
October, 1924 

Address of General Manager Fraser at the 
International Fuel Convention 

"1 have very thoroughly enjoyed 
this meeting, and sitting in here I 
have had the feeling that I was in 
one of our division fuel meetings. I 
have heard some wonderful things 
said here, things that  were worth 
while, things that were practical and 
things that were good. I Lstened yes- 
terday to a paper read by Mr. Stevens, 
and this morning I am looking into 
the faces of some real honest-to-gocid- 
ness railroad men. When I heard that  
paper, 1 certainly knew that  it  origi- 
nated in  the brain of a man who had 
been through the m:ll of experience, 
a man who knew what he was talk- 
ing about. 

There l a  one thing in this mneetlng 
that has impressed me. I have heard 
a great deal said about co-operation 
and about the operating departments 
getting in on fuel conservation. If 
there is  any one thing in connection 
w,th this meeting that has surprised 
me, it  has been the expressions indi- 
cating that on some railroads the 
operating departments are  not in on 
fuel conservation. You have heard 
considerable said about the sugerin- 
tendent getting in on it. I can only 
tell you some of the things we are  
do:ng on the Frisco Railroad. 

Our superintendents are  holding 
fuel meetings with frequency. W e  in- 
vite Into those meetings the conduc- 
tors, engineers, brakemen, fireman, 
mechanical department officers and 
employes, and the public. When I go 
over our railroad and a n  assistant su- 
perintendent gets on my car, one of 
the first things he commences to  tell 
me about : s  what he is doing with 
fuel and what he is doing with over- 
time and tonnage, and that is the 
condition that you must reach in or- 
der to get real fuel conservation. I 
meet our engineers and our firemen. 
They tell me what they are  doing, 
how many tons of coal they use, and 
they ask me most frequently questions 
that  a r e  very difficult for me to 
answer. As a matter of fact, freqoent- 
ly I cannot answer. And when you 
have that  condition, when your en- 
g neers and your firemen, your con- 
ductors and your brakeman are put- 
ting questions t o  you that are  hard to 
answer, you are aetting somewhere. - - 

You have all heard, I know I have 
from a boy, and you gentlemen have, 
that you need to keep the tonnage up 
and the overtime down in order to 
have successful railroad operation. I t  
used to sound like a joke, but it  is 
not. If you will go forward into it 
thoroughly, you can do it. 

Another thing is thls: No business 
can be successful unless you know 
ev&y day what you a re  doing, and 
what you accomplished the day be- 

fore, what it  cost you. On the Frisco 
road we have a system, our 1191 Local 
Report. Each morning our superin- 
tendents know exactly what i t  cost 
them to operate their division the 
day before. We general officers get 
that report from three to four days 
later, due to the p r o c p  of consoli- 
dation. 

But now, talking about keeping the 
tonnage up and the overtime down. 
I received yesterday in my mail u 
report for the 22nd day of this 
month. For the first twenty - two 
days of this month, a s  compared with 
last month, and also compared with 
June, 1922, which was the banner 
bperatlng month of the Frisco road. 
We started out in March to beat the 
June, 1922, flgures, and have had a 
lot of hard work to do it. I am happy 
to tell you that in the month of March 
we undermined the June, 1922, fig- 
ures. In the month of April we under- 
rn-ned the March, 1924, figures, and 
also in the month of Yay we a r e  un- 
dermining the previous month. On 
the 22nd day of this month our gross 
tons per train mile was eleven hun- 
dred and eighty-seven a s  compared 
with eleven hundred and sixty-one 
last month and with ten hundred and 
ninety in June, 1922; a n  increase of 
ninety-seven tons. Here is our fuel- 
one hundred and eighty-eight pounds 
per 1,000 G. T. hI., a s  against one 
hundred ninety-eight last month and 
a s  against one hundred ninety-six in 
June, 1922. 

Our overtime is  12.2% as against 
13.7% previous month and as against 
16.8% in June, 1922, the banner month 
of the Frisco Railroad. 

That means this-the tonnage is  i n  
creasing and the overtime is decreas- 
ing, and our pounds of fuel a re  also 
decreasiiig. That is  the thing you 
gentlemen here are  trying to do. 
When you do that  you are  well on 
your way to successful operaLon. All 
of our freight trains a r e  moving, 
through, local and mixed, 13.3 miles 
per hour a s  against 13 miles last 
month, and a s  against 12.7 in June. 
1922, which means a faster movement 
of freight trains, less overtime, more 
tonnage, less fuel. 

The reason we are  getting these re- 
sults are  these: On the Frisco road 
we have not anything but co-operation. 
All departments a re  working hand .n  
hand. There a r e  no alibis on our 
railroad and we d o  not want them. 
We will not tolerate them, we do not 
enjoy them. W e  want every man to 
acknowledge his failure .and every 
man who has some success we do 
not tall to  tell him about it. Today 
with Oil burning passenger locomo- 
tives, we  are  running them between 

St. Louis and Oklahoma ~ i & ,  a dis- 
tance of 542 m.les. W e  a r e  running 
passenger engines through from Kan- 
sas City to Ft. Worth, a distance of 
571 miles. W e  a r e  running coal burn- 
e r s  from Kansas City to Memphis, a 
distance of 484 miles. And I am not 
going to take your time to tell you 
what that means. But you gentlemen 
who are practicing and studying re- 
sults in every direction know that 
they a re  very far reaching. They art2 
the most econom.cal things to bfl 
done on the railroads. W e  are oper- 
ating., a s  you may know, Our Santa 
F e  type freight engines between 
Springfield, Mo., and St. Louis, a dis- 
tance of 240 miles. W e  a r e  putting 
these engines through Newburg, Mo. 
(Intermediate terminal) with a n  
average of seven minutes detentlon 
on the fire, and it  is seldom that we 
keep these engines in Newburg t o  ex- 
ceed thirty minutes. W e  have flgured 
out what that means to us in savings. 
and we know that  if you and I will 
give some thought to  that  practice it 
is one of the biggest coal savers that 
you can consider. 

I was impressed by that  portion of 
Mr. Stevens' paper yesterday about 
getting trains out of terminals when 
called. On our railroad we have a 
daily report. It  comes on my desk 
every morning and shows the  average 
time all of the freight trains use a t  
the terminals .n getting out. We have 
had i t  sub-divided. We have averaged 
the time from the time the  engines 
a r e  ordered until the mechanical de- 
partnient delivers it. Then we have 
averaged the time from the  time the 
transportation department gets the 
engine until the train moves. When 
we first Inaugurated that report tile 
delays were quite heavy, but w e  h a w  
found out that by keeping close tab 
and check on ft that the delays grad- 
ually went down and every terminal 
man on the railroad knows that if hih 
average shows too high somebody is 
zoing to write him a letter and he is 
going. to  tell us  about it. It 1s a won- 
derful thing how all of these men 
warm up to you and how they get into 
the game and how manifestly interest- 
ed they become until i t  becomes, as  
n gentleman said yesterday, a rivalry. 
When you get that condition that  just. 
explalns to  yon the reason for getting 
good results. 

Do You Know of Good 
Fuel Records? . . . 

WG are'anxious t o  learn 
of all unusual "runs." 
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"Type D" Duplex Stoker Firing and Something 
of Stoker Disorders 

By P. J. MOORE, General Foreman, Ft. Scott, Kansas 

Preparation for Trip: Before a stok- 
e r  can be operated successfully the fire- 
man should know the location and the 
purpose of all the operating levers, 
valves, gauges, and oil feeds to the  
different bearings. 

When coming on duty the parts of 
the stoker that would require lubrica- 
tion should be oiled. Assume that  the 
teL'der slides a re  all in place and no 
coal entering the conveyor trough, 
s ta r t  the stoker and make a test  of 
the parts by which i t  is controlled. 
The conveyor drive and reverse 
should be tested by placing the reverse 
level' in drive position, in  reverse po- 
sition, and then in neutral position, 
~ o t i n g  whether the lever moves freely 
and whether the conveyor drive and 
reverse can be reversed and stopped. 
Neutral position is important because 
the conveyor screw must be stopped 
before foreign matter can be removed 
from the  transfer hopper on the ele- 
vators cleaned out. Then t ry the  neu- 
tral positions on both elevators, a s  it  
is often necessary to cut out one side 
or the other, and the drive and reverse 
positions a s  well. Then, too, see 
whether the engine can be stopped 
and started by the operating lever. 

After testing thoroughly the con- 
veyors and the  elevator screw controls, 
the stoker can be slowed down or 
stopped and the steam valve to the 
distributors opened. The steam should 
blow freely through all  the holes in 
the jet nozzles, a s  otherwise the coal 
will not be properly distributed. Any 
holes which a re  stopped up should 
be cleaned out. The condition and 
the position of the distributors should 
he noted, because a distr.butor that  
is  too low or one that  is badly worn 
or burnt, will not distribute coal 
properly. 

After i t  has been found that the 
stoker operates properly, the fire, 
should be built up by hand to about the 
same depth a s  if the engine were to 
be hand-fired. Any banks should be 
broken up and scattered over the 
grates. If the fire is too thin, small 
amounts of coal should be applied 
with the  shovel. When the  engine is  
ready to s tar t  the train, the  fire should 
be level, light, bright and well burn- 
ed through. Before coupling on to 
the train the first tender slide should 
be opened and the  stoker run until 
coal appears a t  the distributor elbows. 
The coal will then begin to go into 
the  firebox a s  soon a s  the stoker i s  
started. 

Operating the  Stoker: When the en- 
pine has started the train, the stoker 
should not be started for a few min- 

utes. This allows the coal in the fire 
box to become well burnt; the exhaust 
will remove the fine dirt and ashes 
from the fire, and a clean, bright fire 
will be obtained before the stoker is 
started. The  stoker should now be 
started and allowed to work only a 
few m.nutes, after which it should be 
shut off and the fire carefully examin- 
ed to  see whether the entire grate 
surface is  being lightly sprinkled with 
coal. The stoker should not be run 
rapidly, especially when starting out. 
For the first mile or so the stoker 
should be stopped frequently, the fire 
examined for unequal d.stribution of 
coal, and the pressure on the steam 
jets regulated so that  too much coal 
will not be fed to any one part of the 
fire. If there is  too much pressure 
on the jets, the coal will be thrown to 
the front end of the firebox and the 
fire a t  the back end will become too 
light. Cold air  will then be admitted 
through the  back grates and the steam 
pressure will drop. 

If too little pressure is used on the  
jets, the fire will become too light on 
the front grates and too heavy on the 
back grates. Great care should, there- 
fore be given to the jet pressure so that  
the coal will be scattered evenly. 

The pressure on the steam jets de- 
pends on how the locomotive is  work- 
ing and on the size and condition of 
the coal. Less steam-jet pressure is  
required when the locomotive is  work- 
ing hard, a s  the  heavier exhaust as- 
sists in carrying the coal into the fire- 
box. When the coal is  fine or dry, less 
steam - j e t  pressure is required thau 
when the coal is  wet. 

The fire should be carried a s  thin 
a s  possible. Under average conditions 
the fire should be 5 o r  6 inches deep 
a t  the fire door and 3 or 4 inches 
deep a t  the flues. 

The shovel should not be used after 
the stoker has been started, a s  green 
coal will fall on green coal and the 
resulting bank in the fire will necessi- 
tate the use of the hook. The exhaust 
a t  the smokestack should be watched 
closely. Dense black smoke is  a n  in- 
dication that  too much coal is being 
fired, and the stoker should be run 
more slowly. The  coal should be 
watched a s  it  runs from the tender 
into the conveyor for rock, to  see that 
sulphur, pieces of wood, or iron, a re  
removed before they enter the trough. 
Most of the stoker failures a re  caused 
by clogs of foreign matter in the coal. 
The fire should be starved a s  much a s  
possible and only enough coal fed to  
maintain the steam pressure. If more 
coal is feeding to one side of the  fire- 
box than to the other. raise the  hop- 
per door and move the dividing rib 

toward the side that is receiving the 
most coal. 

The elevator on the thick side or 
the fire may also be placed in neutral 
position for short periods from time 
to time, and the amount of coal fed 
to  this side of the firebox decreased. 
As the conveyor screw will carry the 
coal to the transfer hopper faster 
than the single screw will elevate it, 
a p  elevator should not be stopped for 
any great length of time or the screw 
which is operating will stall because 
the hopper will become jammed with 
coal. 

When approaching the top: of a Bill 
or a siding or other points where the 
throttle is to be closed, the stoker 
should also be shut off and the fire 
kept up by hand while drifting down 
hill or standing in the siding. The 
reason for shutting off the  stoker is 
that the distribution of the coal is  
assisted by the draft when the en- 
gine is  working. There is little o r  no 
draft when the engine i s  drifting o r  
standing; hence, if the stoker is  work- 
ed, the coal will bank in the firebox 
and may cause clinkers. 

Tha  fire should be maintained with 
the shovel when standing, drifting or  
doing short switching. The shovel 
should also be used to hand-fire spots 
in the firebox which may be thin or 
undersupplied by the stoker. 

On account of the thinness of the 
fire, greater care should be exercised 
when shaking the grates than i s  re- 
quired on hand-fired locomotives. If 
practical, the grates should be shaken 
only when the locomotive is not using 
steam. When approaching grades the 
fire should be properly prepared by 
speeding up the stoker to  meet the 
heavier demands. In the  event of a 
clog which stops the stoker, and which 
cannot be quickly remedied, the fire 
should be maintained by hand until 
the obstruction is  removed. 

Stoker Disorders 

Distributors worn or a re  not the 
proper height: If the distributors a re  
worn or a re  not the proper height, the  
coal cannot be scattered evenly by 
regulating the  jet pressure. The  ac- 
tion of the steam i n  blowing the coal 
through the distributors causes the 
back end of the distributors to wear 
and become dished out. The steam 
jet, when it  strikes the depression on 
the distributor, i s  thrown upwards 
and the coal will not be thrown far 
enough ahead in the firebox, but will 
hank near the door sheet. The  dis- 
tributor should be removed and the 
hole filled in or a new distributor ap- 
plied. 

If the distributors a re  allowed to 
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RAILWAY PURCHASES MAINTAIN INDUSTRY 

CARRIERS CONSUME ONE-FOURTH OF 
THE COAL AND LUMBER PRODUCED 
AND,;THREE-TENTHS OF THE STEEL 

One ton out of every four tons of 
veal mined in the United States is 
used by the railroads. One miner 
out of every four gets his entire 
living from the railroads. 

Of every ten tons of steel manu- 
factured the railroads take three tons. 
Three out of every ten men employed 
i l l  the steel mills are  supported ex- 
clusively by the railroads. 

Of every 4,000 feet of lumber sawed 
annually the railroads take 1,000 feet. 
The railroad is the only visible means 
of support of one-fourth of those em- 
ployed in the  lumber industry. 

Of every hundred gallons of petro- 
leum pumped from American wells 
the railroads take 11 gallons. 

Of every dollar the railroad takes 
in it pays out directly 44 cents in 
wages and 35 cents for supplies. More 
than five cents go to pay taxes of the 
government and 12 cents to the bank 
lor interest on borrowed money a t  
rates varying from 3"$ to  7 per cent. 
The New York Central is  paying a n  
average of 4.3 per cent interest. 

That leaves about four cents out 
of each dollar the railroad takes in 
to pay the wages of the  stockholders' 

money which works for the railroads. 
For the five years eliding with 1922 
the average was less than four cents. 

That  the railroads a r e  the country's 
best customers was the declaration 
made a t  Atlantic City by Robert H. 
Aishton, president of the American 
Railway Association, before the con- 
vention of railway purchasing agents. 
Mr. Aishton's figures showed that  
during 1923 the class 1 carriers pur- 
chased directly from the industries of 
the country, fuel, materials and sup- 
plies to the value of $1,783,793,000. 

"Most of this," h e  declared. "went 
into the operation and maintenance 
of the railroads and only a small 
part of it  went into the c a ~ i t a l  ex- 
penditures for equipment and addi- 
tional facilities, for which in 1923 
there was actually paid $1,059,000,- 
000, a large part of that sum being 
for lump-sum contracts which in- 
cluded both labor and materials." 

Mr. Aishton submitted detailed 
reports covering purchases in every 
field. His  report regarding fuel 
made note of total expenditures of 
$617,800,000 for fuel, of which $519,- 
007,000 was for bituminous coal, rep- 
resenting 25 per cent of the total 

amount produced in the country 
195,000, or 5.2 per cent of total a: 
cite; $75,867,000, or about one-fi 
the  total output of fuel oil, an 
731,000 for other fuel, including 
and gasoline. 

Fifteen per cent of the total 
products output of the countrj 
purchased by the railroads. 
bill to  this Industry amounted to 
511,000, of which cross ties cost 
743,000, other timber and lumber $99.- 
798,000 and poles, posts and other 
forest products $7,970,000. 

Direct purchases of iron and eteel 
products called for a n  outlay of $464,- 
955,000, including $80,965,000 for steel 
rails alone and $383,990,000 for iron 
and steel castings, structural iron and 
steel and other articles. Purchases 
of copper, zinc, lead, babbitt, etc., 
amounted to $57.245.000: lubricating 
oil and grease '$15,678,000 and & m e 2  
$6,120,000. 

A lump sum of $344,394.000 was 
assigned to purchases of other mater- 
ials, such a s  ballast of all kinds. 
groceries, meat, canned goods, sup- 
plies of various kinds, brooms, 
matches, pencils, typewriters. paper, 
etc. 

OPTIMISM VERSUS PESSIMISM 
By SAM A. HUGHES, Apostle of Good Cheer 

These are  certainly hard times, and 
it is not an innovation, for, I venture 
the assertion that many of us here 
today have in the past faced grave in- 
dustrial conditions, and without ap- 
pearing pessimistic, let me say that 
we may have to endure similar ex- 
periences in the future. We have 
fought the battle of human affairs, and 
a t  times all seemed dark and hopeless, 
but we appear to  have weathered the 
storm and did not weaken or despair. 
and clad in industrial armor, we shall 
again go forth to conquer, fighting un- 
der the Banner of God, the  American 
Flag and the Golden Rule, fully en- 
dowed w. th that dogged determination 
to win, and there shall be no such 
thing a s  fail. 

True, Hard Times have knocked a t  
every man's door, including every line 
of human endeavor. So, it  is  hard 

. for tho executive who must compare 
caosts w th profits and reduced busi- 
ness activity; hard for the employee 
who is  confronted with a decreased 
demand for his services and high cost 
of living; hard for the salesman who 
must he content with receiv.ng hand 
to mouth orders from the Buyer; hard 
lor the professional man who cannot 
apply his brain power and his  serv- 

ices without due compensation; hard 
for the railroads and the Transporta- 
tion Compan.es, in general, whose 
ever increasing obligations and de- 
creased net earnings make for dis- 
couragement, not only to the men in 
charge of operation, but 1ikew:se 
reaching out to the bond holders and 
the stock holders together with the 
millions dependent and inter-depend- 
ent  upon the success of the Transpor- 
tation Companies for a livelihood; 
hard for the farmer who tills the soil 
and w.thout whose efforts we perish 
from the earth, the man who must 
remain beh.nd the gun guarding 
against the elements, crop failures 
and constant fluctuation in prices, to 
say nothing of his exploitation by the  
w.ly politician seeking his own self- 
aggrandizement a t  any cost. 

But old Hard Times will soon pass 
away; we must look the conditions 
square in the face, buck up and go for- 
ward, emulat ng the methods of men 
who have achieved success in the  past 
in legitimate enterprises, and a t  the 
same time add new .deas and new 
methods in production, keeping an 
eye ever focused upon the  present and 
upon the future, bearing in mind the 
fact that many of the great fortunes 

of today, many of the largest and most 
successful organizations in the world 
and the successful men of the hour, 
a re  but the products of Hard Times. 

No fortune, no organization, no 
great industrial success founded upon 
easy times and false prosperity. ever 
endured. Blind opt.mism will not an- 
swer. Slogans will not cure it, only 
good, common sense, properly applied, 
sincerity of purpose and hard work 
will overcome the present adverse 
conditions. Hard Times only stimu- 
late and give us  renewed energy to go 
forward, firm In the faith. 

Go to it, men and women of the 
United States of America, singing 
"Onward Christian Soldiers," a s  you 
march, holding your banners high 
aloft a s  yon approach the Beacon 
Light in the Ocean of Life, where the 
Isles of Success and Happ.ness are  
smiling a s  they beckon you to the 
sunny shore. 

SMILE! 
IT WON'T HURT- 

TRY IT. 




