

永不妥协的艾科卡


Iacocca—An Autobiography



目录


原著作者



译者简介



特别选评导读



美国制

1. 家庭背景



2. 求学时光





Made In America

1. The Family



2. School Days





福特的故事

3. 渐入佳境



4. 锱铢必较



5. 管理长才



6. 野马奇迹



7. 再创佳绩



8. 迈向巅峰之路



9. 天堂中的风暴



10. 1975：致命的一年



11. 摊牌时刻



12. 重现生机





The Ford Story

3. Getting My Feet Wet



4. The Bean Counters



5. The Key To Management



6. The Mustang



7. Encore



8. The Road To The Top



9. Trouble In Paradise



10. 1975：That Fateful Year



11. The Showdown



12. The Day After





克赖斯勒的故事

13. 克赖斯勒招手



14. 误上沉船



15. 组织团队



16. 国王失踪的日子



17. 非常措施：向政府求助



18. 克赖斯勒值得救吗？



19. 走向国会



20. 身先士卒



21. 银行：水深火热的试炼



22. K型车与险度难关



23. 竞选公职传言



24. 苦乐参半的胜利





The Chrysler Story

13. Courted By Chrysler



14. Aboard A Sinking Ship



15. Building The Team



16. The Day The Shah Left Town



17. Drastic Measures：Going To The Government



18. Should Chrysler Be Saved？



19. Chrysler Goes To Congress



20. Equality Of Sacrifice



21.The Banks：Trial By Fire



22. The K-Car—And A Close Call



23. Public Man, Public Office



24. A Bittersweet Victory





有话直说

25. 劳动成本过高



26. 日本的挑战



27. 再现美国的伟大





Straight Talk

25. The High Cost Of Labor



26. The Japanese Challenge



27. Making America Great Again





结语



Epilogue



在地观点




原著作者



李·艾科卡与威廉·诺瓦克（Lee Iacocca with William Novak）


李·艾科卡生于1924年，毕业于宾夕法尼亚州伯力恒的理海大学。1949年，艾科卡进入福特汽车工作，透过独具的市场眼光与销售方法，让福特成为全球数一数二的汽车霸主；艾科卡并在1970年成为福特汽车公司总裁。1978年，艾科卡与亨利·福特理念不合，遭到福特解雇。同年，艾科卡离开福特后，随即担任克莱司勒汽车公司总裁，妙手回春，为克赖斯勒带来惊人的利润，并带领濒临危机的克赖斯勒从谷底再度翻起，写下汽车史上传奇的一页。
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淡江大学美国研究所毕业，从事翻译工作多年，译作包括《全球吊诡》、《大外交》、《竞争大未来》、《新竞争时代》等。


特别选评导读

百家争鸣的汽车霸业

汽车制造业是全球规模最大的制造业，版图横跨欧洲、美洲和日本，共有400万人投入这个产业，投资金额高达数亿美元。回顾这100年来，当初全世界只有德国和法国有六辆实验汽车；今天，各式各样的汽车不断推出陈新，大街小巷堵得水泄不通已经见怪不怪。根据统计，全世界的汽车加起来有3亿5,000万辆，全部车辆串联起来可达20万哩长，大约可绕地球六圈，是地球和月球之间距离的2/3。

全球汽车霸业的版图从二次世界大战结束后，便开始不断呈现高度扩张。60年代开始，汽车制造带动并促成欧洲战后的经济奇迹。70年代，汽车业界的缺点和第一次石油风暴袭击欧美，使得日本迈开步伐走上竞争的强权之路。80年代，美国、欧洲和日本都成为世界强权，百家争鸣也从此登场。

其中，便不得不谈到汽车业的传奇人物——李·艾科卡（Lee Iacocca）

艾科卡是近代美国汽车发展史上的杰出人才。在福特的32年里，艾科卡贡献良多，其中最叫人称许的，就是在1960年把猎鹰（Falcon）与野马（Mustang）两款性能、外观兼具的车系推上市场。这两款车系在销售奇才艾科卡的策画操盘下，突破以往的设计概念，果然引起风潮，造成福特在竞争激烈的市场大获全胜。

1978年，艾科卡与亨利·福特（Henry Ford）分道扬镳后，转战当时已经坠入谷底的克赖斯勒。不过，经过艾科卡的努力奋斗后，在短短六年内，便让克赖斯勒汽车从破产边缘咸鱼翻身，起死回生。而这段让人津津乐道的奋斗史，也写下艾科卡人生最辉煌的一页。

人生的大起大落，打造了艾科卡永不妥协的坚强个性，也造就了成功的人生。艾科卡说：「即使遭逢困境，仍该奋勇向前；即使世界分崩离析，也不要气馁。天下没有白吃的午餐，辛勤工作终必有心得。是这些信仰造就了伟大。」

关于本书：

本书曾创下全球百万的销售佳绩，成为史上最畅销的自传作品。

《Iacocca-An Autobiography》—Bantam，1984

《反败为胜：汽车巨人艾科卡自传》——天下文化出版，1993



美国制　
英文



1. 家庭背景

1902年，艾科卡的父亲尼可拉，抵达美国时才十二岁，过着贫穷、孤单又惊恐的生活。后来尼可拉回到意大利，娶了安托伊奈特为妻后，再度重返美国并归化为美国公民。尼可拉眼中的美国是一片自由大地——只要有企图心去追求目标，愿意为此打拼，就有机会实现任何愿望。

李·艾科卡生于1924年10月15日。那时候，他父亲已经在艾伦镇开了一家热狗餐厅。尼可拉灌输儿子两大原则：第一，绝不做资本密集的生意，因为到头来你会成为银行业者的囊中物。第二，景气不好时，一定要做食品生意，因为人总是得吃东西。（艾科卡在1952年，差一点就要开起食品连锁店，这比麦当劳创办人雷·科罗克的眼光还早了许多年。不过艾科卡后来决定放弃。）

艾科卡的父亲非常热中汽车业，并因此投资了一家叫做「任你开」的早期汽车租赁公司。很快地，这家公司的汽车就增加到三十辆。艾科卡十五岁时，便立志将来要投身汽车业，并且全力以赴。

艾科卡把自己在营销方面的天分归功于父亲。他的父亲拥有几家电影院，而且不时有别出心裁的促销活动，其中最令人津津乐道的，就是他选出脸上最脏的十个小孩，当天可以免费入场。

1920年代，艾科卡的家境富裕。后来发生经济大恐慌，艾科卡一家虽然幸免于难，但也只剩条命。眼看所有赚来的钱，在一夜之间几乎化为乌有，艾科卡的父亲震惊不已。幸好他的父亲根基雄厚，才得以度过大恐慌最黯淡的日子。一路走来，艾科卡的父亲严守买卖一定付清的坚持，不许家人有任何赊欠，甚至不能办信用卡；同时坚持子女的任何债务必须有借有还。

艾科卡的父亲时常挂在嘴边的训诫如下：


	「人生有些悲伤是好的；如果没有悲伤，你就永远无法知道幸福是什么。」

	「既然能跑，为什么要走。」

	「如果对方块头比你大，就别硬碰硬；多用脑袋，不要靠拳头。」



艾科卡的父亲于1973年因白血病过世。

2. 求学时光

十一岁以前，艾科卡从来未意识到自己是意大利人。但自小受到偏颇待遇留下的疙瘩，直到今天心中仍然有阴影。偏见不只限于学校，他生活的每个层面都难以幸免。

求学时，艾科卡学到最重要的一件事，便是如何沟通。他学会怎么用文字清楚表达自己，怎么当着众人演讲，怎么增加字汇。参加辩论队也是很重要的一步，可以锻炼表达个人思想和随机应变的机智。

有一次他罹患风湿热，养病期间开始看书，不久便产生极大的兴趣，只要手边找得到的，什么书都来者不拒。这对艾科卡的成绩很有帮助，高中毕业时他名列前茅；课外活动方面，他参加了大乐团、戏剧社、辩论队、拉丁社、棒球、政治和练习吹奏萨克斯风。

日本侵袭珍珠港时，艾科卡正好在读高中，他迫不及待想投笔从戎，却因为得过风湿热，被判定体位不合格。但是班上同学大部分被征召，有许多人战死沙场。他感到丢脸，觉得自己像二等公民，就把自己埋在书堆里。

艾科卡决定主修工程，被普渡大学拒绝后，进入宾夕法尼亚州伯力恒的理海大学就读（距艾伦镇的家约半小时车程）。

大学期间，艾科卡养成按表作息的习惯，从此始终奉行不渝。周一到周五辛勤工作，周末休息陪伴家人，然后在每个周日晚上，为未来一周设定目标。他秉持的原则是，人必须决定自己的优先要务并且全力以赴。

战争对艾科卡反而是因祸得福。正常情况下一班有五十个学生的班级，现在因为战争，班上经常只剩下五人，其他都去打仗了。这表示他受到极高质量的教育。后来艾科卡从机械工程改念工业工程，最后又转攻商业课程，最后以优异成绩毕业。

还没毕业前，艾科卡就决定要为福特公司工作，理由只因为他开的是1938年的福特车。他曾一边开车一边跟朋友开玩笑：「这些家伙需要我。能造出这么糟的车子，他们一定用得上几个帮手。」当年想要弄懂汽车的上策是自己有车，因为战争使所有的零件严重缺货。艾科卡去见福特的招募主管，经过一次次的面谈，终于获得录取，进入福特工作。



Made In America　
中文



1. The Family

Iacocca's father, Nicola, arrived in America in 1902 at the age of twelve—poor, alone and scared. He returned to Italy to marry Antoinette and returned to America as a new American citizen. Nicola saw America as the land of freedom—the freedom to become anything you wanted to be, if you wanted it bad enough and were willing to work for it.

Lee Iacocca was born 15th October 1924. By that time, his father had opened a hot-dog restaurant in Allentown. He drilled two principles into Lee；never get into a capital-intensive business because the bankers will end up owning you. And when times get tough, get into a food business because people will always need to eat.（Lee came very close to actually starting a food franchise in 1952, long before McDonalds was a gleam in Ray Kroc's eye. He decided against it in the end）.

His father was passionately involved in motor vehicles, and invested in a very early car rental business called U-Drive-It. This soon built up to a fleet of 30 cars. By the time Lee was 15 years old, he had decided that his future lay in the automobile business and all his energies were directed towards that goal.

Lee credits his father with his instinct for marketing. He owned a couple of movie theatres which were widely known for special offers. People still talk about the day he announced that the ten kids with the dirtiest faces would be admitted free.

In the 1920's, the Iacocca family did very well. Then came the Depression. The Iacocca's survived, but that was about all. His father got quite a shock when he saw all the money he had made lost almost overnight. He did, however, have a lot of irons in the fire which enabled him to weather the worst of the Depression. He had always kept to a very strict policy of paying for things as he went along, refusing to allow any of the family to charge anything or even possess a credit card. He insisted on his children paying back any money they borrowed from anyone else.

Some of his fathers favorite sayings included：


	"You've got to accept a little sorrow in life. You'll never really know what happiness is unless you have something to compare it to."

	"Why walk when you can run？"

	"If he's bigger than you are, don't fight back. Use your head instead of your fists."



Lee Iacocca's father died of leukemia in 1973.

2. School Days

Lee was 11 years old before he realized he was Italian. Being exposed to bigotry as a kid left its mark, and even today still leaves a bad taste in Lee's mouth. Prejudice was not limited just to school, but invaded every area of Lee's life.

The most important thing he learned in school was how to communicate. He learnt how to write clearly, speak in public and how to increase his vocabulary. Joining the debating team was a great move, as it taught how to express ideas well and how to think on your feet.

While recovering from a bout of rheumatic fever, Lee started reading books. This soon became a passion for reading everything he could get his hands on. This had a good effect on school grades and he graduated near the top of all his high school classes. Extracurricular activities included big band music, drama club, debating teams, Latin club, baseball, politics and plying the tenor sax.

Lee was in the middle of his senior high school year when Japan attacked Pearl Harbor. He couldn't wait to join up but he was classified as medically deferred due to his bout of Rheumatic fever. Most of his classmates were called up, however, and many of them died. Lee felt disgraced and a second-class citizen. He buried his head in his books.

Lee decided to go into engineering and after being turned down by Purdue University, he went to Le high University in Bethlehem, Pennsylvania（about half an hour's drive from his family home Allentown）.

While at College, Lee established a time schedule that has stuck with him ever since. He works hard Monday to Friday afternoon, takes the weekend off for his family and then outlines his goals for the coming week every Sunday night. He works on the principle that you have to decide on your priorities and give it all you've got.

The war was a blessing in disguise for Lee. Classes that normally had fifty students often had only five students while everyone was away fighting. This meant he received a very high quality education. Lee changed his major from Mechanical to industrial engineering and eventually to business. He graduated with high honors. He also took courses in psychology and abnormal psychology.

Even before graduating, Lee decided he wanted to work for Ford. This was simply because he drove a 1938 Ford. He used to joke with his friends while driving his car，"These guys need me. Anybody who can build a car this bad can use some help." In those days, owning a car was an excellent way to learn about them, as the war made all spare parts very scarce. Lee went to see the Ford recruiter, went through the interviews and was eventually selected to begin working for Ford.



福特的故事　
英文



3. 渐入佳境

1949年8月，艾科卡开始在福特担任见习工程师，工作内容是巡回到公司各个部门实习数日或数周，以便熟悉制造汽车的每一个步骤。他被分派到红河厂，是全世界最大的制造厂区。

这是个绝佳的机会，可以看到书本上的知识，如何实际应用。艾科卡有机会在制造过程的每一步骤实际动手操作，从采矿取得原料，炼制钢材，到最后的装配线。在装配线实习四周期间，双亲到工厂来看他。母亲看到他身穿工人服，就说：「读书读了十七年。你看，在班上考不到第一名的下场如何？」

艾科卡对营销或业务这类第一线的工作跃跃欲试。他发现自己虽然学的是工程，却喜欢与人一起工作，胜过与机器为伍。上司对此不以为然，可是还是决定，如果他可以自己在业务部门找到职缺，就让他转调业务部门。艾科卡很快跑到纽约，说服一位区域经理雇用他，担任车队销售部门一个低阶办公职员。

刚开始他做得并不顺利，整整过了两、三年左右才站稳脚步。不过他的确享有一项有利因素：当时二次大战已经结束，经过多年战时物资缺乏，现在大家对新车需求大增。

到1949年，艾科卡已当到宾州威克斯巴尔一带的业务经理，负责与十八家经销商密切合作。他很快就发现，经销商才是整个汽车业的灵魂。这些经销商虽然是依附在各家汽车公司，其实却是位居资本主义制度核心的创业家；况且他们才是真正把车厂生产的汽车销售出去和负责维修的人。

大多数汽车公司的高阶主管都缺乏这种眼光。但是在艾科卡看来，经销商是公司唯一的顾客。因此就算有时候可能有点逆耳，仔细聆听他们的意见也是理所当然的。

福特公司正经历痛苦的重整期，但这也表示内部有许多晋升的机会。

4. 锱铢必较

1956年份的福特车卖得不好，艾科卡想出一个新颖的计划——先付20％的头期款，其余分三年分期付款，月付56美元，就可以买车。三个月内，费城销售区就从全国最后一名变成第一。这个构想获得全国总部采用，艾科卡也升任华盛顿特区区域经理。

艾科卡于1956年娶玛丽·麦克李利为妻，她是福特某装配厂的接待员。出发度蜜月前，艾科卡接到通知，获升为福特车系事业部的汽车暨卡车业务主管，必须赴底特律就职。不到一年，他又成为汽车营销部主管，当时是1960年3月，他的上司是罗伯·麦纳马拉（后来担任肯尼迪时代国防部长）。

麦纳马拉自1945年大战结束后，便开始替福特工作。他们共有十名空军统计控制局的军官，想要继续在一起工作。他们与亨利·福特见面，并且告诉福特，他们可以像在空军时一样，为福特公司改进成本效率。他们提出的是包裹方案，要就十个一起雇用，否则就一个都不要。亨利·福特很明智地答应了，这十个人当中，后来麦纳马拉及亚杰·米勒都曾当上福特的总裁。

麦纳马拉和一批财务分析专家，为福特引进亟需的财务管控。他们建立管控制度，使公司每个事业部为其盈亏负责。财务人员（锱铢必较者）天生就防御心重、保守悲观；而在篱笆另一边的是业务和营销人员——积极进取、前卫乐观。每家公司都需要这两种人才，因为这两组人马之间天生的紧张关系，可以自成一个制衡系统。如果锱铢必较一方太弱，公司花钱将不知节制；可是他们如果太强，公司便无法应对市场变化、维持竞争力。

当麦纳马拉在1960年11月10日被任命为福特总裁时，艾科卡在同一天被调升到麦纳马拉原来的职位，福特车系事业部副总裁兼总经理。

5. 管理长才

三十六岁的时候，艾科卡就是全球第二大公司最大事业部的总经理。可是他在公司里几乎默默无闻。

当上总经理后，他的第一步动作包括实行季检讨制度，让所有高级主管有机会坐下来，写出他们未来三个月的工作目标。三个月后再举行考评会，检讨过去的成绩，并设定下一季的目标。如此把想法写在纸上的训练，逼得他们必须重视确切内容，排除各种暧昧模糊。

事后证明，此举对控制公司作业十分有用，也增加主管之间及主管与员工之间的沟通，并且使组织内不会有人迷失方向。

艾科卡对他的管理风格有如下的省思：如果要总结一个优秀经理人应具备的特质，我会说最要紧的是决断力。你可以用全世界最新颖的计算机，你可以搜集所有的图表和数字，但最后还是必须把信息综合起来，设定一个时间表，然后付诸行动。

我的管理风格向来是保守的。每次我冒风险，一定是我能够说服自己，有充分的相关研究和市场调查得以支持我的直觉，才会去做。我可能凭直觉行事，但必有事实作为后盾。有太多经理人，特别是高学历经理人，作决策时会绑手绑脚。他们总觉得必须掌握所有的数据，充分研究，计划才能保证成功。理论上是对的，但现实生活中行不通，某个时间点一到，你势必得放手一搏。一来，因为即使是正确的决定，如果错过时机，也变成错的。再者，没有事情是百分之百确定的。有时候就算最精明的经理人，也会像是被大狗牵着走的小男孩，得顺势而为。

不管教科书怎么说，企业经营最重要的决定都是由个人而非委员会做成的。我的政策一向是，在作最后决定前一路讲求民主，但定案时，我就成了铁面无私的统帅。「好，我已经听过所有人的意见。现在我们就如此这般去做。」

艾科卡发现，他在众人面前演讲时依然很紧张，于是报名参加卡内基演讲训练课程。他学到，即使对自己要讲的主题熟得不能再熟，可是听众不然，所以应该一开始就告诉听众你要讲的主题，结尾时再重复重点。演讲结束前，一定要吁请听众有所行动，不论那是什么——写信给政治人物，联络邻居，或考虑某个提议等等。

艾科卡对人的看法：成功的关键不在信息，在于人。我物色的高阶管理人，必须是有干劲的人。这种人不会以尽到本分为满足，他们永远想要做得更多，而且会向合作的伙伴伸出援手，帮对方把工作做得更好。

6. 野马奇迹

艾科卡接掌福特车系事业部时，猎鹰车系卖得很好，业绩十分突出。为乘胜追击，他们又着手开发德国制省油小型车，名为红雀。这款车是打算挑战德国的福斯汽车。红雀也像猎鹰一样，车型小、款式平实、价格经济。

艾科卡到欧洲去考察开发的进度时，发现红雀的款式很糟糕，没有行李箱，看起来像是委员会集体设计的产物。从德国回来后，他直接去找亨利·福特，告诉他红雀无法吸引年轻人，将来会变成「艾德索」（编按：以亨利·福特儿子命名的车型）第二。虽然福特公司已投资3,500万美元开发这款车，艾科卡还是说服了最高管理阶层避免更多亏损，就此放弃这个计划。

红雀被排除后，艾科卡得以放手推动自己的计划，他召集了一群聪明有创意的人才。这群人做的第一件事就是分析美国汽车市场的本质，以及社会环境的变迁。最后得到的结论是，市场正远离实用车辆，转向对年轻消费者具吸引力的汽车，款式要新，性能要强，价格要低。

这个委员会自1960年开始运作，到1962年便提出一款要放在猎鹰车系下的新车，是四人座的跑车。经过广泛层面的设计工作，野马车的雏形终于开发出来。公司决定在1964年4月纽约的世界博览会上，推出这款新车。野马一推出便在全美各地大卖。

野马是1964年4月17日上市的。在美国处处引起抢购热潮。阳春车的售价是2,368美金，还外加一长串的选购配备清单，花样多到一般买车人平均每辆车还会再多支出1,000美金，添购额外的配备。最初的估计是第一年可以卖出75,000台，但实际销售量是417,174台，同时有三座工厂拼命赶工，以满足市场的需要。仅仅两年，野马车就为福特赚进11亿美元的净利。

7. 再创佳绩

野马车的战果辉煌，因此艾科卡在1965年1月晋升为福特汽车暨卡车事业群的副总裁。在这个职位上，他负责福特及林肯-水星两个事业部所有新汽车和卡车的规划、生产和营销。

多年来，林肯——水星事业部，这个专做高价、豪华房车的事业部，一直是福特家族中最弱的一环。艾科卡决定要让这一系列的产品别出心裁且令人激赏。他敦促各新车小组努力以赴，到1967年，他觉得可以推出侯爵和美洲豹两款新车；后来又加入马克三型。

到1970年，重现生机的林肯-水星事业部，净利超过10亿美元。

8. 迈向巅峰之路

1968年，艾科卡44岁，拥有野马车的辉煌纪录，林肯——水星事业部的转亏为盈，更证明那绝非一时侥幸。各方一致看好他会是下一任福特总裁。就在前程一片大好之际，命运开始捉弄人。

亨利·福特延揽富有盛名的通用汽车执行副总裁塞蒙·克努森，来担任福特的总裁。他的年薪高达60万美元，与亨利·福特不相上下。昵称邦基的克努森于1968年初冬就任，当时艾科卡正与家人一道滑雪度假。

亨利·福特特地向艾科卡保证，将来他还有当福特总裁的机会，并说邦基可以为福特团队带来许多通用汽车的智慧。艾科卡认为此举对他的前途是严重打击，便考虑辞职。不过大家都劝他，邦基其实不怎么样，于是他决定坚持下去，静观情势发展。况且他爱汽车这一行，也喜欢福特公司。

克努森发现在福特工作与在通用汽车大异其趣；福特永远行动快速，且竞争气氛浓厚。克努森彷佛离水的鱼，撑不到两年，亨利·福特便请他走路。

艾科卡在1970年12月10日，登上福特汽车公司总裁的宝座。

艾科卡上任后首要的作为之一，是展开降低成本计划。前一年福特赚进占总营业额3.5％的利润，艾科卡则定下次年必须提高到5％的目标。他判定达到这个目标最好的办法，就是推行节省成本计划。他开始向公司各领域寻找省钱的机会，也着手出售任何赔钱的部门。

9. 天堂中的风暴

在艾科卡成为总裁前，亨利·福特一直是个远在天边的人物。如今他们的办公室比邻而居，两人也要出席许多相同的会议。他认识福特愈深，就愈对公司的前途——和他个人的前途，感到忧虑。

1973年石油危机发生时，福特完全措手不及。艾科卡和亨利·福特两人对是否要开发轻巧省油车针锋相对，福特极力反对，艾科卡百分之百赞成。到最后，艾科卡终能说服福特，看出这么做的必要性，于是福特开发出嘉年华，1979年在欧洲上市。就在此时，日本进口车则在美国攻城略地。

亨利·福特也对艾科卡在外界的声望有些介意。他要让全世界知道，福特汽车公司依旧是他在掌舵，也确确实实把这个讯息传递了出去。

10. 1975：致命的一年

1975年艾科卡判断，亨利·福特正在有预谋地计划，羞辱他，逼他辞职。此事起于福特开始出现胸痛，他觉悟到自己不可能永远活着经营福特公司。他也心有定论，不愿死后把公司交到意大利移民之子的手中。所以他开始刻意设法打压艾科卡。唯一的麻烦是，公司正值前所未有的荣景，所有经销商又都是艾科卡坚强的后盾。

亨利·福特先是取消所有艾科卡发起正在执行中的开发计划。此举对公司的伤害颇大，因为这当中大部分计划都是针对生产更省油的汽车，以因应油价上涨的问题，可是福特仍然一意孤行。

其次亨利·福特检视公司员工，凡是与艾科卡关系太近者马上解雇。接着他展开秘密行动，聘请私家侦探调查艾科卡担任总裁期间，是否有任何中饱私囊的行为。经过半年，花了200万美元，却一无所获。

1975年结束时，福特总部内笼罩着恐怖的气氛。

11. 摊牌时刻

以1976及1977年公司内部的紧张气氛，有人问他当时为何不求去。他答：「我发现每年97万美元的收入，几乎不可能说走就走。我对这每年一百万实在难以割舍，所以不愿面对现实。同时我也以为董事会会认定亨利失去了理智，最后让我独立来经营公司。」

「我也很贪心，我喜欢总裁的工作。我知道自己对公司多么有价值。我的想法很天真，我一心盼望，因为我们是上市公司，所以能力强的人会赢。」

最后在1978年7月13日，亨利·福特召见艾科卡，并告知艾科卡将在五十四岁生日当天被解雇，那是1978年10月15日。这个时机令人费解，因为福特汽车才刚达到成立以来获利最高的两年。1977及1978年的总营收也都超出18亿美元。公司的财务状况好得不能再好，但福特就是无法忍受除了他自己以外，有任何人被视为与他的公司密不可分。

艾科卡明白，老实说他对此事是无可奈何，不过他仍对亨利撂下话，说福特永远不会再达到过去这两年的获利及营收高峰。

虽然很早便知道会有这么一天，但此事对艾科卡和他的家人仍旧是极大的打击，起初艾科卡也一度心灰意冷，觉得自己32年来全心投入奉献的公司背叛了他。最可悲的是，他之所以被解职，只不过为了个性不合，而非他能力不足。

许多同仁向他表明，大家在道义上支持他，可是不能公开表达忠诚，因为公司内部整肃亲艾科卡派的行动仍在进行。

12. 重现生机

艾科卡对福特解雇他一事忿忿不平，决定要快一点找到另一份工作，以免被愤恨吞噬。媒体对他与福特的个性冲突有种种臆测，更有些侮辱性的评论是冲着他意大利出身而来，不过最后大家的结论都是，他是因为威胁到福特的企业王国才被解雇。
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3. Getting My Feet Wet

In August 1946, Lee Iacocca began working at Ford as a student engineer. The program was known as a loop operation which involved working for a few days or weeks in every department in the company. The goal was to become familiar with every stage of manufacturing a car. He was assigned to the River Rouge plant, the largest manufacturing complex in the world.

This was an excellent opportunity to see the practical application of everything previously read about in his books. He had the chance to work hands-on in every step of the manufacturing process from mining the raw materials to the steel foundry to the final assembly line. During a four week stint on the assembly line, his parents came to visit him. His mother, observing him in overalls, said，"Seventeen years you went to school. See what happens to dummies who didn't finish first in their class？"

Lee was eager to be where the real action was—marketing or sales. He realized he liked working with people more than machines, even though his formal education had been in engineering. His supervisors were not amused, but decided he could move into sales in the company if he found a job in a sales department on his own. He promptly went to New York and talked a District Manager into hiring him for a low-level desk job in fleet sales.

The first forays into sales were awkward affairs. It actually took Lee about two or three years before he found his feet. However, he did have one factor in his favor. It was now the end of the Second World War, and people were clamoring for new cars again after years of war time shortages.

By 1949, Lee was zone manager in Wilkes-Barre, Pennsylvania. His job was to work closely with 18 dealers. He soon realized that it is the dealers who are the guts of the entire car business. While they have a relationship with the car company, they are really entrepreneurs at the heart of the Capitalist system itself. And they are the ones actually selling and servicing the cars the factory turns out.

Most auto company executives have failed to grasp this concept. However, to Lee, the dealers are the only customers the company has. So it is only common sense to listen very carefully to what they have to say, even if you don't always like what you hear.

Ford was in the throes of reorganization which meant there was plenty of room for advancement.

4. The Bean Counters

When sales of the 1956 Fords were slow, Lee came up with a novel new plan—to offer the cars for 20％down followed by three years of monthly payments of $ 56 per month. Within three months, the Philadelphia sales district moved from last place in the country to first. The concept was picked up by national headquarters, and Lee was promoted to District Manager, Washington D.C.

Lee Iacocca was married on 29th September 1956 to Mary McCleary, a receptionist in a Ford assembly plant. Just before leaving on his honeymoon, he was told that he was being promoted to head of car & truck sales for the Ford Division, which would involve moving to Detroit. Within a year, Lee became head of car marketing. It was March 1960.His boss was Robert McNamara.

McNamara had begun working for Ford when the War ended in 1945. A group of ten officers from the Air Force Office of Statistical Control wanted to continue working as a team. They met with Henry Ford and told him they could improve cost efficiency at Ford as they had in the Air Force. They were offering him a package deal, requiring hiring all ten of them or none at all. Wisely, Henry Ford agreed and from within their ranks McNamara and Arjay Miller would eventually become Presidents of Ford.

McNamara and numerous other financial analysts brought to Ford much needed financial controls. They instituted controls so each section in the company could be accountable for its own profit and loss. By their very nature, the financial men（or bean counters）tended to be defensive, conservative and pessimistic. On the other side of the fence are the guys in sales and marketing—aggressive, speculative and optimistic. Any company needs both as the natural tension between the two groups creates its own system of checks and balances. If the bean counters are too weak, the company will spend itself into oblivion. But if they're too strong, the company won't meet the market or stay competitive.

When McNamara was made President of Ford on 10th November 1960, Lee was promoted the same day to fill his old position of Vice-President and General Manager of the Ford division.

5. The Key To Management

At the age of thirty-six, Lee Iacocca was the general manager of the biggest division in the world's second largest company. At the same time, he was virtually unknown within the company.

One of his first moves as General Manager of the Ford Division was to introduce a quarterly review system in which all executives had the opportunity to sit down and write out their goals and targets for the next three months. At the end of three months, an evaluation session reviewing the progress over the last three months and setting goals for the next three months was then held. The discipline of writing the ideas down on paper forced them to get down to specifics and do away with all kinds of vagueness and fuzziness.

This turned out to be an excellent way to control the operation of the company. It also increased the dialogue between the managers and other employees, as well as making sure no one gets lost in the system.

Lee Iacocca's thoughts on his management style：If I had to sum up the qualities that make a good manager, I'd say that it comes down to decisiveness. You can use the fanciest computers in the world and you can gather all the charts and numbers, but in the end you have to bring all your information together, set up a timetable and act.

My Management style has always been conservative. Whenever I've taken risks, it's been after satisfying myself that the research and the market studies supported my instincts. I may act on my intuition—but only if my hunches are supported by the facts. Too many managers let themselves get weighed down in their decision-making, especially those with too much education. It's perfectly natural to want all the facts and to hold out for the research that guarantees a particular program will work. That's fine in theory, but real life doesn't work that way. At some point, you've got to take that leap of faith. First, because even the right decision is wrong if it's made too late. Second, because there's no such thing as certainty. There are times when even the best manager is like the little boy with the big dog waiting to see where the dog wants to go so he can take him there.

Despite what the textbooks say, most important decisions in corporate life are made by individuals, not by committees. My policy has always been to be democratic all the way to the point of decision. Then I become the ruthless commander. "Okay, I've heard everybody. Now here's what we're going to do."

Lee found that he was still nervous as a speaker, so he enrolled in the Dale Carnegie course on public speaking. He learnt that even if you knew your subject cold, your audience didn't. So you should start by telling them what you're going to tell them. Then tell them. Finally, tell them what you've already told them. And always finish by asking the audience to do something, no matter what it is—write to some politician, call their neighbor, consider a certain proposition, etc.

Lee Iacocca on People：The key to success is not information. It's people. And the kind of people I look for to fill top management spots are the eager beavers. These are the guys who try to do more than they're expected to. They're always reaching. And reaching out to the people they work with, helping them to do their jobs better.

6. The Mustang

When Lee took over the Ford division, they were riding high on the spectacular success of the Falcon. To capitalize on that success, they were developing a German-built fuel efficient compact known as the Cardinal. This was intended to be America's response to the Volkswagen. Like the Falcon, it was small, plain and inexpensive.

He went to Europe to check progress and found the car had lousy styling, no boot and looked like it had been designed by a committee. On returning from Germany, he went directly to Henry Ford and told him the Cardinal would not appeal to the youth market, and would turn out to be another Edsel. Despite the fact that Ford had invested $ 35 million in its development thus far, Lee was able to convince the top management to cut their losses and leave it at that stage.

With the Cardinal out of the way, Lee was free to start work on his own project and he assembled a group of bright and creative guys together. The first thing they did was analyze the nature of the US car market, and the changes that were taking place in the social environment. They came to the conclusion that the market was moving away from functional cars to cars that would appeal to younger consumers, with great styling, strong performance and a low price.

The committee started work in 1960 and by 1962 had proposed a new model to be introduced to the Falcon range which was to be a four-seater sporty model. After quite a wide ranging design program, the basis of the Mustang was finally developed. It was decided to launch the new car at the World's Fair to be held in New York in April 1964. The Mustang proved to be an instant sales success throughout America.

The Mustang was released on 17th April 1964. It created pandemonium all over the country as people rushed to buy Mustangs. The car was priced at $ 2,368 and had a long list of options—so long that the average car buyer was spending another $ 1,000 per car on average for add-ons. The initial assumption was that 75,000 units would be sold in the first year—sales actually worked out to be 417,174 cars with three plants working on trying to keep up with the demand. In the first two years alone, the Mustang generated net profits of $ 1.1 billion.

7. Encore

The success of the Mustang was so apparent that Lee was promoted in January 1965 to vice-president of the corporate car and truck group of Ford. This meant he was now in charge of planning, production and marketing of all new cars and trucks in both the Ford and Lincoln-Mercury Divisions.

For years, Lincoln-Mercury had been the weakest company in the Ford family. This was the division that made high-priced, up scale cars. Lee decided the company's product range needed to be distinctive and exciting. He got the new car teams working, and by 1967 was ready to go with two new cars—the Marquis and the Cougar. Later another model, the Mark III, was added.

By 1970, the rejuvenated Lincoln-Mercury Division was making a net profit of more than $ 1 billion.

8. The Road To The Top

In 1968, Lee Iacocca was 44 years old. He had a successful track record with the Mustang. The Lincoln-Mercury turnaround showed it was no fluke. He was viewed as the next President of Ford everywhere. Just when it seemed that nothing could stop him, fate intervened.

Henry Ford hired Semon Knudsen, a highly regarded executive vice-president of General Motors, to be the president of Ford. He was offered an annual salary of $ 600,000, the same as Henry Ford's salary. Bunkie Knudsen was hired during the early winter of 1968 while Lee Iacocca was away on a skiing vacation with his family.

Henry Ford went out of his way to assure Lee that he would still have the chance to be president of Ford in the future, and told him that Bunkie would bring a lot of General Motors wisdom into the Ford team. However, Lee saw the move as a serious blow to his chances, and considered resigning. However, as everyone told him Bunkie was actually not very good, he decided to stick it out to see what would happen. Lee also loved the car business and the Ford Motor Company.

Knudsen found working at Ford vastly different from General Motors. Ford always moved quickly with a very competitive company environment. Knudsen lasted for less than two years before he was fired by Henry Ford.

Lee Iacocca was made president of the Ford Motor Company on 10th December 1970.

One of the first moves he made as president was to commence a cost cutting program. Ford had made a profit of 3.5％ of total sales the year before, and Lee set a target to raise that to 5％ for the following year. He decided the best way to do that was through a cost cutting program. He started looking at every area the company could be saving money in. He also set about selling any parts of the business which were losing money.

9. Trouble In Paradise

Until Lee Iacocca became president, Henry Ford had always been a pretty remote character. But now they had offices side by side, and they attended a lot of the same meetings. The better he got to know Henry Ford, the more Lee worried about the company's future—and his own.

When the oil shock of 1973 came along, Ford was totally unprepared. Lee and Henry Ford crossed swords over the development of a smaller, fuel efficient car. Henry was dead set against it, Lee was totally in favor. In the end, Lee was able to get Henry Ford to see the need and Ford developed the Fiesta for release in Europe in 1979. Meanwhile, Japanese imports were having a sales field day in the United States.

Henry Ford also became a bit touchy about Lee's popularity outside the company. He wanted the world to know he was still in charge of Ford Motor Company and he made sure that message went out.

10. 1975：That Fateful Year

In 1975, Lee decided Henry Ford was on a month-by-month premeditated plan to humiliate him into quitting. This started when he began to have chest pains, and he realized he wouldn't be around for ever to manage Ford. He also concluded he did not want to leave the company in the hands of the son of an Italian immigrant if he died. So he started on a deliberate program to try and discredit Lee Iacocca. The only trouble was that the company was prospering like never before, and Lee had all the dealers solidly behind him.

Henry Ford began by canceling all of the development pro-grams currently under way at Ford which had been instigated by Lee. This hurt the company quite badly as most of these programs were geared towards producing more fuel efficient cars to respond to the increase in gas prices, but Henry Ford still went ahead anyway.

Henry Ford next went through the company staff and summarily fired anyone who was too closely tied with Lee Iacocca. He then started an undercover operation using private investigators to see whether Lee had made any unauthorized spending requests for perks while he was President. After spending $ 2 million and six months, they couldn't come up with anything.

1975 ended in an atmosphere of fear within the headquarters of Ford.

11. The Showdown

With the strained company atmosphere in 1976 and 1977, he was later asked why he didn't quit. He replied，"I found it almost impossible to walk away from an annual income of $ 970,000. I wanted that $ 1 million a year so much that I wouldn't face reality. Also I had visions that the Board would decide that Henry had gone nuts and leave me to run the company on my own."

"I was also greedy. I enjoyed being president. I knew how valuable I was to the company. In my naivete, I held out hope that because we were a public company, the better man would win."

Finally on 13th July 1978, he was summoned to Henry Ford and told he was fired as of his fifty fourth birthday, which was 15th October 1978. This was amazing timing as the company has just completed it's two most profitable years in its entire history, with more than $ 1.8 billion in total sales for both 1977 and 1978. The company was never in finer financial shape, but Henry Ford just could not stand the thought of anyone other than himself being associated with his company.

Lee realized that there was realistically nothing he could do about it, but he left Henry with the message that Ford would never again reach the heights of profitability and turnover that it had over the past two years.

Despite having seen it coming for years, it was still extremely depressing to Lee and his family, and a great feeling of discouragement overwhelmed him at first. He felt totally betrayed by a company into which he had poured his entire energies for the previous thirty two years. And the worst part of all was that his firing came about simply because of a personality clash, and not because he had done a lousy job.

A lot of company people let him know they morally supported him, but they were unable to show their allegiance openly as a purging of the pro-Iacocca faction within the company was still underway.

12. The Day After

Lee Iacocca was so enraged by his firing from Ford that he decided he had better find another job pretty quickly before he burnt himself out stewing in his anger. There was a lot of press speculation about his personality conflict with Henry Ford, and some insulting comments were made about his Italian heritage, but it still had boiled down to the fact that he had been fired from Ford for being a threat to Henry Ford's business empire.
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13. 克赖斯勒招手

国际纸业、洛克希德、无线电室均曾向艾科卡探询，也有三所商学院想请他去当院长。这些提议都值得考虑，可是他一向在汽车业工作，今后仍想从事这一行。以54岁的年纪，他感觉退休太年轻，改行到全新的行业又太老。

雷诺汽车找艾科卡任全球汽车顾问，可是艾科卡想参与实际经营，不是只做顾问。后来1978年夏天，他着手推动一个名之为「全球汽车公司」的构想，打算集合欧洲、日本及美国的汽车公司组成集团，以群体的力量来挑战通用汽车。他心目中的合作伙伴是福斯、三菱和克赖斯勒，也可能再选别家公司加入。艾科卡的规划工作，已经到请投资银行进行相关的背景研究阶段。

约在同一时间，艾科卡首次与克赖斯勒的两位董事有了接触。这两位董事与艾科卡非正式见面，以便多了解他。他发现其他克赖斯勒的董事也在悄悄打听他的背景，了解他过去担任福特总裁期间的表现。最后克赖斯勒的董事长邀他会面，与他商谈到克赖斯勒服务的可能性。

再经过两次面谈，当艾科卡获知更多克赖斯勒的财务状况后，他很讶异地发现，公司最高经营阶层并不真正清楚自己的经营方针。

不过这机会看似值得一搏的挑战，于是他与董事会开会，看看能够提供他什么样的待遇。后来他曾表示，如果早知挑战如此艰巨，他是绝对不会接下这份工作的。另外他要求充分自由，可以任意实行他觉得整顿公司必要的措施。双方终于达成协议，艾科卡便在1979年初进入克赖斯勒，同年9月获任命为董事长兼执行长。

艾科卡对拿高薪绝不手软，因为高薪代表高成就。

克赖斯勒汽车公司是华特·克赖斯勒创办。克赖斯勒在引擎、传动系统和机械零件上迭有创新，后来在1920年离开通用汽车，因为董事长威廉·杜兰不肯让他照自己的意思经营别克事业部。三年后他重出江湖，整顿马克斯韦尔和察美斯两家汽车公司。接着他推出新车型并积极促销，到1925年，他把这两家公司合并为克赖斯勒。1928年再购并道奇和浦利茅斯，从此便一路发展下去。华特·克赖斯勒1940年过世时，他的公司已超越福特，仅次于通用，位居第二大，国内市场占有率25％。

及至1970年代末，克赖斯勒陷入困境，不过仍然维持设计和工程创新的传统。橡胶引擎底座、高压引擎、化油器、空气滤清器、电子启动装置、电压调节器、液压煞车、及第一具装在引擎盖下的计算机，均由克赖斯勒开发出来，并优先应用在自家的产品上，然后才广为汽车业所采用。

所以克赖斯勒过去的成绩有目共睹，但是眼前却面临可观的财务问题。雪上加霜的是1978年的能源危机（汽油价格上涨一倍），以及50年来最严重的经济衰退。克赖斯勒看起来比艾科卡当初谈条件时还要糟很多。

14. 误上沉船

艾科卡对克赖斯勒的第一个发现是，他们作业的方式实在不像是一家公司——总计有35位副总裁，彼此各据山头，完全独立运作。没有建制委员会，组织结构中看不到凝聚的机制，也缺乏让大家见面沟通的制度。艾科卡后来曾说，得知这种情形后，他深知自己已身陷泥淖。

最严重的是，他发现公司欠缺整体财务控管制度。好像连了解财务规划和预测是怎么回事的人都没有。公司不仅不知道财务数字，甚至连该问什么问题都搞不清楚。艾科卡拿不到正确的数字，无法着手去解决一些基本的问题。多年来，克赖斯勒根本一直是由不喜欢汽车业的人在主持公司业务。

人员也是问题。一向以来，公司总是把在某个领域表现良好的人，任意派往他们自己选择的部门。大家相信，有才华的人做任何工作均可胜任。可是事实是，公司内尽是些训练不足就匆促上阵的人。三年之间，艾科卡总共解雇了33位副总裁。

克赖斯勒一切的问题实际上可以归结到一件事——没有人领导团队整体作业，并为他们指引正确的方向。

另一个主要问题出在销售流程上。每隔固定的时间，制造部门会告诉业务部门，他们打算生产多少车辆，包括哪些款式，然后由业务部门自行设法推销出去——这种完全本末倒置的作法，导致克赖斯勒到1979年夏天，已累积了近十万台卖不出去的汽车（约等于6亿美元的资金，压在露天摆放、任其腐蚀的库存成品）。

艾科卡终于清掉庞大的库存车，并推行新制，生产排程只能根据经销商的订单来安排作业。这个制度使整个流程能相互密切呼应，也使经销商明白，公司唯有重视他们的需要才会成功。

还有一个大问题是，克赖斯勒经营全世界最大的租赁公司，把车租给赫兹和艾维，而不卖断。出租半年后的车辆，租赁部再以亏损累累的价格出售。在库存、租车和各种其他问题之间，克赖斯勒必须先打消5亿美元经营不善的亏损，才有可能谈赚不赚钱。

15. 组织团队

艾科卡领悟到，他需要建立一个经验丰富的优秀团队，与他合作一同来整顿，否则这家公司会分崩离析。追根究底，所有的商业运作均可化约成三个名词：人员、产品、利润。除非有一群好的人才，否则其他两项都免谈。

在福特公司的时候，艾科卡有一本详细的笔记本，追踪几百名福特高阶主管的事业发展。此刻他把本子翻出来，寻觅第一流的人才。

他第一个任命的是杰罗·格林沃，是从福特挖来担任财务长。他开始实施可以从财务观点评估管理绩效，并且预测公司决策财务后果的新制。他也建立搜集财务数据供管理决策参考的系统。两年内，在他找来另一名福特人接任财务长后，格林沃便成为克赖斯勒第二号人物。

艾科卡继续为他的管理团队增聘其他高阶主管，以求使克赖斯勒脱胎换骨。他主要是聘用，当年在福特时他所认识且信任、后来自福特退休的高阶主管。他们个个实务经验丰富，也有意把这些经验发挥出来。

艾科卡逐步组织起一个管理团队，大家有备而来，迎战艰巨的任务——使一家庞大的企业转亏为盈。

16. 国王失踪的日子

艾科卡到克赖斯勒三个月以后，坏消息纷至沓来。1979年1月16日，伊朗国王出走失踪，数周内汽油价格涨了一倍。克赖斯勒的市占率剧减至8％。全国汽油短缺，让素为克赖斯勒强项的休闲车市场，一夜之间几乎消失无踪。

祸不单行的是，在着手企画1983年车款时，假设油价会涨到原价的四倍多。但是到1983年时，油价又跌回一加仑65美分。谁也不知道该推多大的车子到市场上。

不过克赖斯勒有一个长处——他们适应新现实调整的速度，比通用或福特快了许多。现在唯一需要的是在未来五年里，加倍投资新厂房和新产品。而唯一的问题就出在汽车年销售率衰退了一半，他们现在必须拼命突破重围。

艾科卡和他的团队采取大刀阔斧的重整措施，举凡与公司核心运作不重要的资产一律出售，卖得的现金投资于生产汽车。上千名各阶层的员工被资遣，有蓝领、白领和管理人员，甚至决策层级的管理人员也不例外。重整过后的克赖斯勒，是一个由较少人管理、却更有效率、更少问题的大公司。

17. 非常措施：向政府求助

艾科卡已尽其所能地减少公司开支。可是因为经济不景气，公司依然赔钱。他发现身陷困境唯一的出路，就是找政府设法弄到贷款。所有其他改造公司的途径都已用尽。

克赖斯勒首次找上政府不是为了贷款——是为了严苛的反托辣斯法，不允许各汽车公司汇集资源，共同进行研发工作。克赖斯勒也要求政府冻结汽车法规两年，好让业者有时间去因应已改变的商业环境。他们最后一个提议是，企业为遵守政府的安全和防污染标准所花费的成本，应该免税。所有这些建议均遭到拒绝。

最后在1979年8月，联邦准备理事会宣布，赞成政府支持克赖斯勒，认为此举符合公益，如果该公司能够提出起死回生的完整计划，他们愿意考虑提供贷款担保。虽不情愿，艾科卡和整个公司开始准备申请政府贷款担保。

当时美国政府已经提供了4,090亿美元的贷款及贷款担保，贷款对象包括洛克希德飞机公司、纽约市、多家电力公司。可是当克赖斯勒提出10亿美元贷款的申请时，人人都说这会立下恶例。大家似乎有志一同认为，美国第十大公司应该有能力自力更生。

18. 克赖斯勒值得救吗？

政府可能提供贷款担保给克赖斯勒的事，几乎从一开始，就遭到所有人反对。最大的反对声浪来自工商界，他们认为这会扭曲利伯维尔场机制、以及适者生存原则。

只是反对的声音忽略了，克赖斯勒财务困难背后的原因，根本是政府法规造成的。因此，主张政府应该介入，协助减轻这些后果，是有道理的。

辩论结果，大家才领悟到，自由企业制度的意义与竞争有关，政府提供贷款保证，是在确保克赖斯勒对福特和通用构成良性竞争。这也是为了挽救光是在美国就有60万个工作机会。财政部估计，如果克赖斯勒倒闭，单单第一年国家就要为失业保险和福利给付花掉约27亿美元。如果克赖斯勒被迫破产，预估政府须在失业、福利和其他支出上，花费将达160亿美元左右。

众人的目光好像都只放在克赖斯勒的案子上。就连通用和福特公布财报，分别亏损3亿和4亿3,900万美元的消息，几乎都没有人注意到。大家的焦点还是在克赖斯勒贷款担保这个议题。

大家也都相信，克赖斯勒可以拿到10亿美元，而且永远不必偿还。其实不然，政府只是为银行贷给克赖斯勒的钱做担保。克赖斯勒不但得自己还钱，另外还必须付给政府提供担保的费用。

19. 走向国会

众议院举行听证会，艾科卡必须以克赖斯勒的证人身分出席。他必须独自即席回答火药味十足的问题。克赖斯勒因为许多过去的罪过，特别是艾科卡尚未进入克赖斯勒之前的种种罪行，遭致严厉抨击。

众议院听证会结束后，参议院听证会上场，整个过程又重来一遍，只不过换了一批配角。几乎全美的各家报纸都在进行激烈的公共辩论。

在所有这些发展之外，真正的难题是如何维持消费者的信心。大众不会想买将来可能缺零件，或转手时会大幅折价的车子。克赖斯勒展开强力的广告宣传，说明公司的立场，并对众多被炒得沸沸扬扬、遭到扭曲的问题提出答辩。广告中，克赖斯勒坦率无遮地提供各项事实说明，而且每一则都有艾科卡以执行长的身分签字。

另外，克赖斯勒积极进行幕后的游说活动，以争取参众两院的多数支持。其中包括克赖斯勒经销商集体面见国会议员，并提供在各议员选区内克赖斯勒的员工名单。

到最后表决时刻，众议院以271对136票批准贷款担保；参议院也以53对44票批准。这个法案在1979年圣诞节前通过。其中规定成立一个贷款保证委员会，有权在未来两年内，核发最高15亿美元的贷款保证，相关贷款必须在1990年底前还清。交换条件是，克赖斯勒必须将所有的资产当作抵押品。

两周后，共和党政府上台，他们明白表示将尊重前任政府的安排，可是不会再多加一毛钱。

20. 身先士卒

贷款保证法通过后，克赖斯勒如今有了一线生机。不过这只是战争的开始，不是最后一场战役。公司仍需要改头换面、重组再造，贷款也须偿还。

艾科卡率先把自己的薪水减到年薪一美元。他不是要做烈士——他这么做是为了立下榜样。他也希望能够理直气壮地直视别人（如工会代表），告诉对方他们也有责任帮助公司度过难关。

在克赖斯勒三年，艾科卡对人性的体悟，超过在福特的32年。他学到有难同当，众志可以成城的道理，而这也是企业及民主最高实力的展现。

不久，整个美国似乎都在为克赖斯勒度过难关、迈向成功加油打气。克赖斯勒被视为正在英勇奋斗的落难英雄，民众纷纷伸出同情之手，还有不少名人挺身支持。

艾科卡把薪水减为一美元后，又着手把所有高阶主管的待遇削减一成，废除配股奖励制度。然后艾科卡与工会开诚布公地商量，告诉他们时薪17美元的工作机会数以千计，但是时薪20美元的一个都没有，由他们自己选择。由于艾科卡已经减了自己的薪水，工会响应他的提议，答应了他的条件。不过，这时候克赖斯勒也订下员工持股计划，抵消了减薪的部分冲击（今天该公司约17％的股份为员工所有）。艾科卡也邀请工会领袖出任董事，使他得以更近距离地监看公司的经营情况。此举引起不小的骚动，因为那是工会人员首次被任命为美国大公司的董事（尽管在日本和欧洲这种作法十分普遍）。

21. 银行：水深火热的试炼

克赖斯勒如今获得资方、劳方、供货商和经销商一致的支持。唯有一方裹足不前，不肯任何让步以协助该公司恢复获利能力——就是银行业者。比起跟银行打交道，应付国会听证简直不费吹灰之力。

银行的态度是，整个大环境根本不重要，唯一要紧的是他们的钱可以赚回多少利息。他们要克赖斯勒宣告破产。

贷款保证法通过时，克赖斯勒欠款约47亿5千万美元。过去五十年来，克赖斯勒从未在世界任何地方延期支付任何一笔应付的银行还款。克赖斯勒向来高度运用财务杠杆操作，这会放大商业循环——景气好的时候，一切顺当，一旦景气变差，情况会更糟。在获利丰厚的年代，银行抢着借钱给他们；现在，银行则忙着抽身。

克赖斯勒有往来的全球四百多家银行业者，彼此关系紧张、意见分歧。大家都有理由，主张他们不应承担因为必要宽限所带来的负担。经过数月的谈判，各家银行才订出大家都能接受的计划。最终得出的折衷方案包括，6亿6千万美元的利息延付及减免，以及40亿美元的贷款以5.5％年息展延四年。

到1980年6月，众家银行取得协议，于是克赖斯勒可以提领第一笔5亿美元担保贷款。经过长期努力，终于新生的克赖斯勒公司得以继续营运。

22. K型车与险度难关

K型车始终被视为克赖斯勒重新振作的一线光明。K型车是美国制、前轮驱动的省油车，也代表公司未来的希望所系。最重要的是，K型车比一年半前推出的通用X汽车要好。

该公司总算在恰好的时刻，开发出合适的车子。这些车辆不仅外形好看，乘坐起来舒适，又省油。毕竟以克赖斯勒经历过的种种，幸运之神早该眷顾他们了。

今天，K型车几乎是克赖斯勒所有车款的基础。在一个设计良好的平台上，制造某一型汽车的各种变体，是汽车业常用的技巧，克赖斯勒对此曾有些意见，但是每家汽车公司都这么做。

可惜K型车刚推出时其实不是一个好的开始。生产过程中意料之外的障碍，引发了各式问题。同时克赖斯勒在顾客更想要不花俏的基本车款时，提供了太多选择性高的车子。好消息是这些问题发现得早，并尽快予以纠正。

利率升高也表示很多想买车的人会延后购买。为反制这一点，公司实施浮动利息退款计划，凡市场利率高于13％的部分将退还给顾客。没多久，通用及福特也推出类似的作法。

到1981年初，K型车的销售量显著增加，取得小型车市场20％的占有率。但是克赖斯勒仍处于很糟的财务状况，不得不再申请4亿美元的政府担保贷款。1981一整年，克赖斯勒的财务严重到只能一周拖过一周。即便K型车卖得很好，公司这一年仍亏损4亿7,850万美元，而前一年更亏损达17亿美元。

1981年克赖斯勒仍在为生死存亡奋斗。11月1日，公司仅剩下最后1百万美元。对一家每天开销达5千万美元的公司而言，这是个危机。公司再一次与供货商协商安排延后付款，险些过不了这一关。

23. 竞选公职传言

到1983年，克赖斯勒中兴成功，却开始谣言四起，指艾科卡打算问鼎美国总统宝座。这种谣言的部分起因是，艾科卡开始出现在推销克赖斯勒汽车的广告中。也有部分原因来自这些广告中常见的爱国广告词。

有无数文章想当然耳地谈论艾科卡有意竞选总统的野心。其实刚开始这只是部分记者间的玩笑话，不久就变成主要报纸上长篇大论仔细解析的主题。

事实上，艾科卡从来不曾向往做个政治人物，也无法想象他能忍受竞选活动。同时他知道自己的脾气不适合从政。一直到1983年12月，他与克赖斯勒签下三年合约，大部分有关他要争取总统提名的传言才平息下来。

24. 苦乐参半的胜利

经过所有整顿再造的努力，克赖斯勒公司现在必须每年卖出110万辆汽车，才能收支平衡——不是两年前的230万辆以上。及至1982年，克赖斯勒再度出现盈余；1983年则赚了9亿2,500万美元——克赖斯勒成立至今最好的成绩。

1983年春天，公司准备股票重新上市，结果在一小时内便卖掉2,600万股，总市值4亿3,200万美元，这是美国历史上第三大释股案。

之后公司付清所有过去借贷的担保贷款——比预定清偿时程早了整整七年。那一天是1983年7月13日，刚好是艾科卡被亨利·福特请走的五周年纪念。如今公司危机已过，可以再开始找些乐子了。

1982年，艾科卡依照克赖斯勒的男爵车改制成一种折篷车。他所接触的人当中，对这款车的反应颇出人意外。由于反应太好，公司决定跳过例行的市场调查，直接推出上市。结果是一炮而红，第一年便售出23,000台。通用和福特也马上跟进。

下一项计划是休旅车，前轮驱动、可坐七人、每加仑可跑30哩、并且停得进传统的车库。此车在1984年初上市，受到市场欢迎。

不过胜利并非没有代价。当年的裁员幅度又深又广，造成许多早年为克赖斯勒工作的好工人，如今已离开公司。最不幸的是，艾科卡之妻玛丽于1983年5月15日过世。玛丽患有糖尿病，总是尽量避免承受压力，但以她丈夫的职位，这是很难办到的。
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13. Courted By Chrysler

Lee Iacocca was approached by International Paper, Lockheed, Radio Shack and three business schools wanting him as their dean. The offers were interesting, but he had always worked in the car industry and that was where he wanted to stay. At fifty-four, he felt too young to retire and too old to start working in a completely new business.

He was approached by Renault to act as a worldwide automotive consultant, but he realized he wanted to be where the action was instead of consulting. Then, in the summer of 1978, he started working on a concept he called Global Motors. This would involve a consortium of car companies in Europe, Japan and the United States which would have the combined might to challenge General Motors. The partners he had in mind were Volkswagen, Mitsubishi and Chrysler although other partners could have also been chosen. Lee progressed planning to the stage where he had hired investment bankers to continue background research into the concept.

At about the same time, Lee first came into contact with two of Chrysler's board members. They met with him on an informal basis to get to know him a little better. He also found out that other members of the Chrysler board were making discreet background inquiries of their own into his past performance as the President of Ford. Finally, the chairman of the Chrysler board asked to meet him to talk in general terms about the possibility of his going to Chrysler.

After another two meetings at which Lee Iacocca received further information about Chrysler's financial position, he was surprised to find that the company's top management didn't really have a clear idea of where they were heading.

However, Chrysler looked like a good challenge so he met with the board to see if they could decide on a financial package for him. He later commented that if he knew then the challenges that lay ahead, he would never have taken the job on. He also wanted the freedom to take whatever measures he thought would be necessary in order to turn the company around. They were finally able to agree on terms, and Lee Iacocca joined Chrysler in early 1979, and he was appointed chairman and CEO in September 1979.

Lee had no qualms about receiving a big salary, but simply appreciated the achievement a high salary represents.

Chrysler had been started by Walter P. Chrysler. He was an innovator in engines, transmissions and mechanical components who had left General Motors in 1920 when the chairman, William Durrant, wouldn't give him the freedom to run the Buick Division the way he wanted to. Three years later, he came out of retirement to reorganize the Maxwell and Chalmers Motor Companies. He went on to bring out new models and promoted them aggressively, and by 1925 he had organized these companies into the Chrysler Corporation. In 1928, he brought out Dodge and Plymouth and the company has never looked back since then. When Walter Chrysler died in 1940, his company had surpassed Ford and was second only to General Motors with 25％ of the domestic market.

By the late 1970s, Chrysler was having a hard time. They still maintained a tradition of design and engineering innovation however. Rubber engine mounts, high-compression engines, the oil filter, the air filter, electronic ignition, electronic voltage regulators, hydraulic brakes and the first under-the-hood computer had all been developed by Chrysler and introduced on their own models before they became widely accepted throughout the automotive industry.

So while there was no question about their past, the company still faced sizable financial problems at present. Added to these problems were the 1978 energy crisis（when gasoline prices doubled）and the biggest recession in fifty years. Chrysler looked like being a lot more than Lee Iacocca had originally bargained on.

14. Aboard A Sinking Ship

The first thing Lee found out about Chrysler was that it didn't really function like a company at all—there were thirty-five vice president who each had their own bit of turf which functioned entirely independent of each other. There were no committee setups, no cement in the organizational chart, and no system of meeting for people to get to talk with each other. Lee Iacocca later said he realized he was in deep trouble when he found out about this.

Worst of all, Lee found the company had no overall system of financial controls. Nobody seemed to even understand what was going on in terms of financial planning and projecting. Not only did the company not know the numbers, they didn't even realize what questions they should be asking. Lee couldn't get hold of the right numbers so that he could begin to attack some of Chrysler's basic problems. For years, Chrysler had been run by people who didn't even seem to like the car business.

Staff was another problem area. For years, the company had taken people who had performed well in one area and assigned them arbitrarily to any other area they chose. They worked on the belief that a guy with talent could climb any mountain, but what they actually ended up with were a company full of people doing jobs they were trained for. Over a three-year period, Lee ended up firing thirty-three of the thirty-five vice presidents.

All of Chrysler's problems really boiled down to one thing—nobody was bringing the whole team together and pointing them in the right direction.

Another major problem Chrysler had was their approach to the sales process. At regular intervals, the manufacturing division would tell the Sales Division how many and what types of vehicles they were going to produce. Then it would be up to the Sales Division to try and sell them—a completely backward situation which resulted in Chrysler sitting on almost 100,000 unsold vehicles by the summer of 1979（representing about $ 600 million in finished inventory sitting out in the open deteriorating）.

Lee eventually got rid of the huge inventory of finished cars, and introduced a system where production schedules were made up solely of cars ordered by the dealers. This system gave much more coherence to the entire process, and made the dealers understand the company would only be successful as it paid attention to their own requirements.

Another major Chrysler problem was that the company was running the world's largest leasing company which was leasing cars to Hertz and Avis rather than selling them. Six month old cars were being sold by the Lease Division at a huge loss. Between the sale bank and the rental cars and various other problems, Chrysler had to write off $ 500 million in management mistakes before they could even start to make money.

15. Building The Team

Lee Iacocca realized he needed to build a good team of experienced people who could work with him in turning the company around before it fell completely apart. In the end, all business operations can be reduced to three words：people, product and profits. Unless you've got a good team of people, you can't do the other two.

While at Ford, Lee had kept a detailed notebook tracking the careers of several hundred Ford executives. He went back to his notebooks to find first-rate people.

His first appointment was Gerald Greenwald who he hired away from Ford to become his chief financial officer. He began to introduce systems that could evaluate from a financial perspective what management was doing, and what the financial consequences of corporate decisions would be. He also put a system in place to gather financial data for management decisions. Within two years, Greenwald had become number two man at Chrysler after he brought in another ex-Ford man to take over as financial controller.

Lee then went on to add other executives to his management team to turn around Chrysler. He mainly hired retired Ford executives he had learnt to know and trust during his time at Ford. Each of them came with years of hands-on experience as well as a desire to put that experience to work.

Lee Iacocca gradually built up a management team that was prepared to undertake a huge task—to turn around the financial fortunes of a huge corporation.

16. The Day The Shah Left Town

Three months after Lee Iacocca went to Chrysler, all hell broke loose. On 16th January 1979, the Shah of Iran went into hiding. Within a few weeks, the price of gas doubled. Chrysler's market share plunged to only 8％. There was a countrywide gas short age. Chrysler's traditionally strong recreational vehicle market was almost entirely wiped out overnight.

To make matters worse, when planning commenced for the 1983 models, it was assumed that gas would be more than four times the old price. However, by the time 1983 came around, gas was once again 65 cents a gallon. Nobody could tell what size cars should be produced for the market.

Chrysler had one thing going for it however—they could adapt to the new realities more quickly than GM or Ford could ever have hoped to. All it needed was a doubling of investment in new plants and products over the next five years. The only problem was that the annual rate of car sales had dropped by 50％. They were now caught in a definite squeeze play.

Lee and his team took huge restructuring measures to try and keep the company alive. Assets that were not critical to the core operations of the company were sold off and the cash invested in manufacturing cars. Thousands of workers were laid off from all sections of the company—blue collar, white collar and management. A number of layers of management staff were fired. A number of people who were involved in decision making were also laid off. What finally emerged from the radical restructuring was a large company that was being run more efficiently by fewer people, and with less problems.

17. Drastic Measures：Going To The Government

Lee Iacocca had done everything possible to reduce Chrysler's expenses. Still the company was losing money due to the state of the economy. Lee realized the only way out of the mess was to go to the US Government for a loan. There was quite simply nothing else that could be done. Every other avenue for restructuring the company had already been exhausted.

Chrysler's first approach to the government wasn't about a loan it was about the strict antitrust laws which did not permit the automotive companies to pool resources on research and development matters. Chrysler also wanted the government to freeze automotive regulations for two years to give the companies time to catch up with the changed business environment. Their final suggestion was for the money spent on meeting government safety and pollution standards to be refunded as a tax credit. All of these proposals were turned down.

Finally, in August 1979, the Federal Reserve Board announced that they favored government support for Chrysler as being in the public interest, and that they would be willing to consider loan guarantees if an overall plan for survival was submitted. With reluctance, Lee and the rest of Chrysler started to prepare an application for government loan guarantees.

The US Government has made a total of $ 409 billion in loans and loan guarantees. This included loans to Lockheed Aircraft, the City of New York, electric companies, etc. Yet, when Chrysler made a $ 1 billion loan request, everybody said it was setting a dangerous precedent. Everyone seemed united that the tenth largest company in the United States should be able to look out for itself.

18. Should Chrysler Be Saved？

From the very start, the prospect of government-backed loans to Chrysler was opposed by just about everybody. The greatest outcry came from the business community who considered it a distortion of the free-market system, survival of the fittest, etc.

What they ignored most were the causes for Chrysler's situation. Government regulation had pure and simple caused the entire financial situation Chrysler was in. It therefore made sense to propose that the government should be involved in helping alleviate some of the consequences it has caused.

Eventually, out of the debate, signals started to emerge that the people realized that free enterprise was really about competition, and that by guaranteeing the loans, the government was ensuring there would be healthy competition from Chrysler for Ford and General Motors. It also meant another 600,000 jobs in America alone. Treasury estimated that if Chrysler collapsed, it would cost the country about $ 2.7 billion during the first year alone in unemployment insurance and welfare payments to the workers. If Chrysler had been forced into bankruptcy, it was projected that it would cost the government about $ 16 billion in unemployment, welfare and other expenses.

Everyone seemed to be riding Chrysler's case. Even when GM and Ford reported losses of $ 300 million and $ 439 million respectively, the information went virtually unnoticed. Everyone was still focused solely on the issue of the loan guarantees to Chrysler.

And everyone was convinced that Chrysler was being given $ 1 billion which it would never have had to pay back. Instead, the government was simply guaranteeing loans made by banks to Chrysler. The company still had to pay back the loans, in addition to paying the government for issuing its guarantee.

19. Chrysler Goes To Congress

Congressional hearings were held at which Lee Iacocca had to appear as a witness for Chrysler. He had to respond to a number of loaded questions unaided and completely off-the-cuff. The company was roasted for many of its past sins, especially those that took place before Lee was involved with Chrysler.

When the congressional hearings were finished, the senate hearings started and the process was repeated again with a new supporting cast. Meanwhile public debate raged in almost every newspaper throughout the entire country.

While all this was going on, the real struggle was to maintain the confidence of the consumer. People weren't too keen to buy a car for which parts might not be available in the future, or that would suffer a drastic fall in resale value. Chrysler started an aggressive advertising campaign to explain its position and to put forward the answers to many of the distorted questions that were bandied around leading up to this time. These ads featured straight facts from Chrysler, and were each signed by Lee as CEO.

In addition, a lot of lobbying went on behind the scenes in the battle for the majority opinion in both congress and the senate. This involved groups of Chrysler dealers seeing their representatives, and giving them lists of employees in their own districts.

When the vote came in, congress approved the loan guarantee by 271 to 136. The Senate also approved by 53 to 44. The bill was passed before Christmas 1979. The act created a Loan Guarantee Board with authority to issue up to $ 1.5 billion in loan guarantees over the following two years, which were to be repaid by the end of 1990. In exchange, the government took all of Chrysler's assets as collateral.

A couple of weeks later, the Republicans came into power in Washington and they made it clear that while they would honor the letter of the arrangement and not one iota beyond that.

20. Equality Of Sacrifice

With the passage of the Loan Guarantee Act, Chrysler now had a fighting chance to survive. However, it was just the beginning of the war, not the last battle. The company still had to be turned around, restructured and the loans repaid.

Lee Iacocca began by reducing his own salary to $ 1.00 a year. He didn't do that to be a martyr—he did it to set an example for the company. He also wanted to be able to look people in the eye（like the union delegates）and tell them they had to do their share to help the company pull through.

Lee learnt more about people in three years at Chrysler than he had in thirty-two years at Ford. He learnt that people can accept a lot of pain if everybody's going through the chute together. If everybody is suffering equally, you can move a mountain. This was cooperation and democracy at its best.

Soon, America seemed to be rooting for Chrysler to pull through and be successful. Chrysler were seen as the underdog engaged in a heroic struggle, and the public responded accordingly. A lot of celebrities came forward to lend their support to the effort being made to save the company.

After slashing his own salary, Lee Iacocca started with a 10％ cut for all executives and threw out the stock incentive plan. He then went to the unions with some plain talking, telling them he had thousands of jobs available at $ 17 per hour but none at $ 20 an hour and that it was their choice. Because he had cut his own salary, they responded to him and came to the party. However, at the same time, Chrysler also set up an employee stock ownership program to partly offset the pain.（Today, the company's own workers own about 17％ of the company）. Lee also invited the union leader to be appointed to the board of directors of the company so he could monitor the company's health more closely. This caused quite a stir as it was the first time a union man had been appointed to the board of a major company anywhere in the United States（although the practice is much more common in both Japan and Europe）.

21. The Banks：Trial By Fire

Chrysler now had the support of the management, the unions, their suppliers and their dealers. There was only one group that baulked at making any concessions to help get Chrysler back into profitability—the bankers. Compared to dealing with the banks, the congressional hearings had been as easy as changing a flat tire on a spring day.

Banks had the attitude that the overall picture didn't matter at all—the only thing that mattered was the return on their money. They wanted Chrysler to declare bankruptcy.

When the loan guarantee act was passed, Chrysler owed about $ 4.75 billion. For the previous fifty years, the company had never missed a payment to a bank anywhere in the world. Chrysler had traditionally been highly leveraged, which exaggerated the business cycle. During the good time, things were great-but the bad times were also much worse. Through the fat years, the banks had been very keen to lend to the company. Now they backed off in a hurry.

There was a lot of tension and disagreement amongst Chrysler's bankers who numbered more than 400 around the world. Each of them had a reason why they should not bear the brunt of the concessions that would be required. It took months of negotiations to come up with an acceptable plan for the banks. Finally a compromise was worked out which meant $ 660 million in interest deferrals and reductions plus a four-year extension of $ 4 billion in loans at 5.5％.

By June 1980, all the banks had agreed and the first $ 500 million in guaranteed loans could be drawn by Chrysler. At long last, the new Chrysler Corporation was in business to stay.

22. The K-Car—And A Close Call

The K-car was always looked on as the light at the end of the tunnel for Chrysler. It is an American-made, front wheel drive fuel efficient car that represented the future hopes of the company. And most importantly, the K-car was better than GM's X-car which had been launched a year and a half earlier.

Finally, the company had developed the right car for the right time. These cars not only looked good and gave a comfortable ride but they also gave great fuel economy. After all Chrysler had been through, a lucky break was well overdue.

Today, the K-car serves as the foundation for almost every model built by Chrysler. Building variants of a car off a well established platform is a commonly used technique in the automotive world, for which Chrysler has come into some criticism. However, all the car companies do it.

Unfortunately, however, the K-car actually got off to a bad start for Chrysler. Production snags caused all sorts of problems. Also too many highly optioned cars were manufactured when customers were more interested in no-frills base models. The good news was that these problems were identified early on and corrected as early as possible.

The rise in interest rates also meant that many car buyers were postponing their purchases. To counter this, the company introduced a floating rebate plan which gave a refund for the difference in interest paid between the market rate and 13 percent. Before long, GM and Ford were offering similar plans.

By early 1981, sales of the K-car had picked up considerably and the car garnered a 20％ share of the compact car market. However, Chrysler was still in very bad financial shape and the company had to draw another $ 400 million in government guaranteed loans. Throughout 1981, Chrysler's financial situation was so bad that survival was never more than a week-by-week proposition. Even with the buoyant K-car sales, the company still lost $ 478.5 million for the year. Still, the loss for the previous year had been $ 1.7 billion.

In 1981, Chrysler was still struggling to survive. On 1st November, the company was down to its last $ 1 million. For a company that spends $ 50 million per day, this was a crisis. Once again, arrangements were made with suppliers to delay payment and the company just barely scraped through.

23. Public Man, Public Office

By 1983, Chrysler was once again back on its feet and rumors started circulating that Lee Iacocca was going to run for President of the United States. Part of this opinion came from the fact that Lee had begun to appear in Chrysler commercials to sell their cars. Part of it came from the patriotic messages that were commonly worked in to the commercials.

Numerous articles were written which featured Lee Iacocca's supposed ambitions to run for the office of President. It actually started as a joke between some journalists, but before long it was the subject of long and detailed analyses in major newspapers.

The truth, however, was that Lee Iacocca has never aspired to be a politician and couldn't stand the thought of going through an election campaign. Lee also realized he didn't have the temperament for a life in politics. Finally, in December 1983, Lee Iacocca signed a three year contract with Chrysler and most of the talk about his Presidential nomination has now died down.

24. A Bittersweet Victory

With all the restructuring that had taken place, Chrysler Corporation now had to sell 1.1 million cars a year to break even—instead of the more than 2.3 million cars that would have been required two years earlier. By 1982, Chrysler was once again showing a profit. In 1983, the company made a profit of $ 925 million—the best by far in Chrysler's history.

In the spring of 1983, the company was in a position to make a new stock offering to the public and 26 million shares were sold within an hour with a combined market value of $ 432 million, the third largest stock offering in American history.

The company then paid back all the guaranteed loans it had made—a full seven years earlier than it was due. The date was 13th July 1983, exactly five years to the day since Lee Iacocca had been fired by Henry Ford. Now that the company was out of danger, it was time to start having fun again.

In 1982, Lee had built a convertible from a Chrysler Le Baron. The response from people he came into contact with to the car was amazing. The response was so good they decided to skip the usual market research and simply bring out the car. It was an immediate success, with 23,000 cars sold the first year. Soon GM and Ford were adding convertibles to their sales lines.

The next project was a minivan with front-wheel drive which held seven people, get thirty miles to the gallon and fit into a conventional garage. This car was on the market by early 1984 and has proved to be successful.

The victory, however, was not without its price. A lot of good workers who had been with Chrysler earlier were no longer working for the company. The staff cutbacks had been deep and widespread. And, to top it all off, Lee Iacocca's wife Mary died on 15th May 1983. She suffered from Diabetes and had always tried to avoid stressful situations. With her husband's job, that was pretty hard to do.
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25. 劳动成本过高

1914年，当时的平均工资为一天2.5美元，亨利·福特却付给他的工人5美元。福特不是要对工资水平表达意见，而是想要建立起一群中产阶级消费者，他们可以买得起福特工厂所生产的汽车。

今日，整个民主制度的中坚力量来自时薪15美元的工人。这种人会买房子、汽车、冰箱，他们是推动资本主义制度的燃料。大众媒体往往集中报导巨富与赤贫，但是维持社会稳定，使经济运行不辍的却是中产阶级。

目前，美国劳工运动在工人待遇方面有很大的收获，然而其代价呢？比方说，克赖斯勒每年为员工支付超过6亿美元的医疗福利，相当于每部生产的汽车和卡车要分摊600美元。对较小型的车辆，单单员工的医疗福利就要占去售价的7％。

又如自动调整的生活费津贴及带薪假期等其他福利，已使美国劳动力跟日本和欧洲劳工比起来，非常不具竞争力。

26. 日本的挑战

现在，美国又在与日本打另一场战争；当然这不是兵戎相见的战争，而是一场贸易大战。这是对两国未来均事关重大的斗争。如果两边条件相等，那这将是一次精锐尽出的最后决战——可是主要的问题是，两国之间所有条件并不均等。

首先，日本工业不是孤军奋战，他们有日本政府藉通产省的形式作为后盾。通产省的任务是判定哪些产业对日本的未来十分重要，然后协助他们从事研发工作。虽有若干失误，不过通产省对日本产业发挥的整体效应令人不可思议。

日本政府选定的关键产业有汽车、钢铁、化学、造船和机械制造业。他们设定一套有系统的目标和优先级，鼓励产业界和政府密切合作，达成国家目标。他们也获得政府贷款、加速折旧、研发协助、抑制进口的保护、以及禁止外人投资等的协助。管理阶层、股东、政府、银行、供货商及工人全都团结起来。结果为何？仅只汽车业，他们从1950年代中期的10万辆，增加到现在的1,100万辆。

日本另一项优势是他们没有国防开支。他们每个公民平均每年花在防御上约80美元，相对美国是平均800美元以上。

再一个日本优势是人力干预造成的日圆弱势。他们对汇率的操作目的在压低日圆，使出口商品价格在其他国家维持吸引力。

还有就是自由贸易的迷思。自由贸易很好——只要人人都遵守相同规则。日本有他自成一格的规则，但只对他们国家有利。世界各国都对开放自日本进口的数量设限，可是美国却仍然觉得这么做是不道德上的。二次大战结束已40年，如今该是承认情况已有改变的时候了。

27. 再现美国的伟大

克赖斯勒的经验显示，集中一个特定议题，结合许多团体的努力，众志便可以成城。美国应该采用同样的作法来降低国家赤字。艾科卡提出的建议是，削减政府支出150亿美元，其方式包括国防预算降低5％，社福计划也相对节约同样的比例。另一方面，对进口油价征收附加税，并在加油站加征每加仑15美分的汽油税，以增加300亿美元的税收。

美国已失去在工业化世界的领导地位。美国国家的实力，素来来自对生产及消费商品的投资，曾几何时却变成沉迷于投资股票的国家。规模最大的企业纷纷把大笔大笔的资金，投入其他公司的股票。这些钱最后大多进了银行和其他金融机构。业者开发新金融工具，只是吸收了消费者的购买力，便宜了金融工程师。造成那么多资金未能产生任何具有持久价值的产品。

艾科卡提出产业政策的六项基本要素分别是：


	减轻国内对外来能源的依赖。在港口和加油站对外国能源征税，以恢复节约的美德及重新激励对替代能源的投资。

	对日本在某些关键产业的市场占有率设下一定限制。坚持销售的权利，却不负购买的义务，没有国家经得起这样的贸易伙伴。

	面对政府开支的现实状况并使预算平衡。

	提供特别教育补助和贷款，鼓励学生修习高科技领域。

	提供奖励措施以促进民间部门在研发方面的努力，加速关键产业的工厂现代化及提升生产力。方法之一是提供研发投资税捐减免，以及与生产力相关的投资可以抵销一年的折旧。

	订定长期计划，重建全国运输系统，以便为产业提供更具成本效益的基础建设。





Straight Talk　
中文



25. The High Cost Of Labor

In 1914, Henry Ford started to pay his workers $ 5 a day when the average wage was $ 2.50 a day. Instead of making a statement about wage levels, what Henry was doing was trying to create a middle class of consumers who would be able to afford to buy the cars his plant were turning out.

Today, the cement in the whole democratic system is the worker earning $ 15 an hour. He is the guy who will buy a house and car and a refrigerator. He's the oil in the engine of the capitalist system. The mass media tend to concentrate on the very rich and the very poor, but it's the middle class that gives stability and keeps the economy rolling.

Today, the labor movement in the United States has made huge gains in payments for the workers, but at what cost？For example, Chrysler Corporation pays more than $ 600 million a year for medical benefits for its workers, or in other words， $ 600 for every car and truck manufactured. For a smaller car, that comes out to 7％ of the purchase price of the car in medical benefits for the workers alone.

Other benefits, such as automatic cost-of-living allowances and paid holidays, have made the American labor force extremely uncompetitive when compared to the Japanese and Europeans.

26. The Japanese Challenge

Right now, America is in another war with Japan. It's not a shooting war, of course, but a trade war. It is a struggle that is critical to the future of both countries. All things being equal, it will be a formidable showdown—but the key issue is that all things are not equal between the two countries.

To begin with, Japanese industry is not playing by itself. It is backed to the hilt by the Japanese Government in the form of MITI, the Ministry of International Trade and Industry. MITI's job is to determine the industries that are critical to Japan's future and to help their research and development efforts. Despite some mistakes, the overall effect of MITI on Japanese industry has been incredible.

The Japanese government tagged autos, steel, chemicals, ship-building and machinery manufacturing as critical industries. They introduced a system of goals and priorities encouraging industry and the government to work closely together to achieve their national objectives. They also get government loans, accelerated depreciation, R&D assistance, protection from imports and a prohibition against foreign investment. Management, shareholders, the government, bankers, suppliers and workers all pull together. The result？In the auto industry alone, they have gone from 100,000 vehicles in the mid-1950s to 11 million today.

Another Japanese advantage is the fact that they don't spend anything on national defense. They annually spend about $ 80 a citizen on defense, as opposed to the United States average spending of more than $ 800 for every citizen.

Another advantage for the Japanese is the artificial weakness of the yen. Their currency manipulation is designed to keep the yen weak so that the price of their exported goods will remain attractive in other countries.

Finally there is the myth of free trade. Free trade is fine—as long as everyone is playing by the same rules. Japan has its own rules which it works to its own advantage. Countries around the world have introduced limits on the number of Japanese imports they will allow into the country, but the United States still feels it would be morally wrong. Forty years have passed since the Second World War, and its time to acknowledge the situation has changed.

27. Making America Great Again

The experience with Chrysler showed what can be achieved when efforts of many groups are combined and concentrated on one specific issue. The same approach should be taken to reduce the American national deficit. A suggested approach by Lee Iacocca would be to cut $ 15 billion out of the government expenditure by pruning 5％ off the defense budget and matching those savings with social program cuts. At the same time, raise an additional $ 30 billion revenue by a surtax on imported oil prices and a 15 cent per gallon tax at the pumps.

America has lost its leadership in the industrialized world. From a nation whose strength has always flowed from investments in the production and consumption of goods, America has somehow turned into a nation enamored with investing in paper. The biggest companies are pouring huge sums of money into the stock of other companies. Most of that money ends up in banks and other financial institutions. New financial instruments are being developed simply to absorb consumer purchasing power and enrich the financial engineers. So much capital is producing nothing of lasting value.

Lee Iacocca's six point program forming the basis of an industrial policy would be：


	Provide for energy independence by taxing foreign energy at the port and at the pump to restore the conservation ethic and rekindle investment in alternate forms of energy.

	Provide for specific limits to Japan's market share for certain critical industries. No one can afford a trading partner who insists on the right to sell but who refuses to buy.

	Face reality on government spending and balance the budget.

	Provide special education grants and loans to encourage students to study high-technology fields.

	Provide new incentives to increase research and development efforts in the private sector and to accelerate factory modernization and productivity in critical industries. One approach would be to offer investment tax credits for R&D and 12-month depreciation write-offs for productivity related investment.

	Establish a long-term program for rebuilding the national transport system to provide a more cost efficient infrastructure for industry.





结语　
英文



李·艾科卡：有人对我说：「你的成就如此辉煌。你是怎么办到的？」我回头去看父母教给我的道理。努力发挥自己。尽量求学受教育，可是受完教育之后，拜托，要有所作为！不要只是呆站在那里，做出点成绩来。要有成就不容易，可是只要下定决心，埋头苦干，你会惊讶地发现，在自由社会里，一个人不论有多伟大的理想都能实现。当然，也要对上天的厚爱表示感恩。



Epilogue　
中文



Lee Iacocca：People say to me，"You're a roaring success. How did you do it？" I go back to what my parents taught me. Apply yourself. Get all the education you can, but then, by God, do something！Don't just stand there, make something happen. It isn't easy, but if you keep your nose to the grindstone and work at it, it's amazing how in a free society you can become as great as you want to be. And, of course, also be grateful for whatever blessings God bestows on you.



在地观点

台湾企业有无数的艾科卡精神


林俊仲



威晶科技股份有限公司总经理


《永不妥协的艾科卡》是一本经典老书，故事主角艾科卡在福特汽车呼风唤雨的1960年代期间，我才刚在台湾花莲出生。我的父亲做的是小本生意，对于呱呱落地的新生儿，未来应该如何发展，他没有明确的期望。在该书中，生动描述艾科卡的幼年生活，我印象相当深刻，彷佛他从商的父亲尼可拉很早就为儿子启蒙，尤其是经过1920年代前后的美国大萧条与第二次世界大战，尼可拉灌输儿子两大原则：「第一，绝不做资本密集的生意，因为到头来你会成为银行业者的囊中物。第二，景气不好时，一定要做食品生意，因为人总是得吃东西」，这些警讯在千禧年之后的全球景气连年低迷，又再度浮现出来。

在此，我不是要比较尼可拉和我父亲，虽然我们还谈不上在历史留名，至少我也自父亲身上得到启示，人生要敢于冲撞，做生意和坐办公桌都要尽责。我是坊间所谓的五年级生，艾科卡一生经历的大时代背景，我并没有很深的体验，例如美国大萧条、第一次石油危机等，都是历史课本上的段落。我在进入企管研究领域之后，艾科卡在克赖斯勒的反败为胜，成了学生必读的企业个案，我也尝试过「将心比心」，假设艾科卡发生过的许多情境，但那都还是停留在过去的环境。在此，我想进一步思考：如果，艾科卡面对的是今天遽变的全球环境，他可能会做出什么样的不同抉择？

三分天注定，七分靠打拼

读艾科卡一生的故事，有下列三个情境令我印象深刻：

1. 父亲的启蒙与求学经验

艾科卡自幼受到经营企业的父亲影响，养成许多良好的习惯，尤其是他能在任何际遇下，严守行动纪律和个人准则，「人必须决定自己的优先要务，并且全力以赴」是他秉持的原则。在求学时代，祖籍意大利的特殊背景，并没有带来任何不便，反而因此很早就养成独立自主的精神，并藉由勇敢与外界沟通，以锻炼个人思想的表达、随机应变的机智。二次世界大战的时代混乱，意外地让艾科卡有机会接受极高质量的教育，陆续修习到工学与商管学位，换成当今的系统化教育机制，他大概没有办法达到。

2. 福特汽车初试啼声

1949年8月是艾科卡职涯的第一步。当时他选择进入福特汽车，主动争取营销或业务的工作机会。如果，艾科卡在福特汽车的发展一帆风顺，不会激发他提出新颖的计划。1956年份的福特车卖不好，艾科卡因为强棒计划获得全国总部采用，因此升任华盛顿特区区域经理，创造出个人职涯的第一次辉煌纪录。福特汽车是当时全球第二大企业，才36岁的艾科卡就坐上事业部副总裁兼总经理的高位，他个人强烈的管理风格发挥了不少助力。他认为，「优秀经理人应具备的最重要特质是决断力」，艾科卡强调自己在讨论决策过程讲求民主，但到了提出最后决定时，就应成为铁面无私的统帅。这对在民主意识高涨中担任企业领导人的我来说，是一项非常需要学习的事务。

3. 克赖斯勒的团队合作

艾科卡是在政治干扰下黯然离开福特汽车，重新出发的他在1979年初进入克赖斯勒，同年9月获任命为董事长兼执行长。克赖斯勒并没有为艾科卡准备好一条康壮大道，而是正陷入财务问题与能源危机的双重困境。艾科卡很快就领悟到，必须建立一个经验丰富的优秀团队来整顿公司，改变昔日各自为政的运作方式。艾科卡所延聘的对象，包括稍早在福特汽车任职时，比较能信任的退休高阶主管，借用他们的丰富实务经验，采取大刀阔斧的重整措施，迎战为克赖斯勒转亏为盈的艰巨挑战。

政治「达尔文过程」引发企业求变效应

艾科卡任职于克赖斯勒时，全世界连续发生石油危机，即使公司内部运作很有策略，财务报告上依然很难看，艾科卡进一步创新提出两项作法：一是向政府申请贷款，另一是率先把自己的薪水减到年薪一年一美元，好为公司在度过难关的当口，增加可调度的筹码。原来，去年以前不少企业执行长因应经济低迷而提出的减薪、向政府求援，都是来自艾科卡「反败为胜」的戏本。

假设，艾科卡所处的环境是今天的台湾，可以肯定的是，他面临的挑战与抉择会更加困难。例如前面所提及，艾科卡在团队人才延揽的良策，在当今全球迈入知识经济时代的网络革命背景之下，拥有特别技术和专业知识的人才，如当红炸子鸡，优秀人才的储备与相互挖角是企业竞争的「必备基本要件」，不再出现艾科卡在克赖斯勒的加分效果，因此当今企业唯有再找出更创新的策略，才能凸显企业的竞争优势。

此外，曾经导因艾科卡黯然离开福特汽车的「政治因素」，今天的情况更为复杂，外部的政党轮替和接班人年轻化趋势，间接冲击企业组织的内部生态。台湾的政治舞台出现所谓的「达尔文过程」，各族群内的差异特性引发「天择效应」，象征新兴年轻族群崛起，透过社会价值的重组与认同演进，催化「老人政治」没落，感染了企业经营阶层被迫放弃旧思维，唯有燃起求新、求变的欲望，才有机会活命。

身为新世代的创业者一员，我并不担心可能会淹没在遽变的大环境，反而更乐观地认为，今天的台湾产业环境中，永远有机会可以进场大显身手，必须注意的是，企业策略内涵的变动与组织内外的相互呼应。

在企业策略内涵的变动趋势方面，观察的重点为：


	资产变成环境的一部分，往往使公司很难掌握也较难发展独特性的资产成为竞争武器。

	公司的独特性来自于企业如何管理顾客和资产，并不断改善与这两者之间的关系。

	静态的策略变成动态的行动「策略化」意涵

	策略的实行：结合资源和行动，以服务好朋友和吸引新朋友

	策略核心：培养与组织内外部的各种环节建构和保持联结关系的能力



在企业组织内外的相应变迁趋势方面：


	外部的环境愈趋复杂，使得公司也趋于增加内部的复杂性。

	挑战已经很难区分外部和内部，两者常常同时发生，而且常常因着相同的交易过程而产生。

	新社会正逐渐远离社会主义取向，其最关键的资源必是知识。所有的人除了有显著的知识库外，仍必须持续地学习。

	产业社群复杂化的意义，自我投入网络关联成为必要的运作态度。



台湾产业环境胜过艾科卡威力

管理学界有一句名言：企业成长的驱动力，往往来自于环境限制。「破釜沉舟」的历史故事，和篮球场上「篮下拉竿」进球得分模式，带给新生代不同的启示，艾科卡的一生故事也是。回顾台湾走过的发展途径，创造出举世称羡的台湾产业之经济奇迹，和许多令人激赏的台商企业典范，其中所蕴含的历史意义，不但早已突破了台湾的历史悲情，且凝聚出一股台商文化的影响力，持续地向全球各地扩散。相较于艾科卡的困境和挑战，被称为「打不死的蟑螂」的台湾中小企业，秉持「台湾阿信精神」，在这片弹丸之地写下无数的企业奋斗史，更是个人崇敬、学习的对象。

个人至今的职涯历程，身价虽不如科学园区里的「电子新贵」，更没有艾科卡世界级汽车业的丰功伟业。但，我足以自豪的是，曾经在军中服兵役时立下的生涯志愿几乎都已实现，当然也为了这个冠冕堂皇的执着，付出过代价。1994年甫自军中退伍，正好赶上科学园区各大半导体厂迈入8吋晶圆制程的建厂整备期，虽然也收到台积电和联电的录取通知和同学们的召唤邀约，但最后还是坚持自己立下的志愿，决定去全球最大半导体制成设备商——美商应用材料股份有限公司（现已改为台湾应材）工作，换到公司的外派训练经验和优渥的薪津，让我深刻贴近并体认到跨国公司企业文化的魔力。尤其在外派硅谷总公司服务时，更让我对于人生的规划上，有了更辽阔的视野与空间。

自美返台后，我展开一连串的生涯计划和接续行动，包括准备投考政大企研所作为进修事业经营知识，同时转入以高科技业营销业务导向的工作发展，尔后再进入台湾工业银行服务，负责产业研究和投资分析。先前的业界历练，主要是为了奠基个人创业的基础，终于在2002年成立威晶科技股份有限公司，成为台湾光电产业链上的一员，正式加入台湾中小企业行列。我虽然没有艾科卡的无限威力，但在未来的漫漫长路上，我会坚持勇气和热诚，带着我的执着面对各种困境的挑战。


本文作者简介

政治大学企业管理学博士研究，台大电机研究所硕士，曾任陇华电子营销经理、台湾工业银行襄理、台湾应用材料公司客服工程师。
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