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Introduction

Nothing short of a ‘revolution in.trade" happened during the boor vears
in West German and in Western Europe according to Robert Nieschlag,
Who vas Robert Nieschlag, and why did he use such strong words? During
the 1950s and 19%60s Nieschlag became what Bruno Tietz had become
during the 19705 and 1980, the scientific pope of German distrbution
By wsing the term revolution, e wanted to underfine the dramtic change
which took place not only in the formn and size of istrbudon systems, bu
i the fundamental change in the approach and understanding of it A
the heginning of this period, one of the leading economists in Germany,
Burkard: Roper, wrote: “Surprisingly sonall is the desire of retailers 10
compete with cach other on prices.” However, 10 years later Nieschlag
established: “While formerl a defensive atttude was videspread within
tetallers, there now is a remarkable change in the younger generation
towards a truly trades’ approach.*

Before the Second World War all changes and nes forms of distibu-
tion were met with disapproval by the established firms, since owners as
well as employees thought such steps to be a threat against their existence.
When the consumers’ co-operative mosement hecame more powerful i
had to face massive hostily, including the boscott of wholesalers. During
the interwar period, when the department stores became strong, the Nazi
party promised to fight them, and by such propaganda successfully gained
votes. With this hackground we can understand why the word revolution
was emploved when a conservative atitude such as ‘we do not want any
noveltes!" was changed into a business-ike one such as ow can [ exploit
this imnovation for ruy own business?” Openness to new ideas led to new
strategies. According to Alfred Chandler, business structure follows strat
egv. which in this case meant the transfer of new forms of sales and sales
organizations.” At the same time, development represented a change from
a cooperative way of thinking towards a more competitive way of behaving
in everyday life. Since such auitudes and forms of competitive behaviour
were much more widespread in the US than in Germany, Alfred Chandler
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has called these two basic types of doing business competitive and co-
operative capitalism.” The later attitude prevailed in the distributive
sector in Germany up until the 19005

Substantial parts of the change towards a more compeitive, more
dynamic approach can be understood as an Americanization. We define
Americanization as the adaptation and transfer of behaviour, institutions,
culture, values, decision-making strategies, organizational structures,
symbols and norms, away from the USA where they were widespread, to
somewhere lse.” Through the process of transfer to another nation and
by its adaptation to specific needs, traditions and circumstances, such
American cultures are changed, sometimes substantially. We cannot
expect such transfers to take place in the same way as the import of a
piece of machinery. There are specific transfer channels, translations and
transformations which are part of this process of adaptation.” Further
more, all transfer of culture needs ime to adapt, proceeds stepuise, is
open for a backlash, etc., which means that the whole issue is, on the one
hand, extremely flesible and powerful but, on the other, cannot be meas-
ured and accounted for by quantitative methods,

In 1962, Max Gloor, at that time director of the marketing division of
the Swiss transnational firm Nestlé, argued at an international smposium
under the headline ‘Today in the USA - tomorrow in Europer” ‘Basically
could tackle my task very easily - I would not be the fist - by simply saving
what 1s going on in the USA today will be the tomorrow in Europe. But
this would be a simplification and only partly correct,” n other words,
while there was a lot of development, and most of it resembled patierns to
be found in the USA, we had not only adaptations, but failures of Amert
canization as well as changes on an indigenous basis. Nearly all such
changes can be understood as modernization. However, the problem is
that not all modernization can be explained as part of an Americanization
process.” Below we will provide an overview of successful and unsuccessfl
Americanization in the West German distribution sector.

Distribution is about the transfer of goods and services from produc-
tion to consumption and incorporates the following aspects: space, tie,
organization, quality, quantity, price, credit, assortment, mentality etc. We
will concentrate on forms and organization of distibution and explore
these sectors for expressions of Americanization. In size the economic
sector of distribution was substantial. In 1950 trade represented 8.2 per
cent of GNP (wholesale 4.3 retail 39) while industry represented 324
and transport 6.5 per cent. In 1971 trade represented 12.2, industry for
412 and transport for 5.5 per cent." In other words, trade mattered. At
the beginning of the period German households spent about 50 per cent
of their income on food and drink, a figure which sank to about 30 per
cent at the end of the boom. The turnover of food at the beginning
represented about 15 per cent of GNP and shrank to a itk less than 10
per cent in 1975, Though there was a diminishing trend, the food sector
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remained one of the largest in the econormy. Below we will concentrate on
those sectors in which we found significant changes towards American pat-
terns; that is generally more in retail than in wholesale trade and more
specificall n the maiborder business and in the distribution of food and

textiles. Our evaluation cannot he fully comprehensive, Some types of
Americanization took place in management, internal organization of

firms, advertising, use of consultants, etc, Because of space restrictions we
refer o the respective sudies without aking these sues up again.*

Forms of Americanization

Development of selfservice

Selfservice was mvented in the United States, Avound 1912, the first trial
of this new sales system took place. Auirst it spread onlysowly, but i grew
during the ntervar period. Afier the Second World War i tock off. Fron
1948 onvards more and more shops changed to this sstem and, in 1958,
9 per cent of food turnover was sold in this way.” Tn the USA, as well
In Germany at a later time, selfservice was mot widespread in the food
sector; therefore we shall concentrate on this area

Herbert EKIGh, a private shopkeeper, was the first to open a selfservice
shop in Germany in 1938, Incidentally it vas lso the fixst one i Europe.
His shop in Osnabrick, a small towm in Northern Germany, ws neither a
great success nor a total failure. Consumers showed litle interest, and
uring the war the shap was hombed.* Afier the var the consumers’ o
Operatives were heading the trend to selfservice. As 4 firgt step, on 3
August 1949, the co-operative Produktion opencd the first selfservice shop
tn Hamburg, The expansion of this ne fommn of marketing vwas slow, In
1950, 38 shops had opened; 2 vears later 100, in 1954, 908 and in 1936,
738, The trend could already be seen, but compared to more than
L30,000 ordinaay shops, it wes negfigble, The majority of consumers had
never seen  selfservice shop. However, from 1957 omwards numbers
rocketed. It was not until 10 vears later, in 1968, that the number of self
service shops surpassed the number of service shops, but these were just
staistics The econonic element was decided much earler. In 1961 the
number of selfsenvice shops stood at 14 per cent, but their turnover
aready represented 39 per cent 50 per cent vas reached in 1963 and &
the end of the boom (1975), there were 76,199 selfsenvice shops, (aking
6.6 per cent of turmover, as opposed to 17,575 service shops. Thus it took
o decades o reach the respective American figures

To what extent can this ‘womphal march of selfserice’ (Herbert
EKlob) be understood as Americanzation? It was tecognized by represen-
tatives of the distribution sector, as well as by customers, as a learning
process which had transferred from the USA. Herbert EKIsh visited the
USAin 1933 for the first time. He opened the firstselfservice shop 3 years
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later baseq on the impressions he had gained in New Jersey.” Expanding
from his one shop in 1938, he built up a chain of shops after the war. In
doing 50 the US4 remained his focus of learning. [n the German distribu-
tion system Herbert Eklch became quite famous as a first mover.
Altogether he made thirtythree trips to the USA in order (o get ideas,
Surely e can presume that his trasel frequency was exceptional,
However, such journeys by decision-makers in the distribudion sector
internally were called ‘the pilgrimage’, and the USA the Mecea', which
was an indication of ho often such trips were made and how important
it was that they were taken.” In 1953 Max Nisdorf, director of the
German REWE chain, described the difference between the USA and
West Germany in the following words: "While food retaiing in Germany
stll shows traces of narrowmindedness, in America it shows gemuine and
generous entreprencurship combined with the spirit of a modern mer-
chant"”

At the same time the USA tried to export their standards of producti
iy to Western Europe in allsectors of the economy Consequently disib
ution, being an important sector, was included. In 1954 the evaluation of
European selfserice was not encouraging. The European Productiviy
Agency maintained in its report Productiviy in the Distbution Trade in
Eurspe: "When Furope is taken as a whole, the tendency for selfservice
seens 0 be morc an experiment than a development, which takes place
on the basis of conviction and generally accepted principles,™ I seemed
that Europe was not et ready for selfservie. The report suggested obs-
tackes to selfservice, and in Germany there were many. First of al there
Was o tradition, and only a fexy people could imagine what selfsenvice
entailed, At the beginning there was no vision of new and more produc-
five organizations, better sales, etc., but instead reservations at all levels,
such as the following,

I Shopkeepers feared theft. They thought it an inviation for shoplifiing
when all goods were 10 be taken from the shelvs by the customers
themselves, Consumers who were not used to taking goods into their
owin hands could be tempted, and indzed shoplifting was videspread.
EKloh caught entyone hieves n his supermarket on one Sanurday
alone, and he suggested that there probably had been just as mang
ho had slipped through!" Of course, snce he mentoned this figure
i vas an exceptional one. But in any case shopfifing was  problem
which had to be taken into account and was more important for small
shopkeepers. than for supermarkets. Ofien shaplifting vas not 2
problem of hunger or of poverty, buta personal problem. For a smal
shopkeeper this translated into: What shall [ do if regular customer
lifts something? Should I tum a blind eye or lose the customer?

2 Towas argued that selfservice would suit the American mentality well,
but not the German one.
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3 Many shops were simply too small to allow selfservice, During the

19305 new local shops, often no bigger than 25 Square metres, were
still being built,

4 The switch to selfsenice meant a costly reconstruction of the interior
gf the shop. Usually shopkeepers did ot haye enough capital 1o
mnvest, and banks, because of the lack of tradition, and also lacking
the vision of what selfsenvice could mean, were extremely reluctant to
give credit. Even the ellknown pioneer of self-sen’ice,lwho became
officially honoured as a ‘Konsul’, Herbert EkIoh, could not obtain
creditfor his shops when he asked for it

5 Last, but not least, the wholesale trade and industry were not used to
sevicing selfservice shops. Only a very fey tems were prepacked
which s precondition for such shops |

6 The differentiation of goods on offer was rather Eimited.

At the same time owners feared fiegative reactions from their customers,
Would they not feel neglected? Would they accept the shopping basket or
trolley? Indeed, it took some months to teach the customers ;vhat to do
with their own shopping bags and where to put them, At the beginning
customers were queuing a the entrance of the shop. One person {2 male)
even refused to take a shopping trolley and argued he would not behare
ridiculously by pushing a cart resembling a pram.” But all hs happened
only at the very beginning, and after selfservice as an insitution was estab-
lished and became discussed by newspapers etc, even customers in
remotc villges had no problems. In the end all possble problems con:
nected with selfservice were much more widespread within the reta
trade than with its customers

In 1952, in order to overcome the gap between selfservice and tradi-
tional shops & combination of the to kinds of shop was invented: these
ere called ‘speed shops” (Tempoliden, Rato-Liden). These speedlshops
were initiated by the consumers co-operatives, which acted as ioneers or
sefservice 1n Germans. In 1933 they commanded 200 of these shops
B n these speed shops there was sll service, but common goods such
28 flour or sugar could be obtained pre-packed, and some of thse shops
had a different cash poin, which meant the customer did not have to wait
untll the customers who had been served had paid. Ten years late, in
1962, the Associaion of Consumers (Arbeitsgemeinscﬁaft der Ver-
braucherverbinde] ordered an evaluation of the consumers' perception
of selfservice.” The German consumer was presumed to he very
conservative with a mentality opposed to selfservice, But the result fimed
out o be a surprising contrast to the initial presumption, Consumers liked
selbservice and drew up the following positve list: uninfluenced and
undisturbed choice, open display of goods, comparison of price and
quality, beter information on goods, better hygiene, timesaving, easier
checking of prices after purchase.
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Selfservice was indeed a bigger problem for the shop-owner than for
the customer. For the customer the change was towards easicr shopping
and more freedom because no real personal contact was involved when it
was ot wanted. Shopping could also be done much quicker than before.
If advice was sough, it could tll be obtained. What the custormer lost was
a daily contact with other people. In contrsl, the shopkeeper had to
change profoundly the way his role was defined. In the serviceshop he
concentrated on contact with his customers. He was there not only 10
hand over goods and add up the bil, but to give advice. In doing o he
could perhaps not only sell a bt more but - more importantly - he could
bind the customer to his shop. Known customers could usually get their
Joaf of bread, their half a pound of sugar or thei ftre of milk at the back
door even when the shop was closed. Advice to customers was, of course,
differentiated advice; wello-do people were advised differently from Jess
wealthy ones. A precondition for such service was considerable personal
information about the various customers. Ofien the shopkeeper could
address his customers by name. Especially in villages and small towns,
where the majorit of people fved, shopkeepers used to inheri their job
and their shop from their father, who in his tum had inherited it from his
father. Later shopkeepers shared their tradition with their future cus
tomers. Dynasties of shopkeepers sold to dynastes of customers, knowing
each other from cradle to grave. In this sector, besides knowhow about
products, the key to success was knowledge about people. Hoviever, with
the introduction of selfservice this type of knowledge was devalued and in
the end became irrelevant

In contrast, the idea of selfservice is that goods should sell themselves,
Therefore the presentation of goods, the windows, the interior design of
the shop, packaging,elc. became important. At the same time small per-
centages of rebates, credit margins, the secrefs of write-offs and tax reduc-
tions, and other financial issues suddenly became crucial. But all this was
never taught to tradiional shopkeepers. Hundreds of years of etalers
tradition hecame worthless during the decade benveen 1958 to 1963
when the share of sales through selfservice jumped from 15 to 80 per
cent. Under these conditions we can understand why traditional retalers
reflected on their situation in & gloomy way: ‘This bedevilled “triumphal
march of selfservice held us in1ts claws.” At the same time the new gener-
ation was thinking along the follosing lines: “We will adjust to- the
[growing - H.G.S. speed of coming vears and we wlllearn o svim, even
in the whirlpool.

During the 1950 there was an intense debate within the distribution
sector about selfservice. An evaluation of the few existing selfsenvice
shops showed that vith the switch to the new sytem, turnover jumped by
93 per cent. Sales per head of selling personnel was 51 per cent up, and
tarnover per square metre 27 per cent” Though the basis of these figures
was (uite small, the figures themselves were very impressive. The discourse
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on selfservice became $o important that new institugon were set up. In
1957 the Institute for SelfService (Institt fiy Selbstbedienung) vwas
founded in Cologne, which acted as 4 centre. |t promoted the idea of self-
service among retailers, it evaluated this form of trade, it succeeded in iss
hegotiations with industry about standard sizing of packages, and it acted
as . poliical lobby. Tts main voice yag it periodical Dynamsk in Hondel
Octrer periodicals inspired by US modelssuch s Supem;u"ket Mechandising
or Chain Stoes Agewere launched. Eyen o special publishing house, Verlag
Gesellschaft fiir Selbstbedienung, was created. However, one main dif
ference betveen the American and the German model of unning the
economy remained. While in the US several periodicals and organizations
competed with each other, in Germany eversthing focused on this one
and only institute for selfservice: all the different types of owners, shop-
keepers, consumers’ Co-operatives, department stofes, chain stores, e,
co-operated in this - their - institute,

Reservations against selservice lay, 0 alarge extent, with investors, As
ustl, owmers were less willng 10 take a risk than managers. At the same
time it was much easier for managers o (ake such a risk because inyest-
ment did not involve their own property and usually they made decisions
for much larger firms, which could venture into slbsenice yih one or
U0 shops, but not vith their entire property. Therefore up to the mid:
1950 the majority of selfsenvice shops were owned by consumers' co-
operanves such as Produktion, and chainstores, such as RFW, but already
in 1960 the picture had changed, since at tha ime 7 per cent of sich
shopswere onned by the shopkeepers

In 1957 Germany's posiion in Europe concerning the trend towards
selfservice was 2 middle one.” Sweden, Norvay and Switzerland were
miles ahead with 5,000, 1300 and LI20 selfservice shops, the UK
Denmark and the Netherlands were at ahout the same level, while others
were far behind. There was a lear North,South ifference. The percent:
age of selservice shops in Norvay were 10,1, n Germany 2.2, in Austria
02 and in Spain 0.003. However, 2 vears later, Germénv was already
leading in Europe with 118 per cent (Norway 11,3, The Netheran 7.4,
Switzerland 7.0, UK 43, France 0, Spain 0.14, Taly 0.11), Indeed, since

the 19605, Germany led selfservice in Europe (perhaps with the exception
of Scandinavia),

Development of supermares

Selfservice supermarkets were invented in the USA, They emerged during
the early 19305 when, during the World Economic Crisis, productioﬁ
sheds, garages, etc. stood empty. Goods were put on display and no service
was offered in order to keep prices low. In fact the innovation was more 5
discount shop than a supermarkel; however, out of his initial dea the [
supermarket developed very quickly.® A supermarket was undersiood (g
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be a shop managed on selfservice ines, which combined the traditional
offer of food with that of fresh meat, vegetables and fruit, and sometimes
even some non-food items. A USsupermarket needed a certain minimum
space, a minimum turnover of $2 million, and a car park. The idea of the
supermarket was to concentrate all the requirements of everyday shopping
into one shop. Thus it was the natural extension of the idea of selfservice.
In the USA during the early 19605 two-thirds of food turmover was being
sold in supermarkets. A proverb says the better is the enemy of the good;
in this case the supermarket swallowed most of the smallselfservice shops,
 development which was related to the spread of cars. In this respect
Germany followed the US pattern with a time-gap of about 15 years, still
well ahead of the comparative development in Japan.” Compared to the
rest of Europe, Germany was not a forerunner in the twend towards the
supermarket. The UK, Belgium and Denmark were well ahead.* The reg-
ulatory framework vas somewhat different from the USA, though not
decistvely. Opening hours for shops, which were restricted by law in
Germany, were different. While in this respect there was no change - and,
mote astonishing, no demand for a change -  price-binding suggestion
set by producers for retail trade was given up during the 1960s. Beyond
these facts there was ltde state intervention, since the government
believed in a iberal policy."

The first person to invest in large supermarkets in Germany was the
same person who pioneered selfservice: Herbert EKlo. And again it was
the first of such shops in the whole of Furope. In 1957 he started in
Cologne with a shop of 2,000 square metres with a car park for 200 cars
Others followed and in 1961 about 250 supermarkets existed in Germany.
Compared to the overall number of shops, this was a very small propor-
tion. At that time supermarkets were still a ‘widespread unknown phe-
nomenon’.” Up to 1958, there were only sixteen supermarkets. The
Instiout fir Selbstbedienung set up its own organization for the promotion
of supermarkets, the [nternationale Selbsthedienungs-Organisation and
lunched the respective periodical Sebsibedienung und Supermankt (which
later merged with Dynamik im Handel, its periodical for selfservice). This
new instution especially promoted the supermarket, among others, by
pointing out the comparisons between supermarkets and ordinary, that is
relatively small, selfservice shops. In supermarkets tumover per employee
was one-hird higher. In 1962 calculations showed that the old rule of
thumb that selfservice needed one cashpoint per 50 square metres did
not apply to supermarkets. They could do with 84 square metres per cash-
point. Both these facts reflected the jump in productivity that the super-
market stood for. Because of this the number of supermarkets grew
quickly. In 1968 it reached 1700 and peaked in 1973 with 3889." Afier
that ear the numbers contracted like the numbers of selfservice shops
from 1972 onwards, In parallel at the end of the hoom, both selfservice
shops and supermarkets ended their phase of expansion and entered a
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period of consalidation, o in other yords
seliserice, Germany headed (he development in- supermarkers iy
Europe, both in the buldaup and in he consolidation proces,

OF course, capital nvestment 1o ge Up & supermarket was substantilly
bager than for a tadiconal selfseryice shop. In' consequence private
shopkeepers vere reluctant, which meant g 1 1961 only 3.7 per cent of
Supermarkets were owned by private people, while chaipg represented 64
per cent and department stores §( per cent. In this respect development
can be compared to the introduction of selisenvice. In contras, and [ike
private owaers, the consumers co-operatives hesitated, even though they
hiad enough capital to et They probably fel that he Supermarket (er-
minated the relationship between shop and customer, which yas 4 pre-
condiion for the success of consumers’ cooperatives. With the seting
up of supermarkets ney principles for locations of sales yere adopted
from the USA, Selfservice shops had, inidally, replaced radiiong] shops
at their respective locations, Bu Supermarkets where set up not so much
i the citybut along main roads suburbs, Supermarkets needed 3 cop.
siderable amount of space, In conragt 19 department stores with severy]
Stores they used to have only one floo, At the same time they needed 4
car park. Such space was expensiv in fhe cty, but the idea was 10 drive
with the car 10 the shop. Therefore (he City was not the bes
e of shop. With the supermarket ghe topographical aspect of lfe
became important, While at first work yas separated from fiving, ny
shopping became separated from it s el

Though the idez of the supermarket was hased on tha of selfservice, i
went much further. Selfservice was one step in the ditision of the old per-
sonal commitment between shopkeeper and customer, by iy telatively
small shops such a relationship could be kept U 10 a certain extent, [n
contrast the supermarket created 5 B4 between these groups,the organt-
zation of the shop prevented any personal contact, The old European ides
that the shopkeeper cared for he supply and wellbeing of his knowy cus
tomers was terminated not so much by selfservice but by the establsh-
ment of supermarkets, In o supermarket the division bepween the
Management and the customer became even wider than in ordinary self
service shops. Whil i the later the oyer e to do all necessary work
¢4 at the cash-point, arrange goodsat the display, alk 1o customers, elc.,
the manager of a supermiarket had e of o contact with his customers
His task was to take care of the whole, supervise the heads of divisions
(e.g for fresh meat, non-food, elc.), ensure supplies were on time, elc; in
general, to organize, He no longer needed to be a good seller himself, his
success was based on management kil Logstics became important
With an annual turnover of 3 million DM it was calculated that 1,500 tong
of goods passed through the shop. 2800 different deliveries of goods were
needed and only four people vere needed in thi part of the shop,” With
the introduction of the supermarket parttime work emerged, Previ
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paretime work, as such, had not been widespread in Gerrpany, relta%l
service was one of s pioneers. While at traditional shops fullime GITlpkO)('i-
ment was the rule, in supermarkets half of the personnel often wo‘r‘ el
parttime. This illustrates that in order for a supermarke to be succ'e.ssful l
a very different type of person was required compared to the traditiona
Svirtues,
Sho(g)ﬁefhii study trips to the USA, delegations z'md private persons were
impressed by the large assortment of p‘roducts in shops. T}.leyrya?gel ;r;;
much bigger than m German shops and s numbers grew qulc(li\l} ‘lel%O
a typical USsupermarket offered 2,200 dlfferem‘ pes of go/o s, by " :
4500, 1969, 8,000 and at the end of the period in 1974, 9,000." In
Germany it was a deep-rooted idea to have a rather small range of goods,
offering'little or no choice for customers. The advantages Qfa small assort-
ment were that less capital was tied up and less work was involved regard—v
ing supervision, orders, etc. The conviction was thatycustomers woulq buy
what was on offer and thus meet their needs. Why start competition
between own goods: The German vision of a customer was of a person
who would buy for his requirements. The US idea was to sell to the cus-
tomer and make him happy. It took quite a long time before the G§rman
distribution sector understood that competition hetween gffers 41d not
lead to what was called cannibalism but to additiona? sales in qualnlty and
quantity. The first German selfservice shop started ymth only 600 dlfferent
produc‘ts. During the next decades those who switched from service to
selfservice offered about 600 to 800 products. The average number of
products in selfservice shops grew from 1,086 in 1958 to 1,394 1n 1961,
that i by 100 per vear.” The variety of goods ip American shops was never
matched in Germany. In 1988 supermarkets still sold no more than about
ifferent products.”
4)033[imelarke£ by definition included fresh vegetables,l fresh mea, et
While today we simply expect such goods to be‘on offer, in the beglnxlflng
they caused problems. In the 1950s it was questpned in Germany whether
fresh met should b sod through selfservice since its nature s§emed I,IO[
(0 be compatible with this system. ™ In contrast, bec.ause of the higher S’[dﬂ-
dard of living in the USA, American shops did not ha\:e the sfl?le
problem. All shopkeepers agreed that fresh meat acted as a ‘magnet’ for
customers, but hecause a substantial amount of losses could he generated,‘
many retailers thought it to be a ‘hot iron’, %ﬂe the {Ilanagemel1t of
some large shops thought its function of being a ‘magnet’ was so import
ant that they were prepared to absorb constant loslsesl on fresh meal,
others maintained (s secor had to come up with similar results as for
the other sectors. However, retailers agreed that fresh meat was by far the
‘most dangerous’ division of all. The basic problem with fre‘sh meat was its
perishability; Monday's fresh meat is no longer fresh on Friday. The mel?-
tioned ‘danger’ grew out of (1) the fluctuations in demand, (.2) tbé
quality of meat sold, and (3) packaging. The problem can be explained by
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an admittedly extreme case.” On Monday tarnover in meat was DMG00,
on Tuesday DM2,000, and on Saturday DM16,000, in other words sales
on Mondays were less than 5 per cent compared to saes on Saturdays,

Even with partine personnel such a structure of demand is difficult to
meet. Partime personnel can be used for organizational reasons and
information in addiion to orcinary ulkme personnel, Swings up to 15 -
but no more - could he met with senvice shops. Thus selfsenvice should
have been the appropriate answer to the problem, However, even for
these types of sales the swing was too wide, But how could wadigonal
butchers sunive these problems? For two reasons they had different
swings: fist, they not only sold, but also partly produced ther good,
Second, they sold not only meat but sausage etc., which was bought
throughout the whole week. Third, the selfservice shops atiracted cus
tomers ho ate meat less regularly than others,

A second problem with fresh meat in selfserice was the quality of
meal. The quality vas lower compared to USstandards® In Germany at
that time demand in selfservice shops ws primarly for medium qualiy
Naturally medium quality did not look s good as top quality, However,
saes went by the look of the meat, Selfservice found fself trapped: better
off customers bought at the butchers, therefore supermarket demand was
for medium quality, But while the butcher had life problems in selling
this type of qualty to, it had ftce appeal 10 the eye, which is a preconds
ton for selfserice. Even those retaless who were consineed 10 fnclude
the offer of fresh meat in the future were rehuctant. i s revealing for the
situation that even pioneers like EKIsh did not find making the decision
saightionvard. On the one hand he exclaimed: *.. without suficient
cooling there is no successfal selfsersice! Refrigeration is the key to
success ™ On the other hand difficultes in hi shops made him resort to
traditional thoughis: ... furthermore, we think it is not entirely sound
and far to the handicraft of butchers i we, as owners of large shops, use
our opportunitis to subsidize the meat sector above other sectors, and
force dorn those prices on which a respected and competent profession
has to five.™ Here the traditional approach of do nof compele oy much, but
lve and bt v alongside your compeitorwas proposed.

A third problem was packaging. For undefined reasons, bu probably
because of high prices (the German currency was undervalued in order
to-promote exports), original US-packaging could not 1o be obtzined. I
took years until the various aims of qualty, appearance, cheapness, and
keeping meat fresh as long as possible could be met by packaging,
In the end all these difficulties were overcome. To 2 certain degree
problems were solved by new and better products, but more important
was the i in the standard of living which enabled peaple to eat meat
every day and not just on Sundays. They demanded higher quality, and

better appearance and thus meat was better adapted to be sold through
selfservice,
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While fresh meat established itself as a widespread product, other
aroups of products folowed. In the USA frozen food was first offereq in
the 19305, and in spite of the economic criss became a success. During
the 19505 it became widespread as an everyday product. It entered
German shops only during the second half of the 1960s. Frozen food led
to another new investment, the freezer, which had the great advantage of
enabling food to remain fresh for more than a couple of days, For the
retailer the decision was straightforward, just a question of investment and
space within the shop. In spite of this, many were reluctant to t.ake‘frozlen
food. ™ The reason was thelr customers who hesitated over buying it First
of all there was no tradition of eating frozen food, second it was con-
sidered of lower quality compared to fresh food, and third only very few
customers had their own freezer at home, which meant frozen food was to
be consumed at once, and in view of this the majority preferred fresh
food. Therefore it took some time until substantial amounts of it were
consumed. The figures rose (per head and year) from 2.0 kg in 1966 to
48 kg in 1974 Though nearly all shops (93%) offered frozen food at the
end of the boom, today we are not very impressed by a consumption of 5
kilos per head. But we have to take into account the fact that the eralof
pizza and ice-cream at home in every household had stll to come. Five
kilos of frozen food was, of course, much less than consumption per head
in the USA. It took one more generation before consumption patterns
narvowed closer to the USstandard. Furthermore, a certain group of food
never achieved the same role as in the USA: processed food. Although
several attempts vere made to introduce products such as peele:d
potatoes, frozen juices, etc., up until 1975, they never played a role in
Germany,

As Mika Takaoka and Takeo Kikkaa show in Chapter 13 of this
volume, the small convenience-store contimued to remain a stable issue m
residential areas in Japan. In contrast, this type of shop was squeezed out
in Germany. Shopping at arm’s length was no match for lower pr.ices afier
cars became widespread. This caused a process of concentration. The
supermarkets took over the small selfservice shops, and they were (aken
over by selfservice centres (SB:Centre) or selfservice department stores
(SPrW’ﬁrenhiuser). Again these tvpes, emerged first in the USA before
they were known in Germany. Selfservice centres differed from supermar-
ket in sie and i the variety of goods on offer. Their size was between
1000 square metres and 20,000 square metres or more. While they usually
sold all tvpes of goods, the rule was the larger the centre the smaller the
amount of food was sold. The difference between a traditional and a self
service department store was that in the traditional shop, cash points were
scattered all over the building, while in the latter there was only one at the
check-out. This made it possible to use shopping carts in a selfservice
department store, In contrast, in a traditional department store, cus-
tomers had 1o carry the goods themselves. There was therefore a larger
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tumover per head in the new type of shaps. Furthermare such centres
were situated on main roads and aways had 4 large car park. This too
enhanced the amount of sales compared 10 oldstyle department stores in
the centre of wwns with no, or only 4 small, car park,

Selkservice centres and selfservice department stores emerged during
the second half of the 1960, towards the end of oy period of investiga-
tion. In 1966 there were only 66 of these centres i Germany. After 1967
more than 100 were huilt anmually, which increased their total tg 1,187
1975:" The smalle ones with up t0 9,000 squate metres mainly concer
trated on food, using most of their space forit (672 per cent) and achie-
ing the biggest share of turnover (846 per cent).” The larger ones with
more than 4,000 Square: metres concentrated on nonfood items, using
less than one quarter of their space for food (23,3 per cent). Siil their
tumover vas to-thirds in food (669 per cent). For the mediumsized
centres the figures were 358 per cent of space and 632 per cent of food
tumover. Because eamings on ‘non-food products wsed to be much
higher, big centres promoted these products, But food was considered to
be necessary as the 5o called magnet. Those who bought food often
bought something else when the saw it on offer, Thus the fctor
habit was caleulated. Customers who wsed to buy food in such a centre
would g0 there first but would look for other goods as well. Thus the food-
department was considered (o be a necessiy.

However, although selFsenvice centres and. selfsenyce department
Stores were invented and expanded in the USA, Germany was gaining con-
fidence in this market, While with selfservice shops and supermarkets it
was sell exident thatall could and bed to learn rom America, thee vas
comparatively it veference to the USA 10 be found in the case of selt.
service centres and selfservice departmentstores, It seems that uring the
st years of the boom the gap beeen the USA and Wes Germany had

narvoed and the US model was no longer as important as it b been up
(0 the mid-190s.

Development of chainstores

While selfservice centres and selfservice epartment stores no longer
tccepted the USA as a model for their ongoing business s they had with
I ntroduction, the situation with chainstores was different, When the
idea of chainstores entered Germany, common chaintores were already
widespread in the USA as wellas in Germany. The chain Tharms und Garf
from their headguarters in Schyerin, Northern Germany, for example,
alrcady commanded 1184 retal shops in 1934, While this common type
of chainstore owned by one person or an institutional nvestor was well
known, the new type was the $o called voluntary chain, that s a group of
shopkeepers who joined such a group in order to enjoy the advantages of
 chain, without selling their own shops. In contrast to co0peratives, in
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the USA as well a in Europe, such voluntary chain stores were usually ini
tiated by wholesale traders. By creating such a chain wholesalers organized
their o market, obtaining a group of shops which they could deliver to
exclusively themselves. The shopkeeper in return promised to buy only
from his chain-wholesaler,

Voluntary chains emerged in the 19205 and grew especially during the
19305 when competition was tough. The first, and up to the 19305, the
biggest, the Red and White Corporation was founded in 1921. It seemed
that in the USA after the First World War the tme was ripe for such an
idea, since three persons from three different states, .M. Flickinger from
New York, HA. Marr from Colorado and AM. Scokum from Minnesota,
had the same idea. Each set up such an organization, but when they
learned about each other they merged to set up the Red and White Cor-
poration. Other organizations were formed on the same basic idea. In
1940 chains represented 24 per cent of tumover in food." After a period
of growth their marketshare shrank during the war, because of the
general pricefreeze. Then single retalers grew by offering additional
service such s free defivery to homes. However, when the price-freeze was
lifted in 1946 the chainstores expanded again, taking 55 per cent of
tumover in 1935.” The advantages of such chains were large. Together
they could act as wholesalers, and thus could save a lot of mone; they
combined their efforts in marketing and advertising; they used standard-
ized forms for calculation which offered the possibility of instant compar-
isons; and they combined their efforts in continuing their education.

[n contrast to Japan credit was not usually gen by wholesalers. It was
one of the principles that the private shop-owner had to pay for his goods
on delivery, Therefore the financial system had to be based on different
principles. Shopkeepers as well as other small businessmen could rely on
their local bank or, even more widespread, their local savings bank, It was
the task of such local savings banks to channel savings from private
persons to small and mediunn-sized business in the locality of the respec-
tve bank or branch, Thus the financial network was a local one, with no
direct links to the distribution itself,

The first European voluntary chain was founded in the Netherlands by
a wholesaler in 1932, In order to save costs he used the same wademark
for the chain that he had already registered just for tea. In this way the
SPAR chain was initiated and is well known in the whole of Eurape today.
Spar is the Dutch word for fir tree, and incidentally means ‘save!” The
symbol of this chain still is the fir tree, but for customers the word ‘save!
was of course more appealing. Another advantage sprang up just by
chance. When such chains were set up abroad, it was discovered that the
word ‘spar’ (‘save’) had the same meaning in German and in the
Scandinavian languages, that is in markets which were six times larger
than the Dutch one. The German SPAR-organization was founded in
1952. The Dutch did not invest but gave advice for a long time. While the
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Dutch SPAR was designed after American models, the German one
focused on the Dutch experience. Therefore it was in the beginning at
most an indirect Americanization. However, internal rules, such as the so
called ‘costplus” sstem of calculation and others were taken directly from
the USA, as well as all initiatives for public relations, Thus a certain Meri-

canization was 10 be found within voluntary chains such as SPAR and
others,

Development of discount-marhets

The idea of the discountnarket i to a certain extent the idea of self:
service thought through to it logical conclusion. There is no semvice in 2
discount shop and all goods are presented as they came fnto the shop
without repackaging, arranging, etc. The shop is simple both inside and
out, The amount of goods on offer i very inited, it concenrates on prod-
ucts which will produce a high tmover, A1 hese isadvantages for the
customer are balanced by low prices. The hasic idea of a discount shop
was best developed in the USA by the so called box stoes, The viabilty and
sccess of such stores was measured by a setof target gures which hud o
be net. These were, among others: minimun purchase $50, abourcos
belots 6 per cent o turnover, trmover per emplovee an hour $17, prices
atleast 19 per centlower when compared 10 the average supermarket ®

The first German discounvmarkets, which were created following the
Usdesign, came into being between 1954 and 1956, And as in the 1S,
neatty all of them first watered down their nial idea by offering more
artile, some services, etc. In the end they ceased thei original form of
organizationbut became a variaion of the lowsprice supermarket
instead." In contrasl, one special discountirm which entered the market
usitg this form relaively late had a great success. In 1946 the brothers
arl and Theo Albrecht inherited one small shop in Essen. By 1930 they
already owned thirteen shops, all of which were very traditional They (o
centrated on only a number of cheap goods and by doing o wed one of
the main ideas of discountanarkets. However, they did not employ the
discountsystem in its pure sense unil 1969, when they founded heir
ALDI sysem. It seems that while a couple of discount-firms, which quitted
this segment reladively earl, looked 10 the USA and wied 1o leam
from the American experience, ALDI did not, but the o brothers
experimented undl they rednvented the discounesustem for a second
time."" Instanty they developed a similar sytem of targethgues to the
box shops in the USA. If ALDI had looked for more international
information instead of developing it from scratch, the firm would prob
ably have saved a lot of investment,

Gash and carry markets, that is wholesale discount-markets, were taken
over from the USA as well. But during the period discussed here, their
success was rather imited. Their leap forward came only afier the hoom;

Americandzation of distrbution in Germany - 261

from the 1980s onwards the cash-and-carry market Metro became one of
the biggest distribution firms in Europe.

In the late 1960s news about a new system of shops reached the
German special journals: franchise. In 1898 it was first developed in the
USA by General Motors which handed out a license to sell and service
General Motors cars. It hecame widespread in the USA in retal trade;
many chains such as Macdonalds were based on it. In the franchise system
one contractor provides the investment on the site while the other gives
an exclusive icense to sell and serve a certain good, use the respective
trademark, deal with advertising, etc. Both firms stay independent and
can, after the termination of the contract, re-orientate themselves. The
core idea of franchising is a long-term binding contract which can save
both sides substantial amounts of capital. Though some American firms
(eg. Coca Cola) had itroduced it into Germany, it was generally
unknown. The basic idea of long-term contracts was rather uncommon in
the retail sector. Similar contracts used to be open-ended, as in the volun-
tary chains, In evaluating the concept of franchise the German journal
Blittr fir Genossenschaflwesen headlined: ‘Another step towards a contract:
oriented market economy. ™ This was exactly what franchise meant (o the
German distribution system: another step towards Americanization,

Change tn language

Since Americanization 1§ a cultural concept, it s hard to measure,
However, since culture expresses itself to a large extent through language,
the use of words can be taken as an indicator. In our context this is the
use of American words within 2 German context. There are several
reasons why foreign words are incorporated into another language,
among others for greater precision, in case there is no equivalent, or
simply to show modernity.” The use of American words became wide-
spread especially during the 19505, and instandly provoked criticism.
Heinz Weinhold castigated ‘the epidemic course of Anglo-Saxon foreign
words™ and Carl Hundhausen became upset that ‘the good and hundred
per cent sufficient word *Absatz” [distribution - H.G.5.) or “Absatzirt
schaft” will be eliminated from our language in order to give room to
another sloppiness of our German language.™

EKloh for instance, as well as many other authors, used American words
for key expressions (Drug-Stores, Super-Markes), while in some cases they
mixed American with German (Non-food-Artikel, Discount-Hauser).”
Though there were German expressions, in many cases the authors used
the American ones.

Marktinformationsdienst, the volume on chainstores in the USA, had a
German headline (‘Kettenlden'), but in the text the American word
‘chainstore’ was used. The periodical Versandhandel published an article
on ‘odd-prices’, translating it to “ausgefallene Preise’ but used in its text
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only the USexpresion. During the 1960s, however, the sinarion became
more settled. Some expressions were absorbed into German by German-
ization, thus ‘super-markets’ became ‘Supermirkte’ at that time. Others
were used by applying the original Uswords (‘nonfoods) or i an
American-German mixed version (‘cash-ang: cary Markte');® a third
group s sed toally in German, showing no traces of a previous use of
foreign words, for example since the 1905 only eccentrics refer 1o ‘shop-
ping centres” and not to ‘Einkaufszentren’, to “food-hrokers’ insiead of
‘Handelsvertreter”. It seems that during a period of admiration, many
people were ready to take over anything from the Americans, while, when
the uncrical admiration had petered out, it became more obvious which

e\pressmns could e transhted and which were taken into evervday use a
foreign words.

Conclusion

In-the West. German distibution system, espectally i retail wade, we
traced a substantial ransfer of USvervday culture; clarly an American-
ization took place. It could well be called a ‘revoluton in trade’ sinee i
changed everything: rules, organization, sites, relations, values and behavi-
our. [t was, toa large extent, a reflected process, since organization,
procecdings, goods on offer, etc. were obviously superior n the USA cons
pared to Germany. The transfer was very clear in the introduction of self
service, supermarkets, chainstores, discountmarkets, etc. In some sectors,
such as frozen food, Americanization took time to establish, whilst in
others, such as processed food, it did not accur, at least not before the
end of the boom,

During the period of the boomyears (1950-75), the various transfers
speeded up the economic basis of mess consumpiion which started in
West Germany during the 19305, While it took Germany about 90 years to
reach US-percentages in selfservice, the subsequent introduction of, for
example, the supermarkets took less, and that of selservice centres even
less time. The reasons for the acceleration were manifold, Of course, af
firt the inial reservarion against the former enemy of war had to be over-
come. Second, during the inal years many peaple focused on a simple
reconstuction before they reoriented their business, But a general Ameri
cantzation of lfe helped to change the economic sector as well ™ With
Americanization, a vith many other things, irst steps are alvays the most
ditfcult ones, while it is simpler later to continue using given structures of
influence. Of course, economic growth enabled customers to diversify
their demands, and conditions for consumption became more similar to
those in the USA. A key issue in this respect was the use of cas for shop-
ping, which became  common feature in Germany during the 1960s,

In'contrast, while there was a speeding up of transfers during the
second half of the hoom-period, it seems at first glance that American
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influence diminished. During the 1960s there was not the same amount of
admiration towards the USA compared to the previous decade. Organized
information-seeking travel ended, firms compared themselves not only to
the US, but to European competitors, etc. Decision-makers became more
critical in general. The Germans had learned some Jessons and the gap
between the two different systems of distnbution had narrowed. In some
sectors the Germans developed even better than their former American
teachers. At the end of the boom an expert exclaimed: ‘American know-
how in distribution governed the world for many decades. Today in this
field the leadmg position of the USA is no longer as self evident as
before.™

Decisive for the Americanization of the German distribution system
were less the customers than the owners or managers. While the cus
tomers discovered the respective advantages or disadvantages fairly
quickly, changes in management needed time. Of course, the supplyside
had to think more precisely since it was much less flexible than the
demand side. The former had to act and to invest while the latter could
pick the best offer without any commitment. But more mportant than
financial considerations was the mental change. Initilly, especially in the
food retall trade, the German shopkeeper was thinking in terms of supply
for his customers vith whom he was often familar, he had a leaning
fowards co-operation with colleagues, towards tradition, etc. The new way
of thinking in a competitive way, e.g. in sales as in contrast to supplies, in
offering choices to his customers, and not only caring for their known
requirements, took some time. During the second half of the hoom this
new and different attitude towards business proceedings deepened. The
transfer was facilitated by trade associations which offered guided tours
for selected groups and afterwards provided a forum for publication
of impressions. The German organization RKW (Rationalisierungs-
Kuratorum der deutschen Wirtschaft), which acted as part of the
American Productivity Mission played an important role in this.

In the end a somewhat complicated picture emerged of the American-
ization of German distribution. It started with admiration and less
reflected and less adapted transfers of Amenican culture, Then, wit the
acceleration of knowledge about the American distribution methods,
there were fewer open signs of Americanization, eg. in the form of the
take-over of words. However, there were better adaptations to German
conditions and the American character of the transferred issue was better
hidden. While the introduction of selfservice openly and often reflected
the American model, we do not find the same amount of open reflection
with the introduction of, for example, the supermarket. But it was the
supermarket, not selfservice as a system, which broke down the waditional
relation between the shopkeeper and his customer, While selfservice was
a transfer of a new form of sales, it was sill a form which tolerated tradi-
tional relations of supply (with a sense of care-aking), money (even
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borrowing), it involved people, etc. In contrast supermarkets reduced
these relations to the issues of capite, investment and turnover, leaving
ou ang personal considerations, As a result the process of Amercariz
tion decpened, though German decision-makers became more crifcal, I
ecpened because the American values of competition in contrast o co-
operation were taken over - without ever reaching true USstandards,
Financial considerations became more important, personal relations were
reduced. At the beginning of this process managers voiced vews such a5
We all have to learn how to get along beteer vith each other,™ 1t ended
with the feeling that competition is basically something good, not bad.
Though even today (2002) German managers sec competition differently
from their US-counterparts, a profound change in atude in fasour i
competiive behaviour took place during the boom period in Germany,
The fact that during the 1960s less admiration can be traced,/ less
organized visits ere carried out, less American words were taken over {or
they became ‘Germanized') is no’contradiction to the process of Amer
canization. It is rather the result of this process, The gap between the
American and the German approach had narrowed indeed. During the
19605 American values of competition had taken deeper roots in
Germany's distribution systenn than in the previous decade, This resul,
thatthere vas a more profound change during the 1960s compared to the
1950s i in tune vith paralll findings on, fo example, the development
ofthinking of businessefes,” or how and when maragers changed thei
views on cartels, or on the reasons for the decline of the co0p shops.”
It well in tune with Alved Chandler's views on the downswing of
co-operative capitalism in Germany after the Second World War.
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