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Since the emergence of “quality circles,” Japanese management systems
have been scrutinized by Awcricans in order to translate their methods and
results into healthier ULS, organizations and profits. This article reviews the
components of Japanese organizations which developed from socictal values
and culture, Because of the differences in American and Japanese values,
reproduction of organizational components 10 American systems is impos-
sible. However, an analysis of two theories of Japanese managerial behavior,
Ouichi’s Theory 7 and Pascale and Athos’ Seven §s, is presented which
identifies specific components of the Japancse system that could benefit
American organizations.

This article also discusses the emphasis Japancse place on group orien-
tation and identity, deferment of profits [or long-term gain, and commitment
to quality at every organizational level. The authoss conelude that in order
to compete within an ever-changing world cconomy, American enterpriscs
must re-cvaluate current managemeit systems and incorporate success(ul
components of other systems.

Weaknesses of Japancse Management

One weakncss of Japanese management
concerns the concept of permancnt employ-
mcnt. A good number of Japancse busi-
nesses adhere to theidea of hiring employees
straight out of school and keeping them
employed in the same firm until retirement

*The views of Captain Lucter, Majors Boucher and
White do not represent the views of the United States
Army.

{Stevenson ct al., 1986). This concept has at
least two weakncesses. First, the motivation
of employces who constantly work at their
full potential is questionable, given that they
will most likely never be fired. As Jon
Woronoff, in his book Japan’s Wasted Work-
ers, observes,

Rather than make exceptional efforts for

the company, there is a growing category

of peoplc who do not even makc a proper
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effort. They bave found that they can get
by with a minimum amount of work with-
out being unduly harasscd by their {cllow
employces or threatencd with dismissal
by the company (Woronoll, 1982). See-
ond, the permanent employment con-
ccpt, in the past, has helped ensure Japa-
nese with cheap labor.  Young, newly-
hired cmployees in decades past have
been willing to start at lowcer salaries and
work for 30 to 40 years knowing their
wages and benefits would steadilyincrease
over time. As a result, businesses were
able tokeep people costs manageable and
profils increasing, For permancot cm-
ployment o be profitable, a continuous
and ample strcam of young employees
must be available; however, Japan’s de-
mographics arc reflecting the same prob-
lems of the U.S. - the youth pool is
declining (Vogel, 1979). This places in-

Creasing pressiiee On corporations to cont-

pete against cach other for their most

precious assct -- people. As Ezra Vogel

said in his book Japan as Number L

Lessons for America, companics “arc so

straincd maintaining permangnt employ-

ment that the whole system isbeginning to

crack™ (Vogel, 1979).

A sccond weakness of Japancse manage-
ment concerns promotion practices. Japa-
nesc employeesare generallypromoted based
upon their seniority and their ability (o gain
the respect and approval of their assoctates,
These promotion practices creale problems
of their own. Seniority is valued because an
“older” person is presumed Lo have cxperi-
ence and judgment, and thus be morc effec-
tive as a leader. Basing promotions on the
critecia of seniority assumces that seniorily is
associated with productivity. This is an in-
valid assumption. Numcrous scicnlific re-
search efforts have found that:

... scniority by itself is not a good predictor

of productivity. In other words, holding

allother things cqual, thergis noreason Lo

believe that peopls who have been on a

job longer are more productive than are

those withmore seniority (Robbins, 1986).
This peer group promotion system, to a large
extent, discounts the individual’s pure ability
and job performance and mistakenly pro-
motes the idea that “these with the same
seniority are considered as equals” (Vogel,
1979). In other words, the “best and bright-
¢st” can get ahead only if they arc respected
by their less capable pecrs.

A third weakness of Jopanese manage-
ment can be scen as the off-spring of the
above practices. These practices resull in a
severe limitation (nom-existence might he
morc appropriaic) of mid-carcer mobility
among Japancse workers.  As discussed
above, firms would rather hire a younger,
inexperienced, lower paid individual capable
of being molded in the firm’s image than pay
for a more expericnced and knowledgeable
employce. In their article “Theory 7 Jocl
Kotkin and Yoriko Kishimoto describe job
mebility in Japancsc socicty as a dead-end
proposition in which “switching firms or
even starting your own company is not a
rcalistic alternative”, The fact that employ-
ces’ pensions arc tied to company scrvicc and
subjcet to scvere reductions once they leave
is a key considcration to a people whose
social-welfare expenditures arc extremely
low (Kotkin & Kishimoto, 1986). As onclop
Japanesec manager told Kotkin and
Kishimoto:

The problem is that there is nowhere Lo

go. You soon realize that your car, your

vacalions, your expensg account, your
pension all belong to the company. The
way the systemn works, without the com-
pany, the big company, you are nothing,

Finally, a number of management system
practices that the Japanesc use resultin gross
management incfficiencics that are startling.
Recruitment entails differcntiating employ-
eces by background (age, education, cic.)
“but rarely by specific job skills” (Woronoft,
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1982). Job descriptions in Japan ar¢ non-
existent, foreingworkers “to sort outhowthe
tasks they encounter will be shared”
{Woronoff, 1982). Job rotations of clerical
staff and potential managers cceur every two
orthrecycars making it hard for them 1o gain
expertise in any onc job. Supervision skills
for managers are often deficient because
supervisors do not give specific orders to
subordinates or monitor progress as Ameri-
can managers do. Japanese supervisors arc
scen as being responsible for creating a good
workingatmosphere and giving subordinates
considerable leeway with little pressure or
criticism of performance (Agawa, 1979;
Woronoff, 1982). Further, therc are too
many long meetings, alack of opposing view-
poiats and vague agreements for action
{Woronoff, 1982).

All management siylcs and practices can
be exported and imported between coun-
trics. However, the core valucs are not so
casily overcome by thoughts of prospective
profit margins (Moran, 1989),

FPrecepts of the Japanese Value System

The heart of the differences between the
Japancse and Amcrican management styles
arc the many different cultural values that
can be found in comparison of the two soci-
ctics.

The two basic precepts of the Japanese
valug system that result in the greatest cul-
tural divergence betweenJapan and America
are known as.4mae and Swnanai {(Murayama,
1982). These two traits of the Japanese
character are not anything mystical, but are
different encugh so as to result in a strong
desire to avoid conflict on the part of the
Japanese. This desire should not be con-
fused with any appearance of timidity, but
rather as a basic character difference from
Americans. Amae is the desire to receive
passive love, the unwillingness to facc the
world of objective reality (Doi, 1973},
Sumanaiisthe desire toretain other people’s
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good will.

Taken at face value, these values would
not seem to be all that different from what
onc would expect from an American. Ameri-
cans cssentially do not teach their children
that to pick fights is a value society will
reward. However, the difference is we teach
our children to take only so much. Consider
the most common theme of American mov-
ics, the one in which the hero takes all from
the bully, and in the cnd is forced to a
confrontation, which the hero wins. John
Wayne/Gary Cooper rides off into the sun-
sct.

Japanese Education and Values

The Japancse education system has been
touted as one of the best in the world, 1t has
undergone many transitions since the period
of the Mieji Restoration. The Japanese have
used, at various times, the educational sys-
tcms of the United States, Britain, France
and Prussia. The French system had the
appeal of being structured and was favorced
until the Prussian systcm was examined,

In this sensc the process of Japanization

(of education) was accompanied at cach

stage by Westernizing the process based

on the type of Westernization thought to
be most desirable at that point in time

(Shively, 1971),

There is an underlying current of human
value inthe Japanese character that isat odds
with Western teachings and beliefs.

Japanese culture has no conceptions of a

God existing abstractly, completely sepa-

ratc from the human world (Nakanc,

1973).

This is a far cry from the Judeo-Christian
belief that is predominant in the U.S. The
basis of Japanese religion is the Shinto be-
liefs which do not have a singular God, but
instead provide many gods with varying at-
tributes. Included are most human attributcs,
such as the nced for a vacation. For this
reason, the month of August is designated as
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a time when ali the gods arc on vacation,

The Japanese donot belicve that forgigis-
crs arc blessed with the same mental abilitics
as Japancse. This is most cvident in the cases
wherein a forcigner has attempted to learn
the native language.

In most culiures, a foreigner who makes

the atlempt to learn the language in ques-

tion is thought, by the memibers of that
counlry ... to be providing a significant
indicator of the high esteem ... in which he

holds ... the socicty. Thus, it comes as a

particularly rude awakening .. that Japa-

nese Sociely behaves in a fashion that is
dircetly contrary (o this general rule

{Miller, 1982},

The Tapanese believe their tongue o be
beyond the abilitics of non-natives to grasp.
During WWII, there was story about a Brit-
ish newsman who was captured and ques-
tioncd, The questions were posed in Japa-
nese for the express purpose of frustrating
the prisoncr. When the newsman, 4 14-year
veleran of Japan, responded in the native
tongue, the guards became so incensed that
they cast the reporter from the nearest win-
dow.

The belicl about the difficultics of the
language is at the root of a discriminatory
hiring practice by the much-touted cduca-
tion system. While 1t is not uncommon to
have a foreign professor leaching on an
American campus, this is not the case in
Japan.

Japancse law specifically prohibits any

person not of Japancse nationality from

ever being appointed as a tenured profes-
sor onthe laculty of any Japancse national

university (Miller, 1982),
Docs this secos, in any way, to be apolicy that
would be supporicd in the United States?
This belielonthe sanctity of the language has
not escaped the Japancse rescarchers by any
means.  According to Professor Suzuki at
Keio University,

He (Suzuki) assigns the enduring vitality

of the law (about native tcachers) to the

existence of a belief, which be claims is

gencrally held among Jaganese, that for-
cigners properly not ought to understand

Japancse al all (Miller, 1982},

Clearly this bespeaks a strong indication
of feclings of racial superiority on the part of
the Japanesc. This value could be said o be
at odds with the value system of the United
States.  This fecling of racial superiority,
which has been translated to a very national-
istic mind-set, has run counter to the actual
course of history, and one wonders how the
unpleasantrics of reality are dealt with. The
answer lies in how the Japancse handle the
defeat of World War 11

All this has mcant that when it comes 1o

modern history, particularly the years lead-

ing up to the Pacific War and the circum-

stances of Japan’s military defeatin 1945,

the educational blackout has been almost

total through the postwar vears (Miller,

1982).

Hiroshima and Nagaski ... talked aboutin

a historical vacuum ... divorced from the

conlext of the events that led up to them

(Miller, 19823,

It is often said the winner writcs history.
Conversely, the loser can wiite history, if the
loser controls the educational system. With
all fairness, the Japanese could be forgiven
for dcaling with their loss as il it were an
aberration of history. Amcricans manytimes
arc not aware (hat Japan has in the past
deleated both the Chinese and the Russians,
adversarics thal have ranked as our numbcer
one and number {wo threats in the past
These strong feelings of nationalism con-
{inue in the workplace and shape the view-
point of the Japanese worker and cmployer.

Employment with a [orcign firm in Japan

isregarded as somechow out of the system.

In spite of the very high salary, very few

well-qualificd men arc ready to take a job

in these firms. Thisreluctance comes first
from the fecling of insecurity about the
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future. Second, social recognition, so that
their employees are likely to be regarded
as not part of the Japanese community;
this is something not tolerated by the
Japanesc (Nakanc, 1973),

The Role of Group Identity
Beyond the initial clfcet ol forcing the
workfaree to stay within the purcly Japancsc
system, the rigid bias against cmployment
with forcign firms prevents thic spread of
ideas, both goed and bad, into the Japancse
workloree (Nath, 1988). Perhaps the most
rigid facet of the Japanesce is the importance
of group identity and scniorily within the
group, without regard to competency.
A man is classificd primarily according (o
the group to which he belongs ... Since a
group s bascd on a rigid hicrarchical
order, the individual is allowed to enter
only at the bottom of the hierarchy: (al-
lowing) entry at any poini would disrupt
the order arnd the links between existing
members (Nakane, 1973).
The critical point of this classification is that
il is done without regard to the individual’s
competency. While it 1s said that both the
American miliary and the federal bureau-
cracy are guilly of supporting a promotion
system based on longevity rather than indi-
vidual contribution, such a systcm is not the
standard in corporate America. This rigid
stratification creates other personnel man-
agement problems.
The rank of an cmployee is determined
first by his education qualifications and
then by the date of his entry into the
company ... As a result, management is
given to promote several individuals from
the same year group, taking care to avoid
creating any appreciable gap between
them. Hence, the many assistants and
acting racks in cvery sector in Japan
{Nakane, 1973).
The underpinning of acceptance of this sys-
tem by employces is the great degree of
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sccurity this system oflers. Any desiation in
a promotion policy would be perceived as an
immediate threat to that security (Rahim,
1989).  Thus, for a firm to get that onc
exceptionally qualilicd individual to a senior
management position, the co-workers of the
person must also be promoted to positions of
not necessarily cqual powcr, but of cqual
sccurity. The identity of the group is an
authority figure for the worker. As such, the
group protects its power over the individual.
If 2 man happencd to make a mistake in
his work, his fricnds in the group would
proteet him. Even in very serious cascs,
where no reasonable excuse would justify
his actions, they would protect him with
group power and fabricate some irratio-
nal and emotional justification (Nakanc,
1973).
The group cannot allow punishment against
a member from an cxternal source as this
would eventually undermine the group, The
group identity gocs beyond just the necessity
of staying within the same strata of the rest of
the employces in the year group. The em-
ployee is expected to continue with the same
employcr,
... it is also very hard to return to onc’s
previous job aller an interval of some
vears ... This is why it is very hard to find
a man (o takc a post in an intcrnational
organization (Nakane, 1973).
Once a worker severs a tic, regardless of a
supposed temporary nature, it is very diffi-
cult to recnter the group. The worker per-
ceives that the individual was willing to aban-
don the group once, and will do so again.
Additionally, all accomplishments of the
group during the person’s absence moved
the group to a closer relationship. The
individual must attempt to break the barriers
of thesc accomplishments, and this is virtu-
allyimpossible, espedally the barricrs crected
by the accomplishment of difficult tasks.
... it is more advantageous for a man to
stay in on¢ group than to move from onc
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group Lo arother. To say in the same
group is Lo climb the ladder in the course
of time, since the group recruils now
members who are placed beneath him ...
in duc time he can accumulate a kind of
social capital by remaining in the same

group (Nakang, 1973),

Thus, it behooves the worker not to question
the status quo thal gnarantecs retirement
benefits and the respectof his peers. This last
incentive cannot be undercstimated. Japan
is not a mobile socicty like America. The
reputation of village children is closely fol-
lowed throughout their lives. There is no
starting over inJapan. Apparentlythis group
identity is a continuation of a family value
system that emphasizes the importance of
the lamily structure,

In the ideal tradiiional household of Ja-

pan, for example, opinions of the mem-

bers of the houschold should always be
held unanimously regardless of the issuc

... An expression of contradictory opinion

to that of the hcad was considered a sign

of misbchavior (Nakane, 1973).

The family is the source of the development
of the strong feclings of importance of group
identity and the necessity of belonging to a
group. This type of value is not in the
American houschold.

The role of the woman in Japancse society
is dircctly at odds with the role of her Ameri-
can counterpart. The female in Japancsc
society is viewed as the bonding force in the
home. Women in Japan wicld tremendous
power, controlling the family pursc strings
and consumption (Kan, 1991). However,
forty percent of the women in the labor force
are relegated to performing repetitious and
tedious tasks. Japanese socicty expecls
women to work uniil marriage, then to quit
to raisc children, and to return afier age 40,
and then only as needed, to low-level part-
time positions, Given these traditions, it is
not surprising that Japanese vicw women
neither as authority figures nor as decision

makers (Hellricgel & Slocum, 1989). One
should not make the mistake of thinking this
lot in life is one of forced servitude. This
lifestyle represents the ideal for the womas
according (o the value structure of the coun-
try.
Althoughthe management principles prac-
ticed by the Japanese may be taught in the
classroom, one must analyze the type of
worker for whom those principles have proven
effcctive. Although Japanesce principles may
betaught at Wharton, who isteaching Ameri-
cans and cncouraging acceptance of a new
valuc system? Who ensurcs the worker
understands he should stay at his assigned
position until retircment? Whodevelopsthe
plan to modify the strong union influcnce in
Amcrica, and in turn, develop strong “Gual-
ity Groups?”

By and large American managers have
seemed to shy away from Lhe very clements
that the Japanese have used with muoch suc-
cess — spiritual values, scll-confidence, fit-
ness and happiness - in their ascendancy to
world leadership in productivily (Batten,
1989). Adoption of Japanese management
principles as a purc entity is not possible
unless we are willing to adopt an ideatical
value system. This is virtually impossible,
unlcss we experience the same influences as
the Japanese. It is possible, however, to
adopt a distillation of those principles: =
capturing of the cssence of Japanesc man-
agcment principles (Lee & Schwendiman,
1982).

Two Theories of Japancse Manageinent
Behavior

Since Japancse management style evolved
from totally differcnt culturat roots than the
Amecrican system, docs that mean the system
is worthless to Americans? Due to the
cultural differences, Americans could never
totally adopt a Japancsc system. However,
there are scveral compongnts of that system
that could benefit American organizations.

S L L L L e b e T
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One would have to determine which compo-
neats wouldimprove an organization’s cffec-
tiveness. To determine what components
would be useful, two cxplanations of the
Japanese management system will be pre-
sented: William OQuchi’s Theory Z and Pascale
and Athos’ Seven S's. Ttwill be observed that
they arc both alike, yct also dilfcrent in
several respects. However, by presenting
both theorics, one will have a better idea of
what can and cannot be applicd to an orga-
nization.

Theory Z is Ouchi’s attempt to adapt
Japancse management principles to the
American business setting. He cites three
interpersonal relationships that arc the key
reasons for the success of the Japancse man-
agement system,

Three Componenis in the Success of the Japa-
nese Management System

TRUST

INTIMACY SUBTLETY

Ouchi states: “The first lesson of Theory
Zis trust. Productivity and trust go hand in
hand ...” (Ouchi, 1981). Subtlety is knowing
your people well enough, and having the
freedom to move them around to build tcams
that maximize cffectiveness. Intimacy is a
term that turns off the rugged, individualis-
tic, American manager, but it should not,
Intimacy is nct “touchy-fecly” per se. It is:
“the caring, the support, and the disciplined
unselfishness which makes life possible
through close social relations” (Quchi, 1981).
The combination of these interpersonal rela-
tionships form an approach to management
that has the following components which will
be discussed individually:

1. Lifetime eraployment
Evaluation and promotion
Non-specialized carcer paths
Implicit control mechanisms
Participative approach/consensus de-

ok
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cision making

6.  Holistic concern for people

Top managers in most major corpora-
tions believe that lifetime employment offers
many advantages: planned recruitment and
training of personnel, good teamwark and
employee morale and stable labor-manage-
ment relations (Yoji, 1988). This character-
isticis probably unacceptablc inthe U.S. But
facets of it, like trust, loyalty to the firm, and
job commitment are the foundations of
Theory Z and applicablc to Amcrican orga-
nizations, The concept (lifetime employ-
ment) is truly built on trust. Also, Japancse
management is not reluctant to make the
training investment, because there is no fear
that employces will quit and run to the com-
petition (Teresko, 1989). Thc emplovee
knows that in bad times he may sulfer some,
because his remuneration will not be as high
asusual. He likewise knows that in the firm’s
good times he willbe economically rewarded.
Lifetime employment is also built on selfless
sacrifice (o the organization to reach long
term goals (Flynn, 1982), -

Employees in Japancse firms may not be
cvaluated as an individual until they have
beenin the firm for 10 years or more. During
this period the employce will be evaluated as
part of a group. The objective of the Japa-
nese employment system is to reduce the role
of power; to break power down into many
dimensions to be shared widely by different
people {Campbell & Campbcll, 1988). Asa
result, therc is no motivation for “back-
stabbing” -- advancing your carccr at some-
ong else’s expense. Quchi writes,

But how is it that a young person will

willingly take on more responsibility and

more pressure without commensurate re-
ward? The answcr has to do with mem-
bership in working groups ... our group
memberships have more influence on our
attitudes, motivation, and work than does
any othcr social phenomenon ... More
than hicrarchical control, pay, or promo-
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tion, it is our group mwemberships that

influence our behavior ... [t is not extermal

cvaluations or rewards that maiter insuch

a selting, it is the intimate, subtle, and

complexevaluation by onc’s peers - people

who cannot be fooled - which is para-

mount (Ouchi, 19813,

Nonspeciakized carcer paths allow the
employee 1o learn the business [rom the
ground up. It avoids the “it's not my job”
syndrome that characlerizes specialization
in most organizations. It is a recognized
weakneas that employces have no expertise
in a single function, but the Japanese have
found that when those cmployees reach the
higher levels of management they are betler
at coordinating the different operations of
the firm. It also improves horizontal ecoordi-
nation and the employees’ overall sense of
the mission, goals, and objectives of the
organization Ouchi writes,

When people spend their eatire careers

with ong spccialty, they tend to develop

subgoals devoted to the specialiy rather
than to the whole hiriu and they have
neither the knowledge of the peaple nor
of the problem to cnable them o cffce-
tively help other specialists within their

own organization (Ouchi, 1981).

What Quchi explains is the professional
wunnel vision that can be found within many
highlyspecialized industrics and professions.
Everything tends to becorme comparimens-

talized and people are unable “to speak the
same language.” Whercas Americans spe-
cialize within a carcer patiern, Japanesc
specialize with an organization. In the U8
we are somewhat reluetant to train employ-
¢es on skills which make them niore market-
able for fear they will take their new knowl-
cdge to another firm, The Japanese, on the
other hand, ave dedicated to continuous train-
ing and view lifclong job rotations as an
incentive to develop skills and commitnient
to the organization {Kemata, 1982).
American management creates controls

PRI

to reach specific objectives. The organiza-
tional culture ereates the control for Japa-
ncse management. Apicricans write gouls
and objectives, then cieate the control sys-
tem that supposedly will geide them (o those
specilic objectives. However, inthe US,, all
too often actions do not match words. Japa-
nese controls are part of an organizalion’s
culture, The cbjectives represeat values of
the owners, employecs, customers, and gov-
crnment. The movement toward objectives
is defined by a set of beliels about what kind
of solutions tend to work well in the industry
or [irm.

Thebenefits ol the paviicipative approach
or ceascnsus decision making are wallknown:
commitment to the decision by those who
will hive to carry it out; more ereative sclu-
tions and more cilective implenientation
(Morgan, 1989). The Japancse system goes
much deeperthan just “Quality Crreles” of &-
8 people representing different parts of the
organization, sitling srovad brainstorming
and devising courscs of action. Managers

and supcrvisors spend a large perceatage of

their time with their employees and rely
considerably on consultative decision mak-
ing (Beck & Hitimar, 1986). However Japa-
nese managers admit that while they may be
slow in decision making, Amenicans are slow
in impleorcatation.

Collective values reflect a colleative sense
ol responsibility to the organivaiion’
There are noindividual rewards; rewzrds arc
based solely on groupachicvement and group
ability (Ishikawa, 1985). New ideas are groug
ideas. Japanese manageinent looks out for
the complete physical, intellectual, and eioral
development of their cmplovees. It s the
!apancse managemcnt methods which ap-
pear Lo give working people a fecling of great
achicvement and pride and self-esteem
(Yantani, 1989). The organization iy (he
cmiployee, Ouchi writes,

When cconomic and gocial life are nte-

grated into a single whole, then relation-

5 gonls.
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ships between individuals become inli-
matc .., intimacy, trust, and understand-
ing grow where individuals are linked 10
one another through multiple bonds in a
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holistic relationship (Ouchi, 1981),

The following summarizes differences
between the American organization and a
Japancsc organization.

Differences in Japanesc and American Organizations

JAPANESE ORGANIZATION

AMERICAN ORGANIZATION

1. Lifetime employment

. Slow evaluation and promotion
. Non-specialized carcer paths

. Implicit control mechanisms

. Collective decision making

. Collective responsibility

e I = L " I WV ]

. Holistic concern

Short-term employment

Rapid cvaluation and promotion
Specialized carcer paths

Explicil control mechanisms
Individual decision making
Individual responsibility

Segmented concern

The Seven §'s of the Japanese Management
Systen

Now Ict us take a slightly diffcrent look al
howthe Japancse management system works
by examining Pascale and Athos’ Seven §7s.
Pascale and Athos (1982) give an example of
Japanese management in action by discuss-
ing the Matsushita company, commonly

known 1o Americans as National, Quasar,
Panasonic, or Technics, and the define their
theory of the Seven §'s. Each of their §7s will
be defined and some of their examples of
Japanesc management in action will be used
tohelpillustrate the principles involved. The
following introduces the Seven §'s:

Seven §’s of the Japanese Management System

Strategy
Dominatcs
HARD Structure U.Ss.
Managcment
Systems
Staffl
SOFT Style Dominates
Japancse
Skill Management
Superordinate
Goals
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Strategy is the firm’s plan of action that
causes it to allocate its scarce resources over
time to rcach its objectives. The focus is on
obtaining market share through producing
quality goods at affordable prices and not
using resources on new development. A lot
of money on rescarch and development will
not be spent; they take the present product
and make ithctier, Theyobserve that profits
arg linked to growth, and those investments
which promote growth cventually will pay off
in profits of the longrin. Japanese cxceutives
will intentionally sacrifice profits for several
years in order to lay the groundwork for later
success {Vogel, 1979).

The structure is basicallythe organization’s
wiring diagram. In this respect the Japancse
firms do not differ significantly from Ameri-
can firms. They use the division system but
kecp the following functions centralized:
accounting, personnel management, and
training. Most Japanese firms have very
strict hierarchics.

Systems refer to how information moves
around within the organization. Where struc-
ture provides the skeleton, the systems are
the circulatory system and people are the
muscle. The key is to move a lot of informa-
tion around the organization, make a con-
sensus dectsion, then aggressively implement
changes. Information is a key componcent of
organizational trust, and therefore systems
must be designed that facilitate the rapid
movement of accurate information. The
Japanese alsousc strategic management tech-
nigues: they know where they are now inthe
market, where they want to be in the market
in the mid and long term, and they map a
course to get there,

These principles should not be a surprisc
since they provide the basis of the American
management sysiem. Followingare the other
four §’s which provide the foundation of the
Japanesc managemcent system.

Staffrefersto the demographiccharacter-
istics of people within the organization. There

are certain staff principles: provide substaa-
tial training to all employees; everyone sclls
first {i.c. cveryone learas the business from
the ground up); and, rotatc cmployees
through different jobs within the crganiza-
tion -- avoid cxcessive specialization. The
Japancsc do not necessarily recruit those
from the top of their class. Rather, theylook
for more mallcable recruits who are morc
open to socialization in the organization.
They (the majority of the large, prestigious
firms) do oot [irc anyone; they train and
encourage self-development to correct weak-
nesses. Performance is critical to the organi-
zation, but pesformance will never be sacri-
ficed to seniority for advancement, until pos-
sibly altcr 10-15 years in the organization.

Style refers to the pattes of behavior dis-
played by Lop executives and senior manage-
menl. Japangse management encourages a
“hands-on approach,” which means getiing
into the factory (the Japanese term is
GENBUTSU-GIENBA which means “goout
and look for yourscell at what is happening”)
and the field, and spending time with cus-
tomers. Top managersin Japan must be able
to motivate employces many layers down to
energetically and creatively pursue the
organization’s objectives. Most top manag-
crs catin the same dining facility, work in the
same large, open office, wear the same uni-
{orms, and accept a pay differential between
themsclves and labor that is not as large as it
is in most American corporatioas,

Skills refer to those things which the orga-
nization and the key pcople dowell. Theskill
of a manager is his ability to weave together
an understanding of human behavior with
hard-edged cfficiency. A firm’s skills arc a
reflection of how the paits of the organiza-
tion come together o achieve specific goals.

Superordinate goals include the spiritual
or significanl meanings and shared valucs of
people within the organization; the overrid-
ing purposes to which an organization and its
members dedicare themselves. This is ac-
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complished through an organizational code
of values, company songs, and tying the
company’s scrvice or product to the welfarc
of the society. It means management must
serve as trainers and developers of character,
ot just cxploiters of human resources. In
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the U.S., employees are generally looked
upon as objects to be used to achicve the
manager’s and the employer’s purposcs.

How do the Seven §'s interact to create a
management system? See below. (Pascale &
Athos, 1982).

Interaction of the Seven S’s

STYLE

STRUCTURE
reinforced by
SYSTEM
supporicd by
SUPERORDINATE STAFF
VALUES
with STRATEGY aligned with SKILLS

Essential Keys to Japanese Management
Success

A few more key components of Japanese
culture or management philosophy that are
key to the overall success of the Japanese
management style arc as follows. First, if any
singlc factor explains Japanese success, it is
a group-directed quest for knowledge
(Morishima, 1982). Sccond, Japanese com-
panies arc prepared to defcr maximizing
profits in order to increase market share.
Success is not measured in annual profits,
but rathcr, annual increases in markct share
(Vogel, 1979). Third, information is pursued
with incredible intensity. They will look for,
and accept, information from anywhere
(Vogel, 1979). Last, they are committed to
Total Quality Control, not simply quality
circles - an overarching commitment to qual-
ity at every level of the organization
(Shonberger, 1982).

Summary

As a nation entcring a period in world
history that wilibe marked by unprecedented

economic competition on a global scale, the
United States can no longer continue to hold
onto management systems which are not
responsive fo the environment. Currently,
Amcrican organizations are characterized
by a lack of trust at all levels, a blinding
devotion to the bottom line which is defined
by short term profits, overspecialization and
the “not myjob” syndrome and complacency
and arrogance built up through success over
the first 50 years of the industrial revolution.
The time is at hand to examine closcly the
health of American business enterprises and
other organizations, study other manage-
ment systems, and incorporate the compo-
nents of other systems that improve the
responsiveness, cfficiency, and competitive-
ness of American enterprises in the market-
place. Admittedly, no small task, but if it is
not accomplished and American deficicn-
cics are not reversed now, the dynamics of
the modern marketplace will lead to the
demise of far too many American enter-
prises,
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