KREFWRERINBH

SEEETY
SRR e

MANAGEMENT-BASED
ﬁgﬁaH&3ZiHH$1

ENGLISH
3% Mk R0

(Ze FEARXHHRH



RFERCPH M

KO AT BBt
BHEFEURIEFEHIE
% —

i HAERK EED

A RS AR



BEEMHE (CIP) g

BHELWIEHE S-W/ERK, £E8 145
dbnt: PEARKERE, 1999
KL\ HEIERTI B

ISBN 7-300-03054-8 /H-207

1. %

. O @%

0. 2&iE - W%ER - 84t
IV.H31

v ] A B A CIP B (1999) % 33272 &

R BOCR b
REFRWRERTIBM

FEFEWRIFHRE
%, — M
4 RN R

AR PEARKEL R
(IbE¥EERE 157 5 HB44 100080)
BT8R 62514146  |IHIER: 62511369
BESE: 62511242  HEREE: 62511239
. E-mail: rendafx@263. net
% . FedE
BB W M RERR T

FFA: 787X 1092 %X 1/16 EPFK: 14.25
19994 8 A% 1T 1999 4F 8 A% 1 WEIRY
F¥: 323000

Efr: 14.00 70
(B F5  BUED SR (FIRE, AAE 7 )



RERAFTE R INBHA

BE &K BET (BERKFE)

" ZT EEE (EEXR¥)
RN (PEARKY)
BB (REX¥)



=
-

RFEFLEERIHM) RREAFTHBRFAAN (KFHEHFAN) EX
ER, WAFREFIWUELHETAE N —FEEMN, REHMN N EERIAKTHTF
HEFAWANXHF

AEEM S RFLTWRE, BHFFLTUHE, FEFLEHE, AXRFLLHE
WARF, B—-RFEEZA0M, B—aME-MEHER. 2EHHHILBE A,
FEARA¥®. §EA%. XAEFHTA¥KECHT, AR TPHEREHLELE
o BRELTLRERBRARE, NEEEBES; FEELVABHEGHERNK, &£
WHEBEH; BHFFCURERLBRDBERRARER, SWAEHNAKE L. TFXK
BE; AXHELURBHBEEBREB IR, SHhRETHAERRR . EXHEK
2HHLT U EFHRFAAAEHTRERE

ARFBEHEADTRA:

— FREZEAFEFZHERNERAFL, RXbyHH, ERMETU (X¥
HEHFANA) FRERGERA LA

IV EHERBPET LRMER SRR, £XNAL, F-MEEVRELYL
WREEMmEMBR, F=, CHIEPREALTUNTERERLR; REEAETHE¥
ARRAEHEEANL Y X ENLE; AEFL, AMAEE, TRRSTERER, |
FETHRARBFEM,

Z.ARE (AR AE P XBFFHARNEENER, RNOKRAT “£, 8" ®X
#, AERXANERFEITFERTTERLE, ARHTRAEAHMNAZ, B
RXETE|FAREEF, WEATRXABEETMoRFEFEREABEEHA

W, M BERERNERESEEGTRARS, B, SFI4AEZHFTEHRTT
EANE, RAZM., FE A (RERLEA., ERNMRA) 43X, EREABREHRE
M. BA . o7, A, Wb, SREIFHRANAGARRAEET LHE ERXK
BE¥EHRIAX,

. ANEEE, FERBTERXHNELFEXREIER,

AN AEUAEHERBELNETRUGE N, XRELERENHRER ALK
o

BTABRELR, TRIQERER, AARERERE,

& =
19994 6 A



% A R %

AERREHTR “CUEFERIERS” HEELFR LU AEHFNELX, &
HEORFEREGEMMERBANARN BT A% T T Ko

AFATREXKRERBRIWALEE, ZHFE, HREHE. A FL2EFE . M
SHEEELVHERFEEIBMNER, BT UREIEEXERL LV WFAR £ K
FeER A RKFESEHER,

AHRXHBERLY: (1) REXBLFTELVRNABNESIBOAR, A4 %
WHH£E; 2) RXZEAA-CHWEABKR, EXBAEEL VALK L2ERTEL
H, TERBETHFOREMEE, TEAFEL LV NENKEAL. REMEZAR
RWHET; Q) RXMERENFREAEBRHMNEELIHEAXEFE, ABENE
FTRARRKKE., FAEMESMN, EEFT LAATEBAMTEREMHR,

HHEAAFRFLRENEOEY: (1) - FRBFLELETHRES, 2) BE
FAFBEEXURELHFHEHRESY, Q) BREFLXBTHEBMET,

ATZELREW, AERABEMA BRI THE: (1) RXANEHHITE
REFARE#S, BUREWR®, HERFAUEERET. 2) AEMBAEFEE
¥, BWATELYRE, RUFAEREYLHM, Q) HBLHEMBAEFEEHNE
BHWRNAGET, ZRHHEKE, ARE LR FEELPHE R EROTE A,

ABEMERZAGM, RENAEH (KAFZELLTHERANERE¥H) &
R, %M. M ERI8HE, H&2 ¥,

- MULBERNSERTIREENETENE;

F_AMUXFERIETERE;

K- MUTHEENTENE,

BEAMAIONET, EAETAH—BRXER AEA, RXOAEMARET
HBWRAFLER, RXEEAETPRER, REMRANEST, BETHYFLH, &
AFa%¥,



Contents

URNIE OIRE rrvvveseetrorraotomtitiitieiarttitieietteeiiteieeatenecesssssesasssonssensessssssssssnssssnsesaessssnesns
Text: 4th Generation IMANAQEMENT  «rceerserreerrerenermoniirttttn ittt ittt
Auxiliary Text (1):The First Three Generations «--=«+++=seresressrerensniertmattietiiiiin..
Auxiliary Text ( 2) : A Behavioral Approach ...............................................................
URUE TWO  vvvervveerrrensnemnreeeetmieettiiaeeeesaserttieeeseeeerrstnsertsresesnsrseesnnssseserssesesnnnnesnans
Text: Managers and Management ...........................................................................

Auxiliary Text (1) . Management Functions and Roles ++-sssererermrceneniiriciiieiiieaiiiiieaiiiean,
Auxiliary Text ( 2) . The Universal of Manager's Job cerereeseeriiiiiiiiiiii e

Text: The Methodology of Systems Analysis «s-+ssessesessrsessessrsereissuseusisseessessessanans
Auxiliary Text (1) : A Framework for Systém Analysis ...................................................
Auxiliary Text (2) : Problem Formulation —sereesseseseerencereeessieiiniiiiieetiiiiecicnnnectiietcciinnns

URE FOUE  c++++eeevveeesreeeenameeemmumrteanseesustseeauetenaemsteeuseeen sameesennessesaressreessanneersnees sanne

Text: The Sources of Invention and INNOVAtION cetsesersrsreserereiiieneiiriiiriiiiiiieiiie.
Auxiliary Text (1):The Importance of Technological Change «++++++++seseressssssssmmirsnnniniiines
Auxiliary Text (2): The Historical Evidence ++++++s+ssesessersesessuisusissisiininionniisnsssssinen:

URE FRVE  cvveeeeerreeromeeeeemmmuennetieeeies et rteesneeetbaneestesat s s s sresebeatsessasesssassesneesrnnnnes

Text: Information Systems ....................................................................................
Auxiliary Text (1):The Central Tracing Agency of the International Committee of the Red

Text: Applications of EXpert SyStems t0 SErvices «++ws-rssreesersssssesessessssessressssesssnsnns
Auxiliary Text (1):An Expert System Application for Decision Support in Law Enforcement
Auxiliary Text (2):Global Office: A New Spin-Off of Technology «+++++++essesessessessesessersesues

UL SEVEIL +++++++svveerereesersnremsessesssuesasessesssusssssssessusesssesssenssssssesesensesassssessssessssnsens

Text: Project Evaluation: Benefit-Cost Analysis ««+s-sessesesesssesesssesssnsneiaiessasensassseasens
Almliary Text (1) :Applying the Fu.ndame!ltal Rule (1) ................................................
Auxiliary Text (2); Applying the Fundamental Rule (2) +++++s+eveeesseesssonsessiurnareueseniieenene

UNit BRGRE  -oveeeeems oot e

Text: Operation Management -« seessisssismsiimimiis s e s
Aux11iary Text (1) :Trends ln Operatlon Managelllerlt ...................................................
Al]xilia.ry Text (2) :Opel‘ations Manager]lent and the Orgal']ilatiorl ....................................

TURE INERE «++++oeevornrmersesessnntreriisanuttessitaeasesseutesessessaraee s esnaeesessasaeeseasssaes senssbbaeasans

Text: Building the Horizontal Dimension of Organizations «««s++sssessseumesssiisiiine.



Auxiliary Text (1) :Building the Vertical Dimension of Organizations (1) «=+re=seresreerrseeneeesees (137)

Auxiliary Text (2) ; Building the Vertical Dimension of Organizations (2) +=s+s+=-essreersseseceenees (142)
TUNEL TeIl - vvveemmrme oottt e et ettt ottt sttt st e ( 146)
Text: People Prefer to Do Business with Organizations That Communicate Well ------ (146)

Auxiliary Text (1) : Some Troublesome Misconceptions about Managerial Communication (1) -+ (152)
Auxiliary Text (2):Some Troublesome Misconceptions about Managerial Communication (2) -+ (157)

Appendix I Key el D T L L LLITTITTEPICPRLPIOPEE (161)
Appendix H Text Translations «:rer-csceeererererrrmtanmmimuiiiiiiiniiiieiiiiiieteittiiiiie, (168)
Appendix I]I Glossary ........................................................................... (193)



Unit One

Text: 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 capacity 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 on-
ly through fundamental improvement. They become the champions of customer
needs, the drivers of real improvement. They work together with other employ-
ees as partners to help develop better and better methods to get better and better
results. Quality

Over the years, Brian L. Joiner and his wife
searched for a way to describe the essence of 4th Genera-
tion Management. The following Figure 1-1 is now re-

Scientific All One
ferred to as the Joiner Triangle: Approach Team

Quality — Understanding that quality is defined by Figure 1—i Joiner Friangle
the customer; developing an obsession for delighting cus-
tomers — not being satisfied with merely getting rid of what annoys them but go-
ing beyond to understand their.current and future needs deeply, to surprise them
with products and services they didn’t even know were possible. This under-
standing 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 organization as a system,
developing process thinking, basing decisions on data, and understanding varia-
tion.

All One Team — Believing in people; treating everyone in the organization
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with dignity, trust, and respect; working toward win-win instead of win-lose for
all stakeholders, customers, employees, shareholders, suppliers, the communi-
ties 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 triangle, 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 elements are interdependent:
taken separately, they are not as powerful as when used together. The failure to
recognize the interdependency of the elements is why so many other management
initiatives have ultimately failed in the workplace. When you look closely at com-
panies 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 effectively. Their efforts thus had little perceptible effect
in the eyes of customers. A surge in “the customer is # 1” rhetoric also seldom
led to recognizable improvements because the efforts were not driven by data or
an understanding of processes; decisions were based on opinion or presumed
knowledge; and improvements that were identified were never captured or pre-
served as methods that would reliably achieve the needed results.

Seeing these failures time and time again was what inspired creation of the
triangle. The companies making the most progress focused on quality as defined
by the customer, used and understood data, proeesses, and variation, and built
cooperation rather than competition. They were expanding markets, delighting
more customers, streamlining their systems, sharply reducing wasted efforts,
and increasing revenue while reducing costs.

Here is an example that illustrates some key points about this triangle.

Herb and Ricardo were senior managers in a company that creates and pro-
duces specialty chemical products for its customers. One day, Herb asked Ricardo
what he thought the key selling features were for the company’s products.

2



Ricardo said promptly, “Our products are a cut above the competition and
we’re doing a better job than we used to at shortening the delivery cycle. When a
customer calls, we’ve got a great group of people who really know their stuff an-
swering the phones, and the shipment almost always goes out that same week.”

“So you'd say we’ve got a high-quality product, friendly, competent service,
and reliable delivery, right?”

“Yeah. I don’t think anyone could argue with that.”

“Don’t be too sure,” said Herb. “I just got the results of the market survey
we commissioned a few months ago. Apparently our customer rated us behind
two main competitors in area like °friendliness of service’ and °reliability .
What would you say to that?” ‘

“I don’t believe it,” replied Ricardo. “I talked to several customers just this
week who raved about how great our technical service people are. And I know
that our lab tests on reliability show we lead all competitor’s products. I don’t get
it.”

If you were these managers, what would you do? Would you have another
survey done to see if the results of this one were wrong? Would you talk to your
technical staff and tell them they’d better shape up and start being friendlier to
customers? Would you set out to improve reliability?

Herb and Ricardo realized that perhaps they didn’t really understand how
their customers defined quality. So they had their technical support and product
development staff go out with the salespeople to talk with customers face-to-face,
gathering data that reflected customers’ attitudes. They soon 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 prod-
uct could be used without failure under standard operating conditions. Many cus-
tomers interpreted it 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 inter-
preted reliability the same way the company did. In short, any time and money
spent improving “reliability” using the company’s definition would have been

largely wasted because few of their customers would have noticed.



By arming themselves with an understanding of its customers’ perceptions,
this company was able to make improvements in “reliability” that customers no-
ticed and appreciated. This new understanding of customer needs also allowed the
sales and technical staff to point out advantages of their products that their cus-
tomers had previously overlooked. Simply being able to talk the customer’s lan-
guage had immediate benefits: customers began reporting much higher satisfac-
tion 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.

The approach used by this company reflects the essential elements of 4th
Generation Management:

Quality — This company didn’t ignore the survey results or repeat the sur-
vey hoping the results would come out differently. Instead, they dealt directly
with customers: “Can you tell me a little more about what you mean by * reliabili-
ty’? Can you give me an example of a reliability problem you've had? Can you
show me how you use our product?” The answers to these questions allowed them
to focus on issues that would be noticed by their customers.

Scientific Approach — The employees involved in this effort adopted the
mindset that they had to back up their opinions with data. These data led them to
understand how important it was for the product to work in a variety of environ-
ments. Minor changes in product design accommodated these environments.

All One Team — The managers in this company didn’t blame their employ-
ees for the survey results. They didn’t merely exhort them to “try harder” or “be
friendlier”. Instead, the employees were involved in the improvement effort,

trusted to make intelligent decisions on behalf of the company and its customers.

New Words
micromanagement O 5
/imaikroumeenidzmant/ 7.
distort /distot/ vt. twist out of a natural, usual, or original shape or
condition
champion / 'tfeempjon/ 7. a person who fights for, supports strongly, or de-

fends a principle, movement, person, etc.



essence / ‘esns/ n.

obsession /absefon/ 7.
domain / demein/ n.
win-win / ‘win-win/ n.

win-lose / 'win-luz/ n.

stakeholder/ ‘steik;haulds/ 7.

shareholder / '[eahaulda/ n.
interdependent /jintadipendent/ a.

interdependence 7.

initiative /i'nifistiv/ n.

workplace / 'wakpleis/ n.

mediocre / ‘mi:disuka/ a .

perceptible / paseptabl/ a.

surge /sa:d3/ n.

rhetoric / 'retorik/ n.

presume /prizjum/ ut.

streamline / ‘'striimlain/ vt .

specialty / ‘spefalti/ n.

commission /kamifen/ vt.

rave /reiv/ vi.
mindset /maidset/ n.

accommodate /skomadeit/ vt.

exhort /igzot/ vt.

the central or most important quality of a thing,
which makes it what it is

a fixed idea from which the mind cannot be freed
a subject of activity, interest, or knowledge

win all the time

sometimes win, sometimes lose

a person chosen to hold the money given by oppo-
nents in a race, bet, etc., and give it all to the
winner

an owner of 1 or more shares in a business

depending on each other; necessary to each other

the active part in taking the first steps in any un-
dertaking

a place where one does his work; workshop

of not very good or bad quality or ability, usually
not good enough i)

that can be perceived; noticeable

a forward rolling movement, of or like a wave

the art of speaking or writing so as to persuade peo-
ple effectively B &

take (something) as true or as a fact without direct
proof but with some feeling or being certain; sup-
pose

make ( a business, organization, etc. ) more simple
but more effective in working {8 (Z\r, HA%)
ALTEA R

a particularly fine or best product & &, 7=
give special powers or certain duties to a person or
group of people

tatk wildly as if mad

frame of mind

bring ( something) into agreement with something
else

urge or advise strongly ( someone ) to do some-

thing



Phrases and Expressions

care about be worried, anxious, or concerned
in the eye of in the opinion of; in someone’s opinion
a cut above better; of higher quality or rank Bj A—Z& K
go beyond to make great efforts to
shape up develop; make progress
set out begin a course of action -
Notes
1. work (their way): to get (through ) by working or effort
2. the customer is #1: BIFZE L, BHESH—
3. specialty chemical products: “chemical products” is in apposition to “specialty”
4. know one’s stuff: be good at what one is concerned in; be competent or well informed,

especially in a particular field; be knowledgeable
S. Idon’t get it : I don’t believe what you said
6. talk the customer’s language: SEEHB HFRIMIES

Exercises

Practice . Cloze:

One of many definitions of management science is that it is a scientific approach to mak-
ing decisions in a managerial context. A narrower definition would state that it is a scientific
(1) _ which utilizes mathematical and statistical methods in making decisions in man-

agerial _ (2) __
The _ (3) __ “management science” suggests that this discipline has something to do
__(4) __ management and something to do with __ (5) __. Consider first the manage-

ment aspect, then the science aspect.

Decision making is the very __ (6) __ of management; and having been convinced of
the centrality of decision making to management, one would be correct in concluding that
management science is concerned with decision making. It is further recognized that the
management process is indigenous to all kinds of organizations. Management is not confined
__(7) __ profit-making corporations, but is common to every organization __ (8) __ that
organization be a hospital, a university, a governmental agency, or a business. The organiza-
tion lives, moves, and adapts only through the __ (9) __ of decisions. And not only
(10) __ the management process operating in all types of organizations, but also it is present
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at the various __ (11) __ in the hierarchies of these organizations. Hence it many be expect-
" ed that “management” science will have a wide spectrum of __ (12) _ .

The term “science” connotes a couple of ideas which are__ (13) _ to management sci-
ence. In the first place, we think of __ (14) __ as being an explicit, systematic, and well-
structured approach to decision making. In the second place, the term brings to mind the __
(15) __ of hypothesis, observation, and experimentation. In management science alterna-

tive courses of action (hypotheses) are evaluated. These _ (16) are accomplished

through the method of __ (17) __ with a model. Just as the aerodynamic engineer uses a
model or replica of a plane in the wind tunnel for experimentation purposes, the management
scientist uses a__ (18) __ of the decision situation in order to __ (19) __ the choices that

can be made. In this sense also management science becomes a scientific approach to making

_ (20) _.

Practice I . Translate the following Chinese phrases into English:

1. e 2. AMEHKE
3. THRER 4. HMEZ L

5. XYM 6. FEERA

7. BEEBAR 8. XIKAM

9. AL 10. BEARMRSF AR

11. PrYERiER M 12. HEWRE

Practice I . Answer the following questions:

1. What is the fundamental difference between the 4th Generation management and the oth-
er three generations?

In the Joiner Triangle, what is the most important element?

. Who defines quality, the customer or the employer?

. Why many management initiatives have failed in the workplace?

. What can we learn from the example mentioned in this passage?

Some definitions of “reliability” are mentioned in the passage. What are they?

What are the essential elements of 4th Generation Management?

Practice V. Topic for Discussion:
Compare the 4th Generation Management with the first three generations of management.



Auxiliary Text (1):
The First Three Generations

Years ago, I visited the headquarters and largest facility of a major midwestern corpora-
tion. Everywhere I went, the people told me how great this company was, how well they
were doing, and how they were getting better every year. Having worked with companies
that were making real progress, I could see this company’ wasn’t as good as it thought it
was. Where they saw improvement, 1 saw inefficiency. Where they saw gains, I saw a lack
of real interest and concern for customers. Where they saw effective action, | saw managers
unintentionally making matters worse. But I couldn’t convince them they were in trouble.
All they could see was that they were improving, getting better year in and year out.

At the time, I didn’t know what to say to this company’s managers to help them see
they were in trouble. After all, they could point to at least some gains in many aspects of
their operations. It wasn’t until later that I figured out how I might have gotten through‘to
them. The realization struck® me that the important question was not “Are you improving?”
— the important question was “Are you improving fast enough?”

Take Company A in the Figure 1 —2. It started out ahead and its performance improved
year after year. But what did it get for its efforts? It fell further and further behind.

®
8 sy

: =

Time

Figure 1 -2 Getting Better Faster

How can that happen? How can you fall further and further behind while getting better
and better? Answer: By having someone else get better faster, like Company B in the figure.
How do the Company Bs of the world pass by the Company As? The key ingredients are in
learning about customer needs and translating those needs into high-quality products and ser-
vices that flourish in the marketplace.

Think of the many industries you know where this has happened, where companies you

1 this company: this corporation
2 strike: come suddenly to the mind of
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once thought of as world leaders are now struggling. Automobiles, consumer electronics,
steel, machine tools, computers, hotels, packaged foods, cameras. There is a long list
when you start Jooking at it; companies in lots of industries have been in the position of
Company A.

Many managers realize the importance of this chart: if they don’t find ways to get better
faster at things that count', they’ll soon be outstripped by companies that do. How are we
going to do that? How are we going to get faster and faster, year after year?

Let’s begin by taking a quick look at three previously best-known ways to get work
done.

1st Generation: Management by Doing — This is the first, simplest, more primitive
approach: Just do it yourself. We still use it. “I’ll take care of that, Frank.” It’s an effec-
tive way to get something done, but its capacity is limited.

2nd Generation: Management by Directing — People found that they could expand
their capacity by telling others exactly what to do and how to do it: a master craftsman giv-
ing detailed directions to apprentices. This approach allows an expert to leverage his or her
time by getting others to do some of the work, and it maintains strict compliance to the
expert’s standards.

3rd Generation: Management by Results — People get sick and tired of your telling
them every detail of how to do their jobs and say, “Just tell me what you want by when, and
leave it up to me to figure out how to do it. So you say, “OK. Reduce inventories by 20 %
this year. I'll reward you or punish you based on how well you do. Good luck.”

All three of these approaches can be found in any organization today. Sometimes appro-
priately. Often not. There are times when we should do the work ourselves, 1st Generation
Management. There are other times when new or inexperienced employees need close super-
vision and detailed direction. Are managers using these strategies because they are appropri-
ate? Because they think these approaches are effective? ... or because they don’t know a
better way?

And what about 3rd Generation Management: Management by Results? Doesn’t it
make a lot of sense to tell people what you want from them, then let them figure out how to
do it? Surely this is better than treating employees like apprentices, telling them in detail ex-
actly what they should do.

Third Generation Management sounds logical. It’s an approach that is widely taught
and used today, and it may be appropriate for objectives that have little interaction with oth-
er parts of the organization. But it also has serious, largely unrecognized flaws and inefficien-
cies that we can no longer afford. For example, we all want better figures: higher sales,

lower costs, faster cycle times, lower absenteeism, lower inventory. There are three ways to

1 that count: that have value, force, or importance



