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ABSTRACT

This Paper traces the evolution of the Chinese shipyard ma nM control
system. The pape strt With a prsnainof the curret control system in Use in

Chinse hipyrds Next an expanation of how this control system evolved is offered
WsI tha institutional and resource, dependency persetvadres. From 1947 until- 1980
when China prodmcd ships for domestic use only, a resource dependency perspectve
provides a good expanation of the shaping of the control system. when China shite
to export production in 1961, however it is necessary to shift to an institutional
perspective to present the most accurate portayal Of the control systems evolution.
Finally, the Paper point out that the shipbuilding organization's goals have again
change, and Proposes that a reouw= dependency perspective best expain recent
control system, changes The Paper als predicts this perspective to hold for future
control syse develoment
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L INTRODUCTION

A. TES OBJECTIVE
The purpose of this rmach project is to study the management control system

found in Cie ards. Of interest is determining what control system is in place
today and what factors inluenced the developmmt of the control system. The
objective is to relate the formation of a specific.shipyard control system to the
oanizaon's goas and the environment in which the shipyard operates. This is
accomplished by looking at the evolution of the shipyard control system.

Two separate orgnizatonal theories are used to explain the evolution of the
Chines shipyard. m a et control system: resource dependency theory and
iniutional theory. Before China began to build ships for export, the resource
dependency model seemed to explain quite well the mam ent control system that
was in place. Once China bepn tosell ships in the i nl market, however,
som significant. changes occured in that control system Why these changes occured
can be explained with institutional theory.

Taken together the two theoris help shed new perspective on the organiation in
China, explaining why it is of the form it is ind indicating how this structure might be
changed to fAnction more effciently and efectively in its environment To the outside
obsevervo e two theories lend insight into the Chins orgnizaons and predict what
might be expected from that orgniztion in the fture.

. WHY CHINA?
In the forward to Bruce Swanson's book about the history of the Chinese Navy,

Eihh Vok q, Wthe Drqom, Ambassaor Vernon Walters writes,

A lot has been written about navies and naval wadrr, but the story of the
efforts of the worlds oldest civilization to develop seapower is little known. The
caseof China is an enigW: she is a country with a vast coastline and more than
three thouswa offshore islands, and yet she rates only a lengthy footnote in the
histories of sa power....

If we in the West can know and better interpret China's long history, it will
help us sift out the transitory from the lasting elements of her institutions.



Is,* Ma W way at Cbiaas history at sea has been something of a mnsezy to
us i, the west, the dedopmt of orgaiional stumm used by the Chinese has

Ath*ag my studies (Euske and Eusko, 1986 and Pfeffir and S lanci, 18)

of th developm tn ofmoder organatal sucture have been conducted in western
countries, we do not know much about how Chinese organiationha developed.
This thesi su an d a of one Chinese orga NIzton, the shipyad by
looking at the evoluon, or developmen, of that orSanization's control system. A

stud or evolution of the control system will be u#el in determining, what'ntrdl
sysm is in place today andwill present the factors that tnfluened the development of
the control system. But, before going on to the Chinese shipyard, let's look more at
general Chine ornizaonal poliy.

To pin a better ndrtanding of organizational behavior in recent Chinese
history, we can make an analogy to a Chinese doll, the pu-tao-weng. The pu-tao-weng
is a chinese doll that has a weighted base When you push it in one direction it
wobbles wildly back and forth, but never falls over.

Since 1949, gnizational policy in China has been like the pu-tao-weng
Subjected to a wide range of forces, caused by the Chinese governmnt rapidly
changing prioritim and using rad methods to achieve thou priorities, the economy
and policy have swung wildly back and forth.

In the past 35 years "Chinese leaders have eAperimented with a wide range of
programs and structum seeking at times to rationalze their bureauca, at other
times to sbject it to externl supervision, and at still other times to replace it with
moe participatory forms of organization" (Harding, 1981, p.ix). After each

revolutiony experimnt, the economy staggere only, after a few yea, to reachev
equilibrium at a tely the same level it was at when the change first occured

(Banett 1974, pp.167-171, 177.178 and Jones, 1980, p.64).

Under then able conditions, one may wonder how middle level
managma-elocal bureaucracy-reacts. How do these people respond to radically
chni pok d on and say productive? Apparently, they dont, In as volatile
an inifronmejt as the Chinese bureaucracy has been in the last 33 years, the emphasis
has been not so much productivity as survival (Townsend, 1986, pp.337-339, 366.367,
370).

9.



TO4 A_ -SPA, oo each ofth kabv .k4ajuistio anM ins gh,* a izatiohaA,

's"OOM qg to try and writ a compifte history of Chinese organizational
dwo tis much too broad a topic for this paper, but I do hope that this paper
eWm WAO a bAtantlal start in helping the west see how the resource dependency. and

hudiuiM&PIPo pesppi epli the current focus at Chinese shipyard control.

C. WHY SMWARD MANAGEMENT?
Selctg a Chine. oganization for study involved several c n tions that

inbmmcs4 .do seecting of the hipb orgaiztio ebe c ts
inhdmd seet a rgsanzo that has a long history, relative stability, importance
to the national economy, commaded national attention, and scholarly interest. The
Chines. shipbuilding industry has all of these elments.

A long history allows us to look at the organization more easily so we can
explain what happened to the control system. Hence, the current control system is
easi, to identify. A Wg history can help make analyzing the organization easier
because one can relate orn tal changes to environmental lhtors and identif if
there is consistency in the ormInations reaction to its environment. Also, relative
stability help one collect more data to use in drawing a conclusion. Importance to the

..national economy means that more documentation will exist on the organization
because- goverment,, business, and uniestes will fbnd more studies on the
organiztion and greater interest will exist in efiecte control over the organization.
The governm t is ke to give the organi closer attention if the organization is
more imporan economial than other emnts of society. The government also
works to maintain the oranization's stability providing the advantages of stability
noted above

The Chinas shpbudi industry has been in place, in one form or another,
since the eighth cntury, and Its modem industry has been in exitnce sinc the early
twentieth century (Swanson, 1982, pp.17, 130). Through China's volatile modem

histor. World War II, the Chinese Revolution, the Great Leap Forward, the break
wit the Sovit Uon, the Cultural Revolution, and recent refom, the shipbuilding
institutions have perssmd. Through times of great social upheaval where the

Chinese go urmnt, the educational instiotions, and even the family unit have
chaned, the Chinese shpya have continued to exist. While much rapid change
occured in Chinese society and indutry, the shipyards experienced a slower, more
stable che (Zbang, 10 April 1987). - -

10



Shipbuilding is very important to the Chinese economy and to China's security.
Not only does the shipbuilding industry employ over 300,000 workers but it also is an

important consumer for many other Chinese industries, such as steel, marine
equipment, motor, and generator plants (Lauriat, 1983, p.163). Additionally, the

Chinese merchant marine has a great demand for ships (Muller, 1983, p.183). Any

ships that can be supplied domestically greatly reduces the outflow of the limited

foreip exchange that China controls. Furthermore, ships that China is able to export

also boosts the important input of foreign exchange (Muller, 1983, p.184). Foreign

exchange''arnings are important because China funds its technology modernization

program through those earnings. In recent times China has experienced a foreign

exchange shortage that has caused the Chinese to cutback on foreign orders and put

many contract negotiations on hold. Some have even been cancelled (Kramer, 1987,

p.14). The need for foreign exchange reserves and the ability of shipbuilding to provide

these earnings makes the shipbuilding industry one of China's most important

industries.

Equally important as the economic benefits of the shipbuilding industry are the

defense benefits. As China's merchant marine force expands and becomes increasingly

important to the national economy, China's need for a navy that can protect and

support this merchant marine force increases (Muller, 1983, p.236). As well, China has

a major interest in consolidating seaward irredentist territories: Taiwan and the South

China Sea Islands. China also has a major coast to defend (Muller, 1983, p.236). The

ability to-produce the ships to support a modem navy will have a major effect on

China's ability to realize these goals. For these reasons, too, China's shipbuilding

industry carries significant national interest.

Other reasons that make shipbuilding a worthwhile area for study include the.

maturity of the industry in the west which povides a good basis for comparison and

the fact that the China State Shipbuilding Corporation (CSSC) is a national

corporation. Being a national corporation means the corporation encompasses the

entire industry, yet allows individual units (shipyards) to be studied. In other words,

the smallest organizational issues are offered on a large scale. Additionally,

shipbuilding provides a representation of all heavy industry in a developing country like

China-the problems, management style, labor issues, competition for resources, and

the other issues that all heavy industry in China must face. Finally, shipbuilding

management is a particularly appropriate topic for a naval officer pursuing a master's

degree in financial management.

11



f. RESEARCH METHOD

This study describes the extent to which the management control system
developed in Chinese shipyards can be explained by either the resource dependency or
the institutional theory. The focus is on the orgnization. The theories are tools to
use in studying the organization.

A good way to look at the application of these theories to Chinese shipbuilding is
to think of trying to model organizational behavior. Using either or both of these
theories to explain what is happening within the organization should lead to a better
understanding of the organization. We want to know what drives the Chinese shipyard
control system; how is it motivated; what are the organizational goals and objectives;
how does it react to stimuli; and how can it be made more efficient/effective. A better
understanding of the Chinese shipyard control system organization has three immediate
applications:

First, it will allow us to better cope with China as a competitor in the world
shipbuilding market and in associated industries.

Second, it will allow us to assist China in the development of a critical industry.
Helping China develop is consistent with the U.S. policy of improving our relations
with her._Better relations with China helps establish her position as a hedge against
Soviet power as well as a potentially profitable trading partner.

Third, a model or theory that can give China insight into the shaping and
direction of its organization is a powerful tool for use in future planning. In recent
history much of what China has done in the way of industrial/organizational
development can be described as reactionary. This reactionary approach has hurt
China's economic and social development (Yuan, 1973). If China can be helped to
better understand the forces that do shape its organizations, China should be able to
harness thou forces, keeping its organizations pointed in a positive direction.

This chapter describe the research method used to gain a better understanding
of China and the considerations that were given to the special problems any study of
China presents.

12



A. DATA
Thrm main sources of data were used for this study: general background studies,

shipyard archival data, and interviews.
1. DackrouI StuMs

Background work consisted of several directed studies into the history of
China and organizational theory, extensive reading of China news journals, and a
general study of the U.S. and world shipbuilding idustries. As pat of this study
several tours were made of U.S. shipyards. This background work was done both
inand under the direction of professors at the U.S. Naval Postgraduate
SchooL

2. Shyard Archival Data
The second data source consisted of documunts, published articles, and reports

obtained from Chinese shipyards, U.S. inteiligence services, public magazines and
journals, and other sources. This data source can be roughly divided into two
categorie objective reports and reports issued by the shipyard or Chinese ovenmn
The reports in the latter category may be lacking in objectivity. The bibliorph iv
an indication of the M of documents reviewed.

In all cases any data examined were weighed against b r knowledge of
Chinese history and behavior and against information relayed by people having
experience in or with Chinese shipyards or the intrnational shipbuilding omm ity.
Data wer reviewed for consistency and supporting evidence. Some data were
inconsisienit with actual observations of the behavior. or control exhibited in Chinese
shipyards. In these cases the two sets of conflicting data were eamined. rther. The
data were evaluated further and not simply discarded bemause of the chance that the
actual observation, not the data, wa flawed. Additional resas focused on fnding
new information that would support one st of data or the other. If data could be
endorsed by another source, that data were judged more valuable and probably more
accurate. If the data just did not fit in with the most reliabk information on China.
they was dinarded.

Consideration was also given to the objectivity of the source. An indpendent
observer was consided more objective than a source working inside the Chinese
shipyard organization.

13



3. Itelvews
The last step of data collection involved interviewing a variety of China,

shipyard and Chinese shipyard experts. These experts wee important because they
could land critical perspective to the written reports that were available on Chinese
shipyard management. Based upon the data gathered during the interviews, it was

possible to objectively evaluate the other available data. These experts provided the
perspective and knowledge necessary to separate reality from propaganda.

4. sPeaqw

In conducting the study it was necessary to define what constitutes the
Chinese shipyard and its management control system. However, to undertand the

Chinese shipyard and its management control system, we must first look at the issues
that are necessary to understand the Chinese environment. The three issues are the
breadth of the topic, cultural bias, and informational shortcomings.

The first issue deals principally with the scope of the topic while the second
two relate to special problems that must be addressed when studying China. All three
relate to the perspective of the study and are critical in determining what value we can
place on the research. Each issue is important enough to be addressed separately in
order to weigh its impact on the entire study.

1. BREADTH OF TOPIC
Shipbuilding in China is essentially a ovenment ran industry organized into the

China State Shipb Corporation (CSSC). The orgaization of CSSC is outlined
in B WinU China.

The CSSC was set up in May 1982 to supervise the shipbuilding industry after
the Sixth Ministry of Machine Building Was abolished during the restructuring of
the central goverment bureaucracy. Shipyards, ship repair yards, and other
units formerly under the Ministry of Communication have been brought together
under CSSC. CSSC ... has (approximately) 153 units under its jurisdiction. Of
the total, 138 were formerly under the Sixth Ministry and I under the Ministry
of Communication. Among the organizations under CSSC are 26 shipyards and
ship repair yards, 66 ship fitting plants, 33 research and dvelopment units and
three i tions of higher education (-China Industry," 10 November 1982,
p.168)

With the large size of the shipbuilding organization in China and with the
difficulty in obtaining accurate information on organizations in China, I could not look
at the entire CSSC. Consequently, I have tried to focus on identing the shipyards

14



dht china sees u kt principal yards. I identify the principal shipyards a the largest

yd or largest two yards within each of the nine regional shipbuilding corporationL
The advantage in using the largest shipyards which employ more resources, have a

larger impact on the economy, and touch more people is that because of their far
reaching impact more information is available about the activities in these shipyards.

C. CULTURAL DIAS
Fairbank. Reiechaner. and Craig evaluate the cultural pp.

Tf cultural pp (betwn the west and China) is enormous. (Any)
understading must be based on a knowledlp and appreciation of the other
peoples' different customs, attitudes, ideals, and forms of self expression...
Rapidly growing contacts during the past century have tended to lessen the
cultural gap, but other factors have widened the gul first, a great upsurge of
national consciousness and patriotic pride among the people (of China) ...
second, a growing discrepancy in material standards of living; and third, a
diff ent experience of war and revolution. In part because of accidents of
history and geography, westerners have achieved a far more favorable balance
betwn population and natural resources than has been the cam in East Asia,
and this econom gap perpetuates and sometimes heightens the cultural
dileences (Farbank, Ruischae r, and Craig, l978, p2)

As Fairbank Ruhaer, and Craig point out, western society is very difikent
4

hiltoldcally, socialy, culturallyW Fdctonly an d ticl fromn Chinese society. For
us to real understand any Chiseor a we must be aware of these
difltrences and take thn ino account.

This study began with pmera dg on China and its maritim hustries. This
work was necessary to better understand the cultural diffrences. Additionally, I
Strived to stay abreast of delopm in Chinese society and expand my knowledge of
the country and its poy.

The perspective I developed guided my ii and evaluation of C
shipyard controL This perpective is important because undtanfg Chinese culture
is necessary in order to dine the environment in which the ihipyard exists and

rcognize the tes that mtivate and shape the direction of the shipyard oraniztion.

A finl issue relating to cultural ias is whether it is appropriate to use western
standards and theory to evaluate and model a Chinese systm? To answer this

question one must understand the cumnmt direction of heavy industry in China. More
and more the Chinese are working to upgrade their industrial plant through the use of

15"



wesumn technology, the hilmentation of western manm skills, education of
criicl personnel in western universities, expansion through joint ventures with western
firms, and even competing in western markets.

China's self.initiated courting of western technology and expertise gives credence
to evaluting Chinese control systems through western eyes and with western
standards. If China expects to adopt western tools and ways and to compete with
western nations, China's progress to this end must be property measured. The proper
measure is one using western standards and theory. The question of how westernized
in her r-niaonal structure and manament has China become is a mng

question.

D. INFORMATIONAL SHORT1COMINGS
Obtaining complete, reliable, and accurate information on any aspect of Chinese

society, especially a specific industry, is a difficult task. Several reasons exist to explain
why Chinese society is not completely open for western xamitio lanuage,
statistical accuracy, the political system, and the audit trail Each is discussed below.

1. lange
The Chinese lanag in both its written and spoken form is radically

different from. any Western language. As Fairbank, .eischauer, and Craig indicate,
Chinm is a verycomplex languag .

(While Wetern laguages tend to rely on relatively simple phonemic
ton Chinese) characters ted to be rather complex.... At least two or
three thousand characters must be memorized before one can read even simple
twts. The emphasis on rote me y work to lem all thee characters may have
had a lirating influnce i Chine education, putting a premium on memorizing
ability. The complity of the system made literacy more difficult to achieve
than it was in cultures with s l writing systems... The writing system has
become an increasing handicap in moden times as the need for widespread
literacy has increased.. All efforts to conmuct a Chinese typewriter that is
anything less than a small printing press or electronic brain have proved
u(Fairbank, lechanwr, and Craig, 1973, p.26).

This language complxity has two effects. Frs, it has tended to slow
eationa growth in China and reduce the emphasis on recordieeping (Pye, 1972).
Second, it makes it difficult for a westerner studying Chimse organization to Iget
access to primary sources. Any China researcher who does not possess significant skill
in Chinese is completely dependent on translated materials and on people from the
oganizations who may be able to speak English.

16



I was able to work around the latter problem because of China's increasing
interest in weten markets, technology, and know how. Because China is working to
expand her shipbuilding base using western resources and exprtise material has been
published in English print sources. Additionally, because of China's strategic
significance in world affairs, U.S. intelligence services have studied China and compiled
records on Chinese industrial developmn. I was able to use their files as well as
intrview their China expe. Finally, I was able to meet several English speaking
people who had direct eperience working with Chinese shipyard angmt -

The problem of little emphasis by the Chinese on accurate recordkeeping was
a more significant problem. China's archives and archival system have significant
weaknesses. The weaknesses exist because of language hinderances and the volatile
nature of China's recent history-the disruptions of World War II, the Chinese Civil
War, the Great Leap Forward, and the Cultural Revolution. In these periods
incom;le records were kept (Choh, 1962 and Yuan, 1973).

2. Stadsad acu y
In Octobw 1952 the State Statistical Bureau (SSB) was formed. to monitor

China's economic perfomane Six years later, however, during the Great Leap
Forward the central statistical bureau was broken up and localized. The bureau was a
casualty of the general decentralization of economic planning and managment
(Faibank, Reischauer, and Craig 1978, p.918). The attempt to localize record keeping
did not work. After the break-up of the stat statistical bureau, industrial record

keeping became es reliable and critical information stopped flowing to central
planners. The result was that not only were accurate records not being kept but
statistical workers harl of personal attack, (Le., being charged with right wing
conservatism or being accused of 'lacking faith in the eficacy of the Great Leap"
(Choh, 1962, p.AS) deliberately falsified production and economic statistics and
reports: "No one could afford to admit of anything but Mfillment (and)
ovfilment of their quota (Choh, 1962, p.85). In short the people told the
govw'mnmt what they thought the governmnnt wanted to hear. Consequently, the
records that wwe being kept we incomplete, inaccurate, and unreliable.

During the Cultural Revolution (1966-1976) things only got worse as Field
points out.

No sooner had the statistical system begun to recover from the Great Leap
Forward than the Cultural Revolution erupted. Li Cheng.rui, who was director
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of, the State Statisti B urean util he retired in 1984, painted a vivid picture of
statistical work during the years 1967.1969 inclusive. He wrote: '... statistical
work came to a virtual standstill .. and the vast majority of cadres in the SSB
were put to manual labor or simply fired. Although statistical work was not
completely interrupted, most of the responsible people in statistical bodies in
every province, region, county, and department were labelled as 'capitalist
roaders' and were forced to struggle (against the Red Guard purges), and many
statistical systems were criticized as 'revisionist' (Field, 1986, p.625).

The state statistical system began to recover in 1970 with the SSB
reconsumeting the majority of national statistics and starting to keep an afnurate
accountin of national records (Field, December 1986, p.625). But after two significant
purges of adnistatve and bureaucratic personnel, one could argue that statistical
workers in China would be more concerned with recording good news than in accuracy
and completeness. Additionally, the Cultural Revolution had brought a significant
setback to China's educational system (Bamnett, 1974, p.156, Hsu, 1982, p.103, and
Lauriat, 1983, p.191). Because the universities and other higher level schools in China
dosed during the Cultural Revolution, most formal education stopped during this
period. Many statistiml workers did not have the opportunity to learn formal methods
of recordkz ing or statistical techniques (Fairbank, Reischauer, and Craig, 1978 and
U.. Congress papers, 1986). As in many other segments of society, including
shipbildis the training of capable people would take some time.

3. Polteal SystemfFpageuIa
- Finally, China is a closed society with a communist government. Free press

and freedom of information do not exist in China. Furthermore, it is sometimes
dicul to determine what official data are propaganda and what are accurate
inf'ormation.

The Chinese are a proud people who want very much to compare favotably
with the rest of the world. They do not hesitate to issue propagands that helps raise
their image in world circles (Hsu, 1982, p.115). This image consciousness casts a
shadow on any information coming from the Chinese government. U. S. intelligence
services frequently question official Chinese economic data and quite often adjust
economic figures downward for accuracy. An exampl of this adjustment caum when
China initially claimed that coal production "had risen from 131 million tons in 1957 to
an incredible 349 million tons in 1959' (U.S. Congress papers, 1986, Vol. 1, p.514).
However, no evidence existed to support these claims, and western analysts had to
adjust the figures downward. "
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The Chinon observer is continually hced with the problem of separating fact
frao fiction Inflated figures have ben reported in agriculture, stel, and ship
production A dramatic example of outrageous claims is the computer described
below. In 1967 the Chinese news agency, Xinhua, reported the .testing of a -new
transist e gsitelpupo d computer by the Computer Tehnology Institute

of the Chinese Academy of Scee The computm was Aid to be capable of
asisti in the soluion of problems ansmg in nuclear researc rockery, and space
flight. Every time it was turned on, mid, the repat the computer as the onj "Th
East is Re4' drew a picture of Chairman Mao and, in an imitation of his
wrote the slogan 'serve the peoplos (Jones, 1980, p.174)

The Chinese have admitted past problms with their statisticl bureaucracy
and economic record keeping, but say they have corrected these problem. Yet, coal

production in 1959 is now reported to have been 369 million tons, a figure even matw

than the initial claim It appears that the statistics have been caeated and used for

political purposes (Barne, 1974) The Chine want their wteIM to a
succmfl and sometimes help them appear so (arn 1974 Ad, the
Chinmese way of calculatog their statistics is oh mn suspect (UA. Congress papers, 1986,
VoL 1, pp.506 and 514

Another problem is that the U.S. did not have oikW relations with the
Chinese governmen fiom 1949-1975. This mam that very ink infbqnation was

available on Chines society and industry. During that period China had, to a larp
extet, shuteed its windows to the outside w l ading to an incomplete historical
recor of what occured.

4, Am& Trd
One way to vii the -accuracy of Chns indus rl saistia is to condu an

audit. Unforc, ause of language and other ha aleady mentioned China
is not a coury thm ple heavy mpalhs on accurates eco keeping. The Chimes
just do not keep tere- necessary to conduct a proper audit (Farrell, 3 April
198). So e tham by drect observation, there is no objective way to ver most of
the infoamtn sot dhe Chnese rdos about their couttry. Still, ways do exist to

construct an scuam picture of what is happening in China The way I chose is
described bdow.
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My solution to this problem was to look at a very wide spectrum of
inf'omation. By examining a large quantity of data, I was able to look for data

onsistency and evidence that the data might be unreliable.

For each data source I examnined the independence and expertise of the source
by asking the following questions:

o Did the source carry any sort of prejudice for or against China?
o Was the source able to verify its data or were the data openly accepted from theC Sn~ overnment?

o Who actually collecte the data?
o Are the data consistent with other data on Chinese industry and shipbuilding?
e What value did/do the China experts give the information?
o Are the data consistent with opinions/judgements of U.S. intelligence

organzatns, professional societies, and world markets?
o Was the data consistent with the purchasing patterns of Chinese ship buyers?

Final deciuns on the value of a data source took into account all of these variables,

especiay whether the data wer consistent with China's perfrmance in the

Of geat value in evaluating data was my gainin access to sources insde
Canese shpyards* Than sources ad bacrund They inuded the retired
chief executive officer of a U-.S steel making company who taught management to
senior Chinese executives, incuding shipyard executives, a U.S. university profsor
(involved in a teaching prom at the Hudong shipyard in ShanShai) who is
experienmed in engineering and industial maaSmt nd a Chinese industrial
engineer, now teaching in China, who studied shipyard planning and industrial

m m at' the University of Michigm An od source was a senior vic
pesident of te Shagha Investment and Trm Company. This vice-president spent
24 years working as a desig engineer at the Shagha shipyard. I have also talked
with an and Interviewed numerous people of varying backgrounds who have either
towed Chiese sipyards or who have had dealings with associated indusuies.
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m. THE MANAGEMENT CONTROL SYSTEM

A. DEFINING THE MANAGEMENT CONTROL SYSTEM
Management control "is the process by which managers assure that resources are

obtaimed and used effectively and efficiently in the accomps t of the
oraiation's objectives' (Anthony, 1965, p.17). However, no one. best way exists to
achieve effective 'control over an organization, The control that eventually evolves
depends on the context in which the organiation is operating (Euske, 1984). Euske
argues that Wmaement control is pragmatic. It is not an abstract description or
process. Management control is meant to achieve goals within the specific
environment in which it operates (Euske, 1984, p.2). Famholtz asrees, defining an
organiational control system as "a set of mechanisms which are designed to inase
the probability that people will behave in ways that lead to the attainnmnt of
organizational objective? (Flamholz 1979, p.290). But, how'do control systems
orient behavior in support of organizonal objectives? What means do they employ
and what are the cmonean of a control system?

Bfore I adres these issues and talk about the specific almnts of the Chinm
shipyad control system, lees first expore the difflzent levels of control that exist in the
shipyard. Thre levels of control exist in the shibuilding industry. orienting
employeesto peformance excellence, ensurin initial controls am effective, and
convincinS the consumer that level I and 2 controls are in place and working

The shipyard must first orient their employees toward the efficient construction
of ships and marine equipment that meet accepted evel of excellence. Initial controls
such as the basic education of workers, technl uaining, planning, worker incentives,
and m o n am neessary to achieve a basic level of organizatonal effectivens
Thes contros both hep emm the delivery of A inputs to the construction process
(labor, raw not and cajhtal) as well a ensure these inputs am effidently
tia I mnd Into a quality Ad product. Tem controls should be designed to
shape behavior so that ognaia goals am best fuhthered. These base level
controls address such issues as personnel direction, motivation, technical knowledIe,
and analytical ability, all of which relate to effective and dient ship construction.
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Tbs escond level of control is oriented towards ensuring the first controls were
•bcve Thos controls, such as standards, quality control, fiancial statements, and

accofting systems are designed to check the effectiveness of the base level control
system. These controls provide feedback on how well the system is operating. They
help answer the question: Is the system achieving what it was designed to achieve?

The third level of control is designed to convince the consumer that.the previous
two stages of operational control are in place and an effective. Thes controls include
marketing, ship tion eties and registry orgnition, and isrnce
compani" These controls help sell the product (the ships) to the coasum _ This
level of control is critical because consumer attitudes can determine the success of an
organintion.

.Identifying the different levels of control is useu in that it helps begin identifying
control system elments and demonstrating that each element in the control system has
a specift rmson for being a part of the system. The elements at the first two levels
(the internal controls) are the specific devices the shipyard uses to control behavior and
resourceto achie oaniztionalobjectives. The third level is externaL I focus on
all thrm levels in this paper.

What ae the other components that make up the ssatm Bomming heavily
from both Euske (1984) and Anthony et aL (1984),-! have developed a list of hctors
tlvoulh which m con l manifest itself and which I can use to define the
managanmt control system in use in Chinese shipyards. These control elements
constitutca more complete listing of the devices the shipyard has at its disposal to
influence behavior internal and eternal to the organization to advance its primary goal
of building ships marine equipmnt and other products that are in demand by the
shipya's market. Each item on the list will be discussed in this chapter as the paper
identifies the mum the Chinese ar presently employing for shipyards control

In Chapter V when I discuss the evolution of this control systei however, I will
use only a small selection of these elements to illustrate how the resource dependency
and institutional perspetives can be applied to the Chinos shipyard control system.

The. particla control elements listed were selected both because they touch
each of the three levels of shipyard control and because they offer a sampling of the
organiion's structum, productivity and quality controls, and financial controls.
They offer a representative cross section of the organiztion. The control elements ate:
• Shi d Organzation How is the shpyard divided? Does a line diagram exist

-for the shipyard?

22

... ,*...................... .- ,,+ -++r, ''" b ' -'..........-iP ' .'J ' T- "l



. DAb. V'w Haw voik broken down and coodinated?
• 11ppd s - W -IM 52ls an employed? What is the totsa number of

* PvAWfqwra What types of ships are built? What is the number of each
yp dip Iib? For whom are the ships are built and sold to?

• Ones* An A otaowned?
* M! o: To what atnt can a sMpyard director control his oganization?

Wh dw. emuqint power .?
0 P - is U mninglceenudordecentraldmC Is it long ange or short

ra. Who does the plnnin?
0 M.k* . Who sells te sis? Which buyer i targeted? Who are the

S* Ewdaim Wha is the general educationallevel of shipyard worers? How is
the ountry's educatI system set up to support the shipyards, both from a

tas wll a f o the workW perspetive? Does eduaxion continue
after a worker is employed in the sipyard and is educatiom the same for

STeaw. What technical trii s equired of mans? What tucmical
trainin is required of dpyud wokes How is a sked labor force
developed? Are shibuildn en ay industry skis aPaue?
!W IaWWad. What incentives we inagm and/r workes offinud? How are
employees rowded or pP,66d #.t, wit salary structure, vacation,
retirent, and/or wikh ot baeitu

SQuery cmrr*. Do cbecks n the control system exbt?
e Staid dz Who sets thm? Are dy edkcivo? What level of excellence is

demanded?
0 Joeh mm. What rol do forelp cor ons play in Chinese hip

producton? To what degree is joint ve r.utilid?
o Lkmw How much. technology does China import under license? Is licensing

important to Chines sOildng industry?
* C¢ma Des efhektive comanication exist both within the

and outside (state Plnmins boards, etc.)? How are masures of performaconmisated?

* lnw d h u. What role do these or oM play?
Am estbled sociedes like the American Bureau of Shipping or Lloyds of
London active? Doe China have its own registry organization? Are any other
in'ational certi orgaztio actdve in China?
Shlipreakk.: How is this important source of raw materials utinid? Why is it
important?
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, &*athV What process is used? Who or what decides the allocation of
resources? Is budgetin centralized or decentralized?

* Aw mtis Systems use Is more than one system used? What are the
Systems?

* FhuamWc Starenu u . What statements are used? To whon do these reports
go? Also, are there different reports for inside the shipyard and to outsiders?

* Fanw~ . How are the ships paid for and financed?
It is through the shipyards" orientation and behavior in these importan areas

that the spard control system manifests itself. By looking as completely as possibl
into each of those areas we can see how the shiyard orpnizes itself and puts into
motion the management of labor, raw materials, and industrial plant to produce ships
for export and domestic use.

This section presented the control system elements. In the next section 1
organize a small sampling of these elements into specific groups to show how these
elements actually came togeder to form a control system

B. THE MANAGEMENT CONTROL SYSTEM
The individual control elements listed above can be collected into three groups:

shipyard aatio and structure, quality control and productvit, and fiancial
control. Each group contnbutes to the devopment -of different levels of control.
Thus, weaknesses in any one area may prevent the organzation from achieving control
at the three levels.

Sh ornition elements include shipyard orgnization, division of labor,
employee breakdown, production figures, ownership, managannt, and. planning.
These control elements form the basic structure of the orgnization. Any presentation
of a shipyard control system should begin with a description ot them elements because
they form the basic background for the or tion These Cent indicate what the
rgaizaton is about, who the oraizatin is, and how large the orgaizaion is.

Thee e ont are briy discussed principally to help the reader concep e
the Chino s shIpbuilg industry. Of thes elements only t is discussed at
1nmh in Chaper V. kwating how Chines shipbuilding focus changed between
instiutonal blidanq and concern for resources. Management issues are addressed in
Chapter V through such areas as management training, the factory director
responsbality system, ad corporate memory. Production figures are also mentioned in
Chape V to indicate the change in shipbuilding output that occured as the
shipuilding industry underwent control system change.
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The second division of control elements is quality control and productivity.
Elments in this group include marketing, education, training, incentives, quality
control, standards, joint ventures, license, international ship registry, and shipbreaking.
Quality control and productivity elements are, in one way, the heart of the control
system in that they differentiate between efficiency and effectiveness in the
organization. Because in some ways efficiency and effectiveness concerns differentiate

between resource dependency and institutional perspectives, these elements are very
important in describing how and when each perspective can be applied to the skpyard
control system. The discussion in Chapter V centers to a large extent around the
quality control and productivity elements. Only shipbreaking is not discussed.

The final group of control elements include financial control factors such as
budgeting, accounting system, financial statements, and finance. These elements are
found in every organization and are mentioned in this chapter only to complete the

picture of the shipyard control system. Because of the scarcity of available data, these
control elements are not discussed in conjunction with either the resource dependency
or institutional perspectives.

The specific control system information that follows comes mainly from a mix of
the major Chinese shipyards: Dalian, Shanghai, Hudon& and Jiangnan. Information is
concentrated on these yards simply because they are the largest shipyards in China.
However, where available, information on small and medium sized shipyards was also
obtained and used. From this mix of information, I developed a description of the
basic management control structure found in Chinese shipyards.

C. SHIPYARD ORGANIZATION ELEMENTS
1. Shipyard Oranizto

The CSSC is the orgaization responsible for all facets of shipbuild in
China. Material and technical resources include all of the shipyards and ship repair
facilities in China the 66 ship equipment factories, approximately 30 research and
desin institutes, and three institutes of higher education, including Shanghai's Jiaotong
University. CSSC employees number 300,000 ('Now Management,- 1982).

The CSSC is organized on a three tier structure. At the top is the corporation
headquarters in Beijing. Next, are the nine regional shipbuilding corporations that
have been set up in Shanghai, Tianjin, Guangzhou (including Guangi), Jiujiang,
Wuhan, Chongqing, Xi'an, Kunming, and Dalian. Finally, at the lowest level, are the
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individual factories, shipyards, repair yards, research and design facilities, and training

institutes.

a. 34i5 : Corpera HeRdqarters
The Beijing headquarters, under the direction of the State Council, makes all major

shipbuilding decisions. It is the heart of the CSSC, where the real power and control

over the organization are exercised. Headquarters is responsible for ensuring that state
shipbuilding policy is carried out. To this end they plan the annual domestic and

export output of each regional corporation as well as the degree to which each regional
corporatidn is to be financed each year. The CSSC also controls the distribution of

profits throughout the organization, while ensuring that taxes are paid to the state

(NAVSCITECHGRUFE, 26 November 1982).
The headquarters operates under a general managerial responsibility

system. Leadership is provided by a board of directors that makes major decisions.

These decisions are passed to the general manager who carries out established policy.

The general manager in carrying out the established policy, has absolute control over

the production, operation, and administrative activities of ... (all arms of the) CSSC"
(NAVSCITECHGRUFE, 26 November 1982).

The CSSC headquarters is equal to the other government ministries falling

directly under the China State Council The headquarters was formed to replace the
old Sixth Ministry of Machine Building which was abolished in 1982. Appendix B
provides an organizational line chart of the CSSC organization and illustrates its

relationship to the China State Council (Lauriat, 1983).

The CSSC catalogue describes two of the corporations that corporate

headquarters conducts its operations through.

Two arms (of CSSC headquarters) are articulated in Beijin -One is China
shipbuilding Trading Corporation Limited (CSTC), responsible for its trading
business including export of ships and marine equipment, import of materials and
expertise, and undertakings of construction of shipbuilding facilities and other
building The other is China Offshore Platform Engineering Corporation
(COPECO) who is responsible for its offshore business and to act as general
contractors or contractors for offshore fabrication and construction projects
(CSSC Catalogue, 1987, p.1).

The CSTC is concerned, chiefly, with foreign trade activities.
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L. 7h R IIshdJQ bmMug Ceapede
The regional corporations located in Shanghai, Dalian, Guangzhou,

T'unjin, Wuhan, Chongqing, Xi'an, Jiujiang, and Kunming were formed to control the

yards, plants, and institutions within their respective geographic areas (CSSC

Catalogue, 1987).

The Chinese modeled, their shipyards after Soviet shipyards while rebuilding
them in the 1950's and 60"s. In this effort they received extensive Soviet assistance

(Muller, 1983, p.3 1, 61). The Soviets have always sought to make their shipyar4p self-

sufficient. For each shipyard, the Soviets would build a self-supporting infrastuctur

of related industries, marine equipment factories, training institutes, R & D centers,
and design institutes. They would merge these different industries around each

shipyard into a selfsufficient shipbuilding production association (Butman, 6 May

1987). The problem with this orgazation is that it led to a duplication of facilities.

But regardless of the system's strengths and weakness, this was the shipbuilding

organization the Soviets gave to the Chinese..
When the Chinese began reorganizing their industry in the early 1980"s,

they had a number of self-sufficient, independent, shipbuilding organi tions along
China's coast. When the CSSC was formed in 1981, these self.supporting groups of

shipyard and related industries lent themselves to the formation of regional

Sorporations. The use of regional corporations was a logical way to administratively

group the geographically separated shipbuilding centers under CSSC Beijing

headquartem
The typical regional corporation consists of all the shipyards in that area, a

collection of marine instrument and equipment plants, several research and design

institutes, and often a technical training institute. The oldest regional corporation is

the Shanghai Shipbuilding Corporation created in August 1981. In that merger, 28

shapyards, including the Jiangnan, Hudong, and Shanghai shipyards, formally linked

with the Marine Design and Research Institute of China, the Shanghai Merchant Ship

Design and Research Institute, Shanghai's Chongming Island shipbreaking yard,

Shanghai Marine Insumnt Plant, Shanghai Mast Headlight Plant, the Shanghai

Electrode Plant, and other area marine equipment factories (Launiat, 1983, p.172,
NAVSCITECHGRUFE, 5 March 1982, and -China Industry,- 16 March 1983, p.40).

Similarly, the Dalian shipbuilding corporation includes the Dalian shipyard, the Bokai

shipyard, the Dongf"en machinery factory, the Northeast. Material Control Office, the

Ba Lai Shipbuilding Technical School, and other area firms (CTG 168.5, 18 May 1984).
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Each of the regional shipbuilding corporations is organized along the same
lines a CSSC headquartes with a board of directors and a general manager. The
regional corporation has its own accounting system, consolidating input received from
each of its units. The regional corporation submits its reports to CSSC headquarters

(CTG 168.8, 18 May 1984).
Besides the regional corporaons already mentioned there is also the China

United Shipbuilding Company Limited in Hong Kong. This corporation is set up to
handle CSSC business in Hong Kong and Southeast Asia (CSSC Catalogue, 1987).

cTh IadvidzaI SkWywad
Since I have already discussed briefly the national shipbuilding organaion

under the CSSC, this section will concentrate on the individual shipyard using Hudong
shipyard as an example.

Each shipyard uses the same organizational structure that the Beijing
headquarters and the regional corporations use. The board of directors, called '"Th
Personnel Congress, meets annually to decide major shipyard policy questions (Yang,
1982, p.69). The shipyard director is the top individual in the shipyard. He is
responsible for ensuring the Personnel Congres's policy is carried out and that the
shipyard operates smoothly.

Under the shipyard director the orgniztional structure splits into an
administrative side and a production side. The administrative side is concerned with all

of the support activities that are necessary to support production. These activities
include- il management activities other than direct workshop supervision.
Management activities encompass production planning, production magement, and

quality control (Yang, 1982, p.50). Planning involves work load, production field, and
manpower balancing. The planning department prepares production instructions and
milestone schedules (Bunch, 1987). Production managment coordinates all of the
production activities for the entire shipyard, while the production department ensures
the production plant will support production activities. The production department
also coordinates shop activities. The administrative orgnization also includes the
shipyard business office, shipyad safety, the supply department, education and
training, design, research and development, technical innovation, electrical power, labor
relations, maintenance, finance and accounting, communal enterprise mt, and
sales and marketing (Yang, 1982, pp.15, 50).
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The production side is beaded by the shipyard chief engineer. The chief
engineer has pipl control over actual production activities (e.g., shop work, quality

control, design, and all technology matters) (Bunch, 1987c and Yang, 1982, p.56). The
production organizamon is divided into workshops. The main shop is the hull

construction workshop which is responsible for all steel production and hull
fabrication. Other shops include the outfit shop, electrical workshop, foundry
worshop, marine workshop, machinery workshop, painting ad wood
working shop, valve shop, and the machinery repair workshop. Different shipyards will
differ as to the exact number and type of shops they have (Bunch, 1967c andYang.
1982, p.51).

Some shipyards also have an engine division. The engine division is
responsible for the production of marine engines. Depending on the size of the yard,
the engine division may simply be a shop under the production organization. In the
larer shipyards it tends to be a separate entity under the shipyard director and the
chief engineer. In still other situations the engines are produced by a separate engine
company under the same regional corporation which controls the local shipyard
(Bunch, 1987c).

The shipbuilding and engine divisions are the production divisions for the
shipyard. They produce the actual output oods for the shipyard. As mentioned
abo-e, each of these divisions is fbrther broken down into a colection of departments
and shops.

2; 1*m1ibe Proul
This section profiles the workforce in a typical Chinese shipyard by examin

the workforce in a medium sized shipyard. The data are shipyard non-specific. Instead

of illustrating the actual conditions found in one Chinese shipyard, the data presented
are an average of conditions found in medium sized shipyards throughout China. The
section emphasizes the character of the workforce instead of just listing skills
employed. The section does not try to describe all the skills utilized in the Chinese

shipyard.
The section profiles only the shipyard wozkforce instead of the -entire CSSC

workforce beamuse the shipyard is the principal organization within the shipbuilding
industry. The CSSC is a diverse organizatin employing a complete spectrum of
shipbuilding personnel from management executives, to engineers, welders, pipefitters,
draftsmen, shipfitters, machine operators, and unskilled laborers. To give a complete
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breakdownof every branc under CSSC u s beyond the scope
of this paper. Mon infomation on the numbers and skills employed for each branch
organiation can be found in the 14 part Businea China (1982, 1983) series on Chinese
shipilding. A general pictur of empoyee breakdown is provided.

The largest, shpyards in China, such as Dalian or Hudong. employ
approximately 10,000 employees whie smalle yards employ proportionally fewrer
workers (Thina Industry," S January, 1983, p.7) A medium sud shipyard in China
such as the Huangpu shipyard located near Hong Kong mploys approximately 4,000
workers ('China Industry.' 9 February 1983, p.23).

Figure 3.1 provids the employee distributio for two key workshops in a
typical medium sized, worksho1p

As we can see the outfit shop has larger loadin of nageman and foreum
than does the hull consruction workshop. Eleven percent of all personnel in hull
construction are supervisors or managers compared to 15 percent in outfit.
Additionally, the number of direct workers per supervlsor/ma,-gement is 7.3 for hull
and 5.4 for outfit. This diMnce may be duo to the more comqe and diverified
work done by the outfit shop, work requirlng greater direct supervision. Both shops
are evenly balanced in terms of staff and support personneL Approximat y one-
seventh to oneeighth of all shipyard workers are employed in hull producon (Yang,
1912, p.56).

Fqure 3.2 provides an overview of the entire employee breakdown for a
medium *zed Chinese shipyard. The adminisators include managers, foremm, and
some staff.
The following points should be highlihted. Compared with other world shipy
Chinese shipyards have a significant shortage of staff personnel and enginers (Yang,
1982). Additionally, Chinese shipyards tend to have e popord l large indirect
labor force compared with other shipyards aound the world (Yang. 1982, p.57 Both
of thee rats relect weaknesses in the Chinese shipyard control sysem by idcating
i in the Chinm shipyards. The shortage of staff personnel and engieers
cause decies in that planning, coordination, and design work do not receive. the
oi degree or attention (Yang. 1982). This translates into more problem in
operations. A large indirect labor force is inefficient because their role is strictly
support. Because each worker is an added cost to production, if that worker does not
add more to production than his cost, the efficiency of the yard is reduced.
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FN Cwumehu S~
staff fore intirect direct total

GroupMgr dEng -men AF Wkr AF Wkr

!

Produaction plan 4 1s 1 0 2 1 8 31
& Engieering

HU HlFabrication 1 2 3 0 1 6 95 1 'Assembly stage 0 2 4 0 0 8 110 1
Eroction I 1 5 1 2 .10 140 1
AlocAion 1 3 4 2 6 8 80 1
TOWa 7 23 17 3 11 33 433 52

O(t AVe c ir t tt

Productionplan 3 7 1 1 5 0 0 17
& Engieering

Dock Fating 1 3 4 1 2 8 70 89
Livinuarers 1 3 4 0 2 8 70 98

Fitting
machinery 1 2 3 0 0 6 360 82

Fitting
Eectrical 1 3 3 0 0 6 65 78

Fatting
Painting 1 1 3 0 1 6 45 57
Total 8 19 18 2 .10 34 310 401

kaymgr- manager, AF- assistant foremen, wkr worker
Sources-Yang, 1982

Figure 3.1 Employee Breakdown for Hull and Outfit Workshops.

3. P oeft1 Fipes
China is one of the words major shipbuilding nations. As of December 1986

the U.S Maritime Administration and Llys List placed China among the top 10
hip nations in the wod ( LIyd List, 1986, and Heine 1987, p.22 And,

China is raply expanding ship production. This uection looks at the type and level of

Chinese shipyard output. It is an important are because it gives us valuable insight
into the scope and complexity of the organization.

Figre 3.3 presents the Chinese shipyard output from I July 1984 until I
January 1986. The table shows that China has the capability of producing a wide
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ambe (waio
Direct & AsWt Foremen 2376 0.72
Administrators 231 0.07
Technicians & Engiees 198 0.06
Indirect & ASsK. Foremen 495 0.15
TOWa 330 zip0

Dire& labor/Indirect Labor -2.6 -

Direct workers & Ant. Foremen/Indirect Labor 4.8
Administrators/Direct Worker & Anti Foremen 0.1
Managers & Foremen/Direct workers & Asst. Foremen 0.06

The employees can be broken down fuirther to:-

EauhSee ~VP Numb. Peperdo.
Managers and Foremen 146 0.044
Staff and Enginesers 316 0.096

source Yang, 198

Fig=ar 3.2 Chinese Shipyard Employee Breakdown.

variety oLships though. it builds mostly freighters. tankeis, and bulk carriers. These
category ships are the last specialized and involve less comple nsrcin China
tends to do best when it sticks to this simpler type of vessel, (uoyd's List, 1986).

In addition to the ships Histd, China also has buil, or has the capability of
building, a variety of other vesses and marine equipUmnt China advertise the
foliowing vendes in its shipyard catalogus: a variety of military vessels, fiberglass

skiffs, multi-purpose carg ships, hydrooil, ocean-going salage vessels, drillng rigs.
salvage tugs, air cushion vehicles, passenger lies and more Chinese shipyards have
the capabilit of building and repairing vessel of over 100,000 dwt.

Desides new vessels, Chinese shipyards advertise the -nnfktr of a large
variety of marine equipment. This equipment Includes marine hardware.-towel rods,
soap dishes, door fasteners, locks, etc.-marine diese engines including Sulzer, B&W,
and Pielstick, diesels built under license, Chinese designed diesels, marine auxiliary
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13 115
* ostla~~s(MD 3 3.7

contineship (pusie) S33.8
bukculers I 179.5

* cominaton 214.8
F- -mv /wp
tanker 5 102
reinr 0 0
bargscanurs 0 0
tost. 0 0
carcarrler 0 0
timber carrle 0 0
areCamer 0 0
comler 0 0
chwmial tanker 0 0

wmow tanke 0 0
total 36 481.6

mmes -iu an incomplete because they iude~ only the amaor
Vense$ bulh in Chines yards. Soumc Heang, 1987

Fqgus 3.3 Chines Ship Prodactdon I Jul 64 to I Januay 86

equpment, marin outitss, ship containers, diesgratings sets and other umrine
pr-dm

Finel, Chinese shipards produce a wid rnge of non-nmrine products
Thm product include forkllfts, bicycles, mcine tools, heavy indutria equipment,
valves, &aUimltur equipmmn and much more. Shipyard prodtuton in China -ea to

* be Hafted only by the buanatlon and infuence of the cusomer requtsting the
-f~OL

4o. MO
The CSSC is wholel owned by the Chinese government. No pivate

ownershi or stock exists ror any CSSC enterprise (Laurlat. M98 and Zhang 10 April
* 1987).
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GOvm ent mw includes all levels of the mgmnatios from the central
CSSC operation in ejig dimtly under the control of the Chines State Council. to
t rgional corpom tios that have been frmed in Shagha Dalian. a hou.
Tan Wuhan, Cho ing, xan, Jiujiang and Kunming and finally to the yards,
plMs, and institutions operated by these regional corporations. Government

nship even extends to special corporations, like the International United Shipping
Investment Company Limited and the Chim S-pbuilding Trading Company, which

were formed specifically to negotiate (and to enter into conus) with ship buyers
abroad. "

The CSSC and CSSC associated entapres ar operated as independent units
under the direction and control of central CSSC offices in Being. Each enterprise is
managed on a selfsustaining basis where operations are expected to generate sufficient
sales to completely fud the enterprise as well as to return a profit to the government.
Each enterpris thus operates as an independent economac body. Day to day
operations are the sponibiity of local managemet and Ions tam direction is
provided by the State Council Although called a co poration. the CSSC is actually
equal to othe government mimstries. So, while its name may be misleading and its
method of operation eativy independent, shipbuilding in China is completely a
government operation (Laurlat, 1983 and Zhang, 10 April 1937).

5. OVa?1 1aa tmet.
Bsinuss Chke points out that overall - an t of dpuilding in China is centered
at CSSCv-porate hedqurr

The CSSC is a national corporation directly under the State Council, which
places it on a level with the (other Ci state)ministries (like Machine
Builin, Comm tIon and Finance). The CSSC is responsible for planning
amd supervion of the shipbuilding industry. It deals directly with dmestic and
foreign companies, enterprises, and institutions ('China ndusty," 1933).

The CSSC central offies in Beijing ar whe all major corporate decisions are
made. Them the bulk of maketig sales (both forign and domestic), contracting,

finance, the hiring of all mior shipyard management, and production decision activity
takes place. The local shipyard takes the input supplied by Beiing and attempts to

meet the production Soals that were set (Zhang 1987).
A deiAgn engineer from Shanghai shipyard emphasized the socialist way of

managing organizations in China: China is a socialist country where the best planning
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is done centrally with the local shipyard management having little say in production
decisions. Since the goverrmaent controls the whole country, this is the best way to
plan the shipyards work wan coordinate it with the rest of the country (Zhang, 1987).
Local shipyard manam t and management of support organizations like research
and design units and institutes of hi education me also under the Beijing
bureaucacy. All coordination between units is handled by the central bureaus of the
CSSF (Zbang. 1987

Recently, new emphasis has been placed on increased management
responitliy for factory directors. In January 1987, C hb Daf6, reported new
regulations that would put fl production and management responsibility in the hands
of factory directors (New Rules.' 1987, p.1).

This move is seen as a "major reform of China's enterprise leadership" (&New
Rules," 1987, p.1). Under the new system factory directors are expected to use new
decision making power over operations and production and to mobilize uade union
and Communist Youth League organizio in an effort to help thei organiztion
run better (ONew Rules," 1987), Under the new system factories will still be responsible
to the supervision of party oranitio and workers congresses (ONew Rules," 1987)

The factory director reponsblity initiative if applied to Chinese shipyards
would tend to decentralize operations, givng the local shipyard more say over the
major production decions. Hudong shipyard has been designated as a pilot enterprise
to implement this new management system (Bunch, 1987c) as have other shipyrs
While it--is too soon to sse how well the new system will work and how much
responsiblity the fctory directors end up havin the change does represent a major
shift in Chinese shipyard management.

6. PIm
Comp nme goals a formulated at central CSSC adquarters in Beijing,

while the planni to acc ;pIsh these goals also tam place in Bein (-China
Industry," 10 November 1912, p.168), Planning on the national level includes such
areas as the level of production for each shipbuilding region, the setting of production
a profit targets for the regional corporations, and the allocation of raw material.
Cotacts with forip concerns, level of local investment, and joint ventures are also
planned at the national a level (Yang, p.69, and Zhang, 10 April 1987).
Onc plans m formulated they are sent to the regional corporations. (USDAO, 1986,
and NAVSCITECHGRUFE, 5 March 1982). The regional corporation is responsible
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for tfo ulaing plans for each shpyard and local organization under its control as well
as keeping CSSC hedquarters informed as to the progress in carrying out the plans
(NAVSCITECHGRUFE, 5 March 1982).

On the local shipyard level, production planning is the principal planning
done. This involves work load, production field, and manpower balancing (Bunch, 21

April 1987). Shipyard planning is accomplished by establishing milestones for each
individual job. Key milestones might include obtaining raw materials, laying the keel,
hunch, and delivery (Bunch, 1987c). Initial planning takes about one month and is
done by prioduction management. Each job is then coordinated in with the yeard's
overall plan developed by the shipyard planning section (Bunch, 1987c). At least
monthly a shipyard-wide planning meeting is held. This meeting is attended by the
planning representative from each shop and the shop heads, and is chaired by the
sh'pyards vice-director. The meeting is used to resolve any planning conflicts and to
try to improve yard efficiency (Bunch, 1987c). The local shipyard is responsible for
keeping the regional shipbuilding corporation informed on its progress in carrying out
all plans.

D. QUALrIY CONTROL AND PRODUCFIVITf ELEMENiS
I. Ma.but

The role shipyards play in marketing is changing rapidly. In the past
shipyards ha1 almost no say over the markting of the goods they produced.
Productaq quotas would be assigned to the shpywd and raw materials, labor, and a

buyer provided (Se nenbrener, 1987, p.34) Although that system seems to remain
largely in place, there is some evidence that change is occurring. This section looks at
current shipyard marketing practices for both domestic and foreign sales.

D eamtskales
The China Ocean Shipping Company (COSCO) under the Ministry of

Commnaions is the is national merchant ship operator. This firm and its

subsidiaries negotiate the puchase and consrction of the majority of Chinese
operated nuediant towege The larest Chinese shipyards also build milit* vessels
for the Peples epublk of China navy as well as for export. Commercial sales to the
Chin Ocean Shipping Company an negotiated, primarily, between COSCO and CSSC
at the headquarte level in Sin (Jones, 1981, p.42 and Zhang, 1987). Once a
purchae is aged upon, CSSC h quarte allocates that job to a yard with sufficient
capacity and the technical know-how to do the job. After the contract has been
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assigned, the shipyard may at times negotiate further with the COSCO subsidiary

acceptig delivery. The additional negotiation may involve a number of issues
including price, delivery date, or shipboard equipment (Lloyd's List, 1987 and
Shipbuilding in China," 1985).

In the past several years reports indicate that local shipyards and regional
shipbuilding organizatons are assuming more authority in marketing their output
(China Industry," 1983). Asim Shipbulding reports that the Dalian shipbuilding
Industrial Corporation (DSIC) enjoys considerable marketing autonomy under the
CSSC uzibrefl "The DSIC can negotiate directly with clients both at home and
abroad, which makes for a simpler contract between customer and builder than is the
case with other yards ("China Fights," 1987, p.15). Additionally, Jiangnan Shipyard in
Shanghai has some authority to negotiate with domestic and foreign buyers after initial
contracting is complete (Fletcher, 1986). Finally, in July 1983 "Shanghai Shipyard
concluded an agreement with the Shanghai Maritime Transportation Administration
Bureau, for the construction of six 20,000 dwt bulk carriers (CTG 168.5, 15 January
1984). The regional shipbuilding Corporations and local shipyards do have some
authority to market their products. Whether the trend to place more marketing
authority in local and regional hands will continue to increase remains to be seen. For
now the practice does not yet appear to be widespread and marketing remains,
ptincipally, at CSSC headquarters level ("China Fights," 1987 and Lloyd's Li,
1986-1987).

Foreign sales appear to be handled in much the same way as domestic sales
with the slight difference that CSSC overseas subsidiaries like the China Shipbuilding
Trading Company, Ltd. and China United Shipping Co., Ltd. become more involved in
the process of locating and negotiating with buyers.

In the past several years both the regional corporation and the local
shipyard have become more involved in export marketing, though the bulk of sales still
seems to be controlled at the CSSC headquarters level. The Dalian Shipbuilding
Induslal. Corporation appear to be leading the way in decentralizing marketing
('China Fights.'" 1987, p.15), though each regional corporation supposedly has some
control over sales and production and "can directly negotiate and conclude contracts
with customers both at home and abroad" (NAVSCITECHGRUFE, 5 March 1982).
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As an attraction for foreign buyers, the CSSC, each of its regional
u corporations, and its primary shipyards have begun issuing a hdl color

sales catalosue detailing the vessels and marine equipment they are ready to build as
well as advetising their facilities and organization.

Besides catalogues, the Chinese market their shipyard production through
international shipbuilding and trade conferences, overseas trade subsidiaries,
gOVernment trade agreements with foreign countries, and counter trade agreements
with foreign firms looking to do business with China (Jones, 1981, p.42, CSSC
Catalogui, 1987, and Wang, 1980).

2. Education
To help understand how the management, engineers, and laborers employed in

Chinese shipyards are educated, an understanding of how the Chinese educational
system works is useful I will briefly explain the major mechanisms of that system then
explain how the shipyards and shipyard suppliers interact with that system.

The Chinese educational system is a compulsory nine year program. Beyond
this program further education is available via intmediate vocational and technical
training, local colleges or universities, national universities, foreign universities, and the
invisible university. Post secondary education is based on the student's performance in
secondary school and performance on admission exams for the school of choice. An
additional means of gaining post secondary education is to know someone with enough
power to get you admitted (Bunch, 1987a). Since technical and vocational education is
very mild industry specific, we will call that 'training" and leave any discussion in that
area to the paper's training section (Bunch, 198T).

Since 1980 the annual growth rate of students in all kinds of higher education
institutions has been 8.3% with the total population increasing from 1,114,000 to
1,703,000 in 1985 (Cheng Kai-Ming, 1985, p.1). In 1983, a projected recruitment target
of 550,000 students in 1987 was set for formal hiSher education institutions; however,
by 1986 the actual target increased to 600,000 students. Chinese education is
expanding more rapidly than even the most optimistic projections. However, if the
country is to quadruple economic production by the year 2000, the annual output from
higher education is still &kr short of the demand for qualified manpower (Cheng Kai.
Ming, 1985, p.1). To solve this problem, the Chinese government instituted some
radical changes in the educational system ("Education of New Cadres," 1985, p.1).
These changes give the educational system its flavor and provides the means for the
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shipy and associated industries to train their personnel (*Education of New
Cadres, 1985).

On May 29, 1985 the Central Committee of the Chinese government
announced their decision to reform the country's educational system. Reform was
necessary, they said, to keep education on pace with China's advancing economy
("Education of New Cadres,' 1985, p.1). This reform would involve. government
relinquishing (to the universities and industry) a degree of control over college
enrollment and job assignment after graduation. The universities would gain the most

power.
New for the universities would be the autonomy to accept any student

sponsored by a funding organization or industry. The universities would also be given
more authority over educational matters, such as structuring curricula or selecting
textbooks. The universities would also have more say over funds received from the
state and, for the first time, could raise funds on their own. The universities were given
control over their administrators to hire or fire (presidents excepted) as they saw fit.
Finally, they were given the freedom to solicit and engage in joint research projects
with industry or other organizations ('Education of New Cadres,' 1985, p.1).

The new autonomy given to the universities helped make industry a more
active participant in education. Under the joint research program and industrial
sponsorship of student's program, industry began to work more closely with
universities to fill their educational needs (Education of New Cadres.' 1985). A direct
interface-was established between an employer, who funded the education of a worker,
and the university, that provides the education. One program that evolved was
commissioned enrollment.

Under commissioned enrollment, shipbuilders and other industries contract
with local and national universities for the education of selected employees. The
contracts call for the university to train a set number of students in the skills the
industry needs. These students are then employed by the client enterprise upon
graduation. The student may or may not come from an existing employee of the
enterprise. If the student is not sent by the enterprise, the university designates the
student. In return, the enterprise pays the recurrent expenses for each student and a
considerable portion of the capital cost. By participating, the university increases its
capacity and creates a new source of funding. Besides better educated workers, the
industry can work with the universities to tailor new programs to better fill industry's
needs (Cheng Kai-Ming, 1985, p.3).
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Using this method, the shipyards and ther suppliers educate the majority of
their workers who require post-secondary education. Since shipbuilding is such a high
visibility and strategic industry, it also receives a percentage of students who are sent
abroad for technical and managerial training. Additionally, whenever a visiting
educator from a foreign university is available, shipyard management and engineers are
given special access to take advantage of that educator's knowledge.

The last source of education available to shipyard workers is the invisible
university. The invisible university consists of televised and radio broadcast courses.
This 'university,' operated by the Ministry of Education and the Ministry of
Broadcasting, serves 1,500,000 students. Students are registered and can elect to study
full-time, half-time or after-hours. Workers make up ninety percent of the full time
students.

Broadcast education has its advantages. *As Premier Zhao Ziyang put it: 'the
TV University fits the conditions of China; it is a faster and more economical way of
training talents'; to train a student in the TV University costs the State one-third of
what it costs for one in a regular college" (oEducation of New Cadres," 1985, p.2).

3. Training
Training is centralized on the higher levels and controlled by the local

shipyard on the basic shipyard skill level (Education of New Cadres," 1985, and
Bunch, 1987b). On all levels the quality of training is weak (Bunch, 1987d and Smith,
1987). Three rough levels of training exist.

On the highest level, workers are eligible for advanced, university type
training. '"The worker must be admitted by the institution, and if the skill is deemed
important to the shipyard, the tuition and release time (with pay) is provided. In some
instances the skill is deemed so important that the student is sent abroad for the
training." (Bunch, 198To) Additionally, some higher level engineers and managers
have also been sent abroad to study at foreign universities.

On the middle level, the CSSC has training centers at Zhenjian& Harbin,
Shanshai, and Beijing where more specialized short term training is conducted. At
these training centers special production/engineering skills are taught such as special
welding techniques. Also, these centers offer short "programs for engineers and

managers on such topics as total quality control, accuracy control, and group
technology. The special production/engineering courses are sometimes taught right
within the shipyard (Bunch, 1987b).
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On the lowest level is a general training program that ranges from 6 to 12

months, depending on what the worker needs. This program, available to all workers,

runs half time: the worker spends half time on the job and half in the training program.

'The training is termed 'cultural'. Le., bringing reading and writing skills up to a

standard, some political indoctrination, and general education of shipyard practices'

(Bunch, 1987).
Finally,. in all of the Chinese shipyards there is a major emphasis on foreign

language training. Most of this training covers English, though Japanese is also taught

(Zhang, l987).
4. Incentives

For the period or time included in this study the Chinese have had difficulty
providing adequate incentives to increase productivity and improve quality. Chinese

workers are guaranteed a lifetime employment. But because of a weak economy, the

payscale for workers has been universally low. And even if the workers were paid a

higher wage they had few consumer goods on which to spend this extra income. Put

simply, money was not an incentive for the shipyard worker.

But what of other rewards? Did other non-material incentives exist? Briefly,

no. Other possible incentives might include job satisfaction, pride of effort, a position

of power, or autonomy of action. While these incentives are harder to identify without
visiting China, the indication is they Oid not exist. Two reasons explain why.

First, from the Chinese civil war to the Cultural Revolution considerable

social upheaval occurred in China. This had a de-stabilizing effect on the lives of the

majority of the population (Cheng Nien, 1987). Job upheaval was common, re-

education frequent, famine was often a threat, and few fellow workers could be trusted

_ (Chens Nien, 1987 and Fairbank, Reischauer, and Craig, 1978). This tended to reduce
or remove any non-material incentives, such as the ones listed above.

Second, throughout the history of China's communist government, the state

has maintained firm control of most enterprises (Jones, 1980 and U.S. Congress papers,

1986). Further, a fimly entrenched bureaucracy exists in China, leaving little

opportunity for advancement (Barnett, 1974). These factors mean that autonomy of

position is limited. In China them is always someone telling you what to do.

There is opportunity for autonomy of action in carrying out the revolutionary

spirit in China. We saw this in the Cultural Revolution when the young, unheralded

Red Guard took the country by storm (Fairbank, Reischauer, and Craig, 1978). In
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this inst- nce young, ambitious Chinese did have satisfaction in what they were doing
and autonomy of action. The results were dramatic. Unfortunately, their enthusiasm
was often pointed in a negative direction.

No incentive system existed in Chinese shipyards until the late 1980's. Dalian
shipyr began the first expeiments in providing incentives to shipyard workers.
Recognizing that productivity was too low and "that the major problem. was that of
management and unmotivated workers, ... (Mr. A Wang, the deputy manager of the
shipyard) said that management techniques are being improved as managers acquire
more exerim ce in overseas practices. In addition, a bonus scheme has- been
introduced which would not have been permitted a few years ago. Some workers can
double their pay with bonus incentives, and the monthly wage costs have $one up by
20 percent since the scheme was introduced" (-China Fights," 1987, p.15).

While it is still too early to see if these incentives will have an positive effect in
inceasin the shipyard's productivity, it is noteworthy that China has experimented in
this area to try and increase productivity. For the first time China seems wiling to
expeonnt with material incentives to improve indlustry productivity. At this time it is
unclear if any controls have been implemented to go with the new bonus system to
ensure that quality is not saificed ('Factory Director," 1986).

5. Qaty Comm
Quality control in China is an issue much talked about, but its progress has

been incredibly slow ("Economic Commission," 1986 and Smith, 1987). The past few
years China has been placing an inreased emphasis on improving the quality of her
manufactured products. Quality control leadership has come from the highest levels of
the Chinese govenment. The head of China's governent, Deng Xiaoping recently
said, "we cannot only stress production quantity. We must also pay attention to
production quality. In order to open our export market, the key issue is quality.
When production quality is low, the products still become less competitive. In the
past, we only stressed output value and quantity instead of quality. Actually, the most
important issue is production quality" ('Economic," 1986, p.k33). In support of this
spech "the State Economic Commission called on various districts and departments to
earetiy study Comrade Deng Xiaoping's view, truly adhere to the principle of 'quality
first,' quicken their pace in meeting international standards, and stengthen quality
control in an overall manner ("Economic," p.k33). The Chinese have much work to
do.
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Mr. Phil Smith, a U.S. steel company executive who has experience in China,

claims that, "China has no quality control program at all (Smith, 1987). Yang Siyuan,
a Chinese professor with shipy experience, agrees with this perspective. "China has

e.. great potential in the international shipbuilding industry, (but), the problem right
now is that Chinese shipbuilding technology is not advanced in techniques such as
scheduling, organization of work, pre-outfit approach, shipbuilding standards,
dimensional control quality control, and computer aid" (Yang, 1982, pp.82, 83).

However, Chinese shipyards do have a quality control structure in place, even
if it is n6t effective. Part of the shipyard administration includes a qfafity cntrol
depament This department is unique in that while under the shiMas
administrative organization (Yang, 1982, p.50), the department reports directly to the
shipya:ds chief engineer (Bunch, 1987c). The quality control department or section
consists of a measuring division, a quality inspection division, and a quality control
office. The "department is responsible for developing quality control procedurs, and
maintaining an inspection program to confirm that the worker is building prodOts to
the assigned quality standards. The department is also the ofFcial litson with the
owner's representative and the various regulatory agencies (e., American Bureau of
Shipping) who regular inspect the ship during its comtruction (Bunch, 19c87

In addition to the formal quality control program that the shipyards
administer under the quality control department workers are supposed to ensure that
their individual work meets required specifications (Bunch. 1987c).

A formal quality control program, as noted above, does exist though as Smith
and Yang note the program is ineffective. Because of the programs ineffectiveness,
"the actual building of ... vessels has not been smooth... (For a time) Shanghais
Jianan Shipyard had only 200 (quality control) inspectors for a workforce of 14,000.
The problem of quality control became obvious when the first three sections (of a
vessel under construction at Jiangnan) examined were found to have 2,314 faults.
(Additionally,) the reliability of the Chinese builders has yet to be firmly estabihed"
(Lauriat, 1983, p.165) Because of quality control problems "some 60% of marine
mateial and equipment to be used to build ships for export must be imported. That
is to say, only 40% of marine materials and equipment produced in the PRC can meet
the requirements of foreign ship buyers" (-China Industry," 30 March 1983, p.48).
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6. Stadade
The Chin.. have long recognized the value of tadardization in shipbuilding.

Unfortunately, because of the nation's social and political problems any significant
progress in bringing about standardization has been slow. With the end of the
Cultural Revolution and China's opening up to western "scientific management

pactice," China appears ready to make a significant push to standardize her
shipbuilding industry.

The following is a Chinese provided summary of standardization in Chinese
shipbul g

Prior to 1956 (shipyards used) a mixture of foreign standards. (The effectiveness
of thse standards was weakened by the) individual production methods (used)
for single ships and single machines. At that time several enterprises began
'standardization.' but this was fairly decentralized and lacking in central
leadersip.
In the period following 1956, growth of our national shipbuilding industry was
quite rapid because it was already clearly seen that it would not do to not
standardize. Overall standardization in our national shipbuilding industry began
in 1956 and continued into 1960. During this stage we depended chiefly on
fornulating national standards on the basis of foreign standards.
1961-1963. A reaff mation of existing standards accom by study and
formulation of standards suited to the situation in our own country.
The post-1963 period in which standardization work again entered a rather
smooth stage of growth. This stap lasted until about 1968.
But itween 1968 and 1973, ship standardization work virtually ceased;
standardization organizations were forced to disband, large amounts of data were
scattered and lost, and most standards personnel went to other occupations (This
was the period of the Cultural Revolution).
The post-1973 period. Thanks to the profound concern of leading comrades on
the Central Committee and the State Council and gwen the efforts of ship
standardization work peonnel and the support of the broad masses of
shipbuilders, ship stadardization work once again reached a high tide. In 1973
the All China Ship Standardization Work Conference was convened and
established the Ship Standardization Committee, set up a unit for personnel
returning to the ship standards profession, approved administrative methods, and
formulated a work plan, but though it registered some accomplshments,
numerous obstacles prevented its rapid expansion.
The post-1976 period. Thanks to the high regard for stadardization work on
the part of the party Central Committee headed by Chairman Hua, an excellent
situation developed in standardization work, but some problems urgently
requiring solution still existed in the development process, most notable how to
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al, leveisto the prblm of raingscietific ma n t 1which ur-dy rquiteo study and solution (Cheng Tianzhu, 1979,

p-37).

Giv shipbuilding. suitabilft to standardization it can be argued that the
following five fitors will speed up China's standardization efforts.

I Exposure to western certification institutions like loyds.
2 Contracting Japam firms to modenize Chines shipyards as has occurred in

Dalian and ote shipyards.
3 APFaticipating in joint vemmes with Weten mfact fing rms experienced instandardization.

4 Education of a new gneration of Chinese en&n and manag t at
western universities.

5 Exposure to visiting western academics kn-oled ble about standardization.
All of these factors work to educate Cbin shipyard manant on the value of
standardization as well as to help provide a workable means of implemnting a
standardization program in the industry.

Chez Tianzhu poinu out that the Chinese recognize that

standardization work plays an important rok in st ing management of
enterprises, impovin quaty of output, s en design time- and tine
required to build and repair ships, in reducing costs, in the orguzing and
conModt of specialized production, and in oont overall relationships
It promotes the growth of the shipbuilding industry and provides a fairly good
foundation for the Arthr dof our national shipbuilding industry
(Chn Tmzhu, 17, p.3).

The problem, however, as always in China, lies in bridging the Sap between
recognition and implementatio. .The innamt informon system is so poor in
China that it is hard to property document standards and then ensure thei use.
Sexpertise still depends to a lare degr on the personal knowledge and
experien of the ngineer involved in the project (Bunch, 1987c and Smith, 1987).

Thb probln existed in 1978 and it still exists today. Statistical data for six
sh4ad an am design. institute that impm t ion of ship products
shows that of the 72.5% hum standarzed only 27.1% of these items were actually
used (Cheng T'anhu, 1979, p.41). So, although sndardiation exists in some
instancm, the production facilities are not using the standardized items in their
production.
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Partly because of China's hilure to standardize its shipbuilding industry, it
mist import so m of the key components in the ships built for export. China still
cannot meet agreed standards for international certification (Muller, 1983, p.183).

7. Jemt Veatue
Joint ventures are an agreement between a Chinese organization and a foreign

corporation for the production of some manufactured good. The joint venture always
involves producing the good in China. The target market may be either China or some
xport market The arrangment usually involves China opening its domestic market

to soMm p leign firm in return for capital investment in China, technologial input, and
the training of Chinese workers and management. China provides the area that the
plant will be located and the foreign firm provides the capital, advisors and some senior
management.

In 1983 China implemented a joint venture law. The law is based on the
following guidelines

I Foreign equity mst be at least 25% with an upper limit of5 5,.
2 The chairman of the board and oe vice-chairman for the joint venture must be

appointed by the Chinese partner. The other vicechairman may be appointed
by the foreign partner (Wel 1985).

Maio joint venture agreements in effect in Chinese shipbuilding involve the
production of marine conpressors, electric deck machinary, marin steam auxiliary
boilers, valve carMids, hydraulic cylinders, sewage treatmnt systems, incinerators,
fresh witug generators, enclosed lifeboats, and offshore mooring equipment.

8. 11...0
Lieme is very similar to joint ventures in that the Chinese receive

technological input from a foreign company to start production of some manufaud
good. The difference is that under license agreements China essentially buys the
technology and permission to manfactur the good from the foreign firm. Under
license agreements China may receive plans, capital equipment, advisors, and technical
decmnetadoen

plpre 3A list some current license agreements related to Chinese
u g As this partial list indicates, license agreements play an important role in

Chinesm dine.

9. SIp Rgstrationa
International registry is critical in the shipbuilding trade because umrance

companies will not insure new hulls unless the hulls have some standard of quality.
The international classification societies provide that standard.
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Figure 3.4 Chinese Shipyard LicenseAgeens

The clsiiainsociety sets the standards in wokasiquality control,
and material standards for each class of ship that it registers. The society conducts
periodic Inspections in these different areas to ensure compliance with the standards.

The Chinse accept the buyes ship registration requirements. This muan
they open ther production process, sources of raw materials, and completed ships to
inspection by itraonlShip clsiiainsocieties lie Lloyds Registry and the

Ameicn Bureau of Shipping. These orgaiain will maintain offices at shipyards
requiring vesslcetfcain From these offices, the societies conduct independent

inpetons of the production proces.
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IS asication societies have contributed significantly to improved quality
and advanes in the design, consrction, maintenance, and operation of ships. The
world clafication societies go beyond simple ship certification. They have a strong
track record for sharing their knowledge and cooperating with the shipyards they work
with as well as with the domestic classification societies (Walker, 1985, p.12).

China only began certifying ships after it began exporting (Muller, 1983).
This occurred because China does not have the am insurance demands that other
ship owners have. The government essentially owns and self-nsures all Chese ships
and was in a position to absorb any loss that niht occur due to faulty construction.

Now, however, the Chinese have formed their own ship classfication society
named ZC. Although little information is available on the society, ZC is believed to be
structured along the same lines as the major international ship classification societies.
According to Mr. Li Kojun, the deputy general manager of ZC's overseas department,
an important goal of ZC is

to foster dosr relations and encourage information exchange programmes and
business co-operation agreements with other sodeties.. ZC has established good
arangemet with the major worid classification societies, but we want to
emphasize thes more and extend our links to all casficaton societies around
the world.'... The ultimate objective is to ... ensure (ZC) has service facilities
around the world to assist owners who have classed their vessels with (ZC}
(Bishop, 1986, p.3).

- Requests for ZC approval of foreign pruts supplied to Chinese shipyards has
been strong as many overseas man c and suppliers vie for a share of the ship
component market (Bishop, 1986).

China realizes at least two things from its classifcation society. Frst, it puts
China on more of an equal footing with the other shipbuilding powers who have their
own c tion societies. It gives China a little more legitimacy in the
shipbilownership arena, or at least China perceives that it has that legitimacy.
Second, it helps China orient her work force toward thinki*n in terms of quality and
inspecios. By running their shipyards through the Chines registry, thos shipyards
are a little better prepared to fce the experienced eye of the international classifiation
societies
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10. 1s e ht
Ship is an important area because of its potential as a source of raw

marial and second hand marine equipment.
Shipbraking involves the purchase of old, obsolete, or damaged ships to be

dismantled as scrap. A ship purchased to be broken can provide a large amount of
scrap steel that can be re-rolled or malted into new steel. Additionally, the non-ferrous
metals firo the ship can also be rendted and mused for new construction. Motors
and generators removed ftom the ships can be used on land, in the ship repair market,
or for nw construction vessels as can other second hand marine equipment.
Sipbreaking is also important in that it helps remove any world overtonnage that may.
exist.

In the past few years China has rapidly risen to become a world leader in the
shipbreaking industry. China is the world's leading breaker of dry cargo vessels and is
second only to Taiwan in overall breaking tonnage (Brew , 1986). China has the
necessary prerequisites to be a world shipbrWaking leader, a vast pool of manpower and
a high demand for steel and second hand marine equipmeL

China also has a critical need for sol throughout its economy (1Demolition,
1985, p.9) because it has had great difficulty producing consistently good batches of
steel (Zhans, 1987 and Smith, 1987). Obtaining steel fom helps to solve
this problem. Shipbreaking provides China with a steady, reliable, and relatively
inexpensive supply of quality steel.

-China can use that steel for domeitic shipbuilding but not for export
production. The reason for this is the standard of quality of the re-rolled stee
Because China has significant quality control problems dassification societies will not
cert steel China gets hom braking (Smith, 1987).

L FINANCIAL CONTROL ELEMENTS
1. lkdft

Shipar budgts are made on two different eves. On one level the CSSC
eijing offices deeumb the overall level of production for each shipyard

Additionally, to a Imp degre , they specify each siyar's sources of domestic and
foreign raw mateials. The CSSC also determines eac shipyard's customers
(Sensenbrenner, 1987, p.35). For large or special fbreign orders CSSC headquarters in
Beijing and the Bank of China may become involved in the specific budget for that
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porder. Bank of China involvement occurs when the order requires intricate
financing or if the customer is determined to be high risk (Bunch, 1987"). But once
level of production, source of raw materials, and customers are determined the shipyard
writes its own budt within those constraints.

At the other level the business department takes the lead in shipyard budget
formulation. The business department develops a 'target cost' by estimating all the
costs involved in each order. A utrget cost is based on man-hours and materials. The
man-hours are estimated on the basis of tonnage and are adjusted by dimension and

shape adJustment factors' for each ship (Bunch, 198To). A target cost exists foct each
order. This cost is the sales price less profit and taxes. The business department acts,
to a large degree, independently in estimating job costs. It relies on internal historical
records to determine its estimate and uses little input from other departments. At
times other departments are consulted in the estimate formulation, but this occurs

rarely (Bunch, 1987b).

The shops operate on the basis of a budged cost deived by reducing target
cost by some percentage. Top managemet in the economics, accounting, and finance
depamnts are responsible for the final cost allocated to the shops. Production
department has no say in cost allocatio (Bunch, 1987b).

Budgeted costs are allocated for contingency. They are a device to help keep
each shop from exceeding its true or Urget cost. Because the budted cost is less than
target cost the budget has built in negative slack. 'if a department or shop overruns
its budlet- cost additional funds are given to the unit from the contingency account"
(Bunch, 1987b). An investigation into each departmental overrun is performed. If it is
detemned that the budget was exceeded beause of a workers mistake, the worker is
required to make.the correction on his own time and without additional pay. If the
overrun is the result of maugement action or inaction, no punishment is applied to
the mnagement. On this particular dimension there does not appear to be incentive
for maagmet to perform to budget.

A weaknes in the budgeting process is the lack of accurate estimation and

allocation of ovrhead and indirect costs. Good historical records on indirect costs
have not bee kept. However, the shipyards have been moving to improve the
accounting of costs by installIn modem computer systems to keep track of their costs.
Hudong shipyard just acquired an IBM 4130 computer to try to improve its accounting

system in this area (Bunch, 1987b).
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2. ANsutt Systm
The Chinese use a fund accounting system in which they combine elements of

cost and financial accounting. Fund accounting is used principally by public sector
ventures as a control device to help ensure that monies allocated are spent for their
intended purpose (Farrel, 1987). The Soviets originally brought fund accounting to

China (Farrell, 1987).
The shipyards manage each job on the basis of a job order cost system. For

each protm the shipyard records the direct labor and materials necessary to prform
the job. Overhead costs are added in on the basis of direct labor costs. Overhead cost
is defined as 'workshop overhead' and does not include any management or
dministratve expemms. This cost is about 100% of the direct labor cost (Yang, 1982,

p.ll). Yang points that 'Workshop overhead is more or less connected with

hproduction. It includes the following: workshop real capital property,
such as buiings, productive equipments, workshop transportation tools, ; a discount
chaM water and elctricity, interesWs on cash used by the workshop; and other itms
(Yang. 198, p.14).

A final category of costs, which does not include workshop overhead, is
indirect costs. Indirect costs include all shipyard administration costs, including
indirect production costs ano, worker social costs. Indirect production costs include
production- planning, production management, quality control, supplies, and
manaement salaris Worker social costs include expenses for worker well being
(inluding mess expenses), safety expenses, environmental protection, death benefits,
health services, natural catastrophe damage assistance, labor insurance (including
retimnmnt), education and training, and safety planning costs.

Indirect costs are set by managemen for each accounting period on the basis
of past experience and future expectations. Variances between the expected and actual
values are then adjusted to reflect actual experience (Yang, 1982, p.14). These costs
usually rm about 150% of direct labor costs (Yang, 1982, p.11).

The accounting system becomes managerial through the use of a shift
accounting system The shift accounting system uses a chalkboard at the workshop
eve to show 1) key peformance arms, 2) standards and targets for each area of
performace, and 3) the workshops actual performance record (Flamholtz and Farrell,
undated, p.II). The chalkboard is actually placed on the floor of the workshop for all
the workers to see throughout the day. The chalkboard continuously reminded the
workers of their goals and performance to date (Flamholtz and Farrell, undated, p.13).
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Data from .11 of the workshops are collated and combined into the financial
reports that are sent to the regional CSSC office and then onto the central office in
Beijing (Bunch, 1987c and Flamholtz and Farrell, undated). Under the fund
accounting system the central and regional offices can quickly see how well each of the
funds are being used and determine if they are going to their intended purpose. The
use of the special income statements allows the central and regional CSSC offices to
conduct their own variance analysis on the shipyard to improve performance and
determine future budgeting. On a local level and on the headquarters level the
shipyard accounting system combines both managerial and financial accounting
characteristics (Bunch, 1987c).

3. Finan1ci Statements
The balance sheet, income statement, and special income statements are the

principal financial statements used in Chinese shipyards. Each of these statements is
prepared by the shipyard for external reporting to the head CSSC office in Beijing.
The statements are 'used to provide information in evaluating the performance of an
entity in relation to plans and targets. These statements comprise, in other words, the
measurement component of a control system (Flamholtz and Farrell, undated, p.14).

In the United States and western countries financial statements are used to
relay information about an organization's operation to that organization's owners. In
"China, financial statements are also used to relay information to the organization's
owners-the government. But in China the government also has more say in
organizational planning. Consequently, financial statements in China must facilitate
that planning function.

The financial statements are designed to feed planning information up through
the planning hierarchy (Farrell, 1987). Accounting experts Flamholtz and Farrell
outline the different financial statements used in Chinese business.

The financial statements are designed to highlight things (the government)
consider important (Farrell, 1987).

The balance shet provides information about actual funds and resources
available to the enterprise for use in comparison against 'norms' for financial
resources.... The data in the balance sheet is used to determine whether the
enterprise had the appropriate amount of finds, required additional funds, or had
exc f nds (Flamholtz and Farrell, p.14).

The income statement provides information for use in determining variances
from planned and profit targets (Flamholtz and Farrell, undated, p.14). The
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income statement serves as a starting point for special income statements. The
s income statements can be thought of as budget sheets. They are used to
compare actual revenue and profits with planned targets. Variances are
calculated from these statements (Flamholtz and Farrell, undated, pp.14-15).

The Chinese do have a set of uniform accounting principles that govern the
preparation of their financial statements. These principles are divided into two
categories, a uniform set of standards and a uniform set of disclosures. Both are
dictated by the government. In a major industry like shipbuilding those standards are,
for the Most part, probably adhered to, though the Chinese do not have a -4strong
enough structure to ensure that these accounting standards are adhered to across the
board (Farrell, 1987).

4. FIan=
Finance can be broken down into two general areas: shipyard finance for

capital acquisitions and the capital to finance each shipbuilding project. Each is
critically important to the well being of the shipyard. Without a source of funds for
capital acquisitions, the shipyards would be unable to modernize and would lack the
equipment and tooling required to build ships in a competitive fashion.

Project financing applies principally to the buyer. Normally, shipyards do not
engage in speculative building. The shipyard only begins a- new project after it has a
firm contract. But project financing is a major shipyard concern in that if buyers are
unable to secure financing to purchase ships, shipyard orders will fall and the yards will
sit idle,_absorbing heavy losses due to fixed costs (Lloyds List, 1986).

a. Shipyard Fuunci g
Chinese shipyards have four sources of funds for capital acquisitions:

I. net after-tax shipyard income
2. capital supplied by the CSSC/state
3. bank borrowing
4. capital supplied though joint ventures (Bunch, 1987c).

Acquisitions from cash flows (after tax income) and bank borrowing are
treated in the same way that such transactions are handled in tie west. For cash
purchases an asset is debited and listed on the balance sheet and cash (or its
equivalent) is credited. For bank loans, the loan is listed as a liability and a schedule
of payment is arranged for both principal and interest (Bunch, 1987c, p.3). Terms of
most loans are very generous. Recent loans have carried a 2.52% annual interest rate
with repayment over a three year period (Ma, 1983, p.108).
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Depreciation of assets is used in China with depreciation charges made
against net income. Straight line depreciation is the most commonly used method of

depreciation (Yang, 1985, p.1).
The Bank of China is a frequent source of loan capital. Additionally,

regional trust companies have formed throughout China to help provide funds for
capital financing. Regional trust companies tend to provide smaller loans but are
important in that they help "open up diversified channels for sources of funds (Li

1985, p.40). This loan source is important because it both speeds up loan processing
and reduces the competition for smaller, more regional borrowers. Li states that
"investment trust companies may be organized according to regions or industries or

trades' (Li, 1985, p.40). The Dalian Municipality Investment Trust Company is one
regional trust company that has been extremely successful as a new source of capital

for expansion and modernization.
Capital supplied by the CSSC and the state is treated "as an infusion of

equity funds and no repayment is required. To get such an investment, the enterprise
is required to submit a plan showing how the investment will increase profits, and

return on investment to the CSSC/state" (Bunch, 1987c). Of course, the more
attractive the enterprise can make the investment look, the greater the chance it has of

getting the funds. The CSSC does have criteria that it uses to allocate such investment
funds with "return" or "interest on money" an important .consideration. Another
criteria includes the relative importance of the enterprise (Bunch, 1987c).

- The government's attitude towards capital infusions to enterprises is
highlighted in the following quote from Li, "insufficient funds constitute a serious
problem in the carrying out of technological transformations. The state will provide

the necessary financial support to the technological transformation of the old industrial
bases, but it would not be possible to depend on state support alone since, in reality,

the state is unable to shoulder the whole burden" (Li, 1985, p.40).

The final source of financing available to Chinese shipyards is from foreign
corporations. In this type of venture China essentially allows a foreign corporation the
chance to buy into the Chinese market with technology, training, and facilities (Bussey,

1987).
b. IqTer r'miwg

For years the world shipbuilding industry has been seriously hurt by a glut

of overbuilding. In this climate new ship prices have fallen because of significant
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financing provided by the builder or the builder's government. Additionally, credit

terms have become very favorable to the buyer in an effort to attract new orders. For

any nation to seriously compete in the world market they must conform to this

marketing policy of low prices and generous credit (Lloyd's List, 1986-1987).
The Chinese conform. Essentially, five sources of financing exist for buyers

of Chinese ships. These sources are the Chinese government, the CSSC, the regional

shipbuilding corporation under the CSSC, the Bank of China, and foreign banks or

financial institutions.
" Terms of financing are very similar for all sources. Typically, the financing

institution provides a low interest, fixed rate loan that covers 75 to 85% of the

shipbuilding contract. A typical arrangement is the agreement negotiated in 1983

between the Bank of China and the Express Shipping Management Company of Hong

Kong. In this agreement

the Bank of China provided a buyer's export credit (to) ... the Express Shipping
Management Co.... The credit is to facilitate a U.S. S20 million order for four
ships of less than 10,000 dwt each, placed with the Zhanghua Shipyard in
Shanghai.... The credit ... covers 75.85% of the shipbuilding contract. The loan
is to be based in U.S. dollars and is repayable every six months at 8.5% fixed
annual interest over eight years (Ma, 1983, p.108).

In the cases where foreign commercial banks finance new ship construction,

the ship price is lowered to the level where the higher cost loan is evened out by the

reduced price of the ship (Bunch, 1987c, Smith, 1987, and Zhang, 1987). The ship.

prices in this instance have to be lower or else the buyer would So elsewhere. The

market belongs to the buyer.

F. SUMMARY

The purpose of this chapter has been to give the reader an idea of how Chinese

shipbuilding operates through its control system. The idea of behavioral control linked

to the achieveme of the oranization's objectives has been emphasized by groupin
control elements into the categories of organization, quality control and productivity,

and financiad control As mentioned earlier, selected control elements from these

categories, especially those in quality control and productivity, are discussed further in

Chapter V to demonstrate how resource dependency and institutional models can be

applied to shipyard control system evolution. Hopefully, an understanding of the

current shipyard control system will make a study of the evolution of that system more

clear.
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IV. TWO ENVIRONMENTAL PERSPECTIVES ON CONTROL SYSTEM
DEVELOPMENT

Three issues have dominated the Chinese shipyard control system: shipyard
management concern for its survival, effectiveness in operations, and efficiency in
operations. These issues have served as the motivation for shipyard management in
their approach to the shipyard control system. These issues have had a direct bearing
over the type of control system the shipyards have established as well as the
management support for and use of that control system (Bunch, 1987d and Muller,
1983).

At times the issues have overlapped, as during the Cultural Revolution. Because
purges swept the country shipyard, management was eager not to draw attention to
itself. The shipyards seemed content to maintain domestic production quotas with
little concern for either the efficiency of their operations or the quality of the goods
produced. Shipyard management seemed to see that by being effective, by maintaining
a consistent output, they would not draw unnecessary attention to themselves and thus
stood the best chance of avoiding a purge.

1. Comcem For Surylval
Since the communists took power in the late 1940's the country has undergone

three major periods of political, economic, and social upheaval and numerous other
smaller attacks on rational change. The three major periods were the Hundred Flowers
Campaign, the Great Leap Forward, and the Cultural Revolution.

During these periods different segments of Chinese society were subject to
intense verbal and at times physical attack. 'Worried that economic reforms will make
their political skills obsolete and diminish their power, party officials often fail to
implement the reforms or even attack them for deviating from political orthodoxy'
(Kim, 1984, p.67). The shipping and shipbuilding industries were directly affected by
such attacks. In the mid 1970's we see several examples.

In 1974 the cargo ship, Fengqing, was completed in a Shanghai shipyard.
Muller points that "the ship had problems in its sea trials, evidently due to the poor
workmanship endemic during the period' (Muller, 1983, p.180). The Ministry of
Communication decided not to put the ship into long-distance international service
because of doubts as to its mechanical reliability. In response to this decision, more
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radical Chinese communists attacked the ministry, accusing it "of such offenses as

'exercising comprador bourgeois dictatorship' (Mulle, 1983, p.180). The ship was put

into service.
About one year later, the radicals again struck in the shipbuilding structure.

'The radicals caused a certain degree of unrest {between workers and management) as
workers were encouraged to feel outraged at alleged competition from foreign imports.

Propagandizing the shipyard workers ... (provided) ever a fertile ground for political
activism" (Muller, 1983, p.181).

These incidents were not isolated or uncommon. The result was- that shipyard
management had to be continually responsive to all voices in society, even the more
radical and irrational ones. If shipyard management wanted to avoid being purged for
failing to follow Mao Tsetung thought, they had to be extremely careful about how
they acted. Often, the most common defense was to toe the party line and do nothing
to make the organization or shipyard standout.

2. Effectieness In Operations
If shipyard management did not want to excel in its work. it had to decide at

what level it would operate its shipyards. This decision was made by the Chinese
government centered in Beijing. By formulating a national plan that established quotas
for all manufacured goods throughout the economy, the State Council was setting the
standard for effectiveness in each industry. Kim describes the nature of the plan:

The centralized structure of the command economy limits the ability of
entaiprises, localities, or bureaucratic agencies to engage in interatonal
business. The national plan regulates almost all activities related to production.
Factory managers cannot freely hire labor, raise wages, choose products, set
prices, or invest profits in other enterprises.... The national plan ... is enforced by
the central planners and industrial ministers (Kim, 1984, p.70).

Output, not quality, was the measure under this system Additionally, no attempt was
made to improve shipyard efficiency. Shipyard managers just had to ensure they met
the level of production established by the national plan. This action would best ensure

their survivaL
3. Fd y Opeati

As long as the input of resources was secure and production quotas were not
set too high, the shipyards did not have to concern themselves with efficiency. The
Chinese government helped the shipyards in ignoring efficiency by emphasizing heavy

57"

M 111



nadustry over light industry and agriculture (Kim, 1984, p.60). The cansion drive in

heavy industry was unconstrained by calculations of the cost of capital, labor, or
other inputs, {and) created constant supply shortages. These shortages motivated

enterprises to guarantee their supply inputs through vertical integration and led
provinces to strive for local self-sufficiency. As a result, levels of inter-regional trade

were low. The Chinese system also created national economic monopolies, each

headed by a ministry (Kim, 1984, p.60). Kim points out the effect the monopolies had.

"The ministries were able to control quotas to easily achievable levels. Additionally,

because oFthe monopoly, the enterprises 'had little incentive to reduce their costi, raise

productivity, or improve the quality of their products (Kim, 1984. p.60).

As long as the monopolies existed and the central ministries controlled profits,

efficiency in operations was not an issue. Operational efficiency became an issue when

the monopolies changed, however. This occured when China entered the international

shipbuilding market and when local shipyard managers were given the incentive for

improving efficiency, as under the factory director responsibility system (Bunch, 1987d

and Muller, 1983).

-These key issues motivated shipyard management thinking as it directed their

shipyards using the control system that was set up by the central ministry. Two

separate theoretical perspectives on organizational control can be used to explain why

these issues led to the control systems that evolved in the Chinese shipyards. The two

perspectives, resource dependency and institutional, are explained in this chapter. The
next chapter will explain how the issues above could motivate Chinese shipyard

management to follow courses of action that can be explained by the two pepectives.

A. RESOURCE DEPENDENCY PERSPECTIVE

All organizations are in competition for resources. These resources can be raw

materials -the steel, alloys, metals, and other materials needed to build ships; skilled

labor --the engineers, architects, welders, or machine operators; and capital -the money

needed to finance a project or the capital machinery needed to support operations. Or,

the resources can be anything else that an organization must obtain and then use to

produce a product or to perform a service.
The degree of difficulty that the organization has in obtaining its factors of

production-that is the level of competition for these resources-will influence the type

of organizational structure and control system that the organization sets up to obtain

and then to manage these factors of production.
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The more difficult a resource is to obtain, the more competition that exists for
any Oiven input to production, the greater the effort the organization will make to
obtain that input or to obtain some suitable substitute. Additionally, the means of

controlling that resource will be more elaborate (Pfeffer and Salancik. 1978). This

reasoning is supported by Tolbert: Each organization's "need to ensure a stable flow of

resources fiom external sources of support partially determines administrative

differentiation" (Tolbert, 1985, p.). This perspective of organizational structure and

behavior is called the resource dependency perspective.

The view that an organization's structure and personality will be signifitantly
affected by the level of competition for its resources can be applied to the shaping of

the Chinese shipyard control system. The resource dependency perspective is useful in

explaining why Chinese shipyard management took the shape that it did.

At first, research in the area of the source of growth in administrative

components of organizations focused on factors such as size and complexity as

impeding the efficient operation of the organization. Tolbert (1985) tells us that focus

has changed with recent work placing greater emphasis on environmental relations and

influences than on internal relationships as determinants of administrative suctume.
According to Tolbert (1985), classic organization theory emphasizes problems of

coordination and control of work activities in explaining the formal structure of

organizations. The resource dependency perspective "on o tional environments
and the way in which environments affect organizational behavior and structure"
conceptualizes the environment "in terms of other organizations with which the focal

organization engages in direct exchange relations" (Tolbert, 1985, p.1). The

environment is an important part of any resource dependency perspective.
1. Th. Etavrmut

Resource dependency is an environmental perspective (Pfeffer and Salancik,
1978, p.258). To understand any organization from this perspective, one must first

understand the environment in which the organization operates (Pfeffer and Salancik,

1978, p.12). Pfeffer and Salancik identif three levels in the enviroment that help one

understand how an orgaization's enviroment affects that organization. These are the
levels:

1. The first level of "the environment consists of the entire system of
interconnected individuals and organizations who are related to one another
and to a focal organization through the organization's transactions" (Pfeffer
and Salancik, 1978, p.63).
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2. "The next level is the set of individuals and organizations with whom the
organizion directly interacts (Pfeffer and Salancik, 1978, p.63).

3. 'The third level of the organization's environment can be characterized as the
level of the organization's perception and representation of the environment-
its enacted environment" (Pfeffer and Salancik, 1978, p.63).

The first level focal organization in this study is the shipyard. Transactions
include both obtaining the factors of production and the sale of the finished good, the
ship. The individuals are the shipyard employees on the shipyard side, and on the
outside, the sales agents, buyers, delivery personnel, government agents, bankers, and
so forth, who negotiate and carry out the transactions. If the shipyard experiences
problems in conducting these necessary transactions, then the control system must be
modified to ensure the transactions are concluded.

For the shipyard, second level units are anyone or any organization that the
shipyard comes in contact with, for example the local society in which the shipyard is
located or the classification societies that establish standards for ship construction and
who then ensure those standards are met. Shipyard management must adjust the
control system to reduce conflict with these organizations if they have the ability to
interfere with the shipyard's goals.

On the third level, how the environment is seen by the individuals responsible
for controlling the organization and planning its activities is a critical component in
determining what the environment is. "The events of the world around us do not
present themselves to us with neat labels and interpretations. Rather, we give meaning
to the events" (Pfeffer and Salancik, 1978, p.72). If elements of an environment are
perceived as existing by the people controlling an organization, they will react to that
perception to best direct the organization to the goals they want to achieve. This
situation applies to Chinese shipyards. At both the national level, at CSSC
headquarters in Beijing and at the local shipyard management level, the management
apparatus reacts to its view of reality. On both levels, the management works to
control the oranization to best operate in the environment each perceives. Thus, the
enacted nvirom s an important level in explaining how the organization evolves.

The three levels of the environment help us to understand the different
components and forces that combine to influence the organization. Keeping these
levels of the environment in mind is important as we discuss more specific elements of
the Chinese shipbuilding environment since each level has a different effect in
ivAuencmng how the organization reacts to the environment.
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3. THE INSTIT TIONAL PERSPECTIVE

Establishing a stable flow of resources to ensure the orgnizstion's survival is
important from both the resource dependent and institutional perspectives. A principal
difference between the perspectives is how that flow of" resources is established.

The resource dependency perspective sees controls as the means to build an
efficient, competitive organization. Because the orgaization is a strong competitor in
the market, the organization will be able to acquire the resources it needs to survive.

Under the institutional perspective controls are a means to achieve legitimacy in
the markit'place Effency is not as important as is the need to be sew as acdible
orgaization. If the orgnation can achieve legitimacy in the market, the resources
needed for continued organizational survival will flow from that legitimacy.

"Institutional theory treats organizations as successful to the extent that they
embody societal myths concerning rationality. A societal myth, in this case, is the
belief that two (or more) unrelated events are in fact linked" (Euske and Euske, 1986,
p.3). An example is the belief that a ship certified by an international classification
society is a better ship than an identical ship built by the same shipyard, yet not
certified by amy cassifiation society. "Through the embodiment of societal myths
istiu'onal organizations gain and maintain legitimacy. As a result legitimac, as
opposed to efficienc, is the main criterion for survival and growth for the nonprofit
organizaion" (Euske and Euske, 1986, p.3).

Meyer and Rowan write that the mor important it is for an organization to
achieve -legitimacy in its envirom nt, the more that orgaization will change its
structure to conform with the myths of the instittional" environment. The
ornizational structure will move to "become isomorphic with the myths of the
institutional environmnt" (Meyer and Rowan, 1977, p.340) because the orgnization
sees the established structure as being a legitimate structum

Arguments can be made that many of the changes in the Chinee shipyard
control system ar better explained by an institutional rather than a resource
dependecy perspective. At certain times the Chinese changed their control system for
leitimacy reason. China perceived the need to appear a legitimate shipbuilder and
charged their control system to fit that legitimacy image.

Legitimacy can be looked at as a means to effe One interpretation is
that the Chinese seem to feel that if they are seen as legitimate shipbuilders, then world
buyers will be more willing to purchase thei ships.
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Institutionalization is vety much a structure building In response
to what the oganation ees as rationalized insitutional rules, the formal
orgnizational structure arises. The elaboration of such rules ... accounts in part for
the expansion and increased complexity of formal organizational structures. (Meyer

and Rowan, 1977, p.340).

The process of institutionalization is as folilows. The organization pursues an
objective. This objective could be just about anything. Let's use a shipbuilder's goal

to produce ships in demand on the world market. The shipbuilder knows that he can

build shils, but he questions his ability to sell those ships because his organizauin has
never interacted with the world market before. The shipbuilder, in looking at other
successful shipbuilders, perceives certain institutional rules that his organization is not

following. These rules could be the level and type of training of his personnel,
standardization procedures, quality control programs, organizational structure,
marketing apparatus, and any number of other organizational facets that his

organization does not yet incorporate. Just because our shipbuilder does not meet the
institutional rules, just because he does not have the oranizational apparatus that the
rules demand, does not mean he cannot build a good ship. But, without the

prerequisite control structure, both the shipbuilder and the market have no perception

of legitimacy with regard to the ship. To be seen as a quality shipbuilder our shipyard
must either meet the established rules or find some wayto create a new set of rules.

Unless the shipyard operates in a closed environment, it is difficult to establish
one's own rules. When an organization tries to enter an established market it is

difficult, if not impossible, to change the rules operating for that market to meet the
existing organizational structure.

.So, to achieve the organizational goal, to be effective, the organization is "driven

to incorporate the practices and procedures defined by prevailing rationalized concepts

of organizational work and institutionalized in society. Organizations that do so
increase their legitimacy and their survival prospects, independent of the immediate
efficacy of the acquired practices and procedures" (Meyer and Rowan, 1977, p.340).

The new "Institutionalized structure that the organ tion builds does not have
to be effective for legitimacy to be achieved. Because the organization is acting on a
perceived deficiency in structure, once the key enviromntal elements are satisfied that

the "prerequisite" structure is in place then the organization's legitimacy need has been

satisfied. In the same respect a very effective, efficient "institutional structure" does
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not c u thigs eiter. The institutional issue is not whether the structure is
appropriate, but rathr is it believed to be appropriate.

By changing its structure to coa4* with the institutional rule of the market, the
shipyard does not necessarily change the quality of the ship that it builds. Yet, it does
dramatcay increase the acceptability of the ship in the market. By increasing the
acceptaility of its output the s*y will find more buyers, thus increasinl its chance
of survival in the makpac

As orgaization change their structures to become isomorphic with their
envwonnnt, they tend to decrease internal coordination and control in or3er to
maintain legitimac (Meyer and Rowan, 1977, p.340). No longer is the organization
primarily structured by the demands of technical production and etchange. Instead,
the structures are decoupled from each other and from ongoing activities. In place of
coordination, inspection, and evaluation, a logic of confidence and good faith is
employed (Meyer and Rowan, 1977, p.340). If legitimacy is achieved, the market will

have faith that the product is a good product. Put simply, the organization is more
concerned with establishing a perceived image of legitimacy then it is with producing a

good. quality product that can compete in the market on its own mers. This do.

emphasis on rational thought tends to "conflict sharply with efficiency criteria (Meyer
and Rowan, 1977, pp.340, 341). When an organizion is placing so much effort into
achiving legitimacy and becoming isomorphic with its environment, it is placing the
greatest value on eetivenes instead of efficiency. The organization is focusing on
remainig a viable ogIzatio in t m of its structure. The o tio
perception is that it must do what it takes to ensure its survival in the market.

The resource dependency and institutional perspectivens will be used to explain the
evolution of the Chinese shMard control system By properly identifng the
env t that existed, we can come to a better Jun ending of the Chinese
shipyard control system through these perspective& As we look at how each

Perspective applie to the Chinese situation, the issues of shipyard management
survival, effectiveonss and efficiency are important to keep in mind. These issues will
help show how the motivation and objectives of shipyard management changed with
the market environment in which the shipyards operated.
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V. EVOLUTION OF THE SHIPYARD CONTROL SYSTEM

A. GOAL S IRONMENT, AND CONTROL SYSTEMS
Understanding the shipyard control system requires knowledge -of both the

principal soak of the orgnization and the environment in which the organization will
operate. The shape the control system takes depends on what the organiztion wants
to ad" and the obstacles the orgnzation sees it must overcome. What the
orgnization wants to achieve constitute the goals of the organization: one set of
obstacles is a function of the organization's enviromnt.

This chapter describes the evolution of the Chinese shipyard control system by
examining the control system changes the shipbuilding industry made to best achieve
its goals and overcome obstacles. Why specific control system changes occurred is
illustrated by describing these changes in the context of the resource dependency and

This chapter discusses the control system that developed in each of three distinct
periods. The paper highlighu how each period's control system was different, instead
of trying to describe each period's system in complete detail. Only the control elements
that most dramatically illustrate the change in orgniztional gOal or environmental
change are analyzed.

Sinie a control system is so dependent on both organizational goals and the
organization's environmen, attention will be given to identifin these two aspects in
each period. Throughout, the link between goal and environmet is made using either
the resource dependency or institutional perspective.

IL EVOLUTION OF THE CONTROL SYSTEM
The evolution of the. shipyard control system can be divided into three major

periods. The first period, which started in about 1949 following the end of World War
I1 and the Chinm Civil War, is characterized by Soviet influence in the industry and
by the rebuilding of the shipyards following wartime destruction. During the second
period from about 1960 to 1981, China broke relations with the Soviet Union and built
ships for domestic consumption only. The third period runs from 1981 to present and
is characterized by China's entry into the world shipbuilding market. This period
consists of both domestic and export ship construction. -
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C. PEIOD OF SOVIET INFLUENCE

I. N14010 cIms

Economic development has always been the primary goal of the Chinese
govemmet. The Chinese not only saw economic performance as having a direct

impact on the welfare and stability of the Chinese population but it also saw a strong
economy as being critical to establishing China as a world power (Bam 1974,
p.114

In that context the communist government's first and most important goals
were to build a strong industry, maximizing the rate of industrial growth (Barnett,
1974, pp.121-122). Barnett emphasizes this point.

The Chinese Communists have created for themselves a vision of China
crowded with roaring steel machines, belching smokestacks, and blue-clad
industrial workers. They aim to 'transform China into a powerfl, industrialized
socialist state,' and to create a 'great socialist industrial country and one of the
most advanced in the world.' To them, modem industry is the symbol of
complete independence, national power, and economic improvement.

Not only are the Communists determined to carry out the industrial
revolution in the world's largest agricultural countrr, but, they insist on trying to
do it at a frantic pace, and the 'socialist industrialization of the USSR is their
model They point to the Soviet Union, contrasting its indusialition in 'ten to
fifteen years' with the larger periods required for industrialization ('fifty to a
hundred years) in Western countries, and they proclaim that China has decided
to 'travel the road of the Russians' (Barnett, 1964, p.234).

- ut World War I! and the Chinese Civil War left the Chinese industrial base
in shambles. A significant portion of the industrial plant was either destroyed or was
removed by the Soviet Union as they withdrew at the end of World War II (Fairbank,
Reischauer, and Craig, 1978, p.907). The capital equipment that did remain, as well as
the physical plant, was aging, damaged, and neglected. Chinese industry was in need
of significant repair and a rnization (Muller, 1983, p.61 and Barnett, 1964, p.235).

However, China did not have the economic infrastructure to support any
major industrial effort. China lacked the managers and engineers with the necessary

technical knowledge to bring heavy industry to Chna. China did not have the capital
equipmmt or machine tool industry to support industrialization. China was too
backward to have any real hope of rapidly building her own shipbuilding industry.

Beore the war China was not a major world industrial power. China was
largely an agrarian nation with a strong handicraft element (Lindbeck, 1971, p.195).
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About the only thing China could throw into an industrialization effort was a huge,
but untrained, labor force. For China to modernize and bring heavy industry into the
country she would need help in the form of training, capital, machinery, and
manageent expertise from abroad. The Soviet Union became the source of these
critical resources.

The resource dependency perspective tells us that the more difficulty an
ztion has in obtaining its factors of production the farther that organization will

go in its efforts to obtain that input (Tolbert, 1985). In this period Chinese industries,
including shipbuilding, did not have their own means of obtaining any substantial
amount of production resources. For this reason they were willing to accept whatever
resources the Soviets would supply to build their industry as well as establish whatever
-control elements were necessary to ensure this assistance (Muller, 1983).

2. Shipyard Concerns
When the Soviet Union first became active in Chinese shipbuilding, the issue

was simply if the Chinese could build ships. Muller points out that 'the first merchant
ship built in China after the communist revolution" was not completed until 1955
(Muller, 1983, pp.58, 59). The Chinese needed someone to show them how to build
ships as well as to set up sources of raw materials. The shipbuilding organization's

-survival was in question. Top priority was making the yards operational again.
3. Control.System Chne Sbipyard O ati

A large part of.what the Soviets provided was the control system used to
manage- the rebuilt and modernized shipyards. Since China was startins with a
dismantled shipbuilding structure (Muller, 1983 and Zhang, 1987), the first step in
making Chinese shipyards operational was to build the shipyard organization. The
direction, .capital, planning, engineering, and models for shipyard rebuilding and
expansion all came from the Soviet Union as did the advisors, designs, equipment, and
parts to keep the shipyards operating (Muller, 1983, pp.61, 90).

During the period of Soviet influence, the Chinese had not yet learned enough
about shipyard management to structure their own control system. The Chinese were
too busy rebuilding their shipyards, getting ready for initial production to worry much
about what was the best control system to implement in this period. It appears that
the Chinese were content to use Soviet provided control if it moved China closer to her
goal of initial production. Consistent with the resource dependent perspective, the
organization was allowing administrative differentiation to occur in order to ensure the
stable supply of Soviet resources.
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One can think of the Soviet inputs as constrained resources vital to the

survival of Chinese shipyards. The control elements were actually resources to be used

by a China poor in these particular resources. At this early point in Chinese

shipbuilding, China was acting to establish initial control over the industry. The

Chinese were concerned with gaining control over the conversion process (the

conversion of raw materials into ships) as a first step in managing the industry. The

following discussion talks more about China's shortage of these basic control elements

or 'resources." The discussion centers on facilities, organization, planning, and

management.

New shipbuilding facilities in China would give the shipyards the physical

capability of producing ships. This meant outfitting each shipyard with the capital

goods such as dry docks, slipways, fabrication shops, cranes, and wharf facilities

needed for ship production. Beginning with the first five year plan in 1953,

construction of these new facilities began. Advice on construction was provided by

Soviet advisors (Muller, 1983, p.61) and 'by the end of the decade (1960), China's

facilities for the construction (and) repair ... of merchant shipping had improved

remarkably (Muller, 1983, p.62).w

At the same time the Chinese were rebuilding their shipyards under Soviet

direction, a similar effort was underway throughout Chinese industry. This was

especially true in the heavy industries, like iron and steel where the Soviets provided

significant support (Lauriat, 1983, p.74). This development was important because

these indiitries would form the supply base of raw materials for the shipyards. Also

their proximity to each shipyard would influence the control system that came into

existence in the period of domestic production. What was unique about these

industries is that a circle of related industries sprang up around each shipyard. While

this led to some duplication of facilities, a self.sufficiency was created in each shipyard

that was consistent with the Soviet example. The Soviet shipyard model had each

shipyard surrounded by a circle of supporting industries like steel plants, design

institutes, instrument plants, and training institutes. The idea was to make each

shipyard as independent as possible so that a breakdown in transportation or trouble

in a separate region would not disrupt the operation of separate shipyards (Butman,

1987).
Although the Chinese achieved production capability, the ships they were

launching were largely the result of Soviet technology and expertise (Muller, 1983,
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T.shipyards wer actually being run by the Soviet advisors sing

.-6.t input. As the Soviets kept the shipyards operating, they slowly trained the
Chinen in the skills necessary to handle ship production ndependently (Lauriat, 1983,
pp.16-17, 86 and Muller, 1983, pp.58, 59). Chinese expertise was distilled from Soviet

expertise. The Soviet advisors comprised the initial management structure of the

shipyards while the Chinese managers appointed to run the shipyards watched and

learned.
A higher level of enterprise management affecting shipyard control also

existed. 4his level came in the role played by the state government.. Government
control included negotiating with the Soviets for additional shipyard input, setting the

price and supplier of raw materials, appointing shipyard management and the political

officer, and marketing output.

The Chinese consistently enacted control measures that would ensure the flow
of resources needed to get China going in shipbuilding. The industry's organization

building led to exchanges and an administrative structure that would keep a steady
supply of production inputs. Chinese control system changes, supported by the

Soviets, carried the industry through all three environmental levels identified by Pfeffer

and Salancik (1978). The paper looks now at the results the orgnization achieved.

4. Results

By 1960 the shipbuilding industry under Soviet leadership, modeling, and

economic assistance had made considerable improvement from where it had started in

the late- 940s. A solid foundation had been laid in the industry, and the repaired and
expanded shipyards had begun turning out modem merchant ships (Muller, 1983,
pp.67, 68). By relying on a Soviet run control system, the Chinese had, by the late
50's, begun to develop more confidence in their shipbuilding ability. With the Great

Leap Forward in 1958 came a new emphasis on not just building modern ships but in

building ships in an effidnt manner.
Muller quotes Chinese rear admiral Deng Zhaoxiang (August 1958) on

improVin sh ipbIUldig efficiency.

Deng Zhaoxiang declared, that the navy, inspired by the Great Leap, had greatly
increased its technical training, research and development and was economizing
in order to use its allocated finds more efficiently. The mass line was interpreted
to mean the use of shipyard workers' and sailors' suggestions for better and
cheaper ways of building, matining, and operating ships. Deng noted in one
example that crews had begun repairing their own ships outside of drydock thus
saving money and increasing ship availability (Muller, 1983, p.75).
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The Chinese were highlighting the navy's self-repair program as a means to emphasize
its political and production record. This increased emphasis on efficiency marks a shift
in the industry's attitudes, from the immediate concern of establishing a production
capability to the next logical step of making the production process as strong as
possible by improving efficiency. For the first time the Chinese had progressed to the
point where they could tailor shipbuilding controls for efficiency instead of just
establishing the initial operation. They could now emphasize the fact that resources
were constrained and continue their progression towards maximizing the output from
their resource inputs.

D. THE PERIOD OF DOMESTIC PRODUCTION
In 1960 the shipbuilding environment in China changed dramatically when China

severed its relations with the Soviet Union. Soviet withdrawal caused a major setback
in the industry. In less than a year the Chinese went from a shipbuilding nation to a
nation lacking the ability to build ships. Additionally, the withdrawal destroyed the
environment that Chinese shipbuilding had operated under for the previous decade and
removed the key elements of the shipyard control system- the Soviet advisors and the
resource inputs- that were keeping operations going. The withdrawal brought
virtually all Chinese naval construction to an abrupt halt (Muller, 1983, p.89).

The Chinese were left with an organiztion that could make shipbuilding
decisions yet whose decisions were meaningless since the local shipyard managers did
not have-the ability to carry these decisions out. The central government could tell the
individual shipyards that they wanted a certain ship built, but the shipyard control
system lacked the ability to carry out this tasking since ship design and critical
components had all been supplied by the Soviet Union. When this source of input was
removed, the established control system was not able to generate alternative sources of
input. The Chinese lacked the technical ability to design ships themselves and had not
yet established the ability to domestically produce ship components. The control
system did not fail; rather, both it and the resource supply system were disabled by the
Soviet departume. What the Chinese did not realize was the extent to which the Soviet
advisors and resource inputs had become part of the shipyard control system.

The Chinese had to rebuild their control system inputting Chinese know how,
management, planning, and their own sources of resources into the void the Soviet
departure had left. They had to adapt the control system to fit the new environment
they had created. The route they followed can be explained by again using the
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resource dependency perspective. Resource dependency sees organizational survival
intimately tied to resource availability (Pfeffer and Salancik, 1978, p.258). As noted
above, the Soviet withdrawal threatened Chinese shipyard survival because it removed
the supply of resources. This situation could have been avoided if China had been able
to establish stronger controls over her resources from the start. China took this lesson
with her into the period of domestic production.

From the resource dependency perspective, one might expect to see strong
elements of resource control in the new Chinese system As we see next this strong
central focus on resource control did hold for China throughout the pericd of domestic
production.

1. National Concerns
Once again during the period of domestic production (1960-1980), China's

concern was putting together a control system that could be effective, a control system
that could generate all the inputs of production needed to meet domesti consumption.
For a second time China had to re-establish basic organizational control elements.
Muller describes the approach the Chinese took to implement new organiztion,
planning, and management control elements.

While the output of ships came to a standstill during the early 1960's the Chinese
were busy developing the technological and organizational foundations for a
shipbuilding industry not dependent upon foreign sources of design or
components. The most visible of these developmental measures wo the teams
of shipyard managers who travelled to Western Europe to study modern
shipbuilding techniques and shipyard design. There were also behind-the-scenes
domestic development effort under way, which began to pay off by 1963. In that
year, the Sixth Ministry of Machine Building was established as a separate
ministry responsible for shipbuilding (both merchant and naval), drawing
together most of China's maritime construction assets into a coordinated effort
(Muller, 1983, p.118).

The experience with the Soviet Union convinced the Chinese that the proper
way to develop an industry was to take technical expertise from more developed
nations like Western Europe, then use that new expertise domestically to provide all
inputs of production- steel, components, labor, and design. If the Chinese managers
could be taught how the raw materials could be combined to produce ships, then the
central government could coordinate the supply of resources to each shipyard.

To this end the following changes occured in the shipyard control system.
The shipyards were brought under greater central government control by the

70



etablishment of the Sixth Ministry of Machine Building. Sixth Ministry control

fumctions inckude&
1. Assignment of all raw materials for production.
2. Setting production quotas and specific assignments at each shipyard.

3. Control over any profits generated by any shipyard or marine industry.
4. Appointnent of all key shipyard personnel including the shipyard. director and

the shipyard political officer.
5. Control over the education and training of shipyard personnel, specifically

11 . ,I*Ing exactly what education each shipyard manager would receive-
6 Assigzm t of all shipyard output to a specific buyer and set price paid.

7. Allocation of shipyard funds through a fund's accounting system
(Abmm of Chn's EciwWq, 1984, Bunch, 1987d, and Dangy 1987)

The change in environment shifted shipyard control from the Soviet advisors

who had been acting through the puppet Chinese shipyard control system to a real
Chinese control system that operated out of and which kept its base of power in
Beijing at the Sixth Ministry of Machine Building. The key principle behind this

system was that all major planning would occur at the ministerial level of the central

state governmnt (Butman, 1987). State control over the or ition came through
the principal fuwtions of the Sixth Ministry listed abov

Pfeffer and Salanci argue that Owhen the reources necessary to achieve
coordinated action are widely dispersed, organizatios will attempt to use the larger
social power of the state to benefit its operating environt" (Pfeffer and Salancik,

1978, p.222). What happened in China was slightly different. In the case of the

Chinese shipyards the Sixth Ministry of Machine Building intervened, and in trying to
.pull together widely dispersed reources, made strong, active use of social power to
create a control system that could solve the resource problem the Soviet withdrawal

created. The difference lies in that the state was the active force behind the control

system changes. Instead of waiting for the organization to solicit state support as

Pfeffer and Salnik argue, the state acted inde pendenty o secure the resources for the
shipbd dustry because it was the organization. But the important point is the

resure dependency perspective consistently explains each control system change.
Where oranizational survival had again been threatened by a resource limitation, the
organization moved to establish new controls to relieve that resource limitation.

Again, the results show the shipbuilding industry successfkl in their goal of achieving

basic shipbuilding ability.
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The Chinese were successf in shifting the shipyard control system from one
dependent on exenal expertise to one concerned with domestic control over resources.
In 1964, domestic shipbuilding know-how had increased to the point where the first All

China Symposium of Shipbuilding Technology was held. This Symposium brought

together the representatives from 92 institutes and other shipbuiing related

organizations. The conference was held to assess current abilities and to lay down

tasks for ?inure shipbuilng developmental efforts. The assessment was that by 1964,

the Chinese had achieved enough progres towards sef.sufficiency that 85% of the

mchiner and 90% of the specialized steel required for ship contcon (Muller,
1983, p.118) could be domestically produced. By 1964 China had resumed building

ships, completing five vessels that year.
Problems still existed, however. The Chinese continued to lag in technological

know-how. They especially lagged in engine production. China lacked the ability to

produce engines large enough to power oceansized merchant vessels (Muller, 1983,

p.118). In fact, the Chinese built some vessels that sat idle for up to six years awaiting

engine installation.
2. ShIpard Coer.m A Dfemrat Prpecve

While the national government was concerned with r.-establishing the ability
to build ships without Soviet assistance, local shipyard management was concerned
with surviving purges. The Hundred Flowers Campaign and the Great Leap Forward

showed the intellectuals and orpnizational managers in China how vulnerable they

were to-purges by the state government. Chinese shipyard management, like
management throughout China, wanted to avoid such purges. How such motivation

affected control over their organizations can be explained from an institutional

PeSpec.

From the oppressive social atmosphere that existed in China, the shipyard

managers had strong motivation to tailor their shipyards to resemble, as much as

possible, the other shipyards in China, to make their shipyards isomorphic with

industry throughout China. As this section points out, personal and shipyard survival

was the incentive that motivated shipyard managers in this direction.

Nowhere is survival a more appropriate topic than in addressing how Chinese

managers survived the purges of the Hundred Flowers Campaign, the Great Leap

Forward, and the Cultural Revolution. That survival had an important influence in

establishing and maintaining the control system in Chinese shipbuilding.
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The Cultural Revolution (1966-1976) overlapped * large part of this period of

domestic production. While it is difficult to comprehend the upheaval that this
arevolution" alone caused in Chinese life, society, and organizations, this next section

will try to capture the uneasiness, and even fear that existed during this period through
two different examples. Next this section argues that the uneasiness extended
throughout Chinese society, significantly affecting organizational behavior, including

shipyard managment. To avoid standing out and thus be targeted for a purge, the

local shipyards all wanted to establish a control system identical to that found in the
other shj*a throughout China.

The Cultural Revolution illustrates the dramatic influence the purges had on
Chinese life and orgnization. The first example involves a former high level
management official in the Chinese oil company that replaced Shell Oil in China. Nien
Cheng was the target of a random purge. The purge struck quickly.

Early one morning in mid 1966 Cheng was called to a meeting held by the Red
Guards (the revolutionaries leading the Cultural Revolution). The meeting was the
mock trial of a former associate. She and other former employees of the oil company
watched as their associate was ridiculed, accused, and condemned. The associate was

finally made to admit his crimes and express his rep When the trial ended Cheng

was warned to also reform her life.
After that meeting, Chengs life gradually began to fall apart. First she

witnessed beatings in the street, then the Red Guards ransacked her house, detroying

anythmi-f value. She was placed under house arrest, imprisoned, and her daughter
was beaten to death. Finally, Cheng had her own "triaL"

Cheng's trial was attended by both her former workers and the revolutionaries

who had ransacked her home. The trials leader d~mounced Cheng and her family as
the audience shouted dogans and accusations. The revolutionaries next described her

capitalistic ways, and formr workers were called upon to present evidence against her.

Cheng describes the experience of those witnesses.

Form employees of Shell were called upon to give evidence against me. I
could see how hightened they all were, and I wondered what they must have
gone through. The men who got up to speak were white, and their hands
holding the prepared statements shook. None looked in my direction (Nien
Cheng, 1987, p.47).
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After the accusations and evidence, Cheng attempted to speak in her defense
but was only overcome by shouts and screams to confesL Cheng was also subjected to
pushing, shoving, people spitting on her, and threats of death unless she confessed.
When Cheng refused to confess, she was judged guilty and was sent to prison for six
and one-half yea (Nien Cheng, 1987, p.48).

The second case involves a design engineer formerly employed at .the Shanghai
shipyard. During the Cultural Revolution, W.K. Zheng was removed from his job as a
design engineer and was forced to work as a laborer in one of the diesel engine shops
in the shipyard. Zhang was not the only member of management to be'purged-in the
shipyard. Most of the other educated personnel were purged as well. This included
most of the engineers and management personnel employed in the shipyard. The old,
educated management group was replaced by laborers who were not qualified for their
jobs. For several years no design work took place and shipyard management was
ignifcantly lacking in qualified management (Zhang, 1987).

The point behind these two examples is that purges were a common occurance
in Chinese life during the Cultural Revolution. They wer a terror that touched all
aspects of the orgnization, though the purges concentrated most heavily on
managemnt. As NIen Chen points out, manaement was terrified that if they did not
go along with the 'revolution" they would be the next target. Although it may be
diicult for westerners to understand, thes purges had a dramatic influence on
orgnizational behavior and controL Chinese management took strong measues to
avoid atracting any special attention that would increase purge risk.

Shipyard management received the unwritten meage that productivity and
quality were not as important as "correct manapn -t and strict adherence to
communist revolutionary doctrine in the form of Mao Tse-tung thought. If shipyard
managers could meet these two requ ts, they and their shipyard seemed to have
the greatest chance of avoiding a purge.

The effect the puqe had on the orgaization was predictable. The shipyards
already reved most of their direction from the Sixth Ministry of Machine Building in
Beiing This had the effect of limiting the individual initiative they could apply to their
jobs. The fear of being purged further quelled any new ideas, resourcefulness, and
productivity increases on the part of shipyard managent. Because the orgnization
was controlled to such a degree by Beijing headquarters, shipyard management had
fewer control fnctions to be concerned with and could devote their major effort to
simply meeting their production quotas (Zhang, 1987).
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As quald shipyard management was purged and less qualified placements
took control, radical taskmasters, inclined to cheerleadint, took charge. Under their

influence "there was a tendency to dispense with rational planning and techniques.

This resulted in larger ships being built in less time than previously; it also resulted in

shoddy workmanship and produced equipment that worked poorly or was unsafe

(Muller, 1983, p.179).
From the perspective of this observer, the goal of the local organization was

not quality production or even a high level of productivity as much as it was to just

meet the production quota set by the state. If this could be achieved, the organization
(and people in that organization) seemed to stand the best chance of survival.

In this environment real control was not important. The important issue was

that each shipyard be seen as a faithful organ of the Chnese state and the communist

party. Shipyard management wanted to be seen as loyal followers of the communist

party line. They did not want to show up as aggressive indtrialis and thus attract

attention that might bring a purge, but as loyal members of society who did their duty
quietly for country, rallying around the popular national caue By managing to meet
the goals of loyalty in behavior, conduct, and thought, the shipyards were securing a

supply of resources fom the Chinese governmet for the shipyrd Shipyard

m m t was acting to maintain a steady supply of resources and thus help ensure
the organization's survival. But in this ca shipyard ma ent was using the
concept of legitimacy as the man to secure tee resource inputs. Instead of being
sovened by the actual demands of production and achaAe, the shpyr was
motivated by the need to meet institutional rules-loyalty to communist ideology-and
used those rules as a mea to gain lesitimacy, resources, stability, and enhanced

survival prospects (Meyer and Rowan, 1977, p341).
While the shipyard may have faced legitimacy issues during the period of

domestic production, the primary focus of the industry was on establishing control

over the production prom The industry's outlook, resource dependent orined, is
important because the industry, embodied by the CSSC bureaucracy, had the major

input in eecting any control system change. By contrast, each shipyard had little say
in determining the sipbuildin8 control process (Lauriat, 1983 and Muller, 1983).

The industs orientation towards keeping control cetralized is highlighted

by comparing the control systems of the Soviet influence and domestic production

periods. In both cases the state controlled the enterprise. In both periods the control
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system centered around using ornizational elements of control to secure a stable
supply of production inputs, thus ensuring the organkation's survivaL The only
difference was in who ran the control system and who supplied the resources of

production.
The rest of this chapter will focus on the industry instead of individual

shipyards because the paper is most interested in the principal force behind the control
system change. Attention is given to the major changes the shipbuilding industry
institute. Thes changes included major elements of control that had not existed in
China ber.

* classification societies,
a a factory director responsibility system, and

Sjoint ventur.
The changes also included a new look at old, but larply untried idas:

*. quality control,

*. the use of standards,
0 a new approach to education,

*. incentives, and
.marketing.

In the period of export production, we see the first signs of the shift of real
orgnizational control from the state to the local shipyard level

L TE PERIOD OF EXPORT PRODUCTION
The period of export production can be subdivided into two time segments,

1981.1985 and 1986-present. The sepment 1981.1985 is characteied by China's initial
export sales and the control system changes that wer effected to support those sales.
The second segment, 1986-pment, can be chacterized by a new emphasis on
developing more efient shipbuilding operations.

Any disussion of the period of export production best begins with a discussion
of the goal shift that brought China into the ship export market and the motivation
behind that goad shi. Next, this section discusses each of the two time segments
separately, hishlighting the changing industry focus. An understanding of how the
institutional and resource dependency petsectv apply to the organization is
achieved by concentrating on a select few control system changes that occurred in each

segment.
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1. aCk a Faes

goal of the Chinese economy and, more Ceina, Chinese apbwldthroughout the period of domestic production (1960-1980) was to develop ser

suffciency and indepenodence (Yuan-"i 1973, pp.W6.60). Nowe again didChn
want to be caught in the dependent position of having to rely on another country for
production inputs as it relied on the Soviet Union in the period of Soviet influence.
This goal, however, led to a problem. China's isolation from the developed world and
the purges that occurred in China's educational system during the Cultural Revolution
caused her to lag signficantly behind the rest of the world in technological capability
(Bunch, 1987a and Yuan-Li, 1973). This situation was true in shipbuilding as it was

throughout the industrial sector.
In the late 70s China began a program to catch up with the rest of the world

technologically. The essence of the program involved acquiring foreign technology
through purchas using joint venture, and educating Chinese at western institutions.
The catch i this program was that both aquhzg modem technology through import
and educating Chinese e gineers, educators, and manges requird large sums of
foresign exchange. But, forisgn exchange was a scar resource in China (lossey, 1987
and Muller, 1983).

In sipbuilding China aw the opportunity to dovop an existing industry and
to gmnate badly needed oreign exchange (Muller, 1983) If China could sell ships in
world markes, it could ue the reveu Srnemed fm those sales to fbnd the
mod aon effort. romoting foreign trade is qm of the esstial conditions for
mdniation (Zhao Shulian, 1986, pJk28). Forme Chin Premisr Zhao Zlyang
also stesed the need to incm e expots to generate foreign excange in support of
the Tia ing more forign exchange by increasing exports is the key to
expanding economic tade and tchnoloia cange with foreign countris" (Zhou
ShulM, pj.m

u them, was part of the answer to China's dilemma of trying to
cath the rest of the wold ecoWsacafy and technoicl. Shipbuilding exports
would gmmt.ie foreign exhange that China would use to buy new modem
technology, as well as to educate the Chinee who would be able to implement that new
technology into Chine life and the economy. But when China first tried to sell ships
in world markets, she could find no buyers (Muller, 1983).
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Muller points out that several reasons existed for China's initial failure to
attract buyse

Chinese ships were 10 to 15 percent cheaper than comparable ships built in other
countries but were marked by unsophisticated technology, obsolete engines, and
other equipment and they lacked standardization between units of a class. Ships
built for export had to meet agreed standards for inte tionl certifcation, yet
China had never participated in certification conventions (Muller, 1983, p.18 3 ).

China had to overcome then obstacles to attrct the steady stream of ship buyers
ncar to participate freely in th interao market. Or, in other words, China
had to convince the international market that she was a competent, reliable

shipbuilder.
The control systems in place during the periods of Soviet influence and

domestic production placed most of their emphasis on developing strong organizational
and financial control elements. The least developed control elements were in the area
of quality control and productivity.

The year 1981 brought a series of major control system changes to the

Chnse shipbuilding structure bringing new emphasis, on quality control and
productiv 110ty Mlet. h control system changed becuse in deciding to compete on

the world shibuilding mrket, China had again redefined her ornizational
environment, subjeting it to difrent soal and new inflmes. China had to change
her control system in tha the existing system could not achieve aport des on the
world miket. If we look at these champas and thou still being implemed today in
the context of China's need to etablish an organization that was viewed as credible
md competent in the intaional ket we -m that the changes can be explaied
from an institutional perspective of control system evolution. The motivation for so
many of C-inas changes was simply China meeting the orI aionl requ Mts$ of
the world market. China did not make these changes to alter or solidiI any resource

input to the shipbuilding process other than the buyer resource. The chang were
made to fit the mode presaibed by the new market environment in which she chose to
compete. The institutional Psp ve helps to explain most of the significant
devlopm ts in the period when China appeared to be mking to establish a litimate

ngorganizaio
Recently, however, China's goals for shipbuilding have again semed to

change. China is beginning to stress efficiency in her ship production. China is also
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placing renewed emphasis on the quality control and productivity control elements
introduced during the initial years of export production. This shift in focus may signify
the beginning of a new period in Chinese ship production, though it is still too soon to
tell for sure. What is important is that these newest control system changes no longer
fit the legitimacy perspective of control system evolution. Instead, the resource
dependency perspective best explains this new developmet in the control-system. The

control system is tied to production e rather than decoupled and focused

toward legitimacy. A brief look at some of these recent, more subtle changes and an

explanatio of why these changes occurred is offered in the last part of the section.
2. hsthtlamwl Pegrsev

China's entry into world (non-Chinmese) shipbuilding markets precipitated the
shaping of China's shipbuilding organization along institutional lines. Until this point,
as we have seen. the evolution of China's shipbuilding control system can be explained

to a larg degree by the resource dependency perspective. Whe one studies the
Chinese managent control system from 1981 to present, however, this theory begins

to &al short in explaining the shape of the control sysmn structure.
In the early 190"s China discovered that trying to sell ships on the open

world market was radically different from selling ships in the internally controlled and
tightly regulated domestic market. The domestic market was characterized by an
almost insatiable desire for just about any ship built, as Muller points out.

In 1980, the Peoples Republic of China (P.PLC.) had more than 50 ships on
order from yards in Spain, West Gemany, Malta, Yugoslavia, Romania,
Pakistan, and Japan. (Additionally,) the purchas of foreign ships ... skyrocketed
after 1976. The ratio of purchased to domestically built tonnage joining the
Chieintertionalt ejumped fiom 7 to I ... in 1976 to 25.to I by1978. By
1930, such ratios had eased to be smaningfWl as almost all tonnage joining the
intenational Ch ag nurant fleet had ben built overseas (Muller, 1983,p.113).

Becaume of the umendous demand, quality control and productiity items like ship
registration ad standardization wwe minor issues for ships built in China for China.
As long as the ship could float and had some reasonable mans of propulsion, there
was a customer for that ship on the domeic market. In the world market the
situation was much different.

When China moved to begin exporting ships, it moved into a glutted world

market filled with fierce competition foma the most efficient, experienced,
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technologically advanced shipbuilders in the world: Japan, South Korea, Taiwan, the
United States, Europe, and other smaller countries. To compete n this environment,
the Chinese had to restructure their management control system by conforming to the
established rules of this market. China had to establish itself as a legitimate builder of
ships. Market competition was the force that catalyzed the change in Chinese shipyard
managem-nt control The alternative for China not to make this change was to not
sell ships in the open market.

The market evionmet that China faced when she reached the decision to
begin exorting ships represents a radical change for the shipyards from that-which
they encountered when they only had to fill domestic orders. For each exporting
shipyardthe rules had changed. No longer were they simply competing with other
government controled and subsidized domestic organizitions for scarce resources, they
were also opening themselves for acceptance and inspection by the world new-ship
market. They had to conform to the expectations of this market by evaluating the
quality of their ships as the rest of the world evaluated them.

The rest of the world evaluated shipbuilding capability larely on the strength
of quality control and productivity control elements (Bunch, 1987a). Prior to 1981, the
Chines were extremely weak in these areas. Missing were such essential elements as
standardization, quality control and quality assurance, management training, and the
use and acceptance of international ship registry.

The institutional perspective would predict that the gap between China and
the west-in these control areas might be seen by China as an obstacle to entering the
world shipbuilding market. China's expectation might be that legitimacy was a
prerequisite to sellin ships on the world market and those control elements were
necessy to establish leitimacy. The fact that China was unsuccessfulin her initial
at to nr the market (Muller, 1983) would tend to reinforce China's perception
of the international egimacy requirement for the world shipbuilding market.

The instuonal perspective would also predict that if this scenario were
accurate. China would move rapidly to establish market legitimacy by instituting the
required control system changes. In 1981 China began to establish or restructure
control in standardization, quality control, management training, and the use and
acceptac of international ship registry.

The fact that these control system changes occurred when China was changing
her shipbuiding environment to the world market and the goals of her industry to
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becoming a producer.on that market is the biggest indication that China altered her
orgaizational structure to become more acceptable or to appear more legitimate in
world shipbuilding circles. A few major changes in China's control system are now
examined to see how well the institutional perspective can explain the changes.

a. I Regishy of Chinese Buit Ships
Before 1981 and the start of Chinese ship exportation, no international ship

registry organization inspected or certified Chinese ships. China did not allow such
inspections because for domestic shipping companies there just was no motivation to
allow the inspection.

For ship export, however, ship certification is mandatory. Without it
western insurers like Lloyds will not insure the hull. Since ships do represent a major
capital expenditure, few private owners can afford to lose any one or more of their
ships. Insurance is necessary. Obviously, a shipowner will not buy a ship if the ship
cannot be insured. Without an insurer willing to carry the hull, the risk to shipping
companies and ship owners is just too great.

To insure a ship the insurer must have guarantees that carrying that ship is
a reasonable risk. They want to ensure that the ship is seaworthy for the conditions
for which it was designed. The criteria for insurance is ship registry. The ship can be
registered if it passes all required inspections and if construction and materials going
into the ship meet the minimum standards of the registry organization.

When China first entered the export market she found that no one would
buy hei-ships because no one would insure them for the new owners. The only
solution was to meet the institutional demands of the world market. In the early
1980's China began opening her shipyards to international registry organizations.
Additionally, China formed her own registry organization patterned after these other
organizations. The results were dramatic. Not only did this help make China

produced ships acceptable, and, more importantly, saleable, but these registry
organizations helped bring improvements to the way the Chinese shipyards were run.
They forced Chinese shipbuilding to employ the technology, construction techniques,
and management practices that helped make China more efficient in her ship
production. And this improved efficiency helped make China more competitive in her
new market. But regardless of the extra dividends registry brought, the Chinese
initially opened their shipyards to these practices to gain legitimacy in the market.
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b. -Quaity Cntrol
One offshoot of ship certification was the emphasis placed on quality

control As mentioned above, the inspectors from the registry organizations set up
offices in Chinese shipyards so they could monitor the construction of the vessels they
were certifying. From these offices came a wealth of education, training, and

significant suggestions for improving day to day operations in the shipyards. Business
China explains the role these classification societies play.

According to the CSSC, more then 90% of ships being built in China-for export
are surveyed and classified by LR (Lloyd's Register of Shipping). LR surveyors
stationed in Dalian, Shanghai, and Guangzhou have played a positive role ... in
helping to familiarize CSSC with prevailing rules and regulations on shipbuilding
and to improve the quality of products. LR's approval of some marine
equipment and steels produced in China has paved the way for their export
('China Industry,- 1983).

Prior to opening her doors to western expertise, China lacked any sort of
real quality control or quality assurance program. This deficiency showed up
dramatically in shipyard goods that China's industrial plant produced. In many ways
the products were seriously deficient or lacking. This was true from the ships
themselves to the steel that China would used to build the ships (Smith, 1987 and
Zhang, 1987). One example involved the new cargo ship Fengqing first mentioned in
chapter IV. As noted, the Ministry of Communications was so much in doubt about

the mechanical reliability of the new ship that it was considered unwise to put the ship
into long-distmce international service (Muller, 1983, p.180). As for steel production,
Zhang points out that a major problem with Chinese steel production was that the
mills just could not consistently produce batches of quality steel (Zhang, 1987). Many
of these problems could have been solved with an improved quality control program in
Chinese shipyards, but under the old control system in effect during domestic
production no incentive existed to do so ('Economic,' 1986). The only factor that
mattered was production. As long as the required number of ships was built, the
government would find a domestic buyer for that ship. China's internal demand for
ships was just too great (Muller, 1983, p.179).

The move to export changed the Chinese shipbuilding organization's
approach toward quality control. In the world market, successful shipbuilders all had
quality control programs. As part of ship certification, all critical steel used in hull
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construction had to be produced from a steel making operation that had a working

quality control program. Since China had no quality control program in her steel

making operation, she had to import all critical steel for her export ships. Most of this

steel came from Japan (Smith, 1987 and Zhang, 1987). The expectations of her

environment forced China to change the orientation of her control system. Not only

did she have to start importing steel but she also moved to establish a quality control

program in her own industries as well. However, the value the Chinese place in their

quality control program lies in the institutional legitimacy they see the program

bringing." Having an effective quality control program is not necessary; it is only
necessary that a structure for that quality control program exist.

Further evidence exists that China brought quality control into the

shipyard principally to legitimize the industry. Smith (1987) says that for a quality

control program to work, the top organizational executives must give that program

heavy emphasis. Top level management must demand quality. According to Smith,
this did not happen in Chinese shipyards. Although the quality control department in
a Chinese shipyard reported directly to the chief engineer, the chief engineer and

shipyard director did not demand enough from that department. Instead, the quality

control program seemed to be more of a program to satisfy the demands of buyers on
the international market. Chinese management did not give quality control the
required emphasis needed to make their program effective (Smith, 1987).

c. Stmwdardatien

- Standardization in shipbuilding exists largely because of three influences.

The first is the role played by classification societies. Classification societies need

objective criteria against which to evaluate the ships they are certifying. For each type

of vessel, the classification society establishes certain standards of materials, design,

and construction that the ship must be built to (Muller, 1983, p.18 3). The second

influence on standardization is the buyer. The buyer wants a ship built to certain

minimum specifications. Additionally, the buyer will want certain minimum features

built into the ship. This may include material, design or construction specifications.

This demand also contributes to standards in that it helps establish a minimum level of

construction. The third motivating force behind standardization in shipbuilding is the

builder.

A motivating factor behind standardization was the need to demonstrate

competence to foreign buyers. The shipyards had to standardize the production
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process to appear legitimate to attract foreign buyers. Having a standardized

production process made the Chinese shipyards much more credible to foreign buyers,
and the Chinese realized this (Muller, 1983, p.183). In this regard bringing
standardization to Chinese shipyards was inspired more by the concern to be a
legitimate organization than by any need to improve the efficiency (Meyer and Rowan,
1977).

However, though the initial motivation for the institution of
standardization was legitimacy, standardization in shipbuilding brings efficiency to the
productic i process. This point is emphasized by Cheng Tianzhu

Standardization work plays an important role in strengthening management of
enterprises, improving quality of output, shortening organizing and consolidation
of specialized production, and in coordinating overall relationships. It promotes
the growth of the shipbuilding industry and provides a fairly good foundation for
the further development of our national shipbuilding industry (Cheng Tianzhu,
1979).

Standardization is a control element that helps improve quality and
increase productivity. Before the period of export production nothing in the
environment demanded this improvement. Classification societies did not yet exist in
Chia. Buyers had little say in how their ship was built since all ship orders went
through the ministerial level in Beijing, circumventing any direct negotiation between
buyer and seller (Zheng, 1987). Finally, since the organization did not retain any
profits of-operation and all resources were supplied by the state (Farrell, 1987, Smith,
1987, and Zhang, 1987), efficiency was not a concern for the shipyards.

Export brought in classification societies and foreign buyers. Later came
the added incentive that the more efficiently the shipyard could build a ship, the larger
the return in foreign exchange the organization would realize from the ship sale.

d. Mauaemmi Traiing
Meyer and Rowan tell us that 'economic mrkets place a premium on

rationality and coordination. As markets expand, the related. networks in a given
domain become more complex and differentiated and organizations in that domain
must manage more internal and boundary spanning interdependencies (Meyer and
Rowan, 1977, p.342). This argument can be used to show that management training in
Chinese shipyards has institutional validity.
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In exporting China found herself moving into a faster expanding, more

complex market than domestic production provided. China entered a market where,
according to Meyer and Rowan, a premium is placed on rationality and coordination.
Education and management training were devices that China could use to improve its
industry's "rationality and coordination."

In terms of the market, management can be thought of as the personality
of an organization and the motivating force directing that organization. Better
educated or trained managers are better able to understand the forces at work in, and
the demdfds of, a complex market. If managers better understand the forces tliy are
working with, they can make more informed decisions and better coordinate their
organization's activities with the demands of the market. Improved coordination leads
to the market perception of a more rational organization, one that acts instead of
reacts.

Since entering the world shipbuilding market, China has made a major
commitment to improving the level of shipyard management training (Bunch, 1987d
and Smith, 1987). The intensity of management training has been increased in the
following ways:

*. An increased number of shipyard managers, design personnel and engineers
have been sent abroad for training;

*. An increased number of western shipbuilding, management, and technical
experts have been brought to the Chinese shipyards and marine institutes to
teach and train Chinese management.

*. !Se number of Chinese management students enrolled in Chinese universities
and technical institutes is at an all time high.

All successful shipbuilding industries give heavy emphasis to management training
(Bunch, 1987d).

However, in many ways the shipyard managers had little opportunity to
exercise their new management expertise. The reason for this was the strict control
over shipbuilding that the CSSC exercised in Beijing. Until recently, shipbuilding
headquarters controlled most major shipyard operations, including funding, planning,
marketing, and key personnel assignments (Bunch, 1987c and "China Industry," 983).
But because so much shipyard control was held in Beijing, the shipyard managers had
very little opportunity to utilize the new management training they had received.
Shipyard managers had only a limited say over shipyard operations. Thus, early in the
period of export production, the principal value of the increased education of shipyard
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managers and exposure to Western shipbuilding practices lay in creating an air of
knowledge, professional competency, and organizational legitimacy. The increased
competency of China's shipyard managers did not help improve the efficiency of
operations or the quality of product, it just made China look like a more capable

shipbuilder.
e. Jew Vent res

Joint ventures provided China with an operational capability that may not
have existed before or may have been undeveloped. In terms of institutional theory
joint venfires provided a quick, inexpensive way to close the gap between Chi:Ea and

the established market, both in terms of technology and structure. In a joint venture
the operation took the name of the established firm, and since that firm both set-up
and managed operations, China realized an increase in credibility in an area where it

may have been previously deficient.
An example of this is the case of Chinese marine motors. In the past

China has had problems producing dependable marine motors, both electric and diesel
powered (Bunch, 1987a, Smith, 1987, Zhang, 1987, and "Shipbuilding in China,- 1985,
p.99). Now, however, through joint ventures with a variety of Japanese and western
firms ("Overseas Links," 1984), Chinese yards are seen as a competent manufacturer in
this area ('Overseas Links," 1984 and "Shipbuilding in China," 1985). Though this

competency is highly dependent on the foreign partner's contribution to the enterprise,
Chinese industry benefits from the association.

One advantage with license agreements is that, like joint ventures, it helps
China establish a credibility that did not previously exist. An example is China's
experience producing marine diesel engines. In the period of domestic production

China's shipbuilding capacity was limited by her ability to produce engines large
enough and dependable enough to power vessels on worldwide voyages (Muller, 1983,
p.118). Now, however, China exports marine diesels, producing European MAN-
B&W, Sulzer, and SEMT-Pielstick engines in Chinese shipyards under licensing
agreements ('Overseas Links," 1984). The licensor's established product has helped
sigificty improve China's reputation in the production area (Lloyd's List, 1987).

Using control system techniques like license and joint ventures, China is
building its credibility as a shipbuilder. "China's intention is to show the outside world
that it is capable of building in competition with other Far Eastern yards, principally in

Japan and S. Korea" ('Shipbuilding in China,' 1985, p.99).
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From the pressures of a new environment created by China's entry into the
world shipbuilding market, we see China's shipyard management control system
undergoing significant change. In working to achieve effectiveness, the shipbuilding
industry added to and revised cohtrol structures relating to productivity and quality
control Yet, while the shape and structure of the organization was changing

sigficantly, her actual way of doing business changed little.
3. 1980 Pront: A Shift Back to Resoure Depenecy?

Institutional theory helps explain the major changes China made in the

shipbuilding control system once she entered the export market. Yet, institutional
theory does not explain all the changes in the control system, especially recent changes

in that system.
At the beginning of export production, China added control system structure

to match that found at western shipyards. As noted, controls like quality control and
standardization were added without giving those controls the attention necessary to
make them work (Smith, 1987). These control system changes were made independent

of the immediate efticacy of the control. The controls were part of the decoupling
process which separated production from the control structure. Quality control
(discussed in chapter III) had an established structure, yet had little affect on daily
production activities. Because of this apparent lack of emphasis on instituting effective
controls (1981-1985), the intent of the industry seemed to be to build the

organiiaonal structure necessary to fit China into a niche in the world market.
In the past several years China has seemed to grant more autonomy to the

local shipyards and to give the local shipyard directors more of a free hand in
managing their enterprises. Increased autonomy has come through control system
innovations like the fictory director responsibility system, increased incentives for

shipyard workers, new sources of financing for the shipyards, a greater marketing effort
by each individual shipyard, and increased shipyard participation in the education and
training of her workforce. These and other reforms, which indicate a start in the

shifting of local shipyard control to the shipyard, are not as easily explained by
institutional theory.

Now, however, one sees an increased emphasis on efficiency in the shipyard
and new experiments in shipyard management in attempts to achieve efficiency gains.
China has been living increased attention to building a control system specially suited

87



to address the problems found in the Chinese shipyard. Progress in areas like
education, incentives, and quality control is proof that the evolving shipyard control
system is now one founded on the demands of technical production and exchange
(Meyer and Rowan, 1977). No longer are control system changes made independent of
the immediate efficacy of the control. Instead, the implications each control has on the
organization is considered before that control is adopted (Meyer and Rowan, 1977).

The factory director responsibility system is the best indication of this
phenomenon. Under this new incentive plan, factory directors are strongly concerned
with their immediate output and thus act to establish more contr6l over-their

organization ('New Rules,' 1977).

Just about all of the latest reforms have come in the area of quality control
and productivity. Areas addressed include incentives, joint venture and license,

education and training, quality control, and standards. Each of these areas of control

system change will be discussed in this section. The above list is only meant to be
representative of trends that are occuring in Chinese shipyard control.

China seems to be looking for new and innovative ways to improve her

performance as a world shipbuilder. Besides the new controls just mentioned, local

management has been given the increased authority needed to make the most effective

use of these controls. These recent changes may mark the beginning of a new period in
Chinese shipbuilding, a period of efficient production. However, it is still too early to

tell for sure.

- IfChina's initial shipyard goal (in the period of export production) was simply
to be able to sell ships on the world market, then that goal has long ago been realized.

China is now a viable force in the competition for export sales with approximately one-
fifth total ship production being exported and total tonnage exceeding 100,000 dwt

each year (Lloyd's List, 1986-1987). These figures do not indicate that China is an
efficient shipbuilder or that China builds high quality ships. They do say that China
has achieved a basic level of competence where she can compete for new orders with

other shipbuilding nations (Lloyd's List, 1986-1987).
Now, however, to become more competitive, to keep costs down, and improve

the profits realized by her operations, Chinese shipbuilding must become more efficient.

If China can improve the efficiency of her operation, she will improve the foreign

exchange return she realizes from her operations.
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Besides concern for efficiency and the desire to increase foreign exchange
earmins from ship sales, corporate memory has also had an impact in changing the
direction of control system changes during the period of export production. It, too,
has been an influence in shifting shipbuilding focus from form and structure to
efficiency and high productivity operations. Though not previously mentioned in this
paper, corporate memory is illustrative of the assimilation process that the shipyard

organization is experiencing. This assimilation process plays an important role in
control system evolution.

Two facts support this position. First, China's shipyard knowledge baise of
western control structure is much larger than it was eight years ago. Many Chinese
managers have now been trained in the idea of efficient, quality production and
introduced to the possibilities offered by quality control and productivity control
elements. Second, Chinese managers are just starting to learn how to utilize quality
control and productivity control structures. While many of these controls were created
to meet institutional concerns seven years ago, the managers are just starting to see
what it takes to make these controls effective and useful. This section will use the
resource dependency perspective to show how Chinese shipbuilding has changed from
an o ztion in search of legitimacy to possibly one most concerned with efficiency
and maximizing the return from her operations.

a. WEi, Cncns
By the early 1980's China had become a ship exporter (Muller, 1983,

p.18 3). -Sill, the foreign exchange that was being generated by these exports was being
limited by the large percentage of ship components and steel that had to be imported
to meet buyer and classification society standards ('China Industry," 30 March 1983,
p.48). If China could decrease her reliance on such imports and increase the domestic
capability to outfit the ships, then China would realize more of a profit from her ship
sales. The means to reduce her reliance on imported ship components was to improve
the quality control of her component and steel manufacturers and improve the
standards of manufacture of these components. Improvement in the quality of
domestic components could be achieved through such measures as using joint ventures
to bring in improved manufacturing techniques, licensing agreements to bring in
proven, well engineered designs, and using worker and management incentives to
improve the efficiency, quality, and output of the shipyards. In the past few years
China seems to have been moving more aggressively in these areas. Once efficiency
was not an issue, now it is fast becoming one (Economic Commission," 1986, p.k33).
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b. J t Ventwe and License
While both joint venture and production under licensing agreements help

give Chinese shipbuilding legitimacy in the world market, we must keep in mind that
the incentive behind China's drive to export is to create the foreign exchange earnings
that can be used to buy technology and education.

Both joint ventures and licensing agreements bring foreign expertise,
technology, and proven methods to China, and they do so with a minimum capital
expenditure. Joint ventures and license agreements also allow China to make
maximum use of its cheap labor supply, while still making use of the advanced
technology and engineering expertise available in more advanced countries (*China and.
Singapore,- 1981). Or, in other words, both joint ventures and licensing help improve
the efficiency of Chinese manufacturing. These two aspects of the control system have
probably helped modernize Chinese industry more that any other input. Evidence of
this includes expansion of China's production ability into new areas like marine diesels,
electric motors, turbochargers, generators, gearboxes, and other areas mentioned in
chapter 111, as well as the improvement in quality in production areas that China was
already active in (Bunch, 1987d, Lloyd's List, 1987, and Smith, 1987).

The modernization of the shipbuilding industry reflects positively on the
control the shipyards have over their exchange relationships. By improving the quality
of their marine products and by expanding their production capabilities, the market is
faced with a more versatile, more capable China that is better equipped to compete on
an equal level with other shipbuilding nations. Not only has the variety of products
that Chinese shipyards can offer expanded, thus increasing sales opportunities, but also
the improvement in quality, or the buyer's perception of a. quality improvement, has
enabled Chinese shipbuilding to acquire more buyers.

c. Iaceanves
New ventures into providing naterial incentives for shipyard workers and

management is representative of a new perspective of Chinese shipyard control. An
understanding of this idea is facilitated by some knowledge of the past history and
philosophy of incentives in China.

Until the early 1980's no effort was made to try and improve the
productivity of shipyard workers through incentives. The only incentive that existed
for industrial workers was the motivation of loyalty to the party and state, but this was
not always an effective incentive. Since everyone was expected to do the utmost
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(Fairbank, Reischauer, and Craig, 1978, pp.919.920), material incentives were just not
considered necessary.

The lack of an incentive system hurt China. Without material incentives
for management or the individual worker, both productivity and the quality of shipyard
products suffered. Dr. Boris Butman, a former Soviet shipbuilding engineer, says that
in a socialist environment, as exists in the communist countries, productivity and
quality will always be a problem. In fact, Dr. Butman says,

the more socialist principles are employed the more {productivity and) quality
will decrease. (Productivity and) quality depend on the interest of the worker,
and the worker's interest will be a function of the incentive he has to do the job.
In socialist countries employees do not have any incentive to do a good job. In
countries like China and the Soviet Union the employees have a guaranteed job
with a set wage. So no incentive exists to do a good job (Butman, 1987).

As long as China did not export, low shipyard productivity was not a
recognizable problem. Industrial inefficiency was hidden by doctored production
figures and quotas that were set artificially low (Choh, 1962 and Barnett, 1974).
Production inefficiencies were written off to unexplainable, unavoidable problems such
as delays of materials, a shortage of trained, high skill workers, the weakness of the
economy, and the history of failures the Chinese government had already experienced
(Barnett, 1974 and Jones, 1980).

This situation could exist because the shipyards had no competition. They
produced-a strategic good for an insatiable market. Because of greater social and
political problems, no one noticed if they were inefficient producers as long as they
were producers. In this environment material incentives designed to increase
productivity were not an important consideration.

Initially in the period of export production the situation did not
significantly change. In the early 1980s the Chinese were concerned with simple
effectiveness. Efficiency was not an issue and the shipyards were willing to pour
unlimited quantities of resources into the production process (Bunch, 1987d). During
this period they did not worry about controlling through incentives.

In the last two years shipyard goals have changed to where they are more
concerned with efficiency. Since having achieved success in export, the Chinese are
starting to experiment with ways to become more efficient. Shipyard management has
become cognizant that they are now a minor player in the world market. To survive in
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this new competitive environment, they have to become more efficent to guarantee
organizationl survival. One means they have taken to become more efficient is to
improve productivity through incentives.

One type of incentive system with which China has experimented is profit

sharing. The experiment was first tried in Dalian ('China Fights," 1987, p.15). Dalian
management works under a profit goal with everything up to a certain level going to

the state and everything over that quota retained by the shipyard to use as it sees fit.

Dalian management has considerably more say over how its shipyard is run than do
other noi*profit oriented CSSC shipyards. That includes how much it pays its
workers. Dalian now has the fieedom to return profit sharing funds to its workers to

further motivate productivity and quality oriented behavior ('China Fights,O 1987).

The Dalian experiment is being applied to more and more shipyards

(Bunch, 1987d). Now that the local shipyards have more control over their operations,
they too are experimenting in ways to improve worker performance. Having the extra

profit sharing funds gives the shipyards a tool to further motivate workers and not just
through wage increases. Increases in productivity can be motivated and achieved

through improved training and increased social benefits as well. These incentives are

being tried in all Chinese shipyards.
The resource dependency perspective explains the use of incentives in the

following manner. Incentives increase the control management has over its
organization while the organization's discretion and capability to take desired action is
directly- Rlated to the extent the organization can control and motivate behavior

(Pfeffer and Salancik, 1978, p.2 60). Thus incentives increase the ability of the

organization to take desired action.

The shipyard workers can be viewed as actors in the organization who are
in a position to contribute'a variable level of effort that influences the actions of the

organization (Pfeffer and Salancik, 1978). The organization is motivated to control
this influence, and a major means of control is achieved through incentives. The more
control the organization achieves, the more the organization can influence efficient

operations. And increased efficiency and maximized resource utilization increases the

stability of the shipyard (Pfeffer and Salancik, 1978).

A Fade Directer RasposibiUity System
In the last several years China has been making significant moves to give

factory/shipyard management full control over their organization. In January 1987
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O " Nm l au i pmulgtdthree sets of new regulations to promote the
yt of &cta dretors assumin M responsibility for production and
unamur (Now Rule." 1987, p.1). The three new regulations, along with other

recent cbang. in Chinese management are "desind to shift Chinese management
from the old director reponsibility system under the leadership of the party committee

{a centralized set-up) to the new system of makin directors Mally responsible for

production and managemen" (ONew Rules," 1987, p.I), a much more decentralized

mogational structum
This shift in control to the local level gave the factory directormore

decision makin authority and thus improved the operation of the plants. Areas where
directors would have more say include operation, production, and trade unions. All of
this signifies a new focus for Chinese industy. Efficiency and holding local
management responsible for performance are now key issues.

Efficiency and local management responsibility are both important resource
d d oriented ideas (Pfeffer and Salancik, 1978). Both concepts task shipyard

manageent with conscious concern for resource maximization and organizational
stability. They stress organizational performance and emphasize the health of the

organization.
Efficiency is important because improved efficiency will help reduce the

organization's dependence on resource exchanges with external agents. If the

organization can reduce these resource exchanges, its dependence on the organization

is reduced-and more control over the organization shifts back to it. The organization
becomes less resource dependent on its environment and the agents in that

environment (Pfeffer and Salancik, 1978, p.109).

With the new orientation of managing the shipyards as profit centers,

however, the new regulations also emphasize the role of workers' congresses and other

forms of democratic management. So, although the organization's management is

given more latitude, the party seems to be leaving the door open to retake firm control

should attitudes or circumstances change.

e. M Afa11rso ubldhg

An important concept in the resource dependency perspective is that the
survivability of the organization is always in question, that the organization is

constantly motivated by a concern for the continued existence of the venture.

Organizational survival is achieved by actively and directly confronting the problem of
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acqiring resources. Organizations that are resource dependent will seek stability and
certainty in their resource exchanges. One important resource exchange is the training
of workers and management.

Trained workers are a resource in that their training leads to improved
productivity for the organization. Organization sponsored training is an exchange in

that workers and management are given new skills and knowledge in return for the
improved performance level of those workers after they are trained.

The Chinese have recently taken very strong steps to improve the vitality of
ther shipbuilding industry by placing heavy emphasis on education and training,
including management training. Given the increasing emphasis on decision-making at

the shipyard level, emphasis on management training indicates a vision for the long
term health of the organization by ensuring a long term source of a vital resource--

skilled, knowledgeable managers.

The Chinese focus a great deal of their management training around
western expertise. Evidence exists to show that the Chinese are opening their doors to

western management training at every opportunity. The Chinese have established

formal joint educational programs with several western universities, including the
University of California at Berkeley, Stanford, the University of Houston, and others.

In these joint programs China provides the students and the western university
provides the professors (Smith; 1987).

The Chinese also encourage experienced western executives to share their
knowledgi. In 1983 Mr. Phillip Smith, the retired chief executive officer of Smith,

Yuill, and Company (a U.S. steel manufacturer) went to China to give a series of
strategic planning lectures to Chinese steel executives. In 1985 and 1986 he also served

as Dean of the Senior Executive Program .at the Dalian Institute of Technology (the

national center for industrial, scientific, and technology management development)

(Smith, 1987).
Mr. Smith's experience is not unique. The Chinese actively seek out these

western experts to garner their knowledge. Chinese students studying abroad at

western universities actively recruit their professors to come to China for seminars,

lecture series, and to pursue special projects. Professor Howard Bunch from the
University of Michigan's Transportation Research Institute has been involved in two

such educational ventures (Bunch, 1987a and Smith, 1987).
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This search for knowledge by the Chinese is important because it provides
a base of capable management to continue to develop Chinese shipyards and other
industries, a pool that can then pass its knowledge to other Chinese. The western
emphasis helps elevate Chinese shipbuilding to the advanced levels found in the west
and to accomplish this more quickly than by working alone. And lastly, by training
managers the organization creates the ability 'to direct the organization to more
favorable environments and to managing and establish negotiated environments
favorable to the organization' (PfefTer and Salancik, 1978, p.263).

At the start of the export period China gave substantial attention to
implementing quality control structure, but she directed little effort to actually making
quality control work. In the past several years indications are that that may be
changing. Top level management is now giving quality control the attention it must
have to work (Smith, 1987). This attention is demonstrated by Deng Xioping. "In the
past, we only stressed output value and quantity instead of quality" ("Economic
Commission,' 1986, p.k-33). Where China had paid lip service to quality control
making it no special priority, suddenly, the top leaders of the Communist party and
state government are now making quality control a national issue ('Economic
Commission," 1986).

This concern for quality highlights the shift in focus that Chinese industry,
including shipbuilding, has recently made. Quality now has real meaning. While few

real changes in the quality control program have occured yet, the most important
change is evidenced. And that is top level commitment to quality. If China is to be
consistent in this area, we should expect to see more and more quality control
emphasis in Chinese shipyards. Efficiency and profit maximization is the direction in
which industrial management is now focusing, and quality control is now an

part.

g. Standards
The problem with standards is they are useless if not muse The Chom

long realized that if they were effective in making o t

shipbuilding operation, the efficiency of that operatim. woud w " ,(rsg ( T
1979). Despite this recognition, as chapter 3 points ou. te Cb h,, .

great diffikulty in iting a standardizU. pro lc, tmm.i ,, -

and new incentives for local dshiyard "tmoi .
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-Aram and proit sharing- ma be solvg the implemenation
problem It certainly has livw I d on ne w meant for shipyard
mangeent In directing the positive efforts of sndalization back to the shpyad
the control system changes have refocused management attention on established but
no.wking control system elenuts like qut control and sandardization.

Foreign input taugt s* mamgr that sd atioo would help
reduce the cost of their operations (Muller, 193, p.184) If the cost of operations were
reced, then the syard would relze geer profits fom the sal of each shp. wit
partial rfxtion of tse profits by t loca shif For the first im us*pW
msaagmmnt had fte imive to wok to um ie foreiin echange earnings. For
the first time sYad m m t had the incentive to put the effort into makin
standardization work.

These incentives seem to be having a positive effect. High level shipyard
managemnt is now focuing1 more attention on 10101101in C t
and eqpndg thou progm -as well (lunch, 1987d and Smith, 1937) Shipyard
maeme is giving more support to vmkin s ad san dtion a high priority
item (conomic Co-ssiW. 1984

China's need for foreign curmn is what initially motivated her to enter
the export market as well as to seek hlmacy in that markft Foreign exhange was
needed for China to import t echnolo and educatoal resources necessary to
improve r industrial bas and move m rapidly into conei sas with other
nation; China's cbeap inaustable labor supply was infficient alone to change
China into an industrial power.

Initialy, just selling ships abroa and earning foreign exchange was
enough, regardless of how many resources had to go into the production proem
(Bunch, 1987d). China has come to realie howeve, that the more efficiently she can
produce ships, the large the return or profit from the sale of each ship. This
relization has helped p rmp Ruther control system changes like the factory director
rsystem, joint ventures, and other moves to help provide incentives and
means for local shipyard management to run their shipyards more efficiently. China
realizes that the resources she puts into shipbuilding can bring a better return.

This realization is playing a major role in implemnting China's rost recent
control system changs, changes that follow a resource dependency perspectiv As the
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*ipbi--yhg bmdu srocu shift, dh oanit is beginng to eatattt beg
leglmiAt Is GRot enug .I the competiiv sIpbuldings make China mus als be
hi*Ghl eOkimt Cia is leaning that the intttionaly oriented control structure pat
ito - in the a*y 198os does not have the cqbffity. of elicin efficiency- and
thu chage had to be, mad If China maintains this ne w goal of efficient ship

*prodmction, we may, -s China enter a new period of ship production, a period where
the novice dependency- theory wil continu to expain and predict the direction of the
chMinee--i OU
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