Sharing Japan’s New Management

Suggestions Offered on How to More Effectively Function as Teacher to Other Nations
By KENNETH HOPPER
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Thirty years ago last month,
25 top Japanese executives sat
down in Osaka for a lengthy
discussion with three senior
American engineers. The
world was worried that Japan
might be a permanent econom-
ic cripple. For two months, for
four afternoons
a week, from ™%
Nov. 21, 1949, to
Jan. 20, 1950,
they studied all
aspects of man-
ufacturing.
Mostly they dis-
cussed how
modern facto-
ries should be managed.

The engineers, who were
with the Civil Communications
Section (CCS) of SCAP, had al-
ready met with a similar
group of executives for over
two months, in Tokyo. The 45
executives found the seminars
‘‘so invigorating'® that they
subsequently published the
notes the engineers had pre-
pared, and presented repeat
sessions to the rest of Japa-
nese industry.

Seed Planted

Early in 1950, the Osaka
group, who included some of
the most respected names in
Japan’s management. wrote
the engineers who had by then
returned to the United States:
*The seed which the CCS has
planted in the industrial city of
Japan is thus growing, and the
seed shall not stop growing un-
til they _be flou rished in
glorious trees.””

The importance of the CCS
Seminars, as they came to he
called, will have to be assess-
ed by historians of manage-
ment. They have heen de-
scribed as useful, helpful and
very significant. The timing
has been pointed out. Previous
top management had been dis-
missed — America's great con-
tribution, some believe, to the
future of Japanese indusiry —
and the new men wanted ur-
gently to find out all they
could about modern manage-
ment
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This anniversary may be an
appropriate time to pay re-
spect to the generation of Japa-
nese executives who created
Japan's new industrial man-
agement, and to reflect on its
nature and significance in the
world. It has brought prosper-
ity to Japan. and disrupted
trade patterns.

It would probably be agreed
that the characteristic of this
new management is more a
way of working together, typi-
fied by mutual aid, fellowship,
lack of confrontation, concern
and sensitivity for colleagues,
and so on, than an extensive
development of new techniques
and systems. It is a manage-
ment culture different in many
ways from that in other na-
tions.

Yet Japan's industrial suc-
cess |Is accompanied by
unease. There is concern over
relations with the rest of the
world. Some fear success may
result not in friends, but in a
Japan once again isolated, this
time behind trade barriers. On
the other hand, some Japanese
managers worry that teaching
about industry is hecoming a
one-way street. Japanese
methods are being universally
studied, while they feel those
of other nations that have just
as high productivity growth,
receive little attention.

Japan as Teacher
Through history Japan has
been noted for an ability to
learn and adapt. Japan as a
major teacher is a completely
new role. It would seem appro-
priate for Japan to step back
now, and review ils teaching
to see if it could be aided to
benefit both Japan and those it
wants to help. This is in no
sense a criticism, but a sugges-

tion to build on strength.

If Japan thinks of copying
Western institutions exactly,
there has to be a warning. An
important cause of slow pro-
ductivity growth in Britain and
America, the two industrial na-
tions which taught so much, is
that the institutions that
taught did not learn. In con-
trast, institutions actively en-
gaged in learning, are strongly
represented among Lhose
teaching foreigners about
Japanese industry. They in-
clude the Japan Productivity
Center, the Japan Manage-
ment Association and, not to
be forgotten, individual compa-
nies. Matsushita Electric, for
example, in Osaka averaged
10 foreign guests every day in
1978 — not dealers or employ-
ees — who had come lo learn
about Japanese industry. What
they saw and were told will
probably have influenced them
as much as would any manage-
ment course.
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A detailed review of Japan's
management Lleaching role
would form its own con-
clusions. Here, however, are
suggestions. First, publicity
should be given to either an
existing or a new association
of individuals and organiza-
tions active and willing to give
information in this field. It
should become well recognized
in Japan and abroad. A possi-
bly already existing. readily
accessible, small library or
museum could be funded. It
would be the ‘“‘visible front"
for the association. Making the
association visible in this way
should make it more difficult
for critics of Japan to return
home, unaware of Japan's de-
velopments in  management,
and charging that its success
is due simply to unfair trade
practices.

Secondly. the association
should be continuously review-
ed to try to ensure that it cov-
ers the field comprehensively.
Different foreign nations are
developing their own ways of
management. Individuals in
the group should be encour-
aged, perhaps with financial
assistance, to become author-
ities, each in the management
methods of one, or a few, of
the advanced countries. Indi-
viduals from these countries
might be invited for a period
in Japan to hold an appoint-
ment, as might others with ex-
pertise in which Japan Is
weak. Akira Totokl, president
of the Japan Management As-
sociation, assesses that there
are areas of organization
where Japan employs three to
four times the staif its com-
petitors overseas require.
Japanese business would have
good reason to support the as-
soclation if, in addition to
teaching, it made com-
prehensive knowledge readily
available on current foreign
management practice.

Lastly, as Professor K.
Koike of Nagoya University
points out, much that is writ-
ten and said about com-
parative international manage-
ment is inaccurate. The associ-
ation should have some
critical minds in it. Professor
Jean Boddewyn of New York
University has made proposals
for the organization of interna-
tional management studies.

Citjes Peaceful at Night

One of a visitor's most vivid
memories of Japan. is of the
downtown cities at night.
People stroll in the parks and
the main shopping streets are
packed. This and the wide-
spread honesty makes one ask
how Japan avoided the deterio-
ration in behavior that accom-
panied. almost universally.
economic growth elsewhere —
a deterioration that hurts the
poor more than the rich.

Anyone interested in devel-
opment should pay at least one
visit to Japan. Even visitors
who do not think it practicable
to copy the Japanese model,
could be encouraged by what
they saw to resist undesirable
change. Perhaps we in the
West became so infatuated
with our critical approach that
worked so well in science and
technology, that we allowed
similar so-called scientific
reshaping to be unleashed on
all human relations and tradi-
tions.

If the developing countries
are to achieve the long-term
growth they now seek, it can
come only if each is able to de-
velop an effective native man-
agement, appropriate to its
heritage. Many managers
from the Industrialized world
would like to help. They point
out however, that surroundings
of hostility and even of vio-
lence, form no invitation to vis-
it the developing world, and
are a far cry from the wel-
come those with know-how
found in the early United
States, or indeed in postwar
Japan, whence foreign engi-
neers did return home saying
“That was the greatest expe-
rience of my life!"

Relations With Oil Nations

A clear explanation that a
good management culture is
essential for a developing coun-
try. might lead it to set that as
an important objective, and
could provide a good basis for
a relationship with the devel-
oped countries,

Our remarkable relations
with the oil countries seem to
demand that the industrialized
nations work urgently toward
the time when we can sit down
with them to plan a feasible fu-
ture for both them and us. Nei-
ther side seems to be getting
anywhere at the moment.
Here again, Japan seems to
have another reason to review
what it can offer in teaching
about industry. Japan, as Akio
Morita, the chairman of Sony,
points out, does not share cer-
tain important trading
strengths of the other powers,
namely arms and food to sell.
Yet it may, for reasons of his-
tory, culture and economic suc-
cess, have a special role to
play in the relationships of the
industrialized world with the
oil nations.

The new frontier of the
world economy is one of mate-
rials and energy shortage. Ja-
pan's achievements over the
last 50 years suggest that it
has much to teach. Teaching
and learning, however, should
go together. It would be wise
for the world to let the trees in
Osaka stay glorious. Then Ja-
pan will surely continue to
share its knowledge.



