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Cost Control for Marketing Operations —
General Considerations
HIS report is the first of three related reports presenting findings in an N.A.C.A. research
T study
dealing with the application of cost control techniques to marketing activities. The
second and third reports, entitled "Control of Marketing Costs —Order Getting" and "Control of Marketing Costs —Order Filling," will appear in later issues of the N.A.C.A. Bu lletin. An advance summary of the contents of the three reports appeared as Section 3 of
the N.A.C.A. Bu lle tin for March 1954.

Infroducfion
received substantially less atT tention from accountants than has thehascontrol
of manufacturing costs.
HE

CON TROL O F

MARKE TI NG

COSTS

Speaking at the N.A.C.A. International Cost Conference in 1948, Howard C. Greer summarized progress from 1928 to 1948 in the following
words:
"During this twenty years we have talked a lot, but done very little,
to improve the accounting control of distribution activities. We have
made considerable progress in the development of techniques, but not
mach progress in their application....
"Today's problem is not primarily the one of learning how to prepare
distribution cost analyses but rather one of putting distribution cost
information to work in the development of an economical and efficient
distribution cost system.1
Among the reasons offered to explain this situation are that (1) the nature
of marketing operations makes it difficult to apply accounting cost control
techniques, (2) management has been pre- occupied with production problems during the past decade, and (3) many accountants have not been sufficiently familiar with marketing and the needs which marketing management has for cost control information. Whatever the reasons, it seems
evident that in many companies the marketing cost control field offers an
opportunity for the industrial accountant to expand his services to management.
There are accounting cost control tools available and the field study dis.
closed a few companies which use these tools with good effect. The tools
are not new —they are chiefly budgets and standards of various types —but
success in their application requires an understanding of the characteristics
of marketing costs and the needs which marketing management has for cost
1 "Accounting As An Aid to A Sound Distribution Program," N.A.C.A. Con /erencc
Proceedings, 1948, p. 160.
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information. Moreover, the approach to control of costs in the marketing
area needs to be somewhat different from that adopted in the factory.
With the above facts in view, the purposes of this study are:
1. To reexamine accounting techniques which may be useful to aid
management in the control of marketing costs.
2. To determine how well these techniques do in fact serve their intended purposes.
3. To ascertain how accounting techniques for the control of marketing
costs are used in practice.
In this report an analytical approach to the subject was chosen because
clear thinking is needed as a guide to the development and application of
accounting techniques to aid management in controlling marketing costs.
Two additional reports will present applications of marketing cost control
methods drawn from current company practice. These reports will appear
in future issues of the N.A.C.A. Bulletin.
The principal source of material for this report has been a field study in
which members of the N.A.C.A. Research Staff visited 42 companies to
learn what techniques they use and to discuss these techniques with accounting and marketing management personnel. While this study deals with
marketing from the standpoint of a manufacturer, a limited number of merchandising companies in wholesale and retail fields were interviewed because
manufacturers perform some of the same functions.
Definition of Terms
Marketing Cost
Broadly defined, marketing includes all activities involved in the flow
of goods from production to consumption. "Distribution" is also widely
used with the same meaning, although some companies limit it to the physical
handling of finished goods in storage and transportation. In general, marketing activities consist of finding potential customers, persuading them to buy,
and delivering the goods at the place and time wanted by the customer.
An individual company usually does not itself perform all of the operations
in marketing its products. Some manufacturers sell their entire output to
a single distributor who does the marketing. At the other extreme are manufacturers who sell direct to consumers through retail stores or salesmen. In
some industries the manufacturer's salesman customarily sets up displays,
keeps stock in order, and does other work in the retail store. A given company is, of course, concerned with controlling only those costs which arise
in marketing operations which it performs for itself.
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In company organization practice, some functions defined above as marketing are often under the line authority of manufacturing and administrative division heads. For example, in one company warehousing and shipping
of finished products are manufacturing responsibilities and office operations
such as billing and customer accounting are under the treasurer.

Cost Control
In The Uses and Classifications o/ Costs it was stated that:
"Control presupposes effort directed toward a desired result. It involves not only the predetermination of the desired result but also the
action to be taken to achieve a conformity of the actual results with the
planned results."'
Previous discussions of marketing costs have not always made a clear
distinction among the purposes for which costs are wanted. In particular,
the analysis of costs for planning future operations has been confused with
the measurement of current performance against previously determined objectives for cost control. These two areas have been described as follows by
E. W. Kelley:
"Cost control of marketing operations is the measurement of an activity against a goal or a standard. Management has already determined
the marketing method. Cost control measures performance in the execution of the prescribed method and indicates appropriate action to correct unfavorable deviations. Analysis of marketing operations is the
study of the present method of distribution in comparison with all other
possible methods. Such analyses are used to determine the most effective
pattern of marketing policy for mangement to follow. "e

Cost control is also distinguished from costing for profit determination in
that cost control is concerned with charges at the point of origin, while
costing for profit determination is concerned with disposition of the charges
by assignment to periods, products, etc.
This study is limited to control of marketing costs. An earlier N.A.C.A.
research study dealt with cost analysis for planning and the reader is referred to the reports presenting findings from that study for a discussion of
cost analysis.'
Control of marketing costs is primarily a mangement function, for man'Research Series No. 7, N.A.C.A. Bulletin (Section 2), May 15, 1946, p. 947.
$ "Distribution Cost Control —And Beyond," N.A.C.A. Bulletin, April 1951, p. 907.
4 See "Assignment of Nonmanufacturing Costs for Managerial Decisions," "The Assignment of Nonmanufacturing Costs to Products," and "The Assignment of Nonmanufacturing Costs to Territories and Other Segments," Research Series Nos. 19, 20, 21,
N.A.C.A. Bulletin, May 1951 (Section 4), August 1951 (Section 4), December 1951
(Section 3).
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agement has the authority to decide what is to be done, how it is to be done,
and to take actions necessary to see that its plans are carried out.
The accountant, as an accountant, collects, analyzes, and interprets information which enables management at all levels to make better decisions because
it has factual information available and need not act on the basis of guesses
and unsubstantiated opinions. In many companies, accounting executives
are also active participants in management and take part in making and carrying out decisions. The field study showed that the extent to which available
cost control techniques are used and actually serve their intended purposes
is determined directly by top management's attitude toward the importance of
cost control. This attitude is reflected in cost consciousness, or its absence,
down the line to supervisors and branch managers. Marketing management
has often been less concerned with the need for controlling costs than has
factory management.

Planning the Accounting System to Facilitate
Control of Marketing Costs
In order that an accounting system may have maximum usefulness to aid
mangerial control over marketing costs, it must be designed to provide the
data that will be wanted. Moreover, the desired figures should be produced
with a minimum of clerical work in order that they may be available promptly
and at a reasonable cost.
E. W. Kelley has listed the following features which are essential in an
accounting plan where control of marketing is an objective:
1. A system of responsibility accounting for distribution operations.
2. Statement of functions for each responsibility.
3. Decision as to the size of the operating unit for which accounting
is to be made.
4. Provision for the necessary natural accounts to correctly catalog the
costs for each function .5

Accounting for Costs by Responsibilities
Success in cost control requires an organization in which clearly defined
responsibility for costs is matched with authority to take the actions necessary
to effect control. Delegation of authority and placement of responsibility —in
other words, the development of an organization —is a management function. The company organization plan then becomes the basic guide which
the accountant follows in preparing a chart of accounts. In the words of
5

"Distribution Cost Control —And Beyond, "N.A.C.A.
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one company representative interviewed, "the objective in designing our
chart of accounts is to focus attention on the people spending the money."
In such an accounting plan, responsibility for controlling costs is the primary basis for cost classification.e It is primary because control over costs
must be applied at the place and time where costs originate, that is, within
the area of authority where the decision to incur the cost is made. Usefulness for control is largely lost after costs from several responsibilities have
been merged together in a single account. Initial classification of costs by
responsibility for control does not preclude subsequent regrouping of costs
by functional classes customarily displayed in the income statement and for
allocation to arrive at product costs for pricing. These different bases of cost
classification are readily provided for by appropriate coding.
The following example, supplied by a company which participated in the
field study, illustrates such a plan of account coding.
a.

General Ledger Classifications

Marketing expenses constitute one of the following nine general classes
of accounts under which all financial transactions are classified and recorded in the general ledger.
1.
2.
3.
4.
5.
6.
7.
8.
9.

Assets
Liabilities and Net Worth
Sales
Cost of Sales
Manufacturing Costs
Marketing Expenses
Research and Development Expenses
Financial and Administrative Expenses
Other Income and Other Deductions
b. Subsidiary Ledger Classifications

Subsidiary ledgers are maintained to provide details of operating
expenses summarized in accounts numbered 5, 6, 7, and 8 in the list
above. A ten digit code is employed to identify the various expense
classifications. In this code, the first six digits designate units in the
company's organization which are responsible for incurring costs. The
remaining four digits classify expenses by nature of the items for which
expenses are incurred.
a For purposes of cost control, a responsibility ma y be defined as "a n organizational
unit engaged in the performa nce of a single fu nction or a group of closely rela ted fu nc.
tions having a single head accountable for activities of the u n i t " (The Analysis of
Manufacturing Cost Variances, Research Series No. 22, N.A.C.A. Bulletin (Section 2 ) ,
August 1952, p. 1549. )
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Management Control Report No. P -3
For: Vice - Chairman of the Board
MARKETING EXPENSE SUMMARY
OF DIRECT CHARGES BY CONTROL CENTERS
IN THOUSANDS OF DOLLARS

MONTH ENDED:
ACTUAL

BUDGET

OVER OR
(UNDERI BUDGET

ADVERTISING AND PROMOTION
Controlled by:
V. P. of Marketing — Central Division
V. P. of Marketing— Western Division
TOTAL ADVERTISING AND
PROMOTION
SELLING
CENTRAL DIVISION
Field Sales
Product Line A
Product Line B
Product Line C
Total
Sales Service
Sales Control
Contracts
Market Research
Technical
Total
Marketing Management
Total Expense— Marketing Division
Less Services to:
Western Division
TOTAL SELLING — CENTRAL
DIVISION
WESTERN DIVISION
Chicago
Denver
Des Moines
Kansas City
Minneapolis
St. Louis
TOTAL SELLING — WESTERN
DIVISION
TOTAL MARKETING EXPENSE
COMMENTS:
PREPARED BY:
DATE:

APPROVED BY:
DATE:

EXHIBIT 1
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c. Classification by Operating Control Responsibilities
The first two digits in the code indicate both the general class of expense as shown by the general ledger classification above, and the major
organizational division of the company incurring the expenses. For
example:
60
62
63
64
65

00
00
00
00
00

00
00
00
00
00

00
00
00
00
00

00 MARKETING DIVISION EXPENSE
00 Sales Force
00 Marketing Administration
00 District Warehouses
00 Advertising

The next four digits designate additional organizational subdivisions
which constitute expense control responsibilities. These responsibilities
differ for the various marketing functions according to the manner in
which the company's organization has been set up. To illustrate, the
sales force is organized into regions and districts which are identified by
two digits in the code as follows:
62
62
62
62

10
11
13
14

00
00
00
00

00
00
00
00

00
00
00
00

Eastern Region
Albany District
Atlanta District
Boston District

Within each district, salesmen specialize in specific product groups
and the next two digits in the code are utilized to identify expenses of
selling these product groups. For example:
62 11 30 00 00
62 11 31 00 00
62 11 32 00 00

Product Line A
66

"

" ,

66

"

" ,

Group 1
Group 2

Marketing administration is centralized in the home office and, with
exception of a few general executives, is organized by product lines
and product groups within each line. Operating control units are therefore coded as illustrated below.
63
63
63
63
63

01
01
30
30
30

10
11
30
31
32

00
00
00
00
00

00 Office of Sales Vice President
00 Sales Analyst
00 Administration, Product Line A
64
44
00
" " , Group 1
66
46
00
" " , Group 2

Each district warehouse constitutes an operating control unit. Warehouses are identified by the same two digit code employed to designate
geographical location of sales regions and districts.
The advertising function, like marketing administration, is centralized. Operating control units are also set up by product classification
APRIL, 1954
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Expense Control Report No
.................
For:
MARKETING EXPENSE SUMMARY
BY ELEMENT OF EXPENSE
In Dollars
TOTALS FOR MONTHS ENDED:

MONTH OF:

-

ACTUAL

BUDGET

COMPARISON

EXPENSE ELEMENTS
ACTUAL

BUDGET

COMPARISON

2— Salaries
3— Employee Benefits
4 &5— Supplies and Services
Telephone and Telegraph
Stationery and Office
Supplies
Postage
Purchased Storage
Professional and Technical
Services
Other Purchased Services
Other
6— Property Expense
Insurance
Taxes —Real and Personal
Rent
7— Publication and Custo.
mer Influence Expense
Advertising
Specialties and Favors
Display —shows
Commissions to Agents
Other
8— Financial Expense
9— General Expense
Subscriptions and Dues
Travel
Moving Expense —Employees
Meetings
Sales Policy Allowances
Product Registration Fees
Other
Total Direct Expenses
Transferred Service Cost
From Other Centers
Research and Development
Controller Services
Marketing Services
Charges From Product
Inventories
Other
Total All Expenses

EXHIBIT 2
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and coded in a manner similar to that illustrated above for marketing
administration.
d. Classification by Nature of Expense
The final four digits in the operating expense code identify the nature of the expenses incurred. Two digits designate expense control
accounts and two digits designate detail accounts as shown below.
00
05
06
07

Salaries and Wages (control account)
66
" , District Of ice
66
" , District Warehouse
" , District Sales Managers
f

cc

10
10
10
10

This code classifying expenses by nature is used in conjunction with the
previously described code classifying expenses by operating units responsible for control. For example, the number 62 13 30 10 07 would
be interpreted as follows:
62 Sales Force
13 Atlanta District
30 Product Line A
10 Salaries and Wages
07 District Sales Manager
Exhibits 1 and 2 show how classifications of marketing expenses by
responsibility and by nature of expense are incorporated in reports to man agment by another company interviewed. In this case, the statement shown
as Exhibit 1 provides a summary of direct expense by control centers and
Exhibit 2 provides a company -wide summary by item of expense.
Coordination between marketing organization and chart of accounts is
emphasized in several companies interviewed by placing control unit account
numbers on organization charts. One company requires each organizational
unit to include an organization chart with its preliminary budget. This enables management to review proposed changes in organization at the same
time the budget is reviewed and approved. The practice also keeps the accounting department advised of changes in organization which affect responsibility for control of costs and which may call for change in the chart
of accounts.

Controllable and Noncontrollable Costs
The distinction between controllable and noncontrollable costs is made
from the point of view of the individual responsible. While controllable and
noncontrollable costs have sometimes been considered synonymous with
fixed and variable costs, these classifications are not the same. The timing
APRIL, 1934
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and method of control differ, but fixed costs as well as variable costs should
be assigned to the individuals who possess authority to incur both types of
costs.
In marketing, as in manufacturing, there are service departments set up
to supply services to other divisions of the organization. Large companies
sometimes have numerous specialized service units in their marketing organization. For example, one company interviewed has a marketing service
division containing the following departments: (1) marketing research,
(2) product planning, (3) advertising and sales promotion services, (4) sales
services, (5) product service, (6) marketing administrative service, (7) marketing personnel development. These departments supply advice and information to sales management to aid it in directing the company's sales operations. Smaller companies have simpler organizations, but some marketing
service departments are usually present.
The head of a service department has primary responsibility for the costs
of his own department. A secondary responsibility for service department
costs may rest with heads of other departments, for they often influence service costs through the amount and kind of service demanded. The following
examples show how some companies reflect this division of responsibility in
their accounting for service department costs in order to gain cooperation of
both groups of departmental managers toward controlling service department costs.
1. Marketing service department costs are allocated to product line
sales managers. While the bases of allocation were chosen principally to obtain product profit or loss, it was stated that the system
creates an awareness of the cost of services received.
2.

Another company reasons that district sales managers provide the
demand for marketing services and consequently sales managers are
charged for usage made of automobiles, trucks, warehouses, and
similar facilities. This method causes managers to consider whether
or not they need a service and how much they need. Responsibility for
operating the service most economically rests with supervisors in
charge of the respective service departments. However, sales managers participate on an informal basis because they are interested
in reducing the amounts charged to them for services consumed.

3. In a third company, service departments charge operating departments at hourly rates based on direct cost of the services supplied.
These interdepartmental charges do not include the fixed portion of
service department costs because service departments are established
to implement managerial organization policy. Hence responsibility
for the fixed portion of the service department costs rests with top
management.
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The field study indicates that the nature of the services and the extent to
which sales managers can control the kind and amount of services received
influences practice in establishing secondary responsibility for service costs.
Where the sales managers determine the extent to which they use such facilities as company owned automobiles, warehouse space, and specially prepared
statistical tabulations, it is common practice to charge the individual managers for costs of such facilities. On the other hand, where services are established and controlled by top management policy, local sales managers are
usually not held responsible for costs of these facilities even though they share
the benefits.
Typical examples in the latter class mentioned above are services rendered
by product sales specialists, sales personnel and training, market research,
and accounting departments. These services are designed to improve the
effectiveness of the sales organization, but benefits obtained are likely to
appear as a long -run improvement in sales and profits rather than as an
immediate sales increase. For this reason, several companies stressed the
need to place responsibility for controlling costs of such services with executive mangement at a level where results can be appraised from a broad and
long -range point of view. One of these companies found that an attempt to
place this responsibility with district sales managers had led these managers
to make decisions which were not in the company's best interests. For example, some district managers attempted to economize by refusing to use
services designed to improve selling methods but which did not produce an
immediate increase in sales. Other managers believed they were saving money
by doing clerical and statistical work in their own offices instead of using
centralized service departments, but this usually proved to be false economy
because sales management was forced to divert supervision time from salesmen to clerical workers. In addition, information was not always reliable
because it was not checked against financial records.
Position of Marketing Cost Department in the Organization
The preparation of marketing cost data to aid management in controlling
marketing costs can be broken down into the following functions: (1) budget.
ing, (2) recording actual costs, (3) analysis and interpretation of cost data.
Separate departments perform budgeting and accounting functions in most
of the larger companies, although both are usually responsible to the same
person —most commonly the controller. Where a sufficient volume of work
exists, there is often a specialized unit in the accounting department to handle marketing costs. A few large companies have one or more controllers
responsible for sales and marketing cost accounting. These specialized controllers report to the general controller in each case.
APRIL, 1954
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In a few companies, sales and marketing cost accounting are under line
control of sales management for the same reasons that manufacturing cost
accounting is sometimes placed under the factory manager. These companies
usually stated that the first use of accounting data is to aid operating management and consequently each accounting unit is made directly responsible
to the executive it serves. In order to maintain uniformity in data which
are to be consolidated with figures from other parts of the company, functional control is maintained by the controller. The accounting functions
placed under marketing management vary from company to company. For
example, in one case, all sales and marketing cost accounting is centralized
under the vice - president in charge of sales. In another case, each district
sales office has an accounting unit which supplies the local branch manager
with sales tabulations and handles customer billing, but accounting for marketing costs is centralized in the home office under the controller.
The field study also disclosed a noticeable tendency for sales and market.
ing cost records to be kept and for analyses to be made by various marketing
departments for their own use. When asked why these figures are not obtained from the accounting department, marketing executives usually gave
one or more of the following reasons:
1. The accounting reports prepared deal largely with the past while
marketing management thinks in terms of the future.
2. Information from the accounting department arrives too late to serve
some purposes for which the figures are needed.
3. Accounting personnel is not sufficiently familiar with needs which
marketing management has for information. Reports are designed
for financial management rather than for marketing management.
Discussion with company representatives brought out several objections to
the independent keeping of such records, viz.:
1. There may be duplication and poor utilization of time when a separate clerical staff is maintained to keep records.
2. Marketing management must spend time supervising clerical work
when it should be planning and supervising marketing activities.
3. The accuracy of data is sometimes questionable when not tied in with
financial records.
A firm policy with respect to where such work is to be done seems desirable
to prevent duplication of effort. Both marketing and accounting personnel
usually agreed that clerical work connected with sales and cost record keeping is preferably centralized under accounting. Moreover, accounting control can insure reliability of the figures by tieing them in with financial
accounts. At the same time, it was often apparent that accountants need to
1078
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give more attention to the timeliness of the information they supply and that
they need to be better acquainted with marketing operations and methods.
Companies interviewed had used the following methods to make essential
data available at earlier dates:
1. Mechanization of clerical work, particularly where numerous sales
analyses are wanted. This has made it possible to complete regular
reports in a shorter time and to keep basic data in form for easier
analysis by special studies when wanted.
2. Scheduling of reports to avoid delaying data needed promptly until
all financial reports are completed.
3. Issuing preliminary reports using approximate figures where promptness is more important than precision of details.
Information supplied by the accountant comes from within the company
since the budgets and accounts are the principal sources. The collection of
statistics from external sources is a function of the market research department. Therefore, accounting and market research complement each other.

Acquainting Accounting Personnel With Marketing Operations
The accountant needs to be acquainted with marketing operations and with
the problems which face marketing management. Otherwise, he does not
know what information management can use in controlling costs. In addition, the accountant needs to know how marketing executives work and think
in order to present accounting figures in such a manner that their significance is understood. Companies interviewed reported the following methods
for helping accounting personnel to become familiar with marketing operations.
1. Accounting representatives participate in weekly meetings of the
operating committee which deals with marketing operations. In this
company the top -level organization is small and centralized so all
concerned know all phases of the business.
2. Accounting employees are sent into the field with sales supervisors
and salesmen. The same accountants work with sales management
in the home office to learn what information sales executives want.
3. A company training plan provides broad knowledge of all aspects
of the business for accountants in responsible positions. Marketing
and production executives have also had training in accounting and
finance which helps them to understand and to use accounting information.
4. Top accounting men have all had experience in both marketing and
production. This is assured by planned movement of men over a
period of years.
APRIL, 1954

1079

PRODUCT LINE OPERATING STATEMENT
DIV IS ION ....... ....... ....... .......

MA NA GER ...........................

MONTH .. ... .... ... .... .... ... .... ...

YEAR.. ...... ...... ....... ...... ......
YEAR T O DA TE

CURRENT M O N T H
BUDGET

AC TUA L
I.

y. s

s

Sales

2.
3.
4.
S.
6.
7.
8.
9.
10.
11.

Cos t of goods sold
Freight
Cash discount
Sales allowances
Gross pr of it
Salesmen's salaries
Salesmen's expenses
Territorial salaries
Territorial expenses
Total territorial selling expense

12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.

Cr edi t expense
Traffic dept. expense
W arehousing and shipping
General management
Total indirect selling expense
Sales promotion
Advert ising
Samples
T otal promoti on and adver tising
T otal di stributi on cost
N et pr of i t

23.

Number of shipments

24.

Average price per shipment

25 .

O r d e r g e t t i n g co st p e r s h i p m e n t

26.
27.

Order handling cost ( 12, 13, 14)
Order handli ng cost per shipment � 26
2

_

_

I
23
2 11
3,

EXHIBIT 3

AC TUA L
LAST YEAR

°i. s

i

AC TUA L

s

AC TUA L
LAST YEAR

BUDGET

i

s

i

s

•i

Discussion in the field study often pointed to the need to explore all feasible methods for building up marketing management's confidence in the
reliability and significance of accounting figures. Specific comments by company representatives also stressed the need to emphasize service to management and to deemphasize technical accounting terminology and techniques.
Accounting Tools to Aid Marketing Cost Control
Cost control comprises action at two stages, namely, (1) systematic planning to effect control before the fact, and (2) current action to bring performance back into line with planned goals when deviations from plan occur.
Current control also requires revision of previously made plans and bringing
original goals up to date when conditions change.

Budgets and Standards
As a basis for control of costs, management's plans and objectives are
translated into financial goals expressed in budgets. The budget is then the
principal accounting tool which management uses in controlling marketing
costs. Standard costs are also used in the control of marketing costs, but
standard costs are not used so widely or so successfully in marketing as they
are in manufacturing.
A budget is a goal covering a period or a project taken as a whole. Standard costs are similar goals expressed in unit form. The two are related by the
fact that where standard costs are available, they serve as building blocks
with which the budgets are constructed. As stated by one company, "A budget
is a plan of expected achievement based on the most efficient operating standard in effect or in prospect at the time it is established."
Exhibit 3 shows a product line operating statement form in which comparisons between actual and budgeted sales and marketing cost figures appear.
This form is typical of those used by companies interviewed in the field study
for presenting such information to top management.
Standard manufacturing costs have an important use for charging inventory accounts. Marketing costs are not charged to inventory, but predetermined unit marketing costs are sometimes used to facilitate the processes
of accounting for marketing costs. In most instances these predetermined
marketing costs are estimates or averages designed to assist in matching
costs and sales income in monthly income statements and to simplify cost
allocation procedures. While such unit cost figures have some characteristics
of standard costs, they are usually not standards with which performance is
measured. As an example, one company accounts for outward transportation
cost by charging a freight expense account and crediting a freight anticipaAPRIL, 1954
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tion account at a standard freight cost based on tariff rates per case for the
commodities shipped. The sole reason for using a standard cost is that the
actual amount of transportation cost cannot be obtained soon enough to complete periodic profit and loss statements by products. In this company the
standard costs have no function in controlling transportation costs.
However, a few companies interviewed have standard marketing costs
which serve both to help control costs and to facilitate accounting for costs.
Standard warehousing costs used by one company illustrate this dual purpose
application. Here standard warehousing costs are based on physical standards set by industrial engineers. Warehousing cost accounts are charged with
standard cost of the units handled each period and a warehousing cost variance account is credited. Actual warehousing costs are debited to the same
variance account. Significantly large balances in the variance account are
analyzed to determine source and cause as a guide to management in taking
corrective action.

PastPerformance
In the absence of budgets and standards to indicate what current costs
should be, actual costs experienced in prior periods may constitute useful
comparison figures. One company representative explained that operations
in previous periods had been carefully planned and had produced known
results in terms of sales and profits. Consequently, the same results should
be repeated if current costs are kept in line with those recorded in the preceding periods. Even where budgets and standard costs are in use, marketing
cost reports commonly show actual costs of comparable prior periods. The
statement form in Exhibit 3 illustrates this practice. The reason usually
given for this practice was that management is interested in trends in sales
and costs. However, in some cases it was stated that management had not
accepted budgets as significant comparison figures.
At the same time, past performance has distinct weaknesses as a goal for
current cost control. First, inefficiencies may be perpetuated rather than
brought to light and eliminated. When current efficiency is measured by
past costs, it is implicity assumed that past costs are proper costs or, at best,
there is no definite measure of the improvement which should be possible.
A second weakness lies in the fact that past costs may not reflect cost changes
that can be expected as a consequence of conditions which differ from those
under which costs were incurred in earlier periods. While these changes may
be recognized, there is no quantitative expression of the amount by which
current costs should differ from past costs. Frequent and sometimes extensive
changes in marketing methods and circumstances under which goods are
marketed may make this shortcoming of past costs an important one.
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Other Cost Comparison Figures
An individual company often has a number of sales branches, warehouses,
or delivery routes. This makes it possible to compare costs of each organizational unit with those of other like units within the same company. The field
study showed that intracompany cost comparisons of this type are widely
used. Management's attention is thereby called to any unit which shows a
marked deviation from costs reported by other units. Such differences are
often an indication that costs of the unit in question need to be reviewed.
Some companies follow the practice of ranking branches, salesmen, and other
units on the basis of unit cost of their operations.
In a few industries, trade associations collect cost data and make available
composite figures representing costs reported by all members of the association. These figures are often classified by geographical area, size of company, and other characteristics. Uniformity in classification of accounts and
in items charged to the various accounts is, of course, essential if either intra.
company or intercompany cost comparisons are to be significant.
Budgeting for Cost Control Before the Fact
As stated above, the periodic budget is the principal accounting technique used in the planning stage of cost control. Sales income as well as
costs are budgeted and the complete budget covers income, costs, and profit.
The marketing budget for the company as a whole constitutes a profit plan
based upon planned sales income and planned costs for obtaining these sales
and filling the orders. As described in one company's standard practice
manual:
"(The budget) ... is simply a form of analytical management which
provides:
"First, a definite and approved plan of operations for a specific
period of time in the future. This constitutes the planning phase.
Second, the means for measuring subsequent performance against
that plan. This is the control phase."
Activities of individual functional departments must be coordinated in
order to realize the desired over -all objective. Consequently, each department, sales division, and other organizational unit has its own budget. These
departmental budgets reflect plans for each separate operating responsibility.
While budgeting proceeds from the bottom of the organization toward the
top, departmental budgets must be in harmony with previously determined
broad company objectives.
Once approved, the marketing cost budget provides a large measure of
control before the fact. The appropriateness of each expense item can be
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better judged when viewed in relation to the company's plan as a whole and
managerial time is saved subsequently because day -by -day approval is not
needed for many expenditures covered by the budget.
Responsibility for Marketing Cost Budget
The field study shows that where the budget is an effective cost control
tool, responsibility for planning and control coincide all the way down the
line from top management to managers or supervisors of departments and
sales branches. This idea is expressed in the following words by one company's budget manual.
"The budget allowance bases are established on the postulate that authority and responsibility go hand in hand, and therefore those responsible
for operating according to the standards established have an opportunity
to partake in its construction and to approve it. Any revisions to be
made in the original budget bases are referred to the persons who originally compiled the specific data, for their consideration, comment, and
approval."
Another company manual states that:
"a. Budgets will be prepared by those responsible under that budget.
b. While the finance division assists in budget preparation, it will not
prepare any budget other than its own.
c. Preparation of his budget and conformance with it is part of every
supervisor's job."
The budget or accounting department ordinarily supplies assistance in the
form of instructions and information to aid those who prepare budgets. The
information covers facts needed or useful to the individual for planning his
own operations. Some of this data is drawn from the accounting records,
(e.g. costs incurred in prior periods) and some data is compiled from other
sources (e.g. sales forecasts). In doing this, the accounting department acts
in a staff capacity for planning, assembling, and consolidating budget information.7
Fixed Budgets for Planning Purposes
Budgets prepared for planning are fixed budgets in the sense that budgeted
cost allowances are set for the specific sales volume anticipated and for the
7I
a few companies interviewed, the marketing cost budget is actually prepared in
the accounting department. However, these companies use budgeting only as a device
for forecasting profits and to aid the accounting department in computing rates for allocating costs. In these companies it was evident that the budget does not serve as a tool
to aid management in controlling marketing costs.
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budget period. As described by one company. "A fixed budget is the target
at which the company is aiming." Contrary to the opinion sometimes encountered, a marketing cost budget should not be a restrictive device which prevents expenditures from being made when they are in the company's best
interest. The periodic budget is a plan and like other plans, can and should
be changed if subsequent circumstances make it evident that spending more
or less is desirable. Automatic adjustment may be provided through the use
of flexible bugets for costs which fluctuate with volume. For other costs,
management can authorize changes in individual budget allowances or the
entire budget can be revised. The latter procedure is ordinarily limited to
circumstances where substantial changes have occurred in the basic premises
underlying the original budget.
The marketing budget period used by companies interviewed is most commonly a year, but some companies find that a shorter period is preferable.
For example, one company uses a period of six months because it has two
selling seasons in each year. Several other companies budget quarterly because they have found it impossible to forecast sales for more than three
months. In most cases, those companies are also characterized by rapid turnover of merchandise.

Influence of Purpose for Which Costs Are Incurred
The procedure followed in budgeting marketing costs is influenced by the
nature of the work to be done. For purposes of discussion, two classes of
marketing activities may be distinguished. These are:
1. Persuading the customer to buy and getting the order. Typical activities in this class are advertising, sales promotion, and selling.
2. Filling the order. Typical activities include warehousing, shipping,
and processing documents related to customers' orders.
Activities in each of these groups have certain characteristics in common
which determine how the corresponding costs can best be budgeted. However, in practice, activities of both type are often combined as, for example,
where a route salesman makes deliveries.

Budgeting Order-Getting Costs
Order - getting costs cannot be budgeted by establishing a simple and direct
relationship between sales orders and costs. The principal reason for this
is that order - getting activities are a cause rather than a result of sales and
the volume of orders obtained depends to some extent upon the amount spent
for advertising, sales promotion, and selling. This contrasts with the manufacturing cost budget where production costs can be budgeted after the
volume of goods to be produced has been determined because the volume
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of production does not depend upon the amount of money spent for materials, labor, and factory overhead.
Changed expenditures for order - getting activities may change sales volume,
but sales may not change at the same rate as costs. When competition is
strong, substantial increases in expenditure may be necessary merely to hold
a company's present volume. The lowest unit cost or total cost is not always
the preferred objective in controlling order - getting costs because such a cost
may fail to yield the most profitable volume which can be attained. Effectiveness with which money is spent in the process of getting orders is more
important than the amount of money spent.
As a consequence of these facts, company representatives interviewed emphasized the point that the budget for order - getting costs cannot be based
solely upon a sales forecast. Rather, it is necessary to give simultaneous
consideration to the market potential and to the amount to be spent for
getting business.
Management uses certain guides in determining how much to budget for
order - getting activities. The following were frequently mentioned in field
interviews:
1. Past experience represented by ratios of advertising and selling cost
to sales and similar historical figures. These figures represent known
results obtained in the past and therefore are viewed as important
indicators of what can be expected from the same sales program
in the future. In addition, an order - getting program is often more
effective if continuity is maintained over a period of years.
2. Activities of competitors measured by amount of advertising, reports
from salesmen as to activity of competitors' salesmen, etc.
3. Specific new objectives such as to introduce a new product, to enter
a new market, etc.
4. Results from tests. By varying the amount of advertising or number
of salesmen in limited areas, it is sometimes possible to make rough
measurements of the return obtained from increments in order -getting costs.
5. What the company can afford to spend after considering the amount
of cash available and other needs for cash for plant expansion, dividends, and such purposes. This factor ordinarily sets an upper limit
on the amount that can be budgeted, but does not indicate bow
much can be profitably spent.
The amount of money spent and the need to coordinate the sales and advertising budget with all other company activities means that the total budgeted
for order - getting purposes is usually decided at the top level of management.
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While changes may be made during a budget period in both the total
amount budgeted and the application of this amount for various order - getting
purposes, the budgets employed are not flexible budgets in the sense the
term is used in controlling manufacturing costs. The reason for this is that
changes in the budget follow only from changes in management's plans with
respect to amount to be spent and direction of the effort to obtain business.
Such changes do not follow automatically from sales volume in the way that
variable elements of factory overhead tend to follow factory activity. Instead, order - getting costs are budgeted and controlled in a manner more like
the fixed components of factory supervision, engineering, maintenance, and
similar items.
Budgeting Order-Filling Costs
Some order - filling costs vary with current volume while other order - filling
costs vary over longer periods with the capacity provided. The cost of packing material used in the shipping room provides an example of the former
type of cost while depreciation and property taxes on a warehouse illustrate
the latter. Many order - filling costs are semivariable, i.e., they contain both
fixed and variable components. For example, warehouse labor cost may
have a fixed component representing the minimum crew needed to handle
a minimum volume and a variable component representing additional man hours which are controlled with volume above that which can be handled
by the minimum crew.
Exhibit 4 shows a warehouse cost comparison report form in which variable and fixed expenses are listed separately. Expense items not included
in fixed or variable categories (salaries, handling charges on goods stored
outside company warehouses) are controlled separately by this company.
Thus salaries are controlled by a budget based upon expected personnel needs
for the period and, in this respect, they fall in a category between long - period
fixed expenses and expenses variable with current volume.
In budgeting variable order -filling costs, use is made of the fact that the
total amount of such a cost is determined by sales volume or some measure
of activity related to sales volume. The first step in setting budget allowances
is to establish the relationship between the amount of each variable cost
component and an appropriate measure of activity. The sales plan or sales
forecast then determines the volume of work to be done in each cost center
during the coming period and the cost to be budgeted for the period is the
product of unit rate times expected volume.
The fixed component of order - filling costs is, in part, established by previously made commitments entailing continuing charges for depreciation,
property taxes, rentals, etc. Other cost items of a fixed nature arise from
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WAREHOUSE COST COMPARISON

CURRENT PERIOD

BUDGET

LAST YEAR
%

$

%

$

%u

$

ACCOUNTS

Merchandise Shipments
Shipping Material
Miscellaneous
Postage
Stationery and Supplies
Repairs
Telephone and Telegraph
Travel Expense
Total Variable Expense
Depreciation
Insurance
Rent — Regular
Rent— Outside Storage
Repair Amortization
Taxes
Total Fixed Expense
Total Expense
Shipping Salaries
Handl'g Chgs.— Outside Stge.
Office Salaries
Total Salaries
Total Warehouse Expense

Pro - ration — Wholesale
Pro - ration — Retail
Control Salaries — Wholesale
Control Salaries— Retail
Total Cont. Sal.
Grand TotalWhse. Expense
Dealers Served —Mo. —End
Co. Stores Served
Control Salaries per Unit
Frt. %— Incoming Mdse.
Inventory
EXHIBIT 4
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plans with respect to number of salaried employees and other sources of cost
which are planned on a periodic basis but not controlled with ordinary volume fluctuations within the budget period.
It will be observed that order - filling costs behave like manufacturing costs
and the same methods of budgeting and cost control used in the factory can
also be applied to costs of warehousing, shipping, and similar marketing
activities. Thus standard costs and flexible budgets are in use by some of
the companies interviewed. Where these are present, budget allowances for
the coming budget period are set by using the standard unit costs and flexible budgets to determine how much it should cost to handle the volume of
work planned.
Where standard costs have not been established, ratios to sales are usually
developed to aid in budgeting the various groups of order -filling costs. These
ratios are sometimes expressed as percentages of the sales dollar and sometimes as an amount of cost per product unit, i.e., per case, per ton, or other
unit.
Ratios are based on past experience, but adjusted for expected changes
such as an increase in wages and salaries, transportation rates, etc. Volume
and mixture of cost - influencing factors expected in the coming period should
be like that experienced in the past if historical ratios are to yield accurate
budget allowances. Some companies budget fixed costs separately as totals
and develop ratios only for variable costs in order to avoid the effect which
changes in volume have on cost ratios when fixed costs are included. Specific
assumptions are sometimes made with respect to other factors affecting the
amount of some marketing costs. As an example, one company budgets outgoing transportation costs on the assumption that a standard mix of quan.
tities and destinations will prevail.
Controlling Costs of Current Operations
Discussion of cost control commonly centers around standard costs and
flexible budgets because these are the principal tools which the accountant
has developed to aid management in maintaining current control over manufacturing costs. Experience of the companies interviewed in this study shows
that these tools are also applied successfully in controlling order - filling costs.
On the other hand, very few of the companies interviewed have applied standard costs and flexible budgets for controlling order - getting costs. The explanation for this fact stems from differences in the activities which comprise the two functions of order - getting and order - filling.
Standard costs are unit costs and therefore require quantitative measurement of production accomplished by the operations being costed. A unit
used to measure production and as a base for a standard cost also needs to
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be highly correlated with the total amount of the cost to be controlled. To
illustrate, if a standard cost is being established for an invoice writing operation, number of lines written is a better measure of production than number of invoices when the number of lines on individual invoices differs.
Under these conditions, a standard cost based on number of lines will be a
good measure of performance while a standard cost based on number of
invoices will be a poor measure because it is affected by a factor unrelated
to total cost of the operation, i.e., number of items appearing on individual
orders.
Accounting Control Tools for Order - Getting Costs
Employees who perform order - getting functions work largely with ideas
and with people rather than with materials and machines. The psychological
processes of thinking and influencing people cannot be standardized and
standard operation times set by any methods now available. Moreover, the
direct product of order - getting efforts consists of ideas, attitudes, and information in the minds of prospective customers. Methods for measuring the
quantity and quality of such products are also not sufficiently well developed
to furnish the basis for standard costs. Therefore it is necessary to find
some other way to measure the production of employees who perform order getting functions.
The ultimate purpose of order - getting activity is to produce sales orders.
Consequently volume of sales orders can be used to measure the effectiveness
with which order - getting activities have been performed if the relationship
between sales orders received and costs of getting these orders can be determined.
However, companies interviewed usually stated that results obtained from
attempts to correlate sales orders with order - getting costs had yielded results which were not good enough to constitute the basis for standard costs
with which to measure individual performance in cost control. In the words
of one company representative, "where there is no direct tie -in between sales
and a specific marketing activity, we can't measure effectiveness with which
our marketing dollars are spent." Three reasons were commonly cited in
explanation of this situation.
1. A wide variety of uncontrollable factors affect the results obtained
from order - getting efforts and these factors change rapidly. Examples of these factors are competitors' attempts to influence customers, general business conditions, and weather. Consequently, it
is impossible to separate performance of individuals responsible for
order - getting functions from the effects of other factors which also
influence the volume of sales orders obtained.
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2. Results obtained from advertising, sales promotion, and selling do
not always appear in the same period in which the cost was incurred
or the effort applied. Some advertising is designed to develop brand
recognition or to promote long range expansion of a product's use
rather than to produce immediate sales. Similarly, a sales call which
does not produce an order may nevertheless help to get orders in
the future. An order obtained today may also be the cumulative
result of calls made in a number of previous periods. There may be
a long run relationship between sales volume and expenditures for
advertising, sales promotion, and selling and, where these relationships can be discerned, they have value for planning purposes. However, cost control as defined for purposes of this study calls for a
short period measure of production because current control requires
current figures.
3. Sales orders are often a joint result which flows from a co- ordinated
combination of advertising, sales promotion, and selling. Therefore,
it is impossible to determine what part individuals responsible for
each of these functions had in producing a given volume of sales
orders.
Standard costs for order - getting activities are sometimes based upon units
which measure effort expended rather than results obtained. For example,
a comparison of actual cost per sales call with the corresponding cost per sales
call tells whether the calls made have cost more or less than expected. Similarly, advertising cost per reader or per inquiry received may be used to
show how the actual cost compares with the expected cost of reaching prospective customers with the company's sales appeal. Such comparisons measure the efficiency with which a planned activity has been carried out, but
they do not measure the effectiveness of the sales effort in terms of sales
orders obtained. For this reason, standards are more widely used for comparing alternative methods in sales planning than they are for measuring individual performance in controlling costs.
Under favorable circumstances it may be possible to obtain measures of
effectiveness which are valuable for selecting advertising and promotional
media or for choosing the selling techniques which are most productive,
When advertising and sales promotion projects are designed to stimulate
immediate sales of specific goods, comparison of budgeted and actual cost of
advertising per dollar of sales is used by some companies to measure results
obtained in comparison with results expected when the advertising program
was planned. Such budget comparisons may be supplemented by share -ofthe- market statistics in order to measure the effect of general changes in
market conditions. For example, a company's advertising cost per sales dollar may exceed the budget in a given period because sales volume of all comAPRIL, 1954
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Marketing cost standards are less precise than manufacturing cost standards because it is necessary to base marketing standards on average conditions rather than on controlled conditions. Large variances may arise because the actual mixture of variables affecting costs differs from the average
mixture upon which the standards are predicated. It is difficult to determine
what part of these variances measures performance of responsible employees
and what part measures the influence which changing outside conditions have
had on actual marketing costs. To illustrate, one company sets quarterly
budget allowances for transportation cost by multiplying the forecasted volume of shipments by an estimated unit transportation cost. The latter is
an average based upon a composite destination to which goods are shipped.
Obviously variances from budget can arise because of shifts in relative volumes of shipments to the various destinations as well as from other reasons.
Sometimes it may be possible to isolate the principal causes of cost variations and to adjust the standards accordingly. An example of this is furnished by a company which has a different standard cost per mile for different classes of automobiles and geographical areas in which company automobiles are used.
The conditions described above do not affect costs of all marketing functions with equal force. Working conditions in a company's own warehouse
or office can often be controlled by the same methods applied in the factory.
Consequently, cost control can be more precise for such operations than is
possible for operations performed where less control can be exercised over
variables affecting costs.
Coordinating Current Control With Periodic Planning
The goals used for measuring current cost performance are related to
but not necessarily the same as those developed in preparing the periodic
budget. Differences between periodic and current cost goals arise because
the periodic budget is based upon a given set of expectations as to volume
of activity and other factors which influence costs but current performance
needs to be measured against goals which represent conditions under which
the work is actually done. Methods used to bring the current control goals
into harmony with current circumstances are listed below.
1. Revision of budgets.
2. Managerial approval of variances either before (e.g. by authoriza.
tion of a special allowance) or after the fact.
3. Use of flexible budgets.
With respect to budget revision, two lines of practice were observed in
the field study. Companies which follow the first make no changes in budgets
during the budget period unless there are important changes in basic prem1094
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ises underlying the entire budget. However, budget variances which arise
are analyzed to separate those ascribable to performance from those which
result from changed conditions. Companies which follow the second line
of practice make changes regularly (e.g. monthly) or whenever necessary
in order that budgets may always be current goals for operating management.
In some of these companies, the original planning budget is discarded and
comparisons made only with the revised budget. In other companies, operating performance is measured by comparison with the latest revised budget
while overall financial comparisons are made against the original budget for
the period. In justification, it was usually stated that the latter practice gives
maximum usefulness of the budgets as tools for both current cost control in
individual cost centers and as a measure of progress toward the company's
profit goal for the period.
Flexible budgets have limited use in marketing because, as stated previously, only a limited number of marketing costs can be controlled with current volume. Where cost standards have been developed they are first used
in preparing the budget for the coming period by multiplying the planned
volume of activity by unit standard cost. The same standard costs are also
used to determine the amount of cost allowed for current actual volume.

LIST OF COMPANIES PARTICIPATING IN STUDY

The following companies were among those participating in this N.A.C.A.
Research Study by contributing information regarding their methods. The
remaining companies preferred that their names not be listed.
A. B. DICK COMPANY
AMERICAN CHICLE COMPANY
ATLANTIC REFINING COMPANY
WALTER BAKER CHOCOLATE AND
COCOA DIVISION, GENERAL FOODS
CORPORATION
BEECH -NUT PACKING COMPANY
BIRD & SON, INC.
THE BORDEN COMPANY
BRIDGEPORT BRASS COMPANY
CALIFORNIA & HAW AIIAN SUGAR
REFINING CORPORATION
CAPEHART - FARNSWORTH COMPANY
COLGATE- PALMOLIVE COMPANY
CUTTER LABORATORIES
DAVISON CHEMICAL CORPORATION
GENERAL ELECTRIC COMPANY,
CHEMICAL DIVISION
GENERAL FOODS SALES DIVISION,
GENERAL FOODS CORPORATION
GENERAL MILLS, INC.
GERBER PRODUCTS COMPANY
GORHAM MANUFACTURING COMPANY
HOTPOINT CO.
APRIL, 1954

S. C. JOHNSON & SON, INC.
KAISER ALUMINUM & CHEMICAL
CORPORATION
KALAMAZOO VEGETABLE
PARCHMENT CO.
KENDALL MILLS
LANDERS FRARY & CLARK
THOMAS J. LIPTON, INC.
MACY'S KANSAS CITY
THE MAYTAG COMPANY
McKESSON & ROBBINS, INC.
MEREDITH PUBLISHING COMPANY
NATIONAL BISCUIT COMPANY
PENDLETON WOOLEN MILLS
PENNSYLVANIA SALT
MANUFACTURING CO.
PERFECTION BISCUIT COMPANY
THE SCRANTON LACE COMPANY
SKELLY OIL COMPANY
STANDARD BRANDS INCORPORATED
SYLVANIA ELECTRIC PRODUCTS, INC.
THE UPJOHN COMPANY
WESTERN AUTO SUPPLY COMPANY
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Creasy. McCormick Paget
West Orange, New Jersey

C . M. BENSON
The Upjohn Company
Kalamaz oo. Mi chigan

BERNARD L. MOECK

T . W . BONNEVIER
Acme Steel Company
Chicago, Illinois

ERNEST A. CARLSON

National Lock Company
Rockford, I llinois

DAVID S. MOFFITT
Connecti cut Hard Rubbe r Co.
Hamden, Connecticut

PAUL R. MOORE

&

Johnson Johnson
New Brunswick, New Jersey

&

JOHN McCABE, JR.

Eli Lilly Company
Indi anapol is, Indi ana
&

OLIVER R. ALTUM

Col umbus Iron Works Co.
Columbus, Georgia

KENNETH L. DENHARD
WALDO W. NEIKIRK
Dewey Almy Chemical Co.
Cambridge, Massachusetts
&

Carri er Corporat ion
Syracuse, Ne w York

RUSSELL C. FLOOD
A. Schrader's Son Div.
Scovill Manufact uri ng Co.
Brooklyn. N ew Y ork

STANLEY E. FORD
Air -Way Electric Appliance Corp.
Toledo, Ohio
O TTO GAMMEL
Locke Machi ne Company
Cleve land. Ohio

MILTON L. GROUT
&

San Juan Fishi ng Packi ng Co.
Bellevue, Washington

JOHN E. HEARST
S. S. Kresge Company
Detroit. Michigan

GEORGE A. HEWITT
&

Lybrand. Ross Bros. Montgomery
Phi lade lphi a, Pe nnsylvania

T. R. HOSICK
Wilson. Hosick &Company
Winston - Salem, North Carolina

HARRY N. KAMPH

JOHN W. OLD
Humbl e Oi l &Re fi ni ng Co.
Houston, Texas

FRANK Z. OLES
Davison Che mical Corp.
Bal timore , Maryland

HARRY K. ROBERTS
frown Ze l l e rbach Corp.
San Franci sco. Cali fornia

A. PRESTON ROFFEE, JR.
Providence Base Works
General E lectri c Company
Providence, Rhode Isl and

ROBERT J. ROHR, JR.
Kodak Park Works
Eastman Kodak Company
Rochester. New York

SEBERT SCHNEIDER
Int ernational Salt Company. Inc.
Scranton, Pennsylvania

GEORGE J. WACHHOLZ
Minnesota Mining Manufacturi ng Co.
St. Paul, Minnesota

E. W. KELLEY

LeROY WARDWELL

Macy's Kansas City
Kansas City, Missouri

Dana Warn Mi lls
Westbrook, Maine

MORRIS KLEIN

W. J. WEMPLE

Veeder -Root, Inc.
Hartford. Connect icut

R. G. Le Tourneaa, Inc.
Peoria. Ill inois

HAROLD W. LUENSTROTH

MAURICE W. WHITE

Mal linckrodt Chemical Works
St. Louis, Missouri

Grinnel l Corporat ion
Warren, Ohi o

&

Business Systems Incorporated
Los Angeles, California

