


COMPANY OF THE YEAR 
B Y  J A C K I E  C O X  

hen American Papermaker 
selected Union Camp Corp. W to be its Company of the 

Year for 1993, the reasons for the selec- 
tion were not the obvious ones. 

American Papermaker did not select 
Union Camp Corp. just because it has 
one of the world’s largest kraft paper 
and board mills, as well as one of the 
world’s largest fine paper mills. Nor did 
it make the selection because Union 
Camp was the first in 
the industry to develop 
and install an oxygen 
and ozone bleaching 
system that replaces 
elemental chlorine 
used in conventional 
systems, producing sig- 
nificant environmental 
benefits. 

American P a p e r -  
maker reviewed Union 
Camp’s long history of 
environmental respon- 
sibility, sound manage- 
ment strategies, and 
global involvement, 
and said that these 
were good reasons for making the selec- 
tion, but they were not enough. No, the 
magazine i s  honoring Union Camp 
because it looks to learn from its experi- 
ences and its employees. It takes what 
others might see as stumbling blocks and 
turns them into opportunities. It keeps 
one foot planted firmly in the future, 
while having the other dug into day-to- 
day operations. 

In selecting one company that best 
represented the values of sound manage- 
ment, future vision, and business acu- 
men, American Papermaker wanted a 
company that expressed the best virtues 
and values of today’s pulp and paper 
industry. Union Camp exhibits these 
characteristics. As Gene Cartledge, 
chairman and chief executive officer of 
Union Camp, said, “Character, values 
and respect. These are the cornerstones 

of Union Camp’s oper- 
ations. These are the 
qualities that set us  
apart.” 

BUSINESS 
STRATEGIES 
Like nearly every other 
North American paper 
company, Union 
Camp’s earnings last 
year suffered from a 
still-sluggish economy 
and intense price com- 
petition resulting from 
large-scale increases in 
white paper capacity - 
and a simultaneous 

weakening in demand growth. 
“This is the plight of being in a highly 

competitive, very cyclical, capital-inten- 
sive industry,” explained Jerry H. Bal- 
lengee, executive vice president of 
Union Camp’s Packaging Group. 

Still, one of Union Camp’s basic 
strengths is cost effectiveness, noted W. 
Craig McClelland, Union Camp’s presi- 
dent and chief operating officer. And he 

and Ballengee agreed that reduced costs 
is an area that must be continually 
addressed. 

Ballengee stated that industry leaders 
have an obligation to every stakeholder, 
whether it be an employee, customer or 
shareholder, to stay technologically on 
the leading edge, to find ways to remain 
modern, productive, and cost effective - 
“and to do it with less capital than we 
are currently using.” 

In fact, striving for greater cost effec- 
tiveness is one of Union Camp’s four 
strategic thrusts for developing its over- 
all business growth for the balance of 
this decade. The other three strategies, 
according to McClelland, are: 

0 To put a greater emphasis on the 
high growth market segments world- 
wide, 

0 To take a pro-active approach to 
environmental issues, and 
0 To build the marketinghelling side 

of Union Camp’s business into an even 
greater competitive advantage. 

Going point by point, McClelland 
explained: “There are three specific rea- 
sons why we have a competitive edge in 
the area of cost effectiveness. First of 
all, there’s fiber. One-hundred percent of 
our paper capacity is located in the 
southeastern United States. That’s the 
woodbasket of the world (see Znterna- 
tional Papermaker, February 1993, page 

“Secondly, our primary mills are 
world-class facilities, both on the brown 
side and on the bleached paper side. 
One-hundred percent of our capacity is 

22).  
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Above: Union Camp‘s Eastover, S.C., mill was 
designed to be the industry’s first fine paper 
“mill of the future.“ 

Right: Union Camp’s Savannah, Ga., kraft paper 
and paperboard complex continues production 
twenty-four hours a day, seven days a week. 

from machines exceeding 100,000 tpy 
campared to under 60% for the industry 
average. and we have enhanced our 
mills’ production capabilities with the 
installation of the No. 8 linerboard 
machine in Savannah, Ga., and the No. 2 
uncoated free-sheet machine in East- 
over, S.C. 

“Also in the area of cost effective- 
ness, we’ve had a tradition at Union 
Camp to operate in a rather lean mode in 
terms of overhead. We’ve learned, par- 
ticularly as we’ve gone through the 
depths of this latest recession, that our 
fixed costs have to be under control, and 
we have a number of programs in place 
that focus on reducing overhead. For 
example, our current hiring freeze took 
over 250 salaried positions out of our 
organization last year through normal 
attrition, with no financial or morale 
costs.” 

The second forward-moving strength 
:hat Union Camp is working with is a 
nuch greater emphasis on international 
narkets. The company is looking to 
:xpand its already internationally based 

packaging and converting operations, 
and last year entered the market pulp 
business, which is traditionally a world- 
wide market. It also increased its export 
of business and printing papers signifi- 
cantly. 

McClelland said that while Union 
Camp will certainly continue to invest in 
the U.S. marketplace and will grow in 
those products that are growing faster 
than the gross national product, the over- 
all per capita consumption of paper in 
the U.S. is tending to level off. “And 
while U.S. paper consumption is double 
that of the world average, it’s rate of 
growth is not quite as high as it is in cer- 
tain other offshore markets.” 

McClelland also pointed out that 
Union Camp has been in the linerboard 
export business for 40 years, committing 
roughly 20% of its linerboard capacity to 
the international market. 

“One area where we are growing 
internationally is in packaging,” contin- 
ued McClelland. “We’ve recently added 
box plants in Chile and Puerto Rico to 
our existing facilities in Ireland, Spain, 
and the Canary Islands. And we will 
continue an aggressive growth program 
in the converting field either by acquisi- 
tions or by building new plants.” 

The third major thrust of Union 
Camp’s growth strategy, and one that is 
fundamental to the pulp and paper indus- 
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MANAGEMENT STRATEGIES 
One way Union Camp is looking to 

Customer service has been further enhanced 
by the start-up of Union Camp’s new Sumter, 
S.C., fine paper sheet finishing plant. 

which covers managerial skills and the 
actual process of managing; and for 

try, is in the environmental arena. “We 
see environmental issues and concerns 
as a strategic block to build on,” said 
McClelland, “and we have decided to 
take a pro-active approach. One example 
is our C-FreeTM bleaching technology 
which is installed at the Franklin, Va., 
mill and which is going under patent.” 

No stranger to recycling in its liner- 
board business, Union Camp is extend- 
ing secondary fiber to its fine paper 
operations by constructing a deinking 
plant at its Franklin mill. This new facil- 
ity will allow the company to use recy- 
cled fibers totally from mixed office 
waste into the white paper side of its 
business. 

The deinking system, which combines 
German and Japanese technology, is 
expected to enable the mill to process 
400 tpd of mixed office wastepaper into 
paper that approaches the brightness, 
cleanliness, and strength of a virgin 
sheet. 

Finally, Union Camp is renewing its 
emphasis on selling and marketing. “To 
get the competitive edge and outperform 
our peer group in an earnings mode, we 
have to continually look to increase rev- 
enue dollars,” said McClelland. “We 
have $4.7 billion in assets and $3 billion 
in sales; so sales is the side we’re going 
to be working on more.” 

the company already has in place train- 
ing programs for senior-level manage- 
ment, which focuses on strategic man- 

I 

ment is  extremely supportive of its 
workforce, and Cartledge himself 
remarked on the benefits of taking 

sales training pro- 
gram that will be 
launched later this 
year. Training, em- 
ployee involvement, 
and communications 
are the foundations 
of Union Camp’s 
management strate- 
gies. 

Russell W. Boek- 
enheide, senior vice 
president of human 
resources, noted that 

visory techniques -and 
abilities. 

Union Camp Corp. 
spends roughly $25 
million a year on 
training, said Boek- 
enheide, and through- 
out the latest reces- 
sion and in spite of 
still-sluggish eco- 
nomic conditions, no 
cutbacks were or will 
be made in this area. 

Senior manage- 
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employees. One outstanding example of 
this occurred with the Savannah, Ga., 
mill’s No. 8 linerboard machine. 

“When we decided to install a new 
machine, there was a need to change the 
work system as well,” explained 
Boekenheide. “So we formed a joint 
committee with the seven unions at our 
Savannah facility and told the folks that 
they could go anywhere in the industry 
or even outside the industry and come 
back with ideas as to how to design the 
new paper machine workforce. 

“As a result, our employees designed 
a much more efficient paper machine 
work system than we had ever imagined. 
The people at Savannah developed a 
selection system for who would work on 
the new paper machine; helped put 
together training programs; instituted a 
gain sharing program where employees 
are rewarded for increased mill produc- 
tivity; and also recommended having a 
team concept in place.” 

Boekenheide noted that people con- 
cerns enter into all decision-making at 
Union Camp. “The quality of people we 
have and the work system we introduce 
are as critical as the bricks and mortar in 
our construction.” 

This concern for people means that 
Union Camp is not afraid to experiment 
and take chances - even with multi-mil- 
lion dollar investments. A good example 
of this is the brand new work system 
Union Camp decided to initiate in the 
early 1980s at its Eastover, S.C., green- 
field mill. 

At Eastover, the company hired basi- 
cally inexperienced people for operating 
technician positions, trained them, and 
now has them operating under a team 
concept with a pay-for-skills program, 
said Boekenheide, which means “the 
more you learn about your job, the more 
you get paid.” 

Running throughout the organization 
is a strong communications program. 
“We tell people what we are doing and 
why, and actively seek input and sugges- 
tions from all levels of our operations,” 
said Boekenheide. 

Overall intellectual capabilities, tech- 
nical competence in one’s field, leader- 
ship abilities, respect for others, the abil- 
ity to motivate people and operate in a 
team concept are the characteristics 
Union Camp is looking for in a manager. 

An integral part of the Union Camp 
manager’s outlook concerns safety. Evi- 
dence of this appears on all Union Camp 
facilities where the slogan, “Nothing is 
so important that it can’t be done safe- 
ly,” is posted, said Boekenheide. “We 

have safety professionals in all our divi- 
sions and three full-time doctors. Our 
operations regularly undergo sophisticat- 
ed safety audits, and each month all our 
managers are required to report on their 
safety record. 

Union Camp emphasizes safety 
because it is good for the employees and 

good for the company. “If you stress 
safety, it shows you care about your 
employees,” said Boekenheide. “And the 
safer employees are, the more produc- 
tive they’ll be.” 

GROWTH 
Born of a 1956 merger between Union 
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Bag & Paper Corp. and Camp Manufac- 
turing Co., Union Camp has continued 
to clear a path for growth, investing its 
efforts and capital in world-scale facili- 

For example, Union Camp has put in 
place a full-time organization to expand 
its uncoated free-sheet product line 
specifically for certain offshore markets. 

business segments together.” 
Looking ahead, Cartledge sees poten- 

tial investment opportunities in recycled 
medium and white-top linerboard. “We 
have the technology to produce high- 
quality recycled corrugating medium 
from office waste, with a relatively low 
capital investment,” said Cartledge. 
“And with some modifications to our 
existing linerboard system, we can pro- 
duce white-top linerboard for the grow- 
ing high-end graphics portion of the 
container business.” 

Union Bag was one of the first com- 
panies to set up mills in the U.S. South, 
and, today, Union Camp is one of the 
first companies to operate globally. The 
company has corrugated containerboard 
and chemical operations in 24 countries, 
the majority of these being the Bush 
Boake Allen flavor and fragrance divi- 
sion. When asked if there are any plans 
to expand papermaking capabilities off- 
shore, Cartledge said, “The major 
growth areas for paper and packaging 
over the next 20 to 30 years will be in 
developing countries: Europe, China, 
South America, India. These are the 
places for significant growth, and we’re 
setting the stage to take advantage of 
these opportunities.” 

’ 

Historically, said McClelland, uncoat- 
ed free-sheet has not been an export item 
either for the paper industry or for Union 

Camp. 
The company’s commitment to 

growth and development also extends to 
quality. Union Camp was the first in the 
industry to achieve IS0 9001 for corru- 
gated box plants. In addition, Union 
camp expects to have all 26 of its con- 
tainer plants IS0 9001-certified by the 
end of this year. Ballengee said that “we 
are working on achieving IS0 certifica- 
tion at our other facilities as well, 
including our unbleached mills. The 
Fine Papers Division hasn’t started an 
IS0 effort yet because fine papers his- 

torically has not been a big export grade. 
However, the division is responding to 
customer requirements with several 
other quality initiatives. 

that if you do what you say you’re 
doing, quality in terms of product quali- 
ty should be a natural following. 

“IS0 is rigorous but complementary 
to both our total quality management 
efforts and to the essential nature of 
employee involvement and commit- 
ment.” 

GLOBAL MARKETPLACE 
But it takes more than IS0 certification 
to be effective in international markets. 
“You need to be on the ground, in the 
marketplace, identifying with the culture 
and the end users’ needs, and these 
needs do differ from one country to 
another,” said McClelland. 

As to which overseas markets appear 
most lucrative for the U.S. pulp and 
paper industry in the near future, 
McClelland commented that the highest 
growth markets are presently in the Far 
East because their economies are in the 
highest growth mode and they enjoy a 
rising standard of living. “And if you are 
positioned in a favorable cost basis in 
the United States, you can reach many of 
the Far East markets with exports. 

“Europe, on the other hand, is a huge 
market using a lot of American goods. 
The problem there, however, is the tariff 
issue which singles out the United States 
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Camp: 
profile 

nion Camp is a multi-national U corporation employing more 
than 20,000 people. In 1992, the compa- 
ny manufactured more than 3.2 million 
tons of paper products-a record-and 
had net sales of $3.1 billion. 

The company operates four paper and 
paperboard mills in the United States: 
Prattville, Ala., Savannah, Ga., Eastover, 
S.C., and Franklin, Va. It’s linerboard 
operation at Savannah and its fine paper 
operations at Franklin, Va., are among 
the largest in the world for their particu- 
lar grades of paper and board. 

Union Camp’s kraft paper and board 
mills are located at Savannah, Ga., and 
Prattville, Ala. In 1992, they produced 
more than 2 million tons, including 1.6 
million tons of linerboard. Since 1988, a 
year before the company embarked on a 
$1.3 billion modernization and expan- 
sion program, Union Camp’s kraft paper 
and board production has risen 19%. 

The demand for linerboard is expect- 
ed to grow at an average annual rate of 
2.4%/year during the 1990s. The most 
significant growth areas for unbleached 
kraft linerboard producers is exports. 
Over the last five years (1988-1992), 
exports have risen 48.5% to 2,883,000 
metric tons. 

The other major paper product that 
Union Camp manufactures is uncoated 
free-sheet papers. Last year, the U.S. 
paper industry produced 1 1.9 million 
tons of uncoated free-sheet, with busi- 
ness papers accounting for 3.5 million 
tons, envelope 1.2 million tons, offset 
2.7 million tons, forms 2.1 million tons 
and other 2.3 million tons. 

The uncoated free sheet market is 
expected to grow at an average annual 
rate of 3.8%. Although operating rates 
for uncoated free sheet producers 
dropped to  89% in 1992, they are 
expected to bounce back to 94% this 
year and next. 

In 1992, Union Camp accounted for 
approximately 1.1 million tons of 
uncoated free-sheet papers, making it 
one of the top five producers in the U.S. 

MARKET CAPACITY 
To meet the market for uncoated paper 
and board, Union Camp has developed 

an efficient production system. 
In the unbleached paperboard area, 

Union Camp has world-class machines. 
It has one machine that makes between 
250,000 and 300,000 tpy, and the rest 
make 400,000 tpy or more. 

In the printing and writing papers 
area, Union Camp’s production capacity 
is similarly found in world-class 
machines. The company produces 23% 
of its uncoated free sheet papers on 
machines with capacities of 101,000- 
125,000 tpy, 12% on machines with 
capacities of 126,000-150,000, and 65% 
on machines with capacities of more 
than 150,000 tpy. 

Since 1988, when Union Camp an- 
nounced a $1.3 billion modernization 
and expansion program, the manhours/ 

ton of paper and board produced at its 
Prattville, Eastover, and Savannah mills 
have dropped significantly. In fact, the 
company said that its manhours/ton have 
dropped 33% at its paper and board 
mills and 63% at Eastover. Moreover, 
Union Camp expects to achieve further 
reductions in manhoudton of production 
by 1995. 

FIRST QUARTER RESULTS 
For the first quarter of 1993, Union 
Camp reported net sales of $761.5 mil- 
lion, which is almost the same amount 
as the $761 million in net sales reported 
for the first quarter of 1992. Net income 
was $12.5 million this year compared 
with $25.4 million for the same period 
in 1992. Pm 
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VIEWPOINT 

By Jerome A. Koncel, editor 

he cover story in this issue is our T “Company of the Year.” We are 
honored to pick Union Camp Corp. as 
American Papermaker’s “Company of 
the Year,” and to offer our readers an in- 
depth profile of the company. Even as 
we do this, there seems to be a little 
confusion as to how and why we go 
about making this selection. 

The concept of honoring one organi- 
zation as a “Company of the Year,” is 
not new. Whether it’s sports, business, or 
personal life, everyone is striving to be 
“Number one.” We are constantly look- 
ing for individuals, organizations that 
exemplify the best in their particular 
spheres of influence. 

For a magazine such as American 
Papermaker, the idea of picking out one 
company that exemplifies the best char- 
acteristics of the American pulp and 
paper industry grew out of our previous 
June “Paper Picks,” which honored the 
best-managed company and the compa- 
ny to watch in the future. Over the years, 
it has become difficult to differentiate 
these two awards. As a result, we decid- 
ed to combine our “Paper Picks” into 
one award that would incorporate the 
attributes of sound management and 
future growth possibilities. 

Selecting a “Company of the Year” 
seemed like a simple task until we began 
examining the industry. Selecting just 
one award winner from so many compa- 
nies that presented themselves was an 
awesome task. What criteria would we 
use to make our decision? 

American Papermaker’s award win- 
ner would certainly be a well-managed 
company. One that cared for its employ- 
ees as the company’s most valuable 
asset. One that cared enough to spend 
money on education and training, that 
developed programs that would both 
promote and enpower its human 
resources 

Our company of the year would also 
possess other characteristics that we 
believe are important if the company is 
to be successful not just now, but well 
into the future. The most prominent of 
these would be concern about the envi- 
ronmental issues affecting the industry 
and awareness of the global marketplace. 

Care and concern for the environment 
would be more than mere lip service-it 
would be a commitment of time, money, 
and resources to conserve and improve 
the environment in which we live, move, 
and do  our business. The company 
would show how business and the envi- 
ronment are complimentary concepts, 
not distinct differences. 

In selecting a “Company of the Year,” 
we wanted one that recognized the 
importance of the international market- 
place. We wanted a company that looked 
beyond its operating boundaries to the 
global arena. Our company would not 
necessarily be doing business overseas, 
but all its actions would be cognizant of 
this business reality. 

To be our winner, we wanted a com- 
pany that was unhappy with the status 
quo. .4nd we wanted a company that 
could put the current woes affecting the 
pulp and paper industry into a long-term 
view. The company would be as con- 
cerned with the industry’s long-term 
growth, as it would be for a better finan- 
cia1 return on its investment. 

Our “Company of the Year’’ would 
possess other positive qualities that we 
explore in our cover story that begins on 
page 25. 

From my perspective as editor of 
American Papermaker, I’m very excited 
about our first “Company of the Year” 
award and am pleased with our selection. 
I hope that you will think enough of this 
award to write or phone me and tell me 
why your company should be named 
“Company of the Year” for 1994. Pm 

~ 

_____ 

~ 
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