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Lesson One

Lesson

One

Text

Learning from Foreign Management

i ° What can we learn from American management£§was the ques-
tion asked all over the world only 10 years ago. Now it is perhaps time
to askE9What can American management learn from others in the free
worldf-and especially from management in Western Europe and Ja-
panfiFor Europe and Japan now have the managerial edge in many of
the areas which we used to consider American strengths£-f not Ameri-
can monopolies.

FirstE-foreign managers increasingly demand responsibility from
their employeesE-ull the way down to the lowliest blue-collar workers
on the factory floor. They are putting to work the tremendous improve-
ment in the education and skill of the labor force that has been accom-
plished in this century. The Japanese are famous for theirj  quality cir-
clesjtand theirj° continuous learningj* Employees at all levels come
together regularlyE-sometimes once a weekf-more often twice a month£-
to address the questionf£f® What can we do to improve what we already
are doingE§*In Germany£-a highly skilled senior worker known as the

i °Meister jtacts as teacherE-assistant and standard-setterE-rather than
asj ° supervisor j*andj ®boss j £

Second£-foreign managers have thought through their benefits
policies more carefully. j° Fringes j+in the United States are now as
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wide as in any other countryE-that isE-they amount to some 40 cents
for each dollar paid in cash wages. But in this countryE-many benefits
fail to help the individual employee. In many familiesE~for instance£-
both husband and wife are docked the full family health insurance pre-
mium at workE-even though one insurance policy would be sufficient.
And we pay full Social Security charges for the married working
women£-even though married working women under our Social Securi-
ty system may never see a penny of their money paid back into their
accounts.

By contrastE+oreign managementsE-especially those of Japan and
Germany£-structure benefits according to the needs of recipients. The
Japanese£—or instancef-set aside dowry money for young unmarried
women£-while they provide housing allowances to men in their early
thirties with young families. In Englandf-a married woman in the la-
bor force can opt out of a large part of old-age insurance if her hus-
band already pays for the couple at his place of employment.

ThirdE-oreign managers take marketing seriously. In most Amer-
ican companies marketing still means no more than systematic selling.
Foreigners today have absorbed more fully the true meaning of market-
ingE%nowing what is value for the customer.

American managers can learn from the way foreigners look at
their productsE-technology and strategies from the point of view of the
market rather than vice versa. Foreigners are increasingly thinking in
terms of market structuref£-trying to define specific market niches for
their productsf£-and designing their business with a marketing strategy£-
in mind. The Japanese automobile companies are but one example.

It is not correctE-as is so often asserted in this countryE-that Japa-
nese and Western European businesses subordinate profits. Indeed the
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return on total assets is conspicuously higher today in a great many for-
eign businesses than it is in this countryE-especially if profits are ad-
justed for inflation. But the foreign manager has increasingly learned
to sayEf” It is my job to earn a proper profit on what the market wants
to buy. j*We stillE-by and largeE-ry to say in this countryE® What is
our product with the highest profit marginEilLet’s try to sell thatE-and
sell it hard. j*

Incidentallyf-when the foreign manager saysj ® market j£-he tends
to think of the world economy. Very few Japanese companies actually
depend heavily on exports. And yet it is the rare Japanese business
which does not start out with the world economy in marketingE-even if
its own sales are predominantly in the Japanese home market.

FourthEforeign managements base their marketing and innovation
strategies on the systematic and purposeful abandonment of the old£-
the outworn and the obsolete. In every single business plan of a major
foreign company I have seen lately j# JapaneseE-Germanf+rench and
so on |2 the first question is not§® What are the new things we are go-
ing to do£§#The first question is§° What are the old things we are go-
ing to abandon£§+As a resulif-resources are available for innovationf-
new productE-mew markets. In too many American companiesf-the
most productive resources are frozen into defending yesterday.

FifthE{oreign managements keep separate and discrete those are-
as where results should be measured over short time spans£-and those
where results should be measured over longer time spansE-such as in-
novationE—product developmentE-product introduction and manager de-
velopment. The quarterly P and L is taken as seriously in Tokyo and
Osaka as it is in New York and Chicagof£»and£-with the strong role
that the banks play in the management of German companiesf-the
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quarterly P and L is probably taken more seriously in Frankfurt than it
is in the U.S. But outside the U. S. the quarterly P and L is increas-
ingly being confined to the 90% or so of the budget that is concerned
with operations and with the short term.

There is then a second budgetE-usually no more than a few per-
cent of the totalE-which deals with those areas in which expenditures
have to be maintained over a long period of time to get any results. By
separating short-term operating budgets from longer-term investment or
opportunities budgetsE{oreign companies can plan for the long haul.
They can control expenditures over the long term and get results for
long-term efforts and investments.

SixthE-managers in large Japanese£E-German and French compa-
nies see themselves as national assets and leaders responsible for the
development of proper policies in the national interest. One good ex-
ample may be a group that came to see me six months ago. The chief
executive officers of the 40 largest Japanese companies came to discuss
how Japan should adjust to demographic changesf-official retirement
age is still 55 in Japanf-while life expectancy is now closer to 80.

i°We don’t want to discuss with youfjxsaid the leader of the
group£f° what we in Japanese business should be doing. Our agenda is
what Japan should be doing and what the best policies are in the na-
tional interest. Only after we have thought through the right national
policiesE-and have defined and publicized themf-are we going to think
about the implications for business and for our companies. Indeed we
should postpone discussing economics altogether until we have under-
stood what the right social policies are and what is best for the individ-
ual Japanese and for the country altogether. Who else besides the
heads of Japan’s large companies can really look at such a problem
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from all aspects£¢To whom else can the country really look for guid-
ance and leadership in such a tremendous change as that of the age
structure of our populationfg+

Any American executiveE-at all conversant with our management
literatureE-will now say£f” What else is newEiEvery one of these things
I have known for 30 years or so. j£But this is precisely the point.
What we can learn from foreign management is not what to do. What
we can learn is to do it.

Each of these six practices is American in origin. Every one the
foreigners have learned from us in the 20 years they have come to this
country to find out how to manage.

Thej ° quality circles j£for productivity and quality improvement
which are now being touted in American industry as the latest and
most advancedj ©innovation j fwere brought to Japan in the Fifties and
Sixties by three Americans j# Edward Deming and Joseph M. Juranf-
both then at New York University and A. V. Feigenbaum of General
Electric.

The Germanij® Meister jthas ancient rootsE-but its present form
dates back to the Fifties and to unashamed imitation of the way IBM£-
first in this country and then in its European subsidiariesE-had restruc-
tured the role and job of the first-line supervisorE~converting him or
her from aj ©foreman j+into anj © assistant jtandj © teacherj+

The Japanese and Germans practice in marketing what every A-
merican marketing textbook has been preaching for the last 30 years.
The distinction between short-term and long-term budget goes back to
Du Pont and General Motors in the Twenties. Indeed each of these
practices can be found in any management books written in the late
Forties and early FiftiesE-including mine. We don’t need to learn what

the rules are j# we invented them. What we need is to put them into
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practice.

Vocabulary

monopoly /ma'mopali/ n. ACTTEFAOUE-
x"02

address /o'dres/ vt. Oéﬂ@i—éu»"

dock /dok/ vi. ¢03y

premium /'pritmjom/ n. +£10-NE3E%S

dowry /'dauori/ n. Yibx+t

niche /nitf/ n. °TEEPAT»0A

assert /a'soit/ vi. VAT UOTINOES+OAL
T-»o

subordinate /sa'botdineit/ vi. -p”00UE-
“0E60U

conspicuously /kon'spikjussli/ adv. T0
OouBEFONe0x V0D

incidentally /,insi'dentoli/ adv. E3+a
O»1a

predominantly /pri'dominontli/ adw.
0+02ug

innovation /inou'veifan/ n. TPAES”
bA

Notes on

1. managerial edge LUAT j#-02pACAER

abandon /o'b  ndon/ vr. AxEGE-AEG

obsolete /'sbsalitt/ adj. LyE+pA

discrete /dis'krizt/ adj. -OAEUAE3»TA
A-!HA

expenditure /iks'penditfo/ n. ¢208£68
30

expectancy /ik'spektonsi/ n. EUTOEFE
[

postpone /paust'paun/ vi. TE3UENO3U

tremendous /1ri'mendas/ adj. %p”OUAE-
YREEPA

conversant /kon'vorsant/ adj. %«I"[A

tout /taut/ vt. _RIEEAVOERY - O alht

unashamed /Ana'feimd/ adj. TPACUAE»
128 AERA2» 03U ALOR Oy

imitation /,imi'teifan/ n. AE-A

subsidiary /sab'sidjori/ n. x01«E%E-0
1«EY,

preach /priztf/ vi. Epsel £41 %

the Text

2. putting to work the tremendous improvement in the education and skill of the
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labor force

2BV 0%T0yY:° ATT ORY:AUpAYD - 614 ROPEU R

. Meister pAOT”E£GATR® master j £6, PATUL«E%UODYHAUET A- j@ux=+%-Né -4, » A

1oEE £
fringes 117 1axEQO0TapA, £A0

5. amount to ~Tu%

7.
8.
9.

10.

11.

12.

13.

14.
15.

16.
17.

18.
19.

20.

both husband and wife are docked the full family health insurance premium at
work
OE - 0°TEPxOuALaxEODODO»2; - 045 ¢ U3yA”~ 08, TE«HOUAL] ¢ u=£TO-N
Social Security charges Eg»a+£0T -N
by contrast TazEO®TA
opt out of x+383-35pAY%A0RA
trying to define specific market niches for their products
marketing strategy 02T0U2RA0
the return on total assets E«2; ITxEEUPAPAAGES
frozen into defending yesterday
O TPOUELORLY 4113~ 03LUATO-00
P and L AOGEGCTESES
Tokyo /'toukjou/ T«HOEEO+UEX Y
Osaka /ou'satko/ ~0UzERO+%AT2; pAO»  63CED
outside the U.S. AA1(3yia
demographic changes
EE;U+a» PATSUWEEYXOESUA EE;UEYA. jBE U -02% %22 i 86E0j EATOUE | £
life expectancy TAVEEUAU
at all conversant with our management literature
-C3£ET ToTOAG1@OULUAT - hAmuAODx+
General Electric
1" 0AuGEa L «E% i FFPEARCETXT ™ OPAUGA-EG2GETOR0» £
Du Pont
A TL«EY 1332AAL0XTOPO° TI At pAL«E%ORON £ 2@ OEXAEUAT  BaAG j EUATUE A
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I

E(» N§20£-pAEG2a £
General Motors
10AEO3L«EY% 320> , 60+02E020A03ppA GLOL<E% £

Work on the Text

True or falsef;

1. America had the managerial edge in many areas ten years ago.

The Japanese companies pay much attention to the education of

their employees.

. In Western Europe and Japanf-many benefits fail to help the indi-

vidual employee.

. In Japanf-a married woman can opt out of a large part of old-age

insurance.

. American managers nowadays do not take marketing seriously.

6. It is quite common that Japanese business starts out with the world

economy in marketing.

. Too many American companies would like to abandon the old£-the

outworn and the obsolete things.

. The P and L is taken more seriously in the U. S. than in Germany.

9. Average Japanese now can live nearly up to 80 years old.

10.

11.

12.

13.

Japanese companies usually put their national interest above all
other considerations.

What we can learn from foreign management is what to dof£mot to
do it.

Edward Deming was a professor at New York University as well as
an engineer at General Electric.

The Germanj®Meisterjused to be aj ®foremanjin the past.
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14.

During the last 30 yearsE-the Japanese and Germans did what ev-
ery American marketing text book had told them to do.

15. What American companies need to do is to put the Japanese man-
agement into practice.
I Fill in the blanks with the words or expressions given below.
Change the form where necessary.

by contrast conversant subsidiary innovation
conspicuously subordinate postpone monopoly
expectancy amount to niche obsolete
dowry by and large tremendous expenditure
abandon predominantly  incidentally assert

1. Now the living standard of people in our country is high-
er than that in the past.

2. 1 must go now. £4f you want that bookE-’ll bring it next
time.

3. He’s interested in the of air travel during this century.

4. The life is now closer to 80 in Japan.

5. There has been a change in our country since liberation.

6. A university education shouldn’t be the of those who
have money.

7. Mary has set aside an amount of money as her for her
marriage.

8. It’s very important for us to find our in the society.

9. In modern society£-the technology is replaced by the ad-
vanced one very quickly.

10. The inhuman father his two poor children.

11. The sports meet was because of the heavy rain.

12. The manager tries his best to cut the for the sake of
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13.

14.

15.
16.

17.
18.

19.
20.

=]

0 N N AW N =

money.
I can’t claim to be very with any of the sciences be-

cause I've never studied them.

The influential international company has many all over
the world.

He that he was not guilty.

The great man his own wishes to the general good of
the group.

The votes were in favour of the government.

Fringes in the United States 40 cents for each dollar

paid in cash wages.
£-your idea is a good one.
£4'm a nobody.
Translate the following into English£°
HIEY2»DT 1£DTOBET (£
100004, 6PAPAOD , OTAYPERO2»EBAERA £
0a%EYOxTATOUAEO2AECT2ACDO»  ANAEEXY:, A £
AEE'EU3E+y 2IPXTE
0a, 60AY: 3EpCA- *ApATUEUAECETOAPA 3.5 £1i£
BOEC, 6°0AU | EpAAT w/EQU Y% °NEACEATESAE | £
0PLUA; CoLPYVGECE j pA%-YA - COLUAATTEOAEE i £
AGpPATAOAT AU” Wi TETApAEDOE i £

Additional Exercises

Vocabulary and Structure

. 1 rushed to my attic roomE-where I had several orange bo-

xesEnicely trimmed and stained£-into bookcases.
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A. converted B. painted
C. manufactured D. possessed

. The young man was running a persistent feverf-and suffered cold

sweats at night. These indicated tuberculosis.
A. diagnoses B. manifestations
C. notes D. symptoms

. It should be recognized that many big city colleges are almost
to the children of the very poor.

A. indifferent B. exclusive

C. partial D. inaccessible

. I'd like to buy a multifunctional sewing machine. WellE-we have

several models

A. to choose from B. of choice
C. to be chosen D. for choosing
. Hardly had I turned in last night when I heard someone ~ at
the door.
A. to knock B. knocking
C. knock D. is knocking
. She scarcely designed to look at usE~ speak to us.
A. much more B. much less
C. more less D. more much
. As long as the sun shinesf-the earth will not ~ energy.
A. short of B. lack of
C. run out of D. in want of

. Do you want to see my driving licence or my passportf¢ .

A. FEither does well B. Each one is good
C. Either one will do D. Each will be fine
. Bob contemplated to Africa after graduation.
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A. go B. going C. to go D. went
10. Ifonly I _ the books on the reading list before I attended
the lecture£fj
A. have been reading B. would have read
C. have read D. had read
11. Some type of instrument ___ has been known to painters since

the early Stone Age.

A. for applying paint B. applying paint
C. is for applying paint D. for applying paint it
12. Because sheep _ meat and woolf-they are valued in many
countries.
A. produces both B. both produce
C. produce both D. both produces
13. Not until a baby kangaroo is four months old __ to live out-

side its mother’s pouch.

A. it begins B. he begins
C. does it begin D. is he beginning
14. Although I've never seen you beforeE-l guess you _ be the
new secretary.
A. should B. would C. must D. could
15. Her terror was so great _ somewhere to escapeE—she would

have run for her life.
A. that had there only been B. that there had only been
C. only if there had been D. if there was only
16. Despite the author’s evident attempts at objectivityE-his view of
China remains .
A. fragmented B. biased
C. impersonal D. impressive
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