


Sharing, exploring, discovering and learning 
with our Chinese counterparts . . . 

BY DAVID C. 
WIGGLESWORTH 



for sale . E igh ty- f ive pe rcen t of 
these goods are actually made or 
produced in Shanghai . The re-
maining 15 pe rcen t r e p r e s e n t 
goods produced elsewhere in China 
or abroad. 

The store employs 2,400 persons 
of whom 1,600 are shop assistants 
(sales people relating directly with 
the customers). The remaining 800 
employees work in the suppor t 
services and management areas. 
Fifty percent of the employees are 
women. 

The store is divided into nine 
sales departments handling nine 
general categories (or represent-
ing nine d i f f e r en t i a t ed m a r k e t 
areas) divided according to com-
modities. Each floor is divided into 
two departments, with the excep-
tion of the basement which has 
only one selling department. Each 
department employs 100-200 shop 
a s s i s t an t s who a re divided into 
five-to-six sub-groups within each 
department on the basis of the pro-
ducts being sold. A tenth depart-
ment of the store is responsible for 
warehousing and shipping. 

Shop a s s i s t a n t s a r e r ec ru i t ed 
from the middle school and are 
brought in to fill vacancies caused 
by retirement or promotion of an 
employee. Their initial training is 
focused on how to do specific calcu-
lations, how to use the abacus, and 
on how to wrap and pack mer-
chandise. This initial program is on 
a one-to-one basis in an on-the-job 
setting. This on-the-job training 
also introduces the apprentice to 
basic sales techniques. 

After two-to-three weeks of this 
basic t r a in ing , appren t i ce shop 
assistants embark on a rotation 
program designed to carry them 
through the nine selling depart-
ments of the store. This program is 
aimed at reinforcing their basic 
skills and refining their product 
knowledge. In this latter aspect, 
t r a inees a re expec ted to know 
where and how the goods are pro-
duced, how the customer may best 
utilize and maintain the items, and 
how best to present this informa-
tion to the customer. 

The training program includes 
observation training, as well as 
scheduled instruction at specific 
t imes each week (dur ing slack 

periods in the store). The training 
may also include role playing and 
on-the-counter simulations. Spare-
time school training is also avail-
able. The apprenticeship training 
program continues until the train-
ee is viewed as being sufficiently 
trained to work in any of the nine 
departments. The average length 
of t ime for th is appren t i cesh ip 
training program is about three 
years. 

In addition to this apprentice-
ship program, the store provides 
two types of educational programs 
for staff personnel. These are in 
the spare-time schools which were 
es tab l i shed as supp lementa l ed-
ucational / t r a in ing p r o g r a m s 
throughout China. 

One of these educational pro-
grams is a general knowledge edu-
cation track aimed at supplement-
ing the education received from 
the schools. The emphasis in this 
track, at the moment, seems to be 
on compensating for the lack of 

appropriate education received 
during "the cultural revolution." 

The other educational track is 
concerned with business education 
for the store personnel and at its 
advanced levels is aimed at up-
grading designated personnel who 
are slated to become section lead-
ers. Plans are now under consider-
ation, we were told, to build insti-
tu t ions of t r a in ing and higher 
learning that relate more directly 
to the retail trade. Such institu-
tions might offer courses in statis-
tics, importing, exporting, mer-
chandising, etc. 

The Number One 
Tool Factory 

The Shanghai Number One Tool 
Factory is a machine tool plant 
located in the industrial section of 
Shanghai. Upon entering the well-
planted g rounds , we were wel-
comed by a larger than life-size 
statue of Chairman Mao Tse-tung. 

This machine tool factory has 42 
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sections, each with its own quality 
control inspectors who utilize spe-
cially designed ins t ruments to 
measure the accuracy of the tools 
produced. These QA/QC inspec-
tors are g radua tes of technical 
schools and colleges. The 42 sec-
tions work three shifts. Approxi-
mately 10 percent of the section 
chiefs are women (this 10 percent 
seemed to be the general figure 
provided whenever the question 
was asked about the role of women 
in supervisory positions, wherever 
we went in the PRC). 

The average wage for factory 
workers is perhaps best explained 
in percentages. The average fac-
tory worker in Shanghai is paid 
1.33 above the minimum wage. 
Top workers in this factory, how-
ever, receive 2.73 above the mini-
mum wage. Engineers and manag-
ers at this factory earn slightly less 
than double the wages of the top 
factory worker and their earnings 
are in excess of five times the mini-
mum wage of factory workers in 
Shanghai. 

Entry-level factory workers re-
ceive on-the-job training as part of 
a general apprenticeship program. 
O p p o r t u n i t i e s a t s p a r e - t i m e 
schools and established academic 
institutions are available to out-
standing workers destined to be-
come supervisors. 

The Shanghai Number One Tool 
Factory is the home of the "July 
21st Universities" (for an excellent 
discussion of the " s p a r e - t i m e 
schools" and the "July 21st Uni-
versities," see Henry J . Sredl's 
"Industrial Training in China," in 
the Training and Development 
Journal, August 1980, pp. 52-53). 
This is a full-time program provid-
ing classroom instruction and ex-
periential training for engineers 
and technicians employed by the 
factory. Students in this full-time 
program receive full pay while 
participating. 

The "July 21st Univers i t ies" 
are said to differ from the spare-
time schools in that the general 
academic level of these "univer-
si t ies" is higher and that the 
students attend them on a full-time 
basis. 

It appears that it is virtually im-

possible to discharge or fire em-
ployees at this time, though the 
management indicated tha t this 
situation might be changing. While 
vacations, per se, do not exist, 
employees receive one day off per 
week and seven paid holidays 

"The mission of CEMA 
is broad and the 

organization would 
appear to have a 

well-recognized role 
to play. 

during the year. Exceptions to this 
no-vacation policy include the re-
warding of outstanding workers 
with paid trips to scenic historical 
si tes for a brief holiday, and 
in those instances where hus-
bands and wives work in different 
par t s of China, they may be 
entitled to two weeks' paid vaca-
tion together. 

Upon leaving Shanghai we pro-
ceeded by train to Suzhou (Soo-
chow) and Nanjing (Nanking) visit-
ing a r t s and c ra f t s factories, a 
spare-time school, and a western 
computer installation. We flew 
from Nanjing to Tianjin (Tientsin) 
which served as a base of opera-
tions for our sortees into Beijing 
(Peking). In Beijing some of our 
group went to the Red Cross 
offices, others to an industrial site, 
and some of us to the CAAC, Civil 
Aviation Administration of China. 
In Tianjin we visited The Number 
One Carpet Factory, additional 
arts and crafts factories, and were 
the guests at a banquet of the 
China Enterprise Management As-
sociation (CEMA). 

The Chinese Enterprise 
Management Association 

The Chinese En te rp r i se Man-
agement Association was founded 
in 1979 in Beijing because of a need 
to improve the management levels 
in China. It is an organization for 
exchanging, popularizing and 
studying both the theory and prac-
tice of management. 

CEMA is composed of represen-
tatives from the industrial, com-

munication, and capital construc-
tion departments of the govern-
ment, and of the industrial and 
communication enterprises, build-
ing companies, research institu-
tions, universities, as well as ex-
perts, scholars, and people with 
practical experience in business 
management. 

We had an informative briefing 
by directors of CEMA and held in-
tensive discussions with CEMA 
personnel in Tianjin. The mission 
of CEMA is broad and the organi-
zation would appear to have a well-
recognized role to play. They have 
the broad responsibili ty of at-
tempting to upgrade management 
capabilities to achieve the goals of 
"the four modernizations" (to mod-
ernize science and technology, in-
dustry, agriculture, and national 
defense). 

Historical Perspective 
Looking at management devel-

opment through a historical per-
spective, it can be seen that after 
liberation, the study of manage-
ment was inst i tuted based on 
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Russian models of management. 
This was achieved through the co-
operation of the USSR and their 
advisors . This p rog ram ceased 
when the Soviets abruptly with-
drew their advisors in July of 1960. 
For the next few years, until the 
"cultural revolution," local models 
of management were followed as 
leaders drew upon the experience 
of the people. 

With the advent of the "gang of 
four," we were told that manage-
ment development programs came 
to a halt. In addition, many ex-
perienced cadres (managers) were 
either unable to find employment 
or were not available to work due 
to incarceration, social or political 
exile, or because they were not in 
positions of power or influence. 

Since the overthrow of the gang 
of four, CEMA has been following 
the directives of the Central Com-
mittee of the Communist Party of 
China. These directives have been 
aimed at enabling management to 
readjust, rectify, conform, and to 
improve the economy. The Central 
Committee has also assisted CEMA 

by locating and bringing together 
those experts within China who 
can assist in redirecting the nation 
toward increased and improved 
productivity. 

The basic management develop-
ment program for cadres is two-
fold: (1) to learn and to apply the 
appropriate principles of manage-
ment; and (2) to master the ad-
vanced technology that is in evi-
dence outside of China. CEMA's 
cadre training is on a rotational 
basis and includes the study of the 
theory of the communist/socialist 
economy; the pr inciples of the 
Communist Party of China as they 
relate to economic policies; and the 
commodity economy of China on a 
theoretical basis. 

Establishing Management 
Development Centers 

In addition, this study of the 
commodity economy addresses ad-
justments, rectifications and im-
p r o v e m e n t s aimed at enhancing 
further development of their so-
cialist commodity economy. This 
commodity economy is designed to 

protect acceptable competition and 
to promote "combination planning" 
(collaboration) while maintaining 
the p redominan t impor tance of 
Marxist principles. 

Management training policy in 
recent years has also included the 
extension of invitations to foreign 
experts to present lectures. Such 
programs have relied upon experts 
from the United States and Japan. 
However, CEMA is establishing 
four management deve lopment 
centers which are to look at man-
agement development in relation 
to mot ivat ion, qual i ty control , 
advanced industrial engineering, 
operations research, etc. Three of 
these centers will represent differ-
ent approaches to m a n a g e m e n t . 
The one at Port Arthur (Dairen) is 
to represent the U.S. approach to 
management and is referred to by 
CEMA as the "Harvard Case Me-
thod" p rog ram. The cen te r at 
Tianjin will represent the Japan-
ese style of management, with a 
West German center being estab-
lished in Shanghai. 
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The fourth of these management 
development centers is being es-
tabl ished in Bei j ing . This will 
represent something of an amal-
gam of the t h r e e d ive r se ap-
proaches from outside China with 
the Chinese approach. These man-
agement development centers will 
only be open to higher-level cadre 
who have had some university ex-
perience. 

A key objective of CEMA is to 
train a significant number of chiefs 
of factories, before the end of 1981, 
th rough shor t courses at t he se 
centers. 

A main purpose of CEMA is to 
generalize and popularize the skills 
and theories of management know-
ledge. This is to be accomplished 
through the training of the cadres 
of larger enterprises via part-time 
t ra in ing and shor t courses ad-
dress ing par t i cu la r sub j ec t s , as 
well as through the training of 
managers of smaller enterprises 
and middle management personnel 
through television lectures and the 
utilization of local experts. 

CEMA also intends to coordin-
a te wha t they call "backbone" 
classes that focus on needs in man-
agement accounting, management 
development, cost control, produc-
tivity, and more recent manage-
ment practices that were either 
obliterated or not permitted dur-
ing the cultural revolution. Cur-
rent enrollment in these types of 
programs now exceeds 10,000 stu-
dents. 

Additional plans are underway 
to combine s h o r t - t e r m t ra in ing 
with longer-term programs in or-
der to speed up the development of 
younger (40-50 age bracket) fac-
tory chiefs and managers. 

CEMA. is also author ized to 
translate, edit, and publish texts 
and periodicals aimed at populariz-
ing new developments and tech-
niques in the managemen t sci-
ences. 

From Tianjin we flew to Guilin 
(Kweilin) where we visited a pre-
cision tool f ac to ry among o the r 
sights. We next flew to Guangzhou 
(Canton) where we visited a large 
textile factory and an agricultural 
commune. We returned to Hong 

Kong by train. 
"A Deep HRD Commitment" 
I t appea r s obvious t h a t t he 

Chinese are deeply committed to 
training and human resources de-

"A key objective 
of CEMA is to train 

a significant number 
of chiefs of factories, 

before the end of 1981, 
through short courses 

at these centers 

velopment. Entry-level training 
would seem to be basically an ap-
prenticeship style program with 
hands-on experiences in on-the-job 
programs. Rotational job experi-
ences with role modeling, one-on-
one coaching, some simulations, 
and classroom instruction seem to 
round out such training. 

The cadre (management) devel-
opment programs appear to have a 
high priority and a high visibility. 

CEMA, a relatively new organiza-
tion, has considerable prestige and 
power and appea r s des t ined to 
play an important role in the en-
hancement of management devel-
opment within the country. 

These personal perceptions re-
f lect my observa t ions as they 
relate to my frames of reference, 
prior international experiences, 
and personal professional develop-
ment. I found the trip to be stimu-
lating, productive and most worth-
while. In addition, the opportunity 
for cross-cultural exchanges, for 
viewing of historical sites, and for 
the appreciation of culturally sig-
nificant experiences only served to 
enhance my personal and profes-
sional growth. 

One further word . . . the unique 
combination of profess ions and 
personalities within our delegation 
did much to heighten my experi-
ences and learnings. 

Dr. David C. Wigglesworth is presi-
dent of D.C.W. Research Associates of 
Los Altos, CA, an external human re-
sources development consulting group. 
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