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S5EGEHNRR, HYERT HERRA, T EREBEESMERERE, %R
W E BAGE LR, LR U™ b B S BT s AP LEB APk, IS A S BB T
RNE Y TS E B TAEN R AT R,
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Publishing Management Theory and Practice

Dy
”_/Section A. Strategic Planning—Top Management
of Publishing Firms

In essence, the key issue a planner confronts centers on how a book firm plans for
the future. Over the years, strategic planners have developed a number of theories and
practices that are followed by the majority of professionals active in this field.

What comes first, a company’s organizational structure or a detailed strategy?
In Management: Tasks, Responsibilities, Practices, Drucker insisted that a corporation’s
structure always follows its strategy, and not vice versa. This theory is accepted by most
scholars and practitioners: two of the best detailed studies on this issue are Alfred
Chandler’s Strategy and Structure: Chapters in the History of the American Industrial
Enterprise and The Visible Hand: The Managerial Revolution in American Business.

Structure is a means for attaining the objectives and goals of an institution. Strategy
(i.e., the answers to the questions “What is our business, what should it be, what will
it be?” ) determines the purpose of the structure. Effective structure is the design that
makes these key activities capable of functioning and performance.

This is not an easy task, and Drucker and Chandler recommend that a series
of questions be addressed. How should a corporation’s organizational units be
constructed? What organizational components should be aligned and which ones must
be left alone? Where and how should units be placed within the corporation? What
relationships will be created to insure that this structure operate effectively?

An effective manager must determine what his or her business is and what it should

be. “If you were not in this business today, would you enter it?” If the answer is no,
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then you are in the wrong business. Drucker insists you must abandon this operation as
quickly as possible, bold advice that is not always easy to follow and implement.

Once answers are generated, a series of decisions must be made. This means de-
termining what existing activities or organizational groupings no longer fit into the
company’s strategy and mission. Quite often this means closing or selling units. In order
to avoid morale problems, top management must provide itself and its managers with
a realistic vision, values, standards, and with procedures to audit performance against
these standards. This requires the book firm’s executives to define clearly the purpose of
the business.

If the primary goal of a company is to create a customer and then satisfy the
customer’s wants and needs, then a business enterprise “has two, and only these two,
basic functions: marketing and innovation. Marketing and innovation produce results;
all the rest are costs.” In Drucker’s organizational system, the word “innovation” refers
specifically to the creative side of the enterprise ( in the book business, this would be the
aesthetic work of an author and the intricate, subjective, ephemeral process of editors ) .

How do you create a customer? To do this, a firm must stress marketing and eschew
hard selling. This necessitates a reevaluation of business functions and operations.
Drucker insists rather firmly that there should not be a separate marketing department
or division within a company, which means the abandonment of the traditional linear
organizational chart found in most organizational theory books or annual reports.

Few firms have been able to follow this strategy consistently. Many successful large,
global firms that dominated the business landscape in the 1960s through the 1980s
seemed to stumble badly in the 1990s when markets shifted and consumers reevaluated
their needs and questioned the quality of certain products. The plight of IBM in the
early 1990s is a prime example of a corporation that once dominated domestic and
foreign niches and later sustained debilitating reversals.

Who is the customer? Drucker believes that there is always more than one customer
for a product. In the case of the book industry, for example, the “customers” are the
booksellers, wholesalers, and jobbers, as well as the final consumers or end-users
( perhaps a library ) who purchase the book.

What is “value” to the customer? In today’s marketplace, many managers would
insist rather persuasively and passionately that value is quality. Drucker insists, “The
customer never buys a product. By definition the customer buys the satisfaction of a
want.” This means that what is value to one customer may be a restraint to another
individual.

>
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Why does a successful firm slip and lose market share? Theodore Levitt addressed
this issue in “Marketing Myopia.” Levitt insisted that firms declined invariably because
their managers defined the corporation too narrowly. To continue growing, a company
must ascertain and act on their customers’ needs and desires. They cannot bank on the
flimsy assumption of the longevity of their products. In reality, Levitt posits there is no
such thing as a growth company, only firms able to capitalize on growth opportunities.

Looking back on America’s economic history, Levitt was struck with the unset-
tling development of this nation’s railroads. He insisted railroads ended up in trouble
not because of a precipitous decline in the number of passengers or freight transporta-
tion but, instead, because this need was not satisfied by the railroads. Other forms of
transportation ( the bus and the airplane ) took customers away from them. Railroads
assumed, erroneously, that they were in the railroad business rather than in the
transportation business. The reason they defined their industry wrong was because they
were railroad-oriented instead of transportation-oriented.”

Their failure was due to the fact that they were, in essence, product and selling
oriented, not customer or marketing-focused. Railroads emphasized their need to fill
seats or to haul coal (i.e., to sell services or products that they had in abundance and
desperately needed to peddle ) rather than addressing the four components of an
effective marketing strategy: development, production, distribution, and promotion. So
the railroads failed to comprehend the fact that their product was being made obsolete
because other forms of transportation were meeting the “satisfaction of their customers’
wants” more effectively.

Levitt was also harshly critical of the practices of certain industries, particularly
automobile makers in Detroit. These manufacturers, according to Levitt, never really
researched their customers’ wants and needs. Instead, they were only interested in their
preferences between the kinds of products Detroit had already decided to place on the
market.

Professor Levitt insisted a manager must accept the fact that “building an effective
customer-oriented company involves far more than good intentions or promotional
tricks; it involves profound matters of human organization and leadership.” So a
company must adapt to new trends in the marketplace, and this is better done sooner
rather than later. Levitt also dealt with the issue of leadership. He discovered in his re-
search that great companies have great leaders with a vision and a dream. Lastly, he

posited that the entire organization must adopt a customer-creating mind-set.
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aestheuc /izs'Betik/ ad] concerning or characterized by an appreciation of beauty or
good taste E£H); HRM; ARBM

align /2'lain/ vt. bring ( components or parts ) into proper or desirable coordination kd
—3; JE%E; P

ascertain /,&sd'tein/ vt. establish after a calculation, investigation, experiment, survey, or
study i ; #HH; A

audit /'odit/ vt. examine carefully for accuracy with the intent of verification #it, # ik

bank on (slang) depend on 53, fKifi, 1KiE

capitalize on ( slang ) use something to one’s own advantage or profit |

customer-creating adj. establishing an atmosphere that will draw customers to one’s
business €15 B % 1)

customer-oriented adj. adjusting to the needs and satisfaction of the customer PAJBi%
HrfL b

debilitating /di'biliteitin/ adj. impairing the strength and vitality {# 355 £

end-user 7. the person using or purchasing the product FZ /7

ephemeral / i'femorol/ adj. lasting a very short time %), 4 EHH

erroneously /i'rouniosli/ adv. in a mistaken manner £ ixHb

eschew /es't[uy/ vt. avoid and deliberately stay away from; stay clear of #FF; [A]:#;
TR

flimsy /'flimzi/ adj. not convincing Z3H; A R(EH

freight transportation the commercial enterprise of moving goods and materials 7%
et ]

hard selling aggressive, high-pressure sales tactics and promotion efforts i 44

intricate /'intrikit/ adj. having many complexly arranged elements; elaborate & 2%];
Y

jobber /'d3oba/ n. someone who buys large quantities of goods and resells to merchants
rather than to the ultimate customers &G & ; #tAR; BRELLA

linear organization line of authority or responsibility in a business or organization
from the top position to the bottom £{] fﬁi*ﬂr/\ , RMESEH

mind-set 7. outlook; mentality EABH[E, L7

morale /mo'ra:l/ n. psychogical condition within a group that treats all with respect and
acknowledging input from others +5; =}
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myopia /mai'supio/ n. the inability to see things properly when they are far away T
=i

niche /nitf/ 7. a specific area of marketing which has its own particular requirements ( f¥
FE TR EUIRSS ) PR

obsolete /obsa'lit/ adj. no longer in use ELEFFH; LA

peddle /'pedl/ v. sell or offer for sale from place to place 08, (W) WsE; HUHE

planner /'plzns/ n. a person who makes plans #LRI#, KA

plight /plait/ . a situation from which extrication is difficult, especially an unpleasant or
trying one 5, Wi

posit /'pozit/ v. take as a given; assume as a postulate or axiom fEE

precipitous /pri'sipitos/ adj. extremely steep IR ; RIRE

reevaluate /rizi'valjueit/ vt. revise or renew one’s assessment HLHT PEHT

stumble /'stambl/ 2. miss a step and fall or nearly fall 28], B§#t; B8R ; TEHAH

wholesaler /'houlseila/ 7. a person who sells goods in large quantities #t % #

v ” iBackground

fr a2 ﬁé\%ﬁimﬁmﬂi” ﬁ‘/A%‘%”Eﬁ" B EV\E 20 Tﬁjé‘ﬁ]?}iﬁo }}\20
28w I # ( Frederick Taylor ) MR BIEIS, ¥£4)/K (Henri Fayol ). 1A (Max
Weber ) 1447 ( Chester Barnard ) FZHZIHEIS, 1% ( George Myao ) I AFRCREE
i, B kit RG24 B KI5 - #4 5E ( Peter Drucker ) 9 (A HSEER ).
(HA BB ERE ), (B AR5, THE. LB, Wil T EHEEWELRAER, F/RIEE
78 - R fEH) (Alfred Chandler ) TEMAY FEEME (RIS 5450 EE T RAE TR
BE)(ERWMTF: XEMLMEBEEG) TRE “SHWREERE" @38, H BRI
HF" (BRI AT BLNAE ) ZEFZ A T - 57% (Adam Smith ) ) “BAA
WHF" (Tighid ), ALEIHR AR HPMERIRS, MXAE. SRS E K
B RGMEE BT R B AL ARG 7. BUERFEEANZ TR L - SE4EFF
( Theodore Levitt ) fEE L E (BHFEUAE ) PREBAEHEZOZLOHEE. — &
SRIAER, MARHE; =, BHENBELL, MAR™ M.

1. Management: Tasks, Responsibilities, Practices ({ 55P. 175 . %AE. ZE)):
1973 4, 8% 5 (Peter F. Drucker ) HAGZ, HARATEILIZE, 8, H=/CFF
W &AT, LE NFERERMCF, ZRSFEHEMAALHEBEN, EHEEG TR
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NHAWGREATEAENY, Y FINZS R—AARIEEENWRGIEETM;,
) BRI R A SR R G BRHE

. Peter Drucker ( 75 - {4 73 , Peter F. Drucker ): 1909 4E 4= T 4E th 44, 2005 4

Wi TEE, b 1937 EBEEE, XFUHEB. FHME AL, 24RERL
BERNEMFRZ —, 755 E MG 4Tt 35 EARTT AR 2 B 4 B i A 1A ) 22
2, FEBEHREAR. ENEAR. IBM AR 5B, 2R
W, fE (EHA LR ) (The Practice of Management )., 54 R B )
( The Effective Executive ), { & . {155 . /L. L ). (FWH ) (Adventure of a
Bystander) % =+ Z#EE, CEHBRILHR 130 240EK, b (EFHEOLEK) —
F2E T e AR IE AL, T (A B ERE ) CECh2IREE
R 2, SCEE R K ) EAVE Management: Tasks, Responsibilities, Practices ({ &
. RS . FE. SLERR)) BIES T 1973 4.

. Alfred Chandler ( Pif/RIBTHEE - 48454 ): H] Alfred D. Chandler, Jr. ( 1918—2007 ),

BALE T IO R ME 2K (The Johns Hopkins University ), H 1971 4FEH
M RIE B A L SR EE H R K. BRAEE— B T RS, AERE
S ) LR b PR AR B AT — e B T SR R Al s AR — Nk S7 L R A
RO ", HFXEFFFE ., LF, BHYE HRFETAE T ZmMBSEREw. 1977 4,
BHEHEEE (BFRALKNT: REMLKEHEEG) M, JFT 1978 4515 T EF
R

. Strategy and Structure: Chapters in the History of the American Industrial

Enterprise ({S&Wg 5558 FEE TR TREL) ). 1962 4EF/R 4 58 - 4
TEE R L2 EE, LA (DuPont ), P/RHr (Sears Roebuck ). i FHVA 4
( General Motor ), Fr#if i (Standard Oil ) ZFPZ ML R EEREH], FHHMEET
20 tELE AT SE B R N R BRBE S5 M ) 3 1 SR 0 A2, JRRIE “Z5H IR
BE GRS T, Rl ok SR 5 AR L A5 A A AL BR B . R T EAE, &
TEENBOA N R R U A BB 2 —; MRS SEMME 3L, MLkl
AR BT 5% P B K A

. The Visible Hand: The Managerial Revolution in American Business ({ 1%

WA T REMIEAEBRN G )): 1977 FR/R I HHE - REFHHE, HT 1978 3K
AR LR, XA, BT SR E R A iR ALX AN S R 55— 5 T ——
Bl 22 PRAE A R BE BTl ERER—LZR R, €0 “EHEM, X8



{

L
|t
croper | |
Publishing Management Theory and Practice |

MR, PR “BEWATF” (visible hand ) (B AFREFTEIME ) 7EIF
ZHEAE T WY - % (Adam Smith) ) “HEAWMKF (invisible hand ) (i
), AP TAET P EEATEES T,

6. IBM ( [EPFrEEALES 2 6] ): International Business Machines Corporation 45 5,
IR E R AL A . BARIFEALMPTS 5 (Armonk, New York ), 1911 484
ST EE, BRERERNEBEARFIL SR T RAE, HRiHALKER 30 27 A,
b %5k K 160 AN E R ALK %28 G A A 2L 55 MR HATAHL, LUk
FAREEYL, REERTEVINA SRS . 2004 4, IBM B AH IS HERFEE
Jidi) REERAR A A

7. Theodore Levitt ( ¥ % - FEHEEF, 19252006 ): EEHZPFF¥%. MR FBEH
£, B (BERITFE ) (Harvard Business Review ) W ¥ %, P98 % - SE4EFFHY
AEaSE T Qs KT ) (Marketing for Business Growth, 1974 ), (3=7=.)
( The Third Sector: New Tactics for a Responsive Society, 1973 ) Fii+#ENE, LUK
BRT (R I¥ie ) (Harvard Business Review ) 1) 26 ki3 (H sk
“EEBE” ). 1983 4F, FKAENFTIET (MERIITE ) M—R3CGE (2Bkeiiig )
( Globalization of Markets ) 5|2 %3, MIECFEPHABMEZL T “2RES” (Global
Marketing ) FIHER, fff “@BR{L” —RZRA TE AR, SE4ERRE AR B E
HFBEEAZ —,

8. Marketing Myopia ((EHRIPIE)): THR L - SE4ERFT 1960 F01E, BWITIET
(¥R i ) (Harvard Business Review ), —% K%M KIKMII, 1 000 ZFK A
FAZRET 35 000 rEEIN; E44K, BILCHH 850 T4, & (MHRIFe )
i RGBSR Z — TEXR B SMGE, SEYERHE N T — Ml 4
M BT REHAGE TRER S SHE5, fEHRT FRENET,
XELR “EBEMAET, RIARRNEZ I TRRERMEE, 207 NBETFRERK
Hi. BN OB SRR —, ERAER, MARE; —. &8
BNE A, TIAR™ .

B S T P P i e T ST B S TR S S s

Q Reading Comprehension.

1. What comes first for a publishing company?
A. Strategy.
B. Responsibilities.
C. Tasks.

D. Practices.




