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ABSTRACT

A COMPARATIVE STUDY OF JAPANESE AND U.S. TRAINING PROCESSES,
STRATEGIES AND OUTCOMES IN AUTOMOBILE INDUSTRY SUPPLIERS

By

Randall Jon Lewis

An enormous amount of literature is available on
management training. Management training has had more
attention because companies have allocated training
resources to this perceived area of need. Few case studies
have been attempted in the area of production employee
training. Even fewer have compared Japanese production
training to U.S. production training.

The purpose of this research was to identify
similarities and differences in processes, strategies and
outcomes of U.S. located Japanese and American automobile
industry suppliers. There are many preconceived notions
about the Japanese and their views on manufacturing,
quality, service and training. Many people are unaware of
the unprecedented change occurring in American factories.
The problem is that we seldom go to the source to discover
the reality of our preconceptions. There is little
understanding as to how training really affects an
organization.

This research descriptively examined the production

training of six companies in the Midwest. Managers,



trainers and production workers were questioned to find out
how training is conducted, why it is important, and what
benefits accrue to the organization.

The face-to-face interviews and questionnaires were
examined to discover that, when compared to American firms,
longer orientations and ongoing training are typical for
Japanese companies. Additionally, they put more of their
resources into screening potential production employees.
Implications for further research include comparing answers
to training questions among different employee ranks. There
are significant differences in perception of the benefits of
training programs among managers, trainers and trainees.
These differences seem to hold true regardless of the

country of origin.
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CHAPTER I

INTRODUCTION

Our world today is much more complex than the world our
parents knew. World trade was much less developed and
exchange rates were not flexible as they are today. The
value of world exports in 1994 was over 4 trillion U.S.
dollars. Export trade grew at an‘annual rate of
approximately 12% during the 1980s and 1990s . However,
export trade is only a part of global business. The figures
are staggering when you include foreign direct investment
and local subsidiary sales of multinational companies
(Thorelli, Cavusgil, 1990).

In the United States, international trade is only about
7-11% of gross national product (GNP), but the US is one of
the largest trading partners in the world. Belgium, Holland
and South Korea export about half of their gross national
products. Most industrialized nations export about 20% of
their GNP. In recent years, the triad (Japan, Western
Europe and the United States) have become extremely
important markets for any globally oriented business
(Thorelli, Cavusgil, 1990). When a multinational business
moves its operations to a foreign country they bring a rich

culture which shapes its management, marketing and



2
production techniques. These distinctive characteristics

are at the heart of this research.

BACKGROUND OF THE PROBLEM

In the period immediately following World War II, the
U.S. was virtually alone in its ability to mass produce
products and provide services to its own citizens and the
rest of the globe. More than thirty years after Germany and
Japan began to rebuild their crumbled, war ravaged
infrastructures, the U.S. awoke to a world of globally
competitive products and services. This globally
competitive environment continues to grow and challenges
U.S. economic dominance at an ever increasing pace. Some
major trends directly linked to global competition are:
1. Continued emphasis on quality driven products and
services.
2. Increases in technology dependent products and services.
3. Growing emphasis on improving customer satisfaction.
4. The movement of foreign owned businesses to the U.S.

Quality: Products and Servioces

As a direct result of global readiness to compete,
quality driven products and services have become the driving
force for increased market share, sales and profitability.

After holding a substantial market share in numerous
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industries in the 1950s and 1960s, the U.S. had become
complacent. In the 1970s and 1980s, the U.S. began to lose
credibility in the production and delivery of dependable,
high quality products and services. During this time
period, the perceived quality of U.S. products was lower and
prices were higher than other world competitors, especially
Japan. Recent efforts to improve this credibility problem
have been thoroughly documented, but the consumer is
unforgiving, especially in the short run. It would be
simple to blame unions or government regulation for quality
setbacks but many foreign firms have been quite successful
in the U.S. despite these perceived problems.

In the post World War II period, the late W. Edward
Deming, after being rejected by American firms, brought a
system of quality management to Japan. 1In 1950, he taught
the theory of total quality management to the Union of
Japanese Scientists and Engineers. Japan's economic success
is rooted in quality; Japanese quality is rooted in W.
Edward Deming (Rienzo, 1993). According to Deming's
teachings (Lorinc, 1990), quality is the predictable absence
of error. It is a customer-oriented result achieved only
when management decides to work out system bound flaws in
production and services rather than blame employees for poor

workmanship and delivery of services. It is a never-ending
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process of continuous improvement that he believed would
lower costs and improve productivity and, finally,
profitability.

Another quality "quru® responsible for the worldwide
attention to quality is Joseph M. Juran (Quality Control
Handbook, 1951). The Japanese invited Juran to deliver
lectures on quality a few years after Deming. Juran defined
quality as "fitness for use®™ and his writings set the stage
for today's concept of total-quality management (TQM).

In 1987, Juran served on the original board of
directors for the Malcolm Baldrige National Quality Award
(Gordon, 1994). When J. M, Juran was interviewed in
February 1994, he stated that the 21st century will be the
"century of quality” compared to the 20th century which is
the "century of productivity".

J. W. Juran is very enthusiastic about quality in the
U.S. but states, "There have been a lot of false starts."”
Despite those who have missed the target in the 1980s, he
believes many U.S. companies have achieved world-class
quality. There are some examples of U.S. companies that
have pushed toward a high quality benchmark and have been
quite successful. John Deere's factories in Davenport and
Dubuque, lowa were registered to the ISO 9001 standard in

Japan by the Japanese Machinery and Metal Inspection
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Institute. The ISO 9000 series is recognized as a standard
of factory quality performance in more than 90 countries
(Lawson, 1994).

Another example of a U.S. firm serious about quality is
the Ceclor division of Corning Inc. Their Blacksburg plant
has received national recognition for its successful
implementation of quality performance teamwork. A self-
managed work team evolves through several stages of
development which involve a change in culture, attitude,
level of training, and commitment. These self-managed work
teams are fueled by global competition, new technologies,
shortened product life cycles, and a philosophy of
continuous improvement and higher expectations (Green,
1994). As global competition continues to evolve and
consumers increasingly demand higher quality and better
responsiveness from manufacturers, more and more firms are
turning to technology for assistance (Vineyard, Zeltman,
1993).

Firms Driven by Technology

Another key in the quest for global business lies in a
country's ability to lead in high technology. This is based
on scientific knowledge and is directly linked to the
portion of dollars allocated to research and development

(R&D). The spread of technology around the world is
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allowing low-cost producers to challenge major firms'
established positions in many markets. Technology is
forming organizational structures, processes, and products
and services (Chait, 1994).

Once a country experiences wage increases and strength
in their currency, low technology industries are often
relocated to other less developed nations and high
technology industries become the means for future survival.
More than 80% of the top 100 multinational U.S. based
companies make high-value, high-technology products. The
typical proportion of U.S. high-tech firms to total firms is
around 50%. These high-tech firms derive 44% of their
revenues on average from international sales (Kruytbosch,
1994) .

Most executives have been exposed to downsizing,
mergers, acquisitions, cost cutting and awesome
technological changes (Sorgenfrei, 1994). The next century
will be the period of information highways, wireless
communication and digitization. Managers are advised to keep
up on these and other technological changes (Vinocur, 1994).

Many business failures have arisen from the wrong
responses to these emerging technologies (de Jager, 1994).
While businesses have been in awe of the technological

changes in the past decade, they have not seen anything
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comparable to what will be developed in the next few years
(Zavitz, 1994). Technology has become the driving force for
domination of many markets and is certainly linked to
improvements in quality and cost reduction. Technology can
also be beneficial in adapting to a customer-oriented
environment such as computerized mortgage servicing
providing accurate updated loan information without waiting
for a customer service representative. This brings us to
another trend in this globally competitive environment, the
desire to please the customer.
Putting The Customer First

The customer-oriented marketing concept was developed
in the United States. This view, developed in the fifties,
looked at the customers' needs rather than the needs of the
factory. The new standard became "we make what we sell®™
instead of "we sell what we make". This philosophy has
called attention to the simple fact that firms exist to
serve the public. Certainly, this philosophy has become one
of the cornerstones of marketing research among most
industrialized counties and has been highly developed and
fine tuned since the fifties (Thorelli, Cavusgil, 1990).}

Today, the concept of Total Quality Management (TQM) is
the contemporary product of customer-oriented thinking. The

TOM approach assists companies in the pursuit of better
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employee relations, higher productivity, increased customer
satisfaction, larger market share and an improved bottom
line (Halligan, 1992).

The current U.S. marketing model indicates that the
organization must analyze customer needs and wants, and then
make the product to fill those needs and wants at a profit.
Marketing in the U.S. is based on a customer orientation,
whereas global firms see customers from the perspective of
market power. The U.S. has lost and is in danger of losing
market power in many competitive areas (Morris, Kimball,
1992).

Service organizations and manufacturing firms have both
been challenged to increase customer satisfaction and
quality. Service organizations have reduced some customer
contact by using manufacturing like operations while
manufacturing firms are placing greater emphasis on the
service they provide (Siferd, Benton, Ritzman, 1992).

Rising business failure rates are the inevitable result
of losing customer attentiveness. Specifically, a key
reason for business failures in the United States is that
companies have not enlarged business plans to include |
quality related goals for improving customer satisfaction
(Kobu, Greenwood, 1991). This is one reason for recent

successes achieved in many U.S. located foreign transplants.
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In many industries, their attention to the customer has
improved perceptions of quality.
Foreign Presencs in the U.S.

Foreign firms have been moving to the United States for
many years. Firms of industrialized countries have
consistently moved operations to the U.S. and beginning in
the 1980's this trend began to increase, especially with
regard to Japanese firms. The trend, having slowed
somewhat, is still alive and well in the 1990's. Foreign
firms have many incentives to move production and direct
investment into the U.S., including the circumvention of
U.S. trade barriers, guarding against adverse movements of
the exchange rate and production costs, linkages to the
world's largest consumer market and exploitation of their
own technological and managerial advantages (Davis, 1993).
The recent decline in the movement of production facilities
and other direct investment, during the early 1990's, is
during a period of lower current account and trade deficits,
a more stable U.S. dollar, and weaker economic activity for
the U.S. and investment source countries (Davis, 1993).

With the rise of foreign ownership in U.S. companies
came the fear that U.S. land, resources and technology would
be controlled by foreigners. The reverse has happened by

allowing small towns to compete in a world economy, expand
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technologies and find employment. Foreign owned companies
bring money to local markets and bring new ways to manage,
produce, train for and use technology.

In the 1990's, the rate of new investment peaked and is
currently declining. In the 1980's, Japanese plants in
Illinois, Indiana, Kentucky, Michigan, Ohio and Tennessee
created more than 100,000 manufacturing jobs (Larson, 1992).

It is becoming increasingly difficult to draw a clear
line between what is domestic and what is foreign. The
internationalization of domestic producers has occurred
simultaneously with the domestication of foreign producers
and transplants. Efforts have been made to inform the
consumer of foreign content of such products as automobiles
and trucks. However, trying to discern between what is
foreign and what is American will become even more futile in

the future (Harvey, 1993).

STATEMENT OF THE PROBLEM
The Manufacturing Sector
To further focus the problem, this research could go in
one of three directions. 1Its emphasis could be directed to
the service sector, manufacturing sector or both. This
researcher has determined that the manufacturing sector

provides a greater need for study due to its global
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importance, technological emphasis, and its relative decline
over the past decades. Also, our relative standard of
living is directly attributable to our ability to compete
globally in manufactured products.

The manufacturing sector of the U.S. economy has been
consistently decreasing in size relative to total gross
domestic product since the 1950's. Many economists argue
that de-industrialization is simply a stage in economic
development. Great Britain has experienced a rapid decline
in its manufacturing base which requires immediate action to
avoid a disaster (Healy, 1994). Healy indicates that such
action by the British government must include:

. Provision of low inflation and interest rates as well

as stable exchange rates.

. Increase in government funding for research and
development.

. Allowance for accelerated depreciation on manufacturing
investment.

. Provision of tax relief for vocational training.

. Encouragement of alliances between manufacturing

companies and educational institutions.

Mattera (1991) believes that lowering interest rates to

initiate an economic recovery in the U.S. ignores the
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importance of the manufacturing sector and fails to call
attention to the depth of its fall. We can look at 1950 and
1992 to illustrate the depth of the falling manufacturing
sector. In 1950, the service sector employed about 50% of
all American workers and in 1992 had increased to 76%. 1In
1993 the share of manufacturing accounted for only 23% of
gross domestic product (GDP) in the U.S. Carr (1993) uses
a case study to highlight the importance of manufacturing
policies as primary sources of sustainable competitive
advantage.

According to the Economic Report to the President, from
1950 to 1990, Agriculture, Transportation and Manufacturing
have had the highest productivity rates. These sectors have
also had the largest job loss. In the past ten years,
manufacturing payrolls have shrunk by 325,000. It has
become increasingly important for those left in
manufacturing to acquire high skill levels requiring
extensive training.

There is strong evidence that American manufacturers
are convinced of the need for training; however, some
confusion exists regarding the means for meeting that need.
Manufacturers are in the forefront of worker training and
are responsible for a number of new training methods (Hill,

1994). According to Carcl Brown, a project manager with the
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American Society for Training and Development, manufacturers
are committed to the total quality movement in response to
intense competition from around the globe.

Such contemporary quality and training lingo as "TQM"
and "reengineering® are applied to manufacturing first
because the results are directly measurable, according to
Joseph Thomas, a professor of Manufacturing at Cornell
University's S.C. Johnson School of Management (Hill, 1994).
When these prove successful in manufacturing, they get
passed on to other areas. Given that manufacturing is
somewhat forced to stay current in the latest training
methods and total quality environments, this provides a
final and compelling reason to select the manufacturing
sector as an ideal area of research.

The Automcbile Industry

The ten fastest growing manufacturing industries in
1994 are machine tools, electronic components, surgical
appliances, mobile homes, automotive parts and accessories,
medical instruments, lighting fixtures, mattresses, leather
tanning and analytical instruments (Standard and Poor's,
1994). They are being propelled by U.S. demand for
automobiles, computers, environmental and health equipment,
and housing. Further refining the topic, the automobile

industry will be the focus of this research due to its major
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contribution to growth in GDP and due to the vast automotive
resources available in Michigan.

The total global motor vehicle production in 1992 was
49.9 million units down to 48 million in 1993 (Wards
Automotive Yearbook, 1994). The U.S. increased its world
share from 19.5% to 22.7% during the same period. U.S.
production levels in 1993 were 23.7% higher than 1991. The
share of truck production rose to 45% in 1993. While U.S.
Big Three producers (General Motors, Ford and Chrysler)
increased their share of both cars and trucks,
output at solely owned, U.S. located, Japanese plants was
mostly down. Nissan was the exception with production units
of 171,402 and 293,182 in 1992 and 1993, respectively.

Training in the automotive industry has been
revolutionized in the past two decades. The transformation
from production quantity to product quality and customer
satisfaction has put a whole new emphasis on training. U.S.
automobile manufacturers have been forced to reposition
themselves in a rapidly changing marketplace. General
Motors maintains high levels of corporate support for
education (Sullivan, 1991). Saturn employees are expectgd
to spend 5% of the hours they work each year in training

(Vasilash, 1992).
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In 1992, the Chrysler Corporation began a massive
training effort to improve how its dealers handle consumers
(Serafin, 1992). Ford changed the name of one of its
divisions from Parts and Service to Customer Service while
its focus became consulting and technical training rather
than just selling parts to dealers (Woods, 1993).

Suppliers within the automobile industry have scrambled
to meet the increasingly tough standards of car makers.
Arvin North American Automobile designed its own quality
program intended to empower employees and improve efficiency
(Hitchcock, 1993). They reduced defects by 90% and lowered
inventory levels by almost one-half. Form Rite Corporation,
a supplier of tubular assembly products continuously strives
to produce world-class products. Training workshops include
formal classroom sessions, presentations and work site
exercises. Form Rite earned the Ford Motor Company
preferred quality Q1 award (Ardahji, 1993). Lucas
Automotive Electronics Division provides continuous training
and education with the primary objective of reducing defects
in their electronic control units and other electronic
devices (Anonymous,;, 1993).

Training is also a major emphasis in American-Japanese
joint ventures. The Sumitomo 3M joint venture in Japan, an

automotive supplier of electrical parts, in 1993, was
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spending more than $2 million per year to train 3000

employees (Anonymous,, 1993). Their 1993 training program

included:
. Computer and technical skills.
. Basic selling skills to new hires.

. Marketing.
. Supervisory training for first-line managers.

. Training for general and plant managers.

The average annual hours spent on quality training in
the U.S. automobile industry was high at almost every level
and is expected to increase in the three years following a
1992 International Quality Study (IQS). The study found
that the most benefit per training dollar could be derived
from senior management and new-product development employees
(Benson, 1992).

Some deliverers of training programs conduct studies of
new technology and methods of learning. In 1993, Paulson
Training Programs chose Westplex Corporation of Manchester,
New York and Team One Plastics Company of Albion, Michigan
to participate in a multimedia interactive training systgm.
This system uses a personal computer and laser videodisc to
create a private learning station (Kirkland, 1993). Both

companies serve 2nd-tier automotive suppliers; however, Team



17
One almost exclusively serves the 2nd-tier transnational
Japanese automotive suppliers.

Many more examples of Japanese and U.S. training
programs could be cited and are abundant in the literature.
However, this research will focus on direct comparisons of
Japanese and U.S. companies to provide useful information

regarding their processes, strategies and outcomes.

PURPOSE OF THE STUDY

The purpose of this study is to identify key
similarities and differences in training processes,
strategies and outcomes as conducted by U.S. located
Japanese and American automotive industry suppliers.

The total number of automobiles produced in the U.S. by
Japanese transplants increased from 1500 in 1982 to
1,540,277 in 1993. Along with the major Japanese automobile
manufacturers came hundreds of smaller 1st and 2nd tier
suppliers whose training programs have received little
attention in contemporary research. Some transplants have
recently announced increases in plant capacity and output to
further reduce costs and achieve greater economies of scale.
Also, the Japanese are turning more design and engineering

over to U.S. research and development facilities.
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It is apparent that the presence of Japanese
transplants in the U.S. will increase and it is imperative
that research be conducted which gives insights into their
successes and failures. Quality and customer satisfaction
are key reasons for their success and training is essential

to maintain world-class quality and customer service.

RESEARCH QUESTIONS

The primary goal of this study is to determine key
similarities and differences between Japanese and U.S.
manufacturing plants in regards to training processes,
strategies and outcomes. The specific area of training to be
researched is the initial orientation phase when an employee
is first hired or transferred from another position. Due to
the inseparable link to recruitment and screening they will
play a minor role in this research. Additionally, ongoing
training will receive some attention when making direct
comparisons to orientation training. Research questions
were constructed around the processes, strategies and
outcomes of initial training. The following research
questions were identified:
1. How much emphasis is placed on the recruitment and

selection of new production employees?
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2. How much and what kind of training is required of new
production employees?
3. Who is responsible for identifying training needs and how
are these needs identified?
4. How much commitment and support does the organization
give to its training program?
5. How is the training organized and delivered?
6. Can the effectiveness of training programs be documented,
and how do companies evaluate effectiveness?
7. Who determines the training needs for the future and what
process is used to determine these needs?
8. What role does Adult and Continuing Education play in
these programs? (instructional design, evaluation, follow-

up, etc.)

SIGNIFICANCE OF THE STUDY

This study will provide needed information to industry
regarding the true relationship between training programs in
U.S. and Japanese manufacturing plants. It will provide
insight into the effectiveness of various degrees of
training intensity as well as initial versus ongoing
training and reveal the steps which must be taken if further
training effectiveness is desired. Questions often asked by
Human Resource Managers are "What is the payoff on my

training dollars?®™ and "Should I increase or decrease my
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investment in training?" Many training managers will
benefit from this study as it gives them some tools to begin

answering these difficult questions.

DELIMITATIONS OF STUDY

This study has the following delimitations:
1. The six plants researched which were selected by the
identification of specific criteria.
2. The study was restricted to the geographical location of
plants in the Midwest.
3. Selected plants were in the data base of the General
Motors Purchasing and Quality Assurance departments. The
majority of these plants are currently one of General Motors
suppliers and are considered their "best™ suppliers.

4. Early training which is received by new employees.

DEFINITION OF TERMS
Automotive Suppliers (2nd-tier): Suppliers of automotive
parts to lst-tier automotive suppliers who supply parts

directly to final assembly automobile facilities.

Benchmarking: Comparing a firm's business practices with
those used by world class companies, more recently

associated with global competition.
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Downsgizing: Reductions of facilities and/or employees
typically with the intention of reducing costs and enhancing

global competitiveness.

Emerging Technologies: Higher risk technologies and
associated products utilizing recently developed concepts
whose long term survival is questionable. Typically, the
development of these technologies is conducted in highly
industrialized nations such as Japan, Germany and the United

States.

Empower: Management gives employees the freedom to make
important decisions and they are held accountable for these
decisions. The theory is that the employee is closest to
the product, hence, the most logical person to make changes

to enhance product quality.

Foreign Direct Investment: The exchange of foreign investors
money for some form of property such as securities or real

estate.

Poreign Transplants: A multinational firm's plant located in

a country other than its country of origin. (See appendix A)
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Gross Mational Product: A statement of the distribution, at

market prices, of goods and services produced in the

national economy during a given year.

Gross Domestic Product: A measure of the output produced by

factors of production residing in the United States.

Information Highways: The idea of bringing information
sources through telephone, cable and other high technology

communication networks.

IS0 9000 Beries: A set of 5 international standards
developed in Europe concerning quality management and

quality assurance.

local Subsidiary Ssles: Multinational company sales in a

country other than its country of origin.

Market Power: The degree of influence a firm has over the
price of goods or services directly attributable to its
market share. There is a direct relationship between market

share and market power.
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Multinational Company: A company which operates in many

countries other than its country of origin.

Productivity Rate: The change over a period of time in
output obtained from resources expended. Example: using
fewer man hours to produce the same product quantity

indicates an increase in the productivity rate.

Reengineering: A complete upheaval of an organization with
the idea of changing the culture of that organization.
Example: Encouraging an integrated cooperative approach to

management instead of a compartmentalized bureaucracy.

S8aturn: A new division of General Motors producing small
entry level automobiles. The intention is to produce world-
class cars in a revolutionized manufacturing environment.
Saturn dealers are separate facilities where customer

service has been given special attention.

Total Quality Management: A management approach designed to
help companies achieve better employee relations, higher
productivity, greater customer satisfaction, increased

market share and improved profitability.
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Trade Barriers: Tariffs, quotas or other means of
discouraging a foreign firm from exporting its products into
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