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TRANSLATORSPREFACE

ProfessorKasayaKazuhiko'sTheO啌 吻d〃dL)〃 吻)〃 θ〃tof/dpd〃ese-style

Organisationcanbestbedescribedas窈orkofhistoricalsociology.His

extensivestudyofbureaucraciesintheearlymodernperiodandtheir

antecedentsinmedievalwarriorhouseholdsservesasthebasisforhim

toextrapolatecharacteristicsthathearguesformanintegralpartof

business,government,andotherorganizationsinJapantoday.Readers

w皿gaininsightsintothcpoliticalworkingsandpowerstrugglesinearly

modernbureaucraciesthroughhisanalysisoftheimpactofthesupple-

mentalsalarysystemintheTokugawabakufuandofthecustomof

"forcedretirement"(oshikome)indomains
.Hedescribesthetensions

withintheseorganizations,suchasthecontradictionbetweeneffortsto

maintainformalstatushierarchiesontheonehand,andtheneedfor

talentedofficerstoconductsubstantivereformsontheother.And,he

showshowindividualsnegotiatedthesecontradictionsfortheirown

gain.KasayaconcludesthatTokugawasocietywasfarlessrigidand

oPPressivethanitiso丘endepicted;and,rnoreimportantly,thatthe

mannerinwhichearlymodernorganizationsresolvedcon伍ctscatalyzed

thedevelopmentofJapanese-styleorganizationsandfacilitatedmodern-

1zatlon.

Theapproachusedintranslatingthisworkhasendeavoredtoretain

theorganizationandwordingoftheoriginal,whichisitselfapartial

adaptationoftheaudlof'sea:ruerbookinJapanese,Sam〃rai〃o.rhiso∴z丶Tihongata

soshikitokojinnojiritsu(SamuraiThought:TheIndependenceofthe
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IndividualinJapanese-styleOrganizations;IwanamiShoten,1997).In

theoriginal,descriptionssometimesalternatewithanalysis,butnoneof

theauthor'sfascinatingevidenceistangentialtotheimportant.overall

themeofhisbook.

Englishforcesadistinctionbetweensingularandplural,whichocca-

sionallypresentedaproblemintranslatingsomewords,includingthekey

termsdescribingthefocalpointofthisbook,"Japanese-styleorganiza-

fion"(nihongataso.rhiki).Thetranslationhasreliedoncontexttodeter-

minethesingularorpluralrenderingofthesewords.Readersshould

bearinmindthattheauthorisinterestedindescribingbothdistinct

examplesofJapanese-styleorganizations,suchasTokugawa-perioddo-

mains(han),aswellasthegeneraldevelopmentofthesalientfeaturesof

theseorganizations.

WhiletheJapanesewordmibunisusuallyrenderedas"status"inEn-

gush,thetranslatorsometimesusedtheword"rank"whendescribing

divisionsofstatusamong,for ,example,samurai.Technically,allsamurai

intheTokugawaperiodsharedthesamehereditarystatus,whichdistin-

guishedthem丘orncornmonefs,whohadthey:ownstatusasfarmers,

craftsmen,merchants,andthelike,dependingonwheretheylivedand

theiroccupation.Thereweregreatdivisionswithintheserespectivesta-

fusesduetoheredity,wealth,andoccasionalbenefitswonthroughtalent

andhardeffort.Indeed,thewealthiestmerchantsenjoyedlifestylesfar

beyondthereachofthelowliestsamurai,eventhoughthelattersuppos-

wilyhadhigherstatusintheTokugawaworld-view.Therefore,itseems

moreaccuratetocontrasthigh-rankingsamuraiwiththoseoflesserrank,

whileacknowledgingthatbothwerefromthesamesamuraistatus.

Inthetranslation,Japanesenamesarerenderedfamilynamefirst,

whileJapanesewordsappearinitalicsandwithmacronswhereappropri-

ate,exceptforwordssuchasshogunwhicharefoundinEnglish-lan-

guagedictionaries.Gender-specificlanguageandterms,suchascrafts-

men,areusedbecausethepremodernorganizationsandinstitutions

describedwerepatriarchal,generallyallowinglittleformalroleforwomen

toparticipate.JapanesetermsappearinparenthesesfollowingtheirEn-

gushequivalents;thetranslatedwordisusedthereafter,exceptincases
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wheretheJapanesetermhasbecometheacceptedtechnicalwordused

inEnglishscholarship,orwhenthereisnosuitableandconciseEnglish

equivalent,inwhichcasetheJapanesetermisleftinromanizedform

withanexplanation.

ThetranslatorwishestothankProfessorKasayaforhispatienceand

helpinclarifyingquestionsabouttheoriginalmanuscript,andMr.Toritsuka

OsamuoftheInternationalResearchCenterforJapaneseStudiesfor

logisticalassistance.

ExecC.BATH

ReischauerInstituteofJapaneseStudies

HarvardUniversity
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INTRODUCTION

ModernJapanesesocietybearsmanysimilaritiesinpatternsofbehavior,

values,andothercharacteristicswiththeWest,Asia,andotherregions,

butJapanpossessesitsowndistinctcharacter.Hierarchy,groupism,the

lifelongemploymentsystem,thecorporatefamily,corporateunity,the

senioritysystem,emphasisongrouprelationsandaffiliations,bottom-up

styledecisionmaking,andauthoritarianismareamongthesystemsand

charactcrisdcso丘cncitedinrefe:rencetoJapan.

ThisbookaddressesthetopicofJapanese-styleorganizationsthatare

foundinJapantodayandthattheabovetermsattempttodescribe.How

didJapanese-styleorganizationsdevelopwiththesetypesofcharacteris-

tics?Whattypesofmeaningsandfunctionsdidtheseorganizationshave?

ThepurposeofthisbookistoinvestigatethesequestionsinJapanese

history.Inparticular,thisbooktakesthesocialorganizationsofJapanese

warriors,calledsamuraiorbushi,asapointofanalysis,examiningthe

organizationsusedbywarriorrulers,calleddaimyo.

TheagewhensamuraidominatedJapanesesocietywaslongago,but

theirinfluenceisclearlyvisibleinJapantoday,suchasinthewaythat

modernJapanesethinkandfeelaboutthingsandinpatternsofbehavior

andorganization.Inparticular,asthisbookexplains,employeesworking

incorporationsandgovernmentoffices,patternsofbehavior,thesystem

ofadvancementforgovernmentofficials,andformsoforganizational

decisionmaking,a皿closelyresemblethesystemofpoliticalorganization

XIX
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foundinsamuraidomains(han)duringtheTokugawaperiod(1600一

ユ868).

ThecharacteristicsanddistinctivequalitiesofJapanesesocietytoday

tookshapeduetomanydiversefactors,butitisundeniablethatthe

influenceofsamurai,whoheldapositionofdominanceforsuchalong

periodinJapanesehistory,constituteoneofthosefactors.Whilewarrior

societybyitselfhasitsownlonghistory,apointof丘uitionofthe

developmentofwarriorsociety(thoughnotnecessarilytheonlyone)is

foundintheorganizationofwarriordomains.Takingshapeinthe

Tokugawaperiod,domainshaveanarchetypalmeaningforJapanese

societytoday.Thatistosay,asocietybasedonthehouseholdanda

verticalsociety-i.e.,asocietyorderedonthebasisofrank-bearan

organicrelationshiptooneanother,andbothofthesetwoorganizational

P血ciplcs,whichareemblematicofJapancsc-styleorganizations,areclearly

evidentinthestructureofTokugawa-perioddomains.

Thisbookprovidesanunderstandingofthedistinctstructuralfactors

thatarereferredtotodayasJapanese-styleorganization,first,byuncov-

eyingthemeaningandcharacteristicsofaverticalsocietybasedonthe

household,andthenbyexaminingtheformationandorganizationalde-

velopmentofTokugawa-perioddomains.Thetopicstobeexamined

includethemeaningandcharacteristicsoflifelongidentificationwithan

organization,thefunctionofthesenioritysystemanditsrelationshipto

talent,themechanicsofreachingdecisionsbycirculatingletters(ringi),as

wellaspowerstructuresinhierarchicalorganizations.

Atthesametime,thisbookentersadebateconcerningaproblemthat

iscloselyrelatedtothetopicsunderconsideration,namelytheplaceof

theindividualinJapanesesociety.Japanese-styleorganizationsandtheir

prototypes,theTokugawa-perioddomains,arebothstronglygroupori-

ented.Itisgenerallyassumedthattheindividualissubsumedbythese

structures,butthatisnotthecase.Inthecaseoforganizationsof

Tokugawa-periodsamurai,theleadershipoftheseorganizationsdidnot

simplyseektomakethemembersblindlysubmittotheirdemands.

Rather,leadersrecognizedtheimportanceofindependent,autono-

mousactionsbyindividualsintheirorganizationsasawaytoempower
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theorganization.Sincewarriororganizationsplacedthehighestvalues

onloyaltyanddedication,itisoftenbelievedthatabsoluteobedienceto

thecommandsofthelordconstitutedthedominantpatternofwarrior

behavior.Moreover,itisstronglyperceivedthatpeopleintheTokugawa

periodweredominatedbyorganizationswiththeseauthoritarianmeth-

odsofoperating;and,itisthoughtthatitwasnotpossibleforsuch

patternsofdorr血ancetocondnuefbralongtime.

Onthecontrary,`retainersdidnotsimplyobeythecommandsoftheir

superiorsreflexively.Onsomeoccasions,subordinatesrep鐶tedlyex-

pressedtheiropinionsaboutordersthattheyconsideredproblematic.or

opposedanddidnotsanction.Itwasrecognizedatthetimeasageneral

rulethatthestrengthofanorganizationanditscontinuedsurvivalde-

pendedonthenumbersofindividualsactingautonomouslywhowould

neverbeswayedbyconditionsintheirsurroundings.Thequestions

surroundingthefateofindividualswithinJapanese-styleorganizationsis

akeyfbcusofthisbook,andreadcrsw皿learnaboutthedebatethatthis

bookisentering.

Asanintroduction,Iofferabriefexplanationofthestructureofthis

book.Thefirstchapterinvestigatesthehousehold,thedistinctformof

familystructureinJapanesesocietythatformsthefundamentalstructural

modelforJapanese-styleorganizations.Themanifoldcharacteristicsof

thehouseholddeterminethe-distinctivequalitiesofJapanese-styleorga-

nizationstoaprofoundextent.Moreover,theparticularfamilystructure

ofthehouseholdappearedinJapanesesocietyatthesametimeasthe

emergenceofthesamuraiclass.Thehistoryoftheadventofsamuraiand

oftheorganizationaldevelopmentoffeudalrulersis,inotherwords,the

historyoftheorganizationalgrowthandformationofthehouseholdin

Japanesesociety.Thisworkexaminescomparativelytheprogressofthe

developmentofthesetwostructures.

Chapter2surveysthecharacteristicsofOdaNobunaga's(1534-1582)

ruleandhisinfluenceonJapanese-styleorganizations.OdaNobunaga

wasawarlordwhotransformedmedievalsociety,layingthegroundwork

fortheearlymodernera.Atthesametime,hechangedtheorganiza-

tionalstructureofwarriorsociety,replacingadecentralizedsystemwith
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anintegratedorganization,organizedverticallyandfoundedontheprin-

cipleoflastingobediencetowardthelordandsuperiors.Thisbook

dissectsboththepeculiaritiesoftheverticalorganizationalstructureput

inplacebyNobunagaandpoliticaloppositioninwarriorsocietytoit.

Chapter3formsthecoreofthisbook.Buildingonthefirsttwo

chapters,Chapter3investigatesthemassiveorganizationalstructureof

theTokugawa-perioddomainasaculminationoforganizationaldevel-

opmentswithinwarriorsociety.Thedomainwasthehouseholdofa

daimyo,whowasanoverlordofmanysamurai.Thesamuraiunderthe

commandofthedaimyowerevassalsinhishousehold.Thedomain,as

explainedlater,consistedofthelordandhisgroupofretainersorganized

asanarmy.

However,undertheconditionsoflastingpeaceoftheTokugawa

period,thisstructuretransformedintoanadministrativemechanismfor

nlle,vafiouslyundertakingthedomain'srnanagernent,begin血gwith

themanagementofitsrevenues.Chapter3analyzesthedistinctcharac-

teristicsofdomainorganization.Domainpowerstructure,decision-mak-

ingmechanisms,andtheroleoftheindividualareparticularpointsthat

w皿bescrutinized.Wh丑ecriticallytestingthevahdityofpriorscholarly

arguments,thischapterinvestigatesthedebatesabouthierarchicalorga-

nizations,particularlyJapanese-styleorganizations.Thesamechapteralso

takesupphilosophicalissuesofthevirtuesofloyaltyandselflesspatri-

oticserviceknownasthe``wayofthewarrior,"b〃shid�,offe血ganew

perspectiveonthistopic,whileconcentratingonthemainissueofthe

止Ldependenceof血dividualswithinJapanese-styleorganizadons・

Chapter4studiesthecourseofevolutionofthedomain血 丗eTokugawa

period.Thestructureofthedomaininwarriorsocietymaintainedthe

hereditarystatussystemofsamurai,placingthedaimyoatthetop.How-

ever,withthegrowthandincreasedcomplicationsofsocialproblems

stemmingfromeconomicdevelopmentintheseventeenthandeigh-

teenthcenturies,theorganizationofthedomainbecamedeadlocked.In

responsetothedemandsofthisperiod,organizationalreformswere

neededthatwouldallowfortheemploymentofpeoplebasedontheir

abilitiesregardlessoftheirbirthorhereditarystatus.
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Wew皿fbnowhowtheconHictbetweentwosystems,onebasedon

statusandtheotheronmerit,wasovercome.Onesolutiontothisprob-

lemwouldhavebeentocompletelyabolishtheprinciplessupportinga

statussystemaltogether.Yet,theothersideofthestatussystemwasits

rationaleasasystemofauthority.ThefeudallordsofEnglandresisted

theabsolutist,anti-feudalmeasuresofthemonarchthroughtheMagna

Chafta.Bypreservingtheirownrightsdefived丘orntheirstatus,they

contributedtotheformationofthetraditionofdemocracyinEngland.

Therefore,onecannotsimplyconcludefromtheperspectiveofthe

politicaldevelopmentofsocietythatpreservationofastatussystem

meansalackofprogresstowarddemocracy.TheTokugawa-perioddo-

mainsolvedtheproblemofthecon伍ctbctwccnthestatussysternand

theneedfortalentedindividualsingovernmentservice.Thiscompro-

miseformedthebasisformethodsofresolvingthesameproblemlater

inJapanesehistory.

Theseriesofreformsthatappearedatthistimehadacrucialmeaning

forthestructuralgrotivthofJapanese-styleorganizations.Aseniority

systemwascreated,whichbecameoneofthedistinctivequalitiesof

Japanese-styleorganizations.Moreover,theproblemofhowleadership

inJapanese-styleorganizationsshouldadapttoaseriesofreformsalso

cameintoquestion.Thischapterinvestigatesthisprobleminthesetting

ofthedomain,exploringaseriesofreformsthattookplaceinthe

eighteenthcentury,tracingtheprogressofthestructuraldevelopmentof

Japanese-style-organizationsandthedevelopmentofaroleforaleader

compatiblewithaJapanese-styleorganization.

Thefinalchapter,Chapter5,discussesJapanese-styleorganizations

andmodernization.Japanese-styleorganizationsdidnotsimplyendure

throughtheprocessofmodernization;rather,theyplayedadrivingrole

inthemodernizationofsociety,andthemodernizationofJapanesesoci-

etycanbeviewedasthedevelopmentofJapanese-styleorganizations.

Japanese-styleorganizations,ontheonehand,asevidentintheseries

oforganizationalreformsundertakenintheeighteenthcenturysponta-

neouslyandthroughinternaldevelop,movedtowardmodernization.On

theotherhand,themanycharacteristicsofJapanese-styleorganizations
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丘mctionedeffectivelyatatimewhensocialrestfucturingoccurredin.

JapanwiththeadaptationofWesternformsofknowledgeandthrough

contactwithEuropeandArnericainthe血eteenthcentufy.Infact,the

profoundabilityofJapanese-styleorganizationstoadapttoconditions

facilitatedtherapidmodernizationofJapanesesociety.

Insummary,thisbookfocusesonstudyingtheformationanddevel-

opmentofJapanese-styleorganizations,attemptingtoclarifytheirstruc-

turalqualitiesandtheplaceoftheindividualwithinthem.


