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ABSTRACT

Korea's econoaic devalopment wi+thin recent years has
begun to at*tract the interest of Western econoamists with an
enthusiasm similiar +to ¢hat heretofore shown <*he Japanese
management style. Two coun+ries tha*t have similiar charac-
teristics such as overpopulation, poor resosurces, and
Confucian tradition, night also have similiar management
styles. However, the behavior pattern of Koresan businessmen
has several characteristics which differ from %“heir Japaness
counterparts. Interestingly, many of these differences
rtesult from a dissimiliar degree of Confucian influences.
Accordingly, Korea has evolved its management system during
a transition period influsnced by traditional Confuciarism,
Japanese practices, and the American systea. FPor the
forseeable future, the Korean business environment will
consist of a management style which is oriented <compara-
tively more Japanese, than American. This paper first cver-
views, then compares *he management styles of Japan and

Korea to be*ter understand both systaas.
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A. BACKGROUND

In 1980, Japan's gross national product (GNP) was the
third largest in the world., By the year 2000, i+ could have
the world's 1largest GNP, if +the current trends are main-
tained ([Ref. 1:p.20]. Japan has virtually no physical
resources, yet it supports over 115 million people and has
come to dominate in one se2lected industry after another. 1In
the case of automobiles, <the Japansse produced fewar than
one hundred thousand pass2nger cars in 1958, but by 19890,
Japan's eleven automakers produced eleven million cars, half
of which were exported %o the rest of the world [Ref. 2:
p.11].

Much of the above is +true in the case of Korea. In
1978, +venty-five vyears after the end of the Korean War,
Korean firms started ¢5> take business away from 1large
vestern European companies, especially in the Middle East.
Kqrean construction £firms, vith Korean workers, ars
competing successfully against such well known American
firms as the Pluor Corporation, which has done business in
Saudi Arabia since 1936 (Ref. 3: p.16]. The growth rate of
Korean business, averaging 110 percent annually for +he
decade 1967-1977, reachad 13 percent in 1978. Additionally,
the gross natiopnal product approachad4 $60 billion wi+h per
capita income surpassing $1500 in 1980 as compared to a mere
$100 in 1962 when the economic drive began [Ref. 4: p.23].

Numerous studies have been conducted concerning +the
cultural background and other factors affecting Japanese
economic success. The unigue styls 5f Japanese management
has also Dbeen thoroughly analyzed by wmany vestern




researchers. Despite the similarity of cultural background
and the close geographical location of Korea and Japan,
there are some basic diffarences in managemen“ style between
the two countries. The lifetime employment system of big
Japanese firms, for example, 1is hardly found in the Korean
firms today.

Since few studies have been mads2 on <the Korean marage-
ment style in spite of 1its explicit contribution to *he
remarkable growth rate of the Korean economy £or <+he las*
two decades, this study #ill focus on *he cul<ural back-
ground, and general characteristics of Korean management,
after first reviewing Japanese management s<tyle.

B. ECONOMIC SUCCESS

1. Japan

When ¢he Allied Occupation 2nded in 1952, Japan had
almost recovered to its prewar levels of production. Its
Gross Na*ional Product was, however, 1lit+le more =-han one-
third that of Prance or *he United Kingdom. By the late
1970s, <“he Japanese Gross National Product was as large as
that of the United Kingdom's and Prance's combined, and more
than half the size of the United States. The Japanese were
producing approxima%tely as much steel as the United States,
but in more modern and efficient plants. With more modern
plants and higher productivity, Japanese 3%teel was seriously
competing with American stesel in America as well as foreign
markets. Making good uss2 of its compara<ive advan+age in
labor costs, economies of scale, modern “echnology and
organization, Japan buil:® up many differentiat2d and highly
competitive industries.

By the 1970s, Japaness products dominated <he world
market in many areas. The Japanese wa“ch industry eclipsed




the famous Swiss watch industry. The Bri+ish motorcycle
industry was virtually eliminated by their Japanese counter-
part and the German dominance in camera ard lens production
before World War II has given way to Japanesz production,
In optical equipment, ths Japanese are similarly 3dominant,
and the sales of Steinway and other American piano manufac-
“urers have been no match for Yamaha. Japanzse dominance
extended in+to such diverse fields as bicycles, ski equip~
ment, snowmobiles and cut pottery. In the late 1970s, as
the cost of new Japanese ships ran 20 <o 30 % lower +han
Buropean ones, European countries were forced to cesort to
non-market mechanisams to limit the pumber of ships purchased
from Japan. Japan dominated consumer elec*ronics including
televisicn, music sets, and video systeas.

The modernization of facilitiass and productivity
increases, not cheap labor, are more important in explaining
Japanese superiority. In 1975, one Japaness car worker
could produce about one thousand pounds worth >f cars every
nine days, “o produce the same value, an English worker took
fourty-seven days. In 1976, none of the major Europear car
producers, such as Piat, Renault or Volkswagen , were able
to produce as many as twenty cars per man-year of labor, bu+
Nissan employees produced forty-two cars per man-year and
Toyota turred out for+y-nine. In 1962, *he Japanese
produced roughly one hundred ¢tons of steel per worker,
compared to four hundred in Bngland; but by 1974, Japanese
produc*ivity in steel was estimated %o be two *0 three <“imes
that of Bngland.

In international trade the Japanese have had +o
learn to comamunicate in Bnglish and <to adopt patterns of
trade developed and originally dominated by western coun-
tries. Despite these obvious disadvantages, <the Japanese
have begun %0 doainate international commerce as they doai-
nate industrial production.




Considering its 1limited space, limi«ed natural
rTesources, and i¢s crowding, Japan's achievements in
economic productivity and areas such as educational stan-
dards, heal+h, and control of crime are in a class by “hem-
sel ves. This success is more s*riking when one considers
hov far tehind Japan was in many of these areas, no+< only in
194S, but even in the mid-1950s, after recovery from World
War II was essentially completsd [Ref. 2: p.9-23).

2. RKorea

I+t took thirteen yvears for Jzpan to increase its
annual export of goods from two to t2n billion dollars (1955
to 1967). Korea managed t he same <“ask in five years (1973
to 1977). It took the Japanese andther four years, un=il
1971, =0 <clear the 24 billion dollar level, In a world
which is now considerably more brutal, even more colored by
protectionism, and with a population hardly one +hird of
Japan's, Korea managed tha ten <o twa2nty-four billion dollar
step alaost equally fast (4.5 years) [Ref. 5: p.3S].

Korean economic dsvelopment 4did not really begin
untii the early 1960s - Japanese occupation £from 1910 until
the end of World war 1I, then the division of +«he coun<try,
the Korean War and reconstruction all precluded any substan-
tial progress. This changed rapidly in the 1960s.

The Korean economy has sustained high lavel ecornomic
growth since the 1960s. During *the nineteen years €from 1962
to 1980, +*+he Korean econoay maintainad an 8.8 percen* annual
average growth rate, more +han double that of *he world's
major economies. That attainment was founded on rapid
indust¢rialization and expo>rt growth. The yearly average
growth rate of <the aining and manufacturing industries
amounted to 15.9 percent, and commodity exports grew by
nearly 38 percent per ya2ar from 1962 to 1980 [Ref. 6:
p.1101].
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Since the implemsntation of <he PFirst Fiva Year
Economic Development Plan in 1962, Korea’s indus<trial stcuc-
ture has shifted toward tha+ of <«hs industrialized econo-
miss, Shipbuilding dev=lsped rapidly £from the building of

gross tons in 1980. Shipbuilding capacity reached 4.25
million gross tons in 1981 mainly through the expansion of
the Hyundai shipyard, already one of <he largest single
shipyards in the world [Ref. 6: p.115].

The electronics industcy has grown faster <+han any
other irdustry in Korea during the past several years ard Iis
being developed as cne >f the major 2xpor« irndustries of <he
future. In 1979, Korea produced $£3.3 billion worth of elec-
tronic goods and has become +he tenth largest producer of
elactronics in the world. A

Steel production: un=il 1973, when “he Pohang Iron
and Steel Company Ltd. (POSCO) was conmpleted, Korean
industry was seriously hampered by a lack of iran and st=eel.
As of 1979, annual steel produc+ion had risen to 8,037,867
tons, 4,400,000 tons of which were produced by POSCO and +he
rest by other steel mills. Korea now ranks among *the top 20
countries in the world in steel production [Ref. 6: p.11617.

Since it has +he strong will and +he ability <o
develop *he economy with a highly productive, well educa*ed
and low~-cost labor force, <there is little doubt “ha* Korea
w:ll achieve great success in its economy by “hs2 1990s.

C. OBJECTIVE OF THE STUDY

As previously.observei, Japan, an overcrowded country,
with less than a fif+h of its land level enough to permit
agriculture or other economic exploitation, is superior to
many advanced western countries in many respects, par+icu-
larly in industrial competitiveness [Ref. 7:p.5].

n




What are the major reasors £3r the success o0f +he
Japanese economy? Many distinquishied writers omn *he
subject have found their answers in Japanes: managerial
skill, Is the same answer applicable in “he case of Kcrea,
a country +hat has about the similiar population density,
rate of mountainous area and Confucian background? 1If i% is
not the case, wvhat differances can be noted between Kcrean
management and Japanese management? Wha+ factors are
considered «o be important in Korean's behavioral pa%t+erns?
Ansvering ¢+he above questions is thsz basic purpose of *“his

paper.
Japanese @anagemen*t style will be reviewaed £first,
followed by Korean managesen* style. To compare styles of

management, the historical and cultural backgrounds cf each
society need to be thoroughly s+udied.

D. METHCDOLOGY

The approach taken in t*this res2azch is to> (1) s=udy
Japanese management syst2axs by examining relevant ar+icles
and books, {(2) evalyate the Korean nanagement sys+em by
exaaining relevant articlss and books plus inclusiorn of <he
aut hor's personal experisnces gained through a 1lifetime in
Korea, (3) compare the two styles by reviewing “he maijor
characteristics of each system and (4) examine “he reasons
for the Aifferences between *“he “wo coun+tries.

12




When the United S+tates was unquestionably <+he most
advanced industrial country in <the =2arly post-war period,
the Japanese were eager t2 learn abo>ut¢ American mahagemen*
techniques. They were willing to 1mak2 the assumption <ha*
American management technijues were +*he mos<« advanced. In
<his chapter, special <features 2and charactaristics of
Japanese management, previously suggested by distinguished
researchers will be reviewed.

A. INPORTANCE OF KNOWLEDGE

1. Group Leazping and Quality Canizol (QC) Cizcles

During +he "manag2ment booa" o¢f ¢he 1950s, +he
American managemen® formulas and <%echniques wvwere introduced
into all spheres of Japanese business adminis<cration; parti-
cularly personnel administra<ion,. The degree of a%+<ention
+he Japanese have paid to western developments in management
+h2ory and practice is really astornishing. A significan*
portion of “he 1literatur2 ¢n wmanajement and work in the
Japanese language consists of “ransla“ions and analysis of
the work of western scholars. The rasearch and proposals of
American organizational specialists are widely known, and
~he use of +heir ideas is common ian large Japanes2 firas
{Ref. 8:p.24].

If any single factor explaianas Japanese success, it
is the group-directed gquest for knowledge. It Japan,
personal development through study is a highly regarded
social activity which continues throughout one's 1life. By
the time Japanese youth coamaplete formal schooling, they have

13
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not only acquired general informazion, but <+hey have
acquired *he habit of studying in groups.

After obtaining employment, *he school graduate is
prepared to receive his specialized training and he remains
receptive to broad generalized «raining. At his wvork place,
the new eamployee first undergoes 1long periocds of specific
training as an apprentice and <+throughout his later career
frequently participates in a variety of s+tudy groups. Off
the job, an employee constantly 1looks for opportunities %o
learn what might be useful in his work. Bu* he also tries
to learn many other things which have no apparent immediate
relationship to his work, for they might prove useful in %he
long term.

We can get a sense of the Japanese capacity *o learn
and adapt western organiza*ioral technology <*o their own
needs through a brief tracing of the introduc%isn of Qualicty
Con+trol (QC) circles.

QC circles may represent *he most innovative process
of borrowing and adaptation ian +*he ©personnel policies of
large Japanese companies in the postwar perisd. Before
1945, Japan had only moderate experisznce with modern methods
of statistical quali+y control. An early postwar effor+ wvas
organized by U.S. occupation officials to enjoin American
statistians to go to Japan and teach American var<¢ime :indus-

rial s+andards to Japanese engineers and statisticians.

The Korean War had a further iampact on the Japanese
QC movement. In order to win military procurement orders
from the American military during and after “he Korean War,
the quality standards defined by the 0.S. military had ¢o be
met.

In 1954, Dr. J. Juran, the noted QC exper%, arrvived
in Japan for a series of lectures [Ref. 8:p.25). He empha-
sized a new orientation to quality control, stating “hat it

14




should be an integral part of the managemen* functior and
practice throughout <¢he fira. In effect, this meant
teaching quality control t> middle managemen<.

Prom 1955 through 1960 these ideas spread rapidly ir
major Japanese firms. But there was critical innova+ion on
the part of the Japanese. In the Japanese reinterpretation,
each and every person in the organization hierarchy, from
top management to rank-and-file employees, received exposure
to statistical quality control knowlege and technigues.
Workers began to participate in study grouos to upgrade
gquali+y control practices. These methods gave both a
siaple, yet most profound twist to the original ideas propa-
gated by the Western experts.

Quality control shifted from being +he prerogative
of a ainority of engineers with limited shop experience, to
being the responsibility o0f each employee. Instead of
adding additional 1layers of inspectors, reliability
assurance and rework personnel, each worker is expected to
take responsibility for sclving gquality control problenms
when they arise.

The QC <circle movament in Japan has grown exple-
sively. The number of QC circles registered with the Union
of Japanese Scientists and Engineers (JUSE) increased from
1,000 in 1964 to some 87,000 by 1978, Unregisterad QC
circles are conservatively estimatad to to%tal an additional
five times the number of registered circles. Wi¢h a *o%al
Japanese labor force of some 37 million in 1978, +*his means
that approximately one out of every 2ight Japanese employees
wvas involved in QC circle activity (Ref. 8:p.26].

QC circles are relatively autonomous units composed
of a small group of workers. Usually there are from 5 to 15
workers per circle with the norm at about 10. Bach circle
has a leader wvwhich may be a £oreman or a senisr worker in

15




the group. The role of the leader is to train QC circle
members in problem solvingy “echnigues. Elementary statis-
tical techniques, regression analysis, and brainstorming are
just some examples. Once a circle is func*ioning, the group
leader should play an indirect roles and not dominate *the
circle.

In principle, it is a study group that concentrates
on solving jobe-related gual ity problzas. These problems are
broadly conceived as improving methods of production in
support of company-wiie efforts. Some +*ypical efforts
include reducing defects, scrap, rework requirements and
production down-time., These activities are in turn expec+ed
to lead %o cost-reduction and increased prcductivity.

In addition ¢to tha2 above ac*tivities, the circles
focus on improving working conditions and the
self-development of wor kers. This focus includes:
development of the leadesrship abilities of foremen and
workers, sxill development among workers, inprovement of
worker morale and motivation, the stimulation of teamwork
within work groups and recognition of worker achievements.

Above all, the circles recognize that hourly workers
have an important contribution to make to +*he organization
{(Ref. 9:p.95].

2. Informgtiop-Gathering

It is not always clear why knowledge is needed, but
people attempt to store available information on “he chance
it may be useful someday.

Japan's elite officials from +he various ministries
have the preeminent responsibility for gqguiding the acquisi-
tion of knowledge. They themselves are constantly analyzing
information and deciding what further information needs %o
be gathered. ([Ref. 2: p.36].
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Individual companies sponsor information-gathering
activities with no less a2nthusiasm than government minis-
tries. On the average, Japanese companies collect and
process information aore thoroughly than their foreign
counterparts [Ref. 2: p.43].

The Japanese general trading companies (like
Mut subishi, Mitsui Bussan, Sumitomo, Marubeni, Itoh, and
Nissho Iwai) are unequaled by other companies, Japanese or
foreign, in their international information network. In
part, their success comes simply from <heir size, since most
of Japan's foreign trade is conducted +through these six
companies, each of wvhich is represented in virtually every
country in the world (Ref. 2: p.44]. But success ccmes also
because information-gathering has such high priority.

In gathering detailed economic information, private
companies are superior to the Japanese governmen*, but %heir
superiority is especially pronouncad in areas where <+hey
have a substantial economic interest. Fven 1in political
information~gathering they sometimss outdo “he Japanese
Poreign Ministry [Ref. 2: p.du].

The basic long-range effort in ga*hering information
lies in the continued collection and analysis of non-secre+
material relevant +to company interest. This information
sometimes extends from macro-economic *heory “o the price of
hog bristles in rural China {Ref. 2: p.45].

In large Japanese companies, officials rise slowly
through *he ranks. Because enmploy2es tend ¢to remain in
large corporations until retirement, it is rational for
Japanese companies ¢to invest far more heavily irn training
than do Western companies, where employees with such special
skills would be more attractive to other employers.

Eaployees on the zanagement *track customarily are
rotated to a wide variety of departments and sent to outside

17
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training centers to acguire skills in various areas and to
develop <+the close personal relationships <that will la“er
facilitate <the flow of information needed for effective
management decisions.

Japanese companies that have surpassed their Wes*ern
counterparts in their overall level of technology and organ-
izational know-hov d0 not stop learning. They continuously
search out weak spots where another company, Japanese or
foreign, might have mors strength., This effort provides
clues as *o how they can continue t5 improve. A small 4ye
maker in Western Japan with fifty employees, for exaaple,
follows appropria*e journals <o da2termine which interna-
tional dye making plants have made the mos* important recent
innovations. One or two 2aployees are dispaztched each year
to spend a month or more observing +hese innovations
{Ref. 2: p.U6).

Japanese companies also keep channels open <o former
senior executives who are believed 0o have a priceless accu-
mulation of knowledge and good judgement. By gran+ing
former high officials special honors and privileges, present
officials maintain easy access to thair predecessors.

To keep *heir employees optimally informed, virtu-
ally all sizable companies crganize s+tudy groups for sernior
management, aiddle managament, new employees, and, not
uncommonly, for dependents of employees. The company no+*
only calls on in-house experts, but invites outside
lecturers on topics of interest. In addition, <the company
may set up study groups focusing on new books or articles of
unusual relevance, If a company cannot provide its
employees with appropriate specialized training, the
employees are encouraged to take correspondence courses or
to take a brief 1leave >f absence to attend appropriate
¢raining programs [Ref. 2: p.49].
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Quantity alone is not the ka2y to Japan's success in
handling information., Rather, it derives from the long-%ernm
commitment of organizazions to their employees and vice-
versa., This permits a level of training and retraining that
is simply not cost effective for organiza*ions with higher
rates cf mobility. This continuity in membership means *hat
information is better retained in the organization, however,
the core of key employees are constantly reprocessing <=ha+t
information and looking f>r new opportuni+ies to add broader
understanding.

Information-gathering is not an end in itself. It
is a group-directed process closely 1linked to 1long-range
organiza+jonal purposes, permitting an impressive range of
information to be concentrated where and when the organiza-
tion can best use it.

B. MANAGEMENT STYLE

1. Lifetime Employment, Seniority Syszem

The most importan* charac*teristic of Japanese organ-
ization is permanent employmen+ system. Lifetime employ-
men+, nmore than being a single policy, is an es*ablished
rule under which many aspects of Japanese life and work ars
integrated.

Lifetime employment, although desired by workars and
by most employers, is not universal in Japan. Not all firms
can crea*e the stability necessary for lifetime employmen¢.
Thus, about thirty-five percent of Japan's work force is
under lifetime employment in large companies ard governmen<
bureaus (Ref. 10: p.15].

Lifetime enmployment means <+that a major firm or
government bureau hires once a year, in ¢the spring, when
young people graduate from high schools and universities. A
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major firm which hires only "rookies" ¢takes on a large
inventory of rew employees all at once, although i* does no+
typically bhave work for all of tham immediately. Once
hired, the new employee is retained until mandatory retire-
ment at age fifty-five,

An employee will not be terminated for anything less
than a major criminal offense. Termination is a harsh
punishment, since *he one who has been fired has no hope of
finding employment in a comparable firm. Instead, <he fired
employee must turn eithar to a wminor firm that pays
comparably low wages and of fers little security, or mus%t be
ready to run his own business. Upon reaching age
fifey-five, all employees except “he top few who are
managing directors of the firm must retire.

There are three factors that explain the reason why
lifetime employment is possible in the Japanese social and
economic structure. Pirst, mwmajor Japanese firms pay %heir
employees a large share o5f +he compensation in <the form of
bonuses. The yearly bonus equals five to six months' salary
for each employee. The amount of bonus is not contingent on
individual performance, but only on +*he performance of “he
firm. This compensation sethod shif:s the entrepreneurial
risk of the organization from the stockholders <“o the
employees, who suffer through bad years and prosper in good
years. Bonuses allow employees to feel *“hey are an impor-
tant part of the firm and motivate them %o cooperate in any
way that they can. The lifetime employment system permits a
firm to pay a small amount or no bonus at all if the fira's
performance does not warrant one. Thus a firm can cut its
payroll by perhaps twenty-five percent without 1laying off
any euployee.

The same 1is true in the case of public employees.
The incentive bonus systeam for the government eamaployees does
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not allow those workers to feel as much an important part of
the organization as 4o m>ost private organiza“:ions. But
again, the government his more options to decrease an
employee's salary expenditare without laying off anyone.

Second, every major firm in Japan has a large cate-
gory of +emporary employe2s. Thes2 temporary workers are
mostly wvomen. Even ¢today, it is not common tha*t a major
Japanese firm will hire women into professional jobs excep*
a few labor-intensive industries. Women workers are gener-
ally considered temporary 2mployees and arce the €irst to be
laid off 1in slack periods. They serve as a "huffer" to
protect the job stability of men workers.

Third, during a rscession, small firms that exist
largely due to the success of <+he major firms may be forced
to go out of business. These firms have lit*le hope of ever
growing in+*o m@major competitors and exist primarily as
suppliers to the major firms.

The combination of bonus paymznts, temporary employ-
ment of women workers, and existence of small firms provides
a buffer against uncertainty that makes stable, 1lifetinme
employment a reality for the male employees of major firams
{Ref. 10: p.20-22].

The 1lifetime employmen*t system and the seniority
system are intimately related and appear to be *wo
expressions of the typical structure of Japanese companies
[Ref. 11: p.431].

Major firms needed to train both a group of highly
skilled 1laborers and a group of white collar n@managerial
personnel. Because thesa skills were not based on experi-
ence with indigenous developments, it took considerable time
and capital investment to ¢train these personnel. As a
response to this situation, a seniority system of wage
increases wvas developed.
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This would ensure that the nswly <trained employees
in vhom the company had invested so heavily would be moti-
vated to remain. As the modern industrial sector expanded,
a higher proportion of company employees has gradually been
brought into this senisrity and permanent employment
pattern.

2. long-tera Commitment, §low Evaluation

I+ usually takes 10 years in the company's employ
before a newly hired worker receives his first formal evalu-
ation. Until ¢then, no employee will vreceive a larger
increase in pay nor will he be promoted over more senior
workers. The very slowness of this evaluation process
discourages playing of certain kinds of short-term corporate
games, although it does not entirely rule ou* such behavior.

An eaployee, +harefore, lacks an 1incentive to
initiate projects or to press for 3ecisions that may look
good in the short run but may be unacceptable for *he long
Tun. He also has no reason +to advance his career at *he
expense of someone else because, he knows “hat he will not
be evaluated for the short run. Wwhils this process at times
seems painfully slow to aspiring young managers in Japanese
firas, it surely promotas a very open a*<titude <¢owards
cooperation, performance, and evalua*ion, since “he system
makes i+ highly 1likely that exceptional performance will
indeed be recognized.

The slowness of formal =2valuation and promotion
seems wholly unacceptable %0 most Wes“erners not only
because Westerners desir2 rapid feedback and advancement,
but also because the system seems ¢0 prevent the early
assignment of the most capable to important jobs.

In Japanese firms, one may notice that formal titles
and actual responsibilities often sesm unmatched. The most
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capable workers easily and quickly receive responsibility,
but promotion comes only when <they have more completely
proven themselves, In addicion, major con*tributors <o
success in *he past are assured the security of ¢itles and
higher wages despite <the threat of young -employees. This
fact, observed by everyone, causes =mployees to be more
willing *o wait their turn [Ref. 10: p.22-24].

3. Job Rotation, Job Iraining

An employee in a Japanese company internalizes the
various values and objectives of the firm, becomes increas-
ingly committed to them, and learns *he formal and informal
rules and policies. The means for obtaining awareness of
the corporation's mores comes primarily through job rota-
tion. That process usually includss two related <+types of
job transfers. Pirst, employees are “ransferred +o new
positions to learn additional skills in on-the~job training
programs. These job changes are planned well in advance for
all regular employees, including blue-collar workers.
Second, transfers are part of a 1long range, experience-
building program through which the organization develops i+
future managers. Such programs involve movement across
departmental boundaries at any stage 0f an enployee's
car eer. While they rotate semilatarally from job *o job,
they become increasingly socialized into +he organization,
immersed in the company philosophy and culture and bound to
a certain set of mutual goals.

In Japan, well-planned job rotation is “he kev %o
the success of an in-company training program that normally
encompasses all the firm's employees. Por some categories
of highly skilled blue-collar workers, training plans for a
period of up +to ten years are not unusual [Ref. 12:
p.12=-131.
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In the Japanese company, vir+tually every depar+men+
will have in it someone who knows the people, the probless,
and the procedures of any other ar2a within the organiza-
tion. When coordination is necessary, both sides will be
able ¢o understand and cooperate with the o*her. Perhaps
more important, is the fact that 2very employee Kknows he
will continue, throughout his career, to move between func-
tions and offices. The person who asks for assistancz <oday
may be one of his co-workers or =2ven his supervisor of
tonor}ow. Thus there is incentive fo5r taking a2 broad organ-
ization-wide point of view, This approach €fosters the
reality *hat total, not simply individual performance, 1is
the key to organizational and financial success; and +hat
comes only *hrough company-wide coopera+tion.

The Jjob rotation 1s especially impor+tant for
managerial personnel. Recen* research conducted by 4.I.T.
and Columbia University, strongely sugges+s +<hat workers a+
all levels who continually face new jobs will be more vital,
more produc*ive, and morz satisfiei with “heir work %han
those who stay in one job, even ¢*hough *the position changes
result only in lateral reassignment [ Ref. 10: p.28].

One of the big diff erences between the Uni+ed States
and Japan is <+he way of d4s3aling with the problem of indus-
trialization. In *he United States, companies specialize
their jcbs and individuals specialize their caceers. As 12
result, a semiconductor spacialist, a por+folio manager, or
a personnel manager can b2 moved from Company A %“o Company 8
and wi+thin a week, can be working effec+ively. Full produc-
tivity takes longer, but contributions begin righ%t away. In
Japan, however, it is difficult to take a vorker from one
company, move him to another company, and expect hiam immedi-
ately to be fully productive. Japanese do not specialize
only in a technical field; <they 2also specialize in an
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organization, 1in learning how to make a specific, unigue
business operate as well as i+ possibly can.

One effect of 1life-long job <rotation is employer
incentives *o develop both the skills and *he commitmen+t of
their employees. In the Onited S*ates employers are reluc-
tant t0 invest in training employees 3in new technical
skills, because a skilled employee can easily find another
employer who is willing %o pay a higher wage [Ref. 10:
p.29].

4. copcern for the Employese

In a Japanese firm, an employee forms inclusive
relationships with his employer, whereas most Western organ-
izations practice an attitude of "par*ial inclusion." This
represen+s an understanding between <mployee and employer
that the connection between them involves only those activi-
ties directly connected with the ¢ompletion of an assigned
job. Being partially included in a number of organizations
facilitates moving from one social domain %o another, and
allovws +ensions that have built up in one setting *o be
relaesed in another [Ref. 10: p.4u].

When people snticipate a 1life*time of working
together, +hey cannot afford to let deep rifts develop.
Conflict and refusal would disturb the haraony <hat nmus:

underlie <+he work relationship. No company can remain
healthy wi<=h suppressed disagrsement, conflict, and
complaint.

The wholistic orientation of Japanese organiza+tions
stenms from both historical accident and underlying social
and cultural forces. According to one commonly-held view,
the historical accident is that industrialism rushed into
Japan after having been held out for decades by a feudal
political systen. Companies were forced *o build plants
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close to the wvillages in order *to =2asily recruit workers.
With no long and gradual urbanization as ®Turope had, Japan
found itself with a sparsely-dis¢ributed rural popula+ion
faced wi+h “he onrush of industrialization. *®Pach plan+t sen+
recruiters to village home2s asking paren*s 5 send <heir
offspring *o work in *he plant twenty or “hir<y miles away.
¥illage parents would siamply no“ relszase <+hem zo go =0 live
and work in a strange place, The coapany's logical response
was to build dormitories, o provide a heal+hy die<, ard “o
assure varents that their children would receive the moral,
in