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PREFACE

That there has been felt for some time the need of & work
describing an accurate method of determining costs in a cotton
mill, is very evident to anyone in touch with the textile field.
It is a subject concerning which there is much misapprehen-
gion, the term cost finding being applied, in some casges, to the
metheds adopted when seeking a figure to use as a quotation
on & new fabric the mill has been asked to quote mpon. Tt
is evidently not realized, in a case of this kind, that such a
figure can be but an estimate, the person, no doubt, thinking
that by some sobtile means the mill ean determine the cost to
a nicety, regardless of the costs of any previonsly manufae-
tured goods. Nothing could be further from the facts in the
case. If amill is to fignre on a fabrie that it haa not previous-
Iy manufactured, it must, of necessity, base its quotation on
oosts previously determined, although such cests may be for
gooda differing in comstruetion from the ones on which it is
to estimate. Such quotationa must, in the nature of the caze,
be estimates only, and their degree of acouracy is in direct
proportion to the acouracy with which the costs of goods pre-
viongly manufactured have been determined.

The need, therefore, of an acenrate method of determin-
ing costs is readily apparent, since not only are the cost
figures of vital interest when considering goods already manu-
factured, but they become of egual, if not more, importance
when using them on which to base quotations for new fabries;
if these previous costs are not correct, one cannot expect the
new fignures to be acourate. Indeed, one does not make too
strong a sfatement by saying that a good method of ascertain-
ing the cost of the manufactured preduet, is the hest founda-
tion on which to build the efficiency and economy of & mill.

It is well to congider here what this term ‘*Qood method”’
embraces, when applied to the eost figures of a cotton mill.
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There can be no argument with the statement that a method,
to be of any value, muost first of all be aceurate, although there
may be considerable difference of opinion as to the methods
to be adopted fo obtain this accuracy, and also as to the
degree of accuracy desired. .

However, it would appear that a method of cost finding,
to be aceurate, should contain cne main feature; namely,
that all the cost of any one article shall fall on that
artiele slone. This result, manifestly, cannot he obtained
by any system of averages, no matter how ingenious-
Iy devised and carried out. Averages are aimply what their
name implies, no more, no less; and they cannot, under the
best of conditions, give aceurate information concerning any
separate fabric, but can only treat the product as a whole.
The writer was much interested in hearing deseribed, some
time ago, the method adopted in determining ccsta in a
large department store: how the concern is divided into its
separate departments and how each depariment, although it
may be no more than a glove counter, or a handkerchief
eounter, is considered as a store in itself and has charged to
it the proper amounts for rental, advertising, heating, light-
ing, and so on.

It may be a far cry from a department atore to a cotton
mill, and yet there ia this analogy: a coat system in a cotton
mill, to be aceurate, should treat esch style of goods heing
made, exactly as a department store treats its separate
departments; and there should he fastened to each distinet
style it proper amount of all manofacturing expense, no
matter whether this expense be for labor, raw material,
or any one of the numerous other items incidental to
manufacturing.

In the second place, a cost syatem, to be of use, must not
only be accurate but must also be se devised that it will be
readily adaptable to the mill in which it is to be used. A
manufacturing concern would not, ordinarily, consider a
comparatively small additional omtlay, if by so doing it
could obtain accurately the mannfacturing cost of each of its
different products.



On the other hand, if to obtain this information means
radical changes in ite methods of operation, with consequent
frietion in its various departments and loss in productien,
the mill would paturally be very much inclined to consider
that the benefits to he derived from knowing accurately the
costs wonld hardly compensate them for the interference with
their organization. For this reason, any method of cost
accounting, to be of value to a cotton mill, should be handled
from the office end almost entirely. There are methods under
which congidérable of the work falls npon the heads of the
different manufacturing departments, but such work eannot
righily be considered a part of the daties of a department
head. The two prime requisites of the mannfacturing end
are keeping up the production and keeping down the expense.
Anything that tends to interfere with these two aims must be
locked at askance,

In dealing with thia subject of coat finding, the writer has
endeavored to keep within the livnits demanded by the above-
mentioned requirements. To some, the methods advoeated
may seem tedions and involved ; but in any such case it should
be understood that a description, to be of value, must deal
with the suhject in considerable detfail, and that the actual
putting into practice of the method desecribed is frequently a
much shorier operation than would appear possible from
reading a description of the same. A system such as here
described, can be readily handled in & mill of average size by
one person devoting only a portion of hiz {ime to if, and
certainly the results wonld justify any sanch outlay.

The method of cost finding, illustrated in this work, must
not be taken to fit all cases. No one method can do this, since
eonditions vary greatly with different mills. It has been the
aim to illustrate the esseniial principles underlying an
accurate coet system, and it is left to the reader to apply them
in the manner most anitable to his own case. It cannot be too
strongly advised that those having charge of such work have
a good general kmowledge of all departments of the mill, since
only in such case can cne intelligently size up the different
situations constantly arising in & mill today, any one of which
may aiter the details of the work.
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In this eonneetion it is not out of place to state that the
young men being turned out by the textile schools of the
country are peculiarly adapted to such work. They are as a
rule men of a good general education, and, having eompleted
& course in a textile achool, they are able to grasp the aim of
guch work and adapt it to the different conditions they meet
with. )

The fignres dealt with in this book are hased on the
production for one week of fifty-four hours and not for a
guarter, as would be the case in actnal praetice. For the
purpose of illustration, this answers all requirements equally
well, and at the same time gives the. production and pay for a
period more readily grasped by the reader.

While these figures for production and pay are of minor
importance, the chief aim being to describe a cost system, yet
the writer has endeavored, in all cases, to keep within the
bonnds preseribed by good mill practice.

Hxnry W. Nromors.
Neow Bedford, Massachusetts, 1915,




A Method of Determining Costs in a
Cotton Mill

INTRODUCTORY

In establishing a method of eost finding in a cotton mill,
it is first essential to divide the different departments, and
aldo the different operations in each department, into what
may be termed units, each geparate ynit to embrace only those
machines that perform similar funetions and through which
the stock passes in practically the same manner.

Thus, all the machinery directly connected with the pick-
ing operation may be considered as a unit by itself. The
same 18 true of the earding, alse of the drawing, and go on,
sinee in each of these cases the conditions of pay and running
are practically the same, To cite an opposite case, in & mill
operating both plain and faney looms, it wonld not be correet
to consider all the weaving as one unit sinee the conditions
are not the same on hoth kinds of Iooms; a fixer does not have
as many looms in his seetion if he is on fancies =5 15 the case
if he is on plain work; a fancy loom requires more anpplies
than a plain loom; and many other conditiens will be found
to vary in different mills, Congequently, in such cases, the
plain looms must be considered as one unit by themselves,
while the fancy lecms should be considered ancther and
distinet unit. ' '

These different units will, of conrse, he found to vary
with different mills, since mills differ widely in their organiza-
tions; consequently, no list can be given that will cover all
circumstances. In ease the reader has occasion at any time
to make such a division of a mill, the only advice that can be
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