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SUMMARY

1. Changes to the buse model

Theae are of two types:
10. Those which are obligatory to bring the chosen model into line:

101. With national legislation. They should be limited in number
and importance if the national highway code is based on the rules established
by the international organizations;

102. With the particular conditiong of the local industry, They
will be defined by the experts amployed by the International ianufacturer,
whose exhaustive knowledge of the model und its potential will enable them to
determine: whether it is necessary to alter the original electrical system,
by increasing the ¢apacity of the battery or the power of the generator;

103. With the teminology and system of measurenent. The
lettering on the dashboard ana various plates, the murkings on the instrument:
of measurement,

11. Changes introduced by the International hanufacturer in the
course of production. | | '

Here, the cuestion tecomes much ricre complex, since the manufacturer
himself is faced with a variety of problems.

2. ’fheee changes may:

20. Affect the external gppeargnce of the vehicle; this raises probler-
of disposal of stock, deprecistion of unmodified rodels, pricc of second-hand
vehicles. |

21. Affect the performance of the vehicle.

22. Affect the jinterchangeability of certain meo'unical [ p_g ntg.
These changes are juet as ugioua, although not visgible., They pose problens
connected with:

- the stock of spare parts at the factory and in the spare part.l
shops of concessionaries and agents;
~ identification of vehicles an the basis of changes.
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These changes give rise to:

~ internal aaaninistrative complications;

-~ the issue of infomation to the dealer networks

-« changes to proauction and checking .lquipamt;

= increased stocks of spare parts at all levels;

- errors in delivery; ’

- inevitable increase in cost price. '

23. All Departments share responsibility for these changese:

230. The Sales Departmept requests them in the light of the market
situation, as a means of fighting competition and inducing custamers to
change vehicles:

Changes to external bedywork (wings, radiator grills, omamentation);

Changee to interior layout (dashboard, carpeting, seating);

Improvement oI performiance. ‘ .

231, The After-Sales Department, in the light of customer ressersd
recuests improvements in:

Safsty-road=holding, durability or wear of safety parts (front and rear axies)
tyre wear, consistercy and wear of breskes, locks,

Leliability of the engine, transaission and steering; cenvenience of
naintenance, convenience of repairs. . o

232. The Produgtion Methods Department recuests changes in aesign,
in order to: : '

« improve ocuality; '

« reduce production time;

« permit the autouation of manufacture and assembly ocparations,

Lastly, where gugsastions boxeg exist, the staff as a whole can make
suggestions for the improvement of conditions of production,

In most enterprises, a special General Managemenut department has the
task of sifting all recuests for changes, evaluating their effects on the
‘ecost price and the running of the various services and setting aside any
proposals which have no obvious utility, ‘ -

-
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3.  Should the authorised _m_f_lﬁm apply all the chnngu made by the
Zatemational Mamfasturer?

31. The question does not arise in respect of SKD and CKD assenmbly,
since the stock of parts dispatched bty the manufacturer follows the same
evolution as production. The assembler must only take care that the dealer
and after-sales networks are informed in good time to create stocks of
ndiﬁdapuoputo.ndtompulyﬁcmmmnuunnu
delivery errors,

3a, mwmmnmumo:wmumm
- parts, .

- ja. 1t'a-mmmmnmmmmmmam

Mmmwum.nzmmmmmmmm

ummmrmtm.mc»mum. -

| _ To protect his world reputation; -
hmﬁe‘eapwnmw-pmmmnmmmm
markets, | )
mmmuuotmmmmumorm.mm

' spare parts mst be available on the spot.

L 322, mmm-mmuumummm

mmmmmmmzuwmmm
mwommumuwmmmmmmo:
-m.mmmnmmmmo:mo:mouw
4L he vishes to export the car.

&mmmmmmmumw-m‘mu
- would induce it to rise (serepping of mon-emortised tools, wmessive stock
ozmm.nuko:nmmm“hanmmo.m.‘).

3. The best approsch 1s fo select for urgent implemsmtation only
mwmmmmmumwmw
of the vehicle. :

mmmmhmmm.umm
mmwm.uuummmnmmy.
~ Those finally adopted would be growped together foi isplemsatation at spesifis
intervals (every year or tudee & year, for instance), end the vehicle's neme
would be changed to avoid errore in the dealer network as & whole, '
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o The implementation of this policy requires a climate of absolute
confidence between the two parties and in particular, absolute sscrecy
in respcet of information transmitted.

1. Changes to the base mode'L
The model which a licensed manufacturer chooul for construction in
a new country frcm the range of models of an International Manufacturer
will have to undergo a certain number of changes of variable importarce
in the course of conatruction, .
10. Changes which are obligatory to br:lng the chosen model into lines

101. With the lepislation of the country considered, or of the
countries to which it will eventually be exported, For example: the
dimensions of the license plates, fitting of an anti-theft device, the
position of the parking lipg ts, the installation of equipment approved in
the coantry in accordance with specific regulations (lights, spotlighle,
horns) etz.

These changes — which may entail subatantial increases in cost
price and investment ‘f they affect the steel-work of the vehisle - will
be limited in nurber and imporiance if the national highway code and the
rules which supplement it are based on the regulations established by the
specialized international institutions (IS0, etc.).

102, With the particular conditions of the local intustry. Theee
changes will be defined jointly by the experts employed by the International
Manufacturer and those employed by the authorised manufacturer, possidly
together with representatives of the corpetent administrative body, fullowing
tricls carried our on the highways and by-ways of the country considered, |
before the decision is made to build the car. Their exhaustive knowledge
of the project and its feasibility will enable them to determine, for
instance: whether it 1s meouuj to modify the original electrical system,
by increasing the capacity of the tattery or the powsr of the generatsr; to
adopt a sore seiective air filter to match the granulometry of the lecal
dust; to change the cubic dimensions of the engine 80 s to meke better
use of the standard fuel distributed in the countrys to fit a different
sise or shape of tyres, in accordance with the condition of the national
road network, ete, 5

AD. Eith the
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103, With the terminology and legal system of mezsurement. The
lettering on the deshboard and plates should compulsorily be in the language
- of the country, and the country's legal system of measurement (distarce,
volume, temperature, pressure) should be used for the markings on the
dashboard instrunents (t.u::homoter, mileaze recorder, petrol-gauge, water
t.huomtor and oil-pressure gauge).

Changes incorporated by the International Manufacturer ;g the
gcourse g production of the base mode].

Here, the question becomes much more complex, since the manufacturer
himself is faced vith numercous problems which are a scurce of enduring
conflict among his different departments,

~ Such changes often have important consequences in the t.ochniul »
financial and administrative fields. . ~

- Should the changes be applied systematically by the licensed
mnufacturer? That is what the International Manufacturer wants, but sush
& solution would pose problems for the authorised mamufacturer, with
attendant risks of conflicts and mutual misunderstandings.

In the present study we intend to pay particular attention to the
amlyeis of this problem and to draw prectical conclusions, with a view to
removing one of the principal causes of conflioct,

2 mmwmmwumm
meduction

We shall deal with this problem from two poimts of view: firstly,
ty exmnining the nature of the changes and secondly, bty determining their
origin in the enterprise.

-In each case, we shall specify the commercial, technical and economic
effects of the changes introduoed, '

o Changes affecting the sppearance of the veticle

These cbmoi m of great importance commercially, since they permit
the identification of the precise dats of manufacture, '

Experts on the second-hand market are always on the look-out for _
ouoh changes, which do not have to be very apparent to attrast their attemtion,
The modification of the shape of & nwnary accessory, such as a window
. handle, is sufficient, It is Mwmtowmuhlpottbo

w or t.ho colour schems of the hody\m'k :

/Such changes
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Such changes have sericus effects on:

201, The disposal of vehicles in stock. The clicnt always -
desires to have a car that is identical to the last vehicle off the assembly
1ine, and 8o there is a risk that the vehicles in stock will suffer
depreciation during transpcrtation or in the course of distribution,
entailing important financial losses when the stock is large,

202, The price of second-hand vehicles, which sutomatically
falls as & result of market displacement by the new vehicle. The amount
of the depreciation obviously depends on the importance of the changes in
appearanae. '

In general, these changes are made only once a year, to be prescnted
at a Car Show, so that the effects can be limited to & period during which
the esame difficultics are normally suffered,

2. Chapges aff afwwmm Basiocally,
such changes relate to: '

= horse pover,

- transmission ratios ’

= fuel consumption,

By their very definition, these changes are very unlikcly t> pass unnoticed
and give rise to complaints by earlier clients who claim that vehicles
identical to their own havs better scceleration times, pnrticultrly on
drawing away from traffic lights and on gradients,

The most frequent rezult is for changes to be made under warranty to
cars already delivered, even if the warranty period has already elapsed, so
as to soothe unhappy clients and retain their custom for a future purchase,
This affects the financial. and psychological relations between the dealer
network and the clientele. _

Changes affecting the interchangeability of mechanical components.
Most changes are of this type and they have chain reactions which it is
difficult to apprehend and calculate, especially if the market is large,
To prevent customers f{rom suffering on this account, it is essential:

To provide the after—sales network with precise information .om

- the date of the change,

= the nunber of the first vehicle to which the change was applied,

i Wl
¥
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= the importance and number of the parts affected;
To supply dealers with new parts » 88 soon as they are mass-produced,

te offset the risk of undue immobilization of a vohicle, to bo rapaired.

These changes have important consequences:
8)  In the sphere of gdministration, owing to the need for information at
all levels of production and after-sales service: changes in names and
Spare parts catalogues. Issue of information notes in the hnguugn or all
the countries to which the vehioles are dcnvcrcd.
b)  In the deale works

Constitution ot stocks of spare parts in the factery, in rogieml shops
and in the network of concessionaries and repair-sheps,

Risk of exhaustion of stock of spare parts, since it is difficult te
888008 consumption over the next fifteen years in advance.

ALL this inevitably has finencisl implicstions both for the enterprise

and the dﬂormm,mmtotmwalmm
"ot all levels,

Lastly, increased risk of error in dealing with orders for spare

- Parts; if the client does not specify the series muzber of Lis vehicle, he

runs the risk of receiving a part which will only- fit a nhiclo produced before
the introdmtion of the change.

&Lsmmmnu&mm&mm
: 230. The Sales Department demands changss as a weapon to figt
conpetition end to induce the customer to change ‘vehiolss, even if the ome

he has gives satisfaction. In general, such changes are requested once a
yoar, to be incorporated in the model presented at the International Show ot
the following yesr, for the purpose of making an impact on the market,
initiating a publicity corpaign and callirg press confsrences.

These habitual annual changes, which started in the pnrticuhrly M
market conditions ¢f the United States, gradudlly spread to the other large
producing countries whers amriual or bi-annual shows are important international
evente, _ ‘ Do e

- The changes requested by the Sales Department relate tos
201 . The external form of bodywork: buspers, wings, radiater
oills, dimim ©f rear vindows, external decoretdon, type and colour of
Peirt work,

/In the




In the United States, these changes are planned by the stylists after
studying the hase uodel, which in theory has to last four years, with provision
for three restyliangs. The construction of the shell is planned to allow
for changes, without affecting the main structure, the radiator grill,

Ae  bonnet and front wings, the doors, vhe rear window, the

rear wings and the boot. The plan apccifies' how long each of the
components is to be used, so that the stamping dies are built to produce a
specific number of parts: four years for structural conponents, three,
two years o one year for the wings, bonnets, etc., according to the

;lan adopted. Thus the means of production are economized and perfootly
adanted to the Job they have to do.

But all this requires firmness of decisions and cmlutl secrecy
with regard tn operations, even within the same enterprise.

2302, Interior outlay: dashboard, dashbtoard instruments,
glove coupartment, carpets, shape and rosition of seats, cushion padding, type
of fabric, various accessories: radi>, rear-view mirror, door handles,
window handles, lighting, cigar lighter, agh-irays, etc.

2303. Improvement of perforrance: maximum ap«d, acceleration,
fuei consumption. In this comnnexion, it may sometimes be necessary to
slightly reduce the cubic capacity of an engine so that the cars can be
clasced in a lower class in competitions; this calls for a change of bore
and a1l that entuyils in the way of new parts; piston, piston axle, piston-
rings, cylinder~head.

230L. Reduction in price of a "atripped-dcm model®, together
with the creation of models with different customer options: standard de

luxe, sport, gran turisme, etc,

2305, The creation of special models duignod for particular
uses or for sale in countries with peculiar inporting hahits.
231, The After—Sales Department which, in the light of customsr

research, compiles cemplaints and remarks and demands changes besed ons
2311, Customers! remarks on:
~ Maxigum speed (generally lower than the M maried
in the catalogue),

. /“ m.l.um’
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- acceleration,
= hill-climbing ability (speed ratics and engine power)
« fuel consumption,
« lubricant consumption (exheust fumes),
= water consunption (engine that overhests),
= starting @ cold engine,
=~ starting up varm engine,
= Gust~ and water-tightness of the bodywork,
=« various noises and vibtrations;
12, Remarks on safety:

"~ = road=holding, '
Mvuwefmm(muw
axles),

= type wear,
.= consistency, balance and wear of brakes,
= working of locks.
313: Remaris of the maintenance workshops ons
= the reliability and wear of the engine, trensmispion,
steering ‘and brokes; :
- saintenance facilities (access to filler eape amd
drain plugs, adjustaents);
- convenience of repairs (sccess to coppoments,
» . disaseenbling and resssembly).
.. mmummummmum,mm-n
studied ty qualified technicians who check that they are Swtified or advise
the client Af he is mot weing the vehicle correctly, lonthly statistics
determine whether these are isolated phenomsna (which would be the consequense
of irregqularities of manufacture), or systematic Mu,mmtm
changes te the cosponents concerned.
22. The Eroduction Nethots Depaiient demnds ehanges of eubetamse
crduin,hﬂnnghtofmtummmmmo,hm:
: A, 7To izprove quality by:
Changes in the shape of cast, forged or stamped parts,
. t0 improve the percentags of good perts;

SURCHE /Changss in
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Changes in heat treatment to ensure the wniformity
of mectanical characteristics and reduce deformations
of parts treated;

Change s in sanufactiring tolarances o ensure the
interchangsabtility of assesbly components.
D22, To reduce the time spent on produstion, or pImit
the use of dirferent machines or manufasturing techniques.
DB, To atomate certain mamfesturing oF assembly
cperations.
In theory, the changes suggested by the produstion & assechly
workshops should pass through the same chanmel, in order %0 swid eenfliste
of eewohncc.

o Ihe:Begearch apd Develovmeps DepaI‘ist alse proposes changse
affecting tho caP a8 a whole, taking ascowrt of:

so that the changes may be mmraunummmcmm
Such changes relate, for instance, to muissnce eontrol: alr pellvticn Wy
exhsust fumes, radic interference, moise,

32, perisnge scculred at teet Sraghs st home and ebreed,
which gererally confirms after—-sales experience.

33. Progress mede 10 related industrisg 1s the wy ofy

3330, Improving the guality of eenstrestien
saterials and better adapting them to their function. This entails, fee
{netance, perfecting special steels for exhewst valves, valwe eprings, e,y
improved plastics to provide a better substitute for ceaponmis made of
pnmmmnm:ormﬂul,uummdmm
which were replaced by plastic mirrore silver-plated wier weum to ispreve
the m.qormwmrottmmhwmmmtu
injuries from spiinters.

' 3331, mmunmum.-u
example by replacing contimwus-current bty alternating-currest generatere, ”
a oonsequence of progress in the prodution of trensistore snd disdes ia
the electronic industry. '

2332, 1streducing nev inventions derived fyem the

Jatensblils o@
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stemobtile or relsted industries, such as seronsutics or slectrosios
(ese previcws exmple).
Dd. Dhe Murirg Departasnt requests changes.

AS the proposel of external ewpliers, to improwve the quality of their
SWply or refuse the price, or to enshle their elisnts to share in produstien
isprovements, _
il. Poseidly to change & swpplier, if ho produces st o
higher prise or lower quality then eme of his eccspetitors or if chere is
uuau.mm.umnum-ummmu,
mmnnmwmmmmmmnmm
schodnle. : '
3. Leetly, the pusseetisn DaNg, “here they exist, enshle the
Mu.m.wmuwm,ummw
for iaprovisg produsticn conditisn and the quality and prise of the artisles
prodused.

mm&-mmmwgmmm
W.umqmdm-io_mm
W the epesialised teshnisal servises.

. e fessristies of thees shensse sed of their ¢iflerest sourees
b the sssplexity of the question and how numsreus are the demands \hieh
are plased before the Teehnisal Departmsnt: oeversl dosen per day 12
rospest of a single sar-anking prosess.

uummmmm.mm.m
.mumummmmmum“
fov vithowt plasing sn wndue burden on the work of the emterprise.

of changse must W distrituted to all the servises comserneds

Alll. e enlesturing Niresy, 'hish met co-erdinste
mmummwaw.wmm
hﬂ“d&mwdwmmm
produstion,

ana, mmmumw
1o the range of prcessess and meshinery.

/&m.an




20113, The Profuction Services, wiish will have
to inetall the means of production and apply them at the appropriate time,

2,14, The Dyring Depertmert, which will possibly
have to contact the external supplies to ensure that they respect the
stipulated desdlines, S
21115, The uality Comtrol Dopartnert, to emble 44
to study and create the means:.of checking the new parts.

24116, The Cost Price Departasnt, which will heve
W cahuhtothc crrm-etwmwocmummmhmm

provision for the amortisstion of new tools and the residual amortisstion
of old tools,

217, e mmm whiieh vill poumv m
to determine the effects on the sale mnmomuthmﬁd
ufomuoa to the dealer mth'k. where lmwhu .

: ' 2118, e After-Gales Service, whish will infore

its network and epecify how changes are to ummuum o
mm;nvingmpumoﬁmbrthommmmu -
ensure that customers are supplied for a period efmyuﬂ (mmct
the obligation to supply repair parts). ) .

All this information must be supplied in complete secresy, «qnu
~ the large mbcr&a&dnsms,ucwmmeor
indiseretionss halting of delivery and the counter-publieity that sush e
) Mﬁ movokes, .
212, Wm ™o
solutions are pogsidles :

ﬂnnpuibh. Ummaqu.mtohsmmmm
tdme required for the introducticn of changes, this emteiles . .

m:g:omummmomunmmum
the mev system, 1.e., to modify the produstion sechedule. :

-wmepumuermmmumumm.,u
stoordance with the orders passed on ty the after-sales service,

= The forelgn assembly plarts are obliged to adopt these changes in
sachinery, since they produce the possibility of econtimuing the supply
of old CKD prts. |

/122, Grestion
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2L322. Creation of new tools, the old being preserved in

order:

= to cover reaulrements for cpare parts;

- to continue supplying the CKD market, in cases where it is not wished

to apply the changze.

This solution usually has the crawback of requiring a large umount of
investzment, One of the two soluticns is to be adopted, takingz account of
the following fectors:

= ocontunptlion raite of spare parts;

-~ sige of demand for CKD perts;

= interest cf the “icensed manufacturers in the change envisaged;

= value of the spare parts;

= vslue «f the new Lools;

- price of the change of tooling.

In saue cuses -~ bodywork components, for instance - it may be feasible
Lo cede the tools for manufacturing spare parts to one of the authorised
manufacturerc who coes not wish to apply the required change and who
undertakes to sell spare parﬁ to the central wlreheuu of the International
Manufaoturer, and repair parts to the other lLicensed manufacturers, to f£ill
out incamplete collections of CKD parts, deliverod by the Intarnatioml '
Mamfacturer,

213, Setting up of stocks of spare parts.,

2131, Por outevf-date parts, to ensure the maintenance
and repair of the vehicles delivered before the introduction of the chunge.
In the case of bodywork parts, this stock takes up a considerable mmount
of epece and capital., Parts must be stored on damp-free premises, to lvoﬁ
damage through rust, especially in tropieal countries.

' 2132, Por new parts, and their placement in the over-all
network before the introauction of mass production.
2k, Cplculation of financial effects.

24141, Change in the cost price of the modified components.

Effect on the price of the vehicle.
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2,142, Plnancing of investuent in tools ana
transfomation of werkchops. Such investment may be very large in the case
of changes to steel-work, if large stamping machines have to be

reoonstructed.

24145, hesiaual amortization of tools which have served
only a fraction of che time originally eavisaged. wffezt on the cost
price,

20144, Financing of the increased stocks of spare rarts,

2415, Orzanizstien. The implemontation of these changes 1s
expected to reauire over-all cc-ordination, and in many cases arbitratiom,
for the taking cf dacisions, between the department making the request,
which is ulvays sure of the justice of its case, and the cther departaents,
vihich are not aliways so sure, Such arbitration cen only be undertakon
by the seneral managa:art of the fimm after an exhaustive survey, usually
carried cut by a snucinl service which receives the recuests ana sutmits
them to an incuiry in all the cepariments (standard cuestiunnaire).

The study specifies the importance of the changes to be carried ocut
and all the effects Soreseen in the wnterprise snd on the market, caloulates
the crhange in tiie cost price and tie investuent expenditure tc be und-.rt&k’n,

It proposes either mere rejection, or acceptance, with a time limit
for application. ‘

2416. The cuestion of a time limit ie important and also gives
rise to discussion. ‘

The changes affecting the safety of the vehicle are urgent and, in
certain serious cases, may even be applied retroactively to vehicles
deliverea to custcricrs ano vehicles in stock before delivery, This is a
delicate operation wihich must be perfectly organized by the after-sales
department. to prevent panic and a rush of cliente to the workshops. It
is alsc a costly operation, being undertaken under the vehicle warrynty.

/of. sinilar
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Of siailar importance are chaiges affecting the resistance to weer
and tear of vitul cocmponents: engines and traneaiesion systems; thaugh
the safety of the vehicle i3 not inwolved, there is the canger of it
breaking down on the rcad (broken crankshaft, for instance).

" 1n the other cases, it ls atiempted to group the changes together
for spplication en ngee st the time of the anmual change, which usually
eoincides with the Car Show held in the country of the suthorised
sanufacturer, lhis enoumbers the task of the Prodvetion Services, hut
the commercial and after-salss effssts are simplified, since it Deccmes
much easier %o idatify spare parts,

Should the suthorised mammfacturer systamatically apply all the
changes made to the basis stock by the Inteimational Kawfasturer?
This cuestion msy be answered in the light of the preceding onalysis.
" Obvicusly, all the shove-mentioned crewbecks for the authorised
Raufacturer are scoentusted by: :
= the want of loeal teeinical nm;
= the scarcity of finaneinl resourees and, in particular, he
deficit on foreign curreney o finance investaent
= the difficulties of passing on information Lo the dealer networkj
o the difficultics of aftur=gales serviee for gpare parts and the
 incompetence of the workshop staff who 00 not reed the information
notes. ‘
The situation changes aceerding tc the propertion of nstional parte
used in manufacture.

o SR ana CTD asemnly »dthoqt intesratimn of natienal parte

imthoructuumnduin. The number of purts dispatehed Wy
the Intemstional Xanufseturer follows the evolution of produetion. The
ssemmbdler aust ly take care:

/310, That
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310. That the degler network is informed in good time to make
the necessary psychologicel sdjustment, especially in the case of an ammmal
change. Accoraing to thc importence of the change and the state of the
parvet, preparation for the chunge may fange in form from a mere meeting
of agents and cincessicnaries, to the launching of a campaign through
advertizing, press conferences, television and radio ..., dmonstrations,
ete, ‘

311. That the after~paies gervice netaerX is fully infomed, so
es to be uble o :repare for the application of ehanges by the following
means!

3110, The issue of technical notes drafted in the
language © the count1y ana of the level required to engure their
intelligibility. If tie subject warrmte it, » resting of workshop
techniciasns to mpm for the nesessary deumstrations to be carried owt
by coaches speaking the iunguage.

3111, The eetting wp of Msd’wnﬂcnﬂﬂd
on & wniform basis throughout the eowtry,

3112, Checking that the stosks of old spare parte are net
neglected, aince custcmers should not suffer as s result of the irmtrodustion
of changes. |

32. Integration of national Rarke
In this case the cuestion doee ariss,

320, It is in the memao:mmmumwm
that all the changes be appllied, so that the vehicles buill under liomnse do
aot differ fron those thet he mamufactures:

3211. To proteet his world reputstion;

3212, 1o avoid eampliceting the spare perte situation
o the varicus export markets. In the oamon case of cars leaving their
comtry of crigin, it is essential that the spare parts roguired for
aergency repairs be available on the spot. mmmsatm oonnexicon
is blamed to the Internativnal Manufasturer,

[322. The

!




322, The muthorised nstional manmufacturcr has more divided
3221. He must ensure that the vehicle that he aanufactures

does not depreciate in value oompared with the swme veshicle from the

- eountyy of origin, especially frem the point of view o appearance,

interchangeedility and auality, if he wvdahes to export the car,

: _ 3222. He must aleo closely watch his cost price and avold
oy situstion that would osuse it to rise (eserapping of non-amortised
machinery, excessive stook of spare parts, stock of vehiclse for sale
at & redueed price, ote.). '

3223, He must wateh his financial situstion and net
wdertake other than strietly necessary snd viable investnant,

This duality of interests is & sourse of parpetusl eonflict Letween
the twe parties. This is ene of the most aelicate questicns in the sphere
of warking relations betwean the Intermatioral Manufssturer and the
suthorised namufesturer, .

uwmum«mmm

'320. The best solution is L0 chooee smong changes dearing in
- mind the resson for their intromuetion, end to adopt cnly theee that are
essential to the quality ana safety of the veliele, '

It should be made clear at the cutest that the question does not
presomt iteslf in the ssme way Af the sutherised ssnufasturer wporte
vehisles to the same markets as the Intematicnal Lismfasturer (whieh is
'mm)eunmammm;mwmuuu
other enslusive narikets.

In the first cese, it 19 Smperutive that he spply all the changes
affesting interehangesbility, eo that no gquality diserimination arises
thet might sericusly jecpardise his market position,

In the seeond esne, a dimtinction must be mede between:

3231. Imperted parte, where the only logieal approsch
is to follow the changes introdueed by the Intemational hamifacturer, since
amy ther soluticn would induce the latter to retain machinery to econtinue
saking old spare parts, entailing:

= Aa ineresse in the price of wecial parts mamfactured in liaited

mmberse;

/- Difficulties




- Difficalties caused to the Internationsa) Manufacturer by the
introdustion, prouction ana stoekpiling of parts, which almost
suttmaticslly gives rise to irregularities in delivery, reflected
in asseably line problems and incrosses in production costs,

0311y produced partg. It is necessary ‘o apply
changes t0 those perts that are naunted on rodified imported perte,

Por the other parts, changes should not be applied systematically and,
Wtudlicnhtdrm, mmlydootthctmutoutbclm chould
be m.».

AgeePbly of 100 per emt locally sapufsctured parts

n 1s in the intarest of the sathorised nitionsl manufacturer to carry
out & oetailed study of ths type already carrisd out by the International
iiamfasturer, before deciding to apply sny change. lhe reascning of the
Ja\ter may not tcineide with that of the national zaufacturer, srd the
 aseisions sdopted may be very differeat,

Let us therefcre (o back o the anslysis rade wnder item 23,

330, The changes renmested by thé Camercial Lepariment are
normally d¢iatated only by domestic market econsiderations, and since the
owditions of campulition are not eompsrable, it is not at all cortein
\het the eholee nace by the intermatienal liurmfacturer is the right one.

There is usually no ccmmorcial necessity for axterior chunge: to
body penels, which aie costly fram the point of view of eciimment, and
the stability of the model must take precedeice over tls desire for changs,
the mere 00 sinee, acre often than not, the original bodywork no lenger
meots the needa for siaplicity and stark functinmnalien an the markets
of the aeseloping comiries.

The saue is true of interior chenges, exoept for the oomfort of sests,
sinse the bad state of repeir of roads normally justifies a special effort
ia this regard,

Changes in respect of inereesed power may be important in a conmtry
vith rugged topography where customers are trapted tn overtax their vehicles.

/A1 mesns
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All meuns of reducing consumption of fuel and lubricants must also
be midor'cd carefully, since any economy in these fields meuns a saving
in the country's power resources and usually conduces to 4 balance of the
foreign exchange situation,

Variations in bodywork, frequently Justified by competition on the
Mldc market, should noi normully be adopted since they complicate
programaing, production, stockpiling and sales, therc being no commercial
counterpart on the murket developed by the International Mumufacturer,

This is purely a question of competition on the domestic murket,

' 331. The Mggw the Aftar-Sules Department ure
normally based, as has been ghown, on customer resssrch and are aimed at
correcting serious or minor defects discovered during nerchundising of the
~ wehioles, , .

In theory, ull chunges are valid for the wuthorized kx(un&ﬁmtﬁrer,
partioulsrly those uffecting pyfety (sub-item 2312), reliubility (sub-item
213) and perforgance (su-itea 211).

They should be applied at uny cost, with the same urgency shomn by
the Internutionul Manufacturer, taking account of conditions on th: netional
market which tuhlly prolcng delays.

Por changes requiring retrosctive or W, affecting -
- safaty or peliubility (breukuge of purts), it may well be necessary to take
sdventage of the efforts of the Internstional ranufacturer, importing the
required parts urgently (by air, if necessary) for speedy fitting, at the
opese of locally produced purts.

 The decision to import parts reises the problan of foreign exchangc,
which can be solved if the public suthorities adopt a flexible approuch.

At the same time, of course, every effort shculd be mude at the nationsl
level to repidly modify existing equipment or munufucture a new plant.

o 332. The changes requested by the other Depurtments ure not so
urgent mdmay correspond to different priorities owing to the fuct that
the retes and means of production are not in step, particulerly when
production has to be uutomuted.

The Internstional Nunufscturer issues u record of euch change. This
- poscrd must be studied in detadl and & similur record assembling the opinions

of the corresponding departments must be issued by the wuthorized

/nanufacturer,
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manufacturer. In this sphere also, it is the sole responsibility cf the
President or Manuging Director to take u decision, following prior
consultation with the Int:rnational Manufacturer, if this is decmed
necessary.

.The need to group these changes together for systematic application
twice a year at the most is more imperative than for the Interrational
Manufasturer, because of the inertia and frequent incompetence of the
after-sales service and the workshops.

333, It is desiruble to set up an organization similar to
that of the International Memufucturer to follow up this question and
co-ordinate the uction of the different depertments, in research and

‘Ppli@lti M,

L.  Conclusions
»  We apologige for the dry, technicul language of this report, In

conclusion, we should like to lay stress on the psychologicel conditions
essentiul to the success of the joint action to be undertuken by the two

parties.
L1, It is sbsolutely necessary for the suthorized manui.ciuver to

be able to take a decision in complete freedom, the consequences of this

Moreover, he is in a better position than the Intermaticnul
Maunufacturer te understand the situation of the domestic murket, its wants
and demands, and the conditions of local competition.

42, In this question, as in muny others, it is necessary thst there
be & climate of complete confidence between the International Munufacturer
and the authorised nitional munufacturer. Such an utmosphers would make
it possible for changes to be studied at the earliest, so that active
measures could be decided upon &s quickly as possible, In particular,
the question of secrecy should not arise with regard to these questions.

In this connexion, the International Munufucturer must have ithe same
confidence in the authorizec manufacturer as in his ovm departnents. There
must be no fear of any indiscretion on the part of the specislists informed
of the importunt projected changes, sometimes more than cne yeur in advunce,
Only on this condition will the International Manufucturer freely open his

£iles,
J1f these

‘decision = purticularly the financial ones - being his sole raesoonsibility, -

——
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If these conditions are fulfilled, there is no reuson why the
Intermnational Manufacturer should not consult jointly with his licensed
munufacturing agents, at leust once a year, on the question of the
projected changes, taking account of any remarks they may make in
reacning his decision. This would be in the interests of the Company
‘a8 un internationul concern,

13 July 19

P. PICARD
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ANGa.
Request for modilicaticn No, Dates
T
¥
¥odel : BArt concerned:
Revartment making reguast: 7
e H
Retsils of the requested changes
“Yith retroactive effect from No,
Urgent .
Can be included with the amnual change
For follow-up ‘

Remaries tv the interested departments
1.  Studv and Tests Departasnt
Importance of the changes Interchangesbilitys

2ot assured

Tias limit for the studys
Time limit for the tests:
Possible time limit for specifications:

Renarks:




Diration of these trialss

M
3.  latheds Demariamt

Bffects of the changes
waaudnum
Wam
Mdkﬂn
Serepping of tools:

Mechines to bs baughts

BN It

/5. Sales




Effect on the dealer net.orks Effect on the CXDy
Effact on clientele: ' Effect on the suthorised
. sanuf scturerss

Suggested time liait for epplicstion: Opinions

6. ° Aftar-sales Depariaent
RUfect of eost price on stockss m*m:

A;uul-m
Bffest en the workshope:

Betimted apenditure:
Opinion;

»

Zime liait for ssolisshions
Retroastive (from .‘uuouo,

m “‘0‘.'.
At a later date
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