WHOLESALERS

Stock turnover figures in six major wholesale lines
were examined.’

* Annual stock turnover is commonly determined by dividing the
total cost of sales for the year by the average of the monthly in-
ventory taken at cost. A discussion of methods for determining
turnover and of applying it to various phases of business may be
found in any standard work on management, marketing, or
retailing.

*For the years 1923-1925 the turnover figures presented were
obtained from the Federal Reserve Board. For the yeara 1926-1927,

266
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In a considerable majority of trades the stock burden
of wholesalers has been decreasing. (See chart on
this page.) In some cases this is more marked than in
others, but in no instance is it revolutionary.

Stock TUrRNOVER oF WHOLESALERS, 1923-1927 ¢
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4 See footnote 2, page 266.

The turnover in wholesale dry goods has been tending
upward. Every year since 1924 has shown an advanee,
The 1924 turnover was slightly less than that in 1923,
Although the total change is not great, there is mno
evidence here of added inventory burden.

they were estimated on the basis of the turnover figure for 1925
und the data for stocks and shipments furnished by the Federal
Reserve Board. The method of estimating used was to convert the
stocks and shipments relative to a 1925 base: to multiply the new
shipments relative by the turnover of stocks in 1925 and divide this
by the new stocks relative. Data for 1923 and 1924 were not avail-
able for furniture
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The stock turnover of boots and shoes in the whole-
sale trade has been increasing steadily since 1923
Particularly sharp was the increase in 1926 and 1927,
From a low of 3.67 in 1923, a high of 4.96 was reached
in 1927. Of course these expressions of stock turnover
can easily be translated into the terms of stock burden
used in the preceding chapters. An annual stock turn-
over of four, for example, means that there has been on
hand an average inventory of one-quarter of the goods
sold during the year. That is to say, there has been an
average inventory sufficient for three months’ sales. 1f
we think of stock burden as the percentage ratio of
average inventory to one month’s sales, it follows that
stock equivalent to one month’s sales iz a stock burden
of 100. Stock equivalent to three months’ sales is a
stock burden of 300. Thus a stock burden of 300 is
equal to a turnover of four." In terms of stock burden,
the low turnover of 3.67, reached in 1923, equals 327;
and the turnover of 4.96 reached in 1927 equals a stock
burden of 242. This conclusion checks very closely with
that reached in the study of stock burden for eight shoe
manufacturers as presented on pages 255-258.

The turnover of drugs at wholesale has increased al-
most uniformly during the past five years. The turnover

*The data collected by the Research Division of the Federal
Reserve Board, which were obtained for caleulating this series,
include the sales of a considerable number of important manufac-
turers, as well as sales of wholesalers. It is probable that this series
could as justifinbly be used to show the stock turnover of manu-
facturers as of wholesalers. For a discussion of the construction of
these data see Federal Reserve Bulletin, December, 1927, p. 820.

* A short cut to computing stock burden from annual turnover ig
to divide 1200 by the stock turnover,
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in 1927 is 5.35 as compared with 4.69 in 1923. Iere
is evidence of decreased rather than heavier inventory
burden,

The stock turnover of wholesale grocers declined from
1923 through 1926. This is evidence that wholesale
grocers have carried a heavier inventorv burden since
1923, But if 1927 is an indication, this situation
is on the way to improvement. It is worth noting
that in every year the turnover is higher, which means
that the stock burden is lower, than in any of the other
wholesale trades eonsidered. The turnover in the whole-
sale grocery trade showed no significant trend from
1916 to 1923,° although there are some sharp changes
from year to year. From a turnover of 5.7 in 1916
there was a decline followed by a rise to 6.1 in 1920.
In 1921 the turnover was the lowest for the 1916-1923
series of years. In 1922 it was the same as in 1916.

The hardware trade shows no significant change in
stock turnover dnring the period 1923-1927. There is
ro evidence that current buyving methods have affected
stock burden of hardware wholesalers. Turnover was
down in 1924, but higher in the last two years of the
period than in the others.

The stock turnover in the wholesale furniture trade
was higher in 1927 than in either of the two preceding

* Stock turnover data for whalesale groceries for 1916 to 1923 are
published in the Bulleting of the Harvard Burcau of Business Re-
search. While these figures make it possible to study the changes
from vear to vear for the period covered, the series must not bhe
enmpared directly to the series discussed in the preceding part of
the paragraph. as the dala obtained by the Federal Reserve Board
show continuously a higher turnover than the Harvard figures.
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years.” So far as this short period gives any evidence,
it indicates that stock burden is decreasing.

II. STOCK BURDEN OF RETAILERS

The stock burden of retailers, as of wholesalers, is
best seen in terms of stock turnover. As in the latter
case, au inereasing turnover means a decreasing in-
ventory in proportion to sales.

The evidence shows very little change in stock burden
of various relail lines. The stock turnover for retailers
of shoes, groceries, jewelry, and hardware for a series
of years is presented in the chart on page 271.

Studies in particular localities give some evidence
concerning the turnover of grocery retailers. In Colo
rado, for example, grocery retailers’ stock turnover is
reported as shown in the chart on page 271.° A study of
stock turnover of retail grocery stores in Omaha and
Lincoln and in stores located elsewhere in Nebraska is
shown in the chart on page 271." The data from the

*In this trade, as in hoots and shoes, the data are heavily
weighted by the reports of manufacturers, The turnover is,
therefore, perhaps as representative of manufacturers’ as of whole-
salers’ experiences. (See footnote 3, p. 268.)

"Data for shoes, 1912-1923, for groceries, 1914-1924, and for
jewelry, 1019-1927, are from Bulletins of the Harvard Bureau of
Business Research. Data for shoes, 1924-1926, compiled by the
National Shoe Retailers’ Association, were published in National
Faotwear for August, 1925, June, 1926, and August, 1927, The 1925
turnover was reported as 18 in the 1926 issue and as 2.1 in the
1927 isstie with no explanation of the change. Data for hardware.
1922-1927. are from The National Retail Hardware Association.

* Data are from Bulletins uf the Bureau of Business and Govern-
ment Research of the University of Colaorado.

*Data are from Bulletins of the Committee of Business Re-
search of the University of Nebraskn,
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Stock TurNover IN Various Reramn Lings @

2 See footnote 7, page
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Nebrasgka study do not show improvement in the situa-
tion either for ¢ity or country dealers. Indeed, the trend
of turnover scems downward in both eases. 1t is interest-
ing to note, however, that stock burden in larger eities
13 disclosed as being mueh smaller than in outside points.

The turnover in department stores is increasing
slightly, thus evidencing a lessening stock burden.” (See
chart on page 273.) The year 1920 was a bad year for
department stores with respect to turnover. Taking the
United States as a whole, the rate was only 3.05. It
was 1925 before the turnover for the whole United
States was again as high as it had been in 1919. After
1925 the turnover continued to increase through 1928,
when it reached 3.67. Each of the last four years (1925-
1928) has been better than any of the six (1919-1924)
that preceded.

The variations among several distriets are interest-
ing. The New York district shows an unbroken upward
trend of stock turnover from 1920 through 1928, {lallas
and DBoston show similar upward trends, bhut cach of
- these is broken by the turnover in 1921, which was
higher than in 1922. The San Franciseo district shows
an upward trend from 1920 through 1928, broken only
by the turnover in 1924, which was lower than in 1923.

' Basic data for 1919-1924 are from the Federal Reserve Bullctin
for May, 1925, p. 332; and for 1925-1928 are from mimeographed
releages of the Federal Reserve Board on the subject of retail
trade. The number of atores reporting has increased from about
300 in the earlier veurs to about 650 in later years. As these data
are not comparable throughont the series. a chain relative was
computed, using the uctual turnover in 1928 as the base figure.
Six Federal Reserve districts were considered separately to deter-
mine possible differences in different parts of the country. Data
for Dallag and Atlanta are not available for 1819.
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Atlanta 1s unique in that it shows a declining turnover
from 1925 through 1928, with 1928 showing the lowest
rate in the whole series of ninc years. The Boston and

STocK TurRNOVER oF DEPARTMENT STORES IN SPECIFIED FEDERAL
REsERVE DISTRICTS @
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@ See footnote 10, page 272.

New York districts show higher turnover in every year

than does the United States as a whole. Fach of the

other four districts considered (except Cleveland,

1923) is lower in each year than is the average for the

United States. In fact, the highest turnover ever at-
19
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tained in the San Franciseo distriet {3.04 in 1928) 1.
lower than the lowest turnover in the Uinited States ag
a whole (3.05 in 1920).

Considering all the evidence on retail stock turnover,
it is clear that while there has been some improvement,
chiefly in department stores, the stock burden for re-
tailers shows very little indication of enrrent improve-
ment.

A general conclusion on stock burden. The general
conclusions that can be drawn as to stock burden vary
somewhat with the nature of the industry considered.
American production as a whole may be divided into
two classes so far as stock burden is concerned. In
agriculture, in many industries definitelv related to
agriculture, and in some others the economies of seasonal
production make large stocks unavoidable. Tn many
lines of manufaecture, stocks can be reduced by improved
practice in manufaeturing, selling, and in purchasing.
Obviously in wholesaling and retailing the buying
policy of the merchant may be a dominant factor,

There is cvidence showing that a larger burden of
the stocks of agricultural products has been earried by
the farmer since 1921 than for the period between the
outbreak of the war in Europe and that date. Of canned
foods, sugar, and cheese, all immediately dependent
upon seasonal production, the manufacturer or storer
has in recent years been carrying a heavier stock burden
than formerly. Tn such products where the burden must
be borne by somcone, there has been, in other words,
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a tendency to keep an increased part of it at the point
of first or early incidence.

The other industries studied, however, give no reason
for coneluding that in general manufacturers ave, com-
pared with those to whom they sell, worse off in
the matter of stock burden than they were a number
of years ago. A fully satisfactory opinion on this
point would require a more complete comparison of the
present and the past division of burden among succes-
sive participants in many industries than has been made.
Yet it is significant that the evidence shows only a slight
lessening in the stock burden of retailers and somewhat
more lightening of the burden carried by wholesalers
aud, omitting the building trades, more cases of de-
creased than inereased burden among manufacturers.
From such ohservations it seems a reasonably safe con-
clusion that where the conditions of production make
it possible to control stocks, ecurrent buying methods
have shifted no new load to manufacturers or whole-
salers generally and that, on the contrary, either by
adjusting their production to these methods or by revis-
mg their own purchasing practices, or both, they have
in many cases decreased the stock burden carried.

There is indication in these facts that American in-
dustry as a whole is doing its business with a consid-
crable tendency towards smaller proportionate invest-
ment in stocks of raw materials and finished goods.
Excepting, of course. the seasonally produced produets
and the building industry, which constantly injeets
itself as an exception in this study of stock burden, the
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weight of evidence points In that direction. Retailers
have made some improvement; wholesalers some gain:
and manufacturers an improvement in more cases than
otherwise, particularly in their stocks of raw materials.
The effects of this situation and of its possible eon-
tinzance are worth careful consideration. To the degree
that the stock burden of raw materials and of finished
goods has been lightened in the period since 1920, our
national business has been carried on with less money
invested in proportion to the amount of business being
done. It is quite probable that this has contributed to
the “ plethora of funds,” the low interest rates, and the
eredit freely available for instalment buying and specu-
lation. These trends tend also to shift the purposes for
which and the points at which funds are most needed.
Tf farmers or canners of food products, for example, are
required to carry a larger part of their produets for a
longer period than before, short term credit will be
needed by them to a greater degree than formerly, and
facilities will be reqnired for making it intelligently
available. If the releasing of funds from the stocks of
industry permanently affects prices of securities, impor-
tant stock exchange centers will become increasingly
important as banking centers. It may easily be that
such trends will give a new importance to certain types
of borrowers, to certain horrowing areas, and to certain
money markets.



B. STABILIZATION?






CHAPTER XV

IS THE FLOW OF ORDERS BECOMING
MORE STABLE?

Chapter 11 was in part devoted to pointing out that
our method of specialized production results in a flow
of partly finished goods from unit to unit of the produc-
tion mechanism. It was shown that this flow is in eonsid-
erable part controlled by a flow of orders. The two
together constitute what we call trade. The question is
now raised whether eurrent methods of buying—eurrent
trade practices—are resulting in an improved stability
of trade. The flow of orders and the flow of goods will
have separate consideration. The flow of orders which
controls the flow of goods may, like a stream, vary.in
the uniformity of its current. During a given year
commitments may be given from month to month with
little variation ; in another year they may flood through
the channels of trade in one month, and in another drop
to a listless rivulet.

The purpose of this chapter is to consider whether
the flow of orders is becoming more or less uniform.
This question raises a preliminary one: 1Tow can the
uniformity of the flow be measured ?

279
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I.A METHOD OF MEASURING RELATIVE
STABILITY OF FLOW

The method nsed in this stndy for measuring the
uniformity of flow of orders is one with which statisti-
cians are entirely familiar. It is known as determining
the average percentage deviation from the arithmetic
mean. Lay readers, however, may welcome the follow-
ing brief explanation of the steps invelved in the calcula-
tion. First the arithmetic average of the series is ob-
tained; and the difference between each item of the
series and this average is sceured. These differences are
then averaged without regard to whether they are above
or below the mean, and the result thus obtained is ex-
pressed as a percentage of the arithmetic average of
the series.

The use of this method 1n measuring uniformity of
flow of orders, can be readily seen from a specific exam-
ple. A company, for example, receives orders in two
consecutive years as follows (in thousands of dollars):

Month 1920 1921
JANUATY ...t or i iiiiiiiianeianns 64 12
February .. ..................... a3 14
March .............. e e 38 24
April .. ... P 37 27
May oo .. 35 25
June ... 22 23
July .o 25 24
AUBUSE .. . i e, 28 25
September ... ... ... .. ... ..., 18 28
October ....... .. .. ........ ... 10 32
November .............. e 5 3
December ........ ... ... ... 3 15

! The same method is used in subsequent discussions to measure
the uniformity of the flow of goods, the uniformity of stocks held,
and the uniformity of production.
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The arithmetic average of these for each year is:

1920 1921
26.5 23.5

The deviations of the monthly data from their re-
spective averages are:

Month 1920 1921
January ..., 375 11.5
February .......vvvevvininnn.. 6.5 9.5
March ..o 115 0.5
April Lol 105 35
May ..., 85 1.5
Juoe ... 4.5 0.5
July 15 05
AUgUust ....iiiiii i 1.5 15
Septernber ... ... ... iie.... 85 4.0
October ... oo, 165 9.0
November ... ................. 215 9.5
December .................... 235 85

The average of these deviations for each year is:
1920 1921
12.7 5.0

The average of the deviations expressed as a per-
centage of the average monthly value of orders received
for each yearis:®

1920 1921
47.8 21.1

Finally, these “ average percentage deviations ” may
be charted so that a visual comparison of the flow of
orders in one year may be made with that for another,
and the uniformity of flow can readily be seen. If this
method of measuring uniformity is applied te the orders
received for a series of years, the variability of the
flow of orders for the different years may be compared

2

*If one had more or less frequent data the method would be
the same.
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with one another. If the same method is applied to
several commodities, the uniformity of flow of orders
of any one commodity may be compared with that of
others.

While average percentage deviation is under ordinary
business conditions a satisfactory measure of seasonal
movement, it becomes much less satisfactory where therc
are violent changes which cannot be ascribed to ordinary
seasonal influences. In suceeeding chapters it is oe-
casionally remarked that the deviations for certain years
are not to be taken too seriously. In those cases it is
usually such an influence as here noted that causes the

difficulty.

There are certain industries in which the placing of
an order for a given unit of goods takes place coin-
cident with or, at most, only slightly before, the goods
themselves move. The marketing of wheat by the farmer
and by the country buyer furnishes an example. ** Cash
and carry ” retail selling is an even better case. It has
seemed best in this chapter, therefore, not to consider
the flow of orders in such types of industry.’

For this study of orders it was possible in some cases
to obtain compiled data for certain commodities and in
others to secure statistics for individual companies.
The two types of data are considered separately.

*The sale of certain products where orders and gocds move
almost simultaneously receives consideration on pp. 301-303, 306-
311, 335-342, where the flow of goods is discussed, and these sec-
tions may be referred to as examples of the flow of orders for
such products.
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II. VARIATION AND STABILIZATION IN SEVERAL
INDUSTRIES

By means of the method explained in the preceding
section, the flow of orders in a number of industries has
been measured and the results set forth in the chart
on page 284. The industries studied have been classed
into four groups: iron and steel, represented by mer-
chant pig iron, fabricated structural steel, steel sheets,
steel castings, and steel furniture; the building in-
dustries, represented by building contracts awarded,
oak flooring, southern pine, and enameled ware baths;
the textile industries, represented by finished cotton
goods, hosiery, and knit underwear; and furniture,
represented by the orders of one large manufacturers’
association.’

*Data are orders received by the manufacturers of the goods in
guestion for steel castings (in tons), representing about 80 per cent
of the industry; for steel furniture (¥ business group,” in dollars),
representing all of the industry; for enameled ware haths (in
number of pieces), representing 100 per cent of the industry; and
for hosiery (in number of pairs). representing 44 per cent of the
industry, all compiled by the U. 8. Department of Commerce,
Bureau of the Census; for merchant pig iron (in tons), represent-
ing about 90 per cent of the production in strictly merchant
furnaces, compiled by the American Pig Iron Association, and pub-
lished in the “ Metals and Machincery Seetion ” of the Record Book
of Business Statistics; for fabricated struetural steel {in tons),
enmpiled first by the Bridge Builders and Structural Society and
later by the U. 8. Department of Commerce, Bureau of the Censue;
for steel sheets (in tons) representing almost all of the independent
steel sheet manufacturers, compiled by the National Association of
Flat Rolled Steel Manufacturers: for oak floaring (in board feet),
representing 90 per cent of the industry, compiled by the Oak
Flooring Manufacturers’ Association; for southern pine (in board
feet), compiled by the Southern Pine Association; for finished
cotton poods (gray vardage). compiled by the National Associa-
tion of Finishers of Cotton Fabries: for knit underwear (in num-
ber of garments). representing about 61 per cent of the industry,
compiled by the U. 8. Department of Commerce, Bureau of the
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In every industry group studied there is strong evi-
dence of improvement in the stability of the flow of
orders since 1919 or 1920. This improvement is most
striking in the building industry, every sample showing
a decided improvement during the period. In four out
of five of the steel samples the gain in stability is also
considerable. In the textile industry two of the three
samples show a materially improved stabilization of
flow. There is also decisive improvement shown in the
furniture sample.

The increasing stability since 1919 or 1920 has by no
means been continuous in ecvery industry. Disregarding
the industry groupings and examining each sample, it
will be seen that in a number of cases there oceurred an
increase in uniformity, followed by an increase in vari-
ation and then again an increase in uniformity. The
years 1923 and 1924 are those which most frequently
interrupted the trend toward improving stability. In ten
of the thirteen samples the deviations in 1923 or in 1924
or in both years were higher than in the years immedi-
ately preceding or following. Striking examples are or-
ders for knit underwear, the flow of which in 1923 was
more erratic than that in any other year of the series,
and orders for merchant pig iron, in which 1923 was the
peak of a series of three years during which the flow had
been growing less uniform.

(ensus, and by the Associated Knit Underwear Manufacturers of
America; for building contracts awarded (i dollars), published
in the F. W. Dodge Corporation Building Sfatistics monthly; and
for furniture (in dollars), furnished by one association. In each
case, except where otherwise specified, these data are published i
the Survey of Current Business.
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In certain commodities, of which knit underwear 1=
a good example, the trend towards stability is more con-
tinuous since 1923 or 1924 than since 1919 or 1920.

The flow of orders was betler stabilized in the years
1925-1928 than in any other period for which duta are
avatlable. For eight of the thirteen samples considered.

Onoers Receivep BY MoNTHs, SoUTHERN Pive, 1919-1928
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the percentage deviations in the years 1925-1928 aver-
age lower than the percentage deviations in any preced-
ing yvear for the same commodity. This conclusion gives
support to the widely accepted idea that business bas
been running on an even keel for the past few years.
Details with regard to the inereased uniformity in the
period 1925-1928 are disclosed by an examination of the
actual movement of the new orders placed each month.
As new orders for southern pine furnish a good example,
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the monthly data are shown in the chart en page 286. It
will be seen that the high peaks of 1919, 1921, 1922, and
1923 disappear in the later years, and a comparatively
uniform flow appears. In other words, the one or two
annual peaks and valleys of those earlier years give way
to three or four small pcaks aud valleyvs in each of the
later years. The same phenomenon occurred in new
orders for knit underwear. The years 1921, 1922, and
1923 and, to some extent, 1924 show high peaks and
low valleys, apparently at definite seasons. In the vears
1925-1928 these peaks and vallevs have virtually dis-
appeared, and a series of smaller ups and downs have
succeeded them,

A similar though different type of change was found
in the new orders for enameled ware baths and for cer-
tain of the steel produets. In these cases a fairly definite
seasonal movement scems to have taken the place of a
swing extending over two or three years. Steel fur-
niture is the only one of the steel products considered
which does not show this change.

The flow of orders was often (in seven of the cleven
samples showing 1928 data} less uniform in 1928 than
in 1927, in faect less uniform than an average of the
three preceding years. There is, of course, no possible
way to judge whether this indicates that these industries
are entering an era of less regular placing of orders or
whether this is only a slight step ont of the trend toward
a more even flow. In three of the seven cases showing
1928 less uniform than 1925-1927 there is a trend to-
ward less uniformity from 1925 or 1926 through 1928.
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In eight of the twelve products for which 1927 data
are available, the flow is less stable in 1927 than in 1928.
In general the year 1926 may be said to be a year of no
change when compared with 1925, Not only are vari-
ations, where they oceur, very slight; but for the thir-
teen products studied, six products show increased sta-
bility, five show decreased stability, and two show no
change.

Tiie Frow oF Onoers 1N PRE-WAR anND PosT-Wakr Years

(Average percentage deviation of monthly orders from the arith-
metic mean for the given calendar year)
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The flow of order data tn two of the industries studied
make possible a pre-war and post-war comparison. (See
chart on this page.} The two products concerned are
fabricated structural steel, for which the flow of new
orders is measured from 1909 through 1928, and oak
flooring for which new order data were obtained begin-
ning with 1912. In the period 1909-1919 there seems
to be a definite eyelical movement in the regularity with
which orders for structural steel were secured. Since
1919 there has heen a fairly consistent trend toward
greater uniformity, and a greater stability has been
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reached in each of the last five years than in any carlier
vear except 1912. New orders for oak flooring, on the
other hand, do not show so definite a ¢yclical movement.
There was a period, 1912-1915, in which the variation,
althongh considerable, was about the same in one year as
in another, The wyear 1916 shows the most uniform
flow of the series. From 1917 through 1921 there was
very great variation both in the flow of orders within
each year, and in the stability in one year as compared
with another. Since 1921 the flow has been comparable
to the period before 1916, but has been slightly less
stable in this later period than in the earlier one.

II1. THE FLOW OF ORDERS TO PARTICULAR
COMPANIES

Since such industry figures as we have been studying
necessarily conceal the experiences of individual con-
cerns, it is worth while to examine the flow of orders to
certain specific companies. Three cases will be used:
a blanket mannfacturer, a food manufacturer—whose
orders for canned pork and heans and for canned spa-
ghetti have been obtained—and a leading steel company.'

The individual companies have had varied experi-
ences with the flow of orders, and one company has hod
different experiences with different products. The busi-
ness of a blanket manufacturing ecompany came to it
with increasing regularity from 1923 through 1926.

*In each case the data were furnished by officers of the com-
pany who asked that the name of their company be not used.

20
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{See chart on page 291.) A study of the monthly data
shows that the seasonal ordering so pronmounced in the
carlier years had almost disappeared in 1986,

In examining the charts showing the flow of orders
received by a single large food manufacturing company,
worth notieing is the much greater variation in the or-
ders received for pork and beans than in orders reccived
for spaghetti. (See chart on page 201.) A study of the
monthly distribution of orders through cach year shows
changes in the seasonality of these orders which are
surprising when one considers the fact that they are for
staple food products. Striking is the uneven flow of this
company’s orders when compared with those of the manu-
facturer of blankets, a seasonally consumed product.

The steel manufacturing eompany studied has re-
ceived orders in 2 much more uniform flow during each
of the consecutive years 1926, 1927, and 1928 than in
any other year of the series which begins in 1913, (See
chart on page 291.) While this uniformity was closely
approached in 1922 and almost equalled in 1913, it was
never before continued for more than one year.

Striking as 13 the degree of stability for the period
1926-1928, one is inclined to doubt the probability of its
continuance for any great length of time. While the flow
of orders in 1927 and in 1928 was more stable than in
any year before 1926, it was less stable in each of these
years than in the year just preceding. Although crder
flow was most irregular in 1921, it was also very irregu-
lar in the years 1914 and 1919,
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Orpers REcEIVED BY A BLANKET MANUFACTURER, 1923-1027

(Average percentage deviation of ‘monthly orders from the arith-
metic mean for the given calendar vear)
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A general view of all the data leads clearly to the con-
clusion that business as represented by the uniformity
of the flow of orders through the year has tended towards
a greater degree of stability sinee 1919 and 1920. Such
a general conclusion, however, needs certain specific
modifieations: the trend towards stability was seriously
disturbed in 1923 and 1924—apparently by the boom
in business—and movement shows great variations from
industry to industry and business to business; in general
the years 1925, 1926, and 1927 have been years of re-
markably even flow, with 1927 somewhat less uniform
than 1925 and 1¢26. The meager evidence that is avail-
able suggests that the present stability is comparable to
the pre-war situation, but that we have reached in the
past three years a greater uniformity of order flow than
existed prior to the war. In other words, there is some
Teason to believe that the change since 1919 and 1920
has been a *‘ back to normaley ”” movement in the sense
that pre-war eonditions were “ normal.” But we have,
in the uniformity of order distribution, perhaps sur-
passed in the last few years the condition which existed
before the war.



CHAPTER XVI
THE FLOW OF GOODS: EARLY STAGES

A second aspect of trade is the flow of goods. Is this
phase of trade becoming more stable? The uniformity
of the flow of goods is of far more practical significance
than the uniformity of the flow of orders, as it reflects
much more directly the regularity of employment, the
investment of liquid capital, and the utilization of
many types of equipment. One might imagine an ideal
flow of trade to be one with no deviation whatsoever;
one which moved with the same volume every month,
week, or day. Such a movement would be in conformity
with a steady produetion, a minimum of stocks, and
uniform inventory. DBut such a uniform movement of
zoods is by no means ideal in view of the production
methods which we actually employ. Tt may be more
economical to move iron ore when the lakes are open
than to do sc when they are ice-bound, even though this
lack of stability invelves a cost for storage, a shut-down
of production, and a shift of employment. Nor 1s such
an extreme case the only instanee in which more may
be said against complete stability than for it. Nature
makes unduly expensive anything but seasonal produe-
tion of many types of goods, and where there is seasonal
production there are usually found reasons for more ot
less seasonal shipments. Scasonal consumption also
argues for irregular trade movement. Almost every

203
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manufacturer, even if not dircetly affected by these
forces, finds them refleeted in the flow of shipments
desired by his eustomers or urged by those from whom
he buys. Thus some deviation from a wniform flow may
be expected in every industry.

In this chapter attention is given to the flow of goods
in comparatively early stages of production and in
general in groups of related commodities. Tn the next
chapter the flow on to the consumer is considered. We
shall begin by making a very general measurement of
the flow of goods through trade and then study the
movement in a considerable number of important In-
dustries. The method used is the same as that employed
in measuring the flow of orders. (For explanation of
method, see page 280.)

I. THE FLOW OF GOODS IN TRADE GENERALLY

A general picture of changes in the flow of goods is
afforded by a study of changes in the number of tons
of freight reccived for shipment by the railroads. As
goods move out of the manufacturer’s shipping room,
or the wholesaler’s warehouse, they go to some trans-
portation agency, most commenly to the railroad. The
irregularity of this movement can be measured (as the
flow of orders was measured), thus providing & com-
posite view of the stability of the flow of all goods
shipped.

A ecomposite picture of the flow of goods shows con-
siderable variation and little consistent trend during
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the etght years sludied.” (See chart on this page.) Be-
tween 1920 and 1927 stability gains, loses, impraves,
loses, and improves again. In 1927 the situation is at
its best; in 1922 it 1s at its worst. If one had viewed
this picture at the end of 1924, he would have been
justified in the belief that American trade was being
rapidly stabilized: at the end of 1926 he would have
felt that irregularity was gaining ground. With 1927
data in the scene, it appears that general conclusions

Tue Frow or Goops THrouGHoUuT THE UNiTED STaTes, 1920-1927

{Measured by tons of revenue freight originating on Cluss I rail-
woys—average percentage deviation of quarterly data from
the arithmetic mean for the given calendar year)
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must be withheld—at least until studies of particular
products have been made. To such studies we may,
then, proceed.

Shipment figures representing the flow of goods have
been secured from a broad range of industries.” A
majority of these have been classed into six industry
sgroups; others arc considered without grouping; and
two are grouped as services.

? Data are tons of revenue freight (both carload and less than
dearloud) originating on Class 1 steam railways, by quarters, as
‘eompiled by the Interstate Commerce Commission and publlshed
in its Quarterly Report on “ Freight Commodity Statistics.”

?Sources of data will be indicated as each industry group is dis-
cussed. Carload shipments are those published in the Quarterly
Report of the Interstate Commerce Commission, “ Freight Com-
modity Statistics of Class I Steam Railways in the United States.”
All aother data are published in the Survey of Current Bustness
unless otherwise specified.
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II. IRON AND STEEL

The iron and steel industry group includes iron ore
shipments from upper lake ports: shipments of iron
originating on Class 1 steam railways; and shipments
of merchant pig iron, steel shects, steel barrels, fabri-
cated struetural steel, and rolled and finished steel prod-
uets from factories.’

There has been ¢ new stability in iron and steel ship-
ments since 1922. (See chart on page 297.) Every
iron or steel commodity for which there are data ex-
hibited a more irregular flow of trade in 1921 or in 1922
than it has in any year since. [t cannot be said that
there has been a steady trend toward greater stability
since 1922, nor has the movement been similar among
the various commodities, The year 1924 was one of
noticeably inereasd deviation ino<ixo of the eight
samples.

In four of the six cases where the data precede 1921,
strong suspicion is cast on the newness of the “ new”’

* Data are iron ore * shipments from mines ” (in tons) represent-
ing 85 per cent of the industry as compiled by the Lake Superiot
Iron Ore Association; tons of carload traffic in pig and bloom iron
and in bar, sheet, and structurn] iron and iron pipe originating on
Class I steam railways; shipments of merchant pig iron (in tons)
representing about 90 per cent of the production of strictly mer-
chant furnaces, compiled by the Merchant Pig Iron Association,
published in the “ Metals and Machinery Section” of the Record
Book of Bustness Statistics; shipments of almost all independent
manufacturers of steel sheets (in tons), compiled by the National
Association of Flat Rolled Steel Manufacturers; shipments of steel
barrels (in number of barrels) compiled by the U. 8. Department of
Commerce, Bureau of the Census; shipments of fabricated struc-
tural steel (in tons), compiled by the Bridge Builders and Strue-
turul Society and by the U. 8. Department of Commerce, Bureau of

the Census: and shipments of rolled and finished steel products by
one large steel manufacturing company.



THE FLOW OF GOODS 297

THE FLow ofF IrRoN AND STEEL, SHIPMENTS

(Average percentage deviation of monthly or quarterly shipments
from the arithmetic mean for the given calendar year)
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stability. Indeed, for iron ore, where the data begin in
1910, there is no significant change from the years
which precede to those which follow 1921 and 1922°
Even in the case of rolled and finished steel produets,
the period from 1913 to 1920 shows only slightly greater
irregnlarity of monthly movement than dees the period
1922 to 1028,

III. NON-FERROUS METALS

Refined copper, tin, and zine ore are the three non-
ferrons metals represented by samples.” Fortunately,
data for tin deliveries and zine ore shipments were
obtainable for a series of 20 vears. Refined copper data
cover nine vears beginning with 1920,

In each sample of the non-ferrous metals there has
been an improved stability during a series of recent
years. (See chart on page 299.) At firat glance the
chart gives an impression of downward trend, which is
quite justified in the case of refined copper but has little,
if any, justification in the case of tin. The point at
which this apparent trend toward greater stabilization
begins, differs for the three industries. The year of

*The year 1914, o depression year, is an exception. It must be
remembered that iron ore shipments are foreibly regulated by
natural conditions regardless of trude wishes and requirements, and
thercfore do not reflect trade practices as well as do the more
highly fabricated samples.

* Data are tin deliveries (in tons) from port warehouses in New
York. compiled by the New York Metal Exchange; zinc ore
shipments (in tons) from Joplin District mines, compiled by the
Joplin Globe; and refined copper shipments (in tons) from twelve

refineries in North and South America, furnished by the American
Bureau of Metal Statisties.
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greatest deviation was 1919 for tin; 1920 for refined
copper; and 1922 for zine ore shipments. Zinc ore
shipments became increasingly more irregular from
1915 through 1922, with the exception of a single year
A degre of stabilization unequalled in any earlier vear
was attained in 1926. Nevertheless, the evidence does
not justify the conclusion that zine ore shipments have
arrived at a new degree of stalilitv. Tndeed, in 1927

THe Frow or SHirMENTS oF NoN-IFERRoUs METALS

(Average percentage deviation of monthly shipments from the
arithmetic mean for th. ¢iven calendar year)
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and in 192 the deviations were greater than the average
for the whole period. Tin deliveries were more stable
in 1925 and in 1927 than in any carlier years. In fact,
the continued uniformity of tin movements suggests that
possibly a new era has been reached in handling this
metal. The uniformity of flow from 1909 to 1914 keeps
one from being too certain of this conelusion, however.
The improving stability of refined copper movements
suggests the same conclusion, though no comparison
with pre-war data is possible.
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IV. TEXTILES

The textile industry is represented by a variety of
samples, which reflect conditions in various types of
textile businesses handling the prodnet at various stages
of fabrication." Receipts of domestic raw wool at Boston
furnish a picture of the flow of that commodity from
local points to the most important wool market in the
United States. Data on raw cotton marketings by
farmers make it possible to observe the way in which
that commodity moves from farms for a long series of
vears. Shipments of raw silk from warehouses show the
flow of this material to mills. Manufactured goods are
represented by shipments from factories of finished
cotton goods, work clothing, knit underwear, and
Losiery. To these are added the shipments of a single
manufacturer of blankets.”

It has seemed advantageous to include in this group such
materials as raw wool, raw cotton, and raw silk even though they
are not, strictly speaking, textiles.

" Data are receipts of raw wool at Boston (in pounds) represent-
ing about one-hali of the demestic wool clip, compiled by the
Boston Chamber of Commerce and the Boston Grain and Flour
Exchange; the marketings of raw cotton by farmers, compiled by
the U. 8. Department of Agriculture, Bureau of Agricultural
Beonomies, from a moderate number of reports to inguiries sent to
farmers July 1, of each year; movement of raw silk from ware-
houses in New York City to mills (in bales), compiled by the Silk
Association of America; shipments of finished cotton goods (in
cases) covering work done outside of regular textile mills, com-
piled by the National Association of Finishers of Cotton Fabrics;
shipments of work clothing (in number of garments) from 158
establishments, and shipments of hosiery (in number of pairs)
representing about 44 per cent of the industry, both compiled by
the U. 8. Department of Commerce, Bureau of the Census; ship-
ments of knit underwear (in number of garments) representing
about 61 per cent of the industry compiled by the U. 8. Depart-
ment of Commerce, Bureau of the Census, and by the Associated
Knit Underwear Manufacturers of America; and shipments of
blankets (in number of pteces) furnished by one company.
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Variations in the flow of raw wool, raw cotton, and
raw silk are not consistent. (See chart on this page.)
Both raw wool and raw cotton show considerable varia-
tion between different years of the period of two decades
for which data are available. There is a series of years
between 1920-21 and 1923-24 when cotton marketing be-
comes steadily more irregular.’ During this period, in
fact from 1918 to 1924, receipts of wool have been stead-

Tue Frow oF SHipMENTS oF Raw WooL, Raw CorrtoN, axp
Raw SiLg

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given year)
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ily increasing in stability. Beginning in 1918 there came
a long series of years in which wool was sent to market
with increasing uniformity throughout the year. That
trend toward greater stability was sharply upset in 1925
and was only partially regained in 1926, while in 1927
and 1928 the movement was the most irregular of any
two consecutive years in the series. Cotton, on the other

* Deviations of cotton marketings were calculated for the crop
year beginning August 1.
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kand, shows in the years following 1923-24 a tendency
toward somewhat less scasonal shipments, though season-
ality increased slightly in 1027-28 as compared with the
year just preceding. Prior to 1914 the flow of shipments
of both raw cotton and raw wool varied very little from
year to year. The deviations for both eommodities were
higher in those years than they have been for many sue-
ceeding years, and averaged higher for cotton than they
bave for any year since, except 1923-24 and 1924-25.

A study of shipments by months was made to discover
how shipments were spread through the years of low
deviation. In the year 1920-21, for example, we find
comparatively low shipments of cotton immediately
following the harvest and relatively high shipments
during the following spring. Indeed, in Mareh, April,
and May, shipments were steadily Inereasing, whereas
they are emstomarily declining rapidly during those
months.

Sweeping statements on the stability of flow of raw
cotton and raw wool are not justified. For these coni-
modities one may only conclude in general that, while
there are many years of improved stability, a steady
trend is not discernible, and the variation from year
to year is in many cases great.

Shipments of raw silk to mills show a steady trend
toward greater stability from 1920 through 1928.
There is a slight exception to the completeness of the
trend in the last two years, as in 1928 an unusual drop
of shipments in the spring caused cousiderable ir-
regularity in the year’s flow. The degree of stahility
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attained in 1925 was, however, almost regained in 1927
and 1928. This movement of raw silk strongly suggests
a greater evenness of purchase and production by mills
using the material.

The wetght of evidence shows a tendency toward
greater instability in shipments of textile manufactures
since 1925.° (See chart on this page.) In the four
textile industries examined, two show increasing va-
riations in the flow of goods in 1926, 1927, and 1928,

Tue Frow or SaipmMENTS oF TExTILE MANUFACTURES

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year)
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In finished cotton goods and in knit underwear, while
there was increased instability in 1927, in 1928 ship-
ments were again more stable. In every instance there
is evidence of improvement in the stability of trade for
some years preceding 1926, In finished cotton goods
the improvement was steady from 1923 through 1926;
in knit underwear, from 1921 to 1925. The data for
work clothing and hosiery make it possible to deter-
mine only that there was an improvement from 1924
to 1925,

* As muy be seen by the chart on this page, however, the ship-
reents of one blanket manufacturer steadily increased in regularity
[rom 1924 to 1927.
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A prevalent notion is discredited by a study of the
monthly shipments of hosiery. There is an accepted
idea that seasons for hosiery have been practically
eliminated during the past year or two. The flow of
this product was most uniform in 1925, and the detailed
data show that in that year there was far less seasonal
movement than in the year preceding or in the years
which have followed. Hosiery in 1926, 1927 and 1928,
in spite of the increasing number of styles and in spite
of the improved methods of manufacturers’ contro] in

Tur Frow oF SHIPMENTS oF CATTLE AND CaLves, 1900-1928

(Average percentage deviation of morthly shipments from the
arithmetic mean for the given calendar year}
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that industry (sce page 412), beeame a product of
greater scasonal shipment than it had been in the two
years preceding.
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V. FOOD PRODUCTS

Food products are represented by some 23 samples
which may readily be classified into several groups. The
flow of food products through the channels of trade is
represented by the receipts of cattle and calves at four
principal markets, the apparent consumption of pork
products and of beef produects, the meat shipments of
packers to their branches, the carload shipments of
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fresh meats and of other packing house products, wheat
shipments from primary markets, carload shipments of
flour and meal, rice receipts at mills, fluid milk receipts
in New York, receipts of poultry at four principal
markets, receipts of eggs at five principal markets, ap-
parent consnmption of butter and of cheese, shipments
of refined sugar from refineries, carload shipments of
salt; carload shipments of all kinds of canned goods,
and sales of six classes of eanned food products.”

® Data are apparent consumption {in pounds} of pork products
and of beef products, of butter, and of cheese; receipts at Boston,
New York, Philadelphia, and Chicago fin pounds) of poultry;
and receipts at Boston, New York, Philadelphia, Chicago, and Sun
Francisco {in cases) of eggs—all compiled by the U. 8. Department
of Agriculture, Bureau of Agricultural Economics, and published
in the U. 8. Department of Agriculture Yearbook; tons of carload
shipments of fresh meats, of other packing house products, of flour
and meal, of salt, and of all kinds of canned goods originating on
Class I steam railways; receipts of cattle and calves at East
8t. Louis, Chicago, Omaha, and Kansas city as published by the
U. 8. Department of Agriculture in “ Statistics of Cattle, Calves,
Beef, Veal, Hides, nnd Skins, Statistical Bulletin, No. 20, p. 23,
1900-1925; and in Crops and Markets, 1926-1928; meat shipments
of packers to their branches (“ wholesale distribution of meats,”
dollar volume relatives, unadjusted) compiled by the Federal Re-
serve Board, Division of Research and Statistics; wheat shipments
from primary markets {in bushels), U. 8. Department of Agricul-
ture figures from Bulletin No. 982, p. 158, 1910-1919, from Yeoar-
books (11 markets), 1920-1925, and furnished by Mr. John Wilson
of the Bureau of Agricultural Economies, 1926-1927; receipts of
rice at mills (Southern paddy, all except California, barrels or sacks
of 162 pounds), compiled by the Rice Millers’ Association; raw
milk receipts in greater New York (in quarts) from The Afik
Reporter; shipments of refined sugar from refineries in Savannah
and New Orleans {(in tons), compiled by the Federal Reserve Bank
of Atlanta; spol sales of canned foods as reported in the ques-
tionnaire sent to members of the National Canners' Association:
total shipments of salmen from both the U. 8. and Alaska as pub-
lished in the Swrvey of Current Business; and sales reported by an
mdividual food manufacturing company.

21
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Shipments of caltle and calves show, since 1922, a
greater stability of flow than that atlained in any simi-
lar period of years since 1900. (See chart on page 304.)
Not only has there been unusually uniform shipping
through each of these years; but, with the exception of
1926, each year shows an improvement over the preced--
ing year. The uniformity of shipments in 1928 was

Tuc Frow oF SumrMENTS oF MEeAT axp OTHER Pacxing Housg
Probuors

(Average percentage deviation of monthly or quarterly shipments
from the arithmetic mean for the given calendar year)
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greater than in any other year of the 20-year series.
The change in stability from year to year seems to
follow a rather definite ¢ycle of from six to eight years.
Deviations are high in 1902, in 1909 and 1910, in 1916,
and in 1922. The variations in the several cyclical
movements are easily seen in the chart but attention
should be called to the almost continuous trend toward
greater stability following 1916, a trend which is only
significantly broken in 1922,
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The flow of pork products and of beef products out
of cold storage for the past eight or nine years has been
considerably more stable than wn the four or five years
just preceding. (See chart on page 306.) In both 1918
and 1919 the movement of these two produets was much
more irregular than in any other year observed; so that
if we make the comparison of recent years with those
vears, the improvement is striking. Even when a com-
parison is made with 1916 and 1917, however, there is

SHIPMENTS oF WieAT FRoM PriMaRY MARKETS

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given crop year, and shipments
made during indicated months})
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no doubt of a much greater regularity in meat consump-
tion. For pork products, 1926 is the year of most stable
flow of shipments; for beef produects, 1927 showed an
improvement over every other year.™

“ The improving regularity of flow in the meal trude is shown
by other evidence as well. Whether measured by shipments of
packers to their branches or by carload shipments of fresh meats
originating on Class 1 stcam railways, there is shown a trend
toward greater stability following 1922. In the case of carload
shipments of packing house products other than fresh meats there
i a slight trend toward greater stability from 1921 to 1923, Follow-
ing a greater irregularity in 1924 there is an even more pronounced
trend towards uniformity from 1924 to 1927.
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The stability of shipments of wheal from primary
markels has been increasing since the crop year 1924-25.
(See chart on page 307.) Similar downward trends
may be observed from 1917-18 to 1920-21, and from
1921-22 to 1923-24. Prior to the crop year 1917-18
wheat seems to have moved to the primary markets with
about the same regularity year after ycar. The crop
years 1917-18 and 1924-25 are those of greatest in-

Tuar Frow or CEREALS SHIPMENTS

(Average percentage deviation of monthly or quarterly shipments
from the arithmetie mean for the given calendar year)
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stability. The striking differences in month-to-month
shipments of this commodity in different years may
also be observed in the chart. The chart shows the year
of greatest stability, 1920-1921, a year of great stabil-
ity, 1924-1925, and the most recent year studied,
1926-1927.

Carload shipments of flour and meal contrast with

wheat shipments in being increasingly trregular from
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1924 to 1926. (See chart on page 308.) They were
more regular in 1927, however, than in any other year
for which data are available. The year showing least
stability is 1922, with 1921 not much better.

Nhipments of rice to mills show a much greater sea-
sowd movemenl than either of the products discussed
ubove. The contrast suggested is particularly interest-
ing with referenee to wheat, which, like rice, 13 a
scasonally produced but continously consumed cereal.
Since 1925 the stability of shipments has improved
noticeably, but from 1921 through 1925 each year
showed an increased instability.

THe Frow or FLuip MLk SumeMmeNTs 10 New Youk, 1920-1928

(Average percentage deviation of monthly shipments from the
arithmetie mean for the given calendar year)
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The year 1921 shows by far the least deviation from
a uniform flow. An examination of the monthly ship-
ments shows the reason for such slight deviation; the
typical seasonal movement was virtually eliminated.
During that vear almost as much rice was shipped to
mills in May as in October, and more than in November.
In more tyvpieal years May shipments are less than a
tenth of the November shipments and are sometimes
almost lacking. The improvement of 1927, while less
marked than that of 1921, came from maintaining ship-
ments through the spring and summer.
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The flow of fluid milk to New York is becoming more
stable. (See chart on page 309.} The year 1925 is out
of line, but the other four years following 1923 show an
increasing uniformity of flow, each showing greater
uniformity than that attained in any of the earlier
years observed. A study of the detailed data shows that
in 1923 and 1925 there was some unusual oceurrence
eausing extremely high consumption in certain months.

Tuy Frow or SHIpMENTS oF Pouutky, Eags, Burrer, Creese Our
or CoLD STORAGE

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar vear)
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Such a study shows also that the definitely seasonal
movement in the years 1920, 1921, and 1922 is greatly
smoothed out in the last three years of the series.
Shipments of the various products generally included
in “ the butter and egg trade " show increasing siability.
(See chart on thig page.) Comparing the frend for
poultry with that for eggs, the improvement is much
more noticeable in the former. For poultry the devia-
tion in 1928 is 13.5 per cent as compared with a de-
viation of 58.5 per cent in 1920. The most stable year
of the series for poultry is 1924, Deviations in egg
shipments show a series of downward trends, each trend
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beginning a little lower than the one preceding. Ship-
ments were strikingly more stable in 1928 than in any
earlier year.

In recent years both butter and cheese are being con-
sumed more regularly through the year, with a resulting
stability in trade movement. The change in consump-
tion from a sharply seasonal one to a more even one is
particularly noticeable in the case of butter. Butter has
been moving into consumption with a constantly greater
regularity in every year since 1918, with slight excep-
tions between 1924 and 1925 and between 1927 and
1928. The deviation in 1927 is only a little more than
half as great as it was in 1918,

Cheese is also becoming to a much greater extent an
article of year round diet. The average deviation from
uniform consumption, in 1926, was less than half what
it was in 1920. This was the most uniform consumption
achieved in a series of years in which the trend was
toward more stability. Though the use of this com-
modity was slightly less regular in 1927 and in 1928
than in 1926, it was more regular in cach of these years
than in any year before 1926. \ study of the detailed
monthly data upon which these deviations are based
shows that in the earlier years of the series there was a
high peak of consumption in May and a second high
point in September or October, with low consumption
in July and December. Similar peaks and valleys are
still observable, but are much less sharply marked
during the past few years than in the earlier ones.
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A study of shipments both of refined sugar and of
salt gives some added evidence of increased stabilization
tn the food trades. (See chart on this page.) In 1925,
1926, and 1927 there was a considerably more uniform
flow of shipments of sugar from refineries than during
the four years preceding. 1n 1928, however, there was
greater irregularity than in any earlier year.

Carload shipments of salt attained a much greater
uniformity after 1922 than they had in the two years
preceding. The change following 1922 was not a con-

TuE FLow oF SHIPMENTS OF SUGAR AND SaLT

(Average percentage deviation of monthly or quarterly shipments
from the arithmetic mean for the given calendar year)
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mstent trend. The flow of shipments was as stable in
1923 as in 1927, though somewhat less stable in the
intervening years. It is interesting to observe the wide
fluctuations in the flow of this produet, which has been
the classic example of non-elastic demand and which
because of this alleged characteristic might be supposed
to flow through trade with little variation from year
to year.

Wiile no single statement adequately describes all
the trends of shipments in canned foods, there is a defi-
nite tendency toward stability. If we examine carload
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shipments of all kinds of canned goods, we find rapidly
inereasing stability sinee 1923, (See chart on this
page.) Shipments were more stable in 1927 than in any
vear sinee 1920, The period before 1925 shows an almost
steadv increase inirregularity.  This general view,
however, is not suffiecient evidence of the movement of
canners” output. Ineluding as it does only carloads, the
increasing number of small shipments is not in the
picture. Morcover, carload shipments necessarily in-
clude such shipments from wholesalers.

THue FLow oF CarLoap SiripMENTS oF AL Kinps oF CanxNEep Goobs,

1920-1927

(Average percentage deviation of quarterly shipments from the
artthmetie mean for the given calendar vear)
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While a more detailed study of six different classes
of canned foods shows certain uniformities in the ship-
ments of canned corn, peas, tomatoes, fruit, and salmon,
and of the manufactured products examined, there are
also significant differences.”

“*The data used for ull of these commodities, excepting the
manufactured food products, are the spot sales of canners. They
could, therefore, with propriety, be used to show either the flow
of goods or the flow of orders, exclusive of futures. They must
not be interpreted as showing all shipments, as shipments to follow
fnture orders are not included. The data were obtained from mem-
hers of the National Canners Association,
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Spot sales of canned corn have been considerably more
evenly distributed since 1920 than before. (See chart
on page 315.) The evidence shows this to be true
whether we consider the history of all the companies
reporting or that of selected groups of companies. The
group including all reporting companies shows great
mstability in the period 1914 to 1917. Monthly ship-
ments for these years show large sales during the fall,
usually at a peak in September or October, with no
sales, or practically none, from January to July or
August. From 1917 to 1922 spot sales show a con-
tinually increasing stability. In faet, 1922 shows the
least deviation of any year of the 14 years considered.
A study of the monthly shipments of these years shows
that the marked seasonal movement had largely dis-
appeared. Spot sales were being made in every month,
and for some of these years a large quantity of goods
was sold in each month from January to July. Spot
sales appeared to be definitely on a hand-to-mouth basis.
After 1922 the seasonal movement became increasingly
more pronounced, resulting in greater instability of
trade in 1925 than in any year from 1921 to 1927. In
1926 and 1927 shipments were again relatively stable.,

A study of a four-company group and a seven-com-
pany group shows similar conditions from year to year.
The four-company group, however, showed little change
in the period 1923 to 1927, Sales of these later years,
though more stable than before 1921, were considerably
less regular than in either 1921 or 1022.

A study of one very large corn canning company
(Company 42%, whose history goes back through 1911,
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Tug Frow oF SHIPMENTS OF CANNED VEGETABLES

(Average percentage deviation of monthly spot sales from the
arithmetic mean for the given calendar year)
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shows that prior to 1921 marked seasonality was the
customary thing in spot sales. Indeed, for many years,
for this company the entire scason for spot selling was
concentrated in one or two months in the fall. The
change in this company’s experience is very much like
that seen in the all company chart, seasonalitv being
greatly modified in the post-depression years. Trade
has been somewhat less regular in 1926 and 1927, Tu
both of these years, however, the peak of seasonal sales
came in the spring rather than in the customary fall
months. This eompany’s history shows a period during
1915 and the firat half of 1916 which is very mueh like
the years 1921 to 1924, Spot sales were spread through
the year, being higher indecd in March, 1914, than 1
any of the summer or fall months of 1915, and being
bigher in February and April of 1915 than in any of
the fall months of 1914.

The spot sales of canned peas have become more
evenly distributed through the year sinece 1923. (Sec
chart on page 315.) Groups of five companies reporting
since 1923 and of all companies reporting since 1921
show a similar improvement. In both cases 1927 shows
slightly less stability than 1926. An examination of the
shipments by months shows that the extensive sales
made typically in July and Aungust in earlier years
have disappeared in large measure beginning with 1925.
Taking the experience of all companies together, the
evidence shows that the heaviest spot sales have been
shifting from the fall to the spring. The spot sales of
peas by Company 42 show quite different year-to-year
changes. The sales of 1927 are more stable than those
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of any other year, but the five preceding years show no
particular improvement when compared to an average
of the eleven years 1911-1921. Taking the whole 17
vears into consideration, there is evidence of at least
two periods when a trend toward uniformity of sales
was under way. One of these ended in 1916 and the
sther in 1919 and 1920,

Seasonality disappeared in spot sales of canned toma-
toes in 1927, (See chart on page 315.} The low devia-
fion reflects the faet that sales ran smoothly through
the year. From 1925 on, the variations are slight in the
group including all companies. The three-company
group considered did not attain the new stability until
1927.

The spot sales of tomato canning Company 35, which
reports for 21 years beginning with 1907, show quite
different vear-to-year variations than do the sales of
rroups of companies. The most intercsting fact re-
vealed by this company’s history is that the conditions
discussed abhove are by no means limited to the last six
or seven vears. This company has passed through
several cyeles with respect to its spot sales, with high
points in 1907, 1912, 1918 and 1919, and 1925, Dut the
longest series of years of noticeable stability is the
series from 1908 through 1911, The year 1909 shows
the lowest deviation of any year studied. A study of
the monthly sales shows that this sitnation two decades
ago was exactly like the ane disenssed ahove for recent
vears. Heavy sales of the fall months were in those
vears shifted and i considerable measure shifted into

the spring.
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A study of the detailed data also shows that since
1919, with the exception of 1924, the heavy spot
buying has been done in the spring months, which is a
complete shift from the high peaks of spot selling in
the fall in earlier years. Thus, even though the
seasonal movement was rather marked for this com-
pany from 1923 to 1925, as is shown by the compar-
atively high deviations, the season was then a spring
rather than a fall season.

Sales of canned fruit have heen steadily increasing
in stability since 1923." (Sce chart on page 318.) That
the trend is not equally marked in every type of canned
fruit sales is shown by the record of five peach canning
companies and five pear canning companies for a series
of three years respectively. The year 1927, however, in
each of these cases, as in the case of all fruit combined;
shows the most atable business.

Canned salmon packers found business increasingly
stable through the period 1925-1927 but less stable in
1028 than in any carlier year studied.” (See chart on
page 318.} In 1927 the uniformity of shipments was
only slightly better than it had been in 1923.

The spot sales of two large salmon canning companies
show no striking resemblance to the movement of total
shipments. In both cases 1927 is a year of more stable

3 This includes eleven companies, of which five can peaches,
seven pears, two pineapples, two cherries, and two berries.

“These data, representing practically the entire pack of United
States and Alaska, cover all shipments for the year rather than
spot sales as is the case in the discussions above.
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sales than 1926. One of these companies (Company 43)
shows comparatively little variation from 1922 through
1927, except for an extreme change in 1926, \ study
of the monthly shipments of this company in 1926
shows that the cause was a lack of the spring husiness
which had been customary during the preceding years,
Buying was apparently postponed, as its fall sales were
unusnally kigh.

SuipMENTS FROM ONE CaNNED-Foop MANUFACTURER

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year)
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Of two produects sold by a canned fuod manufacturer,
one shows a trend toward stability of flow. (See chart
on this page.) The other product shows variation but
no trend. Specifically, this manufacturer, or his eus-
tomers, are making purchase and sale of canned spa
chetti an inereasingly continuons rather than seasonal
matter. This is not true for canned pork and beans sold
by the same manufacturer. The year of most stable
sales of spaghetti by this company was 1927, Sta-
bility in the =ale of pork and heans was at its hest i
1925, a record which was elosely approached in 19235,
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VI. BUILDING MATERIALS

It has been possible to study the flow of shipments
of building matertals from five samples of the building
industry : oak flooring, southern pine, Portland cement,
common brick, faee brick, enameled ware baths.”

THE FLow oF SuipMENTS oF Burnpine MaTeriaLs

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year)
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For a pericd of several yeurs preceding 1929 the flow
of shipments in the building trade was becoming more

® Dutu arc shipments of onk flooring (in board feet), represent-
ing ahout 90 per cent of the industry, as reported by the Oak
Flooring Manufaeturers’ Association; of southern pine (in board
feet), compiled by the Southern Pine Association; of Portland
cement (in barrels), complete reports compiled by the U. 8. De-
partment of Commeree, Bureau of Mines; of coinmon brick (in
mirher of bricks), representing 30 per cont of the industry, com-
piled by the Common Brick Manufacturers’ Association of Amer-
ia; of faee brick (in number of bricks). the reports of 70 firms,
compiled by the American Fuce Brick Association: of enumeled
ware baths (number of pieces), complete reports compiled by the
U. 8. Department of Commerce, Bureau of the Census.

|)2
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irregular. (See chart on page 321.) This increasing
irregularity was found to some extent in every sample
stndied with the exception of face brick. The period at
which this tendency began varied somewhat with the
commoditv. Knameled ware baths show an unbroken
trend from 1923 through 1928; common brick only
from 1928 through 1928, Prior to this movement for
decreasing regularity there had been a significant im-
provement for a number of years in every commoadity
which data make it possible to examine.

There are two commodities for which there is an
opportunity to study the fluetuations before our entrance
into the war. In the case of Portland cement data begin
with 1915. Trade was more regular in each of the
vears 1915, 1916, and 1917 than in any of the eleven
years which followed, except in 1923. For oak flooring
it is possible to study trade movements for 20 years, As
the chart shows clearly enough, the pre-war period is
entirely comparable to the period following 1921. There
is a series of five years from 1917 to 1921 which is
distinetly “ abnormal.” Tt would seem diffienlt to find
a case to which the phrase “a return to normaley,”
following the depression of 1921, could he more aptly
applied.

Certain relationships between changes of the regu-
larity of the flow of trade and the inerease and decrease
of the volume of {frade are worth considering. In
general, in the building industry there was a peried of
expansion, as judged by increase of shipments, which
was most noticeable between the beginning of 1921 and
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the end of 1925. In some cases the change in volume
lasted a year longer or began slightly earlier or later.
In the case of Portland cement the expansion of trade
continued steﬁdi]y through 1928. This, however, might
he expected regardless of the building industry, as
road building increased through those years. For
2 number of the commodities studied, the improverment
in the stabilization of trade following 1921 came at the
same time that volume was inecreasing. This was no-
ticeably true in the case of Southern pine, of oak floor-
ing, and of eommon brick. More instability appeared
ss shipments began to decrcase. Examples are: enam-
eled ware baths, oak flooring, and southern pine. The
conclusion would not be justified, however, that trade
becomes more steady in building materials during cras
of expansion, because for face brick and Portland cement
the flow of trade became more irregular during a con-
siderable series of years, while volume was expanding
rapidly.
VII. BITUMINOUS COAL

The variations in the regularity of shipments of
bituminous coal from mines for a series of 24 years,
heginning with 1905, may be seen in the chart on
page 324.°

Shipments of bituminous coal were more seasonal in
fhe four years following 1923 than for any ofher series

* Shipments and production are practically identical, although
the data are total shipments from mines {in tons) as compiled by
the 17. 8. Department of Commerce, Bureau of Mines. Early data
were7takcn from Hardy and Cox, Forecasting Business Conditions,
p. 317.
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of four years in the record. (This statement disregards
the record of 1922.) Im the long series, certain years,
particularly 1919 and 1922, show the greatest variation
from regularity of produetion. These years, however,
were marked by strikes, that of 1922 being of particular
severity. From 1908 until the outbreak of the war in
Europe there was an almost continuous trend toward
greater stability in bituminous coal output. Although the
depression of 1914 and 1915 cansed some disruption
in the regularity of the industry, improvement followed,
so that 1917 was the most regular year of the series.

Thn FLow oF SHrMBENTS oF BituMinors Coar, 1905-1928

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year}
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The increased instability sinee 1923 (which was a year
of remarkably uniform preduction) seems to be due
solely to seasonal influence. The three vears 1924-1920
show almost identical percentages of output in corre-
spounding mounths. In 1927, however, as an analysis of
monthly data shows, something different occurred. The
output in the early months of the vear was higher than
for several years, possibly because of strike prospects.
The usual drop oceurred in the summer, but there was
no inerease in output in the antumu corresponding
to that which customarily occurred hefore 1927. The
shipments were low in the spring of 1928, corresponding
to the fall of 1027, There was an lmmprovement in the
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Tue FLow oF SHIPMENTS oF UNCLASSIFIED MANUFACTURES

{Average percentage deviation of monthly or quarterly shipments
from the arithmetic mean for the given calendar year)
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fall of 1928, but the season was not as pronounced as in
several earlier years.

VIII. TEN UNCLASSIFIED MANUFACTURES

The trade movement of gasoline, pneumatic tires,
automobiles and auto-trucks, agricultural machinery,
electric washing machines, industrial pumps, furniture,
rubber heels, kides and leather, and cottonseed, all of
which are important products, are discussed in this
miseellaneous group.”

An improved stability is noticeable in a majorily of
these industries. (See chart on page 325.} Of none is
this more true than of gasoline, where from 1919
through 1928 the trend is steadily toward regularity.
A slightly greater irregularity ocecurred in 1927, During
all of this period the consnmption of gasoline has been
increasing rapidly, expanding from a consumption of

¥ Data are shipments of gasoline from refineries (' consump-
tion,” in barrels), compiled by the U. S. Department of Com-
metce, Bureau of Mines, published (1917-1923) in Standard Daily
Trade Servire of January 21, 1924; domestic shipments of pneu-
matic tires (in number of tires) representing about 75 per cent
of the industry, compiled by the Rubber Association of America;
carload shipments of hides and leather (in tons) originating on
Class I steam railwavs; shipments of agricultural machinery and
equipment, represcnting 80 per cent of the industry, compiled by
the Federal Reserve Bank of Chicage; shipments of electric wash-
ing machines (in number of machines), compiled by the American
Washing Machine Association; shipments of steam, power, and
centrifugal pumps (in dollars), representing about two-thirds of
the industry, compiled by the Hydraulic Society; sales of furni-
ture, furnished by one furniture manufacturers’ association; ship-
ments of rubber heels to domestic shoe manufacturers (in pairs)
representing about 70 per cent of the industry, reported by the
Rubber Association of America; and cottonseed consumption
(* erush ) by mills {in tons}, representing the entire industry as
compiled by the U. 8. Department of Commerce, Bureau of the
Census.
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sbout 82 million barrels in 1919 to over 325 million in
1928. The improved stability is easier to account for in
this than in many industries, being undoubtedly due
to a tendency to use antomobiles both for pleasure and
business purposes more regularly through the year.
Quarterly carload shipments of automobiles and autn-
trucks inereased in stability from 1921 to 1924, if 1923
18 not considered. This year, however, shows more reg-
ular shipments than any other year of the scries. The
improved stability in the shipments of these produects
is in line with the general idea that automobiles are
sccuring a more year round use. The trend is also in
line with the greater uniformity of gasoline consump-
tion just discussed.

A very marked tendency toward stabilization is
bservable from 1020 through 1926 in the shipments of
clectric washing machines by inanufacturers. From
1026 through 1928 the tendency seems to be away from
stability. Since 1921 sales in this industry have been
expanding rapidly. This, like shipments of gasoline
and some other eommodities referred to, is a striking
case of improved stability with inereasing shipments.

One large furniture manufacturers’ association,
steadily improving the stability of its business from
1920 to 1926, attained in the latter year a uniformity.
of trade materially greater than anything reached in
the seven preceding years. In 1927, however, shipments
were much more irregular.”

*Data for “ Household Furniture and Case Goods.” compiled
by the Survey of Current Business, eovering the reports of three
nssociations, show nn improvement in stability from 1921 to 1923
but considerable variation in regularity since that time.
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The quarterly carload shipments of hides and leather
have been increasing in regularity since 1924. This was
preceded by a shorter but more rapid trend toward
greater stability from 1920 to 1922, The deviation in
1927, which is the year of smoothest flow, is less than
cne-third as great as that of 1920,

Manufacturers’ shipments of industrial pumps have
shown a much greater stability since 1921, but there
has been no significant trend during these seven vears.

Others of these nnelassified industries show no dis-
cernible trend. Shipments of rubber heels show very
little change in stabilitv.” The movement is seasonal,
with late spring or summer usually the low months.
Apparent consumption of cottonseed by mills was some-
what more stable in 1927 than in either 1925 or 1924,
but much lIess stable in 1928 than in any of these three
years. The period covered in both of these cases is too
brief to permit important conclusions.

Shipments of pneumatic tires became seasonal in the
years 1925-1928, following a rapid gain in stability for
several earlier years.” From October, 1921, until
September, 1925, a spring dating plan, in effect protect-
ing dealers against price changes, was in operation.
This was wundoubtedly of great significance in the
stabilization of trade during that period. A revival of
the spring dating system just prior to 1927 appears

¥ These are shipments of rubber heel manufacturers to domestic
shoe manufacturers and do not include shipments to the repair
trade, which are about one-third of the total.

® Data are manufacturers’ shipments to purchasers. Shipments

to warehouscs, to branches, or on a consignment basis are not
included.
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also to be reflected in the improved stability of the latter
year.

Manufacturers’ shipments of agricultural implements
were less regular in 192G, 1927, and 1928 than in any
of the three years preceding. A study of the monthly
shipments of this commodity indicates that the greater
irregularity has been due to an improving business,
which, being seasonal in character, has cansed a greater
deviation from stable trade.

IX. TWO PERVASIVE SERVICES

The flow into trade of certain services is as significant
an indication of stability, or the reverse, as the flow
of tangible goods. Two examples, chosen hecause of
their extent and pervasive character, ave advertising
and railway transportation. Advertising has become
the tool of almast every form of business. Our railway
svstem ig by far the largest service-manufacturing plant
in the countrv. We have no other piece of physical
capital of comparable value devoted to a single purpose.
There is no indnstry in which the stability of the flow
of service rendered is so signifieant. Considering only
freight and omitting from consideration the relative
value of carrving freight of various types, the service
rendered is the net torn-miles of freight carried, both
revenue and non-revenne. The stability of flow of this
service into the market can be measured in the same
way that the stability of flow of any tangible product
can be measured.” The number of lines of advertising

7 Data on net ton-miles are reported in Monthly Reports of the
Interstate Commerce Commission, “ Freight and Passenger Ser-

gice Ox,:crut.ing Statistics of Class I Steam Railways in the United
tates.
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carried from month to month furnish a basis for measur-
ing advertising.”

What of the stability of the flow of services in these
two industries? (See chart on this page.) Magazine
advertising 1s an extremely seasonal activity with high
points in April or May or both and in October or Novem-
ber or both, and low points in January and August.
Over a period of nine years, 1920-1928, there appears
to be no change in these seasons. Nor has there been

THE FLow oF ApvERTISING AND RAlLwAYy TRANSPORTATION SERVICES
(Average percentage deviation of monthly data from the arithmetic
mean for the given calendar year)e
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much change in the regularity through the year. The
year 1921 is the most stable of the series. The years
since 1921 have varied slightly among themselves and
all show a somecwhat greater irregularity than either
1920 or 1921.

The railways of the country have in every year since
1922 found a more stabilized use for their services (as
measured by ton-miles of freight carried) than in any

® Data on the number of agate lines of advertising carried in 60
leading magazines are compiled by Printer’s Ink.
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earlier year studied. (The period studied was 1917-
1928.) The year of greatest irregularity of service was
1922. There has not been a trend toward improvement
since that year. Rather, 1923 brought a very marked
betterment; and although no year since has equalled
the record of 1923, all give evidence of the new regu
larity alrcady indicated. The last year of the series,
1927, shows a regularity in the use of railroad service
greater than that for any other of the eleven years
studied excepting 1923,

The flow of our national trade has becn tending to-
ward 2 greater stabilization during the last seven or
eight years. A survey of the conclusions reached for
each industry which was studied shows in a great
majority of cases that stability has been growing.
Important in the evidence is the improvement in the
stability of the flow of railroad servies. But the excep-
tions to this conclusion, as well as the conformities to
it, are gignificant. Certain industries are less stable
than they were. Where stability has been gaining, it
bas not covered the same years in all cases; and in some
instances where strongly marked, has heen sharply in-
terrupted. Tn a few industries the last year or two have
shown a trend contrary to the tendeney which had been
in progress for a series of years.



CHAPTER XVIT

THE FLOW OF GOODS: ON TO
THE CONSUMER

Leaving the hands of miners, lumbermen, manufac-
turers, farmers, or others concerned with what may be
called the earlier tasks of production, goods are moved
on toward the consumer, chiefly through the operations
of wholesalers and retailers. What has been happen-
ing to the flow of goods in this stage of production?
Has there been a gain in stability of trade or a greater
irregularity 7

I. WHOLESALERS' SHIPMENTS

Figures compiled by the Research Division of the
Federal Reserve Board make it possible to study the
sales of a considerable number of wholesale lines.” To
determine the stability of trade from year to year for
a series of ten vears beginning in 1919, data in the fol-

* For method of measuring stability see explanation on page 280.

? Federal Reserve Bulletins refer to them as wholesale sales. An
inguiry to each of the Federal Reserve Districts reporting, how-
ever, discloses that in eight cases—which include Boston, New
York, and Chicago—it is shipments which are reported. In one or
two eases it is believed that orders received rather than shipments
are reparted by the individual firms, and in at least two cases un-
certainty was expressed as to what interpretation was given to the
term, together with the belief that both shipments and orders were
to some extent represented. It seems safe to conclude that the data
are typically shipments with some alloy of orders. Data are pub-
lished in the Survey of Current Business.

332
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lowing wholesale fields have been examined: wholesale
dry goods, women’s clothing, men’s clothing, wholesale
bardware, wholesale drugs. The monthly sales of a con-
siderable number of individual wholesalers have also

been obtained.

THe FLow oF WHOLESALERS' SHIPMENTS
{Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year)
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Wholesalers' shipments show much less variafion
from year to year over {he last ten years than do manu-
facturers’ shipments. (Sec chart on this page.) While
the flow of goods in wholesale trades has shown in some
iustances tendencies toward stability and in others
trends away from stability, sharp changes or strongly
contrasting sets of years are much less in evidence than
in the flow of goods from manufacturers. Comparing
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SHIPMENTS oF INDIVIDUAL WHOLESALE GROCERS

(Average percentage deviation of monthly shipments from the
arithmetic mean for the given calendar year)

IV, WHOLF-
RALER D
r
1. WHOLT.- 11, WHOLE-  1IT. WIIDLE- A. Sales to B. Sales tn
BALER A SALER It BALER C Retailers Jobbers
39 R
g.‘t;_- | ! a
83 -20R2
2 by
59 ¥
o« ™
& . ‘loL §
O o
N o8
R RR 3 3 LR 2

SHIPMENTS To Two DEPARTMENT STORES
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onc wholesale trade with another, trends are at some
variance. In by no means all wholesaling was there an
increase in stability immediately following 1921, In
the shipments of men’s clothing, for example, the trend
was steadily toward less stability from 1922 through
1928. In the women's clothing trade, business was less
stable in 1922 than in 1921. The same was true of ship-
ments of dry goods, groceries, and hardware.

Tf we consider only the period since 1921 there is
improved stabilization of the shipments of women’s
clothing, 1922-1927, and of hardware, 1922-1926. The
flow of shipments has tended to become less stable in
men’s clothing, 1922-1928; in wholesale drugs, 1924-
1027; and in wholesale dry goods, 1925-1928. Although
there are slight variations from year to year, no trend
is discernible in shipments of wholesale groceries.”

II. T¢O THE CONSUMER

The flow of goods to eonsumers is represented by the
sales of department stores; of mail order houses; of
chain restaurants; and of chain stores selling groceries,
wearing apparel, shoes, cigars, musical goods, candy,
drugs, and five and ten cent articles.’

*The shipments of a number of individual wholesale grocers
have been obtained and deviations computed. Companies B, C,
and D correspond to Companies 4, 3, and 5, respectively, referred
to on pp. 174-177. Companies A, B, and D correspond to the
Missourt, Pennsylvania, and New York wholesalers, respectively,
discussed on pp. 170-174. Deviations have also been computed
for the purchases of a variety of commodities by two large Wash-
ington department stores, These may be examined in charts on
p. 334,

*Data are sales of about 560 department stores located in 250
different cities, of four large mail order houses, of 34 grocery chains,
of four candy chains, of 13 drug chains, of four eigar chains, of
14 ten-cent chains, of seven shoe chains, of four music chains, of
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A persistent vepelition in the fime distribution of his
purchases is the most striking feature of the consumer's
buying. (See charts on pages 337 and 340.) In certain
cases consumer buying is highly seasonal, but the seas-
ons hold from vear to year with a remarkable fixity.
The grip of habit on the consnmer i3 most impressive in
Lis dealings with department stores; perhaps least so in
his mail order house buving. The impress of eustom
in time of buyving is also marked in the consumer’s
patronage of chain stores, bnt there is considerable vari-
ation among the several types of ehains.

In five of the ten chain store series studied (wearing
apparel, groceries, candy, five and ten, and Childs res-
taurant) there is a slight variation in stability from vear
to vear, but no long trends and no one period signifi-
cantly different from any other. Two chains, however,
{candy, and five and ten) do show a short trend toward
stabtlity from 1926 throngh 1928, Also, the sales of gro-
cery and Childs restaurant shain stores were more stable
during the last three vears of the series than in any
earlier three-year period. Tu all of these cases the most
noticeable faet 1s that in one vear the flow of trade 1s
about as stable as in another.

Shoe store sales were noticeably more stable from 1925
throngh 1928 than in any carlier period. In the cases of
drug, cigar, and J. C. Penney chains there is a slight
trend toward less stability from 1021 to 1925, with 1924

five apparel chains, of Childs Company chain restaurants, and of
J. C. Penncy Company chain clothing stores, compiled by the
Federal Reserve Board, Division of Reseurch and Statisties and
published in the Suriey of Current Business, Sears, Rochuck and
Company {urnished figures of their sules beginning with 1910
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somewhat onut of line. The increase of “notions” lines
rather than a change of huyers’ habits probably accounts

CuaiNn Store SaLes To ConsuMERs, 1919-1928

{Average percentage deviation of monthly sales from the arith-
metic mean for the given calendar vear)
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for this in the case of drug store chains. Again the lack
of change in stability from vear to year is more striking
than are such changes as do exist.

23



338 HAND-TO-MOUTH BUYING

Chains of stores selling musical goods enjoved a con-
siderable and continuous improvement in uniformity of
sales from 1922 through 1927, There seems to have
been an increase in the importance of the spring season,
while the fall season showed little change. Apparently
our time of eonsumption iz more variable for music than
for many other goods. This is the only csase in which
chain store sales show for a period of more than three
years any considerable trend in their degree of stability.

There iz much difference in stability of sales among
these chains., Sales of Childs restaurants are most
smooth, with only a slight deviation from a regular flow.
This is as might be expected. But a study of the monthly
sales of this provider shows a suprising seasonality. The
fact that this restaurant chain has lower sales in Feb
ruary than in either January or March in each of nine
consecutive years ig probably due to there being fewer
days in ¥February. But why has there been a larger pat-
ronage of this restaurant in August every year than in
July ¢ While the rise in sales in December may be ac-
connted for by Childs’ Christmas dinners, why ia it that
September sales are usually higher and never lower than
those of November, which ineludes Thanksgiving Day?

The next most uniform flow of goods to consumers 18
through the grocery chains, in which no regular seasonal
movement can be diseerned. Drug chain sales are next
in stability, but there is a sharp jump in sales every year
in December, reflecting, no doubt, the department store
character of drug stores rather than a general increase
of illness. The fact that sales are low in Junuavy and
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February is undoubtedly related to the same character-
istic of “drug” stores rather than to improved well-
being in those months. The greatest variation from uni-
form sales, in any of these chain stores, is found in the
cperations of women’s apparel chalns.

The most noticeable feature of department store sales
is the regular irregularity which occurs from year to
year. The seasonal movement is pronounced, with an
extreme high every year in December and a secondary
peak in the spring months of March, April, and May,
with the high most commonly in May. The December
peak is almost twice as high as that in the spring. The
lows are in February and July, with July commeanly the
lower of the two. These variations ocenr with surprising
regularity from year to year. The chart picturing devi-
stion (page 340) in each of ten years shows no striking
trends or differences among the years. There is, how-
ever, 2 slight tendency toward stability from 1925
through 1928. The years 1920 and 1921 were those of
the smoothest flow, but an examination of the monthly
sales suggests that the reasons were not the same for each
vear. The smoothness of the 1920 flow was considerably
influenced by the fact that late summer sales held up
strongly; in 1921 the mest marked influence was the
lowness of both spring and December peaks. The con-
tinuance of the sharp Deccmber peak throughout the
period indicates that the consumer is still doing his de-
partment store Christmas shopping on a hand-to-mouth
basis. Campaigns for shopping and mailing early have
changed the seasonal action of department store sales
little, it at all.
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Mail order houses have achieved a somewhat greater
uniformity of sales through the years since 1922. There
was, however, a trend away from regularity in the pe
riod 1926-1928. The serious collapse of business in 1920
and 1921 makes a comparison of these with the vigor-
ously growing years which followed unwarranted. Sales
are decidedly seasonal, with a spring peak almost invari-
ably in March and a higher one in the fall. Fall sales,
however, have undergone, in the ten years studied, a

DepARTMENT SToRE AND Man, Orper SarLes 10 CoNSUMERS

{Average percentage deviation of monthly sales from the arith-
metic mean for the given calendar year)
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very interesting change. Prior to 1924, December sales
were never as high as those of either October or Novem-
ber. Indeed, in cerfain years they were decidely lower.
Apparently, mail order customers always did their
Christmas shopping early. But beginning in 1924,
December sales took on a new significance, until in
1926, in 1927, and in 1928 they were far ahead of those
in either October or November. Either Christmas sales
of mail order houses are expanding, or purchases of
Christmas and other winter goods are being postponed
and done on a mere hand-to-mouth basis. Not only the
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steady improvement of transportation, but the vigorous
policy of filling orders more quickly as adopted hy the
larger mail order houses lends color to the inference
that eonsnmers have changed their practices. [Tndoubi-
edly the establishment of direct outlets in many cities
has added to this changed seasonal movement, as it has
made the mail order houses more nearly resemble de-
partment stores.

A second change wkhich has no doubt aided in smooth-
ing the sales curve of mail order houses is the develop
ment of a new season. Beginning in 1925, June sales
began to advance over those of May. Prior to that time
they were uniformly lower. Ineach year, 1925-1028, the
June sales increased in relative importanece, showing,
in a monthly diagram of sales, a June peak, which in
1928 had replaced March as the secondary one. Whether
this is delayed buying of summer goods by consumers,
or the development of more summer consumption, can-
not be stated, but the new situation has aided in sta-
bilizing the flow of goods from mail order houses to
consuIners.

A study of the sales of Sears, Roebuek and Company,
for a period of 19 years, justifies the conclusion that the
improved stability in the flow of mail order sales is real
even when compare: with pre-war business. Here again
there is an increase in instability from 1926 through
1928. While there was a trend toward more uniformity
from 1910 through 1914, there have been sinee 1922
three years showing more stability than was ever before
attained, and the average of the years 1922-1928 is
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definitely lower than the iowest pre-war year. There
were two pre-war years, 1915 and 1916, when this
company's December business behaved much as mail
order house business has sinee 1024, In these vears,
December sales were higher thau those in October or
November. In 1928 the peak of sales in December was
extremely high,

The expericuces of all these retail outlets make it
clear that although the time distribution of eonswmers’
purchases may be modified, such modification is not
easy. The habit pattern is strong. In other words, con-
sumer buying has retained throughout the period much
the same degree of stability. While buying from certain
outlets shows slight changes, and while an oecasional
year is cut of line, in general the consumer from 1919
through 1928 has spread his purchases in one y=ar much
as in another,



CHAPTER XVIII

STABILIZATION OF STOCKS

Ilave modern methods of buying and selling made it
possible to increase the stability of stocks carried by
society in its production activities ? Stable stocks would
make it possible to adjust warehouse space, the use of
liquid eapital, and the requirements of insurance, ac-
eurately and economically. If we have been able to
stabilize stocks at the same time that stock burden has
heen lowered, the gain to industry generally is signifi-
eant indeed. In studying the stabilization of stocks, as
in other aspects of this investigation, it is the situations
of business men and industries that must be examined.
As business is the chief producer for society, society
can improve the stability of stocks carried chiefly
through the improved stability of individnal businesses.
It follows that in this chapter, therefore, as in other
cases, the evidence consists of samples from each of a
number of industries. The industries represented by
more than one sample are iron and steel, non-ferrous
metals, textiles, building materials, and foed produets.
Pneumatic tires, gasoline, hides and skins, leather,
rubber heels, and cottonseed are considered without

grouping.’

' Sources of the data will be indicated as each industry group is
introduced. All data, except where otherwise specified, are pub-
lished in the Survey of C'urrent Business. The method for measur-
ing the stability of stocks is the same as that used in the case of
orders. For explanation, see p. 280.

343



344 HAND-TO-MOUTH BUYING
I. IRON AND STEEL

The four samples from the iron and steel industries
are iron ore, merchant pig iron, steel sheets, and steel
harrels.

Only in the finished products can any tendency fo
wards more untform stocks of iron and sfeel be vhserved.
(See chart on page 345.) Even here the only definite
course is in steel sheets, where the trend towards sta-
bility from 1922 through 1928 is marked and almost
continuous. There is a slight trend toward more steady
inventories for steel barrels, 1925-192]8, but the series
of years is too short to justify any positive statement.’
Stocks of iron ore became somewhat more uneven from
1921 through 1926° In 1927 and 1928 stocks were
slightly more steady. The variation from a uniform
quantity of stocks is much greater for this product than
for steel shects and barrels, due no doubt to the seasonal
movement of ore through the Lakes.

Stocks of merchant pig iron, as measured by the
average percentage deviation, were very irregular during

?Dats are total stocks (in tons) of steel sheets—black, blue,
galvanized, and full finished—compiled by the National Associa-
tion of Flat Rolled Steel Munufacturers, representing almost all
of the independent sheet steel munufacturers; and total stocks
(in number of barrels) of stecl barvels compiled by the U. 8. De-
partment of Commerce, Bureau of the Census, from the reports of
30 establishments.

These are the total stocks of iron ore held at furnaces and
Lake Erie docks, They are, therefore, as properly considered stores
of raw matcrials as they are stoeks of finished goods. As the only
stocks held at the mines, however, are those produced by the under-
ground mines during the winter, the distinction is without great
significance in this case. Data are tons of stocks on hand at the
end of the month as compiled by the Lake Superior Iron Ore
Association.
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1922 and 1923.' It is doubtful, however, whether this
type of measnrement has much significance for those
vears, as during them sharp trends almost completely
climinated the seasonal movement which is observable
in other years of the series. It is possible to draw the
conclusion that stock stability was improving from 1919
to 1924, if we do not consider 1922 and 1923. Positive

STABILITY OF STOCKS IN THE IRON AND STEEL INDUSTRY

{Average percentage deviation of monthly data from uarvithmetic
mean for indicated calendar vear)?
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conclusions from these data must be drawn with caution
hecause of the significance of cyclical movements.

On the whole, the evidence of iron and steel is some-
what conflicting, with the weight of the data indicating
some improvement in stability of stocks, particularly as
the later stages of manufacturing are reached.

* Data are stocks of pig iron (in tons) held at merchant furnhaces,
compiled by the American Pig Iron Association and published in
* Metals and Machinery ” seetion oi the Record Book of Business
Statisiics, representing ahout §0 per cent of the production in
strictly merchant furnaces.
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II. NON-FERRQCUS METALS

Zinc stocks at refineries, tin stocks at New York port
warehouses, stocks of refined copper at refineries, and
zine ore stocks at Joplin district mines are the samples
of stocks of non-ferrous metals that have been con
sidered.’

In non-ferrous metals there is considerable evidence
of improved stability of stocks since 1922. (See chart
on page 347.) Stocks of refined zine and copper (except
1928) have shown an almost continuous improvement
in stability during these years. Copper stocks in 1928,
however, were more unstable than in any other vear of
the series 1919-1928. Data on copper stocks for the
years 1909-1914, comparable from year to year but not
comparable with the copper data from 1919 on, show
an almost steady increase in the variation of stocks held.
Stocks of tin have varied somewhat more than refined
copper and zine since 1922, being relatively irregular
in 1925 but showing a more even tonnage through three
years following than for five years preceding. In this
commeodity a comparison can be made among years as
far back as 1909, The year of most stable stocks in the
entire 20-vear serics is 1909. The years 1910 and 1911,
however, show considerable irregularity. The general

®Data are stocks at refincries (in tons) of total primary zine,
at the end of the month, from American Zinc Institute; stocks of
tin (in tons) at port warehouses in New York from the New York
Metal Exchange; stocks of refined copper (in tons) 1909-1914, com-
piled by the Ameriean Copper Praducers’ Association, represent-
ing domestic conditions, and 1919-1928, compiled by the American
Bureau of Metal Statistics, representing the holdings of twelve
refineries in North and South America; zinc ore stocks (in tons)
at Jophn district mines from the Joplin Globe,
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STABILITY OF STocks oF NonN-FeErrous METALS

(Average percentage deviation of monthly data from arithmetic
mean for indicated ealendar year)®
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average of stability before 1917 is not materially dif-
ferent from the average since 1921 or 1922 but shows
somewhat less regularity. The extremely great devia-
tion in 1919 has little to do with ordinary business
movements. There were practically no stocks of tin held
during the first seven months of the year, a considerable
quantity during July and August, but a far larger
amount in September than for any other single month
for the entire series of years. It is a most striking case
of rapid accumulation of inventories.

Stocks of zine ore at mines became increasingly
regular from 1923 through 1928, except that they were
somewhat more irregular in 1924 than in 1925 or 1926.
This is an interesting contrast to the fact that stocks of
refined zine became increasingly more stable during
the same period except that they were more stable in
1924 than in 1925,

1II. MANUFACTURERS’ STOCKS OF TEXTILES

Textiles are represented by rayon, raw silk, raw
cotton, finished cotton goods, work elothing, and hosiery.”
Variations among the samples make any generaliza-
Hon of stability of textile sfocks unjustified. (See chart

* Data are pounds of rayon stocks in bonded warehouses, bales of
cotton held at domestic mills and warehouses, stocks of work
clothing (number of garments, reported by 158 establishments),
and pairs of hose (reported by about 44 per cent of the industry),
all compiled by the U. 8. Department of Commerce, Bureau of
the Census; bales of raw silk at manufacturing plants, computed
from data reported by the Silk Association of America, covering
from 35 to 60 per cent of the industry; and ecases of finished cotton
goods ns compiled by the National Association of Finishers of
Cotton Fabrics, covering work done outside of regular textile mills.
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on page 351.) It may be well to look first at the varia-
tions in stocks of rayon held in bonded enstoms ware-
houses. These stocks show very little scasonal move
ment and have varied so greatly from year to year that
it is doubtful whether the measurement by deviations
has great signifieance. Growth and violent fluctuations,
cspecially since 1920, have been marked characteristics
of stocks in this industry. (Sec chart on page 349.)

If data for only the years 1921-1925 were available,
one would be inclined to say that manufacturers had
improved the stability of their stocks of raw silk. In
1926, however, the stocks were extremely high in the
early months of the vear and dropped rapidly through
July, then rose moderately, resnlting in a great varia-
tion for the vear. In the pertod 1926-1928 the stocks
of raw silk manufacturers increased rapidly in stability
so that they were almost as stable in 1928 as in 1925,
which was their most stable year,

If we examine the stocks of raw cotton held by mills
and in public storage, an increasing instability from
1920-21 through 1924-25 is very striking.” Tmprove-
ment was made in the last three years. There was a
steady improvement in the stability of cotton stocks
from 19413-14 until 1920-21. A study of the more de-
tailed data suggests that when cotton stocks tend to
increase for a series of years there is an increase in the
stability of the stocks held, and that the reverse is true.
The period 1420-21 through 1923-24 furnishes a strik-

*The erop year beginning August 1 and ending July 31, rather
than the calendar year, was used for raw cotton.
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STABILITY OF STocks 1IN THE TeExTILE INDUSTRY

(Average percentage deviation of monthly data from arithmetic
mean for indicated calendar year)?
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ing ilustration of declining stocks and deelining sta-
bility.

Stocks of cotton eloth held by manufacturers have
been about as stable in one year as in another during the
post-depression period. The year of greatest instability
wag 1921 this irregularity was caused by a rapid rise in
stocks held in the latter half of the year. In 1922 there
was practically no deviation in stocks on hand. Since
1923 cotton manufacturers have been lowering their
stocks but retaining the stability indicated earlier.

The stability of manufacturers’ finished stocks of
both work elothing and hosiery has varied little from
vear to year. Total stocks of hosiery held by manu
facturers considered have been trending upward rather
rapidly since 1925, but those of clothing manufacturers
show no similar movement. In spite of this difference
these two industries have maintained a comparatively
uniform holding of stocks through the year and from
year {o year.

As in the case of the iron and steel samples, it will
be noticed that the stability of stocks in the textile
group improves—apparently becoming more subject to
control—as the produet arrives in more nearly finished
form.

IV. THE BUILDING INDUSTRY

In a study of stabilization of stocks, the huilding in-
dustry is represented by approximately the same sam-
ples as were nsed for other considerations. The varia-
tious of stocks of southern pine, oak flooring, Portland
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cement, face brick, enameled ware baths, and common
brick were studied.”

The building industry has made a marked advance
toward greater stability in stocks in the period since
1920. (See chart on page 354.) For oak flooring, Port-
land cement, faee brick, and enameled ware baths the
trend has been definite and in some cases almost con-
tinuous, The stability of stocks of common brick and
of southern pine is irregular and does not share the
trend of the other building materials. Indeed, stocks
of southern pine were noticeably less stable in 1928
than in any other year of the series. The increased
stability since 1920 may in part be explained by the
fact that stocks have been increasing rapidly during
this period, while shipments have risen less rapidly,
if at all. (See discussion of stock burden of building
materials, page 247.) During the same period the
average percentage deviation in shipments has been
about the same from year to year. Therefore, that varia-
tion in the amounts of stocks taken out each month by
shipments has become smaller in proportion to the
total stocks held. In other words, the average percentage

* Data arc board feet of mouthern yellow pine as computed by
the Southern Pine Association; board fect of oak flooring, com-
piled by the Oak Flooring Manufacturers' Association, represent-
ing about 90 per cent of the industry; complete stocks of Port-
land cement (in barrels), compiled by the U. 8. Department of
Commerce, Bureau of Mines: number of face bricks held by about
70 firms, compiled by the American Face Brick Association; com-
plete stocks of enameled ware baths (number of pieces) as com-
piled by the U. 8. Department of Commerce, Bureau of the
Census; and number of common bricks, compiled by the Common
Brick Manufacturers’ Association, representing about 30 per cent
of the industry.

2
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deviation in stocks, in so far as affected by shipments,
has been declining. It appears, therefore, that the
greater stability of stocks attained by building materials
manufacturers since 1920 has been secured at the cost
of holding steadily inercasing stocks.

STABILITY OF ST0CKS oF BUILDING MATERIALS

{Average percentage deviation of monthly data from arithmetic
mean for indicated calendar year)®
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As the data on oak flooring have been secured as far
back as 1912, it is possible to compare the period before
1920 with that which followed. Such a comparison
shows that the condition of stability toward which
stocks have been trending in recent years was by no
means unknown prior to 1919, Tndeed, in 1916 stocks
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were held at an almost uniform level during the year.
The deviation in that year was 3.3 per cent, while in
1927, the steadiest year since the war, it was 6.5 per
cent. The experience of the Portland cement industry
hears out that of oak flooring manufacturers. Although
stocks varied widely in 1916, they were more stable in
1915, 1917, and 1918 than in any other years in the
series 1915-1928.

V. STOCKS OF FOOD PRODUCTS

The stocks of a fairly representative array of food
products have been studied. The list includes cold
storage holdings of butter, cheese, poultry, eggs, beef
produets, pork products, and stocks of refined sugar at
refineries.” The stocks of all of these, as indeed might
be said of all food products, are strongly influenced by
the forces of seasonal agriculture. The monthly varia-
tions within the year are in every case large (con:
siderably less for pork products than for the other
samples) so that the deviations are much higher than
for many of the products studied. The high seasonality
of holdings of these products makes especially in

*Data are about 98 per cent of the cold storage holdings {in
pounds) of creamery butter and of all varieties of cheese, in public
and private warehouses; cold storage holdings of poultry (in
pounds) and of ease eggs {in cases) at principal warehouses; and
cold storage holdings (in pounds) of beef products and of pork
products, all compiled by the U. S. Department of Agriculture,
Bureau of Agricultural Economics and published in the U. 8.
Department of Agriculture Yearbook and in the Survey of Current
Business. Data on stocks of refined sugar at refineries in Savannah
?&n? New Orleans are compiled by the Federal Reserve Bank of

tlanta,
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teresting a possible improvement in regularity. Also
much has been said in various trade journals about
the spread through the year of the consumption of most
food products. Any considerable reduction in season-

StasuaTY oF Stocks oF Foop Probucts

{Average percentage deviation of monthly data from arithmetie
mean for indicated ealendir year)”?
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ality of holdings, if related to changed techuique, would
also imply improvement in the highly seasonal employ-
ment of producers of these goods and might have signi-
ficant tmplications for farm management.

In only a few of the food industry samples is any
improved stability of stocks perceptible. (Secc chart on
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page 356.) Stocks of refined sngar show a marked gain
in stability from 1925 through 1928 and a trend from
1923. This industry shows more definite gains than any
other. Holdings of cheese also show a steadying trend
following 1923, averaging after that date a stability
greater than that achieved in any of the six years preced-
ing. Stocks of cold storage pounltry were maintained on
an increasingly more uniform basis from 1920 through
1928. This trend was significantly broken between
1923 and 1924, and between 1923 and 1926,

Stocks of cold storage eggs have been maintained at
almost the same degree of uniformity for the entire
thirteen vears. This uniformity from year to vear, mnch
greater than that of the stocks of any other commodity
in the group, has existed in spite of the fact that the
seasonal movements are more extreme. Stocks of butter,
of heef, and of pork Lave shown no continued movement
toward either lesser or greater stability, In each prod-
uet the gain or loss of a year or two is soon offset by a
movement in the opposite direction. The similarity be-
tween the movements in the stability of stocks of pork
products and of beef produets is worth noticing, how-
ever. Both increase in stability from 1020 through 1922
or 1923 ; decline from 1922 or 1923 through 1925 ; and,
having been very stable in 1926, beeome less stable from
1926 through 1928,

So far as stability of stocks is concerned, American
food indnstries have made comparatively little improve-
ment during the last eight or ten years.
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VI. STABILITY OF STOCKS IN A VARIETY OF
INDUSTRIES

Not classified into groups are gasoline, pneumatic
tires, rubber heels, hides and skins, leather, and cot-
tonseed.

Of these commodities only pneumalic fires, hides and
skins, and rubber heels show a frend toward greafer
stability of stocks.” (See chart on page 359.) In stocks
of pneumatic tires this trend covers the period 1923-
1028. It is indeed interesting that during three of the
four years when the spring dating system was in effect,
and when the flow of tire shipments from manufacturers
was smoothed (see page 325), manufacturers’ stocks of
tires were less stable than when spring dating was off.
Apparently manufacturers found no gain in stabilized
shipments so far as leveling stocks was concerned. The
year 1922 was the best of the series.

From 1923 through 1928 holdings of hides and skins
showed an almost steady gain in stability. In 1928
stocks were more stable than in any other year. In this
case the improved stability was a concomitant of declin-
ing stocks. Such holdings declined from 500 million

¥ Pata are domestic stocks {in number of tires) of pneumatic
automobile tires and of rubber heels (in number of pairs) still
owned by the manufacturers, whether held at the factory, in
transit to or at warehouses and branches, or in possession of
dealers on a consignment basis, as compiled by the Rubber Asso-
ciation of America, and representing over 75 per cent of the
pneurnatic casings industry and about 63 per cent of the rubber
heel manufactures; and stocks of hides and skins (in pounds) held
by packers, tanners, dealers, importers, and manufacturers, repre-
senting practically complete returns from the Jeather industry and
compiled by the U. 8. Department of Commerce, Bureau of the
Census.
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pounds in January, 1921, to 230 million pounds in
June, 1927. They were 270 million pounds in De-
cember, 1928,

STABILITY OF STOCKS IN A MISCELLANEOUS Grour oF INDUSTRIES
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In the case of rubber heels some of the stability
gained in 1924 was lost in 1925 and 1926 but was more
than regained in 1927 and 1928.
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Stocks of gasoline increased enormously between
1917 and 1928." There was an average of less than
10 million barrels on hand in 1918 of more than 40
million barrels in 1927, Stocks show a definite seasonal
movement with a spring high commonly in April
Perhaps the most striking fact is that stocks since 1925
have shown increasing seasonal variation—this despite
the alleged all-vear use of automobiles. (Sce page 326
for a discussion of seasonality of consumption of gas-
oline.) Evidently there are important factors other than
consumption affecting seasonality of gasoline stocks.

Stocks of leather and of cottonseed oil vary in stabil
ity from vear to vear, but no trends justifying state-
ments of improvement or the reverse are diseernible.”
In each of these commodities the occasional gains of a
vear or two are quickly offset by an increase in season-
ality.

As a concomitant of current methods of buying and
selling there has come some improvement in the stabili-
zation of stocks carried by American industry. This
improved regularity has not been equally noticeable in
all lines. It is most marked in building materials and

1 Stacks of gasoline (in barrels) are those held at refineries, and
beginning with June, 1923, they also include marketers' stocks.
Data represent total stocks of this product as compiled by the U. 8.
Department of Commerce, Bureau of Mines. Data for 1917-1918
were published in Standard Daily Trade Service of April 21, 1924.

** Leather is here represented by stocks of finished upper leather
(in square feet) held by puckers, tanners, dealers, importers, and
manufacturers, Cottonseed stocks are those held at mills; they
include stocks later destroyed at mills but not those re-shipped.
In both cuses data are complete reports compiled by the T. 8.
Department of Commerce, Bureau of the Census.
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perhaps least in food products, where the strong in-
fluences of seasonal production have not been sur-
mounted. In iron and steel greater stability is notice-
able only in the finished or semi-finished produets.
Stocks of the non-ferrous metals samples (other than
ore) lhave been increasingly stabilized since 1022. The
outstanding case of greater seascnality in a single
product 1s stocks of gasoline. Here the forces of less
seasonal consumption and of more careful buying (if
any) have been far outweighed by an “ uncontrolled”
production.

Where data make possible a comparison with the
period before 1919-20 the evidence is strong that present
trends toward stabilization have not brought us to a
coudition nnknown before. The extreme stock varia-
tions of most industries in 1919 and 1920 make the
improved situation in sueceeding years scem better than
it appears when compared with the vears before 1019,
While frequently the similarity in the degree of stabil-
ity attained in the vears before 1919 with that since
1920 suggests that those two vears rather than the years
that hare followed are the unusual ones of the series,
there is reason to believe that in certain industries, at
least, s new stability has been attained.



CHAPTER XIX

DOES HAND-TO-MOUTH BUYING
STABILIZE PRODUCTION?

Conflicting opinions as to the effects of hand-to-mouth
buying on the stability of production have been repeat-
edly expressed in discussions of the subjeet. Some ob
servers believe that diffieulty of planning, caused by the
lack of advance orders, brings a hesitant, vacillating, and
unsteady character to prodeetion. Others assert that the
spread of orders through the year induces steadier prod-
nction, conforming to the steadier order flow. The very
importance of this issue has been the reason for reluc-
tantly excluding an extended investigation of it from
this stzdy. Such an inquiry, it seemed, would be too
great an excursion from the trade aspecets of the matter
with which this volume is essentially concerned.

Nevertheless, some evidence on the question has been
examined. Four industries, in the histories of which
periods of hand-to-month buying had been disclosed by
data studied in earlier chapters, were selected as sam-
ples. The stability of preduction in each of a series of
vears has been measured in each of these sample in-
dustrics with a view to determining the effects, if
any, of hand-to-mouth bnying. The samples are enam-

362
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StasiLity or Pronverion as RELATED To VARIATIONS IN
UnFiLLep ORDERS

Enameled Ware Baths, 1919-1928 ¢

I. UNFILLED ORDERS AND PRODUCTION, BY MONTHS
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eled ware baths, oak flooring, knit underwear, and steel
ingots.’

In one case the data extend well back into pre-war
years, making possible a post-war and pre-war com-
parison. The method of measurement used in each case
is, as in the four preceding chapters, securing the average
percentage deviation from the average. It is desirable
to emphasize the fact that it is the stability of produe-
tion within each year of a series and a comparison of
the stability from year to year that is undertaken; the
effort is not to compare the quantity of production in
one vear with that of another year. The most probable
changes within each year are seasonal ones, and sea-
sonal changes are those to which the method employed
is best suited. Where there are severe advances and
declines of a non-seasonal character which are peculiar
to certain years, the year-to-year comparison is much
less satisfactory than it would otherwise be.

Shifts to and from hand-to-mouth buying during fhe
period 1919-1928 have had no significant effect upon
the stability of production of enameled ware baths. The
chart on page 363 shows unfilled orders, production, and

! Production of enameled ware baths was computed from stocks
on hand at the end of the month and shipments during the month
compiled by the U. 8. Department of Commerce, Bureau of the
Census, from reports from the entire industry. Production data
for oak flooring, representing about 70 per cent of the industry,
are compiled by the Qak Flooring Manufacturers’ Association; for
knit underwear, representing about 61 per cent of the industry, are
compiled by the Associated Knit Underwear Muanufacturers of
America and by the U. 8. Department of Commerce, Bureau of
the Census; and for steel ingots, estimated total production on
the basis of a sample varying from 84 to 95 per cent of the
industry, are compiled by the American Iron and Stcel Institute.
Data are published in the Survey of Current Business.
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the variation in stability of production for the series of
years considered. In 1920 and 1923, when unfilled or-
ders were especially numerons, the stability of produe-
tion was not particularly differcnt from that of 1026
and 1927, when unfilled orders were partieularly few,
or from that in 1922, 1924, 1925, and 1928, when un-
filled orders were somewhere between these two extremes.
The vears 1919 and 1921 are those of outstanding in-
stabilitv in production. In each of these years there
were such violent non-seasonal movements of production
that thev cannot be satisfactorily compared with the
other years of the serics.

From the middle of 1921 to the end of 1925 there
was a marked upward trend in the production of
enameled ware baths, From the middle of 1922 onward
the industry was produeing in even larger quantity than
during the 1920 hoom. It seems reasonable to believe,
therefore, that it was operating close to capacity and to
conelude that the stability of prodnetion attained from
1922 to 1925 (and perbaps in 1920 as well) finds its
chief cause in growing business and eapacity produection.
These conclusions have some added support in the fact
that this industry lost something of its stability in 1926,
1927, and 1928, years during which the trend of pro-
dnetion was slowlv downward.

I'n the ouk flooring industry pertods of good advance
ordering and of hand-to-mouth ordering follow one
another without apparent effect on the stability of pro-
duction. (See chart on page 366.) Tt is true that the
years since 1921 have been vears of notable stability,
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and that these are years commonly thought of as the era
of hand-to-mouth buving. In this particular industry,
howerver, the unfilled order situation has varied widely.
During the period 1922-1925 there were unfilled orders
in large amount on the books at practically all times.
In 1926 and 1927, on the other hand, orders were, dur-
ing the first half of each year, somewhat above ship-
ments in each month and, in the latter half of each year.

Stapity ofF Proopucrion opr Oax Frooring, 1012-1928 9

(Average percentage deviation of monthly data {from arithmetic
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considerably below shipments. In 1928 unfilled orders
on hand at the end of each month were in each instance
almost 1dentical with the shipments for the next montb.
But, as the chart shows, stability of produetion has not
been great in any of these vears, and a year of high un-
filled orders and a vear of low unfilled orders often
show the same degree of stability of production.

If we compare the post-war with the pre-war period,
the first statement which must be made is that on the
average the stability since 1921 is definitely greater than
for the years 1912-1916. There is also evidence that
during the pre-war as during the post-war vears hand-
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to-month buying was not of importance in affecting the
stability of production in this commedity. Unfilled or-
ders were on hand in good quantity from the beginning
of 1912 to the middle of 1914. Tn the latter half of
1914 and in 1915, those on hand at the end of each
month were in most cases less than shipments for the
ensning months. Yet such changes in the stability of
production as occurred during this period appear to
have no consistent relationship to these changes in un-
filled orders.

As in the case of enameled ware baths, a study of de-
tailed production data leads strongly to the conclusion
that improving stability 1s found during periods of in-
creasing production, at least when such increase is
practically continuous for more than a year. This cor-
relation appeared in the pre-war years 1915-1916—pro-
duction advancing from ahout 6 million board feet in
December, 1914, to abont 11 million board feet in De-
cember, 1016, Tt is strikingly noticeable from 1921
through 1925—production advanecing from 6.5 million
board feet in December, 1920, to about 42 million hoard
feet in December, 1925. A slight falling off in produe-
tion in 1927 and 1928 has been accompanied by a slight
increase in variation.’

? With such a method as is used here for measuring stability, the
percentage variation that is caused by growth in production
becomes less important as the average increases. During the years
1922-1925 the growth in oak flooring production was about the
same in onc year as another. Therefore, the percentage variation
in production caused by growth becomes less important through
the period. This fact must be taken into account in considering
the gain in stability during these years.
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The years of greatest instabilitv—1919, 1920, and
1921—are in each instance years of a sharp change in
the quantity of production through the year. All three
of these years display such marked trends that they
cannot very satisfactorilv be compared with most of the
other years considered.

There 1s evidence that the production of knit under
wear is somewhat less stable during a period of increas
ing hand-to-mowth buying than during a period of good

STABILITY OF PropuctioN oF KNiT UnpERWEAR, 1920-1928 ¢
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advance ordering. (See chart on this page.) Of the
seven vears 1022-1928 advance orders were in much
larger volume in 1922 and 1923 than thev were in the
period 1925-1928. During these last four years unfilled
orders were declining. Production was more stable in
1922 and in 1923 than in any other of the vears studied.
The gap in production data within 1924 makes it un-
satisfactory to constder that year as a part of the series,

A comparison of the order basis of a leading steel
company and the production of steel ingots shows the
co-existence of hand-to-mouth ordering and stable pro-
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duction, 1925-1928. (See chart on this page.) While
there have been in the periods studied some other years
of as stuble production of steel ingots as some of the
vears of this era, its continued stability is very notice-
able. The years since 1923 or 1924 have leen vears in
which orders have run continuously closer to shipments
(according to the record of the steel company presented
on pp. 54-55) than in any other vears in the history of
the industry. There is reason, therefore, to believe that

StaeiniTy oF ProoucTion oF STeer Ivcors, 19181928 7
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this period of increased stability is related to hand-to-
mouth buying practices in the steel trade during the
past few years,

From this limited survey of four sample industries,
it is at least possible to conclnde that hand-to-mouth buy-
ing has affected stability of production differently in
different cases. In the steel industry the evidence sug-
gests greater stability as a result of increased hand-to-
mouth buving. Tn the knit underwear trade the conclu-
sion is just the oppoxite. In the produetion of enameled

20
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ware baths and of cak flooring, stability of production
seenis to be affected little, if at all, by hand-to-mouth
buying phenomena, although hand-to-mouth practices
were noticeably present in both these industries and re-
peatedly so in the record of oak flooring.



C. CERTAIN EFFECTS ON COSTS AND
MARKETING RELATIONSHIPS






CHAPTER XX

THE COSTS OF SMALL ORDERS

A cousiderable increase in the relative frequenmcy of
small orders may bring a variety of puzzling situations
to a business organization. 1t may be thought necessary
to make purchases of materials or goods in smaller units
than before. Such reductions may require that higher
prices be paid; they may require a revising of trans-
porting and receiving methods; they may bring disar-
rangement, if not confusion, to organization for storage
and handling.

But it is with the possible effect of small orders upon
selling costs that business men have been chiefly con-
cerned. Thke belief among them that an increase in the
proportion of small orders increases the costs of market-
ing is very widespread. It is essentially with this aspeet
of small order custs that this chapter deals. In con-
sidering the question, the points to be borne in mind
are these: assuming that a company is selling a certain
volume of goods, does it cost more or less to secure and
distribute that volume in small units or in large ones?
[f more, where do the added costs arise? If there are
added costs, how great are they ? Finally, if such costs
oecur, what is their incidence; do they fall on the seller,
or are they passed on?

373
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To throw light on these questions, several sets of
evidence are examined:
1. The experience of 115 manufacturers;
2. Reports of canners’ costs;
3. An investigation of warchouse deliveries;
4. Certain studies in the wholesale field.
The experience of the manufacturers will be con-
sidered first,

I. SMALL ORDER COSTS AMONG
MANUFACTURERS

The manufacturers whose reports are discussed here
constitnte the same group of 115 whose order history
was considered in Chapter VIIL, (See page 100.) That
“smaller orders” were adding to their costs was the
very general opinion. One hundred and four— 90 per
cent—declared this to be the case. Only cleven—10 per
cent—reported no increased cost from smaller orders.

The added costs due to decreasing size of order may,
of course, arise in any phase of marketing. For pur-
poses of this study, the selling process was divided into:
{1) securing orders; (2) the office work involved in
bandling orders; and (3) the physical work of handling
and shipping goods. Inquiry was made concerning each
of these phases of marketing to ascertain whether added
costs were incurred as small orders became a larger
proportion of the total number of orders.

It seemed worth while to try to find out not only
whenee came the added costs to those who had them, but,
if possible, how those who avoided them succeeded in
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doing so. The 115 manufacturcrs were, therefore, di-
vided into two groups: the 104 manufacturers who indi-
cated that small orders are increasing their marketing
costs, and the 11 who indieated no such added costs. We
may consider first the group which has experienced
added costs, and open with the question of securing
orders.

Does tf cost more per untt fo secure business in a
small-order era than in a lerge-order era? A large pro-
portion of manufacturers find that it does. The 104
who reported that added costs came from small orders
were asked whether part of these costs came from se-
curing their business. Their replies were distributed as
follows: ves, 78; no, 4; not replying, 22. Thus 935 per
cent of those replying to the question believe that costs
of securing business mount as small orders become more
1Lumerous.

But the cost of gsecuring orders is itself a composite
of several items, Is it added puy for the salesman that
works the mischief 2’ Sixty-nine manufacturers replied
on this point. The opinion of those who answered was
more evenly divided than on the preeceding question.
Thirty-eight, or 85 per cent of those replying on pay
to salesmen stated that there was more total pay for the
same volume of business, and 31, or 45 per cent, that
there was no added cost of this niture.

Does the ndded cost of securing the order arise from
increased travelling expenses? Of 71 manufacturers
reporting, 62 said ““ yes”; 9 reported “ no.” Thusin a

"It should be remembered that it is added total pay for sales-
men in securing & given volume that is pertinent.
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vatio of almost six to one, manufacturers find smaller
orders bringing added costs from this form of expense.
It is clear that a larger proportion of manufacturers are
tronbled by inereased expense acounts than by inereased
salesmen’s pay.

The frequency with which customers are now de-
manding attention lias eaused many eoncerns to resort
to the telephone to replace, in part, a salesman’s calls.
This study clearly showed sueh increase. Tifty-one
manufacturers, or 77 per eent of those reporting on the
question, said that the inecrease in small orders had
added to the costs incurred for telephone calls used in
securing orders. Fifteen, or 23 per cent, said that this
was not the case.

Is more supervision and direction of salesmen re-
quired when the proportion of small orders grows larger ?
Of the 66 manufacturers answering this question, 44
said “ yes,” and 22 said “no.” Thus, 67 per cent of
those who replied found inereased cost through super-
vision of salesmen, while 33 per cent did not report such
a cost.

How did some avoid added costs of securing addi-
tional small orders? What was said by that group of
eleven manufacturers who stated that although they have
experienced an inerease in the proportion of small
orders, this had not increased the costs of marketing
their total volume ? Their replies show that they did not
escape every possible increase. Three of the eleven, for
example, said that costs of securing business had ad-
vanced ; eight that they had not. The chief point at
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which saving in securing the order was made by this
small group of manufacturers as compared with the
larger group was in the payment of salesmen. Thus this
group, reporting on whether added costs came through
more total pay to salesmen, replied in the ratio of six to
one that sueh was not the case. About half of them
found no added cost through telephone calls or added
supervision, hut two-thirds did find an inerease in travel-
fing expenses for salesmen. Since these compunies were
uot asked to report specifieally on how they get more
orders with no added cost, the method eannot be stated
with great certainty. Sinee a larger proportion, how-
ever, have increased salesmen’s total pay, it seems rea-
sonable to conclude that tlie telephone Las to some extent
replaced the salesmen’s call in their activities. More
over, since salesmen's travelling expense has gone up
in many more cases than salesmen’s pay, it appears that
several of these companies have found a way to get their
men over more territory with no added compensation
and apparently with a Jower salary cost per dollar of
order.

How are office costs affected by small orders? Leaving
the costs of securing orders, we now ask: what of the
office costs for handling orders of different sizes? No
less than 95 per eent of those who find an increased
marketing cost as the result of small orders find part of
that eost arising from the added office expense involved.

An attempt was made to measure the relative office
costs for large and small orders. It was realized, how-
ever, that it would be lndicrous to attempt to consider
orders of all possible sizes for all the companies report-



378 HAND-TO-MOUTH BUYING

ing. As has heen indicated earlier, * small order ™ and
“large order ”’ are variable terms, depending on the par-
tienlar business house concerned and even more on the
nature of the business. An order which would be con-
sidered large by a toy-maker might be very small for a
steel manufacturer. Moreover, a large order even in a
given line of business and in a given business establish-
ment may have at least two meanings. It may mean an
order for a large number of dollars’ worth of goods or an
order for a large variety of goods, even though the total
value is small. Of course, it may mean a combination of
these. Conversely a small order may mean one for a few
items or a few dollars wortl, or both.

To make the question sufliciently flexible to be an-
swerable by a great variety of concerns in a great variety
of businesses, it seemed best to permit those responding
to use their own judgment as to what constituted a large
or a small order in the case of their respective houses.
Therefore, the question concerning office costs were pref-
aced by the statement: ““Suppose a ‘ good sized’ order,
for your business, and an order one-fifth as large are
going through your office.” “ Assuming in each case the
costs of handling the ¢ good sized ’ order as 100 per cent,
what is your best estimate of the proportionate cost re-
spectively, for recording, billing, granting credit, and
collecting for the order that is one-fifth as large?”

It is unnecessary to give in detail an analysis of the
reported costs for each of the tasks, but certain rather
striking conclusions or summaries are worth presenting.

(1) It will be well to state first that over one-half of
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the manufacturers reporting replied to each of these
questions that the cost for the small order was 100 per
cent of the * goed cized 7 order. This is equivalent to
saying that the office costs for these several aetivities
for a small order are five times as great in proportion
to the size of the order as for the larger one considered.
These statements, of course, cannot be taken at quite
face value, as no doubt many of the firms reporting
found it easy to answer ‘ 100 per cent” when more
accurate caleulations might have shown a result some-
what above or below this figure. When they are con-
sidered in the light of other statements submitted, par-
ticularly the fact that in connection with each activity
certain manufacturers found the eost for the small order
more than 100 per cent of that of the larger, one is
inclined to give them more credence than would other-
wise be the case.

(2) In only two cases did manufacturels report that
their recording, billing, credit granting and collecting
charges, respectively, varied in proportion to the size of
the order. Over 95 per cent reported that in connection
with each of these activities the costs were disproportion-
ately large in handling the smaller order.

(3) The range of relative costs for the one-fifth size
order and the “ good sized " order ran from 20 per cent
to 105 per cent in the case of recording; from 20 per
cent to 105 per eent in billing; from 20 per cent to 300
per cent for granting credit; and from 20 per cent to
300 per cent for collecting.
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(4) The average of the percentages reported for the
three activities are, respectively: for recording the
smaller order, 88 per cent of the cost of recording the
larger order: for billing, 82 per cent; for granting
credit, 97 per cent; for colleeting, 101 per cent. The
disproportion in office costs thus rcaches a climax in
collecting, where the average cost is found to be 1 per
cent larger for the * small order” than for one five
times as great. Indeed, in the extreme instances eollect-
ing cost is three times as great for the small order as for
the one five times as large.

While one is at first blush skeptical of such possibili-
ties, that skepticism is to some degree routed by such
comments as this, accompanying one reply:

In dollars and cents of cost it actually costs more per order
to collect for small than large orders.

Or this, made by a man who reported a great propor-
tionate difference for small orders:

The good sized orders always come from the A-1 risks.

How do small orders affect unit costs of packing,
trucking, and shipping? The reports received con-
cerning the cost of packing, trucking, and shipping for
“ good sized” orders and for orders one-fifth as large
show some interesting differences from the statements
made concerning recording, billing, granting credit, and
collecting. Neither in packing, trucking, nor shipping
are small orders attended by as disproportionately large
costs as they are in office activities, One manufacturer re-
ported that the smaller order actually cost him, for pack-
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ing, less than one-fifth as much as the larger, while two
reported that the shipping cost was less in proportion.

Eight manufacturers out of 63 replving reported
packing costs in exaet proportion to the size of the
order—that is, that the order one-fifth as large costs
one-fifth as much to pack. Eleven manufacturers out
of 59 reported similarly for trucking, and eleven out of
60 in the same way for shipping. All others, with the
exceptions noted above, stated that the smaller order
bronght a disproportionately larger cost in each of the
activities here under eonsideration. The range of rel-
ative costs for the smaller as compared to the larger was
from 10 to 115 per cent for packing; from 20 to 125 per
cent for trucking; and from 10 to 125 per cent for
shipping. 1f we take an average of the percentages re-
ported, we may coneclude that it costs 54 per cent as
much to pack the “onefifth” order as to pack the
larger one; 52 per cent as much for trucking this small
order; and 56 per cent as much for shipping it.

What do all of these cost figures amount to if we put
them into some peneral form? One way to snmmarize
is to assume a company called The American Manufac-
turers, Amalgamated, made up of all the companies re-
porting in this study. and to assume that this company
is putting throngh two orders: one for $100, which we
will eall a “ good sized” order, and another for $20,
which, obviously, is one-fifth as large. We may also as-
sume that the cost for each office activity, and for pack-
ing, for trueking. and shipping for The American
Manufueturers, Amalgamated, bears the same relation
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to these two orders as the respective averages of the com-
panies reporting.

The documents for the $100 order move through the
office. Sinee what is sought is a comparison with the
costs of this mevement, they might be set down as 100 per
eent. But it may be simpler to keep the matter in dollars
and cents terms. Therefore, let us say that for the $100
order it costs $1.00 for reeording; $1.00 for billing:
21.00 for the work of the credit department; and $1.00
for collection. This gives us a total of $4.00 for the
office work on the ““ good sized ” order. The documents
for the $20 order also move through the office. Ac
cording to the “ cost figures ”” of The American Manu-
facturers, Amalgamated, this order will require $.88 for
recording, $.82 for billing, $.97 for the work of the
credit department, and $1.01 for collection, making a
total of $3.68." Thus the office costs for the $20 order
are 92 per cent of those for the $100 order. Put in
terms of the respective value of each order, the total
office cost for the larger order is but 4 per cent of its
value, while the office cost for the $20 order is 18.4 per
cent, or over four and a half times as great.

The two orders proceed to the processes of packing,
trucking, and shipping. To make our figures easy, we
will again assume $1.00 for each operation in handling
the larger order. For the order one-fifth as large, how-
ever, the cxperience of The American Manufacturers,

"These figures are, of course, the average percentages arrived
at as representing the costs for “an order one-fifth as large.” See
the several pages immediately preceding.
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Amalgamated, shows that the packing charge is $.54, the
trucking charge $.52, and the shipping charge $.56.
This makes the total of $3.00 for the three operations
on the large order and $1.62 for the three on the small
one. Thus the handling costs of the small order turn out
to be 54 per cent of those for the large order. In terms
of respective values, the cost of doing these things for the
larger order is 3 per cent of its value, and for the
smaller order it i1s 8 per cent, or about two and two-
thirds as high a cost. Disproportionate as this fig-
ure is, it is not so extreme as the office costs which, it
will be recalled, showed a disproportion of four and one-
half times when related to the value of the order.

If the American Manufacturers, Amalgamated, com-
bines office and handling costs fur each of the two orders,
we find results as follows:

$100 OnpeEr %20 ORDER
Office costa .. ........ $4.00 Office costa ........... $3.68
Handling costs ........ 3.00 Handling costs ..... .. 162
Total ............ $7.00 Total ............. $530

Comparing these total costs, we find that the expense
of “officing " and handling the $20 order is 75 per cent
nf that involved in handling the $100 order. Tt is per-
haps not necessary to remind ourselves that if operations
in dealing with the small order cost ne more in propor-
tion to its size, it would cost 20 per cent as much as to
deal with the large order. In costing 75 per cent as
much, its costs are three and three-quarters times as
great in proportion to its value,
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II. CANNERS' REPORTS OF COSTS

Cost-keeping is a phase of business management not
highly developed in the canning industry. More than
half of the companies reporting in the study undertaken
included no information on compurative costs.” A num
ber of companies made such statements as: “ We know
that costs for small orders are disproportionately large,
but we do not know the differences accurately,” and,
“We would not hazard a guess, but the eost on twenty-
five cases is as high as on 100 cases,” or, “ We have no
accurate costs for different sizes of orders.” The lack
of data on costs is the more significant, as in many cases
such data were not furnished even by large companics
which gave detailed information on sales matters for
a long series of years.

So far as adequacy of cost records is concerned, can-
ners may be put into three classes—those whose records
yield very little information; those who estimate costs
by dividing total cost by number of cases packed, thns
reducing everything to a cost per case; and those who
keep their records in such a way that in figuring costs
thev can take into account the differences in handling
various sized units. On pages 3806-387 there is presented
a table showing the relative costs for different sizes of

*Yet most canners feel sure that small orders are costly. Of 40
vegetable canners who speeifically answered the question “ Does
hand-to-mouth buying bring added costs to canners? ” 39 replied
that it did. Ten reporting fruit-canners were unanimously af-
firmative in answering the same question. Data are {from replies
to the questionnaire sent fo members of the Nationnl Canners
Association.
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orders, compiled from the figures reported by eight eom-
panies of the last type. Average marketing costs for
100-case and 23-case orders were expressed as perecnt-
ages of the average costs for a carload order. If the
marketing cost per unit of goods were the same for each
size of order, these relative average costs would appear

as follows:
Carload .. ... ... ....... 100.0
100 cases ...........cun.. 10.0
20 cases ... ... ... .. ..., 2.5

All phases of selling activities cost more per unit as
orders grow smaller. An examination of the table shows
that the cost of securing the order is 6 per cent greater
per unit for 100-case lots than for car lots and about 28
per cent greater per unit for 25-case lots than for 100-
case lots. The cost of records, per unit of goods, is three
times as great for 100-case orders as for carload orders
and over eleven and a half times as great for 25-case
orders as for carload orders. Canners appear to esti-
mate the cost of billing to be about the same for each
order regardless of its size. The cost of loading is about
2.4 times as great per wnit for 100-case lots as for car
lots and about 2.2 times as great for 25-case lots as for
100-case lots. That is, loading is over five times as ex-
pensive for very small shipments as for carload ship-

*It will be noticed that there is considerable variation in
certain costs, such as packing, as reported by different companies
for the same amount of goods. This is undoubtedly due to the
fact that somewhat different factors were included under the
various headings by different companies. The table, therefore,
must not be considered as representing accurately the differences
mn cost for specific items as between different companies.

26



386 HAND-TO-MOUTH BUYING

CoMpaRATIVE MAREKETING CosTs oF VARIOUs S1zES oF ORDERs

(In
Ttems of Cost COIIzlgaﬂ} Corggany Con;zany Conzngany

Securing Order:

Carload®. ... ........ 101.00 101.50¢ 95.00 120.00

100 cases,........... 10.50 11.50¢° 10.30 12.00

25cAses. ... .. i e, 3.00 4.00° 3.00 3.00
Records:

Carloadd. ........... 25 1.00 1.00 1.00

100cases............ .25 1.00 .75 1.00

25cases............. .25 1.00 7O 1.00
Billing 4

Carload®. ........... .25 1.00 1.00 2.00

100 cases............ .25 1.00 1.00 2,00

25 cases.. ... .. ..... .25 1.00 75 2.00
Packing for Shipment.:

Carloade............ 26.50 9.80 22,00 70.00°

100 cases............ 3.60 1.25 .50 7.70

25 cases............. 1.65 .50 .40 2.00
Loading:

Carload®. . .......... 4.00 2.80 2.00 8.00

100 cases............ .50 33 .80 88

25 cases. ... ... ..., .25 .15 40 .25
Trucking:

Carload®. . . _........ e 35.20 -

100 cases............ . 5.50 2.00

25case8........ ... - 1.38 1.00
Freight:

Carloadd. . ....... ... . 62,40 117.60 64.00

100 cases............ ca 19.80 17.10 11.20

25cases............. e 4.95 4.30 2.80
Total:

Carload®. ........... 180.00f | 243.70 238.60 265.00

100 cases............ 25.60¢ 40.40 34.65 36.78

25ca8€8. . ... uiinnn, 8.77¢ 12.98 11.20 12.05
Total, less Freight:

Carloadb. .. ......... 132.00 151.30 121.00 201.00

100 cases............ 15.10 20.60 17.55 25.58

25cases. ... ......... 5.40 8.03 6.90 9.25

* Companies 1 and 15 are in the same city. B

b Carload is 1,000 cuses except for Company 22, for which, there being 850 cases
per carload, the data have been adjusted accordingly. .

¢ Brokerage charge was not reported by this company but was included on same
busis as reported by the preceding company.

d Cost of collecting was reported by so few companies that it could not be used.
There was evidence that it was included in "'billing” in some cases.

¢ Includes cost of labels.
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FoR CANNED Foobps as RerorTED BY EicuT CoMPANIES, 1928

dollars}
Average as Per-
Company|Company|Company|Company
. 2 Average [centage of Carload

41 22 1 15 crage Marketing Cost
100.00 82.00 60.00 60.00 80.94 100.0
10.00 10.00 6.00 6.00 9.54 10.6
2.50 3.50 2.00 2.00 2.88 3.2
1.00 .05 10.00 10.00 3.04 100.0
.50 .05 2.00 2.00 4 31.1
.50 .05 2.00 1.50 .88 29.0
.50 .05 1.00 1.00 .85 100.0
.50 .05 1.00 1.00 .85 100.0
1.26 .05 1.00 1.00 .91 107.6
30.00 30.00 31.38 100.0
3.00 3.00 3.93 12.5
1.50 1.50 1.53 4.9
7.50 10.00 6.00 6.00 5.79 100.0
2.0 1.00 3.00 3.00 1.40 24.8
1.00 .25 2.00 2.00 .79 13.6
10.00 10,00 18.40 100.0
2.00 2.00 2.88 15.7
1.50 1.50 1.35 7.8
24.00 131.30 197.60 197.61 122.07 100.0
10.40 18.92 30.40 30.40 19.75 16.2
2.85 4.73 7.60 7.60 4,98 4.1
163.00 223,40 314.60 314.61 | 244.15t 100.0
23.40 30.02 47.40 47.40 35.71s 147
B.11 8.58 17.60 17.10 12.05¢ 5.0
109.00 92,10 117.00 117.00 | 130.05= 100.0
13.00 11.10 17.00 17.00 17.12¢ 13.2
5.26 3.85 10.00 9.50 7.27= a.6

! Includes freight coat of $48.00 for carload and trucking charge of $10.50 for
100-case lot und $3.37 for 25-case lot.

¢ Each canner was asked to report both individual items and total cost. Some
reporta omitted certain itema of coats, Thercfore, in the totals these items appear
as zero. In computing averages for individual items of cost, on the other hand, these
unreported itema were considered, not as zero, but as data unavailable. Probably,
therefore, the estimate of cach detailed item of cost gives a more nearly accurate
comparison between differcnt aizes of orders than does the estimate of total costs.
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ments. The increase in cost of packing is not nearly so
great, yet there is reported an increase of 25 per cent in
100-case over carload shipments and of about 56 per
cent in 25-case over 100-case shipments.
CoMPARATIVE FREIGHT CosTs oF VaARIOUS SizEs oF ORDERS FOR
CaAnNED Foops A8 REPORTED BY SEVENTEEN CoOMPANIES
(In dollars}

Company Carload | 100 Cases ) 25 Cases

19 122.50 15.05 3.75

£ 102.60 11.85 3.24
2. 92.40 19.80 4.95
4. ... 117.60 17.10 4.30
20, 64.00 11.20 2.80
L 54.00 10.40 2.85

Lo 197.60 30.40 7.60
5., 197.61 30.40 7.60
12 108.30 38.84 10.46
20 90.00 13.00 3.25
4. 72.00 12.60 3.15
46. ... 146.00 19.00 4.75

B 136.00 18.00 4.50
18. . 86.00 10.00 4.00
4. 55.10 10.26 2.57
4. 61.20 13.20 3.30

4. 120.00 18.60 4.65
Average. ...... .. ... ... ... 107.23 19.39 4.57
Average as percenlage of carload

freight cost . ... ... ........ 10G.0 18.1 43

As would be expected, the big increase per unit in
freight costs comes when the shipment falls below a car-
load. The increase in cost is 62 per cent when the ship-
ment changes from a carload to a 100-case lot. No ap-
preciable increase in cost per unit occurs as the orders
become still smaller. Tn the table on this page the com-
parative freight costs of a larger number of companies
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are shown, and here we find that the increased cost per
unit for less than a carload 1s 81 per cent. In the case
of trucking the cost inereases about 57 per cent per unit
in 100-case shipments over earload shipments, and about
87 per cent in 25-case over 100-case shipments, making
the cost per unit in 25-case shipments nearly three times
as great as for carload shipments. Trucking thus be-
comes an important additional cost as orders become
smaller.

It will be seen from a consideration of these data that
the most significant merease in costs per case (for such
sizes of orders as we have considered), when shipments
drop below a carload, comes from added freight charges.
For 100-case lots as compared with a carload the added
cost without freight is 32 per cent; with freight it is
47 per cent.

What is the social significance of these figures? What
do they show eoncerning the inereased cost, if any, of
distributing our annmal pack of canned goods under
hand-to-mouth conditions?

Suppose we compare the cost of marketing a year’s
pack in the sizes of orders in which the pack was han-
dled in 1927 with the cost of handling it in the sizes of
orders in which the 1919 pack was handled, applying
in each instance the itemized cost data given on pages
386-387." By making use of the size of order distribu-
tion for the two vears as arrived at in Chapter VIIT and

*It will be convenlent to assume an annual pack of 100,000,000
cases. The most recent data available show a somewhat higher

figure, but earlier years and estimates of the current year show
that 100,000,000 cases is a reasonable approximation.
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of the relative costs as determined in this chapter, 4 com-
parison is possible. The chart on this page shows graph-
ically such a comparison for all the more important
items of cost. The smaller orders of the 1927 method
of buying means an added total cost of nearly 8 million
dollars in the distribution of canned goods by canners
to their customers.

CosTs oF MARKETING AN AVERAGE YEAR'S Pack oF Canwner Foobs
1IN Sizes oF ORDERS PREVAILING IN 1819 axp 1v 1927

(Based on itemized cost date reported in 1928—see pp. 386-387)
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III. COST CURVES FOR WAREHOUSE DELIVERIES

That warehousemen have for some years been dis-
turbed by the belief that there was an increase in the
proportion of small orders delivered out of their houses
has already been stated. The topic has been frequently
discussed in their periodicals and considered in their
conventions. The results of a brief study of the com-
parative size of orders out of warchouses are given on
pages 159-160.

The belief that his “out” orders were becoming
smaller has been always accompanied by the fear that
smaller orders brought added eosts. What does ware-
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house experience add to the general question of the costs
of small orders ¢

Studies have shown that warehouse delivery costs
advance as the size of = orders out ” goes down. The
most careful study of the question which has come to
hand is that of Mr. Ansou M. Titus, who from 1918 to
1925 was cost accountant for the Quincy Market Cold
Storage and Warehouse Company of Boston. A graphic
presentation of the findings of Mr. Titus is given in the
accompanying chart. As the costs are expressed in man-
hours, they may be considered valid at the present time,
even though several years have passed sinee their com-
pilation.' In diseussing the chart reproduced on page
392, Mr. Titus says: “ Follow each curve through the
maze and with one or two exceptions the cost of delivery
in man-hours increases as the size of the delivery de-
creases. A further analysis of the exception will un-
doubtedly reveal peculiarities of working conditions
causing the perversity, In all cases, however, when the
size of delivery reaches smaller dimensions, the curves
rise much more rapidly than in deliveries of greater bulk.
Each curve makes ita sharpest curve from the transition
from low cost to high cost somewhere in the vicinity of
2,000 or 3,000 pounds per delivery. In other words, if
a delivery of less than this quantity is made, the cost
becomes excessive; and if such are persisted in from any
one consighment of goods, the number of deliveries be-
comes excessive.”

* The writer is also informed by Mr. Wilzon D. Little, Executive
Secretary of the American Warehousemen’s Association, that

{here have been no technical changes in the warehousing industry
which would invalidate the figures for present day purposes.
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The curves do indeed appear to bear out the observa-
tions of the investigator. A discussion of the detailed
variations of costs shown is not necessary. It is worth
saving, however, that Mr. Titus coneludes ** if deliveries
average less than one ton on a consighment of goods, an

extra charge shounld be made.”

IV. A WHOLESALE GROCERY SAMPLE

The ehanges in costs involved as orders vary in size
appear to be far less well known to wholesalers than to
manufacturers, Correspondence and conference with
a considerable nnmber of wholesalers furnishes evidenee
of desire to know such costs but evidence also that little
is kuown. Among the ageneies which are now actively
exploring this field, the United States Department of
(‘onnmeree i3 prominent.”

The relative costs of orders of varying sizes deter-
mined by one of the leading wholesale grocers of New
York Clity ave worth presenting. They may be indicative
of these costs in the groeery field, and they may suggest
a method of approach for other wholesale goods.

The cost of handling small grocery orders is dispro-
portionately large. The table on page 394 shows that
the eost of handling, expressed as a percentage of the
value of the order, increases as the orders become
smaller. It is nearly twice as great for the $5 order as
for the $200 one. It is significant to note, in examin-
ing this table, that the increase in the percentage ratio
is slight until the order drops below $25.

"The Departruent is projecting a series of distribution cost
studies, of which several have appeared.
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Coxt or HanpLing WHOLESALE GROCERY ORDERS
oF VARIOUs Sizes®

5 $25 $50 $100 $200
Cost: Items Order | Order | Order | Order | Order
Buying................ $05) 8% .26 8 .51 $1.02 | $2.04
Selling. . ... .. 23 1.22 231 4.62 9.24
Handling and shipping. . A7 .85 1.70 3.40 6.80
Delivery ........ ... .. .35 .58 1.01 1.76 3.25
General and administra-
tve.......... ... .. 39 75 1.43 2.61 4.56
Total. ................ $1.19 | $3.66 | $6.96 |$13.41 [$25.89
Total as percenluge of
value of order ... ... ... 2380 | 1464 | 1892 | 13.41 12.94

® Based on figures obtained from a leading New York wholesale
grocer.

The average order for this company in 1927 was $37.
This size of order can be handled at a cost of 14.19 per
cent of its value. This is slightly more than 1 per cent
above the cost of handling a $200 order. But, if this
“ average order ” results from handling a very large
number of orders of about $5 and a few orders for
large amounts, the average as a basis for determining
costs 1s very deceiving. This is additional evidence that
wholesale grocers, as others, having a wide range of
sizes in orders may profit by classifying their orders in
such a way as to determine what proportion of them are
in high groups.’ If the proportion is large, they may

* A case is reported by the Service Bureau of the Metropolitan
Life Insurance Company of a wholesale grocer who has deter-
mined that orders for less than $10 will not cover sales cost, not
including warehouse, delivery, and office expense. SBee ita Bulletin
on “ Redueing Selling Costs among Wholesale Grocers,” p. 7.
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find certain devices for lessening the proportion of sueh
orders or for passing on the cost of handling them, a wise
addition to sales poliey.’

The conclusion is inescapable that the trend toward
the transaction of trade in sinall orders and small ship-
ments has brought added costs. The closeness with
which a rise in cost follows a decline in the size of orders
varies from industry to industry. Morcover, in certain
cases, at least, the order may decline from a very large
one to one considerably smaller before any proncunced
change in cost per unit takes place. If a decline con-
tinues, however, there is a point at which a sharp in-
crease in cost occurs.

Many of the easy generalizations which writers have
made as to the activities which give rise to added costs
as orders decline in size are not supported by the study.
It costs many businesses more to secure orders, but not
all concerns are so affected. A few have found a way
around the difficulty; and in certain industries, of which
the canning industry is one, the manufacturer feels little
or no extra cost of selling, as he sells through brokers,
and brokerage fees are typically on a unit basis for all
orders.

*An anualysis of wholesalers’ operating costs in four fields based
on the avernge gross margins and the average expenses for orders
for a variety of produets indicated that orders of the following
sizes were necessary to “ break even ”:

Eleetrical ............ $2494  Automotive .......... 12.86
Hardware ............ 1607 Drug ................. 13.68

Harvard Business Rewview, October, 1928, p. 20.
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The change per unit in shipping costs also varies
widely among industries where orders are all tvpically
less than a carload. Changes in these smaller sizes make
comparatively little change in cost per unit, but when
orders that have typieally been carloads fall below that
quantity, shipping costs jump upward.

Office ecosts are perhaps those which most certainly
increase as orders decline. This is due to the compara-
tively flat expensc per order for such work as recording
and billing regardless of the value per order.

In general, it is certain that doing business in * small
orders 7 adds to society’s expense of operating the in-
dustrial machine,

Are the added costs of small orders passed on? This
question is the first one that arises when one realizes the
costs involved in them. 1t would not be difticult to make
u theoretieal answer to the question at this point. But
it will be better to approach the question more realis-
tieally. How are sellers actually meeting the small or-
der problem? Do the methods they employ enable them
to absorb added eosts? Are they distributed among
several agencies? Does better organization dispose of
them? A discussion of these questions finds a place in
the next chapter.



CHAPTER XXI
THE INCIDENCE OF SMALL ORDER COSTS

Tike most other changes in eeonomic arrangements,
the mounting costs resulting from an inereasing propor-
tion of small orders were not quickly recognized by those
most involved. Indeed, there ave many concerns that are
not vet aware of the extent to which small orders have
become a larger part of their total, or of the added costs,
if any, to which such small orders give rise. As has been
indicated in earlier chapters, the problem is one which
varies greatly among industries and among particular
businesses, and it is not strange that it has not been
analyzed in every instance,

The tmmediate incidence of inereasing small order
costy is chiefly upon the seller. He docs nothing to meet
an unrecognized difficulty. Old prices are maintained ;
old trade practices continued. The cost 1s absorbed not
willingly but unkunowingly. Indeed, as late as 1928 in
reports on the question from 115 mannfacturers, 38 of
the 89 who reported a recognition of an inercasing pro-
portion of small orders indicated either that they were
unaware of ““added costs” or, if aware of them, had
taken no action to meet them. A considerable proportion
of these, however, stated that they recognized the prob-
lem but they saw as yet no way of dealing with it.

Profit and loss statements first called the attention of
certain companics to the faet that even with inereasing

397



398 HAND-TO-MOUTH BUYING

volume and with no change in gross margin, their net
profits were declining. Those with adequate cost systems
soon discerned that small order costs were among the
causes of the difficulty. Through trade journals, con-
ventions, and word of mouth, the dangers of smaller
orders have been, and are being, broadeasted. The work
of these agencies has been supplemented by the Depart-
ment of Commerce and by trade associations.'

In the following consideration of the incidence of
costs the discussion has not been restricted to the effects
upon profits and prices. Some attention has been given
to their incidence upon marketing structure as well.

When a seller becomes aware of added costs, relief is
usually sought. A study of the efforts of many sellers
suggests that one or several of the following conditions
result: :

1. The seller may continue to absorb all or part of the costs;

2, The seller may avoid the costs;

3. The scller may find a way to eliminate or reduce the costs;

4. The seller may find a way to pass on the costs.

Coneerning the absorption of costs, it only needs to be
added that this policy will not be followed knowingly
unless it ig helieved that competition compels it. Many
manufacturers and wholesalers report that eompetition
does compel it, however. If profits have been small or
at a minimum before and competition does compel it,
there is reason to fear deficit and insolvency and a shift-
ing of the ineidence of the costs of small orders back to
stockholders and creditors.

* Among the useful publications of the Department of Com-
mercee 1n this field are a series of distribution cost studies.
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Small order costs may be avoided. The simple and
direct way to avoid them is to refuse small order busi-
ness. Where such refusal has become the general mar-
keting policy of a concern, it has become common to say
that the company has adopted a system of “ selective
selling.” Selective selling simply means that the manu-
facturer, wholesaler, or other vendor concentrates his
sales efforts upon those customers or prospects who, he
believes, can buy in a sufficient quantity to make the
account profitable. Selective selling schemes of more or
less rigidity have been adopted by many manufacturers
and by some wholesalers. In certain cases a plan of
selective selling eliminates certain whole territories
from the sales program; more frequently, it takes cer-
tain towns from a company’s books; still more eom-
monly, it eliminates individual accounts; always it
opens to questiorr those cnstomers whose orders are
small.?

*It 15 natural that very frequently a small total volume of
business and small orders go together. That a great many
customers handle a very small proportion of the volume of
husiness done has been made apparent by the investigation of
distribution published by the U. 8. Chamber of Commerce in
1928, in which eleven cities were studied. The following, present-
ing the situation in one city, shows the percentage of independent

store business which was done by the 20 per eent having the
largest sales:

Per Cent Per Cent
Women's clothing ........ 47  Men’s clothing ........... 59
(iasoline and oil .......... 48 PFurniture ................ 61
Dairy and poultry ........ 81 Meat and fish ............ 63
Drugs ................... 52 DBoots and shoes .......... 65
Confeetionery ............ 53 Jewelry ... ... 66
Cirocery and delicatessen .. 55  Auto accessories .......... 68
Restaurants .............. 56 Drygoods ................ 85

Office equipment ......... 57
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There are numerous reports indicating that selective
sclling has enabled manufacturers or wholesalers to
reduce the number of towns called upon, the number
of salesmen required, aund, as a result, selling expense’

SuIFT Towarp LARGER ACCOUNTS ACHIEVED BY AN ELECTRICAL
Mancracturing CoMPANY THROUGH THREE YEARS OF
SELECTIVE SELLING

I. NUMBER OF ACCOUNT=
{As percentage of total}

size of Aecount
Year Less $100 | $1,000 | $5,000 | $10,000 All
than to to to or Cl‘
$100 { 1,000 | $5,000 | $10,000| Over asses
1924, ... .. ... .| 588 30.3 8.5 1.2 1.2 100.0
1925, ... ... ... 53.6 34.0 9.2 1.4 1.8 100.0
1926........... 51.3 35.9 9.5 1.4 1.9 100.0
1927 ... ..., .. 34.9 47.4 13.0 2.2 2.5 100.0
II. YVALUE OF ACCOUNTS
(As percentage of total)
1924, ......... | 21 14,7 26.1 11.8 45.3 100.0
1925........... 1.7 13.2 21.5 10.7 52.9 100.0
1926........ . .. 1.7 12.4 20.0 10.0 55.9 100.0
1927. ... ... . 1.0 121 19.6 11.2 56.1 100.0
11T, AVERAGE SIZE OF ACCOUNT
1924, .. ....... | %24 $346 | $2,167 | $6.,947 ($26,143 [ § 708
1925........... 29 344 2,077 | 6,654 | 26,750 818
1926........ ... 32 403 2,045 | 7,186 | 27,503 988
1927........... 41 352 2,075 7,038 | 31,135 1,376

The experience of one manufacturer of electrical
goods 1s indicated in the table on this page.’

* The experience of several companies is summarized by Guy C.
Smith in “ Selective Selling us & Meuns of Reducing Marketing
Costs.” Muarketing Executive Series No. 5, Bullctins of the Amer-
iean Management Association.

* Data were obtained directly from the records of the company.
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This reduction of the proportionate number of small
accounts brought about a corresponding increage in the
average size of orders and shipments. The following
table shows these averages.

Year Orders Invoices
1924, . ............ § 85.66 $67.98
1925.............. 106.84 7744
1926, ............. 11851 9178
1927, ... ... 112.06 80.00

The Department of Commerce reports a wholesale
hardware firm which worked out:

A rough approximation of the cost of each sales visit which
indicated that accounts whicli did not show purchases totaling
8600 per vear were decidediy unprofitable.

One thousand four hundred thirty-fwo retall accounts were
carefully meuasured against this vardstick. Nearly half of the
accounts fell into the categorv of unprofitable business. The
situation was explained to the retailers and overnight 700
accounts were taken from the books. The elimination of these
accounts reduced the sales territory about 33 per cent. This
restriction of sales territory coupled with a 30 per cent reduc-
tion in items ecarried decreased the volume of sales 33 per
cent. The eliminated products included such heavy items as
lead and oil, which ran into a considerable dollar volume but
were not profitable.

After a three-year operating test in the restricted area with
a reduced line it was found that the dollar volume of net
profits had increased 35 per cent, while the relation of net
profits to sales had increased 68 per cent. QOperating costs
were reduced by 4 per cent of gross sales below the average
for similar firms in this particular field®

A second way of avoiding the costs of small orders

consists in shifting to an entirely different class of

"Millard, J. W., U. 8. Department of Commerce, “ Analyzing
Wholesale Dhistribution C'aste” Dustribution ("nst Studies, No. 1,
i 11,

27
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customers than that served before—as when a manu-
facturer changes from retail customers to wholesalers,
He has, as in the preceding case, avoided the costs of
small orders by aveiding small orders. In this case,
however, he avoids small order costs by a complete
reorganization of his marketing relationships.

There has been a belief in eertain quarters that the
manufacturer’s effort to avoid small orders was destined
to mean a great revival for the wholesaler. It is, indeed,
a force working in that direction. It is doubtful, how-
ever, if it is sufficiently stroug to reereate wholesaling in
anything like its old glory. It is offset by the fact that
the chain store, the department store, and the mail
order house are all large order buvers as well as the
wholesaler, and are apparently outdistaneing the whole-
saler in other ways,

The elimination of at least part of the costs of small
orders is sometimes accomplished. Where a concern,
under the pressure of the added costs of small orders,
is stimulated to an improved efticieney in its marketing
arrangements or to an improved nse of soeial equipment,
the best solution of small order costs is found. Some
companies have found it possible to eliminate in part
the cxpenses of small order shipments through the
establishment of Dbranches or field warehouses—fre-
quently rented space to which carload shipments are
made for distribution to loeal points. Such a plan clim-
inates the expense of many dircet small shipments from
the home plant.
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Although it is generally felt that the use of field
warehouses has been expanded as a result of hand-to-
mouth buying,’ the extent of this supposed expansion
has not yet been subjected to any careful measurement.
There are many instances reported, but instances of
almost anything can usually be found. Illustrative is
the case of a Western steel and wire company, which
expanded its branch warehouses as follows:’

In observing such cases, however, one must always
be aware that other forees than hand-to-mouth buving
may be involved. The company may have expanded
its territory, or resolved to work its old territory more
intensively, or relocated certain of its plants. In such
changing conditions as those that at present make up
cur industrial scene, instances are more suggestive than
conelusive.

Moreover, the establishment of branch houses may
Le a cause rather than an effect of hand-te-mouth buy-
ing. The mannfacturer may establish branches not be-

ause it is necessary to retain business but because he
believes he can nse the faster service thus made possible
as an attraction for more sales.

°In answer to an inquiry made by System in 1927, 95 per cent
of those replying, to a guestion in point said they had found it
advisable to increase warehouse stocks.
"8ee Hubbard, Dana, “ How Shall We Make Small Lot Buying
Yield Extra Profits,” Printers Ink, March 19, 1925, p. 110.
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To the extent that there has been an inerease in the
use of branches and warehouses the public warehouse
has been considerably involved. An investigator for the
Department of Commerce writes:

With the tendency among retailers to buy in smaller quan-

tities and increase their rate of turnover, the present day need
of convenient merchandise warehouses to meet the demands
of prompt delivery, to supply adequate gquantities of goods to
jobbers and wholesalers, has placed the merchandise warehouse
ag a permanent link in the distribution of all commodities
throughout the United States.'
But in this case, as in that of branch houses, the
quantitative evidence of change is illustrative rather
than conclusive. Clertain it is that the warehouseman
is becoming alive to opportnnity in the situation. He
is extending his services from that of a mere storer to
include most of the activities of a wholesaler. He re-
ceives goods; he breaks pool cars, or straight carloads;
he delivers in such units as are desired. In many cases
he furnishes the storer with office space in which he
can receive orders and direct delivery. In doing all of
these things, he stimulates hand-to-mouth buying. He
is working toward a new organization of trade rels-
tionships. Iis new activities tend to become a cause
rather than an effect of the changed svstem. The costs
of small order buying may be in part eliminated through
such new organization.

Other very definite methods of eliminating costs
through improved employment of social equipment are

*Cricher, A. Lane, U. 8. Department of Commerce, " The

Merchandise Warehouse in Distribution,” Trade Promotion Series,
No. 15, p. 30.
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the increased use of pool cars,” of carloading or for-
warding companies, and of communiecating services.”

In a majority of cases the reaction to the costs of
small orders has been to attempt to pass on these costs
to others. This is done by a speecial charge attached to
small orders, or by an increased selling price for goods,
or, ut times, in other ways.

A study of manufacturers shows great ingenuily in
meeting fhe problene. The 115 manufacturers, whose
cxperience on various points we have frequently cited,
reported on what was being done to meet small order
costs. TFifty-one of the 89 who reported a small order
problem stated that some action had been taken. Several
companies had done a number of different things.
There were reported 13 clearly distingnishable methods
of dealing with the problem, a considerable number of
which took several forms. Tf we take into account the
major methods in the several forms that were reported,
it is found that managerial ingenuity has worked out
between 20 and 3¢ ways of attempting to deal with the
matter. It will be worth while to outline briefly the 13
methods reported in this investigation, adding in each
case a brief explanation and a word of comment.

* Although there is a general belief that the use of pool cars is
rapidly growing there is & paucity of quantitative data on the
subject. Reports on the matter for varying periods were gathered
from twelve food canning companies, These show a definite
increase in the use of pool ears from 1925 through 1927. However,
the records available for years before 1925 suggest that a relatively
amall proportion of goods were shipped in pool cars in 1925, and
that the practice was practically as extensive in certain years

hetween 1920 and 1925 as it has been since.
* See Chapter XXIII.
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1. Increasing the discount with the size of order or
reversing the process by making a definitely higher
price for small lots—30 eases.

Sometimes this is the ordinary quantity discount.
Often it appears to take a form which can only be
interpreted as a definite penalty for small orders. If an
increased discount is given for large orders, the seller
appears to be absorbing the costs, unless therc are savings
involved therein; if a higher price is charged for small
orders, the cost is being passed on. If, however, the
inereased price causes a decline in purchases, the seller
has been unable, partially or wholly, to pass on the cost.

2. Making a special handling or service charge for
small orders—24 cases.

This remedy takes a variety of forms. In a number
of instances a general charge, more often called packing
charge than anything else, was reported. In other cases
this charge is made only for broken packages. A third
form this remedy takes is a minimum charge. Thus
if an order is for less than a certain amount, the special
charge is automatically levied regardless of the size of
the order. Still other cases which are included in this
group are special charges for drop shipments. .\ fifth
form is where the purchaser is reqnired to pay trans-
portation on orders under a certain amount while trans
portation is paid on orders over a certain size. Some
manufacturers reported that they made it a point to
put this the other way around, emphasizing the fact
that they will pay the transportation for orders over a
.certain amount which thus makes the practice appear to
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be a premium for large orders rather than a penalty for
small erders. One mannfacturer reported that for orders
under a certain size ke entered on the invoice a charge
for * parcel post and insurance ” which is larger than
the actual eost of parcel post and insurance and which,
said he, “ would be entered as pareel post, insurance and
packing if we had the courage and if competitive con-
ditions would permit it.” This is clearly a case of at-
tempting to pass on the incidence of costs.

3. Offering, or soliciting for, a more varied line—-
4 cases.

Some of these praetices are verv interesting. Some
of them represent efforts on the part of the manufac
turers to fit into the dealers’ desire for smaller inven-
tories, This 1s particularly true where we find the manu-
tacturer changing his line so that he can sell lns cus-
romer, not a large order of a single item, but a wider
runge of items. The total crder may thus be made larger
but the quantity of each kind of goods very much smaller.
I1 one case at least, that of a feed manufacturer, where
this poliey has been adopted deliberately, the dealers are
nrged to buy carloads, but mixed earloads of the various
woods sold. In other cases pool cars are urged. In still
other cases the effort is made to sell a large order of
many items by taking orders only in assortments.

Not the least interesting featurc of these cases is the
fact that they represent a lengthening of the line rather
than a shortening of it, thus being out of accord with the
trend toward simplification.
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This method seeks to avoid the costs of small orders
by an adjustment which makes it possible to secure
larger orders than would otherwise be obtained. It is,
however, quite different from the mere refusal to take
orders. It is an attempt to eliminate the small order, so
far as the particular seller is concerned, by organizing
to obtain larger orders.

4. Changing the use of the sales force in solicitation—
b cases.

In using salesmen to meet the small order problem a
variety of things have been done. Before deing these
things therc has usually been a preliminary study to de-
termine what was wise to do. One wellknown manu-
facturing company which sells a great variety of prod-
ucts has worked out a quantity which is the minimum
order that can be sold at a profit. The ecommittece work-
ing this out recommends that while the sales force
should not be instructed to refuse orders for quantities
below the minimum it should be informed as to the mini-
mum quantity of the various items which will yield a
profit, in the belief that salesmen will gradually cease
to canvass prospects and customers who are not poten-
tially buyers of the minimum quantity specified and that
salesmen will strive to get orders of a desirable quantity.

In other Instances the sales force has been definitely
instructed to eliminate some customers. In still other
cases the salesmen have been directed to inerease the
number of calls on the better enstomers and prospects.
The number of reports of this method is smaller than
might be expected in view of the generally prevalent
talk of ‘“ skimming the market.”
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Tf carried ont in an organized way, this method is
avoiding small order costs through a selective selling
plan.

5. Educating the trade to the desirability of larger
orders—3 cases.

Two manufacturers reported that their only effort
had been to try to show their customers the advantages
of larger orders from the enstomer’s own point of view.
I one case this tock the form of preaching to the eus-
tomer the desirability of getting as many items as pos-
sible in each order, even if the quantity of each item was
small.

This is an elimination of the costs of small orders an
far as the seller in question is concerned. It is probable
that in such cases there is a social as well as a private
gain through the handling of business in more eco-
nomical units.

6. Penalizing the salesman for small orders—1 case.

In this case the company concerned has a definite
charge which is debited against the salesman of each
order. Although the facts were not given, it is assumed
that the salesmen are paid on a commission basis by
this eompany and that, therefore, unless an order is of
sufficient size all of the commission might be absorbed
by this charge. If the order were large, on the other
hand, the debit would be an insignificant part of the
commission. This is clearly a case of passing on the in-
cidence of cost—but passing it on to the salesmen, rather
than to the enstomer.

7. Deferred dating plans—2 cases.
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Two companies reported the installation of deferred
datings as a method of getting their customers to place
larger orders st a given time rather than to require sales-
men to call repeatedly. 1t is not certain that those items
in the added costs of small orders which are due to small
shipments are eliminated by this method.

8. Refusing to handle small orders—2 cases.

Two companies reported that they had fixed a mini-
mum below which they would take no orders under any
conditions. These cases are a variety of the avoidence
method. They differ from No. 4 above chiefly in the
fact that in preceding cases the salesmen were the ageney
definitely involved.

9. Charging a larger oross profit—2 cases.

Indieating that the increase was against no particular
item of cost of smaller orders, or orders of any partic-
ular stze, two companies stated that they had increased
the mark-up as a device for covering in a general way
the inereased costs which they found accruing.

These cases illustrate another wav of attempting to
pass on the incidence of cost, This method attempts to
pass on the costs to all customers rather than merely to
those who purchase in small lots, as is the case in Nos. 1
and 2 above.

10. Making use of branches and warchouses—3 cases.

Three concerns reported a material increase in the
number of shipments from branches and warchouses.
This type of action is perhaps better considered as a
poliey of adaptation to the inercase in small orders
rather than as a way of remedying the situation. Some
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manufacturers, however, are finding in this practice a
way of offsetting some of the costs which arise from
shipping small orders.

As has been suggested earlier, it is possible that this
plan may be a way of eliminating part of the costs that
would arise if all orders were shipped direetly to the
customers from the home plant.

11. Changing trade channels—3 cases.

In three instances there were reports of an increased
use of the jobber or wholesaler. The manufacturers so
reporting stated that they found a relief from the burden
of small orders by concentrating their trade with job-
bers, distributors, or wholesalers who purchased only
in large lots. In at least one of the cages cited, a change
from distribution through retailers to distribution
through wholesalers was made before discussion of the
small order problem became general. The company con-
cerned, however, seems to regard the change as being a
fortunate shift so far as this problem is concerned.
These three cases of changed trade channels do not in-
elude the instances of incereased use of branches or ware-
liouses. Nor do they inelude two or three rather vague
comments that the inercase of small orders from jobbers
has a tendency to make the reporting company look
more favorably toward direct relationship with the re-
tailers. This method of avoidance and pessible elimi-
nation of certain costs of small orders has been discussed
carlier in the chapter.

12. Adopting new policies which aid small order buy-
ng—35 cases.
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There were at least five reports showing that the
manufacturer in question was definitely striving to fit
into the small order practices of his customers. In two
cases the action taken was to make a change in dis-
counts su that smaller orders than formerly received the
maximum discount. In another case a manufacturer
atrivea to secure a commitment for a considerable quan-
tity of goods but allows the customer to take out these
materials in small quantities. At the time the original
order is taken coupons are issued which are promises to
deliver the goods. The manufacturer carries the inven-
tory and sends the goods cut at such times as will give
the best service to the user. A shoe manufacturer reports
that he has met the situation by a stock department
‘“ which is by far the largest and most adequate in this
grade of merchandise that is carried by any manufac-
turer in the world. Nearly 50 per cent of our business
is done out of stock.” This manufacturer makes an
additional echarge for small orders of one to three pairs.

13. The *‘ control ” of dealersy’ inventories—3 cases.

Probably the most constructive effort to fit into small
order buying is found among those manufacturers who
have definitely attempted to take over the inventories
of their customers.” These plans of controlling dealers’
inventories are not only the most constructive from the
standpoint of the seller, but are the most suggestive of
possible trends in merchandising. They are clear cases

% Omne of the most completely developed plans is that of the
Gotham Silk Hosiery Company. It is explained at some length by

R. E. Tilles in the Metropolitan Life Insurance Company, Erecu-
tive Service Bulletin, April, 1929,
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of a tendency to integrate control of the produnetion proe-
rss even though the financial responsibilty has not licen
cuncentrated. They are definite examples of the move-
ment evidenced prominently by chain stores to reduce
the importance of the judgment of the retailer and to
make him more nearly a mechanical unit in the planning
of the manufacturer. This is by no means necessarily a
eriticism of the system. From the viewpoint of economy,
it may well be that it is far better to concentrate plan-
ning in relatively few centers. On the other hand, it is
arguable that the distribution of planning 1s more im-
portant than the most rigid efficiency. Whatever the
“ rights of the matter,” it is one of the many examples
in modern merchandising of the gain of engincering
ideals at the expense of private enterprise. (For a more
general discussion of this point see Chapter X XIIT.)
If society were ever to attempt to apply engineering
methods and standards to our national system of pro-
duction and distribution, however, it would find many
suggestions in the experience of such companies with
inventory control.

Canners generally have nol succeeded tn passing on
the added cost of small orders. At least this is the
conclusion that must be drawn from their own report
on the matter. Of 30 vegetable canners reporting, 25
replied that they had not found a way of passing on
the added costs of small orders, and only five reported
that they undertook to pass on such costs. Of eight
fruit canners six reported that they were unable to
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pass on the added costs.” The methods used by those
canners who attempt to pass on costs are chiefly three:
(1) Higher prices are demanded for small lots; (2) dis-
counts are given for large orders (which if applied to
all orders of above a certain size would be only the ob-
verse of No. 1); and (3) service charges are made.
An actual service charge was reported in only two in-
stances, 28 companies stating flatly that no such charge
was attempted.”

The attempt to get a higher price for small orders is
much more commeon among canners than the belief that
they succeed in doing so. Fifteen out of 30 vegetable
canners replying to a question on this point indieated
that they have undertaken to secure a higher price for
small lots, but many of them followed this statement
with such comments as: * Competition prevents us
from doing,” or, *“ We do not succeed even though we
or, “Tt is pretty difficult to get a higher rate on
small lots.”

The added cost for freight for small lots is one item
which is alwavs passed onward by food canners. It is

try, ’

2 There were ten vegetable cunners and two fruit canners whao,
though answering other questions fully, did not reply on this
point. It is probably reasonable to conclude that they have not
found a way of meeting the problem.

¥ That a service charge for small orders is, at least in some
sections, more common than these returns indicate, is suggested
by the following:

“The Wisconsin Canners' Association, which met in Milwaukee
in November, went definitely on record favoring a ‘service
charge’ on shipments of peas in less than carload lots and issued
a ‘warning’ to wholesalers about economy in methods to meet
chain store competition.

* The Association passed a resolution to lay before the National
Canners Association the proposition of charging 5¢ per dozen as
a ‘service charge’ for less than carload lots of peas.”

Canning Age, January, 1928,
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the practice of the trade for the consignee to pay
freight; * the added cost of less than carload ship-
wments therefore reaches the canner’s customer in every
small order instance. The comparative costs for ship-
ping canned goods in carload and in less than carload lots
as reflected hy the actual rates reported by the concerns
covered by the study is shown in the table on page 388.
In considering the effect upon dealers and thus, possibly,
upon consumers of this added cost, however, one should
also note the charts on pages 114 through 157, which
show the approximate proportion of the volume which
moves in less than carload lots.

The packing industry hos been advised to * take meas-
ures ” concerning small orders. The Institute of Ameri-
can Meat Packers, following a study of simall orders and
their costs in the packing business, includes the follow-
ing among its recommendations to packing house sales
executives: ™

1. Salesmen should not be urged or permitted to so-
lieit trade of such character as is known to promise an
unsatisfactorv total volume of business, or unduly small
individual orders.

2. Emphasis should be removed from the mere ad-
dition of new accounts to the salesman’s list and placed
instead on the development of profifable accounts.

3. When solicitation of a new customer is contem-
plated, a rough computation should be made of the pro-
spective sales volume aud margin expected to be secured,

* Every canner reporting on * who pays the freight? " answered
* the consignee,” regardless of the size of shipmnent involved.

*¥ Greer, Howard C., Institute of Americun Meat Packers, The
Cost of Handling Small Orders and Accounts, pp. 20-22.
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and the anticipated expense of serving the account. (A
formula for such caleulations was outlined.} If the re-
lation of the expected margin and handling cost is un-
satisfactory, the account should not be selicited.

4, When a prospective customer has been solicited
actively for a reasonable period of time and the account
shows no signs of developing into one which will provide
2 reasonable volume, solicitation should be discontinued
and the salesman’s efforts directed into some other
channel.

5. A differential seale of prices should be adopted
by each company individually, the basis being the rela-
tive size and handling cost found to apply to the account
in question in that particular company or branch.

6. Serious attention should be given to developing
means of handling such small orders and accounts as are
unavoidable by some means which will hold the costs of
this business at a minimum.

Wholesale grocers report methods of dealing wilh
small orders which are simitlar fo those employed by
manufacturers. Forty-five replies from members of the
National Wholesale Groeers’ Association to a question
as to how to meet small order problems, were distrib-
uted as follows: ™ Number

Educate the purchaser ................. eereaee.. 13
Co-operate with customers on merchandising policy 3
Edueate salesmen ........co.oiiiiiiiiiiiiiinain.. 9
Give bonus to salesmen for orders above a certain size 1
Compensate salesmen with a2 commission on gross
Profits ..o e

™ For the opportunity to tabulate these replies from the original
data. I am indebted to M. L. Toulme, of the National Wholesale
Grocers’ Association, and Arthur Lazarus, of the Metropolitan Life
Insurance Research Bureau.
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Number

Have sulesmen call less frequently ................ 6

Give quantity discounts. .......ooeiier i 1
Deal with no customer whose total account is below
a certain MINIMUIM ... euneneetvaeeneiaaaneaann
Deal with fewer houses (this evidently was meant as

a form of selective selling) ...................... 3

Accept no orders below a certain minimum ........ 6

Total ... e 45

Not all of these reports were of practices actually cu-
gaged in. It is evident that in many cases they repre-
sent plans which the reporting wholesalers were con-
sidering. Other suggestions which wholesale grocers
made as ways of escaping inereasing costs of small or-
ders included the following:

* Cease financing inefficient dealers”

“ Cut out this continued harping on stock turnover.”
The elimination of general stores.
Fewer wholesale grocers.

It is obvions that all of these suggestions and methods
fall into one or another of the classes of methods de-
scribed earlier in this chaptern. Where wholesalers do
not absorb the costs, they strive to find ways to avoid
them, to climinate them, or to pass them on.”

" That other wholesalers are making an effort to pass on small
order costs is exemplified by the activities of the National Hard-
ware Association. A committee appointed by the Hardware Coun-
eil to investigate the problem of small orders included the {ollowing
among other recommendations:

“That all wholesalers have their salesmen explain to retailers
the added costs connected with small orders and the wisdom of
placing such orders only as necessary.

“That the manufacturers make an additional charge of 5% to
10% for direct shipment of goods which the wholesaler should
carry in stock.

“That when, in the opinion of the manufucturer, any whole-
saler’s direct shipment orders, or other small orders, become
excessive in number, such wholesaler be informed that unless the
practice 1= curtailed all invoices thereafter will be at sufficiently
higher prices to compensate the manufacturer for the additional
expense incwrred in handling such business.”
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Evidences of an effort Lo pass on small order costs are
found in many other types of business. They are by no
means limited to manufacturing and wholesaling. An
increased rate for “an order” to haul a less-than-
carload shipment as compared with carload shipment
has long been charged by the railroads. The widespread
banking practice of making a service charge where
accounts are small is an example of the same phenomena.
Nor have the stock market and its *commission mer-
chants”’ failed to feel the need of adjustment. The
following excerpt from a broker’s letter to clients in
February, 1929, is typical of an action which became
widespread among brokers in the earlier part of that
year.

From and after March 1, our minimum commission charge
on security transactions for individual accounts, with exception
of transactions in rights and partial exccutions of round lot
orders, will be $5.00 per item. Our experience has indicated
that any smaller minimum results in handling orders at a loss,
a condition which is economically unsound and means that in
the long run the small lot buyer cannot get the service which
he expects. Recrent conditions seem to have directed general
attention to the fact that minimum commission charges hith-
erto prevailing are insufficient, which has resulted in a wide-
spread movement to increase them to a proper figure,

A prominent Eastern broker states that the amount
of his business which would have been affected by such a
ruling has grown rapidly during the past few years and
that when such a charge was imposed early in 1929,
35 per cent of the total number of trades were affected
by it. He believes that 20 per cent is a more commeon
figure for brokerage houses, however.
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The Wall Street Journal,” in commenting on the
spread of a minimum commission charge, says:

Behind the plan of the minimum commission charge is the
overstrain and burden put on elerical forces of brokerage
offices by the unusually heavy trading in odd lots.

0Odd lots do not go through the clearing house and for that
reason there is greater amount of work and more cost in trans-

ferring and handling a ten share order than one for a hundred
shares.

Conclusions. In the period of rising costs resulting
from small orders, through which we have been pass-
ing, the vendors were first to feel the edge of the new
gituation, As awareness of the situation grew, efforts
to deal with costs took on the forms that have been indi-
cated in this chapter. Vigorous efforts are being made
to avoid small order costs, partially or wholly to elimi-
nate them, and to pass them on. Tt is chiefly in the firat
and sccond types of effort that swecping changes in
marketing methods, which are having far-reaching
effects on general structure, are being adopted.

In the changes that result there is added strength for
the chain store and probably an added weakness for the
small dealer. The wholesaler may stand to profit, par-
ticularly if strategically loeated at an important car
breaking point. There is reason to believe that the pub-
lic warehouse will gain, and it is practically certain
that the specialist in carloading and forwarding is ris-
ing to a new prominence.

To the extent that methods of “ passing on ” costs are
employed-—and it is considerable—the incidence of the

» February 9, 1529.



420 HAND-TO-MOUTII BUYING

added costs of small orders tends to reach the consumer.
There is no doubt that the consumer 1s at present affected
by such costs. Twao facts must be remembered, however.
First, there are great compensations in other elements of
the system of which small orders are a part, particularly
in the matter of the lower stock burden. It is more than
probable that these compensations more than make up
for the costs added by smaller units of trade. Secend,
the added costs—to a Jarge extent in some industries—
are the result of the peculiarities of freight rate strue-
ture. If the differences between carload and less than
carload rates should disappear, the apparent added costs
of small orders would be greatly affected. This, of
course, is far from saying that the cost to society woulil
go. If the present difference in carload and less than
carload rates represents an actual difference in costs of
earriage, it would only mean that the incidence of the
cost would fall on the carriers. Tf the difference is too
great, the cmrriers are at present profiting from small
order shipments; if too small, they are sharing the cost.

The problem for society is the determination of the
size of unit which for cach type of goods is the most
economieal to handle under the varied eireumstances
of trade and the devising of a method of determining the
reward necessary for having goods handled in units of
those sizes. There is reason to believe that competition
is not a wholly satisfactory method of determining this
most economical size of unit, or of ascertaining a rea-
sonable compensation ; there is reason to believe that no
uther method yet suggested would be wholly satisfactory.



PART IV

THE PERMANENCY OF THE NEW
CONDITIONS






CHAPTER XXII

ARE THE NEW CONDITIONS NEW?

Every attempt to leok ahead is necessarily an under-
taking to project a line into the future by considering
the past and the present. To this rule a forecast con-
cerning hand-to-mouth buying iz no exception. If the
phenomena called hand-to-mouth buying are so new
that the past contributes nothing by which the future
may be foretold, we must depend upon the present
alone. But to determine whether the past can make a
contribution, its record must be examined. In this
chapter, therefore, we shall consider the past, asking
first whether the conditions so commonly believed to
have originated in the price collapse of 1920 are really
new. If we find that hand-to-mouth buying is not new,
we must note how frequently it has oceurred, the con-
ditions of its occurrence, and the causes to which it
bas been aseribed. In the next and final chapter we
shall consider the present direction and intensity of
the forees which our study up to that point has led us
fo believe are important in causing hand-to-mouth
buying. On the basis, then, of the past and the present
we may make some estimate of the future.

What then of the past? The limitations of trade
statistics make it impracticable to carry quantitative
methods very far into history; but by utilizing the

423
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records of trade reporters, it is possible to study the
attitudes and buying practices of merchants for many
vears. The reported attitudes and activities in several
trades over long periods have been examined. \What
light do they throw on the question: Are the new con-
ditions new ?

I. A NINETY-YEAR RECORD OF DRY GOODS
BUYING PRACTICE

The trade reports in the dry goods industry were
examined for the period 1839-1927." This study shows
clearly that hand-to-mouth buying is not new and that
there 1s much in the past which points toward possible
practices in the future.”

More than 75 years ago the symtoms of hand-to-
mouth buying were accurafely described and were at-
tributed to developments which are believed to be im-
portant today. In the year 1850 the reporter for Hunt's
Merchants Magazine penned the following statement:’

Of late, the use of the telegruph, and the increase of rallway
communication, has served ta prolong transactions through
the year,

The dealer can order goods, and receive them by express in
almost any period of the year, The business, therefore, is now

*For the period 1839-1865 Hunt's Merchants Magazine was
used as a source. For the period 1866-1927 the source was The
Commercial and Financial Chronicle.

*The writer first pointed out the antiquity of hand-to-mouth
buying in an address before the National Canners Association in
January, 1928, Much of the data used here was presented at that
time. See Canning Age, Convention Digest, 1928, p. 215.

*This comment is indeed diffienlt to distinguish from many
that were written between 1921 and 1928, The year 1850 was
regarded as a prosperous one; was it “ profitless prosperity ”?
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more distributed throughout the vear, and there is no time
when, as formerly, the dealer might say that his business is
entirely quiet.

Reports of what is less clearly hand-to-month buying
hbut in which hesitation as to forward commitments
and eautious purchasing is cited appeared many years
before. The earliest noted was the comment of the
market observer in the dry goods trade, expressing him
sclf as follows in 1839:

But at present we feel ourselves called upon to say that
prudent merchants will husband their resources, be chary of

their means, and extremely cautious in their commitments for
some time to come.'

In 1843, there appeared the following:

The dealer, aware that the only means in his power to meet
the obligations [for his purchases] is hy making cash sales to a
eorresponding amount, hecomes careful not to buy more than
he thinks he can sell.

[ The difticulties with the banking system had been mentioned
just. before a8 a cause of hesitant buyving. The early part of
the year had been one of depression: there was revival in the
latter half. Author.]

In the period from the elose of the Civd War through
1870 there were experienced the same frade plhenom-
ena which were experienced befween 1918 and 1028.
They were given very modern explanations. In 1865,
immediately at the close of the war, prices were firm,
and there was a scramble for goods not unlike that of
1919. On July 8, 1885, for example, the following
report appeared :

Comimssion houses have but to receive, charge, and distrib-

ute their goods as they reach the market, fixing their own
prices, the jobbers being only tco glad to get them.

* Excepting for the opening months, 1839 was a year of recession.
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Almost immediately there was an evidence that high
prices may retard trade; that hand-to-mouth buying
can be brought about by inflated values. In reading
the reports, one is reminded of the buyers' strike of
1920. On July 29, 1865, one reads:

The high prices of the past few weeks have been adhered to
with such tenacity that trade has fallen off,

Buying was fitfully good, then again feeble during
the autumn. In November, 1865, a comment was made
which might as easily have been written in 1921:

Buyers keep in mind the panic of last spring and conse-
quently purchase only for their immediate wants.

On March 17, following, the small order evil is
stressed by the reporter who declared:

But few goods are bought, and those only at the moment
needed, and forwarded by express. It is said that the express
companies were never before doing such a business as at
present in parcels of goods of all deseriptions.

With the coming of 1867 the definite trend toward
hesitant buying became even miore marked. Nearly
every week’s report was in 2 vein similar to the fol-
lowing:

Jobbers as well as retailers decline to buy more than is
necessary for immediate wants.

Buyers take only such goods as their immediate wants
require,

The demand at this time is confined to the small lots neces-
gary for immediate needs.

There was slightly better business done during 1868,
but reports of cautious buying were sonstant. Buyers
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were said to hold aloof and restriet their purchases to
small orders. Trade, as reported on November 1, con-
tinued to be restricted to small orders to replenish
broken stocks.

In 1868 the actual phrase * hand-to-mouth” was
used in the dry goods trade. Repeatedly during that
and the next two years are found the type of comments
which have been so common in the current period.
Says a comment on August 1, of 186%:

Dealers feel indisposed to place any orders for goods which
are not needed for immediate requirements; and it is generally
presumed that this hand-te-mouth policy will rule among the
trade until the new cotton ecrop comes on the market and
gives some greater degree of stability to quotations,

In 1869 it was again discovered that improved trans-
portation was making possible lower inventories and
more frequent purchases. On September 4, of that year,
the following statement was made:

The greatly improved facilities of transportation enable
them [the dealers of the country} to place goods in their own
stores much more rapidly than heretofore. And also . . ..
the whole tendency of the past few years’ experience has been
such as to make buyers very anxious and inclined to postpone
purchases until the goods are ahsolutely needed.

In 1860 the phrase “ hand-to-mouth” was again
used. But, more important, it was pointed out that the
sellers of the central markets might look to a new order
of things in which business would have less pronounced
peaks of buying but more steady flow through the
year—a new stabilization. Said the reporter on Oe-
tober 30, of that year:
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Asg it is, we can only look for a current demand from coun-
try buyers to keep to their stocks; and while our city buyers
miss the great rush of activity which formerly came in August
and early September, they will find now a more steady demand
prevailing during the balance of the season, because the un-
certainties of business and the fluetuations of prices have led
{o a general hand-to-mouth business throughout the country,
and this necessarily reguires that purchases in this market
shall be kept wp with more or less regudarity throughout the
year.

The annals of the year were closed with the comment
that the principal business was being done by mail
orders for goods required to keep up assortments and
that trade was almost entirely limited to small pur-
chases.

In 1870 a comment is made which is particularly
like those which have been made sinee 1920 and from
which one might infer that the reporter believed that
“modern improvements >’ had made hand-to-mouth buy-
tng an established practice. e writes on Tuly 18, of
that year:

The rapid means of convevance to all parts of the country
and the very low freight rates enable the interior merchants
to take advantage of any reduction in prices and prevents the
necessity of carrying large stocks at any time; the low rates
of telegraphing also enable them to fill in orders for goods not
on hand rapidly and without great expense, a way of doing
business which 1s now largely increasing.

The pertod just deseribed was one in which manu-
facturers, their sales agents, and jobbers might well
have been disturbed. Excepting for a short time of
excitement at the opening, prices were declining. More-
over, the transportation facilities of the country were
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expanding at a great pace (railroad mileage more than
doubled during the eight vears following the Civil
War), opening new markets, upsetting old trade ad-
justments, cutting costs of delivery in ways with which
people had no experience, and all under a system of
latssez faire and competitive rate-cutting far less stable
than the system which we have today. Certainly the
troubles of sellers arc not new, but the merchants of
those days had certain difficulties which have been in,
considerable measure surmounted. Before the National
Banking Aet in 1863 the instability of the banking
structure 2s a cause of hesitant buying brought com-
ment from the market reporters. Following the Civil
War there was, among other troubles, paper currency,
the uncertain value of which was a strong foree tending
toward small orders and commitments not far in ad-
vance. Stable money and a firm banking structure are
now so taken for granted that we scarcely realize the
contribution which these have made towards business
stability.

The practices which we eall hand-lo-mouth buying
were the rule rather than the exception in the dry goods
trade from 1865 to 1897. The period 1865-1870 has
heen deseribed in sufficient detail to need no further
discussion, and it is perkaps unnecessary to give for
each year the comment upon which this general con-
clusion is based. There were, however, between 1865
and 1897 only a few periods when good forward buying
was reported. That hand-to-mouth buying was tem-
porarily abandoned and that merchants were commit-
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ting themselves freely in the dry goods trade is well
evidenced only at the following times:

The fall of 1871 and the year 1872,

At least the first half of 1880,

The latter part of 1886,

The month of August, 1897

In 1871 and 1872 the country moved from a state
of sericus business depression to oue of prosperity and
widespread activity with an advance in commodity
prices. Again in 1880 the country had grown from
several years of industrial stagnation into a period of
prosperity with firm and advancing prices in the cotton
industry. In 1886 there was likewise a year of revival
from the depression of 1883, 1884, and 1585. In the
middle of 1897 a revival in business was under way.
More important than the general business revival,
perhaps, were the advaneing priees in that year, specifi-
cally in the cotton textiles market. This was the
beginning of a change in the general trend of cotton
goods prices which was downward from 1865 until that
year.

Forward buying hus been more common in the dry
goods trade since 1897 than before. It is reported in
significant amount in February and March of 1899, a
period of prosperity with firm or advaneing prices in
dry goods. There was a noticeable spurt of buying
activity in the fall of 1901, apparently influenced by
advancing priees in dry goods. In 1907 heavy advance
purchases were reported until September: during all
of this period prices were firm or advancing; and the
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country generally was prosperous. With the money
panic of the autumn, however, buying attitudes changed
abruptly. In 1912 and the first part of 1913, during
a period of prosperity, and accompanied also by firm
and advancing prices in dry goods, there was activity
in forward buying. Frequently reports were made that
buyers were covering future needs and that sales were
expanding. Manufacturers in 1912 appear to have been
caught somewhat short of the demands of their cus-
tomers. In 1913 manufacturers were unable to satisfy
their buyers but curtailed their activities, fearful of
impending tariff legislation. It was apparently a year
of hand-to-mouth manufacturing of dry goods. In 1915,
again with advancing priees and general prosperity,
buyers began to make purchases freely. They bought
freely also in 1916, in the latter part of 1917, and the
early half of 1918, This was perhaps the longest stretch
of continued vigorous forward buying in this industry
in the whole period examined., With the close of the
war, great conservatism in commitments became the
rule; but beginning in the middle of 1919 and lasting
until the spring of 1920, buyers struggled wildly to get
goods. From the spring of 1920 hand-to-mouth at-
titudes prevailed until the fall of 1922, when there
came a recurrent note of better forward buying, This
activity lasted into the early part of 1923, then beeame
more quiet, reviving slightly in the fall. While 1924,
1925, and 1926 were again years of hand-to-month
buying, comments were rather frequent in the spring
of 1927 that “demand has been increasing,” that
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“mills are well sold ahead,” ard that “ commitments
providing for future requirements are very satisfae-
tory.” In the fall of 1927, however, hand-to-mouth
buying was again gencrally reported.

Certain facts stand out from a study of trade com-
ment ix: the dry goods mdustry:

1. The phenomena which we call hand-to-mouth buy-
ing have been the rule rather than the exception 1n the
dry goods trade since 1865. They have existed to con-
siderable degree in every period of general depression
and decline of prices in the tndustry but have by ne
means zlways disappeared in periods of comparative
prosperity. The period 1865-1899 was one of more
continuously conservative buying practice than the
period since 1899, The former was a period of down-
ward priee trend, the latter of rising prices, until 1921,

2. The caunses to which hand-to-mouth buying in the
dry goods trade has been attributed include unsound
money, weak banking structure, prospective tariff
changes, improved railroad service, low freight rates,
improved express service, improved communication,
extremely high prices, falling prices, and the threat of
falling prices.

3. The more speculative buying of the twentieth cen-
tury rose rapidly to a climax in the years 1915-1919.
Futures buying has occeasionally becn reported to be
“good” ainee 1920. It was ¢o reported in the fall of
1922, and in the spring of 1927.



ARE THE NEW CONDITIONS NEW? 433
II. THE RECORD OF SHOE BUYING

Market attitudes and practices in the shoe trade were
studied from the middle of the seventies throngh 1927,

The conditions which we call hand-to-mouth buying
were worrying manufacfurers and jobbers in the shoe
trade more than half a century ugo.! On August 6, 1874,
it was reported from Philadelphia:

Shoe dealers have given their orders only for such goods
a3 are most saleable, or for just enough to supply the wants
of their customers; but in the meantime, should cireumstances

alter the present state of the market, they will duplicate in
larger amountas.

On August 20, a similar comment was made:

Country Luyers are not huying heavily just now but are
confining themselves to small lots.
Agaiu, on August 27:

Buyers are few . ... and, as reported, are not overly
anxious to place their orders over what they actually wani,
Present season has been noted for small size orders.

In 1874 we find “ shoe stvles” advanced as a cause
»f such hesitant buying. For example, in the report
on August 6, of that vear, from Boston:

There are so muny different kinds that the buyer has to
purchase sparingly of each, until he finds out by sending off
his runners which style of them will take.

As the fall advanced we find present other phenom-
ena familiar in the present hand-to-mouth era. Again
from Boston came the report in September:

Our buvers are doing well; their customers are buying little
and often.

*The data cited are comments sccured from The floot and
Shoe Recorder.

29
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Iu Oetober from New York was the report:
Good business in sorting up orders.

In 1875 Land-to-mouth conditions coutinued. In
January it was reported of the New York market:
The fact must be in mind that no more goods will he homoht

ihan required, und retail dealers are not going to purchasc
stocks ahead of their actual requirements.

Thiladelphia reported in February:
Dealers are not buying heavily but cautiously.
New York reported in the same month:

They have bought sparingly of such goods as they are cer-
tain to require, Imt there is a notable abgence of speculative
purchases.

Frequently through these comments, in 1875, one
finds the statement that mail orders are common and
believed to be inereasing. And in the spring of 1875
we were told that the fechinique of manufacturing shoes
had so improved and that business had become so spread
through the year that buyers might feel justified in
proceeding with caution. Tt was reported in Boston,
for example, that:

Few are inchined to risk the currving of much stocks, par-

tieularly when, by the use of the improved machinery that is
possessed, a year's requirements ean he supplied m <ix months.

And in New York:

Stocks in warehouses are not heavy, for this time of vear,
but then the demand has hecome o seattered or rather
distributed through so wmuch longer a time that it s not
necessarv to lay in such heavy stocks as were formerly re-
quired at one time, as any specialiy ean he renewed in a few
davs’ notice.
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So the comment ran replete with all, or nearly all,
of the phrases with which we have become familiar in
the past few years: " I’urchascs are confined to actual
requirements.”’
cantionsly.” “ Sales are largely composed of assorted
lots . . . . often being obliged to break cases. . . . . "

And the ery of overproduction was raised. Tn May
of 1875, one finds the comment from Boston:

The manufacturing of boots and shoes 15 so much overdone
that it would seem now time to put a stop to overproduction.

“ Buyers are making their purchases
?

Moreover, the efficient conditions which transporta-
tion had reached left little to be desired, for as a New
York comment said:

The dealers in the interior seemed determined to purchase
no more goods than they absolutely need and depend upon

the quick facilities of transportation to keep their stocks up to
the mark by frequent small orders.

Again in the spring of 1876 we read:

The facilities of transportation make this manner of doing
husiness much more feasible than formerly,
causing dealers, as a report of the same month said, to
huy just enough goods to sce them through from week
fo week. Indeed in the summer of 1878, we find the
statement @

Buyers do not eall on warehouses as formerly, but generally
rrder by mail as goods are wanted,

The phrase * hand-lo-monll ™ is at least 50 years old
in the shoe trade. Conditions appeared somewhat more
satisfactory to manufactnrers in 1877, hut it was i
Angust of that vear that from Doston came the report -
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The drummers are sending in small orders. Some manu-
facturers seem to think that the western buyers will purchase
what they need through the fall in a hand-to-mouth way.

Buying in the shoe marketls from 187} through 1598
was much more commonly hand-to-mouth buying than
forward buying. The periods when any considerable
forward buying was being done are comparatively few.
It was reported in the shoe markets in appreciable
degree only ic the following periods:

The autumn of 1876,
The latter part of 1879 and the first quarter of 1880,
August and September, 1882,

August and September, 1888,
The summer and autumn of 1890

In all other periods there is complaint of “ hesita-
tion,” “no futures,” “Iimmediafe need only,” * hand-
to-mouth buying.” During the periods of forward buy-
ing we have comment much like that which existed in
the period between 1916 and 1921. Tn August, 1870,
for example, one finds the report from New York:

QOrders are coming in earlier than last year and for large
lIots; buyers seem to be making their purchases now in
anticipation of an increasing price later in the season.

And again from New York in September:

Sales up to the present show a marked increase over those
of a corresponding period of last year.

And from Boston:

From all sections of the land the report comes that we have
entered fully into a season of permanent prosperity.

And again from Boston in November, 1879:

The spring trade has opened with vigor and in all various
branches some very large orders have been given.
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In 1880 there appeared similar comments. From
New York, in January, came the statement:
Dealers are making their contracts much earlier and for

more extensive lines than they have heretofore been in the
habit of doing.

A little later Philadelphia reported:

Orders from the salesmen are for much larger lines than
was expected.

And in February it was reported from Boston:

Not for many years, if ever, have there been so many orders

in the hands of manufaeturers that are as yvet un-made as at
present.

Forward buying as opposed o hand-to-mouth buying
became the common rule in the shoe industry beginning
about 1899. There were slight intimations of better
buying in 1898, but on the whole the outbreak of the
Spanish-American war seems to have had little effect.
For the most part the reports of that year indicated
numerous orders for small lots and for immediate
delivery. But in 1899 a different tune began with
spring sales. “ The season has been prolonged,” we
were told in April. And a little later:

Orders have eome in earlier than usual for fall goods.

By the middle of the summer of 1809 we find the
comment:

Some manufacturers are literally buried in orders.

The year 1900 showed a very much more conservative
feeling in the trade, but in 1901 everyone was again
flooded with orders for future shipments. From this
time on there are comparatively few years when good
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buying ahead is not reported at least in eertain months,
An exeeption is 1906, as is also 1914, but In every other
year from 1900 until 1921 forward buying occurred.

The period from 1900 wntil early in 1920 was a
peried of almest continuously advancing prices for
shoes. There were slight declines 1 certain years, but
during the period as 2 whole there was a strong swing
upward. From 1900 to 1916 the rise was slow, but in
1920 it reached a point higher than any at which shoes
had sold for 60 years. From 1912 the advance in prices
was rapid and from 1916 until the break incomparable
to anything sinee the Civil War.

The conclusions which may he drawn from the past
of the shoe irade are for the most part similar to those
reached from the survey of dry goods; yet there are
some differences. The conclusions may be stated

1. It 1s clear that hand-toanouth buymg of shoes, as
of dry goods, is not new. It has been a recurrent
phenomenon, being the rule rather than the exception
prior to 1809 and becoming the exception thereafter.

2. While hand-to-mouth buying in shoes has been
attributed to many of the causes noted earlier—pro-
spective and real price declines, quickened facilities ot
transportation, better communieation—certain other
causes are given as important. These include fashions
and an improved technigue of manufacture, making it
possible to make the product in ** shovter order ™ than
ever before and promising a new stabilization in pro-
duction. The practice of mail ordering seems also to
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have been a more important influence in this industry
than in the dry goods trade.

3. Study of the two trades demonstrates that hand-to-
mouth buying must be regarded as a phenomenon of a
particular industry as well as of general business, Iu
30 odd years of eautions buying preceding the turn of
the century, good forward buying was frequently ex-
hibited 11 one trade when there was no report of it in
the other. There was noted good forward buying as
follows:

Ix SHoEs Ix Dry Goons

Autumn of 1876

Latter part of 1879

First quarter of 1880 First half of 1880
Angust and September, 1882

Latter part of 1886
August and September, 1885
Summer and autumn, 1830

August, 1897

Spring, 1899
Summer, 1899

4. Certain changes in the organization of the shoe
trade are remarked during the vears considered. It was
the jobber to whom the manufacturer formerly turned
more largely for his orders and whose hand-to-mouth
tactics disturbed him, Tt was the jobber in turn who was
worried by the procrastinating purchases of the country
merchants. The jobber is less important now than in
an earlier era. A larger percentage of shocs are sold by
the manufacturer directly to the retailer. To what ex-
tent this change is due to change in the size of manu-
facuring plants; to what extent it resnlts from the efforts
of manufacturers to push their own brands through
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advertising, and their strivings toward better control of
their market; to what extent it i3 due to the inereased
importance of mail order houses and department stores
as shoe vendors, shoe manufacturers are reagsonably
able to judge. The net effect, however, is to make hand-
to-mouth buying an easier problem for the manufae-
turer. It may be true that he can no longer find jobbers
who may be beguiled into carrying stocks, but there
never were jobbers who would do that satisfactorily
when they anticipated price declines. Where jobbers did
find themselves loaded with overpriced merchandise
the manufacturer could hardly hope to profit by the de-
moralized market that resulted. In making the nice ad-
justment to purchases, that are called for under con-
ditions of lhand-tomouth buying, the manufacturer
gains by being as close to dealers as possible, In selling
direct he is at once better able to sense demand and to
influence it.
III. CHANGES IN BUYING PRACTICES IN CERTAIN
OTHER TRADES

The discussion of the order basis for steel, canned
foods, oak flooring, and other products, and the charts
congidered therewith, have already made it clear that
hand-to-mounth buying in those industries is by no means
gsolely a post-war phenomenon. It is unnecessary, there-
fore, in this chapter to review for a long period of years
the trade comments for these products. A few observa-
tions are sufficient to serve as a check on the quantitative
data considered earlier,

Market reports on iron and steel, lumber, and canned
foods support the quantitative dufa already presented.
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A study of the reports on iron and steel through two
periods of decline and revival shows clearly that buying
practices have shifted significantly from time to time,
and that hand-to-mouth buying has been long known and
named in the trade." In 1912 orders for steel were being
placed well in advance. There was no complaint of
hand-to-mouth buying, but in 1913 the reports stated
that there had been a reversal of buying practices. This
continued until 1915, when it was reported: “There
is & runaway steel market in every sensc of the term.”
With the exception of a period of strong governmental
influence during the war, this vigorous market con-
tinued until 1921, when hand-to-mouth buying appeared.
Tn 1923, however, there was again what was reported to
be a “buoyant” market. Since the fall of that year,
however, very conservative buying practices have pre-
vailed. .\ survey of the charts on pages 54-61 will show
that in the “runaway” and “‘buoyant’ periods the
order basis grew rapidly.

In the lumber industry buying practices have also
shifted” Even within the past ten years there have
been several changes of attitude. Wkile in the first part
of 1919 there was complaint of haund-to-moutk buying,
the actual term being used, the market was said to be
running wild by April. By October of that same year
“buying had become cautious.” But the following
spring it was again very active, continuing with con-

*The reports on buying practices as they appeared in the Iron
Age were read from 1812 through 1927.
* Market comments on this industry were studied in Lumber.
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siderable strength until the fall of 1925. Since that
pertod it has been upon a hand-te-mouth basis.

Bunying practices in the food trades also show marked
chauges over a period of years. Not ouly does the plae-
ing of future orders for canned goods wax and wane, but
there are times when large orders will be placed for peas,
and buying of corn will be extremely conservative.” Over
a period of 20 years the market comment supports the
variations in trade practices which have already been
disclosed by quantitative data earlier examined.

Certain general conclusions scem justified from this
look into the past.

If the correlation between g declining price and hesi-
lant buying found in the industries studied holds frue
tn general, hand-to-mouth buying must have been the
common rather than the uncommon practice tn Ameri-
can bustness for many years following the Civil War. It
must have heen much less commou from 1900 to 1920.
Tmmedately at the close of the Civil War there was, in
certain goods, an advanee in prices, but this momentary
situation was followed by a long price deeline for many
commodities. The evidence indicates that with the ex-
ception of brief intervals buyers practiced hand-to-
mouth buying vigorously through that deecline. But
just before the beginning of this eentury general prices
turned npward, and the rise continned until the close
of the World War. There were periods of very restricted
buying between 1900 and 1920, but the long steady ad-

® Market comment in The Canner was cxamined for a period
of 20 years.
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vance in prices of many commodities caused buyers con-
siderably to modify the caution of the earlier era. Tt
was far easier to buy freelv and buy right after 1900
than it had been in the last third of the preceding
century.

Rather thun the shock of a new business experience,
the hand-to-mouth buying beginning in 1920 was the
shock of hand-to-mouth buying (in a rather intensive
form) upon a seller’s mind which had been softened by
two decades of rising prices ending in three or four years
of a market orgy. It was indeed a new experience for
most of the business men actually concerned, for the
turnover of executives since the change at the tnrn of
the century had been extensive, But it was far from a
new experience to the institution of business.

Although hand-te-mouth buying has been greatly in-
fluenced by the *“ general conditions ™ of business, if s
not controlled by that alone. Buying practices are highly
sensitive to the conditions and particularly the prices in
the particular trade. In 1897, following a long period
of hand-to-mouth buying, there was advance ordering
on a good scale in the dry goods market. It was two years
later before a similar turn for the better took place,
following the long period of hand-to-mouth buying, in
the shoe trade. The oecurrence of strong forward buy-
ing breaking through an eva of hand-to-mouth buying in
one of these industries while hesitant buying continued
in the other has been diseussed fully on page 439. In
the canning industry there have been periods when
there was vigorous forward buying of one vegetable and
hand-to-mouth buying of others. The so-called “ buyers’
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strike of 19207 began in April of that year in the can-
ning industry; it was September before it was clearly
defined in the steel trade.

I'n its frequent recurrences hand-to-mouth buying has
been the same, yel a different {hing. This is beecause
hand-to-mouth buying is compounded of three elements:
one is an attitude of conservatism in buying; another is
the physical condition and organization of the machin-
ery through which trade operates. The third is a tech-
nique of manufacture or of storage which makes produe-
tion or shipment, or both, possible on short order. The
attitude of conservatism grows from such factors as gen-
eral business depression; falling prices, or very high
prices, in the particular industry eoncerned; unstable
hanking or money conditions ; unfavorable tariff or other
legislation ; or fashion factors. As these have varied in
seriousness, the attitude of eaution has varied in inten-
sity. The mechanics of trade involved are such matters
ag transportation and communication agencies, both as
regards their physical development and their organiza-
tion for making quick deliveries and low rates. Most im-
portant in the third factor are those constantly intro-
duced methods which speed up manufacture. When a
more rapid manufacturing technique has developed in
an industry, when transport is faster, the same degree of
caution means a greater degree of hand-to-mouth buying.
There is, in purchasing practice, a variable attitude oper-
ating upon a variable physical basis. The attitude may
change from the fear found in a buyers’ strike to the
recklessness displayed in wild inventory speculation.
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But the physical basis of trade has tended constantly to
improve, making posstble smaller orders, orders less far
in advance, and a steadier flow of trade. Although con-
tinuous, this expansion and improvement las not been
altogether steady, so that sellers have at times been able
to settle into a condition of comparative permanence in
their trade adjustments. From such 2 condition, how-
ever, they have been frequently, and sometimes sharply,
aroused by a recognition of the fact that mechanieal
progress has disturbed the old arrangements. In the
more detailed comment the announcements of the effect
of railroad expansion, of rate reduction, of the develep-
ment of express and mail service, and of the telegraph
have exemplified the recognition of such disturbing
movements.'

There is ever and again a most significant truth in
such eomments as: “ But things are different now: for
example, consider modern transportation.” While it is
obvious that the commentators of 1850 regard as marvel-
ous transportation facilities which seem ludierously an-
tiquated to us, consider what the coming of railroads
and the railroading advanees of those days meant to
business men who had regarded canals as a gigantic step
forward in rapid transportation and communication.
Such improvements must have brought quite as great
changes in market relationships as those being made to-
day. Improvements, like most other things, are relative.

Hand-to-mouth buying in the present era is more
severe than in earlier periods. The desire to be cautious

* As will be pointed out in the next chapter, rapid changes are
at present under way.
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i3 no greater, but mechanical improvements make it
possible for the buyer to buy less far ahead, to demand
quicker delivery. to require smaller units than was ever
the case before. Moreover, the buyer works now with an
improved knowledge of his own business affairs. He is
a better informed buyer and a better trained manager of
hiis business than was formerly the case. Further, he is
more desirous of achieving what he regards as a good
management than he has cver been before. There has
developed a c¢reed of management the subsecribers to
which become more numerous daily. The articles of the
faith are those of the engincer rather than the enter-
priser. They urge toward planning rather than specu-
lation in buying.”

Finally, a review of past buying practices brings the
conclusion that the state of the mechanical equipment
of production and of trade furnishes the minimum be-
yond which buyers cannot carry their almost always ex-
isting proclivities toward conservatism. The degree of
hand-to-mouth buving whieh can exist in this or another
era (if this does not continue) depends, finally, more
upon advances in prodnetion methods and in ecommuni-
cation and transportation than upon any other factors,
No matter how strong our desire for shortening the
period between possessing ourselves of raw material and
placing the produet in the hands of the consumer, the
physical task of prodnetion eannot be avoided. The
celerity of the production process lies not in wishing
hut i men and machines.

¥ Bee also pp. 449-452.



CHAPTER XXI111
CURRENT TRENDS AND THE OUTLOOK *

The survey of trade practices over a series of vears
and in a number of industries has made it evident that
hand-to-mouth buying may be ascribed to forces some
of which arc recurrent and affect chiefly the attitudes
of buyers, and some of which are technical and which
are not only more or less continuous but tend to become
continuously more effective.’ The outlook for hand-to-
moutl buying, or the outlook for its severity, depends
upon the stress and strain of these forces and upon others
which they generate. The forces which other forces gen-
erate are an extremely important consideration; for
when we begin a discussion of the origin and perma-
nency of cconomic institutions, we venture into that
eonfusing land of social relationships where causes are
also cffects, and effects causes, and where either may
start as one and presently become the other.

*In view of the conclusions which have been given in the
various chapters or divisions of the book, it appears unnecessary
to summarize in this final chapter,

'*“ Hand-to-Mouth Buying.” a Bulletin issued by The Policy-
holders Service Bureau of the Meiropolitan Life Insurance
Company in 1927, consists of a collection of statements on the
subject. in many of which so-called ¢ rauses” are given.

A good presentation of what have commonly been spoken of
since 1921 as the causes of hand-to-mouth buying is that made

hy Clark. F. E.. American Economic Review Supplement, Mareh,
1728,

147
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The most fruitful way to consider the outlook for
hand-to-mouth buying is, therefore, to examine briefly
the more important factors which are aperating, giving
heed to their current trends and to developments which
are, or may be, generated by these trends. While all
the forces nltimately center in price movements or
costs of operations, those which are suggested both by
bistorical survey and current analysis as demanding
attention are:’

. The general business attitude toward buying,

. The penetration of engineering ideals into trade practice,
. Price trends,

. Elements of style,

. Improved communication,
. Improvements in transportation.

(=N BN

So long as business condinues there will be a desire
fo buy af the right place, from the right person, al the
right time, and tn the right quaniily. No business man,
old or new, probably would be willing to admit that he
was thoughtless of any of these elements of good buying.
Tn judping them he has had to comsider not only the
risk of buying too far in advance but of not buying in
time; the dangers of too small as well as of too large
inventories (there are many stories current of merchants
who have suffered scrious losses because of a shortage
of poods or because of cerrying too few varieties in
their efforts to keep down stocks) ; of not having style
goods as well as of having on hand those which are out

'In addition 1o thase listed, the quickened Lechnique of manu-
facturing is very important, but this is so definitely a matter of

specific industries that there seema little point in discussing it
generally.
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of style; of prices rising as well as falling. But the
effort to buy right in all particulars, 23 was suggested
in the last chapter, may be muck stronger at some times
than others and all the mechanical factors in the situa-
tion change. In so far, however, as the purpose of
business men is essentially to take pay for a service
rather than to profit from speculation, their attitude is
coustantly a strong force working towards the charae-
teristics of trade which are called hand-to-mouth buying.

A variety of agencies have been, and are, combining
to put info trade the ideals and methods of engineering.
These forces are various expressions of the steady in-
vasion of exact knowledge into the realm where ex-
perience, judgment, and shrewdness were onee con-
sidered supreme. This movement iz by no means a
matter of the last few decades. Commercial arithmetic
and accounting had gone far in the business of the
Ttalian cities even before the Crusades. In our own
country the enormous growth of business colleges, be-
ginning about 1825, and reaching its peak in 1920
with an enrollment of 336,000 students, is an indica-
tion of a growing use which business has been making
of figures and records. Its growth is shown also by a
demand for similar training in public high schools.’
Engineering ideals made a more signifieant inroad into
American business in the latter half of the nineteenth
century. The acceptance of a more seientific teehnology
in manufacture, and the expanding seale of operations

*There are now approximately half a million students in high
=chool commereial courses.

30
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approximated a revolution in American industry com-
parable to that which had been under way in England
for more than 50 years. A formal engineering training
became a valuable asset in manufacturing., This fact
plus the rapid development of engineering sehools
brought many trained engineers into the produetion
phases of business.” The engineering ideal is one of pre-
planning of an operation cr of related operations on the
basis of aceurate caleulation, and the execution of the
plan by standard procedures. The aceeptance of engi-
neering ideals in production has, particularly during the
past 15 years, been working its way into buying and sell-
ing activities. The more recent literature of marketing
1s full of such phrases as “ market research,” “ sales
budgets,” “ purchasing schedules,” ‘ commercial cost
accounting,” “ standardization and control,” ** sales
engineering.” These are the phrases of exact plans and
methods, phrases expressing the philosophy of the engi-
neer. The ideals of this movement have indeed become
to some degree goals in themselves; research, planning,
turnover, and eontrol have become ends as well as meaus.
Merchants not only vie with one another to excel in
stock turn but strive to make an “ideal ” average or
“normal ” mark. Keeping sales costs below a * commeon

fignre ” is an object. Reports of successful * studies

*If we omit the United States Military Academy. the first
engineering school in the U. S. was the Rensselaer Polytechnic
Institute founded in 1824. The real growth of engineering schools
in America however. came after 1862, with the passage of the
Morrill Land Grant College Act, providinz for the ereation of
colleges of engineering and agriculture. This Act. supplemented
by the so-called Second Morrill Act of 1890, is =aid to have been
responsible for the establishment, by 1915, of 67 institutions.
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and “ control methods " are made with pride at husiness
meetings.

The expansion of planning in  trade has been
greatly aided by the growth of collegiate schools of
business. Althongh the Wharton School of Finance and
Economy (later called the Wharton School of Finance
and Commeree) was founded in 1885, this movement
has really been a movement of the twentieth century, as
no other similar schools were announced until 1898,
It is since 1910 that its growth has been remarkable.
165 schools offering collegiate business education being
established in the period 1010-1925." These schools are
primarily schools of management, management taught
essentially as exact knowledge based on exact records
and exact planning applied to business atfuirs.

Supplementing these formal agencies there has de-
veloped a trade and commercial press which has made
the business man conscious of his problems as Le has
never been conscious before. In addition to private
cfforts, the work of government agencies has been im-
portant in ereating and in raising business standards.
Particularly important have been the Department of
Agriculture and the Department of Commerce. Both of
these are enormous agencies of business research and
edueation, the latter expanding nuder the energetic di-
rection of Mr. Hoover from a staff of 11.294 and a
hudget of $22,000,000 in 1920 to a staff of 15,558 and a
budget of $37,500,000 in 1928, For approximately a
decade it has been bringing together an array of figures

* Runul, Frances. in The Collegiate School of Business, edited by
L. C. Murshall, p. 62.
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and making studies in a variety of specific business
problems which have not only greatly stimulated the
thought of business men hut have given methods and ma-
terials with which they could work.

Will these forces continne to make buying more
planned, more eonservative, more knowledgeful and less
speculative? There seems every reason to believe that
they will. Businesses are utilizing trained men; they
are paying generously for the information furnished by
private rescarch agencies; and they are supporting vig-
orously the research of government agencies.

Both general and particular price movements will
have tmportant effects on hand-fo-mouth buying. It is
unnecessary to repeat the common sense fact so fre-
quently supported in Chapter XXII that deelines in
price lead to an added conservatism in buying. It would
be out of place also to attempt here an exhaustive analy-
sis of the possibilities of price changes in the future.
It is worth while, however, to be reminded that the evi-
dence has shown that buying practices in a particular
industry appear to be quite as much, or mare, influenced
by price movements in that industry as they do by the
general price level, and to realize that the so-called price
level is a composite of many prices which may have
acted very differently individually. The chart on page
453 illustrates the divergent movements of the prices
for several commodities over a series of years. One
would hardly expect the same buying attitudes to have
prevailed at every period in each of these industries as
in every other ane. Priees, it should alse be remembered,
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may work in devious ways. A price ris¢ may stimulate
forward buying, but cases bave been given where an ex-
treme price advance caused a complete stoppage of
purchases.

Fashion and style have mized influences upon hand-
fo-mouth buying. Tt is commonly said—and no doubt
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with truth—that style influences have played an im-
portant part in buying practices since 1920. In certain
lines of goods, of which shoes are an example, style ele-
ments have been very marked. A leading Chicago re-
tailer of shoes has made the following change in the
number of styles carried:

Men’s Women's
Year Styles Styles
1920, .....00vennnn. 175 500

1928 ... ..o 375 1,000
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Another important retailer carried 307 lines in 1920
equally divided between high and low shoes. In 1928 he
carried 306 lines of low shoes. Style trend has cansed
bini to diseard high shoes and double his variety of low
shoes during the period. But this inereasc in vaviety is
not all. It represents the situation only at a given time.
Where formerly the same styles lasted typically for a
season, he reports that he now constantly replaces styles
as they become sold out, thus selling between 600 and
650 lines of low shoes in a year. A large but some-
what conservative middle Western manufacturer hag in-
creased his numbers from 4350 in 1920 to approximately
800 in 1928. A large Eastern manufacturer who puts
emphasis upon fashion lines was producing double the
number of styles in 1027 that he was in 1921

The violent changes in hosiery styles, of which every
one has been aware, are thus deseribed by the president
of the Iloleproof Jlosiery Company.’

It was as fundamental as the laws of the Medes and the
Persians that black stockings should accompany black shoes;
brown stockings should be worn with brown shoes; and white
stockings with white shoes, . . |

A change took place; skirts were shortened and women be-

came educated to the wearing of silk stockings as a matter of
daily occurrence. However, the color combinations 1 have

" There is a difference hetween varieties and styles. The former
term: applies to types or lasts. There may be many styles or
patterns of one variety produced. The same variety may appear
in ealf, snake, or cloth. ete. A “number” is one of these styles
rather than a variety. A company may increase its numbers or
styles and nevertheless reduee its varieties.

"A statement in “ Hand-to-Mouth Buving,” a Bulletin issued
by the Mctropolitan Life Insurance Company, Polievholders
Service Bureau. 1927, pp. 155-157.
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deseribed remained in effect. Suddenly, however, some woman
conceived a new idea. Somewhere or other (I have never
ascertained just where this took place), a leader in the worll
of fashien appeared wearing black shoes and champagne coi-
ored stockings. The thing spread over the world like wildfire;
and i1t was impossible for the manufacturer to meet the demand
for champagne colored stockings, This style or color com-
bination continued for a few months when some other Lady
conceived the 1dea of wearing gray shoes and gray stockings.
As i1s usual in these things, the multitudes followed suit and
women began besieging the stores in an attempt to match
gray stockings and gray shoes. This was only the beginning
of a color craze in hosiery. . . .

Suddenly from gray stockings, the ladies the world over
changed to flesh-colored, or what i+ known as nude shades of
hosiery. This was the heginning of a chaos. It was discovered
hy fashion designers und manufacturers of dye-stuffs that they
could designate as many different =hades in flesh colors as there
are colors in the rainbow. This, of eourse, brought about u
situation which made it almost impossible for a merchant 1o
place orders for any appreciable period in advance of his
actual needs. . . . .

In addition we had to meet a similar situation in connection
with the manufacture of men’s hosiery and children’s hosiery.
For many years the style in men's hosiery called for what we
call plain colors. This entailed the manufacture of only some
eight or ten colors. In the last few years, however, the style
in men's hosiery changed to the use of what we call faney
designs or novelties, which, of course, involved the production
of a great many more numbers in order to meet the popular
demand. The same thing is true with regard to children’s
stockings.

The stock carried by this company in the three types
mentioned, in 1920 and in 1927, was as fullows:

1920, . ... ..ol 480 items
1927, . 6.006 items
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Nor are style changes limited to wearing apparel.
Plumbing manufacturers are urging design and color
combinations formerly unthought of in kitchen and
bathroom fixtures. Kitchens and bathrooms are to be
costumed as well as equipped.” Automobile manufac
turers are advertising hundreds of color combinations.

It is indeed difficult to determine the extent to which
there i3 a general increase in number of styles, as no
careful effort to measure the change has been made.
Striking illustrations are not difficult to give, but it is
even easier to offer striking illustrations of simplification
which has greatly reduced the number of patterns and
types of certain commodities passing through trade.
The two are opposing trends. At the moment it seems
probable that the style influence is leading in consumers’
goods (although certain consumers’ goods are tending
toward simplification), while the simplification trend
has a strong lead in other Relds. Style, and rapid style
change, however, is not novel in human experience.” The
study of trade comment in the preceding chapter showed
that styles were more than once given in the nineteenth

*The reader who still thinks in terms of the bathtubs and sinks
of a decade ago may find verification for this statement in the
following quotation from an advertisement which enjoyed a full
page in the May 4, 1929, number of America’s most widely read
weekly under the title “ What Well Dressed Kitchens Are
Wearing.” “ Exquisitely styled, smart as a Paris frock, gleaming

like a jewel in its sparkling chromium cloak. . . . . Never-tarnish-
ing . ., . never wearing . . . . kept dazzling by simply wiping
with & damp cloth . . . . this is the brilliant new Diamond sink

fixture by Speakman. Sheer beauty imprisoned in sparkling
metal.”

*In this connection the reader will enjoy Nystrom, Paul, Eco-
nomics of Fashion, 1928.
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century as a causc of hand-to-mouth buying. But it is
important to realize that fhere has never been a time
when producers were so well organized to push for style
acceptance, when there was such a potent tool as present-
day national advertising to aid them,” or when general
prosperity made it so often possible for the consumer
to gratify style wishes.”

Rapid style change in consumption has, and will
continue to have, curiously enough, some of the samc
effects on buying practices as improvements in manu-
facturing technique. The former brings obsolescence
in terms of appearance or design; the latter in terms
of cost. Both factors will need to be watched closely
as they affect individual industries, rather than in any
general way. Careful as the buyer may be, style goods
are risky goods.

Finally, it must be remembered that the * style
element ”” in goods is not merely the vogue. It is not
merely the eolor, design, or what not that is “in " at
the moment. “Style element’ includes also a variety
of choiee at a given time, While the merchant may buy
sparingly of each style of style goods, the variety of
styles necessary may require more dollars’ worth of
inventory than would otherwise be the case. While he

®The current campaign of The National Shoe Retailers' As-

sociation with its purpose of emphasizing style in men's shoes
illustrates both points,

“ While it is arguable that a rapid change of the consumer’s
interest from one style to another results in waste, it is also
arguable that if the consumer believes he can afford such change,
the opportunity of gratification through following style should
not be denied him.
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will have fewer goods of any style to get out of date,
he may have many more styles threatened with that
condition. It may well be that the ““style element,” if
a growing one, may make it nnprofitable for a merchant
to reduce the inventory or inerease stock turnover by
any degrec of conservative buying.

Communication devices used as a remedy for hand-
to-mouth buying have become a polent cause of the
practice. When business men, six or seven years ago,
hegan to be conseious of an inereasing number of small
orders and to suspect the undue costs of such orders,
many of them instructed their salesmen to omit small
customers from their routes and to substitute a tele-
phone conversation for at least every other onc of their
regnlar calls, This plan became common for taking
“fill-in ” orders between regular seasons, and in lines
where small continnous ordering had greatly reduced
seasonal ordering (as in shoes; see Chapter IV) the
telephone call came, often, to replace a “ regular” call.
As sometimes organized the method of combining tele-
phore ecalls with personal calls was popularly named
the “stop and skip system.” The economies of tele-
phone selling have caused mannfaeturers and mer-
chants to use it widely.”

The telephone companies, however, have seen in this
emergency use of the teleplione a great opportunity to
establish telephone selling as a permanent method. They

A volume by J. George Frederick, Selling by Telephone,
appeared in 1928, Many of the advantages of * selling by wire ”
had been first presented hv the telegraph companies.
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have, accordingly, organized their facilities for sales
use and are selling their idea of utilization very energet-
ically. The change has been in the use of the telephone
in long distance calls for trade selling.” Telephone
officialg attribute to the growing use of the telephone in
sueh work most of the following increase in the daily
average number of long distance telephone ealls:

Duily Average

The use of the telephone in selling fits admirably
into many other trends of modern trade, particularly
the declining belief in high pressure selling and the
growing interest in service. Its extensive use was stim-
ulated by small order buving, but the discovery of its
effectiveness and its organized development have eon-
verted it into a cause of such buying. Among eurrent
forces it must be counted as one making for the con-
tinnance and, to some extent, the increase of hand-to-
mouth buying.

Nothing is more important for the permanency of
hand-to-mouth buying than {fransporlation improve-
ments. Tt has been earlier suggested in these pages

¥ Among the sales effortz of the telephone compuanies none
probably is more effective or conducive to convenience and
economy than the “ Keytown plan,” which enables travelling
representatives to cover their trade from a comparatively small
number of selected so-called Kevtowns, chosen by the telephone
company as those offering the greatest advantage of equipment,
toll connections, and probable relationship to sales organization
already developed. The Kevtown telephone offices are provided
with special faeilities for salesmen. A eredit system makes it
possible for toll bills to be rendered to the home office.
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that transportation is a fundamental technical device
of trade and that its improvement has repeatedly,
through the history of American commerce, been re-
sponsible for lessening the period of ordering ahead
and for making it practicable to order in small units
Roads, canals, the river stcamboat, the steam railroad,
the inter-urban eleetrie, the motor truck, and the air-
plane have each marked an advance in the mechanies
of transportation. The creation of express services, the
correlation of railways with delivery concerns, and the
inauguration of the parcel post system have all been
steps ahead in the organization of equipment. The
bistory of each of these mechanical and organization
changes would contribute something to a view of eur-
rent trends in transportation and the probability of the
permanency of present trade practices. Such a review,
however, is beyond the reasonable scope of this chapter.
Sinee the middle of the last century the fundamental
means of trade transportation has been the steam rail-
way. The incerease in railroad efficiency during the past
eight or nine years may therefore be discussed as illus-
trative of the part which improvements in transporta-
tion play in developing hand-to-mouth buying."
*While the development of the motor vehicle in transporta-
tion has been obvious, its real competition with the railroads has
been in carrving passengers rather than freight, It seems prob-
able, however, that motor truck transpaort has replaced the short
freight shipments of some manufacturers, particularly those who
have a considerable proportion of their customers within a lim-
ited area. According to Professor Henry R. Trumbower {(Journal
of the Western Society of Engineers, April, 1926), the truck ton-
miles on our public roads which might be regarded as competi-

tive with the railways was, in 1926, less than 2 per cent of railway
freight ton-miles.
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Prior to the World War there was a ten-year period
when the program of railroad extensions and improve-
ments was far below the normal rate of earlier years.”
Upon January 1, 1918, the railroads were taken over
by the national government for purposes of war time
operation and were not released until February 29,
1920. The exigencies of war use made the customary
rehabilitations impossible, and they were returned in
an admittedly run-down condition.” The depression of
1921 and the first part of 1922, supplemented by the
coal strikes and the shopmen’s strikes of the latter year,
retarded advance. It was not until 1923 that the be-
ginning of a new growth of improvement and efficiency
became manifest among the roads,

Since 1923 the reilroads have been sleadily increas-
ing the speed and dependability of freight movement.
So long as this improvement continues there will be a
strong force working against advance ordering and
large shipments of merchandise. A judgment on itg
continunation requires a brief consideration of the fac-
tors giving rise to the advances made. First, it appears
that railroad construetion since 1920 has been chiefly
of a sort contributing to increased efficiency. During
the eight years 1020-1927 the following inereases were
made in the various types of railway track:"

* Cunningham, W. J., American Railroeds, 1922, p. 19.

" A story popular in railread cirelrs at the time was to the
effect that someone remarked to a railroad man,  The government.
has turned back certain numbers of cars to the railroads” to

which the railroad man replied, “ Not numbers of cars, car
numbers,”

¥ Computed by the Bureau of Railway Economics from State-
ment Na. 3, Interstate Commerce Commission, Stalisties of Rmil-
ways in the 1. 8.
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Increase in Percentage

Miles Increase
Miles of road .......... ... 427026 18
Second main track ........ 1.849 61 155
Third main track .......... 208.58 71
Fourth main track. ete... .., 300.03 132
Yard track and sidings .... 14,161.00 13.6
All track .................. 23.789.48 6.3

[t i3 elear from a consideration of these fizures that
while there has been a slight inerease in miles of line,
the significant additions have heen in those types of
tracks which most fullv contribute to an intensive use
of railwav facilities. This is not only true of second
and other main tracks but of vard tracks, which ac-
celerate the formation and break-dewn of freight trains,
and of sidings, which permit more rapid operation on
single track lines.

The operating equipment of the railroads has also
been expanding toward greater efficiency rather than
toward mere magnitude.™ While locomotives have been
declining in number, the aggregate tractive power in-
creased from 2,341 million pounds in 1920 to 2,608
million ponnds in 1927, an advanee in tractive power
per locomotive from 36,363 pounds to 42,708 pounds.
Similarly the freight carrving capacity has increased.
Although the actnal number of freight cars barely held
its own in the period 1920-1927, the average carrving
capacity per car increased from 42.4 to 45.5 tons, and
the total carrving capacity from 95 million tons to
106 million tons. These physical advances have been
supplemented by many technical improvements: new

*Data from Interstute Commerce Commission, Statisties of
Railways in the United States, Statements 8 and 9.
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tvpes of linings for boilers, new methods of firing and
fuel control,” and improvements in construction and
repair methods ™ which have inereased the operating
distance of locomotives and the average speed attained.

The physical changes described are refleeted in an
improved operating efficiency. There are three aspects
of this improved eflicieney which are of the greatest
importance to hand-to-mouth buying: the increased
speed of freight service, the *‘on-time ™ schedules for
freight, and the decline in car shortage.” ‘T'he inereased
speed which is being achieved is evidenced, among other
wavs, by the following record of freight train speed
(mtles per hour between terminals) over a period of
nine vears:

1920, . ...l 103
1921, ... ..ol 11.5
1922 ..l 111
1923..... ...l 109
1924, ...l 115
1925 ... ... ... 11.8
1926.................. 119
1927, . ee e 123
1928 .......... ... 129

*The fuel consumed (pounds) per thousand G. T. M. (gross
ton-miles) dropped from 173 in 1920 to 127 in 1928, an improve-
ment of 266 per cent. From Interstate Commerce Commission,
Monthly Reports of * Freight and Passenger Service Operating
Statisties of Class I Steam Railwavs in the U. 8.” partly es-
timated for 1920 by the Burcuu of Railway Fconomies.

¥ The percentage of freight locomotives unserviceuhle was 245
in 1920 and 163 in 1928, an improvement of 335 per cent. 7bid.

2 The so-called index of ruilway efficiency made up of & large
number of factors, not all of which are significant for the purpose
in hand, has shown a steady and rapid improvement sinee 1923.
The vearly average for the five vears 1924-1928 (1920-1924 = 100)
are as follows:

1924.......... ... L 1048 1927, . 1152
1925 ...l 109.4 1928. ... i 118.1
1926, ...l 1135

This is a Bureau of Railway Economics index published in their
Bulletin 47, A Review of Railway Operations in 1928, pp. 34-35.
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The percentage improvement for the period is 25.2.
The freight car-miles per car-day show a similar trend
and an improvement of 24.7 per cent during the same
nine-year period.” ‘

The significance for hand-to-mouth buying in the in-
creased speed of freight trains is emphasized when one
sees the reduction of time being attained between im-
portant shipping points. The most marked changes in
these schedules have come recently. The table on page
465, showing some of the more important changes made
by the Santa Fe Ratlroad and which are reported as typi-
cal, thoroughly illustrate the point.”

The tendency toward faster freight serviee has been
made donbly effective by the ““ on-time ” movement for
freight trains. The “on-time” movement is the ont-
growth of a determination on the part of railroad of-
ficials to give freight trains a new degree of regularity
and dependability. While there are avatlable no figures
covering the United States as a whole, the movement
is well evidenced. Of the Pennsvlvania Railroad it is
reported for example:™

A few years ago only 10% of Pennsylvania Railroad freight
trains, usually those carryving livestocks and perishables, moved
on regular schedule. Trains carrving all other lading were
moved as the freight accumulated, and consequently the time
of arrival was extremely uncertain. At that time, this was
the general practice on American rmilroads. Now 90% of all
Pennsylvania freight trains are operated on regular schedules,

® Data from Interstate Commerce Commission Monthly Re-
ports of “ Freight and Passenger Serviee Operating Statistics of
Class T Steam Railwavs in the U. 8.

2 These data were furnished the writer by the President of the
Atchison, Topeka and Santa Fe Railway System.

#In a letter to the author. There are numerous examples of
similar attainments by other roads.
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465

just like passenger trains. This system has revolutionized the
prior situation, which existed as late as 1920, when freight

INCREASE IN FREIGAT TrAIN SPEED, SaAnTA FE RAILROAD

Old Schedule

Present Schedule

. Percentage
Terminals .
Hours Minutes | Hours Minutes Reduction
Chicago to:
Kanzsas City. . .. 29 30 23 — 22.0
Tulsa. ......... 71 30 41 — 42.7
Wichita. ... ... 72 40 42 30 42.7
Hutehinson. ... . 46 10 42 30 7.9
Denver. . ...... 82 30 82 30 —
Albuquerque....| 101 35 92 — 9.4
Amarille. . . .... 85 40 60 15 29.7
ElPaso. ....... 156 — 108 — 30.8
Phoenix........ 169 — 152 30 9.8
Los Angeles. . . .| 204 15 141 30 30.7
San Francisco...| 219 40 154 30 29,7
Oklahoms City. . 58 — 57 40 6
Fort Worth..... 75 25 74 a0 1.2
Kansas City to:
Tulsa.......... 22 30 16 30 26.6
Wichita. ....... 23 40 17 30 26,0
Albuquerque. ... 70 50 65 — 8.2
Amanllo. . ... .. 46 10 34 15 256.8
FilPaso. . ... 116 30 81 — 81.8
Phoenix........} 129 30 125 30 3.1
Los Angeles. . . .| 164 45 115 30 29.9
San Francisco.. .| 180 10 128 30 28.7
Oklahoma City. . 27 30 27 10 1.2
Fort Worth, . ... 44 55 44 30 A9
Denver to:
Wichita..... ... 46 40 33 55 27.0
Oklahoma City.. 70 — 46 10 34.0
Fort Worth..... 86 — 62 10 277
Dallas. . ....... 104 — 81 10 22.0
Houston.......| 116 30 92 40 20.5
Kansas City. ... 62 30 35 40 42.9
Chicago........ 104 — 69 10 33.5
Albuquerque. ... 57 — 54 10 5.0
El Paso........ 80 — 70 10 128
Phoenix........ 117 — 114 40 2.0
Los Angeles. . . .| 154 15 115 10 25.8
San Francisco...| 169 40 128 10 24.5

shipped from the Middle West to the Eastern seaboard might
ba on the road one week or two weeks,

31
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The Santa Fe hag a freight schedule between Chicago
and San Franeiseo, 2,535 miles, which contemplates an
eighth morning delivery. This road reports for a recent
month that 07 per eent of its deliveries were in the
terminal on time or ahead of time and that such a
record is typical rather than exceptional.” The effort
of the roads to achieve dependability is being stimulated
by the work of Chambers of Commeree, traffic clubs,
and other organizations which have at heart the in-
terests of buyers in their respective cities.” The new
certainty of freight movement has also made it possible
to link schedules at terminals with a minimum of delay.
Such a linking has resulted in a freight speed between
such points as New York and Topcka or Tulsa, via
Chicago, which is not greatly infertor to express service.

Probably no single factor in railway operation has
been so significant for the huver who does not wish to
order ahead and who buys for immediate needs as the

# Certain of the railrouds have, us « means of stimulating the
public’s interest in freight transportation, adopted a policy of
naming their scheduled freight trains. The Pennsylvania System,
for example, has among its so-called ' Limiteds Of The Freight
Train Service” The Purple Emperor. between Baltimore and
Norfolk; The Challenger, hetween Chiecago and Cincinnati; The
Big Smoke, between Chicago and Columbus; The Ace, hetween
Pittsburgh and Eastern points.

2 The Chicago Association of Commerce is only one example
of such an organization giving publicity each month to the ree-
ords of the railroads operating in their territory. Such a report
for a recent month takes the following form:

Totul cars merchandise shipped .... 46,991

On-time arrivals at destination...... 42 773—9102%
One-day-late arrivals at destination.. 3214— 6.84%
Two-day-late arrivals at destination. 709— 48%
Three-day-late arrivals at destination 1— 049

Such publicatinns for each ratlroad act as a constant spur upon
punctuality.
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improvement in the car shortage situation.” The in-
ability to get freight cars promptly has, throughont
railroad history, been a cause necessitating advance
ordering and delays in shipment. A rvemarkable im-
provement has been brought about through the effective
work of the Car Service Division of the American Rail-
way Association. The activities of this agency are a
striking example of the possible effects of group or-
ganization in applying high standards to individnal
action. The average daily freight car shortage for the
period 1920-1928 was as follows: ”

1920, ... 81,592
1921, o 1.454
1922, e 47,882
1923, ... 20.216
1924, ... 1,047
1925, ... .. L 443
1926, ..., ..ol 286
1927 ... 170
1928 ..o 42

A consideration of this table in the light of the fact
that there are some 2,300,000 freight cars in serviee
indicates that car shortage las practically disappearcd
from American railways.

Other developing transportation agencies are heing
correlated with railroad freight sevice for further con-
venienee and expedition and for economy as well. This
may be illustrated by the alignment with motor truck
transportation, the rapid increase in which is suggested

# A car shortage consists of the unavailubility of a car for
loading within 24 hours of the time for which it is requisitioned
hy a shipper.

* Data furnished by the Bureau of Railway Economies.
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by the following tabulation of the number of motor
trucks and road tractors operating: ”

1926, .. .ol 2442 000
1926, .. coiiiii i 2.764.000
1927 o 2914000
1928, ... iiiivena i 8,114,000

While motor truck companies continue as competi-
tive agencies, the railroads, either through ownership
of equipment or through contractual arrangements with
trucking or “ carloading and distributing ”’ companies,
are using motor vehieles to supplement their steam ecar-
rier service. Motor trucks are employed by the railroads
to transfer freight from road to road at terminals; to
concentrate less than carload freight for car shipment;
to provide pick-up and store-door delivery serviee; " to
replace local freight trains.™ The railroads report added
economy as well as improved service in these uses.”
There is no doubt that the integration of transport ser-

™ As obtained from the U. 8. Bureau of Public Roads.

*In one particular form utilized by the Pennsylvania Railroad,
this pick-up and delivery service is based upon the use of portable
steel containers which, carried upon motor trucks, are filled at the
shipper’'s plant. They are then placed upon specially constructed
freight cars; and, if the shipper wishes, delivered to the consignee’s
deor. The Pennsylvania Railroad experimented to some extent
with portable containers as long ago as 1869, See " The Limiteds
of the Freight Train Service,” a Bulleiin published by the Pennsyl-
vania Railroad, January, 1929,

* For general discussion of these uses see Railway Age, Vol. 79,
No. 24, p. 1,077; and Vol. 84, No. 25, p. 1,476. The U. 8. Bureau of
Public Reads reports, on the basis of studies in several states, that
the principal truck activity is limited to a zone of 29 miles or less
(ibid., Vol. 79, No. 23, p. 1,023). Presidents of railroads operating
in various territories report comparable distances. ibid.

% See reference to Long Island Railway, Railwey Age, Vol. 81,
No. 4; Duncan, C. 8., “ What the Motor Transport Investigation
Has Shown,” Vol. 81, No. 17, p. 811; “ Motor Transportation and
the Railways,” Vol. 84, No. 25.
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vice involved in some of these practices goes far toward
controlling the flow of goods through trade as it is con-
trolled in the production process of a modern factory.

The extent to which railroads arc developing truek
service is suggested in the following data:™

1927 1928

Number of roads operating trucks, tractors, and
trallers ... i e 31 45
Number of trucks, tractors, and trailers operated..3,300 . 4,902
Number of routes and terminals served........... 259 208
Aggregate motor truck route mileage........... [ 3,521

The significance of railway efficiency in hand-to-
mouth buying makes it partieularly important to con-
sider the probable future of the trends that have been
discussed. Will these current tendencies be countinued
into future years? Have the railways already reached
the peak of efficiency? While such questions defy ab-
solute answers, certain observations may be made with
some certainty.

Considering first so important a matter as car short-
age, it is evident that there ig little, if anything, left to be
done. A practical maximum of efficiency has been at-
tained. The energies of the Car Service Division are al-
ready being turned to heavier loading campaigns and
other activities calculated to aid in effective transpor-
tation. Moreover the dependability of the freight sched-
ules of the better roads, at least for certain trains, is at

%4 Motor Transportation and the Railways” Reailway Age,
Vol. 84, No. 25. The New York Central leads (in 1928) in use of
motor trucks, about 1,500 operating ia its service. The Pennsyl-
vania operates 57 motor trucks over 39 routes, aggregating 1489

miles and serving 586 stations. At terminals it operates 485 trucks
hesides 115 tractors and 688 trailers.
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a point which leaves little to be accomplished. On the
other hand, the end is certainly not yet in many aspects
of railroad operation. Mechanical improvements of
many sorts are going forward which will improve still
further both the speed and eertainty of freight move
ment. The time taken for switching and terminal oper-
ations is still being reduced by better mechanical faecili-
ties and.better organization. Finally there are the im-
provements which may be expected by extending to the
roads which have been lagging hehind, the standards
attained by the leading carriers. In this area there are
still, in the opinion of informed railroad men, 1mportant
advances to be made.

The gains in transportation efficiency achieved during
the past six or seven years, and those still anticipated,
will be of the greatest significance in continuing and
extending the closer correlation between buyer and
seller—the closer integration of our specialized produe-
tive units—which is of the cssence of hand-to-mouth
buying. If such improvements can keep in advance of
the growth of produetion and be maintained through
periods of exeeptional business expansion and decline,
it should, more than any other single factor, tend to
bring a smoother flow to the movement of goods; to re-
duee the stocks requirements of merchants and manu-
facturers; to release for other purposes capital invested
in supplies and inventories ; to make American industry
less speculative and more nearly a matter of planning
and eontrol.

Leaving to one side the changes in attitude whieh
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accompany changes in price or style trends, the tenden-
cles toward hand-to-mouth buying which are based on
improvements in the mechanics of trade indicate an
extension of the principle of the moving platform from
individual plants to the vast workshop which we cull
industry as a whole.



BIBLIOGRAPHICAL NOTE

In cases where charts are shown without supporting
tables, the results of the compilations or computations
made, whether from original data or from published
statistics, are available at the Library of the Institute
of Economies. In those instances where basic data were
obtained especially for this study they also are available,
excepting when their strictly confideutial nature makes
this impossible.
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Increase in Freight Train Speed, Santa Fe Railroad, 465
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INDEX

Advertising, 329-330

Agents (see purchasing agrnts’
reporis)

Agriculture (see cattle and
calves; cotton, raw,; mao-
chinery; silk, raw; wheat}

Azphalt, 102

Assortment orders, 407108, 411-
412

Automobiles (see motor vehi-
cles)

Bathrooms, 456

Baths (see ecnameled

baths)

Beef products
shipments, flow of, 304-307
stock burden. 243-244
stocks, stability of, 335-357

Bi-rries, canned
order basis for, 76-77
orders, size of, 131-154

Bevernge, mon-ulcohalic,

302

Blankets
orders, flow of, 289-29]
~hipments, flow of, 300, 303

Books, sales, 107, 109

Roxes, folding, 102

Brick, common and face
order basis for, 62-64
orders, unfilled, 62-64
shipments, flow of,

321-323
stock burden, 248, 250
stocks, stability of, 353-354
Brokers, 418-419
Building trade
brick. common and face, §2-
64, 248, 250, 321-323, 353-
354

rement, Portland,
321-323, 353-355

ware

101,

62-64,

247-248,

contracts awarded, 8, 284-288
cnameled ware baths, 33, 64-
67, 2458-250. 283-288, 321-
323, 353-354. 363-365
lumber, history of buying
practices, 440-442
oak flooring, 66-69, 248-240,
283-289, 321-323, 352-355,
365-367
pine, southern vyellow, 248-
249, 283-288 321-323, 352-
333
Building contracts awarded, 8,
284-288
Business education, 449-451
Busses, motor (see motor vehi-
cles)
Butter
shipments, flow of, 304-305,
310-311
stock burden, 244-246
stocks, stability of, 354-357

Cameras, 107, 110
Candy chains, 335-339

Canned goods (see  food,
canned)

Cards, greeting, 102

Carloading and  forwarding

companies, 405
Carrvaver (see sfock burden)
Cattle and calves, 304-306
Cement, Portland
shipments, flow of, 247, 321-
323
stock burden, 247-248
stocks, stability of, 247, 353-
355
Chain stores, 122, 142, 104-193,
335-339, 419
Charges, service, 406-407. 114
("heesc
shipmeuts, flow of,
310-311

304-305,

1749
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stock burden, 244-246
stocks, stability of, 355-357
Cherries, canned
order basis for, 51, 76-77
orders, size of, 154-156
Chocolate, 392
Church and school equipment,
102
Cigar chains, 335-339
Clocks, 102
Clothing (see also hosiery, knit
underwear, shoes)
order basis for, 48-50
orders, advance, 49-50
shipments (or sales), flow of,
49-50, 300, 303-304, 332-339
stock burden, 235-238
st03cks, stability of, 348, 351-
52
Coal, bituminous, 323-324, 326
Colleges of business, 449451
Companies, individual
food canners
Company 10, 206-207
Company 13, 213
Company 14, 149-150, 213
Company 25, 146-147
Company 27, 51, 203-206
Company 34, 122, 203-205
Company 35, 51,  139-142,
207-212, 214-217. 315-317,
319
Company 38, 51, 213
Company 42, 51, 120-122,
143-144, 150-156. 314-317
Company 43, 51, 156-158
Company 44, 51, 156-158,
213
Company 46, 203-205
Company 48, 120-122
shoe manufacturers
Company A, 36-45, 1587-189
Company B, 188-190
wholesale grocers
Company 1.
170-174
Company 2, 174
Company 3 (Company C),
174-175, 334-335

{Delaware)},

INDEX

Company 4 (Company B,
Pennsylvania), 171-176,
334-335

Company 5 (Company D,
New York), 171-177, 334-

335
Company 6, 174-177
Company A (Missouri),

170-174, 334-335
Tennessee, 171-174
Wisconsin, 171-174

Consumer, 335-342, 419-420
Copper
shipments, flow of, 298-299
stock burden, 229-231
stocks, stability of, 346-348
Corn, canned
order basis for, 51, 73-74
orders, size of, 113-131
cumulation of sizes, 130-131
number of orders, distribu-

tion of, 114-124
volume of orders, distribu-

tion of, 124-130

shipments, flow of, 305, 313-
316

shipments, size of, 202-205
stock burden, 240-241
Corn syrup, 392
Costa
incidence of, 397-420
office, 377-383, 385-387, 390
of packing, trucking, and
shipping, 380-383, 2385-387,
390

of securing order, 375-377,
381-383, 385-387, 3%
of small orders. 212, 373-396
summary, 395-396
Clotton, finished goods
orders, flow of, 284-288
shipments, flow of, 300, 303.
334-335
stock burden, 235-236
stocks, stability of, 348, 351-
352
Cotton, raw
shipments, flow of, 300-302
stock burden, 254



INDEX

stocks, stability of, 348, 330-
352
Cottonseed
shipments, flow of, 325-326,
328
stocks, stability of, 358-360

Defeired dating plans, 328-329,
358, 409-110
Delaware  wholesale grocer
{Company 1), 170-174
Department stores
orgsr basis furnished by, 82-

orders, outstanding, 85-89
orders, size of, 185-186
sales, How of, 87-89, 335-336,
339-340
shipments to, flow of, 334-335
stock burden, 272-274
Discounts, 406-407, 414
Draperies, 334-335
Drinks, soft, 101, 392
Drugs (see also medicines)
costs of small orders, 385
orders, size of, 101, 177-183
shipments (or sales), flow of,
332-323. 335-339
stock burden, 267-269
Dry goods
history of buving practice in,
424432, 439
shipments, flow of, 332-335
stock burden, 267

Eggs
shipments, flow of, 304-305,
310-311
stocks, stability of, 355-357
Electrieal supplies
costs of small orders, 395
orders, size of, 107, 111
selective selling of, 400-401
Fnameled ware baths
order basis for, 64-67
orderz, flow of, 283-288
orders, unfilled, 33, 64-67,

production, stability of, 363-

32
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shipments, flow of, 33, 64-67,
321-323

stock burden, 248-250

stocks, stahility of, 353-354

Feeds, dairy and poultry, 101
Fish, canned
order basis for, 51
orders, size of, 156-158, 162-
163, 166-167
.shipments, flow of, 305, 318-
320
shipments, size of, 213
stock burden, 240, 242
Five and ten cent stores, 335-
339
Flooring (see oak flooring)
Flour and meal
costs of deliveries, 392
shipments, fiow of, 305, 308
309

Food, canned (see also compe-
nies, individual food can-
ners)

costs of marketing, 212, 384-
390, 413415

history of buying practices,
440, 442

order basis for, 50-53, 72-78

orders, flow of, 200-291

orders, aize of, 113:158, 161-
168, 214-217

shipments, flow of, 305, 312-
320

shipments, size of, 201-213

size-of-order groups, 114, 162-
163

stock burden, 238-242

volume-of-order estimates,
125

Food, not canned {see also cat-
tle and calves; flour end
meal; wheat)

heverage, non-alecholic, 101,
392

buter, 244-246, 304-305, 310-
311, 355-357

cherse, 244-246, 304-305, 310-
311, 355-357

choenlate, 392
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corn syrup, 392

eggs, 304-305, 310-311, 335-
357

groceries, 102, 169-177, 267,
269-272, 332-339, 393-395,
416-417

meats, 190-197, 243-244, 304-
307, 355-357, 415416

milk, 305, 309-310

poultry, 304-305, 310-311, 355-
357

rice, 303. 308-309

salt, 305, 312

sugur, 246-247, 305, 312, 355-
357

Fruit, canned

order basis for, 51, 76-77

orders, size of, 146-156, 162-
163, 167-168

shipments, flow of, 318-319

shipments, size of, 213

stock burden, 240-242

Furniture (see also steel furni-

ture)

order basis for, 78-79

shipments, flow of, 325-327,
334

stock burden, 267, 269-270,
284-288

Gasoline*
production, 258
shipments, flow of, 325-327
stock burden, 258-260
stocks, stability of, 258-260,
358-360

Goods, flow of (see shipments,
flow of)

Groceries (see also companies.
individual wholesale gro-
cers)

costs of small orders, 393-395,
416-417
orders, size of, 102, 169-177
shipments (or sales), flow of,
332-339
stock burden, 267, 269-272
Group bhuving, 122

INDEX

Handling charges, 406407, 414
Hand-to-mouth buying
causes of, 5-11, 424-429, 431,
433-435, 442, 444, 446, 448-
470
banking system, 425, 429,
444

business buying attitude,
448-449 -

communication  facilities,
424, 428, 444, 446, 458-
459

engineering ideals, 434, 444,
446, 449-452

overproduction, 431, 435
prices, 425, 426-428, 442,
444, 452-453
styles, 433, 444, 453-458
tariffs or other legislation,
444
transportation facilities,
424, 426-129, 435, 444, 446,
459-470
evidences of,
437, 445-146
mail order buying, 428, 434,
435, 445
small inventories, 425-428,
433-436
small orders and ship-
ments, 426-428, 433-436,
445, 446
spot buving, 125128, 434-
436, 445, 446
stabtlization of business.
424, 427, 428, 433-437, 445
future of, 447-470
history of, 423446
the problem, 12-25
Hardware
costs of small orders, 393
orders, size of, 107, 110, 197-
199
selective selling of, 401
shipments, flow of, 332-333,
335

424428, 433-

stock burden. 266-268, 270-271
Heels (sce rubber heels)
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Hides, =kins, and leather
shipments, flow of, 325-326,
328
gtocks, stability of, 358-360
Hosiery
merchandising policy, 237, 412
order basis for, 4548, 70-71
orders, flow of, 283-288
orders, 'unfilled, 70-71
shipments, flow of, 70-71, 300,
303-304, 334-335
stocks, stability of, 348, 351-
352

style changes, 454-455

Insurance, life, 102-103
Inventories (see stocks)
Iron and steel
history of buying practices,
440441
iron, bar, sheet, structural,
and pipe, 296-298
iron, merchant pig, 59-60, 232-
3432 283-288, 296-298, 344-
iron ore, 296-298, 344-345
tron, pig and bloom, 296-298
order basis, conclusions, 62
steel barrels, 61-62, 233-234,
206-298, 344-345
steel castings, 283-288
stee], fabricated structural,
283-289, 296-298
steel furniture, 283-288
ateel ingotx, 368-369
stee]l, rolled and finished
products, 53-56, 234-233,
200-291, 296-298, 368-369
steel sheets, 60-61, 233, 283-
288, 296-298, 344-345
sk_?re-g U. 8. Steel Corporation,

Iron, bar, sheet, structural, and
pipe, 296-298
Iron foundry products, 102
Iron, merchant pig
order basis for, 59-60
orders, flow of, 283-288
shipment=, flow of, 296-208
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stock burden, 232-233

stocks, stability of, 344-345
Iron ore

shipments, flow of, 206-298

stocks, stability of, 344-345
Iron, pig and bloom, 296-298

Jewelry
orders, size of. 107. 109
stock burden, 270-271
Jobhers, 334-335. 411

Kitchens, 456

Knit underwear
order basis for, 71-72
orders, flow of, 283-288
orders, unfilled, 71-72, 368
production, stability of, 368
shipments, flow of, 71-72, 300,

303

Laundry machinery, 102
Leather (sce hides, sking and
leather)
Lumber
history of buying practices,
440-142 (see also oak floor-
trg; pine, soulthern yellow)

Machinery
agricultural, 107, 109, 325-326,
320
laundry, 102
washing, 325-327
Mail order houses, 122, 185-186,
335-336, 340-342
Manufacturers (see purchasing
agends; manufaclurers, one
hundred fifteen; and sepa-
rate commodities)

Manufacturers, one hundred
fifteen
American Manufacturers

Amalgamated, 381-383
costs of small orders, 374-383
incidence of costs, 405-413
methods of  determining

“good sized " order, 377-

378
orders, size of, 100-112
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Meat (see also beef and pork)
costs of small orders, 415-416
merél}ods of distribution, 190-

1
orders, size of, 190-197
shipments, flow of, 304-307
stock burden, 243-244
stocks, stability of, 355-357
Medicines, praprietary, 162-163,
168-169 (see also drugs)

Merchandising policy (see pol-

iey)

Metal specialties, 107, 109

Metals (see iron and steel and

metals, non-ferrous)

Metals, non-ferrous
copper, 229-231, 298-299, 346-

348
tin, 220-232, 298-299, 346-348

zine, 220-231, 298-299, 346-
348
Milk, fluid, 305, 309-310
Missouri  wholesale  grocer

(Company A), 170-174, 334-
335

Motor vehiecles
costs of small orders, 395
increasing importance, 460,
467-469
shipments, flow of, 325-327
styles in, 456
Musical instruments, 107, 110
Music¢ chain stores, 335-339

New York wholesale grocer
(Company 5, Company D),
171-177, 334-335

Oak flooring
order basis for, 66-6%
orders, flow of, 283-289
orders, unfilled, 6869, 365-
367
production, stability of, 365-
367

shipments, flow of, 68-69, 249,
321-323
stock burden, 248-249
stoeks, stability of, 352-355
Oils, 392

INDEX

Optical goods, 107, 109

Orders, advance (sece also order
basis; orders, outstanding;
and orders, unfilled)

advantages and disadvan-
tages of, 17-22, 31

purpose of, 31

varations in, 22-23

Orders, assortment,
411412

Order basis (see also pre-plan-
ning and individual com-
modities}

concept, 31-35

definition of, 34-35

for individual companies, 36-
57

for industries, 58-81

furnished by buyers, 82-94

summaries, 81, 93-94

Orders, flow of, 14-23, 44-45,
279-202 (see also individual
commodities)

method of measuring, 280-282

relation to flow of shipments,
282, 293

summary, 292

Orders, future {see order basts;
orders, advance, outstand-
ing, unfilled)

Orders outstanding, 86-8% (see
also order basis; orders,
advance, unfilled)

Orders, size of, 100-200 (see
also individual eommodi-
ties}

compared with size of ship-
ments, 97-98, 214-217

encouragement of small or-
ders, 411-412 (see also 407-
4083

methods of measuring, 104-
106

summaries, 199-200

Orders, unfilled (see also order
basis; orders, advance, out-
standing)

as a measure of business ac-
tivity, 32-34

407-408,
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as a measure of order basis,
32-U
effect on stability of produc-
tion, 362-370
Overcapacity, 10

Packing charges for small or-
ders, 406-407, 414
Paints and varnishes, 107, 116,

Puper, 101, 392
Peaches, canned
order basis for, 76-77
orders, size of, 147-148
shipments, flow of, 318-319
shipments, size of, 213
stock burden, 240, 242
Pears, canned
order basis for, 76-78
orders, size of, 148-151
shlpments fow of, 318-319
shipments, size of 213
stock burden, 240, 242
Peas, canned
order basis for, 51, 74-76
orders, size of, 132-138
ahip;nent,s, flow of, 305, 315-
31
shipments, size of, 204-206
stock burden, 239-240
Pennsylvania wholesale grocer
(Company 4, Company B),
171-176, 334-335
Pineapple, canned, 146-147
Pine, southern yellow
orders, flow of, 283-288
shipments, flow of, 321-323
stock burden, 248-249
stocks, stability of, 352-355
Policy, merchandising
canners, 52-53
hosiery manufacturers,
412
men's clothing manufactur-
erg, 50
wholesalers, 52-53
Pool cars, 405, 407
Pork and beans, canned 280-
201, 320

237,
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Pork products
shipments, flow of, 304-307
stock burden, 243-244
stocks, stability of, 355-357
Poultry
shipments, flow of, 304-305,
+ 310-3il
stocks, stability of, 355-357
Pre—p]anmng (sce nlso order
basts)
des:rablhty of, 17-22
measure of, 32 35
methods of, 31-32
possibilities of, 17-22
variations in, 22-23
Prices, 8-9, 41, 115-116 (see
also hand-to-mouth buy-
tng, causes of, prices)
Production (see also individual
commodities)
index of, 8
wethod of measuring stabil-
ity, 280-282
plunning of, 16-17, 31-32
stability of, 362-370
summury, 369-370
Pumps, industrial
order basis for, 79-81
orders, size of, 107, 110
orders, unfilled, 79-81
shipments, flow of, 79-81, 325-
326. 328
Purchasing agents’ reports
order basis furnished by
manufacturers, 89-93
stock burden of raw mate-
rials held by manufactur-
ers, 261-265

Ruidwavs (see also pool cars)
charges for small orders, 417-
418
growth of and improvements
in, 460-467
seasonality of originating
freight tonnage, 294-295
scasonality of ton-miles of
ireight carried, 329-331
Rayon, 348-350
Refrigerators, 101
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Regularity (see orders, produc-
tion, shipments, stocks)

Restaurants, Childs, 335-339

Retail stores (see chain, de-

partment, drug, grocery,
hardware, jewelry, and
shoe stores; mal order
houses)

Rice, 305, 308-309
Rubber heels, 325-326, 328, 358-
359

Sales (see books, sales; ship-
ments)

Sales, future (see order basis;
orders, advance, oulstand-
ing, unfilled)

Salmen, canned fish,
canned)

Salt, 305, 312

Schoaol and church equipment,
102

Schools of business, 449, 451

Seasonality (see orders, pro-
duction, shipments, stocks)

Selective selling, 399-401, 408-
409, 410, 415-417

Service charges, 406-407, 414

Shellae, 392

Shipments, flow of (see also in-

- dividual commodities)

compared to flow of orders,
282, 293

early stages of production,
44-45, 293-331

later stages of production,
332-342

method of measuring, 280-282

Shipments, size of, 97-98, 201-
217

Shoes (see also companies, in-
dividual shoe manufactur-
ers; rubber heels)

history of buying practices,
433-440

order basis for, 36-45

orders, size aof, 101, 186-190

shipments (or sales), flow of,
189, 335-339

(sce

INDEX

stock burden, 255-258, 267-
268, 270-271
style chunges, 453-454
silk, finished gzoods, 334-335
silk, raw
shipments, flow of, 300-303
stock burden, 235-236
stocks, stability of, 348, 350-
351
Size of units (see orders, ship-
ments, unils)
Soap, 112, 392
' Skimming the market,” 408
400
Skins (see hides, skins, and
leather)
Spaghetti, canned, 200-291, 320
Spark plugs, 102
Stabilization, 18-22 (sec also
orders, production, ship-
ments, stocks)
Steel (see fron and steel)
Steel barrels
order basis for, 61-62
shipments, flow of, 296-298
stock burden, 233-234
stocks, stability of, 344-345
Steel castings, 283-288
Steel, fabricated  struectural,
283-289, 296-298
Steel furniture, 283-288
Steel ingots, 368-369
steel, rolled and finished prod-
ucts
order basis for, 53-56
orders, flow of, 290-2591
orders, unfilled, 56, 368-369
shipments, flow of, 56, 296-
298
stock burden, 234-235
Steel sheets
order basis for, 60-61
orders, How of, 283-288
shipments, flow of, 266-298
stock burden, 233
stocks, stability of, 344-345
Stock burden (see also individ-
ual commodities)
concept, 223-228
conclusions, 274-276
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methods of measuring, 226-
227

of goods for sale by mer-
chants, 266-274

of goods for sale by others
than merchants, 229-260

of raw materals, 261-265

Stock turnover (see stock bur-

den)
Stocks (see also individual
commodities)
as a measure of stock bur-
den, 226

control of, by munufacturers,
412-413
method of measuring stabil-
ity of, 280-282
stability of, 343-361
Stores (see chain, depariment,
retad, and wholesale
stores; mail order houses)
Stuyres burden of manufactur-
ers, 261-265
Styles, 433, 444, 453-458
Sugar
shipments, flow of, 303, 312
stock burden, 246-247
stocks, stability of, 355-357
Supplies, office, 102, 107, 109
(see also stores burden of
manufacturers)
sweepers, floor, 102
Thn
stock burden, 229-232
shipments, flow of, 208-209
stocks, stability of, 346-348
Tires, pneumutic
stock burden, 259-260
shipments, flow of, 325-326,
328-329
stocks, stability of, 358-359
Tomatoes, canned
arder basis for, 51, 75-76
orders, size of, 138-145, 214-
217
shipments, flow of, 305, 315,
317, 319
shipments, size of, 206-212,
214-217
stock burden, 240-241
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Trude, flow of, 13-14, 280-282,
294-295 (see also orders,
shipments)

Transportation (sec
motar vehicles)

charges, 406407, 414

Trucks (see motor vehicles)

Typewriter ribbons, 102

ratheays,

Underwear (see knit  under-
wear)
Units, size of, 97-99 (see also

orders, shipments)

Vegetables, canned, 162-166
(see also corn, pens, toma-
toes)

Vamishes and paints, 107, 110,
392

Warchouses
costs of small deliveries, 300-
393
deliveries, size of, 159-169
description of, 159-161
growth in, 403-404
remedy for coxts of small or-
ders, 402-404, 410-411
Waushing machines, 325-327
Wheat
shipments, flow of, 305, 307-
308 *
stock burden, 251-254
Wheels, grinding, 102
Wholesalers
costs of small orders, 393-395
importunce, change in, 402
411, 419
orders, size of, 169-183, 185-
186, 198-199
shipments, flow of, 332-335
stock burden, 267-270
Woolen dress goods, 334-335
Wool, raw, 300-302, 392

Zine
shipments, flow of, 298-299
stock burden, 229-231
stocks, stability of, 346-348






Publications of the Brookings Institution
THE INSTITUTE OF ECONOMICS
GERMANY’s CaracITY TO PaAY.
By Harold G. Moulton and Constantine E. McGuire.
1923. $2.50. 384 pp.
Iirssianw DEBTs AND RussiaN RECONSTRUCTION.
By Leo Pasvolsky and Harold G. Moulton. 1924, $2.50.
247 pp-
TaE REPARATION PLAN.
By Harold G. Moulton. 1924. $2.50. 325 pp.
TrHE FrExcH DEBT PROBLEM.
By Harold G. Moulton and Cleona Lewis, 1925. $2.00.
459 pp.
THE RUHE-LORRAINE INDUSTRIAL I’ROBLEM.
By Guy Greer. 1925. $2.50. 328 pp.
WoRrRLD WaRr DEBT SETTLEMENTS.
By Harold G. Moulton and Leo Pasvolsky. 1{246. $2.00.
448 pp.
ItaLy’s INTERNATIONAL EcoNomic PosiTiox.
By Constantine E. McGuire. 1926. $3.00. 588 pp,
THE INTERNATIONAL ACCOUNTS,
By Cleona Lewis. 1927. $2.00. 170 pp.
AuERIcAN LoAXS To GERMANY.
By Robert R. Euczynski. 1927. $1.00. 378 pp.
EcoxoMIc NATIONALISM OF THE DANUBIAN STATES.
By Leo Pasvolsky. 1928, $3.00. 605 pp.

MaxiNGg THE TARIFF 1¥ THE UNITED STATES.

By Thomas Walker Page. 1924. $2.50. 281 pp.
StrGAR 1N RELATION To THE TARIFF.

By Philip G. Wright, 1924. $2.50. 312 pp.
TuE Tarirr ox WoorL.

By Mark A. Smith. 1926, $2.50. 350 pp.



THE CATTLE INDUSTRY AND THE TARIFF.
By Lynn Ramsay Edminster. 1926. $2.50. 331 pp.
THE TARIFF ON ANIMAL AND VEGETABLE OILS.
By Philip G. Wright. 1928. $2.50. 347 pp.
THE TaRIFF ox IRON AND STEEL.
By Abraham Berglund and Philip G. Wright. 1929,
$3.00. 240 pp.

AMERICAN AGRICULTURE AND THE EUROPEAN MaRKET.
By Edwin G. Nourse. 1924, $2.50. 333 pp.
THE FEDERAL INTERMEDIATE CREDIT SYSTEM,
By Claude L. Benner. 1926. $2.50. 3%5 pp.
FiNaNCING THE LivEsrock INDUSTRY.
By Forrest M. Larmer. 1926, $2.50. 327 pp.
I¥NDUSTRIAL PROSPERITY AND THE FARMER.
By Russell C. Engberg. 1927. $2.50. 286 pp.
THE LEGAL STATUS 0F AGRICULTURAL CO-OPERATION.
By Edwin G. Nourse. 1927. $3.00. 555 pp.
THE MEXICAN AGRARIAX REVOLUTION.
By Frank Tannenbaum. 1929. $2.50. 543 pp.

MineERs’ WacEs AND T1iE Cost OF CoAL.
By [sador Lubin. 1924, $2.50. 316 pp.
THE CASE oF BitumMixzotvs Coal.
By Walton H. Hamilton and Helen R. Wright. 1925.
$2.50. 310 pp.
THE CoarL MINERS' STRUGGLE FOR INDUSTRIAL STATUS,
By Arthur E. Suffern. 1926. $2.50. 462 pp.
TeaE BriTisH COAL DILEMMA.
By Isador Luhbin and Helen Everett. 1927. $2.50.
370 pp.
A Way oF OrpER FOR BrTumixous CoalL,
By Walton H. Hamilton and Helen R. Wright. 1928.
$2.50. 365 pp.



RaiLroaD PoRCcHASING AND THE BusiNess CyYcLE
By John E. Partington. 1929, $3.00.
WORKERS HEALTH AND SAFETY: A STATISTICAL PROBLEM.
By Robert Morse Woodbury. 1927, $2.50. 207 pp.
LABOR AND INTERNATIONALISM.
By Lewis L. Lorwin. 1929. §3.00. 682 pp.
UNEMPLOYMENT INSURANCE IN (GERMANY.
By Mollie Ray Carroll. 1929. $2.00. 137 pp.
Tie Str. LAWRENCE NavicaTioN aNp PowrrR ProJEcT.
By Harold G. Moulton, Charles S. Morgan, and Adah T.
Lee, 1920, 2100, 675 pp.

INTEREST RATES AN 8STOCK SPECULATION,
By Richard N. Owens and Charles 0. Hardy, 1925.
$2.00. 197 pp.
Tax-EXEMPT SECURITIES AND THE SURTAX,
By Charles O. Hardy. 1926. $2.00. 216 pp.

TrE BALANCE OF BIRTHS AND DEATHS.
Ry Robert R. Kuczynski. 1928, $2.00. 140 pp.

THE INSTITUTE FOR GOVERNMENT RESEARCH
STCDIES IN ADMINISTRATION

THE SYSTEM oF FINANCIAT, ADMINISTRATION OF GREAT
BrrTaIx.
By W. F. Willoughby, W. W. Willoughby, and 8. M.
Lindsay. 378 pp. Out of print. 1917,
THE BUDGET: A TRANSLATION.
By Rene Stourm. 648 pp. $4.00. 1917.
THE CANADIAN BUDGETARY SYSTEM.
By H. C. Villard and W. W, Willoughby. 390 pp. $3.00.
1918,
THE ProBLEM oF A NATIoNAL BUDGET,
By W. F. Willoughby. 2384 pp. Out of print. 1918,



THE NaTioNaL Bupger SYSTEM, WITH SUGGESTIONS FOR
ITs IMPROVEMENT.
By W. F. Willoughby. 359 pp. $3.00. 1927,
THE MoVEMENT FOR BUDGETARY REFORM IN THE STATES,
By W. F. Willoughby. 266 pp. $3.00. 1918.
THE LEgAL StaTus AND FUNCTIONS OF THE (JENERAL
AccounTiNg QFFICE,
By W. F. Willoughby. 204 pp. $3.00. 1927,
MANUAL OF ACCOUNTING AND REPORTING FOR THE OPERAT-
ING SERVICES OF THE NATIONAL GOVERNMENT.
By Henry P. Seidemann. 421 pp. $5.00, 1926,
MaNvaL oF ACCOUNTING, REPORTING, AND BUSINEsS
ProCEDURE FOR THE TERRITORIAL GOVERNMENT OF
Hawarr
By Henry P. Seidemann. 598 pp. $5.00. 1928,
THE DEVELOPMENT OF NATIONAL ADMINISTRATIVE OR-
GANIZATION 1IN THE UNITED STATES,
By Lloyd M. Short. 531 pp. $5.00. 1923.
ORrGANIZED EFFORTS FOR THE IMPROVEMENT OF METHODS
OF ADMINISTRATION IN THE UNITED STATES.
By Gustavus A. Weber. 408 pp. $3.00. 1919.
THE REORGANIZATION OF THE ADMINISTRATIVE BRANCH
OF THE NaTIONAL GOVERNMENT.
By W. F. Willoughby. 314 pp. Out of print. 1922,
THE (GOVERNMENT AND ADMINISTRATION OF GERMANY,
By Frederick F, Blachly and Miriam F, Qatman
784 pp. $3.00. 1928.
THE STATISTICAL WORK oF THE NATIONAL (GOVERNMENT.
By Laurence F. Schmeckebier. 580 pp. $5.00. 1925
TaE NATIONAL GOVERNMENT AND PUuprLic HrALTH.
By James A. Tobey. 441 pp. $3.00. 1926.
THE DEPARTMENT OF JUSTICE OF THE UUNITED STATES.
By Albert Langeluttig. 234 pp. $3.00. 1927,



TrE DisTRICT OF COLUMBIA; ITS GOVERNMENT AND AD-
MINISTRATION.
By Laurence F. Schmeckebier, 963 pp. $5.00. 1928,
THE PROBLEM OF INDIAN ADMINISTRATION,
By Lewis Meriam and Associates. 894 pp. $5.00. 1928.
THE DEVELOPMENT OF GOVERNMENTAL FoOrREsT CONTROL
IN THE UNITED STATES.
By Jenks Cameron, 479 pp. $3.00. 1928.
Grour REPRESENTATION BEFORE CONGRESS.
By E. Pendleton Herring. 327 pp. $3.00. 1929.
REGISTRATION 0F VOTERS 1N THE UNITED STATES.
By Joseph P. Harris. 408 pp. $3.00. 1929.
THE GOVERNMENT AND ADMINISTRATION OF THE DISTRICT
oF CoLUMBIA : SUGGESTIONS FOR UHANGE,
By Laurence F. Schmeckebier and W. F. Willoughby.
198 pp. $2.00. 1929,

PRINCIPLES OF ADMINISTRATION

PRINCIPLES OF PUBLIC ADMINISTRATION,

By W. F. Willoughby. 742 pp. $5.00. 1927.
PrINCIPLES OF JUDICAL ADMINISTRATION.

By W. F. Willoughhy. 684 pp. $5.00. 1929,
PRINCIPLES OF GOVERNMENT ACCOUNTING AND REPORTING.

By Francis Oakev. 582 pp. $5.00. 1921,
PRINCIPLES OF GOVERNMENT PURCHASING.

By Arthur G. Thomas. 290 pp. $3.00. 1919,
PrixcirLEs or PunLic PERSONNEL ADMINISTRATION.

By Arthur W. Procter. 256 pp. $3.00. 1921.

SERVICE MoNOGRAPHS 0N THE UNITED STATES
GOVERNMENT

1. Geological Survey, 174 pp. Out of print. 1918.
2. Reclamation Service, 190 pp. Out of print. 1919,
3. Bureau of Mines. 174 pp. $1.00. 1922.



[=2]

[Tl ]

13,
14.
15.
186,
17.
18.

19.
20.
21.
22.
23.

24.
25.
26.
27.
28.

29.

. Alaskan Engineering Commission. 134 pp. $1.00.

1922,

. Tariff Commission, 84 pp. $1.00. 1922
. Federal Board of Vocational Education. 86 pp. $1.00.

1922.

. Federal Trade Commission. 92 pp. $1.00. 1922,

. Steam-boat Inspection Service. 142 pp. $1.00. 1922
. Weather Bureau. 100 pp. $1.00. 1922.

10.
. National Park Service. 184 pp. $1.00. 1922,
12.

FPublic Health Service. 312 pp. $2.00. 1923.

Employees’ Compensation Commission. 98 pp. $1.00.
1922,

General Land Office. 236 pp. $1.50. 1923,

Burean of Education. 172 pp. $1.00. 1923.

Bureau of Navigation. 136 pp. $1.00. 1923.

Coast and Geodetic Survey. 120 pp. $1.00. 1923.

Federal Power Commission. 138 pp. $1.00. 1923.

Interstate Commerce Commission. 182 pp. $1.00.
1923.

Railrpad Labor Board. 96 pp. $1.00. 1923.

Divisior of Conciliation. 48 pp. $1.00. 1923,

Children’s Bureau. 95 pp. $1.00. 1925,

Women’s Burean. 44 pp. $1.00. 1923.

Office of the Supervising Architect. 150 pp. $1.00.
1923.

Burean of Pensions. 150 pp. $1.00. 1923.

Bureau of Internal Revenue. 283 pp. $1.50. 1923,

Bureau of Public Roads. 134 pp. $1.00. 1923,

Office of the Chief of Engineers. 178 pp. $1.00. 1923.

United States Empleyment Service, 142 pp. $1.00.
1923.

Burean of Foreign and Domestic Commerce. 192 pp.
$1.00. 1924,

. Bureau of Immigration. 260 pp. $1.50. 1024,
31. Patent Office. 139 pp. Out of print. 1924,



32.
33.
BEN
35.
3. Government Printing Office. 155 pp. $1.00. 1925.
3%.
38.

3.
40.
41.
42,

43

44,
5. Medical Department of the Army. 173 pp. $1.50.

46,

~

57.
58.
5%

G0,

Office of Experiment. 190 pp. $1.00. 1924
Customs Service. 203 pp. $1.50. 1924,
Federal Farm Loan Bureaun, 1%1 pp. $1.00. 1024,
Bureau of Standards. 314 pp. $2.00. 1925.

Bureau of the Mint. 102 pp. $1.00. 1926,

Office of the Comptroller of the Currency. 96 pp.
$1.00. 1926,

Naval Observatory. 113 pp. $1.00. 1926.

Lighthouse Service. 170 pp. $1.00. 1926.

Bureau of Animal Industry. 202 pp. $1.50. 1927,

Hydrographic Office. 124 pp. $1.00. 1926.

Bureau of Naturalization. 120 pp. $1.00. 1926,

Panama Canal. 430 pp. $2.50. 1927,

1927,
General Accounting Office. 227 pp. $1.50. 1927.

. Bureau of Plant Industry. 133 pp. $1.00. 192%.
48,
49.

Office of Tndian Affairs. 605 pp. $3.00. 1927.

United States Civil Service Commission. 163 pp.
$1.50. 1928.

Food, Drug, and Insectivide Administration. 146 pp.
- $1.50.

. Coast Guard. 276 pp. $1.50. 1929.

2. Bureau of Chemistry and Seils. 231 pn. $1.50. 18928,
. Bureau of the Census. 234 pp. $1.50. 1929.

. Bureau of Biological Survey. 349 pp. $2.00. 1929,
55. Bureau of Dairy Industry. 83 pp. $1.50. 1929,

. Bureau of Engraving and Printing. 121 pp. $1.50.

1929,
Bureau of Prohibition. 343 pp. $2.00. 1929.
Forest Service. (In Press.)
Plant Quarantine and Control Administration. (In
Press.)

Bureau of Enlomology. (In DPress.)



