


LESSONS OF 
LEADERSHIP 

Keeping a 
Venerable Company 

Up-to-Date 

Under Donald J. Kirchhoff, managers at 126-year-old 
Castle & Cooke are sh1fted from division to division, 

providing what he calls a cross-pollination tbat works well 

AT ONG POIN't during World Wal' 11 

Nnvy bervtce 1n the Pacific. Don~ 
a ld J K1n::hhoff l'nded up Cunctioning 
as o cornmissa.ry offioor. 

\Yrut this expc-rh'>noe th~ trigger Lhat 
later propellt-d him from llarvard., 
wit.h a mini,.new. nlM\er--ln·bueinM&
admini..st.rotlon degrcc, mto lh~ buai~ 
ne$S world oi íood? 

"You've got to be lúdcllng," oo_y1 Mr 
Klrchhoff in one oí bi.8 t\\·C> pri.nciplll 
office$. thi.s one hlg.h In a San Prnncis
t.'O financial dh1trict 11.kyKroper lthe 
other is io Hawaüt. 

"1 wenL to work IOr a íood•tore 
chain, Lh<' Kl'O(er Co., as an ocooun· 
Lant becauffe that was lbe be&t job 1 
couJd g:et s nd 1 h.ad o íamily to 11up
Port." 

But aU or i\1r. l<irc.hholrt busine88 
catwr h.rui been .ipent. in fa.cets of the 
íOOd lndustry. Be is now pres:ident and 
Chief executive officer of CaJi.tle & 
Cooke. lnc., the ~year-old Hawaíian· 
b~ rood producta company 

'l'IDnlnj¡ point "' ......... 

~ th('.16e bi« IU:l'IUI of bananu being 
unlOAded írom thiPt at portl and wby 
the banan3$ you buy in 1"1$M'"'1ftl"kf'U: 
are nol bruised or dillcotored. 

lt is also why lhere now are rewer 
spoilage prob1emt ror banana !lhip)>("l"I. 
wit.h con.serquent íavorabJe irnpocl on 
profita. 

Mr Ktrehhoff was manager of the 
lJonduras divisíon of Sq.ndard 1-'ruit 
o.nd Steamship Có. at the time the 
banana-en existing variety-was im· 
pro,•ed through implemenLation oí 
Standárd Fruit research sugegtions. 
ehanging the way an 1nd'Ultey mar
lwta. Thai WBS 11 yeara afte.r he SOl 
that M B A- degree at Harvard in 
1949 

Tralntng ditlaipllne 

A lot oí M. B. A:a are worltin.r for 
Ca.stle & Cook e. Mr. Ki.n:hhotf beUeves 
gettkng &ti M. B A. it o. good routt> to 
takt- for a.o)' young pcr&on who wanLI t:I 
busineu c:a.teet 

"YO\I don't.havetohav&an M B. A..'' 
he 1ays, "'but if you pt one. you "'il) 

lí you had to ehoose a sln,gle evenL in ha ve reoeived tbe train.ing dieelplin(I 
hi4 Cftrct-r DI being a Luming po.inl, it you need in mana¡inc." 
would have to 00 one that was ot lhe A good manager is o sood m8J'ut,ger. 
build·:J·bttter•mo~lrap variety. he believes, and it doe1n'l mtiller 

In lhi.. irulto.n<:t", Lhe mou&et.rnp was whether \\•hat lt ma~ed it lbe manu 
lho banana. What wu d4}~1oped wq a racturing o( bolle or the growin• ond 
disease-resist.o.nt varit'!.ly and a new marketing of bananas. 
ll'l4rketin1Jtonctpt.: Box Lhe-ba.nanM a.t.. He has inttituted athnrp reverttll or 
lhe growin.¡ 1itt". sbip lhc-m th&t way to hiawric management practice at CM
the rlpeníng rooma. then on to the tJe &. Cooke 
retrulcr in the eorne containar. "lt used lo be that a manager n1ighl 

Thit la 1 he reuon why you no longer spend hui. whole earee-r an pineapl)lee. 
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ror ínistance." says ~fr. Kirchhoff. 
"No"· we have pweepple people run-
1\ing opernllona in &eafood, sea!ood 
peopJe ru.nning operattoru in sugar, 
&nd 80 on. Jt g:iVM you the crDM-pol1i· 
not)oo you ne<!d to thbt.. )'OU don't pro
duce just e.xpertl in one !Jelglnent of 
compeny butine.." 

Coatlc & Cook.e'a world. u lh~ eom
P8..ll.>' tetmt it, ra.ngea over i.he mrun· 
land U.$., Europo. o.nd from Hawtúl to 
Lotin Americn. from Ala.tka 1.0 lhe 
Phjlippinet and Ttwland. 

li'rom • ucar to eteeJ pipe 

The oompony's produCUI lncludt bQ. 

nanas and r~ and procefll8it\d pineaf>' 
ple, ali under <he Dote labet; ougar; 
Bumble fJ,ee..b,..nd tuna and tolmon; 
Dote and Shady Oak mutl>rooms; Atoo
lca kln¡ a.nd -"OW crob; lettuef: •nd 
canned vegetablee. 

C,,.tla &. Cook.e owns nnd OPf'1'3U'll 

an eighL-vessel re/ri,gerated Beet: hu 
rM.J eetate operatiofll in California 
and llawau (where, with ita pi.anta· 
li.ona. jt. is Lhe is.la.ncll' fourth Jargest 
landowner. holding approximately 
150,000 acree;); and hu e variety o( 
sublid.iaritt. 

Th• aube1dlnr1H 1nclude a swim
min¡ pool equipment manufécturer. a 
1teel pipto producer 1n Thailand. • 
r<><:k.qWltrylng ope111uon In ~. 
end • beoivy oq,uipmtnl dtst:nbul.óNhip 
and ecveral 1mall transportat1ón·relot· 
od 1Uboldiari01 in Hawall 

Mr Klrchho(f wu preeidenl of Stan· 
dal'd Prwt 1n l 964 whfln Cll5tlfl & 

•7 



._ __ ._ .. 
"1DdRorm oUsJ>t knock you out ol 
--"- ror lnManell' ,,. ...... ,. ' mu.. 7ou b«om• •d•p~ble to 
ch.anp. You M .. -P t.o hliw • mod\11 
Operaodá wbkh t'Nlbtel you t.o mal• 
P1•nt ••1th an 1•fuJ luc ol OfJlion• and 
to "'itch in• hurry 

In other word .. fle.ictbllity 1• 1n 11se1? 

Y-. T belit•v"' il lt for Any rnt1na¡c1:r 1 
lU!lpeieL lhot onci 11r thlt problt•"" IQV~ 
ernm('nt hut ll lníl.-xlbdily 1n lt• bu
reaucr~cy tnO"x1bil ity mall1•t it 
dtflJ('Ull l() t'I•~ 

l 9Chno4o¡y e.nd • c:hlnge In manage. 
m.nt •tylo he•• both ptayed itnpor· 
tant roMa tn your c:omipen-y · • u-p&urg.e 
ln recent y•wa. W~h la m0&t lrflt>Or· 
'->t? 

Tecbnology • tttnbl1 importan\ \O 
ou.r company, and tbe ccotmued e&. 
,-.notmeo.t of t«b.ookcJ il our man
_.,,,,.,t ~~lti. In d!'«t. 

You haY"e M.n lem'ted 1 centrtt;t, one 
who MIMve• en tJght c:entrali•ed C:C>n-6 

trol ... 1• lh.at 1 fllr deec:r~tk)n? 

No, 1 wouldn"t c&aa1r .. nt)'l · lf ~ a 
ce-nlrt!it. But r do ht•hf'\I In • ln:1 ' 
fi.nuncial control•. \\'e ur• llU 11l t • rf-d 
around the v.orld thul. 1f ~uu don't 
htl\·r t~ht control, .,.1mtt 1h1111t• w1ll r · 1 
c>u1 tJÍ wha.;k ..,>1nlMht•11, •nmf>huw 

\\'e ll'f" C('ntn,11;-1 d 111 l<'rnw t1í lt'\h
nolOI)·, in lt>rmt o( ~r~h. 1n ou1 

en ... 1ronment11I •llort1 llut •• 11r• 
pr.t t) d«eo trallttcl w twon '' mmn to 
~nwnt V.e hrr• •h optt&tiftl 
pvupa • th -comp&.t• ru.rr. or llw r 
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own Th•y have íull proLt l\od t..__ 
1"pona1btlity, and they nut.kP d~'tJ 

1ions.. But v. t at beadquart•n do ••tr 
dsr lnancial control 

You c:ertallnty dfd lnsbtvt.e OM matot 
c11onge 1n ....._"'"'" tor caau. a 
Coolre, didn t you? 

\' ... madi a maJOI' chance m that 
man..;"-"" •·ooJd no longer •pe:nd thrir 
4"Dttrt C'arftifr •1tb jur" M> dJTkion_ ft 
hb workf'd '\t'fY ~'t'l 

Wh•t w•1 the primary re1.on for 
changtng manager9 from divllk>n 10 
dfvl•ion? 

1 auppoee tL wu lhe realiznt1on lhnl 
we Wf'ren't realít.in, our rull putt•nt111I 
wlth J)f'rt0nnel. 

a.ne:• thlti was quite a cNnge trom 1 
historie pollc:y, dld you ever fret 
lbout the dec:Won once lt w11 mede? 

l'm noi: • worrifor nd 1 h,m.,."' :. 
faV1tnW •ymg. 'lt dobo t .-r &o look 
bock. l don't uy to - .... , hu 
bHn d~ 1 líkr an or¡antution 
whf.~ the dtdeiom eao blt madeo Gl l.h.. 
..,._ ¡..,,..¡ pMblo 

,,,., .. .tty l lil<• the idee ol tJcht 
ciontrot. and a Cairly ornual luid ltat!. 
lbty ¡jp\'to mrne asuranot lha1 )'OU"' 
cu1n¡ lO 1;'.l'l \'anou5 t)'petl o/ VK'WI 1nto 

a ~U111.tn. aJtbough lhe dt-c- 'º" U•lf 
e.o bf'I tn&dt> ata lo'"' Jev~• 

What la your basic bullnt1a philo ... 
ophy? 

f l\leM my ba."i.e phil~uphv 11 thtit 1 
want to 1"'8\e the •ortd brttf'r th 1n 1t 
wu wheon l entered it. 

Some wouild a.ay that'a 1 •·mother · 
hoocf'' en•wer 

S 11. Mi 't • mollwrhaod an.sw.r 1 
r ... l lhAt "'7 do.917 r m .. ..,. prowl o( 

- "' e.ti• " Coal• • _,p1;.i,. 
mMtiLI ar«i-nd thP ..,,Id I Te 9f'ton l.hiP 
... , .... ~ the- lanchatpti -~ 
•• 11taned eorne o{ our oprratiom. and 
thft W8) W"' ~ ttw pt'Op!l" \\ f' 
provNitid fduca.Laon for kida,, and •• 
ml'rit'I httle pe..ant.. f"nlR"pnont-ua 
u~ ':'(11 r ul pt<iplir' 

SO you bel .. vt bu•ln• • • h•• 1 1oc:laf 
re1pon1lbllity? 

v .... 1 do. B~lle11t1 h.i:Qo n11u1y rtt¡•ou 
1hihtiM-to ¡1\'e the pt'Oplr .,, hu pul 

\a)J lhe cup1taJ as good • relurn u 
puaa1bk, to pl'V\·ide 1hti l>1'ft prortud t 

C•n 11nd Ct'r\.&lnl) t hB9 • 9'JiC ti ""' 
1pans1bíl1ty too 

Where W1I y our tuture gro• th COIT"e 
trom? A._tlonl? 
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9;~ atta food eompeny. "nd we wtll 

keep t~pandin1 in term.1 oí produc:t 

line&. not only by acq,uilitlnn, bul by 

mt.emal ....,._,., \Ve ha.-. liad 

grte:t tuccea¡. 1n dnelopinc u.. C..h 

piñeapplf> mark.,t, and it. h.a•o't hurt 

O\lr pronr11d pJnMpplto product. W~ 

are espnunen.11..q with a "" üier of 
pnxluda lhat ... lf'OW. 

You know, thf'tt ál aai.tuatlon todny 

wbere Pf0p1e are 110mewhat fr-ich~nf'll 

by ..idl•·- lO , .... -n-ati- 1 
we tht cc>mpany fl"OWinc in tN aru of 

n.aturnl íc:>od.-lr you wont to call 

them thot-« ju.t plain (,...h produ"" 

Aloo, "º will be npandlna °"r -
food opttationa. P'or eumpk-, ali o( our 

crab il now sold In ln1titutional chl\n 

nell and ends up ln rwtaurant.I or 

with &hnilar bu)'t'ft. 
Crab fl atil) a '1'lDt~)y tapt.nsi~ 

ilem, n.nd that mJ)ket it d ifficult to 1ttll 

m tho rol&il trW right now IJut ,.. 
are t'ICtnlll&ntly k-nk•ng at thll &itwo

tM>n lt oould chari.c- m t.he future.. 

How wtrt you lffected by the squab· 

ble o-.w the porpolM: r:etch In tM 

- ol blna ""*>g? 

OUr ~t wat lo.id up ror eevernl 

'"º'""° in tho opring o( 1977 u a 
resu.lt of il. IO ll hui'\ U1 CO ~ extenl 

pro&t..-.... The d~pute il now 10m• 
whát l'()IC)lved. but lt wq r~.lly an 

unfortunate thln¡¡ \Ve try to do tho 

bel!lit w can to pro1«1. the porpo · 111 

lncldrtnially. lht number of por· 

i'tpoi• In th• tea i• tncreating rapidly, 
•dospo .. the tuna 8ahing. 

How clo you .._ the -- of 
bus.tn••• wtth oov1mm1nt? 

1 think busin• i.... a do&nite ro

..,..ML'.7 to poan out lM patf&lb ol 
IOml IQVl'rnment. act.1QP9. Once you 

get a law, it.'a a low, and you're atutlr 
with tt, aood. 1*I. or JAd.iJferen.t. 

We C9l'laínl7 - to bnna to bMr 
ali •he knowlodp. au the da ... lhat w• 
can poe1ibJy brtn.r on any 1uq-eated 
penim.nl accion 

1 f..t l"ftltt_.l boo a ahunoighted 

attitude '°""1'd tha íundamental 1a,.. 

or eoonomlce.. Too of\en, ideas turn lnto 
rulel w1\.hout. mucb thf)U1bt about 

- th.7 ......... to do lO the -
lbat layo the gold•n '11· the _, 

Are you optlml1tlc or P•••lmlatlc 

9bout - IOdly? 

Opt1mlltic. l'm a compttitor lí 

you're 1 competitor. you•re l\twuys op
timit;.k 
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