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I Introduction

The Japanese management system has gained a considerable reputation

world‐wide,particularly its production practices.There is much evidence

supporting this both fronl Japan and abroad.Take,for example,Japanese

companies in Britain:our survey revealed that they achieved remarkable

ilnprovements in productivity and quality,and a decrease in the proportion

of defec送.The achievements of Hitachi and Toshiba after they took over
分

the equity of their British counterparts are particularly noticeable. Such

changes havも been made possible by establishing disciplined work practices

such as sタカウ, s夕'オo%, and s夕'角夕な% (keeping the shop floor well organized,

clean and tidy);and stirrlulating the employees'sense of participation and

*  This Paper is a revised version of one entitled“Role of JapaneSe Style Middle Man,

agement and Their Potential Applicability in Global Perspective" presented at the

Global Kaisha Conference at WIanchester Business Slhool on June l,1992.The author

is gratefulto Dr.J,Eades,Professor of Shiga University,for editing the English.

1)Tomita,T,(1991)く
くThe intra‐organizational transferability of Japanese‐style man‐

agement'',in M.Trevor(ed.)Й 形物初 %冴 」曰協Sガ%夕郎″物冴Лイあ物qgヮ物夕%サQ/Cれαttgク,Alder‐

shot : Avlbury,p.142.

2)Tomita,T。 (1986)はJapanese Managernent in Britain",ど %匂,As筋 虹帥隻軍夕物夕″サ妃夕‐

クガ∽υ,INSEAD,Vol.5,No.4,p.6.
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comHlitrnent through allowing feedback of shop f100r opinion to manage‐

ment.These cOnditibns could not have been created by the autonomous ef‐

forts of shOp aoor workers a16ne.Most likely they were realized、 vith the

s t r o n g  s u p p o r t  o f  m i d d l e ‐l ёv e i  m a n a g e r s  s e n t ■O m  J a p a n . T h e  r e a s o n  w h y

Japanese rliddle managers play an important role in the total cOrpOrate

management seems to be attributable mainly to their way of thinking in

terms of creating ideas and policies to improve corporate performance.This

way of thinking is,in turn,induced by internallnechanisms、vhich intermesh

within the Japanese management system.

This paper irst attempts to examine the functions of Japanese middle‐
3)

level rnanagerse Secondly,it illustrates briefly the prOcess of development of

the maJor management practicё s and their interrelated organic functions,

which,as a package,can be called the Japanese management system.Final‐

ly,it raises some open questions in terrls of the potential relevance of Japa‐

nese rniddle・level rnahagement functions in global perspective.

II Functions of Japanese rlliddle‐ level managers

Studies of Japanesё rniddle‐level
4 )

on Japanese management.This is

managers are somewhat rare in research

probably due to the f01lowing reasons,

3)In this paper,Hliddle‐level rnanagers are broadly defined as persons having positions

between top rnanagers and supervisors;they roughly include section chiefs(力滋 角c力ο),

section managers(挽″σ力θ),and departlnent lnanagers(う %σ力θ),and those ha宙 ng titles

ofく
く
sub''rnanagers in sections and departmentst

4)Papers discussing Japanese middle‐level managers include,Tomita,T.(1982)《Fea‐

tures and Framework of Japanese Style of Management",ヽ Vorking Paper Series No.4,

Shiga University,paper prepared for the seHlinar on the Philippine‐Japan Econornic

Relations held at the University of the Philippines WIarch24-26;and Nonaka,I.(1988)
ttToward Middle‐

Up‐Down Management:Accelerating lnforlnation Creation'', Sわ α%

Ma%隻算夕物夕%サ妃夕υ彦切,Vol.29,No.3,pp.9-18.
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among others.First,the remarkable succeSs of Japan's manufacturing in‐

dustry has ied to most attention being given to the effectiveness of its pro‐

duction system which,Inore often than not,gives observers the impression

of being implemented rnainly by the shop floor workers,and of working ef‐

fectively and autonomously.Secondly,Japanese nliddle management func‐

tions are complex and difficult for researchers to investigate.

However, my own personal experience working for a well‐ established

Japanese cOmpany for over ten years,and several empirical surveys that we
5 )

have carried out suggest that it is rniddle‐level rnanagers who enforce wOrk

discipline and implement various practices such as quality control circles

and suggestion systems on to the shop f100r,and who monitor and evaluate

5)The foliowing are the surveys which are referred to in this paper.

(1) く
tAcceptability and relevance of JapanOse‐

style managernent in Britain:Re‐

exalninedル(June‐July 1992),funded by Shiga University.

(11) ttl=ulnan resource development of Thai、vhite collar workers in Japanese capitaト

affiliated companies"(Mardl‐April,1991),funded by JSPS.

(lil) く
く
Human resource development of local、 vhite collar workers in overseas Japa,

nese companies"(November 1990‐ February1991),funded by lnstitute of Business

Attninistration,Tokyo.

(iv) く
tLocalization of personnel and international personnel management"(May‐

A u g u s t , 1 9 8 7 ) , f u n d e d  b y  C e n t u r y  R e s e a r c h  C e n t e r , T o k y o .

(v) ttAcceptability and relevance of Japanese_style management in Britain"(May‐

June, 1985),funded by Ministry of Education of Japan, and Japan Econonlic Re‐

search Center,TOkyo.

(vi) ttJapanese management in Asia and in Japan"(1982-1985), conducted jointly

with Profs,Shinichi lchilnura,Kuniyoshi Urabe,Kunlo Yoshihara,IIideki Yoshihara,

Hidekilmaoka,Shoichilto and the present author.

All surveys except(vi)above were conducted by the present author.For rnore de‐

tails,see Tomita.T,(Dec.1991),《 Kれ 多ガ Mれ θtt Fを ノο″ 対 ″ 0ル 物 Cあ物滋物

Ka%″ 角sttθ拷″No 6杉″び″ガ々α7b ttattαガ"(Present Situation and lssues Pending in the

Localization of出Iiddle Managers in Overseas Japanese Companies),Hこ れο%夕妃θttθ,

Shiga University,v01.273.
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how the practices wOrk in terms of quality and cOst,and also in terrns Of

interpersonal relations.This behaviOr of Japanese rniddle‐level rnanagers is

the result of theゃffective working Of the mechanisms which the Japanese

management systenl contains.

The majOr functiOns which Japanese rniddle‐ level managers usually as‐

sume are as followsi

(1) they collect and analyze the infOrmation necessary for overall corpO‐

rate operations,

(2) they contribute to the shaping of corporate strategies through the prO‐

cess of discussiOns.These discussions take place between different levels of

the hierarchy;either(a)they mOve from the top tO ne middle level,the

rniddle to the lower level,the 10wer tO the rniddle level and back to the tOp

for the final decisions;or(b)they originate in the rniddle and are passed up

to the top for a prelilninary decision about further discussions,and are then

passed froln the top to bottorn and back again to the top fOr the final deci‐

s i o n s , a s  w i t h ( a ) a b o v e . A t  e a c h  l e v e l , m i d d l e  m a n a g e r s  p a r t i c i p a t e  i n  t h e

discussions in which the issues are scrutinized,and any attustments are usu‐

ally made by them.Adiustments are also made,when deemed necessary,t。 _

gether with rniddle rnanagers of other units;

(3) they facilitate smoOth cOrnlnunication between superiOrs and subordi‐

nates and vice versa;

(4) they prOvide feedback of ideas and suggestions raised by subOrdinates

to the higher levels of rnanagement,and put them intO practice;

(5) they listen to the complaints of s口 bOrdinates and put thenl on the right

track in line with corporate goals,and

(6) they play the role Of negOtiators in the early stages of negOtiations with

the personnel of other public and private sector institutions on important is‐
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sues,so as to allow top rnanagement enough ume to rnake careful decislons.

Through perforHling these rnultiple functions,some of which belong to top

managementin a Western context,Japanese rniddle‐level rnanagers provide

conditions which are favorable to the optilnal attainment of corporate ob‐

jectives. In other words, Japanese Hliddle‐level managers carry out these

functions so effectively that they leave top managers free to steer the coHl‐

pany in relation to the broadёr context.

In order to be allowed to assume such multiple functions productively,

Japanese lniddle‐level managers are continually required to create ideas

and policies and put them into practice,Smooth implementation of thern,in

turn,is largely made possible by their leadership attitudes which lean to‐

ward ttsupporting"bodi their superiors and subordinates,and く
く
coordinatと

ing"the jobs assigned within related fields,rather than towardく
tsupervis‐

ingルandく
tcontrolling"their subordinates.Such a tendency,which coincides

with what behaviorists identify as desirable,is a result of the way in which

Japanese management functions.Under the Japanese management systenl,

particularly because of the life‐tilne employment and in‐ house promotion

schemes,employees develop strong aspirations to maxilnize the available

rewards within a firnl for which they work for their entire careers.Middle‐

level lnanagers are no exception to this.The prerequisite for maxilnizing

their rewards is their performance being rated highly.This,in turn,is di‐

rectly dependent on the extent to which two‐ way reciprocal support(i.e.

support given to and by both higher and lower levels)is prOvided within

their work group, and is also, less directly, dependent on the degree of

smooth coordination with others outside their work group within the conl‐

pany.
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The necessity for rniddle‐level rnanagers to support their lower‐level ern‐

ployees is closely related to the range of responsibility which they are re‐

quired to assume.While their authority is defined only vaguely within the

linlits of their jobs,as is illustrated with wavy lines in Figure l,the range of

their responsibility,though not explicitly denned,is very wide compared

with that of their Westem counterparts. Japanese■ liddle‐level managers

usually take responsibility for the performance of their subordinates in the

three levels of the hierarchy beneath them.For example,a department manと

ager(b物 び力θ)assumes responsibility for the performance of a section man‐

ager(拷切σttb),a section chief( α々ttαttc力θ)and a supervisor(比 α%び力θ θγsルク%″%)

as is illustrated with slanting lines in Figure l.This range Of responsibility

at each level of rniddle management corresponds to the range of personnel

evaluations managers are required to make. Individual performance in

Japanese cOmpanies is,as a general rule,rated at three levels of the hier―

archy.The first‐order appraiser of a section chief is the section manager,

the second‐order appraiser is the department sub‐ Inanager (う物び力θ‐ι沈ガ打,θ″

ブぢび力θ),and the third―order appraiser is the department manager.Likewise,

section managers are evaluated by departinent sub‐ Inanagers,departinent

managers,and the division manager.Department rnanagers are evaluated

by the division manager,the director,and the managing director in charge

of the division respectively.In such a framework of personnel appraisals,if

the performance of,say,a section chief(乃 α々αttc力θ)is nOt satisfactory,then

the capability of his immediate superior, the section manager(拷 αび乃θ), is

questioned,and hence his or her rating suffers.Ifthe performance of the sec‐

tion chief(力αttαttcれθ)is very bad,even the rating of his/her second‐order

appraiser,in this case,the department sub‐manager(う クび力θ,あガ″),may suf_

fer.This illustrati9n shows that in Japanese rnanagement,Hliddle rnanagers

take responsibility for the performance of their subordinates,so that the
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Figrue l RANGE OF AUTHORITY AND JOB RESPONSIBILITY

OF JAPANESE IMIDDLE‐ LEVEL MANAGERS

Department WIanager

Department Sub‐ WIanager

Section Manager

Section Sub‐Manager

Section Chief

Supervisor

clerks/workers

Note:Wavy lies(both solid and dotted)denote the range ofjob authority

of departrnent rnanager,section rnanager,and section chief respectively.

While slanting ines,重,夕 ,and PdenOte the respective range ofjob responsibilty.

performance of subordinates affects the ratings of their superiors to a con‐

siderable extent,either to their advantage or their disadvantage.However,

the actual rating is not,as a rule,revealed to the persons rated,so that they

are always uneasy as to ho、 v they are rated.Such a system naturally give

rise to invisible pressure on rniddle‐level rnanagersc Consequently,they are

very much concerned about the performance of their subordinates and

hence are motivated to support their subordinates mainly for the sake of

their own careers.

Subordinates,、vhen they are aware of being fully supported by their supe‐

riors,will also tend to support the latter.In this way,two‐ way reciprocal

support within the hierarchy of a given group is realized and contributes to
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improving the performance of the group,which,in turn,benefits all melln‐

bersin the group.

A tlro‐way reciprocal support system will not be readily forthcOrning,un‐

less rllutual trust is established bet、veen the members Of the group.In other

words,the ttαび力θ,for example,must be willing to take responsibility for the

performance of their subOrdinates,and the latter rnust have a feeling of''de‐

votion"to the力 π力θ.If the ttαび力θ are not able to feel in this way towards

particular subordinates,they will arrange otherjob assignments for them in

other sections or departmentsc Sirnilarly the ttαごんθ are also replaced if a ma‐

jority of their subordinates do not feel able to devote themselves tO them.

This kind of action is skillfully concealed under the guise of ttjob rotation"

orくRjob reassignment''.This is one Of the mOst important subsidiary func‐

tions of these rotation systems,apart frorn their rnain functiOn,which is to

enable employees to experience differentjobs within an organization,sO as

to give thenl a、vider overview of corporate rnanagement as a、 vhole,

Effective upward support given by nliddle‐ level managers to top‐ level

managers(and by lower,level staff to middle management)is alsO impor‐

tant if rniddle rnanagers(and lower level staff)are to make a good impres‐

sion on their superiors so as to receive a high rating.With this lnOtivatiOn,

Iniddle‐level rnanagers,as、 vell as lower level staff,have tended to expand

their job demarcation On their own initiative,and tO undertake some of the

functions considered in Western companies as belonging to top rnanagement.

Rapid expansion of corporate organization expedited this tendency.Expan‐

sion was so drastic during the Korean war(1950-1953)and thrOughOut rnost

of the 1960s that top managers、 vere often confronted with difficulties in

coping with various issues logistically,technically and sometiines in terms
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of expertise.Therefore,top managers tended to rely on,or sometilnes had

no choite but to rely on,capable rniddle rnanagers to handle some of the is‐

sues which othettise should have been dealt by the top managers.Middle

managers responded quickly to such a situation and devoted themselves to

supporting the higher levels positively by assurning functions which over‐

lapped with those of top rnanagement.

Coordination between sections and departments is also actiVely pursued

under JapaneSe management,in which consensus‐based decisions are often
6)    の

ELade through″ 夕物例〃て容カガandガ %gケ.In such circtllnstances,interpersonal re‐

lations within an organization play an important role if a rnanager in charge

is to obtain favorable decisions.In addition,under the life‐tilne employment

system in whichjobs are reassigned from tilne to tiine,Inaintaining good hu‐

man relations with personnel throughout the organization is crucial for

managers wanting to be highly rated,in whatever jobs they are assigned to,

and whoever they are evaluated by.

6)A/2″りα切じな″ literally means ttto dig arOund the root of a tree to prepare it for trans,

planting。
"Adopted from this,the word refers to the ground work to enlist support or to

secure infomal consent from the people concerned prior to the formal decision(MIi‐

tsubishi Corporation(1983)力 ″α″容夕I筋杏ガ%ess Cけo弱α紗,Tokyo:Toyokeizai Shinposha).

7)R物 夕 is the system of circulating an intra‐office memorandllm(ガ 径ガ‐助θ)t00btain

the approval of all concerned for a proposed course of action、 vhich could range fronl,

say,the purchase of a word processor to a merger.Depending on the nature of the pro‐

posal,the″ %gチsあθ may circulate vertically from the bottoHl up or horizontally among

managers and directors of related sections and divisions before conling to the rnanag‐

ing director or the president,depending on the importance of the subject rnatter.It goes

without saying that″ 物 α″じ杏カガ(see note 6)is necessary prior to the circulation of the

角ル倦ルーS力θ.Each person who approves the proposal puts a seal(力 α%拷θ)on it―the Japa‐

nese equivalent of the signature in the Western world.The advantage of this system is

that everyone becomes involved so that once a decision has been made,company‐ wide

cooperation in its implementation is assured(Mitsubishi Corporation(1983)」 脇炒α%aデタ

肱 物e s s  C ↓o s s αり, T o k y o : T o y o  K e i z a i  S h i n p o s h a ) .
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は
Support"and tく coordination",when fused together,create a feelings of

interdependency among members of the firm. Hence they allow personal

networks to develop within the organization aS shown in Figure 2,and they

help prevent segmentation witlin it.

The above lllustrations may provide an immediate explanation of why

Japanese nliddle‐ level rnanagers lean more to、 vardく
く
support"and ttcoordi‐

nation''rather than toward''supervision"and''control",and why they per‐

forHl the multiple functions lnentioned earlier proactively rather than reac‐

tively. frhey may also imply that it is the elaborately developed system

Figure 2 1NTRA‐ ORGANIZAT10NAL NETWORK DEVELOPD THROUGHく tSUPPORT"

AND ttC00RDINAT10N"ORIENTED LEADERSHIP ATTITUDES

Department WIanager

Section MIanager

Section Chief

Note:Sioid lines denote rnajor flo、vs of information,

and dotted lines show supplementalflows.
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rather than JapaneSe culture itself that has induced thenl to behave in ttlis

way.In this regard,a review should be made of the process of the develop‐

ment of the Japanese management practices which as a package forHl the

so‐called ttJapanese rnanagement systenl".

II1  0verview of Japaneseェ management

(1) The development process of Japanese management practices and their

attributes

The development process of Japanese management practices can well be

explained by adopting the analogy of Arnold Toynbee's interpretation of

the development of civilization:く
tCivilizations develop in response to a chal‐

lenge of adversity,grow through a serics of responses to successive chal‐
8)

lenges,each arising out of the response to the last."Toynbee clairned that

the ancient Egyptian civilization developed,not simply because people hap‐

pened to settle in the fertile Nlle Valley,but because they invented scientific

technologies such as algebra and irrigation as responses to such challenges

as n。。d and drought.Likewise,rnanagement practices coHllnonly observed

in Japanese companies do not arise spontaneously out of favorable condi‐

tions in Japan such as ethnic and cultural homogeneity, and a はtightly‐

structured"society.Instead,they have developed through the constraints of

decislon‐Inaking,in response to a variety of challenges offered by the physi‐
の

calenvironment.

8)Dray,W.H.(1964)F功ゲ施のリ ゲ既Sわり,Prentice‐Ha11,p.91.

9)Tomita, T。 (1988)はToppunO Houshin To Midoruno Taio"(Response of Asian

middle‐level managers to Japanese top management policy)in s.Ichimura(ed。 )As物

対す対夕″ガ物 N冴れο″彦筋【タルガ(Japanese WIanagement as Rooted in Asia),Toyo Keizai

Shinposha,p.134.
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Let me review how Japanese companies responded to maior post‐war

challenges.The rnost serious challenge Japan eVer had was the defeatin the

war,which led to the devastation of the land,an extreme shortage of capital,

and an excess supply oflabor,worsened by returnees frorrl former colodal

territories and battlefields.Naturally,the Japanese economy was at a sub‐

sistence level,and people were destitute and desperatec ln addition to such

conditions,the labor movement Was legitilnized and became Hlilitant,due

partly to political decisions by the Supreme Commander for the Allied Pow‐

ers(SCAP),General Douglas MacArthur,and his staff.Japan was on the

verge of social disorder.

In such a situation,both managers and workers,independently of each

other,airned solely at rnaxilnizing their own respective interestsirnaking a

profit in the case of the rnanagers,and satisfying individual needs in the case

of the workers.In fact,some managers were inclined to dislliss redundant

labor,、vhile workers pressed their conflicting demands,asking both for no

lay‐offs,and for pay rises at the same tilne,Such actions,however,as they

came to realize,were fruitless for both parties and、 vorsened their respec‐

tive situations,leading only to theく
く
Prisoner's DlleIIIma"solution of rllutual

ll)
distrust.

In order t6 avoid the chaotic situation developing further,and despite the

top rnanagement's power to hire and fire labor whenever the necessity arose,

many patriotic relatively young top managers, most of、 vhom were ex‐

empted frorn the purges of war crilninals,decided to protect the position of

10)See Tomita(1991)の .σ私,pp.123-127.

1 1 ) L e i b e n s t e i n , H 。( 1 9 8 7 ) 筋s ガ冴夕筋夕F ケク? 夕f 7 レタあグ″び彦% 筋夕s ゲ 宮' 夕物πり, C a m b r i d g e :

Harvard University Press,ch. 5.
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their employees within the firn■ ,even if it rneant sacrificing their short‐term

managerial goals and accepting a state of shared poverty、 vith theln(this

later developed into shared affluence between management and labor).

They were in a position‐ to make such decisions on their own initiative,be‐
1 2 )

cause,due to the dissolutio■ of the zαうbaな%and other big businesses and the

enforcement of a ban on holding companies by SCAP,stocks were shared by

several companies and financial institutions,all of、vhich were facing silni‐

lar difficulties.The rest were scattered among unidentified individuals who

had no controlling power over lnanagement.Job security(popularly known

as life‐tilne employment), and length of service‐ based reward and retire‐

ment allowance schemes(popularly known as the senlority reward system)

were thus introduced for all regular employees,including(in contrast with

the West)shop floor、 vorkers.These practices,which provided living ex‐

penses according to age or fanllly size and security after retirement,contrib‐

uted greatly to the elinlination of employees'uneasiness and to the gradual

encouragement Of their sense of belonging to the companies. But on the

other hand,labor cost became aく
く
quasi‐fixed",rather than a variable,cost.

Obvlously,redundant labor was lllogicalin terms of capital resource alloca‐

tion. Therefore,management was urged to develop ways in which labor

could be better utilized so as to lessen the labor cost burden.

The practices which、 vere implemented for this purpose included in‐house

training and in‐house promotion schemes,and flexible job functions and job

reassignment. These practices worked effectively. In‐ house training

12)The々 ″があαな″were faHlily‐controlled groups of rnonopolistic companies in key fields

(banking,trading,Hlining, shipping,and heavy industries). The fOur largest zα ガうαなク

before Worid War II were Mitsui, MIitsubishi, Surnitomo and Yasuda. The ″ αグあαな″

were dissolved as a rneasure of econornic democratization during the occupation period.
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schemes were combined with the annual across― the‐board recruiting systenl,

through which new employees are hired once a year without theirjob cate‐

gories being specified. The practices contributed to the avoidance of re‐

peated recruitment and training expenses on the one hand,and to the accu‐

mulation of specific corporate skllls through the learning effect on the other.

The in‐house promotion system worked to motivate employees to climb the

promotionalladder.This was particularly apparent during the phase of eco‐

noHlic recovery and growth.Organizations expanded in accordance with the

econoHlic growth, which speeded recruitment by the companies of large

quantities of young manpo、 ver fresh frOnl school.This lnade the corporate

population age pyranlid flatter and provided employees、 vith good advance‐

ment prospects within an organization.Being stimulated by the chance of

rapid promotion,employees coHllnitted themselves to working harder.Tak‐

ing advantage of such a situation,companies successfully implemented the

personnel appraisal systern lnentioned above,and sklllfully exploited their

ambitious and productive young employees through paying thenl relatively

low wages relative to their contribution to the company.Job flexibility and

job reassignment schemes were readily accepted because they were backed

up by job and income security and promotion opportunities. They alsO

gradually had the effect of encourattng employees'commitment to the or‐

ganization rather than to their specific jobs,turning them into tQcomanyHXIF'.

In this way, job security and length of service‐ based reward schemes

turned out to be rational for both rnanagement and labor.By the end ofthe

1950s when Japan had recovered its prewar level of econonlic activity,a1l of

these practices had gradually been conventionalized,and also been fOund to

be effective rather than ineffective in pursuit of their objectives by both

management and workers.



JAPANESE‐ STYLE MIDDLE MANACEMENT MODELSIN GLOBAL PERSPECTIVE     15

An additional point should be rnade in this regard.In the i■ llnediate post‐

war period when practically no alternative job opportunities were avallable

in the external lnarket,employees had to realize that skillful adustment tO

an internal lnarket was crucial for maintaining and improving their liveli‐

hOod.At the same tilne as this recognition一 the need to get along well within

a specific organization― was increasingly shared by the employees, a ne、 v

challenge naturally emerged to which the employees had to respond in order

to maximize their life‐ long utility withn the orttaniZation.This long‐ term

mental challenge required cooperation and competition between the work‐

ers themselves,and anlicable relation between the rnanagers and lnanaged.

It is safe to say that responses to physical challenge on the part of lnanage‐

ment and responses to rnental challenge on the part of employees formed the

foundations on which new practices could be smoothly implemented in later

years.

In the 1960s,foreign pressures for liberalization of trade and direct invest‐

ment affected the still fragile Japanese industries.In response,ideas such as

group technology,quality control circles and suggestion schemes were intro‐

duced and put into use,and improved and refined to fit into a JapaneSe set,

ting.Consensus‐based decision‐rnaking practices were also more widely inl‐

plemented than before.They functioned effectively with the support of anli‐

cable relations between the rnanagers and the lnanaged,and of cooperative

work attitudes between employees, both of which had beeh nurtured

through responding to the postswar challenges.These practices,actively op‐

erationalized in the 1960s and fused together,worked favorably so that,by

organizing individuals with ability and expertise into a work‐group,organi‐

zational structure was strengthened.Thanks iargely to this,Japanese corn‐

panies could improve the quality,and at the same tilne decrease the cost,of
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their industrial products.Thus they overcame liberalization pressures and

gained the ability to compete with their Western counterparts within a very

short period.As a result,employee welfare improved remarkably and labor

relations became rnore anlicable than before.

The collapse of the lBretton Woods scheme and the oil crises were the rna‐

jor challenges to which JapaneSe companies had to respond in 1970sc Succes‐

sive yen appreciations after the statement by President Nixon in August

1971 weakened significantly the international competitiveness of JapaneSe

industrial products which had been gained during the 1960s.T、vo energy cri‐

ses,particularly that in 1973,gave rise to severe inflation and pushed up cost

of production.Reduction of production costs was imperative for Japanese

companies to survive in an international rnarket.In response,theく
【
just‐in―

tilne"system,which was originally developed by Toyota A/1otor Company,

was widely adopted across industry to Hlinilnize cost and space for carrying

inventory. Labor‐ and energy‐ saving hi‐tech equipment including office

automation and factory automation, which conventional く
Rskilled" labor

could hardly lnanage,were aggressively installed.As a result,job reassign‐

m e n t , w h i c h  s h i f t s  e x c e s s  m a n p o w e r  i n t o  b u s y  s e c t i o n s  a n d / o r  s u b s i d i a r i e s ,

or incapable persons into silnpler jObs,was lnore actively pursued than be‐

fore.In this way,the concept of total or company‐ wide quality control per‐

meated throughout the organization,Itis worth noting that there were prac―

tically no rnovements on the part oflabor against these rneasures,since,as a

rule, they were deliberately put into practice without dislnissing existing

employees and without reducing their wages and salaries― within the frame‐

、vork of life‐tilne employment and length of service―based pay rises.

In the 1980s to the early 1990s,length of service‐based rewards have been
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reassessed and have increasingly given、 vay to merit‐based rewards,in order

to respond to further changes,including the aging ofthe work force in a pe‐

riod of slower econonlic growth, and the diversificatiott of the values of

young employees. The tilne‐ consunling consensus‐ based decislon‐ rnaking

process and角 ル径ルsyStem have also been reviewed to copeヽ vith reduction of

working hours to balance with those in the companies'Western counter‐

parts. The recent challenge of the bursting of the〔
Rbubble economy"will

most likely accelerate this trend.

To recapitulate,JapaneSe management practices are the products of de‐

velopment in the post,war environment in which iabor was redundant and

capital was scarce.Unlike machinery which can be replaced when its value

depreciates,the value of each individual's talent must appreciate through

tirne.Otherwise,life‐tilne employment under length of service‐ based reward

schemes cannot be maintained.Floln the strategic point of view,the appre‐

ciation in the value of human talents and their optilnal utilization through

vertical and horizontal coordination were ilnperative. Thus companies

elaborated management practices so as to make each individual acquire
1 3 )

cOmpany‐ specific skllls and wide and compatible views concerning corpo‐

rate management,They also developed practices in the direction in、 vhich

they could work to reduce employees' compatibility with external labor
1 4 )

market.These two strategies enable firms in the long run to establish intra‐

organizational net、vorks,which,in turn,Inade it possible to maxilnize the

13)Koike,K。(1981)Nをあο物%θン″ズ筋″%(Skill Formation in the Japanese Company),To―

kyo:Yuhikaku.

14)Tomita,T。 (1987)は」apanese‐Style Management in Britain,"in T.Blumenthal(ed.),

ル α%容夕%α%響 物夕%ナ冴F拘物夕α%冴ムbγοα冴, B e n‐G u r i o n  U n i v e r s i t y  o f  t hさN e g e v  P r e s s ,

p.176。
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Figure3 DEVELOPMENT PROCESS OFJAPANESE MANAGEMENT

THROUGH RESPONSE TO CHALLENGES FROM THE ENVIRONMENT
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utilization of their employees'talents.

The so‐called Japanese management systern can be denned as a crystal‐

lization of an organic combination and interaction of Fnanagement practices

which,as a package,Inake it possible for employees'talents to ttappreciate"

in value,and for lnanagement to rnanipulate employees'aspirations so as to

best utilize them in order to attaih cOrporate objectives.A rough sketch of

the development process of Japanese rnanagementis given in Figure 3.

(2) Features of the Japanese rnanagement systern as an organic interaction

Of FIlanagement practices

The Japanese management systenl,as deined above,has been supported

by two closely interrelated sub‐ systems,which have wOrked as a means of

tく
quality control"for personnel.One rnay be called a systerll for“ integrating

the talents of individual employees into the work group",and is a skillful

means of increasing their potential productivity.This systern,through intra‐

group pressure, stimulates the employees' ability tO c00perate with each

other,、vhile at the same tilne encouraging friendly but keen competition be‐

tween them.This enables management to increase the total pool of skills

availa,le among the members ofthe corporation.

The other rnay be called a systern ofは subordinating individuals to the or―

ganization"in which,while their individualis1l based on their own personal

skills is weakened,their identification with the organization is strengthened.

This leads theni to expect that their needs and/or 10ng‐ terIII requirements

are best satisfied by the intrinsic and extrinsic rewards they may get

through their life‐10ng contribution tO a particular company.Hence compe‐

tition among employees at the same level tends to be keener as they coHl‐
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pete for high ratings frorn management,This enables management to ex‐

ploit the employees'aspirations skillfully to help rneet their corporate objec‐
1 5 )

tives.く
tManipulation"is more workable in the case of university graduate

white collar workers than that of clerks or shop floor workers,since their

needs for self‐actualization seern to be stronger and their chances of climb‐

ing up the hierarchicalladder even to the top are greater.

Such lnechanisms which these two sub‐ systems carry are neither separa‐

ble nor additive but organic.But though inseparable,it is still possible to

15)The organic functions of the肋 ″夕弱タゲsαケθS夕う冴0(which inay be called annua卜 across‐

the‐board recruillnent system― see also note 16),which has been widely adopted

throughout」 apan,together、 vith life―time employment,length of service‐ based reward

schemes,in‐ house promotion schemes,and」 apanese personnel assessrnents,11lustrate

how effectively employees'aspirations are exploited and thetr talents mobilized for the

maxilnuln duration.Under the length of service‐ based re、vard slhemes,differences of

、vages and positions among employees in the same age group are negligible for a con,

siderable period after hiring,and assessments are,as a rule,not revealed to employees.

This induces younger employees to have aspirations,or rather illusions,that there are

practically equal opportunities to climb up the promotion ladder.Because of the aspira,

tions for higher positions in the future,younger employees usually do not complain

about their fairly low pecuniary rewards relative to their contribution to the company.

Taking advantage of such aspirations,management skillfully encourage employees to

work harder so as to enioy the bencfits accruing from the high productivity of younger

employees at relatively low costo Such managerial intentions are camouflaged by an

annual‐across‐the‐board recruitment system by、 vhich people、vith silnilar abilities are

hired once a year.Under this systeln,differentiation of employees'、 v4ges and positions

by merit and performance is generally considered difficult,and even unfair,for a con‐

siderable period after hiring.But in reality,their merit and performance are strictly

evaluated by various appraisers at different levels immediately after hiring.When the

managers are fully convinced, after making careful assessments,say,for ten years,

that a pay rise for a certain employee according to his/her length of service is no

longer justified by his/her perfOrmance,then the rate of his/her annual pay rise starts

to decline relative to his/her colleagues,and promotion tends to siow down,Such dif‐

ferentiation、vithin the same age bracket is carried out with caution,so as notto harm

employee morale at each hierarchical level and not to disturb theく
く
hamony"among/
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classify management practices into three rough grOups according to their

major functions as is illustrated in Figure 4.

The nrst consists of the practices which can provide the basis of support

for the two sub‐systems.These include what l regard as the【
〔
basic"prac‐

tices:annual‐ across‐the‐board recruitment(or recruitment of all new em‐

ployees once a year),job security(or life‐tilne employment),continuous in‐

house training,in‐house promotion,sharing of corpOrate ottectiVes and in‐

formation,encouragement of tearn spirit,and lninirnization of status differ‐

ences in terms of fringe benefits between rnanagers and rnanaged.

ヽthe members.Under the life‐ tilne employment systenl,except in extreme cases,even

though their o、vn promotion has stopped, ernployees are given either a title such as

manager or sub「 Inanager with no real functions, or are reassigned to a subsidiary.

They still receive a salary―a salary both larger than their contribution to the company

or than the salary they could expect in the externalrllarket,so their career aspirations

、vill usually be better served by、vorking for the same company throughout their work‐

ing lives than otherwise.In addition to the above,employees、 vho、vork for the same

company until retirement age are generally better― off than otherwise.Fringe benefits

increase in accordance with length of service and the retirement allo、vance is lnuch big―

ger at retirement age than if they quit earlier.In terms Of wages and positions,there

has been an institutionalized frame、vork across the industry which makes it disadvan‐

tageous to change workplaces,though these practices,including the rewards system

based on length of service,are no、v gradually being weakened.

16)Every autllmn,companies select graduating students.Those selected join the coェ 1‐

pany on April l of the follo、ving year,、vhen the next school year also begins.This sys‐

tem lays the foundations of Japanese lnanagement by perHlitting the companies,firstly,

to hire personnel、vho seena to have personal characteristics which seen■ to match the

corporate climate;secondly,to train new employees silnultaneously to encourage tin―

group'orく close‐knit'group consciousness,thirdly,to stilnulate a desire for emulation

or friendly competition;and fourthly to provide a物 なο物冴修け確 for the implementation

of length of service‐based pay rises and promotion for a considerable period after hir‐

i n g .



The HikOne RonsO No。307

F砲口re4 CONCEPUTUAL FRAMEWORK OF JAPANESE MANAGEMENT

AND JAPANESE MANAGEMENT PRACTICES
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The second contributes lnore toく
tintegrating individuals into a group."It

includes total quality control,quality control circles,the suggestion system,

″%g″,consensus decision‐ rnaking and group rneetings held regularly.

The third group works lnore toward ttsubordinating individuals to the or‐

ganization".It includes length of service‐ based pay rises and promotion (or

seniority rewards), personnel ratings (usually not revealed to ernployees),

flexibility of job boundaries,job rotation,and job reassignment,The con―

ceptual framework of the Japanese management systenl supported by the

interplay of the two sub‐systems,roughly classified into three groups ac‐

co r d i n g  t o  t h e i r  m t t o r  f u n c t i o n s , i s  s h o w n  i n  F i g u r e  4 .

One should remember,however,that JapaneSe management systeFn dOeS

not work,unless the above two sub‐ systems supported by the organic func‐

tions of the management practices simultaneously satisfy the respective ob‐

jectives of rnanagement and iabor.These ottectiVes,particularly those of la‐

bor,including rniddle―level rnanagers,ought to change in line with econonlic

growth.Hence Japanese companies will develop new ideas and practices so

as to be able to reconcile their respective interests with change over tilne in

the business environment.But however the environment rnay change,Japa‐

nese companies will most likely strive to maintain a く
Rlogic of human re‐

sources"(or a 10gic of乃ガ沈ろliterally meaning a logic ofく
tpeople")insofar as

they have developed and proved its rationality.This is aく
Rlogic''ailned at

long‐run optilnization supported by internally developed human resources

combined with capital and other resources.This contrasts with aは logic of

capital"in、vhich capitalis combined with human and other resources in or‐

der to best utilize the former―a logic so often observed in Western compa‐

nies,
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1V Evaluation of Japanese IIliddle IIlanagement functions

(1) Some competitive advantages accrued

lt Enay nOw be clear that rnany of the rnultiple functions that rniddle rnan‐

agers assume are not the ones assigned one‐ sidedly by their superiors but

are spontaneously undertaken on their Own initiative.The organic interplay

of Japanese rnanagement practices induces them t9 do so.The range and in‐

tensity of the functions which Hliddle managers could assume differ from

one person to another in accordance with their capability and expertise,in

addition to their job category. Accordingly, the job functions and job

boundaries assumed by the rniddle rnanagers having the same job titles,say,

あ%σttθ(department manager),are not necessarily the same.Hence the func‐

tions of Hliddle‐level lnanagers can not be precisely defined.Such circunl‐

stances make the job functions and job boundaries of rniddle managers

fuzzy.Nonetheless,they assume and fulfill various functions diligently and

proactively within their capacity, because they know through their long

service that this is the、vay in which they can hope to attain their personal

goals within the internal labor marketc Such an inclination on the part of

employees does not conflict with corporate goals.But it does provide a fa‐

vorable business climate for the company to strengthen its corporate corn‐

petitiveness,The follo、ving are some ofthe noticeable outcomes which have

accrued frorn such a business climate.

(i)Accumulation of human resources

Through assurning part of the top management functions, Japanese

nliddle‐level rnanagers are able to have some prelinlinary training for be‐
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corning a rnember of top rnanagement themselves,On the other hand,lower‐

level managers,who see the prospect of becoHling Hliddle managers theHl‐

selves,are rnotivated to devote themselves to assuHling rniddle rnanagement

functions. Thus they usually become inclined to cary out their jobs by

thinking creatively.The same can be applied to general employees.Thus

the company accumulates a ttreserve army"qualified for undertaking vari‐

ous levels of jobs.As a result,whenever the necessity arises, the firnl is

ready to send the right capable staff to its subsidiaries,カタぢ椛なク,and sれ'協ク々タ

companies to smooth their operations and to strengthen the human ties be‐

tween them.Accumulation of human resources also allows the company to

start new businesses or to diversify its fields of activities.

(11) Effective linkage

Under a management style in which job functions are rigidly demarcated,

some tasks which lie on the boundaries are likely not to be carried out,gen‐

erating a kind of organizational vacuumo This is because neither of the par‐

ties on either side of the job boundary is willing to assume these functions to

fill the vacuurn in case they are accused of encroaching on other people's

territoryo Such an attitude rnay,in the long run,lead to segmentation ofjobs

and foster feelings of isolation among members of the corporation.Under

Japanese management,however,middle managers assume functions which

overlap with those of superiors,subordinates and colleagues,and hence they

can fill such a vacuum.In this way they facllitate continuity between organ‐

izational strata,both vertically and horizontally.

(ili) Organizational revitalization
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Carrying out rnultiple functions which are by nature those of higher level

management is dificult.However,when the job is successfully done,the

sense of achievement and job enrichment is greater than that obtainable

through undertaking easier jobs,and hence the need for self‐fulfillment can

be satisfied to a considerable extent.Job satisfaction naturally encourages

workers to face other challenging tasks as well,and this,in turn,helps rnain‐

tain the vltality of an organization.

(iv)Sm00th human relations

Middle‐level rnanagers in Japanese companies are as a rule the ones pro‐

moted from the bottoln of the hierarchy through in‐ house promotiOn

schemes,These people have gone through various jobs at various levels of

the organization,and have worked under variOus superiors through job ro‐

tation and/or jOb reassignment.Through their experience,they understand

well the ways in which employees at each level think, and they are well

aware that they rnust be supported by their subordinates for successful exe―

cution of their jobs,Hence they tend to pay attention to rninute detail and

fair―Inindedness in carrying out their jobs.This attitude nurtures a sense of

mutual trust in the office/shop and expedites good human relations.

The fo1lowing are the main preconditions for these favorable outcomes to

be realized.Without these preconditions,the competitive advantages cannot

be successfully realized.

(a) The attitude should prevail among the corporation lnembers that their

l i f e - l o n g  u t i l i t y  w i l l  b e  m a x i m i z e d  t h r o u g h  w o r k i n g  w i t h  t h e  s a m e  c o m p a n y .

(b)The knOwledge that better attainment of corporate otteCtiVes will re‐

sult in a betterment of their livelihood should be shared by lnembers of the
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organization.

(C) PersOnnel appraisals lnust be fair to everyone and individual perforHl‐

ance should be properly renected in intrinsic and extrinsic rewards in the

long run.

(d) Ernployees should perceive that those who are now managed will be

promoted to managementin the future.Thus,the managed should take the

opportunity to observe in detail the psychological dynarnics of rnanagement,

and also study the type of lnanagerial attitudes which will be readily wel‐

comed or not welcomed by those who arernanaged.

(e) The organization should be tightly structured,and an intra‐ organiza‐

tional network that functions well should be established,supported by wide‐

spread feelings ofinterdependency and rnutual encouragement.

(2) Potential relevance in global perspective

The question arises of the potential relevance of the functions assumed by

Japanese nliddle‐level managers in overseas operations. Their potential

relevance will be inferred by exanlining:(i)the degree to、vhich local na‐

tionals are assigned to rniddle management positions in overseas Japanese

companies,and(11)the degree to which local rniddle‐level staff arё willing

to accept Japanese management practices.The degree to which manage‐

ment positions are assigned to local nationals lnay imply the degree Of po‐

tential relevance of the functions to be canried out by them.The degree to

which iocal najonals accept Japanese rnanagement practices lnay imply the

degree to which they lrnay be able to attust themselves to Japanese rnanage‐

ment style,which,in turn,Inay pOssibly create the climate for thern to as‐

sume Japanese rnanagerial functions in the long run.
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(1)Degree of localization
17) 18)

The survey which l conducted in Britain and in Thailand revealed that

more than three quarters of the Japanese top rllanagers surveyed responded

that localization of personnel一the replacement of Japanese staff、 vith local

nationals―was important for developing a successful operation globally,for

a number of reasons, including the follo、ving:(i)it is mOre cost‐effective

than sending staff from head office;(11)it limits the number of staff to be

sent from Japan,given that there has been a recent shortage of qualified

staff who can be sent;(iil)local staff are more efficient than expatriate

staff in doing business locally;and(iv)itis a necessity for rnaintaining anli‐

cable relations with the host country.

Localization is undertaken starting fronl the shop floor,where a lot of

people are needed and job functions are silnpler.At present localization has

been strongly promoted up to the level of section sub‐rnanager(力 αび力θ‐冴α角チ).

However,it is not well advanced at the levels of department rnanager(う ク‐

ごんθ)and factory manager(see Table l).Asis shown in Table 2,there are

some discrepancies between the extent to which localization is considered
1 9 )

as important and to which it is actually promoted.This is because Japanese

rlliddle rnanagement functions are not as easily codified as those of Western

management,and hence Japanese managers consider that local staff will

not readily assume these functions.Accordingly,even though local rnanag‐

ers cost far less than Japanese expatriates,Japanese rnanagers suspect that,

at the present moment,the complete localization of department managers,

whose functions in Japanese management are fuzzy and not standardized,

17)Survey(1)in nOte 5.

18)Survey(ii)in nOte 5.

19)For a detailed discussion,see Tomita(December,1991)0ク .冴ナ.,pp.298-306.



Japanese capttal‐aftthated ttrms in Thaland」apanese capital‐affinated arms in Britain

Japanese star
av.no.,(%)

Locai nationals
av no.,(%)

Total

av.no,(%)

Japanese staff
av no,(%)

Locai nationals
av no,(%)

Total
av.no.,(%)

Full‐tiine directors 2.6(63.7) 36.3) 4.1(100) 2.3(69.7) 1.0(30.3) 3.3(100)

Part,tiine directors 2.1(46.7 53.3) 4.5(100) 2.0(66.7) 1.0(33.3) 3.0(100)

Factory and Deparment managers3.2(37.2 62.8) 8.6(100) 2.8(29.2) 6.8(70.8) 9.6(100)

Section lnanagers 2.3(16.2 83.8) 14.2(100) 8.9(30,4) 20。4(69。6) 29.3(100)

Section sub‐Inanagers 0.6(1.7) 98。3) 35.6(100) 2.6(5.5 44.3(94.5) 46。9(100)

Supervisors and clerks 0。2(0。2) 119.7 99.8) 119.9(100) 0.5(0.4 117.2(99.6) 117.7(100)

Shopfioor、vorkers 0 426.0 426.0(100) 0.5(0。1 558.7(99.9) 559.2(100)

Drivers,janitors,guards etc0 29.0(100) 0 7.8(100) 7.8(100)
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Tablel COMPOSIT10N OFJAPANESE STAFF AND LOCAL NAT10NAL STAFFIN JAPA‐

NESE CAPITAL‐ AFFILIATED COMPANIESIN THAILAND AND BRITAIN

Number of compantes surveyed in′ 「hailand was 48,and in Britain 23.

Source:nOte 5-(11)and 5-(1)

would lead to a deterioration in corporate performance,and that this、vould

be rnuch rnore costly than the savings to be rnade through localization.

(il)Degree of acceptance

My survey addressed to local lniddle‐level staff working for Japanese
2 0 )

companies in Britain revealed some interesting features with regard to the

irnplementation and acceptance of JapaneSe management practices.As is

observed in Table 3,what l call the ttbasic"Inanagement practices shown in

Figure 4 were emphasized in Japanese companies in Britain and warHlly

welcomed by the British respondentsc Since these practices are essential in

maintaining the long‐tern■stability of rnanagement by lneans of raising the

value of individual ability,the British response suggests that they、vill as‐

silnilate to the Japanese style of approach.

20)Survey(1)and(v)in note 5



Very
advanced

Advanced
Advanced to
的me extent

Not advanced
N o t  a t  a l l
advanced

Total

Very ilnportant

０

０

０

０IInportant 1

1

Somewhatimportant

０

０

3
1

Not so important
０

０

０

０Notimportant

1 1

①

０Total

1 1
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Table 2 RELAT10N BETヽ VEEN THE EXTENT TOヽ VHICH LOCALIZAT10N IS RDGARDED

ASIMPORTANT AND TO WHICH LOCALIZAT10N IS ACTUALLY ADVANCED

Note:lTl and lBl denote Japanese afnliated companies in Thailand and those in Britain,respectively.

Sourcei note 5-(11)for lTl,and note 5-(1)for lBl.

Management practices, which mainly work toward what can be called

くtintegration of individuals into the group"were not emphasized by Japa‐

nese managers relative to the く
く
basic"practices. IIowever, a considerable

proportion of British respondents showed their willinghess to accept these

practices.But in in‐depth interviews,they expressed some ambivalence,as

follows:

(1) These practices would lessen training opportunities for individuals in

making decisions,and make them less confident in decision‐ Inaking;hence

these practices would work against their seeking jobs elsewhere in the fu‐

ture.

(11)These practices are not compatible with British values,which respect

individual authority and responsibility in relation to a job口If workers ask

the advice and opinlons of others,including subordinates,about their own

jobs in a rneeting,they lnay be thought of asincompetent.



Japanese response British response Japanese
response
in Britain
re degree
of imple・
mentation

BHtish response

Degree ofimplementation Perceived
degree of
implemen・
tation

willing‐

ness to

accept

Perceived
degree of
implemen・
tation

w i l l i n g ‐

ness to

acceptJapanese
head―office

Subsidiaries
in Britain

紺錨鞘播鮒鮒淵o
Continuous in,house training
ln‐house promodon
Hamo対 zぶonbet managers&managed

Small status differences
Encouraging team spirit
Flexiblejob boundaries
Sharing of corporate infomation

6 7 . 9
84.6
55,1
92.3
63.5
38。5
51.3
53.8

4 7 . 4
79.5
67.9
92.3
44.9
32.1
53.8

7 5 , 0
94.8
84.3
60.6
88.9
70.0
85.0
63.2
55.0

3 3 . 4
17.6
38.9
33.3
26.3
5 . 3
38,9

7 5 . 0    7 2 . 5    9 5 . 8
79.3     93,3     90,5
51.6     89,2     95。2

61.9    92.4     85.7
63.1     95.6     85,7
70.8     94.0     81,0
64.0     90.9     95.2
8 1 . 6    9 1 . 4     7 1 . 4
52.4    100。0     85.7

96.9    100.0    100.0
50,9     81.8     66.7
50.0     65.7     42.2
46.6     79.4     81.0
34.4     78.8     52.4
43.6     53.1     15.0
24.2    27.2     10.0
31.2    56。1     35,0

6 3 . 6    7 8 。2

63.6     84.9
51.8    96.4
71.4     90,9
58.5     89。1

57.1     83.0
60。7     92.7
69.1    81.5
32.1    94.3
85.7     96.4
46.4     63.6
27.5    51.0
48.1     79.2
21.8    70,4
21.8    34.5
16.4    16.7
8 . 9    4 1 . 8
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Table3 DEGREE OF IMPLEMETATION AND ACCEPTANCE OF JAPANESE

MANAGEMENT PRACTICES (%)

縫ゼ ぐ か 麒 麟 ガ 絶総鮮'

穐縄播翻鎖:緊縄鑑猛辮撤操翻群i襴岳品鮒颯

縛職製鋼騨灘器営襲灘番盤艦
these practices P【

く

4  ネ See note 7 for夕竹竹gぢ

sOrcei Note 5‐ (1)and 5,(v).

Atthe same tilne,British rniddle rnanagers have gradually come to realize

that these practices have advantageS fOr carrying out their respective jObS

and in improving their own performance.They help a nliddle rnanager who

is responsible for a particular lnatter to gather different opinlons froln the

participants in group discusslons.The other participants can likewise obtain
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information on the matter and learn where the company is heading.In this

way,participants tend to support each other,creating a feeling of interde‐

pendency within a corporate group.

Compared with the practices for expediting the ttintegration ofindividuals

into the group",those which have worked in Japan tO Stilnulate the ttsubor‐

dination of individuals to the organization"、vere even less emphasized,nor

were they welcomed by the majority of the British.In those countries,espe‐

cially in the West,where differentiation of individual skills is positiVely val‐

ued,itis understandable that these practices are not welcomed.

Even in Japan,hOWever,these practices, particularly length of service‐

based re、vards,have been significantly weakened,due mainly to the chang‐

ing values of younger employees, a stagnant economy which lessens ad‐

vancement opportunities,and the aging population.So that,while practices

which help theく
tintegration 6f individuals into the group"are being main‐

tained,efforts to impose unifor■lity on employees,and toく
tsubordinate them

to the organizatiOn,"、vithout rnuch regard for their own individualism,are

giving way to efforts toく
Rdifferentiate"between individuals in terms of abil‐

ity. ′rhe Japanese systen■ is gradually being modified sO that the varied

qualities ofindividuals can be harmonlously integrated into the group.

These findingsゲ %サθサθ suggest that,though it will take tilne and though

some rnodification、vill be needed,the lnultiple functions of Japanese rniddll

managers seeIIl to be transferable to both developed and developing coun‐

tries,、vhen the local nationals realize that assulning the functions rnentioned

earlier will bring them more extrinsic and intrinsic rewards than other、vise.
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V Concluttng remarks

Every management style must be developed in a way in which factor en‐

dowments glven in a certain environment can be best utilized to attain cor‐

porate objectives, In this regard,there will be no universal management

style applicable to all circumstances and/or to all stages of econonlic devel‐

opment.Accordingly,it is difficult to identify a single management style

which can be applied in different nation‐states.

A rnanagement style,in、 vhich job boundaries and the responsibilities of

■1lddle‐level lnanagers are clearly dttarcated and in which deciSiOns are

made at their own discretion,for example,has advantages in terms of spe‐

cialization and the division of labor.A certain number of rniddle managers

may surely appreciate such a systenl,because they enioy working in a pri‐

vate office without being bothered by other issues which are not prilnarily

related to their jobs.Such a rnanagement style,however,inevitably leads to

the segmentation ofjob functions and impedes the establishment of an intra‐

organizational network which requires the help of(く coordination"andく
く
sup‐

port.''Instead,it generates among the lnembers of the organization a sense

of alienation frOnl the top and a sense of isolation fronl their colleagues.

Such a style may still function well、vhen professionals are greatly needed.

Butin an era when international competition becomes keener than ever and

human value is diversifying,if everybody lnoves towards the assumption by

professionals of specified and segmented tasks,and an effort to expedite the

integration of human talents and expertise is not rnade,the competitiveness

of a company will eventually be weakened.

If this is taken for granted,it can be safely stated that the Japanese nlld‐
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dle management functions、vhich have been made possible by the effective

functioning of Japanese management practices deserve thorough study.In

this connection,this paper has been written in the hope of providing a base‐

line for exploring the relevance of JapaneSe rniddle management functions

in global perspective.
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