CONCLUSION

This book has examined the inception, development, and modernization
of Japanese-style organization. Japanese-style organization was closely
linked to the development of the samurai social order. Its foundation
was the household (), which grew out of the apparatus used by medi-
eval warriors for territorial control and culminated in the provincial ad-
ministration known as the domain. Having developed from the house-
hold, the most prominent feature of public administrations in the eatly
modern period was their attempt to resolve or harmonize the inherent
contradictions within them, as between bloodlines and talent, traditional-
ism and progressivism, patriarchy and group discussion, and groupism
and individualism. Japanese-style organization, as defined in this text,
took form when these vatious problems were successfully overcome
through repeated conflicts and trial and error. The modes of organiza-
tion that resulted facilitated the modernization of Japanese society. Mod-
ernization in Japan can be viewed in terms of the growth of these types
of organizations.

While the distinct organizational structure of the warrior household
served as the basis for the development of Japanese-style organization, it
is also fruitful to examine the organizations utilized by commoners and
merchants. Households become evident among commoners, both farm-
ers and city-dwellers, at the beginning of the Tokugawa petiod. The
constitution of commoner households was the same as for samurai:
single entities that maintained family capital, occupation, and name. The

207



208

most important element for farmers was family capital, consisting of
fields used in cultivation, which differentiated them from townsmen and
merchants who prioritized the distinct techniques and economic rights
belonging to family businesses. In spite of these differences, all com-
moner households preserved and transmitted family wealth, occupation,
and the family name.

The organization of the prominent dry-goods merchants, the Echigoya
Bf%£E Mitsui =3 house, can setve as an example of Tokugawa-period
merchants.! The Mitsui house consisted of a large familial group of main
houses and branch houses. Each of the Mitsui-run shops had an opera-
tional organization consisting of a hierarchy of ranks and positions with
a master (shujin FN) at the top, followed by the omotojime KITHH, motgjime
Tei, kaban myodai WIHIZAR, motokatagakari myodai TC T ¥4, kanjo myodai
BieaX, myodai IR, koken RR, tsukin shibai BENIEL, shibai XHC,
kumigashira {038, yakugashira 1X5E, ren’yakn X, kamiza LFE, hirayakn ~F
%, and kodomo FHL.

The kodomo, or child, was at the bottom of the hierarchy started work
at age twelve or thirteen, and served as an apprentice or novice. After
working eight to twelve yeats, the &odomo usually advanced to ordinary
worker (birayaks), and then to the post of kamiza after a few more years,
gaining promotion on the basis of age up to the post of group leader
(kumigashira). Around the age of thirty, work performance took prece-
dence over age. In this regard, there was a marked difference in rank
between controller (shibai) and commuting controller (#sukin shihai). Of-
ficers holding posts up to the rank of controller lived with the given
Mitsui household, but those above the rank of commuting controller
could marry and maintain theit own households, separate from their
work place.

Advancement to a managetial post, such as commuting controller, was
limited, and most employees were dismissed at this point. Retirement in
this system was amicable, with the former employee allowed to take the
family name (noren wake BEHES1F). If a regular clerk worked for a mini-
mum of ten years, he was allowed to take the Echigoya name and the
family crest. He received a retirement allowance and could establish an
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independent business as a branch family of the Mitsui. Thanks to this
process, Mitsui was a form of merchant clan composed of different
households.

The scale of Mitsui’s business operations was quite large. There were
seven main houses started by the seven sons of the founder Mitsui
Takatoshi. The household of Takatoshi’s eldest son was the leader of the
houses. The business consisted of the various main houses and the branch
houses created by long-serving employees. These houses held the
organization’s capital jointly and managed business operations.

Mitsui’s business organization possessed many of the features of samurai
households, including a hierarchy of ranks, a seniotity system, a bureau-
cracy, distinct groups within the organization, and petpetuity. However,
the peculiarities of this merchant organization also desetrve notice, such
as the length of employment, the establishment of branch houses, and
the strength of the main houses over the whole of the family’s business
operations. Warrior organizations of the Tokugawa period determined
office by heredity, but occupational groups run by merchants and trades-
people did not employ people on that basis, and there was only limited
interaction between villagers and workers in cities. Moreover, the forma-
tion of independent businesses by employees allowed to establish branch
houses was distinct to the economic organizations of merchant house-
holds. The other side of the custom of creating branch households was
the strong economic control exercised by the main house over the other
houses.

Samurai and merchant organizations were different structurally ac-
cording to their function; yet, the distinct organizational features that
developed in the Tokugawa period remain part of the traditions of present-
day government and business organizations in Japan. Unfortunately, these
characteristics have not received sufficient scholarly and historical analy-
sis. In fact, in the field of economics, the dominant scholatly arguments
deny the continuity of Japanese traditions.” Characteristics that are re-
ferred to as Japanese-style management — lifelong employment, the se-
niority system, and company unions — ate not recognized as the con-
tinuation of long standing traditions, but rather as being recent trends in
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management and labor organization that started in America in the 1930s
and spread throughout the world. These scholars argue that it is a mis-
take to view the new, universal trends as related to traditional forms of
business and organization in Japan.

According to this dominant view, so-called Japanese-style manage-
ment today is encapsulated by the system of on-the-job training that
resulted from the industrial revolution and was adopted by businesses
throughout the wortld in the 1930s as a way to foster highly skilled labor
through a course of education within a given company. The system of
on-the-job training produced forms of management and labor, such as
local industrial unions, lifelong employment, and a seniority-based sys-
tem of pay. Because these trends are viewed as universal, they are studied
in the context of American companies, such as IBM, not as they appear
in specific Japanese cases. This explanation merits weight, given that it
was formulated from data drawn from research on a variety of specific
types of management. Moreover, it is false to assume that the historical
roots of both Japanese-style management and of Japanese-style organiza-
tion, described in this book, stem from Japan alone. Nevertheless, it is
one-sided to ignore traditions within Japan and only focus on theories
detived from study of the wotld economy. Characteristics described in
this book, such as loyalty to an organization, the promotion system, and
the 7ingi method of decision making found in traditional Japanese organi-
zations, have a direct beating on Japanese society today.

Study of traditional organization in Japan and of trends in the world
economy ate not mutually exclusive. Without any relationship to Japa-
nese traditions, forms of management and labor characterized by on-the-
job training appeared throughout the world beginning in the 1930s, and
these had an impact on Japan. However, the characteristics evident in the
forms of management and labor accompanying the development of on-
the-job training — namely, seniority-based promotion and pay, lifelong
employment, and cotrporate familialism — all conform to traditional ele-
ments in Japan, particularly those that matured in the Tokugawa period.
In other words, imported characteristics were well suited to Japan.

The artival of Western culture during the Meiji era, especially liberal
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economic ideas, was antithetical to traditional elements of Japanese orga-
nization, which were challenged as outmoded, and changed. Citcum-
stances changed greatly in the 1930s when on the-job training made its
debut around the world. Traditional modes of management and labor as
well as organizational characteristics, which had eatlier been suppressed,
received new support. The practices related to on-the-job training which
appeared throughout the world in the 1930s were highly appropriate due
to the distinct latent capacities remaining from traditional Japanese soci-
ety.

One might assume that there would be resistance to the introduction
and adoption of new types of management and labor relations since
these were appropriate to different circumstances and long-standing con-
ceptions of individualism in the West. Yet, there was almost no opposi-
tion of this sort in Japan. Indeed, Japan interpreted and applied the
universal characteristics accompanying on-the-job training in terms of
traditional modes of management and organization.

The side-by-side analysis of the characteristics of Japanese tradition
and of universal modes of management and labor raises the contentious
issue of whether Japanese culture is unique or universal, which is
unresolvable. Yet, the distinct qualities of Japanese culture do not simply
overlay universal characteristics. Traits found throughout the wotld are
given concrete form in the cultural traditions of different countties, giv-
ing rise to a wealth of distinct phenomena. While it is impottant not to
forget about universals, it is also necessaty to examine the distinct cul-
tures of various societies. The aim of this book was to analyze Japanese-
style organizations, and the author will be pleased if it has made a contri-
bution to this larger discussion.
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