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Unit One

4TH GENERATION

MANAGEMENT

Fourth Generation Management recognizes the basic
problems with the first three generations and incorporates
methods for overcoming them. It avoids the limited ca-
pacity of 1st Generation, the micromanagement of 2nd
Generation, and the distorted system and figures of 3rd
Generation. Fourth Generation managers care greatly
about results but know that better results can reliably be
obtained only through fundamental improvement. They
become the champions of customer needs, the drivers of
real improvement. They work together with other em-
ployees as partners to help develop better and better
methods to get better and better results. b

Over the years, Brian L.

Joiner and his wife searched for a
way to describe the essence of Scientific All One Team

Approach
4th Generation Management. The Fgurel-1 Joiner Triangle



following Figure 1-1 is now referred to as the Joiner Tri-
angle:

Quality—Understanding that quality is defined by the
customer; developing an obsession for delighting cus-
tomers —not being satisfied with merely getting rid of
what annoys them but going beyond to understand their
current and future needs deeply, to surprise them with
products and services they didn’ t even know were possi-
ble. This understanding is no.longer the domain of special
groups within an organization; rather, it is shared with
and further developed by every employee.

Scientific Approach—Learning to manage the orga-
nization as a system, developing process thinking, basing
decisions on data, and understanding variation.

All One Team— Believing in people; treating ev-
eryone in the organization with dignity, trust, and re-
spect; working toward win-win instead of win-lose for all
stakeholders, customers, employees, shareholders, sup-
pliers, the communities in which we live.

This model is simple, which is one of its strengths.
Anyone can quickly sketch it on a notebook or flipchart as
a quick reminder of the core elements of 4th Generation
Management. - Without a simple model like this, it s
easy to forget key elements. When faced with a difficult

problem, managers can work their way around the trian-
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gle, looking for a critical point they may have forgotten:
“Have we considered the customer’ s viewpoint? Do we
know what the process is? Do we have any data? Are
we acting as if we believe in people?

Using a triangle reinforces the notion that the ele-
ments are interdependent: taken separately, they are not
as powerful as when used together. The failure to recog-
nize the interdependence of the elements is why so many
other management initiatives have ultimately failed in the
workplace. When you look closely at companies that re-
ally drove “teams” and “teamwork’ in the 1980s, for
instance, you find that many efforts produced mediocre
results at best because the efforts, were not directed to-
ward customer-defined issues, and employees lacked the
knowledge and training to use data effectively. Their ef-
forts thus had little perceptible effect in the eyes of cus-
tomers. A surge in “the customer is #1” rhetoric also
seldom led to recognizable improvements because the ef-
forts were not driven by data or an understanding of pro-
cesses; decisions were based on opinion or presumed
knowledge; and improvements that were identified were
never captured or preserved as methods that would reli-
ably achieve the needed results.

Seeing these failures time and time again was what

inspired creation of the triangle. The companies making
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the most progress focused on quality as defined by the
customer, used and understood data, processes, and
variation, and built cooperation rather than competition.
They were expanding markets, delighting more cus-
tomers, streamlining their systems, sharply reducing
wasted efforts, and increasing revenue while reducing
costs. They came to understand that their customers’
definition of quality weren’t the same as their own.

Many customers even had fundamentally different
views of basic industry terms such as “reliability” . The
company defined it as the length of time a product could
be used without failure under standard operating condi-
tions. Many customers interpreted as having a product
work no matter what the environmental conditions were.
Still others thought of reliability as having phone calls
returned promptly from technical support staff. Only a
small fraction of customers interpreted reliability the same
way as the company did. In short, any time and money
spent improving “reliability” using the company s defi-
nition would have been largely wasted because few of
their customers would have noticed.

By arming themselves with understanding of its
customers’ perceptions, these companies were able to
make improvements in “reliability” that customers noticed
and appreciated. This new understanding of customer
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needs also allowed the sales and technical staffs to point
out advantages of their products that their customers had
previously overlooked. Simply being able to talk the

customer’ s language had immediate benefits: customers
began reporting much higher satisfaction with the service
received from both the sales and technical support staffs.
The results are substantially increased sales and
happier customers, with no increase in their costs.
That’s focusing on the right things in the right way.




1. Reading Comprehension:
Choose the best answer to the questions.
1) According to the passage, many initiatives have failed in the
workplace because
A. they haven’t enough experience in dealing with customers
B. they failed to realize the interdependence of the elements in-
volved in 4th Generation Management
C. they didn’t know how to use data
D. they failed to understand the definition of reliability given by
customers
2) What do you think of the Triangle given in Figure 1-1? (multiple
choices)
A. It is simple for managers to remember and understand key ele-
ments.
B. It emphasis on the interdependence of the three elements.
C.It is a good way to describe the essence of 4th Generation
Management.
D. The three elements of it can work better when taken separately.
3) According to the first paragraph, the 4th Generation Management

A. recognizes all the problems with the first three generation
management

B. only stresses on better results

C. takes the same kind of system as that is taken in 3rd Generation
Management

D. avoids the limited capacity of 1st Generation

4) From the passage, we know that the better way to delight the cus-
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5)

tomers is .

A. to get rid of what annoys them

B. to promise good quality and better services

C. to go beyond to understand their current and future needs
deeply

D. to surprise them with products and services that are difficult
and even impossible

From the last but third paragraph, we draw the conclusion that a

company should define reliability the way as .

A. the length of time a product should be used without failure

B. the shortening of delivery cycle

C. the customers do

D. having phone calls returned promptly from technical staff

2. True or false exercises:
1) The understanding of customer needs only shared among managers.
6= )
2) Only a small part of customers have the same interpretation of re-
liability as the company do. ( )
3) Quality is defined mainly by a company. ( )
4) By talking the customers’ language, a company will greatly in-
crease its sales volume. ( )
5) “The customer is #1 "rhetoric will surely lead to the sales increase.
Wf )
3. Column A is a list of words from the passage. Find a
word from Column B which is similar in meaning to one
of the words in Column A.
A B
1) perceptible a. include

2)presumed b. strengthen
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3) incorporate c. eventually
4)reliably d. quickly

5) reinforce e. noticeable
6) ultimately f. income

7) inspire g- dependably
8) promptly h. encourage
9)revenue i. quite a lot
10) substantially J- supposed

4. Translation:
Translate the following sentences into Chinese.

1) Using a triangle reinforces the notion that the elements are
interdependent : taken separately, they are not as powerful as
when used together. The failure to recognize the interde-
pendence of the elements is why so many other management
initiatives have ultimately failed in the workplace.

2) When you look closely at companies that really drove “teams”
and “teamwork” in the 1980s, for instance, you find that
many efforts produced mediocre results at best because the
efforts, were not directed toward customer-defined issues, and
employees lacked the knowledge and training to use data ef-
fectively. Their efforts thus had little perceptible effect in the
eyes of customers.

3) The companies making the most progress focused on quality as
defined by the customer, used and understood data, pro-
cesses, and variation, and built cooperation rather than
competition.

4) By arming themselves with understanding of its customers’
perceptions, these companies were able to make improve-
ments in “reliability” that customers noticed and appreciated.
This new understanding of customer needs also allowed the
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sales and technical staffs to point out advantages of their
products that their customers had previously overlooked.

——

Supplementary

Reading As he grew older Leonardo become
: sullen and gloomy. At about the age of

Exercises 8 !

sixty-two he made the red-chalk drawing
of himself (the only likeness of him
available today), and added at the bottom of the picture,
“Leonardo da Vinci, portrait of himself as an old man. ” The final
years of his life were spent in Amboise, France, in an honorary

position under King Francis 1.

Besides painting and music, Leonardo is famous for his
notebooks, which are filled with ideas and sketches. They num-
ber 7,000 pages of mechanical concepts, medical studies, op-
tics, mathematics, maps, plans for cities and irrigation canals,and
painting and drawing techniques. In them he foretold fly-
ing-machines, mass-production machines, and a host of other
inventions, made drawings of plant life so accurate that they
could still be used in textbooks today, and produced anatomical
(fif##°#1) studies far in advance of his time. He was extremely
attracted by sophisticated puzzles. He thought proportions had
fundamental importance not only for measurement and numbers
but also in weights, sounds and almost everything else.

To him, painting was “the queen of all sciences” and art and
science were inseparable. When he began his Treatise on paint-
ing, he may have been planning to write down instructions for
the correct representation of objects, but that led to considera-
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tions of perspective, proportion, geometry, and optics, and then
further to anatomy and the mechanics of living and nonliving
things, and ultimately to a search for principles underlying the
operation of the universe itself. Sometimes such intellectual pur-
suits led him away from finishing a project, but they also earned
him a reputation as one of the great geniuses of all time.

1. Of Leonardo’s many talents, one is central. It is
A. foretelling the future
B. making inventions
C. writing textbooks on anatomy
D. drawing
2. The sentence “painting was ‘the queen of all sciences’” (Para. 3)
most probably means that
A. science has much to do with painting
B. the queen of his times preferred science to painting
C. drawing is part life of a scientist
D. painting has plenty to do with science
3. Leonardo is considered as one of the great geniuses of all time
for ]
A. he drew the portrait of himself
B. he’s attracted by the idea of flight
C. he’s skilled and well-versed in many others of the arts
D. he has a lot of interests
4. Which of the following statements is NOT true?
A. Leonardo didn’t produce many paintings for some reasons.
B. He’s reserved, but capable and knowledgeable.
C. He spends his final years depressed.
D. “Last Supper”, one of his paintings, is still alive today.
5. The word “sullen” in the first sentence of the passage can be re-

placed by



