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Introducing the Youno Jepancse Executive: Antecedents and LUTIOOX

gt~ )

Abstrzct

The young Japanese executive is & product of his socio-econonic
environment specificzlly the Japanese educational system. Thus the

paper first highlights the.key features of the Jspansse school and

higher education system, touching briefly upon the scope end extent of
post-graduzte manacenent education in Japan. The young Japanese executive
is also poised on the threshold of a mancgement career in 2 dynamic

industrial fdrm, Hence the paper goes on to discuss recruitment (in the
context of the Life~time enployment system), training (including in

overseas MBA programs) and promotion {with reference to key attributes

of Japanese top management such as the search for Wa, or harmony, and the
emphasis on Seishin, o7 the managerial spirit). Finally,‘tha paper focuses
on én emerning prablem for young Japanese managers viz, international
nanagement in developed a8 well &s developing countries. The paper con—
cludes that the problems facing young Japanuoe_nanagero,?llpecially those
assigned sbrosd, are {nteresting and challenging ones and merit the

attention nf_ganqgenent oducafurs world=wide, including India,



INTRODUCIRG THE YOUNG JAPANESE EXECUTIVE:

ARTECEDENTS AND OUTLOOK

The young Japanqgg executive §s essentially & product of hie socio-econonic
;Qavtzoaagag:f;ﬁic;fically the ?apanesa sducationsl system, Simultanecusly,
he is poised et the threshold of a monagement career in 8 dynamic industrial
firm. What are the extraor&inary features of such a background? What are

the challenges the young Japanese exacutive is likely to face during his
career? This working paper is intended to shed some light on these and
related questions so that Indian management education can try to benefit if
and when the opportunity arises. The present paper, houever, is in the nature

of a preliminary rather than 2 definitive treatment.

JAPANES

The Japancse educational system has been charzcterized as "a gruelling rat
race for the best university positions™ (fc Millen, 1985). In fact the link

goes & step further - to the corporate carser. Long and Seo (1977) provide

an interesting capsule summary of this entire process a8 follows:

From the view point of the student and his family the system
imposes years of anxiety and had work thet pay off if and

only if the student makes it into the company of his choice;
or, we should say, the company of his perents' choice, for the
matter of getting @ child into the #pight" schools begins 28
early es kindergarten.

Parents may decide that their son must belong to a certein
compeny for reasons of honour and prestige. After the right
kindergarten, they must get him into the right elementary
school 2t an early age 80O that the right contacts are made.



He must later ceain edmission into the right junior high and
the right high school in succession in order to guarantee
his admission into the university from which the desired
company is known to recruit all of its executives. After all
thet he still must completc the college work and be selected
by the university to take the company examination in fierce
competition with other students.

If the student passes the compeny examination, he faces @
personal interview wvhere he is judged on personal and family
history and proper decorume He zlso undergoss a thorough
physical axamination ,2nd no one with physical disabilities
is hired. Those uho are finally hired, about one in four of
those who take tbe examination, &re brought into the company
at the junior level of management.

After lookino separately at the school znd collece levels of education we

will consider the plece of MoA programs in the Japanese educational system.

Schooling

Japén follows a 6-3-3 system of school education. The routine followed in

Japanese schools is described by Kono (1984):

A structured education with a uniform curriculum for every pupil
js stressed, all students beino considered of equal capability.
Upto junior high school level 2 morning meeting ie held every day
. and the school heed glves 2 speech.....School sxcursions are
_ compulsory. feny schoole have school mottos and school songs.
Group spirit rether than {ndividuzlism is emphasized in such an

gducetional system.

The differentiztion of echools is only implicit in the above, houever,

There are some Japanese schools which children caen enter only with a high

pass-mark of €0, some with a pess—-merk of 65 some with a louwer mark

(Econcnist, 1986). Thus Clerk (1572) has referred to the Japanese educction

system &5 @ "rre-selection mechanisn" for the labour markets, By pasting



the examinztions children cre zcquiring not merely a scholastic testimonial
but a messursbly superior chance in life. MeMillan (1985) suggests thet
Japan, has a2 multi-layer educational set up with clear links between exit
points and career 1adders determined by educational credentials. {Specifi-
celly, the only means of entrance into the management ranks of large
companies is a select group of uniuérsities. White collar workers (male)

are selected from high school graduates and blue collar workers come from

graduates of junior hich schools (long & Sec, 1977)).

A Jzpanese class goes only zs fest as the slovest learner, Gifted children
are teught to use their extra mergin of intelligence to smooth out inter—
persanal relationships end help their slow moving clessmates. The tightly
prescribed curriculum requires all high school graduates to be .uell-verSad
not only in Maths but also in Music and Japanese Literature among other
subjects (Ohmae, 19873 Fortune, 1987). The averzge 15 yesar old Japanese
school child is better educated at Maths and other testable Subjects than
the top one-quarter of gritish 16 year olds who get O-levels (ggggggigg,
1987). TheAauerage Japanese high pchool grzduate has the equivalent basic

knowledge of the average American college graduate (Absgglen and Stalk,

1985).

But Fortune magazine has suggested that the Japanese achool system's
'main purpose seems to be "to produce factory workers." (Fortune 1987).

However, Abegglen and Stalk (1985) go further. They belisve that the

Japanese labour forcé is now at least &g well educated and at least es uwell



Co)leqe

Fortune macazine (1987) has observed: "Japans 460 colleges and universities
are the nation's most wasted resources, four yeer rest stops between the
examination hell of high school and corporate combat,” Be that as it may,

a Japanese collegaleducatiun is comsidered a prerequisite to e management
career-end oconsequently attracEP an increasing proportion of high school

lesvers as noted above.

1n 1981 there were 446 universities and 1.8 million students (excluding

517 tuo-year colleges that heve 0.7 million students). Approximately 300 to
-400 thousand university graduates are supplied every year to various organi-
zations, the balance being mostly female graduates. The percentage of young
people in higher educetion in Japan is 38% compered to 45..in the UJS.A.

for the same age group (Kono, 1984). Nowadays, nearly all Japanese

children complete high school and nearly 405 of them go on to college (Kempner,

1983/64).

A cheracteristic feature of tha Japanese college or university is the
"gtreaming” (McMillan, 1985) or channelling of its graduates into elite
careers in management or government according to the reputation of the
collpe/university. Tokyo University is at the top of a clear hierarchy with
Kyoto University a firm No.2. Keio, Wosade and Hitotsubashi are some of the
other leading Japanese universities which accounted for the bulk of Japanese
pusinecs leaders' alma maters in 196 (Long & Seo, 1977).. According to

_worono ff {(1983) "neither the American 'lvy League' schools, nor Oxford and



Cambridge in Britain, nor the Grandes Ecoles in France enfoy quite as much

prestige as Todai and Kyodai" in their respective countries.

"Each company has its fawoured university. The relationship between the

big companies and the favoured universities is well knoun to all concerned
including the students. This means that students with a strong desire to
work for a particular compsny Knou what university they must attend. Cn the
other hand, the university's oun stiff entrance exams ensure that only high-

potentisl candidates are admitted” (Long & Seo, 1977).

Such entrance examinations hzve led to the relatively recent phenomenon of
ronin, This is the class of high school graduates who spend one or two extra
years after their school graduation to prepare for the university sntrance

tests. Even special coesching classes have developed to cater to this need

(Mc Millen, 1985). .

A Final interesging feature of Japenese college education is that it leads
only in rare cases to post graduate work. students whc go into graduate work
either in Japan or abroad usuzlly have difficulty in finding jobs in business
afterwerds {Long & Seo, 1977). This is particularly extraordinary in the

case of management educztion which, despite the fact that it was uniquely

an American educational technology that first begasn to sprezsd overseas in

the early 19608, found virtually no supporteré during the post-war American
Bccupztion even thouoh others, incl.ding Indiz, enbraced it to a significent

extent. Le now take a closer ook ct MBA progrems in Japan.

fTENAM BARABHAL LIFRARY
AN INSTITUTE OF MANAGENEEY
~~TuAPUR. ANMEDARAD-SI8 B>



MBA EmS_

According to Subocz {1984}, the Japanese mensgement syetem is more strict in
requiring university education to occur before joining an organizetion.
Japanese society provides fever opportunities for and is less accoﬁmodating
of manzoenent aspirants striving for university education after having
Joined an orgenizetion. On the other hand, once @& graduate is within an
organization, the Japanese ;ystem appesrs to lay heavier stress on internal
education and training. (In recent years such internal efforts have included
sponsorship of candid:tes to overseas MNBA programs of which more will be

said later).

In Japan, the Qraduata School of Business Administration at Keio Univereity
offers the closest equivalent of the western style of MBA qualification.

It has been claimed to be the first and only one of its type in Japan. Its
origins go buck to 1956 when Keio University established & co-operative
relztionship with Harverd Business School. In 1962, Keio Business School was
established to offer short tern seminars and courses, from 1863, a one year
full time non-degree program was begun, The MBR type procram was esteblished

as recently as 1978,

The school size is of the order of 150 with en annua) intzke of 65-70.
Applicants number less than tuice the ayaileble places. While only 105 have

no business experience, the majority are company sponsored though a significant
rumber are self supporting with or without bueiness experience. The average

age is 27-29 years. Academic staff number 25 full time and 10 part time.
Generslly they have 1ittle or no business experience but some are involvec

in consulting and a few hold company bozrd memberships {Subocz, 1964} .



We may conclude this brief revieu of Japenese education by highlighting
the difference between the university's and company's role in mansgenant

development. Kobaysshi. made the following point in 1969:

The purpose of a university is to develop & rounded personality
while providing the student with a generzal academic background.
They believe that it is not their responsibility but rather

that of the employer to offer greduates specialized professional
training. Thus Japenese'business...has cenerally preferred the
sp cclled amateur manacers to agoressive professionals
(rietillen, 1985).

. RECRUITFELT

fccording to Clerk (1979), "the Japanese company is & comunity of
wlunteers, & body of people who have willinply come together to shoure
common aims, ectivities and values. This makes the recruitment process the
key to the make up of the oroanizetion. In the primery lzbour market for
men{and for women) the aduentcges lie on the one hand with job seekers with
better qualifications &nd on the other with lerce firms. R good education
is rightly seen as & passport to a big company with its prospects of hich

pay end greater security of tenure."

Recruitment is directly from school and college, as sugoested earlier,

rsther than from the open job market (Abegglen and Stalk, 1985). This is.
concentrated in the month of April. There 2re seldom any advertisements of
vacancies (Fona, 1984). The usual procedure is to notify the favoured
university of how many candidates are desired. The university will then
provide that number of nzmes of those whom they recommend to take the company
exan. Thic is usuzlly done in Cctober, before the tniversity's own final

exams. In recruiting for generzl manzgement, candidates cre ofren selected



from university ograduestes in lew or econonics, For other positions,

graduztes from the technical colleges are selected (Long & Seo, 1977).

The company examination is partly to allow comparison to be made

 betueen men from universities of uaryiné standard, partly to eliminate

men who had been doinc little or mo work at university., There is also a2 three-
hour essay usually on the subject of. 'y Femily', from which a men's
background can be gauged. Finally and most importent of all, there is the
jntervieuw at which a candidate is required to deliver a tuwo minute report

on some tepic or other aﬁd then answer the guestions of the assembled

directors (Clark, 1979).

In th; context of recruitment practices of the Japanese general trading
comnanies (Sogo Shosha) Tsurumi (1984) considers thei the procedure of
selecting their future manajers and professionals resenbles the detaileq
evaluation of large capital projects by manufecturing firms. "Inasmuch as
recruiting firms realize that they are acquiring hUmantresources for a
long period, their recruiting of young college graduates becomes just as
serious as (if not more serious then) the key investrent decisions

reparding plant expansions, R & O projects and neu market deuelopnent.

Lifetime Employment System

Hiring of a 'requiar' employee in Japan is a life time commitment for

both the employer &nd employee. The firm is stuck with those they hire.
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The employers leok for intelligence, the 'right' attitude and the desired

background rather than specialized skills.

When the younc Jzpanese college oraduate accents employment in a large
Japanese corporation the implied contract is for a total life time
commitment on both sides. The comnany will not discharge him even tempo-
rarily except in the most extreme circumstances, The company expects
that he will not guit the company for employment elsewhere. He is @
member of the company in the same mannsr in which he is a member of his

fanily (ficFillan, 1985).

fs Clerk (1579) puts it, "Lifetime employment is a sort of ideal and 8
very pouwerful one entailing an obligation of mutual attachment between

firms and employee.™® Abegclen and Stalk (1985)confirm that there is a real excte n

- O

#The percentage of meles in life-lonc (or ctandard) employment has risen

_in all indusiries in the post-uzr period from 29,7% in 1954 to S4% in

4978, 1t is highest in lerg: firms emcloying 1600 or more (725 in 1978)
and much lower in firms of 10 to 99 employees (30.8% in 1978}, The
percentage is particularly hich among white collar and university
craduates in menufacturing industry where the 1976 fioure shows B4 as
standard employees (larce firms 91,9, small firms 55 ,3%). Among blue
collar/niddle school graduates the percentzpes are much lower and onl
30.1% are standard employees (39,9% in larce and 20.6% in small Firmsg
(Kempner, 1963-84).
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of obligations. The company is prepared to mcke szcrifices and willing to
incur losses to protect the job security of its employees. The lztter in
turn shou greater commitment, Kono {(1984) refers to life-time employment as
the "™we're all in the same boat™ philosophy, adding that it is equivalent
to the German idea n} Gemeinschaft (community orgcnization) rather than
Cesellschaft (econcmic organizqtion). The former is like a family or a
church where members are combined by mutual affinity. Getting together is
itself a source of joy. Peoﬁle love, help, trust and underctand one another
and share bad luck as well as good, In the economic organization, on the
other hand, members decline work without reward and there is no spiritual

_unity.

The comﬁany needs to exercise considerable care in recruitment. It is not
easy to correct mistakes. Thus academic examination of the candidate, per—
sonal interviews and investigations of individual and Ffamily backgraunds are

warranted (Abegglen & Stalk, 1985).

The emnloyee also has to be careful, The best perforsing companies can recruit
the best students. The best students sesk out companies with the most promi-
sing long term prospects. Thus young people are channelled into the fester
growingc and most promising sectors of the economy (Abeggle; & Stalk, 1985).
But as Kono (1@84) notes, the lifetimé employment system does not mean that
the number of employees cenmot be reduced. The usual sequence is to cut
gvertime first, then transfer employees from one area of the business to
another, cut new recrﬁitment,_effect early retirements, provide f.rloughs to
temporarily redundant workers, seeic woluntary retirseent of older workers

and finally discharge of older workers.
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Abegglan & Stalk (1985) elso list the possible ways of echieving work-
force sdjustments: reduction of temporary woTKers, reduction in sub-
contracted work, pulling sub—con?racted work back into the plants, offering
special retirement allowances and finally attritiong “gnly in acute
crisis, only zfter exhausting other approiches and only with full agreenent
of the union and work force cen actual lay offs or diemissals take plece,”

they add. &

A}I amployees 0D through & process of on-the=job training. Long & Seo (197?)
point out, hovever, thzt the job he will finally settle into will be decided
after he has had 2 chance to dermonstrate uha;e his aptitude lies. "This is
an unsettlino practice for some applicants because the company cannot tell
them =t the time of hiring what job they actually will be doinc. Those who
end up on 2 job that is hot, oirty or‘boring must content themselves with

the thought thzt they are contributing mightily o the group welfure."

Clark (197%) hichlights the larger context of coipany recraitment, "Educction
systens haué to adept themselves to produce the sort of people whom companies
want to recruit, while social security schemes hzve to be devised to help
those whom companies do not want to employ. At the sane time the conpeny is

affected by socisty through the lsbour morket &5 well as in other uays. The

#ambershin in the company union is open to 2ll pcrmenent employees white
coller anc blue collar employees alike. Mznczgement positions beginning
at the lcvel of sgction chiaf are excluded from union membership. Thus up
to about the age of 40 all executives &are union members (Feiiillan, 1985).
Accordinc to Marsland anc Beer (1985) an enterprise union is made up of
all regular employees of the firm upto the rani: of assistent section menager
generally. That means all the section staff {the louwest white collar posi-
tion) enter the firn and become union members. Furthermore, all reguler
employees belou the rank of assistant section manager are union members.
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increasing or decreasing availability of certain types of people for
recruitment causes changes in personnsl policies snd in the make up of firms
and these changes in turn induce or threaten to induce changes in management

methods, reletions between differeni types of em§10yees end even the general

aime of the conpany.”

In fact e process of educational reford is elready underway in Japan - for

only the third time in the last 120 odd years.

In the coming yeers as we move into the 21st century, rapid social
changes such as the advancement of science and techrology and the
progress of informztion technologies will continue to be witnessed.
In addition, we shall be required to cope with an aging population
end the growing responsibilities of Japan in the internztional
comunity. We shall have to dezl with such other new changes and
tasks as never fsced before. In the coming years, education must
respond to these requirements of the neu 2ge. (Amagsi, 1966).

TRAINING

in Clork's {1979) vieu:

The primary influence on the attitudes of graduate and high school
recruits is their d:fferent positions in the labour market. ut the
grocduates (many of them economists or lawyers by training) consi-
dere. working in & company was the natursl culmination of a long
period of study to which they could look forward with an intellec=-
tual anticipation hardly to be found among school leavers. Graduates
were also aware that they would probably form the elite of any com—

peny they did join. Thic led to positive attitudes.®

There cre bssicelly two elements to in-compiny treining. These are (a) the

pragnatic element and (b) the spirituel element (Clerk 1979). The former

broadly consists of learning about the businest and its operztional espects.

#1n contrest to hich school recruite who are in short supply.



The lstter consists of physicsl and nen

& managerial cereur (ric millan, 1985}.
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‘on-the=job training (03T), one to one instruction is promoted in which
- vecent recruits are assigned to work under 2 single more experienced wOrkers.
03T does not concentrate on the acquisition of 2 single skill but ende&avours
to provide employees with a range of skills which renders reassicnment

betueen different departments more favourable (Kirby & Saso 1982).

L]

Kono (1984) notes that under the 1ifetime employment system, training

within the company is n;t only necesssry it a2lso pays. Employees are promo-
lﬂtad within the company and their jobs change es the product and the technology
change so education is necessary. At Matsushita the concept is enbodied in

the philosophy of "nroducing carable people before making products"(ﬂatsushita

1987).

In Matsushita, the orientation and traininng of new employees from univer—
sities {about 800 percons) are centralized in the head office (which con-
sists ofabout 2000 persons cltocether). The training is conductes as follows:
Lectures in the heed office, three peek:; training in retzil stores, three
monihs; training in the works, one month' lectures on cost accounting, one
~month: lectures on merketirg, two mﬁnths. After this eicht month training
uted to various departments and subcidizries (rono,

nev graduates zre distrib

1984}, 1t is likely that those desicnated for oversess tours of duty would

spend a2 feu more monihs in Matsushite's overse:s training centre before

takino up their initizal assionments.

Trzining tends to be rore specifically subject oriented in the ecrlier

phases ol 2 university greduate's career, while later on more SLress will be
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put upon generzl or cultural subjects, character builcing and other
related concepts, Whoever fails to pass the examinations of lower-level
courses is not admitted to the next course and therefore suffers a serjous
set-bzck for future career chances. Actually, this means no more than

senjority based promotion (Van Helwoort, 19738).

Seishin or training of the spirit will be discussed in the context of.
manegerial promotion. Sefore thet we turn to the increasing phenomenon of

company sponsored managerial trcining in overseds ["\BA programs.

Oversess_[1BA_Programs?

Japen has & lonu tradition of drawing on the west for ideas  and technigues

in the mznagement area. Kirby and Seso (1982) go as far as to say!

Many of the most successful of Japanece menagerial practices

only came to the forefront after 1945 and moreover were often
based on the diligent studies of Jepanese managenent treinees
at U,5, businesc schools.

There seens to be very little definitive information (tn English) about the
scope and extent of Japapese reliznce on oversecs [B4 progrems (Subocz,
1984), In October 1973, a lusiness Cevelonnent Study Group,consisting of

21 senior personnel mancoement represen.ciives from lezding Japanese induse—
trial and finence corpanies visited 15 businecs schools znd company training
facilities in the U.S, and Europe. The hmerican business schools covered
were Harverd, Stanford, Cclumbia and Indiens (Subocz, 19€4). Subsequently
there have been references to Jepaznese trainees st Harvard, (Subocz, 1984),

Colunbiz and Cernell {(Dusiness_ Week, 1551). Gne noy scfely ascune thet av

‘any one tinc there zare ceveral hundred cocmoany sponsoed Jzpancse treinece

in overseas [NBA programS.
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coTTe ﬁonpanies ennually send a rumber of white collar employees to outside
training institutes or universities both in Japan and in foreion countriec.
The comnany pays all expenses and, contrary to individuals who vent to
study abroad on their oun initictive, those who follou courses with the
becking ﬁf their firm can be gquite sure of areatly improved cereer chances
after their return fron abroad. The preparation of encloyees who are poing
to be sent abroad is in?ensiue an. covers languace treining to table
manners. Outy ebroad is often reoarded ¢s one of the necessary high level
job transfers which prepére & man_oer for important pasitions in the years

to come {Van Helwort, 1979).

PROIE TIDM

Shirai (1563) notrs that the systen of reculcr carecr pzaths for all

employees was vell established among large Japanese corporations both putlic

end rrivate, before World Wir 11. "The companies hire grouns of neu

university or college graduates &nc, &S they climb the manacerial ladder,

they accunulate experience in verious jobs, not confined to any specialized

fielc, throunh job rotation zt rec.lar intervals. Finally, those who survive

this extensive training and screening process are promot2d to top mananenent

positions,”

According to Abegglen ond Stalk (1985): "The first years of employrnent are

larnely a process of jnitiation - movino betueen departments to learn the

nature of the company's activities, its history ond ite culture, as well as

lezrninc job skills. The em~loyees may reside in 2 company dormitory, and
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will certainly focus not only workina hours but social hours as well on
relztionships in the compéany. The employee uill not be differentizted fron
othe=s in his age cohort in these firet yezrs in terms of rank or pay. The
first diffcrentiatgons will be slight end gradual, The indoctrination will

be tho:ohgh; the célibration of the enployee's skills &nd abilities will be
fines mutuzl knowledoe of mémbcrs of the oroanization, and of each olthers'
strengths and weaknesses will become detaziled. It is in this employnent
process th.t the knisha bocomes a different secicl institution than the
corporation in the yest, Involvement is more totzly options are mOTeE limited;
commitments cre more difficult to rewke. The west hag ipstitutions that

share thecse potternt - religions orders, nro fessional armies, professional,

bureaucracies. Uestern corporations ere rerely among them."

Kono (1984) pointe out thit often there ar. two ladders of promotiion: one

js the hierzrchy of job cradingz end ihe octher is the hierérchy of gtitus
gradings. The tuo are motched to some extent bu:i &n enployee can be pronoted
on the status grade even it he is workino in the seme jot. "Promotion

reflects chility and effort and there wre differences in the speed of promo-
tion. However, there ic ne special fest track for the very capeble. for
fawurztle appraiseal, the short terd coptribution to profit is not so importan

as technical skill, cocperation with colleagues and quality of perFOrmance,"

he says.

Kirby and Saso (1962) confirm the generél presunption that the college

graduzte (almoct all managers beinc g:aduatcs) on antering the Japanese firm

can expect to be recularly promoted in l1ine with those entering the firm at



19

the same time whetever their respective abilicies, But they add: "Promotion
prospects must inevitably becoming considerably more hazy and dependent on
competition, once employees hive reached their mid thirties." As Pucik
(1986} motes: "In most Japanese firms seniority is only a necessary, not
sUFficient condition for promotion. Ability and merit are essential." He
says even job security is not contractually guaranteed but is essentially

garned by the employees in a very competitive environment.

Rbegglen and Stzlk (1985) observe: "Promotion is 2 function oF'age in the
Japcnese firm, being provided within a predictable &nd narrow age range.
Western businessmen are prone to over estimate the frostrations that this
seniority~ueighted system engenders in young (especially UWestern treined)
Japsnese., For many of these young people, the frustrations garly in their
carger are real. Yet the frustrations appear to diminish as the system begins

to reward the young persen recching the early thirties."

Long & Seo (1977) stcte that promﬁtion of executives in Japaen is based on
age and seniority although ability any performence determine how high the
executive may ultimztely go. "This decision will be made at about ace 40.
Those rot selected for top management may then look forward to retirement
at about age 55, Upper lsvel executives continue as long 38 physically and
mentally sble to do so." Rbegclen and Stalk (1985) note, houwever, that the
parlier retirement ace of 55 has been extenced to 60 due to greater life

eXpectancy among Japanese nouadays.

According to Marsland and 3eer (1985): "The university graduates who start

at section staff level (the louest white collar position) can expect promotior
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to assistaent sectinn‘manager at age 30-32, section menager at age'37-d2,
and department manager at age 44-52, The more talented 2 man is, the
gquicker he will be promoted. Qoung department managers move on to become
vice presidents and managing directors in their early 50s. The latter -
need not retire at 55. The retirement age is in the process of being
moved back gradually to 60 within the gouarnmeni, and private firms may

also begin to do so."

\

Graduates from institutes of higher education are in the majority to be
trained tobecome section chief ;t around the age of 40 and for this purpose
they follow a variety of coafsas within or without (i.e. outside )the company,
the specific subject matter being decided as need dictates. They reach the
position of section chief ea311y and almost automaticaily. for most of tham,«
their foermal treining tends to diminish by the t1me they reach this point.
Higher ranks in the hikrarchy are to be pecupied only by these who have
participated in a substantial number of extra courses and have demonstrated

their superior ability (Van Helwoort, 1979},

Within the totsl group of uniuersityrgraduates a feaqy made means ﬁf diffe—
rentiatian {s to be found in the speed with whiph én employee is introduced
into a variety of subject areas through wvarious sssignments and transfers
and in the tempo of his successive admissions to training courses. ARlmost

: all university grhduates will beceme section chiefs in due course but a
small nuwber of them will reach this position well in advance of the others
and these ere the ones to be considered 2s the likely cendidates for higher

menagerial positions in the not too distant future (Ven Helwvoort, 1979).
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Odaka (1975) notes however that "in some popular companies which have
developed rapidly since the war, such a2s Matsushita Eleciric, Honda,
totor and 180 Jepan, & bold progrem of selective promotion hes been
cerried out, resulting in section heads in their tuenties and depariment

chiefs in their thirties."

In evelucting an executive, reliance is placed on the "yncle™ or "godfcother"
to uhich he ic ascionecd. Such persons are older executives who are charged
with advisinc and ouidin¢ younger men as the latter advance in their

carecrs (Long and Seo, 1977). The godfather acts as @ confidante and

mentor both on and off the job. The god father is quite important in the

middle and hicher level of manzgenent.,

What 2re the characteristics or attributes of top management which & junior

executive may vant to aspire to? Long and Seo (1977) provicde e capsule summar)

The president is more than en indivicduzl who runs the orogani-
zation. He is the orgenization. He cannct be 2 "fast burner"”
who has rocketed his way to the top by his economic achievement,
He cen only be a charismatic senior pcrson who is atle to
inspire wa (harmony) for the whole organization. In & typical
l:rce Jananece corporation, the president and @ smel)l group of
mancoing directors wre, in effect, the zrchitects of the orgs-
nizztion.

Odaka (1975) hes noted thet the "harmonious ctmocphere” which is typical of

the Jarznece company 1s 2 result of a traditional menazperial philosophy

vhich givec precedence to the well balances dewelopment of the orgsenization

as = whole over the competitive self-realizetion of its members. Thus coipe-

titon emong individuals withir the interprise has somehou to be moderated

by top manzcenent while competition oputside the enterprise tencs to be

fierce in Japan.
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!g_(harmnny) is snother Jepanese manzgenent ideal like life-time enployment
discussed earlier and others such as zero dé?ect production and jusi-in-
time supply. Harmony is not static, nor even at£ained but is alweys Sought.
"The responsibility of the president is not to dream dreams and see visions
of compzny prosperity in the future. Rether, his only responsibility is to
sse how Wa may prevsil in the here and row." Thus the Japanese corporate
hierarchy is usuglly headed by men of hiab stznding in the community who can
inspire their subordinates by their paternal care and dicnity. They have to

be well-educated elder men who are worthy of others' respect and loyelty.

(Long & Seo, 1577).

Before we conclude this section there are two matters which renain to be
highlighted: One relates to compensation levels and the other to seishen
training or training of the spirit. The former will be touched on only

briefly compared to the latter.

Abegglen end Stalk (1585) observe thet there is wrelctive equity” in
distribution of finencial rewerds within the Japenese companys. The propor-
tion of compensation proviced through perquisites is similer at all levels
of the keisha, What is more, "both within the keishe and in comparison with
compensetion levels in oither countries, the lovwer ranks do well and the
hicher ranke do ngt do as well in totzl cash conpensction." In fact they
estimzte thct in 19830 the compensction of the president (pre-tex} was sbout

Te5 times

14.5 times thet of a neuwly recruited college graduate[?Fter—tax. This diffe-

rential has been declining markedly over the ye&rs since 1927 attesting to

the "relstive equity™ in orgenizational compensztion (Shirai, 1983). This
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equity also extends to the mode of compensation vhich 18 monthly (end in
cash) for all levels of the organization (kono, 1984), One result of ell
this including the educational system has been the emergence of & basically

niddle class society in Japan (Mchillen, 1985; Kirby & Seso, 1982).

Sejshin Training

fc Millan (1985} has roted the ™surprising strength of spiritualism among
the bureaucr?tic and business elite® of Japan..Religion has sluways been
strong in Japan and has included the theme of joint suffering and individual
wveakness. The extent of spiritusl values, rather than its mere incidence, is
"uniquely Japanese." (FMic Millen, 1985). The Sgishin spirit aims at the con-
tainment of £endencias towards selfishnass and sgotism. Individual ambition,

selfishness or impatience are personal attributes which'Saishin training

attempts to awid. Spritual training such as Zen or physical endurance
training such as hikes or camping reinforce the desire for & proper menial
outlook and career orientation. Thus many company education programs inwolve

seishen training not only for new recruits but for older employees.

MeMillan (1585) provides the underlying rationale thus?

The difficulties accompanying work tend to be regarded as tesls
of strong character. The strains of working in a hierarchical
system, the tedious repetition of daily tasks, and the anxieties
that accompany new work situations are all regarded as probles
thet try a person's spirit, Those who prove most cepable of
persevesance in the face of such difficulties and who show
themselves dedicated over the long haul te their work are the
ones judged (according to the Seishin perspective) to be most
suited for future leadership. In other words, the very nature of
the promotion system serves to preserve & concern with Seishin

as a crucial framework for svaluation.
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E. THE INTERNATIONAL IMPERATIVE IN FUTURE

The chanves in the socio-cultural and techno-ecolooical conditions in the
political econocny of Japan ensure that the challenges to be faced by
Jepanese managers in future will be different from those being fzced now.

Threc basic trends are already underway for & viriety of reasons, These are:

a) grezter automation of domestic plants to state~of-the-crt levels
b) a shift towards menufacturing abroad, and

¢} a shift toucrds service sector operation in Japan,

0f these ve will focus only on the second viz. the shift towards overseas
manufacture which Abegglen & Stalk (1988) consider "the principal strategic
decision" facino Japanese comnanies who have enoineered the bigcest resource
transfer cince OPEL's o0il policies and nou heve to invest these accumilating
assets rapidly. lcMillan (1985) considers, hovever, that the decision to
manuf.ciure overseas will prove to be the "acid test" of Jananese mecpagement.,

A czse can be made thet the kaisha have a3 special problem in

multinzilional manegement, Many of their sirenoths arise out of

special aspects of Japanese society and culture, These very

strenctinhs turn to disadvontice as the Kejsha must try to deel

vith personnel, lecal structures and social cusions as parti-

cipents in other societies., It is one thinc to ship ooods for
szle; it is quite another to be a member of zno:her society.

(Abecgglen & Stelk, 1965).

They oo on to add: "It is rot clear that any Jzpanese company has yet deve-
loped @ sycstem to dezl with problems of personnel selection, training and
motivetion zs the Kaishz move to be multinational. The personnel issue is

but one, thouch perhaps the most dramatic of the problems™(Abegglen & Stalk

1985),



Ohmae (1985) also considers that Japan

dogs not necessarily mean
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Another protlem Ohmae (1985) mentions is an unuillingness nowadays on the
part of youno Jespanese to accept international assionments. This, however,

echoes Shinner's (1968) observation of American manacers twenty years ago.

Finelly, Ohmee (1965) touches upon & very subtle Lut crucial problem.

nLittle of the Japanese manigenent system is codified and systematized,

Life time enplcynent has enzbled Jepanese manufacturers to pass on the
secrets and know-hou to'the next cenerction with a minimum of codification.
This is a strencth in Jzpan but it ic @ :rerendo.c hindrance for manufac-
turing operction overseas. The Japanese zre not cood tezchers either. They
don't hove well documented manuale in either English or Japanese, nor do they

have 'experts' articulete enough to explain how the whole system uvorks."

What then cre the desircble quzlities of the yount Japenese executive
especially those sent overseas? Ohmae (1962) esks: what ere the ingredients
of zn excellent stratecist and how couid they be reproduced in the context
of the Jzpanese firm? "The ansuer 1 ceme up with inwolved the formation
within the corporetion of < graup of young 1§emureis' whe would play 2 dual
role, On the one hand they would function as real strategists, giving free
rein to their imzgination and entrepreneurial flair in order to cone up with
bold and inmovative strategic jdeas. On the other hand they would serve

as staff analysts, testing out, dioesting and assiouning priorities to the
iceas and providinc staff asuistance to line mansCers in implementing the
approvec strategies.” ficfillan (1985) also uses the concept of ‘sam.rai
managenent elthough uithout apparently defining it. Semurai jncidentally

refers to the adminictrztive cedre in traditional Japanese society.



K.Motsushite (1967b) concicers the cuestion of how a corporate enployee

any level can maintain an agoressive, entrepreneurisl attitude?

Comparison with a profescional haseball team may help
elucidate what I mesn, The plcyers zre not strictly enployees
of the clut; they ere, in 3 sence, independent busineccmen,
ecch contributing snecial tolents to the team. R company
employee would do well to think of hirself as does & player
on a professional tase ball team. Thinkinc of his section
chief as hic teesm menager ang hic imnedizte superiers as
cozches mioht encourace a mMOVe agoressive attitude towerd

his work.

Thus the protlems fecing the younu Jepznuse execuiive especislly those

assigned atroesd, are interesting eand challenging ones &nc merit careful

attention by manzgement educztors even in India®,
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Exhibit 1

Excerpts from_the suto-bjoarasphy of lir,Akio Forita, Chajrman of Sony*

On_School

1 remember that we used to be ascigned desks in cless
according to our grades. The top student was the hezd boy
and the sests were essioned from the back of the room in
descending orfcer of achievement. 1 was always seated up
{ront)under the eye of tha teacher, with the slow lezrners.
P16

On Eollece

el

'In Japan, university is very cifficult to get into and
easy to pass out of a5 & graduate; in the U.5,., and Britein
it is the opposite: easier to get into but more difficult
to graduzte from {(p.222)

-

Un Company Recruitmepnt

In Jopon it was consicdered @ serious thinmg to teke & son, especially
a first son, out of his home &nd fanily environnent and bring

him permanently into a nev atmosphere in the world of business,

1n some cases it was almost as thouch an adopticn was taking

place. Unspoken pledces of sircerity on both sices are still
indicatec. when = young man joins hic businecs family.(pe47)

The Japznece school yecr encs in rarch and compcnies recruit
employess in their last semester so that before the end of

the school year they know where they are coing. They take up
‘their new jobs in April. 1 aluays cather these nau recruits
together at headguarters in Tokyo, where we have an introductory
or orientation ceremony. This yezr I looked out at more then
seven huncred young, eacer faces and gave them a lecture, as

I have been doino for almost forty years,{p.131)

#5ource! fbrite, 1987.



On_Leadership

In Jepan, the most succes:sful leader in business i not the
man who goes aroynd giving detailed instructions to his
suborcinates, It is the man who cives his subordinztes only
general guidelines and inctills confidence in them and helps
then to do good work. {p.257)

The most important missicn for @ Japznese manager is to
develop & healthy relaticnship with his enployess, to create
a family like feeling within the corporation, a feeling that
enployees and manzgers shire the same fzte. {(p.130)

On Oversezs Cperztions

Moving into the European market was not easy for us. We sent
yeung men with creztive minds and cidn't give them too many
rules or imstructions and no unusual benefits or special
compensation packages, They performed wonderfully proving
again ?y contention that people do not work only for money.
fp.292)

On_Emcloyvee Initjative

A couple of decades &sco the tenior people in this company
passed down their knov how to the youncer ones, The oclcer
manacers knew the anzlog technolocy inside aut and they were
idolized ani rightly so. Dut todcy some of our newly draduated
neople knou more about dicital technolooy, more than their
‘seniors, so they pass their know-how up; it is 2 completely
new development, (p.241)
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