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1 .

A b s tra c t

T h is  t h e s i s  i s  an  a c c o u n t o f  s o c i a l  r e l a t i o n s  i n  a  medium s iz e d ,  h u t  

r a p id ly  grow ing  J a p a n e se  c o r ru g a te d  p a p e rb o a rd  m a n u fa c tu re r .  The m ain 

d e te rm in a n ts  o f  th e s e  r e l a t i o n s  a r e ,  i t  i s  s u g g e s te d , th e  i s o l a t i o n  o f  th e  

d i r e c t o r s  and em ployees o f  t h e  company from  p e o p le  i n  o th e r  com panies and 

from  l o c a l  com m unities; th e  s t a t e  o f  th e  la b o u r  m a rk e t, and i t s  e f f e c t  

on th e  p r o s p e c ts  o f  th o s e  w i th in  th e  company o f  f in d in g  e q u a l ly  good jo b s  i n  

o th e r  f i r m s ;  and th e  n a tu r e  o f  th e  o r g a n iz a t io n  o f  th e  company.

The f a c t  o f  th e  company*s i s o l a t i o n  i s  e s t a b l i s h e d  b y .c o n s id e r in g  th e  

r e l a t i o n s  o f  th o s e  w i th in  th e  company w ith  o th e r  p a r t s  o f  J a p a n e se  s o c ie ty .

I t  i s  s u g g e s te d  t h a t  a  c o r o l l a r y  o f  t h i s  i s o l a t i o n  i s  t h e  developm ent o f  a 

s t r o n g  s e n se  o f  community w i th in  th e  company.

The p e c u l i a r i t i e s  o f  t h e  J a p a n e se  la b o u r  m arke t a r e  e x p la in e d  and i t s  

consequences f o r  r e c r u i tm e n t  and r e s ig n a t io n  from  th e  company a re  c o n s id e re d . 

I t  i s  shown t h a t  f o r  re a s o n s  w hich  m igh t b e  d e s c r ib e d  as  c u l t u r a l  th e  

company r e c r u i t s  new w orkers  i n  an  e x tre m e ly  uneconom ic m anner. I t  i s  

p ro p o se d  t h a t ,  p a r t l y  as  a  r e s u l t  o f  t h i s ,  t h e r e  a re  two c a te g o r ie s  o f  

w orkers  w i th in  t h e  company: th o s e  who can le a v e  i t  w ith o u t  d i f f i c u l t y

and th o s e  who can  n o t .  D if fe r e n c e s  o f  o p in io n  and b e h a v io u r  be tw een  th e  

members o f  th e s e  two c a te g o r ie s  a r e  d e s c r ib e d .

The d i s t i n c t i v e  f e a t u r e  o f  company o r g a n iz a t io n  i s  shown t o  be an  

a l l - e m b ra c in g  sy stem  o f  g rad e s  and ra n k s ,  up w hich  company members p a s s  

s e m i-a u to m a t ic a l ly  as  th e y  grow o ld e r  -  t h i s  i n  s p i t e  o f  t h e  w id e sp re a d  

a c c e p ta n c e  o f  an  i d e a l  o f  m e r i to c ra c y  among em p loyees. I t  i s  shown how 

r e l a t i o n s  b e tw een  la b o u r  and m anagem ent, among o th e r s ,  a r e  a f f e c te d  by  t h i s  

form  o f  o r g a n iz a t io n .

I t  i s  s u g g e s te d  t h a t  f u tu r e  changes i n  s o c i a l  r e l a t i o n s  i n  Ja p a n e se  

in d u s t r y  w i l l  b e  c au sed  by I n c r e a s in g ly ,  s e v e re  la b o u r  s h o r ta g e ,  and a ls o  

p e rh a p s , by  changes i n  p u b l ic  a t t i t u d e s  t o  in d u s t r y .
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PRODUCTION

The aim  o f  t h i s  t h e s i s  i s  t o  p ro v id e  an  a c co u n t o f  t h e  b e h a v io u r  

o f  th e  p e o p le  w ork ing  i n  a  m ed ium -sized  Ja p a n e se  i n d u s t r i a l  company 

and t o  d is c u s s  how t h e i r  s o c i a l  r e l a t i o n s  w ere d e te rm in e d  by  th e  

h i s t o r y  and n a tu r e  o f  t h e i r  company., t h e  la b o u r  m ark e t and th e  

o r g a n iz a t io n  o f  J a p a n e s e  i n d u s t r y ,

a .  The company as a  s u b je c t  f o r  a n th r o p o lo g ic a l  s tu d y

Two q u a l i t i e s  made t h e  Ja p a n e se  company a s u i t a b l e  and  even a 

p ro m is in g  s tu d y  f o r  r e s e a r c h  by  p a r t i c i p a n t  o b s e rv a t io n :  i t s

im p o rta n c e  i n  J a p a n e s e  l i f e  and i t s  i s o l a t i o n  b o th  from  o th e r  

com panies and from  o th e r  s e c t io n s  o f  s o c i e t y .

The pow er and in f lu e n c e  o f  J a p a n e se  com panies a r e  in d i s p u ta b l e .

As i n  o th e r  c a p i t a l i s t  c o u n t r i e s ,  i n  Ja p a n  com panies have  draw n i n to  

t h e i r  employ th e  g r e a t e r  p a r t  o f  th e  la b o u r  f o r c e .  S in c e  th e  w ar 

w orkers  have  b e e n  le a v in g  a g r i c u l t u r e  and f o r e s t r y  f o r  m a n u fa c tu r in g  

in d u s t r y ,  so  t h a t  by  1970* 65$ o f  th e  com m ercial and i n d u s t r i a l  la b o u r  

f o r c e  c o n s is te d  o f  company em p lo y ees , (N ihon K okusei Z ue, 1971* P 1 0 0 ) . 

B ecause J a p a n  h a s  r e l a t i v e l y  few s t a t e  c o r p o r a t io n s ,  p r i v a t e  com panies a r e  

by  f a r  t h e  l a r g e s t  c r e a to r s  o f  w e a l th .  They a r e  a l s o ,  how ever, th e  

g r e a t e s t  s p e n d e r s .  I n  r e c e n t  y e a r s  J a p a n e se  i n d u s t r i a l  in v e s tm e n t 

h a s  p ro ce e d e d  a t  a  much h ig h e r  r a t e  th a n  i n  w e s te rn  E u ropean  c o u n t r i e s ,  

b u t  t h e  r a t e  o f  governm ent sp e n d in g  h a s  b e e n  v e ry  much lo w e r -  o n ly  a 

t h i r d  o f  t h a t  i n  W est Germany, f o r  exam ple (Economic W hite P a p e r , 1969* 

pp 5 0 -6 ; 2 2 6 -2 5 8 )•  I n  1970* when th e  G ross N a t io n a l  P ro d u c t o f  Ja p a n

was 73*2^0 m i l l i a r d  y e n , i n d u s t r i a l  in v e s tm e n t was 1 5 ,^ 5 0  m i l l i a r d  y en , 

b u t  th e  g e n e ra l  governm ent b u d g e t was o n ly  7*990 m i l l i a r d  y e n .
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Government sp e n d in g  has  "been so  low t h a t  i n  J a p a n  t h e r e  i s  a  g r e a t  

l a c k  o f  p u b l ic  works and w e lfa r e  a m e n i t ie s .  Some o f  th e  d e f i c i e n c ie s  

have  k e e n  made good, how ever, by  th e  a c t i v i t i e s  o f  p r i v a t e  in d u s t r y ;  

f o r  many* i f  n o t  m ost l a r g e  com panies p ro v id e  cheap h o u s in g  and m ed ic a l 

c a re  f o r  t h e i r  em p loyees. Com panies, t h e r e f o r e ,  have  ta k e n  on fu n c t io n s  

t h a t  i n  Europe,, a t  l e a s t ,  a re  u n d e r th e  c o n t r o l  o f  l o c a l  and n a t i o n a l  

governm ents •

The u n r iv a l l e d  w e a lth  o f  com panies has  g iv e n  them  g r e a t  p o l i t i c a l  

s i g n i f i c a n c e .  L arge com panies a r e  a c t iv e  "but d i s c r e e t  s u p p o r te r s  o f  

p o l i t i c a l  f a c t io n s  (Y anaga, 1968* P 7.8-87)* and th e y  have  had  some 

su c c e s s  i n  "buying governm ent p o l i c i e s  f a v o u ra b le  t o  th e m s e lv e s .

C e r ta in ly ,  th e  c o -o p e r a t io n  be tw een  th e  Ja p a n e se  c i v i l  s e r v i c e  and 

p r i v a t e  i n d u s t r y ,  made p a r t i c u l a r l y  c lo s e  by  th e  a f f i l i a t i o n s  o f  th e  

r u l i n g  p a r ty  w ith  b u s in e s s ,  h as  cau sed  envy and re s e n tm e n t ab ro a d  -  

th o u g h  i t  h as  t o  be  rem embered t h a t  t h e r e  a r e  many c o u n tr ie s  w here 

b u s in e s s  and governm ent a r e  a s s o c i a te d ,  i f  n o t  q u i te  as e x te n s iv e ly  as 

i n  J a p a n .

T h is  dem ograph ic , econom ic, and p o l i t i c a l  im p o rta n c e  o f  com panies
t

has e n a b le d  them  t o  e x e r t  c o n s id e ra b le  in f lu e n c e  o v e r  th e  fo rm a tio n  o f  

o p in io n  and th e  c h o ic e  o f  p r i o r i t i e s  and v a lu e s  i n  J a p a n e s e  s o c ie ty .

The many p e o p le  w ork ing  i n  com panies, s u b je c t  e v e ry  day  t o  company 

d i s c i p l i n e ,  a r e  n a t u r a l l y  th o s e  m ost l i a b l e  t o  be  exposed  t o  th e  id e a s  

o v e r t l y  p ro p o se d  by  com panies o r  i m p l i c i t  i n  company o r g a n iz a t io n  and 

p r a c t i c e .  I  found  i n  th e  c o u rse  o f  my own f ie ld w o rk , f o r  exam ple, t h a t  

m ost em ployees i n  th e  f irm  I  s tu d ie d ,  in c lu d in g  th o s e  who d i s l i k e d  th e  

company and c o u ld  have  b e e n  co u n ted  as d i s s i d e n t ,  acknow ledged th e  need  

f o r  i n d u s t r i a l  g row th , even  w h ile  r e c o g n iz in g  t h a t  i t  was b e in g  g a in e d  a t  

l e a s t  p a r t l y  a t  t h e i r  e x p e n se .



Companies a r e  a l s o  an x io u s t o  p e rsu a d e  even  th o s e  who have o n ly  

i n d i r e c t  c o n n e c tio n s  w i th  in d u s t r y  o f  t h e  v a lu e  o f  t h e  w ork th e y  do and 

th e  w o rth  o f  t h e i r  c o n t r ib u t io n  t o  s o c i e t y .  A l l  day lo n g  on Ja p a n e se  

t e l e v i s i o n ,  t h e r e  a p p e a r  a d v e r tis e m e n ts  f o r  s t e e l  com pan ies, heavy  

m ach inery  m a n u fa c tu re r s ,  ch e m ica l c o n c e rn s , and o th e r  e n t e r p r i s e s  whose 

s e r v ic e s  a r e  n o t  a v a i l a b l e  d i r e c t l y  t o  t h e  p u b l ic ,  i n  w hich  th e  company i s  

p r e s e n te d  as  a  m in i s t e r  t o  th e  n a t io n  and t o  th e  w o r ld , a  c o n s e rv e r  o f  

a i r  and f o l i a g e ,  a  g u a rd ia n  o f  c h i ld r e n  and young l o v e r s ,  and a g u a ra n to r  

o f  a  f u l l e r  l i f e  i n  t h e  f u t u r e .

The com panies have  n o t  b e e n  w a s t in g  t h e i r  w o rd s . On th e  c o n t r a r y ,  

u n t i l  r e c e n t l y  a t  l e a s t ,  t h e i r  a u d ie n c e  has b een  m ost w i l l i n g  to  l i s t e n .

I t  i s  d i f f i c u l t  t o  e x p re s s  o r  convey th e  d e p th  o f  i n t e r e s t  J a p a n e se  a p p e a r  

t o  have  i n  th e  two p ro c e s s e s  i n  w hich  com panies a r e  m ost c o n c e rn e d : 

t e c h n i c a l  developm ent and econom ic grow th  -  th o u g h  n o t  a l l  t h i s  i n t e r e s t  

has  b e e n  g e n e ra te d  by  company p ro p ag a n d a . Browse i n  a  J a p a n e se  bookshop , 

and i t  w i l l  b e  e a sy  enough to  f in d  t e c h n i c a l  and t r a d e  m agazines i n  enormous 

v a r i e t y .  P e r io d i c a l s  d e v o te d  t o  h o t e l  m anagement, p e tro c h e m ic a ls  and 

p l a s t i c s ,  o r  s p e c i a l i s e d  a p p l i c a t io n s  o f  e l e c t r o n i c s ,  m ost o f  w hich w ould , 

i n  B r i t a i n  a t  l e a s t ,  b e  d i s c r e e t l y  d i s t r i b u t e d  t o  s u b s c r ib e r s  o n ly , co v e r  

t h e  s ta n d s  and seem t o  a t t r a c t  b u y e rs  from  th e  g e n e ra l  p u b l i c .

The p re -e m in e n c e  o f  econom ics among th e  a r t s  r s  made v e ry  p l a i n .

A good d e a l  o f  t h e  f l o o r  sp a ce  w i l l  b e  g iv en  o v e r  t o  books on th e  p u re  

and a p p l ie d  b ra n c h e s  o f  t h e  s u b je c t ,  and t h e r e  w i l l  be  an  abundance o f  

t i t l e s  r e f e r r i n g  t o  t h e  econom ics o f  Ja p a n e se  d ev e lo p m en t, th e  d i f f i c u l t i e s  

o f  sm a ll  and m ed ium -sized  com panies, and th e  in v a s io n  o f  f o r e ig n  c a p i t a l .  

T here  w i l l  b e  a  g r e a t  many more books on p r a c t i c a l  m a t te r s  l i k e  b u s in e s s  

a d m in is t r a t io n  and a c c o u n ta n c y , as w e l l  a.s s e v e r a l  m agazines on th e s e  

s u b je c t s .  Even i n  t h e  c h i ld re n * s  s e c t io n  th e r e  w i l l  b e  b o o k s , w r i t t e n
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i n  t h e  s im p le  s y l l a b a r i e s  and d e c o ra te d  w i th  p i c t u r e s ,  f i l l e d  w ith  g raphs 

show ing how w e l l  J a p a n  com pares w i th  o th e r  c o u n tr ie s  i n  th e  o u tp u t  o f  

s y n th e t i c  f i b r e s  and s te e l*

t h e r e  a r e  o th e r ,  l e s s  d i r e c t  w ays, i n  w hich th e  v a lu e s  h e ld  by 

com panies and  t h e i r  managements come t o  be  im posed on t h e  n a t i o n a l  

community* t o  become an  em ployee o f  a b ig  company has  lo n g  b een  an i d e a l  

f o r  s c h o o l l e a v e r s  and new g r a d u a te s .  *S a la r y  men*,, as th e y  a r e  c a l l e d ,  

a re  known t o  have  f i n a n c i a l  s e c u r i t y ;  and s in c e  s e r v ic e  t o  a  company i s  

a s s im i la te d  to  s e r v i c e  t o  s o c ie ty ,  t h e  em ployee*s job  i s  c o n s id e re d  

w o r th w h ile . U n t i l  t h e  l a s t  few y e a rs  t h e r e  was a  c o n s id e r a b le  la b o u r  

s u rp lu s  -  even  now t h e r e  i s  no v e ry  a c u te  s h o r ta g e  o f  new u n i v e r s i t y  

g ra d u a te s  -  and com panies have  b een  a b le  t o  r e s t r i c t  r e c r u i tm e n t  o f  

g ra d u a te s  t o  th o s e  from  th e  *best*  u n i v e r s i t i e s .  M ajor b a n k s , f o r  

exam ple, have  o n ly  ta k e n  on men from  f o u r  o r  f i v e  u n i v e r s i t i e s ,  m ost o f  

them  n a t i o n a l ,  r a t h e r  th a n  p r i v a t e  i n s t i t u t i o n s .  G e t t in g  in to  th e  r i g h t  

u n i v e r s i t y  n a t u r a l l y  becomes e x tre m e ly  im p o r ta n t ,  and c o m p e ti t io n  f o r  

u n i v e r s i t y  e n tr a n c e  has  b een  in t e n s e .  Owing t o  th e  p e c u l i a r i t i e s  o f  th e  

s e co n d a ry  s c h o o l  sy s te m , c e r t a i n  h ig h  sc h o o ls  have  se en  f a r  more s u c c e s s f u l  

th a n  o th e r s  a t  s e n d in g  s c h o o lc h i ld r e n  t o  th e  g r e a t  u n i v e r s i t i e s ,  and 

c o m p e tit io n  t o  g e t  i n to  th e s e  sc h o o ls  has become more s e v e re  i n  t u r n  

(D o re , 1958, p 2 0 6 ) . The e d u c a t io n  sy stem  i s  t h e r e f o r e  w hat Ja p an e se  

c a l l  an  ‘e x a m in a tio n  h e l l * ,  i n  w hich  n o t  o n ly  th e  c h i ld r e n  th em se lv e s  

b u t  e n t i r e  f a m i l i e s ,  and e s p e c i a l l y  th e  m o th e rs , a r e  e n g u lfe d  (V oge l, 1963* 

p JO ff ; OECD p 87  f f ) .

T here  i s ,  o f  c o u rs e ,  no r ig o ro u s  m ethod o f  com paring t h e  in f lu e n c e  

o f  Ja p a n e se  com panies o v e r  J a p a n e se  l i f e  w i th  t h a t  o f  com panies i n  o th e r  

c o u n tr ie s  o v e r  s o c ie ty  i n  th o s e  c o u n t r i e s .  I n  o th e r  c o u n t r i e s ,  to o ,  

t h e r e  i s  i n s t i t u t i o n a l  a d v e r t i s i n g ,  and o th e r  e d u c a t io n a l  sy stem s b e s id e s



1 0 .

t h e  J a p a n e se  r e f l e c t  th e  p r e ju d ic e s  o f  i n d u s t r i a l  m an ag e rs . I t  sh o u ld  

a l s o  be  s a id  t h a t  t h e r e  e x i s t  i n  J a p a n , as  e ls e w h e re , i n s t i t u t i o n s  

p ro p a g a t in g  v a lu e s  opposed t o  th o s e  o f  p r iv a t e  in d u s t r y ;  and t h e r e  i s  

a  p o s s i b i l i t y  t h a t  th e s e  i n s t i t u t i o n s  w i l l  grow more p o w e rfu l i n  th e  

f u tu r e  i n  J a p a n . n e v e r th e l e s s ,  i t  w ould be  h a rd  t o  t h in k  o f  a  la n d  

i n  w hich  th e  company has  a c h ie v e d  g r e a t e r  s o c i a l  and c u l t u r a l  s i g n i f i c a n c e ,  

o r  i s  a  more o b v io u s s u b je c t  f o r  s o c io lo g ic a l  s tu d y ,

Now i t  i s  u s u a l ly  t h e  c a se  t h a t  th e  im p o r ta n t  i n s t i t u t i o n s  o f  

i n d u s t r i a l  s o c i e t i e s  a r e  n o t  e a s i l y  am enable t o  s tu d y  by  a  s in g le  

o b se rv e r*  The te c h n iq u e s  o f  p a r t i c i p a n t  o b s e rv a t io n  h a s  b een  

p r a c t i s e d  i n  s im p le  s o c i e t i e s  i n  w hich  p e o p le  l i v e  i n  s m a ll  and l a r g e ly  

s e l f - s u f f i c i e n t  com m unities* The a n th r o p o lo g is t  who e n te r s  su ch  a  

community h a s  l i t t l e  d i f f i c u l t y  i n  s e t t i n g  bounds t o  h i s  w ork .

I n  m ost com plex I n d u s t r i a l  s o c i e t i e s ,  how ever, p e o p le  l i v e  p a r t  o f  

t h e i r  l i v e s  i n  each  o f  a  number o f  r e l a t i v e l y  s p e c i a l i s e d  i n s t i t u t i o n s ,  -  

t h e  f a m ily ,  t h e  o f f i c e ,  t h e  c lu b , and so  on* The a n th r o p o lo g is t  

s tu d y in g  th e s e  i n s t i t u t i o n s ,  i f  he w ish es  t o  p ro v id e  e x p la n a t io n  o f  th e  

a c t i v i t i e s  o f  th o s e  in v o lv e d  I n  them , may have t o  c o n tin u e  h i s  r e s e a r c h  

f a r  beyond I t s  o r i g i n a l  l i m i t s ,  bo w h a te v e r  e x te n t  i s  a llo w e d  by  tim e  

and h i s  s p e c i a l i s t  know ledge o f  d i f f e r e n t  d i s c i p l i n e s .

T h is  p rob lem  o f  l i m i t i n g  th e  scope and a r e a  o f  s tu d y ,  th o u g h  

p r e s e n t ,  i s  much l e s s  a c u te  f o r  an  a n th r o p o lo g is t  w ork ing  i n  Ja p a n  

th a n  I n  o th e r  i n d u s t r i a l  s o c i e t i e s .  T here  I s  a  s e n se  i n  w hich  Ja p a n  

i s  *an open s o c ie ty  made up o f  c lo s e d  g ro u p s* , as S c a la p in o  and Masumi 

( 1962 ) have rem arked  I n  a n o th e r  c o n te x t ,  F o r  a  num ber o f  re a so n s  

Ja p a n e se  com panies form  p a r t i c u l a r l y  d i s c r e e t  and i s o l a t e d  s o c i a l  

e n t i t i e s •
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J a p a n e s e , more th a n  ■ w esterners, te n d  t o  s t a y  w ith  one company and 

n o t  t o  move from  em ployer to  em p lo y er. F irm s -  e s p e c i a l l y  la r g e  f irm s  - 

l i k e  t o  r e c r u i t  t h e i r  w o rk ers  s t r a i g h t  from s c h o o l o r  c o l l e g e ,  in  th e  

e x p e c ta t io n  t h a t  th e y  w i l l  rem ain  w ith  t h e i r  f i r s t  em ployer u n t i l  

r e t i r e m e n t .  In  f a c t ,  even  in  la r g e  f i r m s ,  w here ' l i f e  em ploym ent’ 

i s  "best e s t a b l i s h e d ,  a  c o n s id e ra b le  p ro p o r t io n  o f  r e c r u i t s  ta k e n  in  

from  s c h o o l  do le a v e  t h e i r  f i r s t  em p loyer. C o n v e rse ly , even  la r g e  

f irm s  do ta k e  i n  p eo p le  frcm  o th e r  com panies, in  s p i t e  o f  c e r t a i n  

p r e ju d ic e s  a g a in s t  th e  p r a c t i c e .  As I  s h a l l  e x p la in  i n  th e  f i r s t  

c h a p te r ,  s m a l le r  com panies a r e  l e s s  a b le  t o  o f f e r  em ployees s e c u r i t y  o f  

t e n u r e ,  and  th e  le a v in g  r a t e  i n  s m a l le r  com panies i s  h ig h e r  th a n  in  l a r g e .  

N e v e r th e le s s ,  movement be tw een  com panies i s  much l e s s  i n  Jap an  th a n  i n  th e  

U n ite d  S t a t e s ;  and  in  conseguence th e  em ployees o f one company, who s t a y  

to g e th e r  f o r  many y e a rs  a t  a  t im e , te n d  to  have l i t t l e  know ledge o f  t h e i r  

c o u n te r p a r ts  i n  o th e r s .

Hhe i s o l a t i o n  o f  th e  m em bership o f  a  Jap an ese  company from  o th e r  

s e c t io n s  o f  i n d u s t r i a l  s o c ie ty  i s  in c re a s e d  by  th e  w eakness o r  even  

ab sen ce  o f  c e r t a i n  im p o r ta n t  i n s t i t u t i o n s  t h a t  u n i t e  m anagers and  w orkers  

in  d i f f e r e n t  com panies in  th e  w e s t .  On company b o a rd s , f o r  exam ple, 

th e r e  a r e  few o u ts id e  d i r e c t o r s .  I n s te a d ,  d i r e c to r s  a r e  u s u a l ly  

a p p o in te d  frcm  among t h e  em ployees o f  a  company, and  th e y  c o n tin u e  to  

h o ld  m anagement p o s i t io n s  a f t e r  b e in g  a p p o in te d . (S u b s id ia ry  com panies, 

how ever, may w e l l  have  d i r e c t o r s  seconded  from  t h e i r  p a r e n t  f i r m s . )

A g a in , th e r e  i s  a  lac]$ i n  Jap an , o f  t e c h n ic a l  o r  p r o f e s s io n a l  i n s t i t u t e s  

s e rv in g  th e  common i n t e r e s t s  o f  s im i l a r  ty p e s  o f  s p e c i a l i s t  w ork ing  f o r  

d i f f e r e n t  em p lo y e rs . An e n g in e e r ,  s a y , who i s  w ork ing  f o r  one g r e a t  

company, i s  n o t  o n ly  u n l ik e ly  t o  move to  a n o th e r ,  b u t  may n o t  even m eet 

o r  comm unicate w i th  h i s  c o u n te r p a r ts  i n  o th e r  f i r m s .  F i n a l l y ,  though  

u n io n s  e x i s t  i n  J a p a n , th e  m a jo r i ty  a r e  'e n t e r p r i s e  u n io n s ’ , w hich  c o n fin e
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t h e i r  m em bership t o  th e  em ployees o f  a  s in g le  company. Some o f  th e s e  

e n t e r p r i s e  u n io n s  b e lo n g  t o  a s s o c i a t i o n s  o r  u n io n  c o n g re s s e s ,  b u t  f o r  

th e  i n d iv id u a l  u n io n  member, th o se  i n  o th e r  u n io n s  rem ain  rem o te .

J u s t  a s  th e  -workers o f  one company have l i t t l e  t o  do w ith  members 

o f  o th e r  com pan ies ,*  so  th e y  a r e  a l s o  i s o l a t e d  from th e  l o c a l  com m unities 

in  w hich t h e i r  com panies a r e  l o c a te d .  Many com panies p ro v id e  h o u s in g  

f o r  t h e i r  em ployees on company e s t a t e s ;  f o r  th e s e  em ployees th e  l o c a l  

comm unity and  th e  company a r e  a lm o s t th e  same th in g .  In  an y  c a s e , 

em ployees w ork lo n g  h o u r s ,  and have l i t t l e  tim e  t o  m eet t h e i r  n e ig h b o u rs  - 

a  p le a s u r e  th e y  le a v e  to  t h e i r  w iv e s . Above a l l ,  company w o rk ers  a r e  

e x p e c te d  t o  p a r t i c i p a t e  i n  th e  s o c i a l  l i f e  o f  th e  company th e y  w ork i n ,  

to  spend t h e i r ' l e i s u r e  w ith  t h e i r  w ork-m ates r a t h e r  th a n  go home and 

d i s t r a c t  th em se lv e s  i n  a  w orld  o u ts id e  th e  company.

In  th e  c o u rse  o f  t h i s  t h e s i s  I  s h a l l  show how th e  members o f  th e  

company I  s tu d ie d  w ere fo rc e d  by  t h e i r  i s o l a t i o n  from  th e  r e s t  o f  s o c ie ty  

(an  i s o l a t i o n  w hich  was t o  some d e g re e  s e l f —im posed) i n to  a  p a r t i c u l a r l y  

in te n s e  and c o n s e q u e n tly  r a t h e r  s t r a in e d  a s s o c i a t i o n  w ith  each  o th e r .

F o r  th e  moment, how ever, my argum ent I s  s im p ly  t h a t  b e c au se  o f  th e  

i s o l a t i o n  o f  Ja p an e se  com panies, th e  a n th r o p o lo g is t  s tu d y in g  one h a s  l e s s  

d i f f i c u l t y  th a n  he m ig h t have e lse w h e re  i n  e s t a b l i s h in g  th e  l i m i t s  o f h i s  

s tu d y .

I h i s ,  th e n ,  i s  th e  a t t r a c t i o n  o f  th e  Jap an ese  company f o r  th e  

p a r t i c i p a n t  o b s e rv e r :  t h a t  i t  s ta n d s  a t  th e  c e n tr e  o f  a  m odern s o c ie ty ,

and  y e t  i s  p a r o c h ia l  enough ( c f  Uakane, 1970* p 1 2 l)  f o r  one man to  

a t te m p t  t o  com prehend i t .

*  I  s h a l l  f r e q u e n t ly  r e f e r  t o  Tcompany m em bers1 In  t h i s  t h e s i s ;  
b y  th e  p h ra se  I  m ean, n o t  ’company m em bers’ i n  th e  l e g a l  se n se  
o f  's h a r e h o ld e r s ’ b u t  ’d i r e c t o r s  and em p lo y ees’ .



In  s p i t e  o f  th e s e  a t t r a c t i o n s ,  how ever, th e  Ja p an e se  company has 

s c a r c e ly  been  s tu d ie d  by  d i r e c t  o b s e rv a t io n . In  19^9* Hakano 

o b se rv ed  a u n io n  e l e c t i o n  i n  a  s m a ll  c a s t in g  f a c t o r y ,  and  h i s  a c c o u n t 

o f  i t  (kfakano, 1992) t e s t i f i e s  to  th e  v a lu e  o f  h i s  m ethod . J u s t  a f t e r  

th e  w ar, u n io n s  sp ra n g  up  i n  th o u sa n d s  o f  Jap an e se  com panies w ith  th e  

encouragem en t o f  th e  o c c u p a tio n  a u t h o r i t i e s .  Efakano showed how th e  

p o l i t i c a l  f a c t io n s  In  th e  new ly  form ed u n io n  in  th e  f a c t o r y  he was 

s tu d y in g  w ere developm ents o f  th e  p re -w a r  a p p re n t ic e  sy s te m . Some o f  

th e  o ld e r  w o rk ers  h a d , u n d e r  th e  a p p re n t ic e  sy s tem , been  a p p re n t ic e  

m a s te r s ,  and  th e y  w ere a b le  t o  c o n t r o l  th e  v o te s  o f  t h e i r  e x -a p p r e n tic e s  

In  th e  u n io n  e l e c t i o n s .  The o ld e r  men d id  n o t  th em se lv e s  s ta n d  f o r  

o f f i c e s ,  b u t  l e n t  t h e i r  s u p p o r t  to  younger c a n d id a te s .  In  19^8 th e  

company d e c id e d  t o  c u t  w ages, and  th e  u n io n , c o n t r o l le d  a s  i t  was by 

o ld e r  w o rk e rs , a p p e a re d  t o  a c q u ie s c e .  In  d i s g u s t  a t  t h i s  some o f th e  

younger u n io n  members p u t  up t h e i r  own c a n d id a te  a g a in s t  th e  incum bent 

u n io n  l e a d e r ,  who was sp o n so red  by  th e  o ld e r  men, b u t  f a i l e d  t o  d is lo d g e  

him .

A fte r  Hakamo's p u b lic a t io n , however, l i t t l e  s im ila r  work seems to  

have been done on com panies. I  was o n ly  a b le  t o  f in d  Yoneyama's ( i 960) 

’D iagn osis  o f  a f a c t o r y ’ and. 'Case Study o f  a Miso M anufacturing ELant’ . 

Both were based on v ery  sh o r t  period s o f  o b se r v a tio n , am ounting to  o n ly  

a few d ays, and th e  f i r s t  o f  them, as th e  t i t l e  im p lie s , was n o t an 

o b je c t iv e  enq u iry  b u t a c l i n i c a l  exam ination . But even in  h is  sh o r t  

s ta y  w ith  the Miso (Bean curd) fa c to r y , Yoneyama d isco v e r e d  m atters th a t  

would k in d le  an a n th r o p o lo g is t ’s in t e r e s t .  He rep orted  (p20^) on th e  

am bivalent p o s it io n  o f  th e  forem an, d i s p ir i t e d  by the d e c lin e  o f  the  

company to  the p o in t  where he i s  unable to  do h is  jo b , and a t  the same 

tim e su sp ected  by the younger workers o f  s id in g  w ith  th e  management In  

variou s d is p u te s . J u s t  a s  in  Hakano’s c a s t in g  fa c to r y , th e re  was a
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m u tu a l d i s t r u s t  be tw een  young and o ld .  And labour-m anagem en t r e l a t i o n s  

i n  th e  M iso p l a n t  w ere p e rh ap s u n u s u a l.  The u n io n  demanded a bonus; 

th e  p r e s id e n t  o f  th e  company, th e  son  o f  th e  fo u n d e r  and r a t h e r  l e s s  

p o p u la r  th a n  h i s  f a t h e r ,  o f f e r e d  one o f  ^ O jo . The u n io n  f i r s t  a c c e p te d  

t h i s ,  ju d g in g  t h a t  i t  was a l l  t h a t  th e  company c o u ld  a f f o r d ,  b u t  l a t e r ,  

a f t e r  th e  a g re e m e n t, demanded 40fo o u t  o f  ’re v e n g e ' b e c a u se  th e y  f e l t  

d i s t r u s t f u l  o f  th e  b o s s .

I t  was n o t  u n t i l  a f t e r  I  had  r e tu r n e d  from th e  f i e l d  t h a t  th e r e  

a p p e a re d  i n  p r i n t  an y  m a jo r  w ork d e s c r ib in g  d i r e c t  s tu d y  b y  o b s e rv a t io n  

o f  a  Ja p an e se  f a c to r y ,  and  th e n  i t  was w r i t t e n  by  an  A m erican , R o b e rt 

C o le .*  Cole w orked i n  two f a c t o r i e s  o f  a  d i e c a s t  company, one s i t u a t e d  

in  in n e r  Tokyo and  th e  o th e r  i n  th e  s u b u rb s . The Tokyo f a c t o r y ,  w here 

th e  w o rk ers  w ere o ld e r  men, was c h a r a c te r iz e d  by  po o r la b o u r  r e l a t i o n s ,  

c o n s id e ra b le  p o l i t i c a l  a c t i v i t y ,  and econom ic d e c l in e ;  th e  su rb u rb a n  p l a n t ,  

manned by  young c o u n try  b o y s , had a  d o c i le  t r a d e  u n io n , and was more m odern, 

so  t h a t  th e r e  w ere no f e a r s  o f  i t s  c lo s u r e ;  though  - th e  company a s  a  whole 

was n o t  grow ing v e ry  f a s t .  Cole a l s o  s p e n t  a  m onth i n  a  c a r  com ponents 

f a c t o r y  s i t u a t e d  t h r e e  h o u rs  away frcm  Tokyo b y  t r a i n .

C o le ’s book I s  v a lu a b le  n o t  o n ly  b e cau se  i t  i s  th e  f i r s t  o f  i t s  k in d ,

b u t  a l s o  b e cau se  he c o n c e n tra te d  upon shop f l o o r  w o rk e rs . l i k e  m anagers

in  o th e r  c o u n t r i e s ,  Ja p an e se  m anagers a r e  e a s i e r  f o r  r e s e a r c h e r s  t o  m ee t,

and  more a r t i c u l a t e  th a n  th e  men th e y  m anage; and  a s ,  i n  a d d i t io n

Ja p an e se  m anagers have som eth ing  c lo s e  t o  a  c o h e re n t  s o c i a l  p h ilo so p h y , 

t h e i r  v iew s and  s e l f - p e r c e p t io n s  have g r e a t l y  In f lu e n c e d  academ ic

* Cole h im s e lf  (1971* P ^2 ) comments on th e  la c k  o f  s tu d i e s  by
p a r t i c i p a n t  o b s e rv a t io n ,- a n d  goes on to  sa y  t h a t  a s  a  f o r e ig n e r  he 
was lo o k ed  on more t o l e r a n t l y  by  th e  members o f  th e  com panies he 
w orked i n  th a n  a Ja p an e se  p a r t i c i p a n t  o b s e rv e r  w ould have  b e e n . (p 4 4 ) .
I ,  to o ,  had  a  s t r o n g  im p re s s io n  o f  th e  v a lu e  o f  b e in g  a  c o m p le te , 
o u t s id e r  i n  th e  community I  s tu d ie d .
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d is c u s s io n  o f  f a c to r y  and  company o r g a n iz a t io n .  C o le 's  w orm 's eye 

view  comes a s  a  c o r r e c t i v e .  H is e x p e r ie n c e s  i n  th r e e  s e p a r a te  f a c t o r i e s  

show how v e ry  d i f f e r e n t  com m unities can  e x i s t  w i th in  Ja p a n e se  in d u s t r y ,  

even w i th in  th e  same company, and  w arns a g a in s t  to o  much g e n e r a l i z in g .

I  s h a l l  n o t  a t te m p t  t o  o u t l i n e  th e  r e s u l t s  o f  C o le 's  w ork h e r e ,  

f o r  I  s h a l l  m en tio n  o f te n  enough in  th e  c o u rse  o f  t h i s  t h e s i s  th o s e  o f 

h i s  o b s e rv a t io n s  t h a t  r e l a t e  t o  my own. !fhe n a tu r e  o f  th e  company he 

s tu d ie d  was r a t h e r  d i f f e r e n t  from  m ine , and i t s  p e rs o n n e l  p o l i c i e s  a p p e a r  

t o  have been  d i f f e r e n t ,  t o o ,  f o r  i t  w ould n o t  have been  e a s y  t o  i d e n t i f y ,  

i n  th e  company I  jo in e d ,  th e  s e p a r a te  c a te g o ry  o f h i s  b lu e  c o l l a r  w orkers 

t h a t  C ole makes th e  m ain  s u b je c t  o f  h i s  book. B ut t h e r e  w e re , o f  c o u rs e , 

some f e a t u r e s  common to  C o le 's  d i e c a s t  company and  Jdarum aru, a s  I  s h a l l  

c a l l  th e  c o r ru g a te d  b o a rd  p ro d u c e r  t h a t  i s  th e  s u b je c t  o f  t h i s  t h e s i s ,  

ih e  c o m p la is a n t u n io n  o f  h i s  su rb u rb a n  f a c to r y ,  f o r  exam ple, had many 

a f f i n i t i e s  w ith  th e  lyiarumaru u n io n ,

b .  lEhe u la n  o f  -the t h e s i s

I  s h a l l  b e g in  my own a c c o u n t o f  a  Jap an e se  company w ith  a  b r i e f  

s u rv e y , i n  th e  f i r s t  c h a p te r ,  o f  Ja p an e se  i n d u s t r i a l  o r g a n iz a t io n  and 

s o c i a l  r e l a t i o n s  i n  Ja p a n e se  in d u s t r y .  Ja p an e se  have a  s o c io l o g ic a l  

s e lf - a w a re n e s s  n o t  found  among p eo p le  i n  B r i t a i n  o r  A m erica , and  th e y  a r e  

fond  o f  em p h asiz in g  th e  p e c u l i a r i t y  o f  t h e i r  i n s t i t u t i o n s  ( c f  C o le , 1971* P l l )  • 

B ut w hat i s  th o u g h t t o  happen  b y , f o r  exam ple, m anagers whose v iew s a r e  

in f lu e n c e d  by  t h e i r  c o n c e p tio n s  o f  a n  i d e a l  s t a t e ,  i s  n o t  a lw ays q u i te  

th e  same a s  w hat a c t u a l l y  does h ap p en . Bor many y e a rs  m anagers have 

spoken  o f  t h e i r  com panies a s  i n d u s t r i a l  f a m i l i e s ,  and  w e s te rn  o b s e rv e rs  

l i k e  A bbeglen  (1958? P 99) and B a llo n  (19&9? P ^5)?  and  a l s o  Ja p an e se  

a n th r o p o lo g is ts  l i k e  Nakane (1970? P 19) and T o to k i (1966 , p  198 ) have 

been  in f lu e n c e d  b y  t h i s  m anagement id e o lo g y  to  compare com panies and 

f a m i l i e s .  Hhe com parison  c e r t a i n l y  h a s  some v a l i d i t y ,  b u t  th e r e  a r e
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a  g r e a t  many f e a t u r e s  o f  s o c i a l  l i f e  i n  com panies -which a r e  f a r  from  

f a m i ly - l i k e .

C o le 's  work co n firm ed  t h a t  i n  Jap an e se  in d u s t r y ,  j u s t  a s  i n  th e  

w e s t ,  th e r e  w ere d i f f e r e n t  ty p e s  o f  s o c i a l  r e l a t i o n s  i n  d i f f e r e n t  f irm s  

and f a c t o r i e s . The "behaviour o f  company w orkers w i l l  depend on th e  

p a r t i c u l a r  i n d u s t r y  th e  company i s  i n ,  th e  t r a d i t i o n s  o f  t h a t  i n d u s t r y ,  

th e  d eg re e  o f  c o m p e ti t io n  w i th in  i t ,  i t s  r e l a t i o n s  w ith  o th e r  i n d u s t r i e s  

and  w ith  s o c ie ty  o u ts id e  in d u s t r y .  W ith in  any  in d u s t r y  t h e r e  w i l l  he a 

v a r i e t y  o f  com panies o f  d i f f e r e n t  s iz e s  and  g e o g ra p h ic a l  l o c a t io n s ,  a l l  

w ith  t h e i r  own h i s t o r i e s ,  p ro s p e c ts  and  p o l i c i e s .

A f t e r  h a v in g  d e s c r ib e d  th e  g e n e r a l  background  t o  my s tu d y , t h e r e f o r e ,  

I  s h a l l  go on t o  d is c u s s  th e  in d u s t r y  and th e  company I  worked i n .  I  

have a l r e a d y  rem arked  on th e  s o c i a l  i s o l a t i o n  o f  Ja p an e se  com panies; I  

s h a l l  be em p h asiz in g  how c o m p le te ly  th e  em ployees o f  Marumaru w ere 

in d ee d  c u t  o f f  from  o th e r  p a r t s  o f  s o c ie ty .  One o f  tn e  p r i n c i p a l  

them es o f  t h i s . t h e s i s  i s  t h a t  th e  em p lo y e e 's  i s o l a t i o n  i n  a  s m a ll  company 

community was a  m a jo r  d e te rm in a n t  o f  t h e i r  s o c i a l  r e l a t i o n s .

I  s h a l l  end t h i s  second  c h a p te r  w i th  a  d e s c r i p t i o n  o f  m y se lf  and  

my p la c e  i n  th e  company. I t  goes w ith o u t  s a y in g  t h a t  w hat a  man se e s  

depends on h i s  t r a i n i n g ,  and  h i s  e x p e r ie n c e ;  b u t  i t  depends a l s o  on 

h i s  v ie w p o in t .  I f  he i s  o b s e rv in g  a  community from  w i th in ,  he  i s  

l i k e l y  t o  be a s s ig n e d  to  one o r  o th e r  p a r t  o f  i t .  He can  o n ly  hope 

t h a t  th e  p o s i t i o n  he i s  a c c o rd e d  a llo w s  jhim to  c o l l e c t  in fo rm a tio n  

f r e e l y  and w i th o u t  to o  much b i a s .  An a n th r o p o lo g is t  who i s  a s s o c ia te d  

to o  c l o s e l y  w ith  th e  management o f  a  company, o r  w i th  th e  s e n io r  members 

o f  i t s  u n io n  may f in d  h im s e lf  a t  a  d isa d v a n ta g e  when he  t r i e s  t o  make 

f r i e n d s  among, s a y , lo w e r p a id  w o rk e rs . The r e s e a r c h e r  h a s  a lw ays t o  

th in k  o f th e  n a tu r e  and  th e  a p p e a ra n ce  o f  h i s  r e l a t i o n s  w ith  each  o f  h i s  

in fo rm a n ts  in  o rd e r  t o  f in d  o u t  w hat he i s  l e a r n in g  and  w hat he may be 

f a i l i n g  t o  l e a r n .
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In  th e  t h i r d  c h a p te r ,  on 'The Community and th e  la b o u r  M a rk e t ',

I  s h a l l  r e c o u n t  some o f  th e  f e a t u r e s ,  b e s id e s  i t s  i s o l a t i o n ,  t h a t  made 

th e  company a  com m unity. I  s h a l l  n e x t  e x p la in  now p e o p le  jo in e d  t h i s  

company com m unity, and  how th e y  l e f t  i t .

In  d is c u s s in g  r e c r u i tm e n t  and  r e s ig n a t io n  from  M arumaru, I  s h a l l  

be in tr o d u c in g  a n o th e r  o f  th e  m ain  them es o f  t h i s  t h e s i s : t h a t  th e

b e h a v io u r  o f  ccanpany em ployees a t  Marumaru was in f lu e n c e d  by  w h e th e r  

o r  n o t  th e y  w ere i n  a  p o s i t i o n  t o  le a v e  th e  company a t  l i t t l e  c o s t  t o  

th e m s e lv e s , and t h i s  in  tu r n  depended on t h e i r  p o s i t i o n  in  th e  la b o u r  

m a rk e t. To b e g in  t h i s  I  s h a l l  be e x p la in in g  how em ployees w ere e i t h e r  

m o b ile , l i a b l e  t o  le a v e  in  la r g e  num bers, o r  im m obile , and  th e r e f o r e  

a t ta c h e d  a c t i v e l y  o r  p a s s iv e ly  t o  th e  f i rm .

I  w i l l  move on, i n  th e  f o u r th  c h a p te r ,  t o  exam ine th e  p r in c ip le s  

o f  o r g a n iz a t io n  a t  M arumaru. A com ple te  a n a ly s i s  o f  th e  o r g a n iz a t io n  

o f  Marumaru c o u ld  o n ly  be a tte m p te d  w ith  c o n fid e n c e  b y  a n  e x p e r ie n c e d  

m anager w i th  a  good knowledge o f  th e  p a r t i c u l a r  i n d u s t r y ,  c o r ru g a te d  

f ib r e b o a r d  p ro d u c t io n , i n  w hich Marumaru was engaged . In  t h i s  c h a p te r ,  

t h e r e f o r e ,  I  s h a l l  r e s t r i c t  m y se lf  t o  th e  m ost g e n e r a l  o f  v iew s. I  w i l l  

be t r y i n g  t o  e x p la in  how s t a t u s  was f ix e d  and r e s p o n s i b i l i t y  d e le g a te d ;  

f o r  th e  o r g a n iz a t io n  o f  s t a t u s  was a second  m ajo r  d e te rm in a n t,  b e s id e s  

th e  la b o u r  m a rk e t, o f  s o c i a l  r e l a t i o n s  a t  M arumaru, w h ile  th e  la c k  o f 

d e le g a t io n  o f  r e s p o n s i b i l i t y  in f lu e n c e d  th e  way in  w hich  d i s p u te s  betw een 

th e  u n io n  and  management w ere h a n d le d .

Jh y  and  re w a rd s , th e  s u b je c t s  o f  th e  f i f t h  c h a p te r ,  w ere c lo s e ly  

r e l a t e d  t o  o f f i c i a l  s t a t u s  a t  Marumaru; my e x a m in a tio n  o f  th e  pay  system  

w i l l  be i n  some ways a  c o n t in u a t io n  o f  an  e n q u iry  b e g in  i n  th e  p re v io u s  

c h a p te r .  fh y  was a t  th e  same tim e  a  m a jo r  i s s u e  i n  r e l a t i o n s  betw een 

company and em ployee, and betw een  management and  u n io n , and I  s h a l l  be 

em p h asiz in g  th o s e  f e a tu r e s  o f  th e  pay system  w hich p a r t i c u l a r l y  a f f e c te d  

th e  a t t i t u d e s  o f  i n d iv id u a l  em ployees tow ards th e  company, and  w ere th e  

s u b je c t s  o f  u n io n  p o l ic y .



The s i x t h  c h a p te r  w i l l  d e a l  w ith  r e l a t i o n s  betw een  company and 

employee and  among em ployees th e m se lv e s . In  i t  I  hope t o  show how 

m o b ile  em ployees, th o s e  w ould c o u ld  e a s i l y  le a v e  th e  company, t r e a t e d  

th e  company and each  o th e r  r a t h e r  d i f f e r e n t l y  from  im m obile em ployees, 

whose v a lu e  on th e  la b o u r  m ark e t w as.low  enough t o  d e t e r  them from  

th o u g h ts  o f  le a v in g  M arumaru. We s h a l l  se e  how th e  m o b ile  em ployees, 

m ost o f  them young p eo p le  w ith o u t  u n i v e r s i t y  t r a i n i n g ,  w ere a b le  to  

th in k  o f  th em se lv e s  a s  b e in g  m e re ly  u n d e r  c o n t r a c t  t o  th e  company, 

ex chang ing  t h e i r  la b o u r  f o r  i t s  w ages. Tne im m obile em p loyees, on 

th e  o th e r  h an d , t i e d  i f  n o t  com m itted  to  th e  company, w ere n e c e s s a r i l y  

much more d e e p ly  in v o lv e d  w ith  i t .  Some o f  tn e  im m obile em ployees, 

d e s p i t e  t h e i r  lo n g  s e r v ic e  and  g en u in e  l o y a l ty  t o  Marumaru w ere a t  tn e  

same tim e  aw are o f  w hat th e y  c o n s id e re d  t o  be i t s  e x p lo i t a t i o n  o r  m isuse  

o f t h e i r  s e r v i c e s .  A g a in , we s n a i l  se e  how th e  m o b ile  em ployees w ere 

i n  a  p o s i t i o n  t o  d e a l  f r a n k ly  w ith  each  o th e r ,  w h ile  th e  im m obile 

em ployees, who c o u ld  e x p e c t  t o  spend two o r  th r e e  decad es  i n  each  

o t h e r 's  company, had  t o  be c irc u m s p e c t and  even  d e v io u s  w ith  each  o tn e r .

In  th e  s e v e n th  c h a p te r  I  s h a l l  d e s c r ib e  th e  i n t e r n a l  o rg a n iz a t io n  

o f  th e  u n io n  a t  M arumaru. The u n io n , l i k e  m ost o th e r s  i n  J a p a n , had  

i t s  m em bership c o n fin e d  t o  a  s in g le  company, and a p p e a re d  to  be a  

t y p i c a l  e n t e r p r i s e  u n io n . I  w i l l  e x p la in  how u n d e r  th e  u n io n  r u le s  

u n io n  p o l ic y  was d e c id e d  by  th e  th r e e  m ost s e n io r  u n io n  o f f i c i a l s ;  

and now th e y ,  and  in d e e d  m o st o f  th e  u n io n  le a d e r s  below  them , were 

im m obile em p loyees, t i e d  t o  th e  company and v e ry  l o y a l  t o  i t ,  even 

though  many o f  th e  u n io n  members w ere m o b ile  em p loyees, more demanding 

o f  th e  company and l e s s  re a d y  t o  sy m p a th ise  w ith  th e  m anagem ent's  

p o in t  o f  v iew . I  s h a l l  th e n  t u r n  t o  c o n s id e r  how t h i s  u n io n  d e a l t  

w ith  th e  m anagem ent. I  s h a l l  show, i n  th e  c o u rse  o f  two c a se  s tu d i e s ,  

how m u tu a l sym pathy and  common i n t e r e s t  e x i s t e d  betw een  th e  u n io n  

l e a d e r s h ip  and th e  m id d le  m anagem ent, f o r  b o th  th e  u n io n  le a d e r s  and



th e  m id d le  m anagers w ere t r e a t e d  by  th e  company i n  tn e  same way, and 

u n io n  le a d e r s  w ere c lo s e  a s s o c i a te s  o f m idd le  m anagers in  th e  n o im a l 

c o u rse  o f  w ork . 1 nope t o  e x p la in  now th e  lo o se  a l l i a n c e  betw een  u n io n  

l e a d e r s h ip  and  m id d le  m anagement c o u ld  be used  b y  th e  u n io n  to  g a in  i t s  

e n d s .

F i n a l l y ,  i n  th e  c o n c lu s io n , I  s n a i l  rev iew  th e  m ain  them es o f th e  

t h e s i s : th e  e f f e c t s  on s o c i a l  r e l a t i o n s  a t  Marumaru o f  i t s  s o c i a l

i s o l a t i o n ,  i t s  i n t e r n a l  o r g a n iz a t io n  and o f  th e  la b o u r  m a rk e t.



CHARGER-.I. TEE ORGANIZATION OF JAPANESE INDUSTRY AND ITS SOCIAL
--------------  consequences

a .  Companies and. Unions

J a p a n e s e -- in d u s try  i s  u n d e r  th e  c o n t r o l  o f  j o i n t  s to c k  l im ite d  

l i a b i l i t y  com panies o f  s im i l a r  c o n s t i t u t i o n  to  th o se  o f  B r i t a i n  o r  th e  

U n ited  S t a t e s .  The com panies a r e  owned b y  s h a r e h o ld e r s ,  whose i n t e r e s t s  

a r e  l e g a l l y  r e p r e s e n te d  b y  a  b o a rd  o f d i r e c t o r s ;  and th e  com pan ies, l e g a l  

c o r p o r a t io n s ,  em ploy num bers o f  w o rk e rs , seme o f whom •'■manage th e  b u s in e s s .

I n  s p i t e  o f th e  fo rm a l s i m i l a r i t i e s ,  how ever, t h e r e  a r e  p r a c t i c a l  

d i f f e r e n c e s  betw een  th e  o r g a n iz a t io n  o f  Jap an ese  and t h a t  o f  w e s te rn ,  o r  

a t  l e a s t  B r i t i s h  o r  A m erican i n d u s t r y .  Com panies, f o r  exam ple, a r e  

ru n  l e s s  on e q u i ty  c a p i t a l ,  r a i s e d  in  s to c k  m a rk e ts ,  th a n  on bank  lo a n s ;  

a s  much a s  n in e ty  p e rc e n t  o f  th e  w ork ing  c a p i t a l  o f  com panies can  come 

frcm  b a n k s .

I t  fo llo w s  f r tm  t h i s  t h a t  th e  r e l a t i o n s h i p  be tw een  s h a re h o ld e r s  and 

com panies can  be r a t h e r  d i f f e r e n t  from  t h a t  i n  B r i t a i n .  S h a reh o ld in g s  

can  be sym bols o f  p a r tn e r s h ip  and common t r a d in g  i n t e r e s t  r a t h e r  th a n  

m easu res  o f o w n ersh ip  o r  u l t im a te  c o n t r o l .  S h a re h o ld e rs  a r e  f r e q u e n t ly  

banks and  a s s o c ia te d  com panies; th e  b a n k s 1 i n t e r e s t  b e in g  t o  len d  t o  th e  

com panies i n  w hich th e y  h o ld  a  few p e rc e n t  o f th e  e q u i ty ,  th e  a s s o c ia te d  

com panies b e in g  cu s to m ers  o r  s u p p l i e r s .  I  g iv e  below  d e t a i l s  o f th e  

m a jo r  s h a re h o ld e r s  i n  TDK E l e c t r o n i c s ,  a  m a n u fa c tu re r  and e x p o r te r  o f 

f e r r i t e  c o re s  used  i n  c o lo u r  t e l e v i s i o n  s e t s .

S h a re h o ld e r jo o f  E q u ity

M a ts u s h ita  E l e c t r i c a l  In d .
S a itam a Bank
I n d u s t r i a l  Bank o f  Jap an
M its u b is h i  T ru s t  Bank
(The Company P r e s id e n t
Chuo T ru s t  Bank
Tokyo M arine & F i r e  In su ra n c e
Nippon E l e c t r i c a l  Company
M its u i  T r u s t  Bank
Toy5 T ru s t  Bank

5 - 9 i
k .2
5 -2
5 .0
2 . 9 )
2  A -
2 .3
2 . 0  
1 .9
1 .7  (Diamond Company

M arch, 1972, p 797)
D ir e c to ry ,
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The two la r g e  e l e c t r i c a l  com panies i n  t h i s  l i s t  a r e  b o th  im p o r ta n t  

cu sto m ers  f o r  TDK p ro d u c ts ,  and S aitam a Bank, th e  f i n a n c i a l  i n s t i t u t i o n  

w ith  th e  l a r g e s t  s h a re h o ld in g , i s  g iv e n  a s  th e  b ig g e s t  l e n d e r  t o  th e  

company. I t  sh o u ld  be n o te d , how ever, t h a t  TDK s e l l s  i t s  goods to  o th e r  

e l e c t r i c a l  com pan ies, and borrow s from  o th e r  banks th a n  th o se  w ith  la r g e  

s h a re h o ld in g s .

I  s a id  i n  th e  I n t r o d u c t io n ,  t h a t  i n  Jap an  company d i r e c t o r s  were 

u s u a l ly  a p p o in te d  from  among th e  em ployees o f  a  company, and c o n tin u e d  

to  no Id  management p o s i t io n s  w h ile  s i t t i n g  on th e  b o a rd . The b a s i s  o f 

th e  d i s t i n c t i o n  betw een  m anager and  d i r e c t o r  i n  B r i t i s h  i n d u s t r y  i s  th e  

r e s p o n s i b i l i t y  o f th e  l a t t e r  f o r  s h a r e h o ld e r s ' i n t e r e s t s  i n  a  company.

The m a jo r  s h a re h o ld e r s  i n  Jap an e se  com panies, how ever, th e  b a n k s , a r e  

a b le  t o  in f lu e n c e  company p o l ic y  s im p ly  by  s u p p ly in g  o r  d en y in g  lo a n s ,  

and th e r e f o r e  do n o t  need  th e  p r o te c t io n  o f o u ts id e  d i r e c t o r s .

I t  w ould be h a rd  t o  sa y  w h e th e r  th e  ab sen ce  o f such  o u ts id e  

d i r e c t o r s  a d v e r s e ly  a f f e c t s  th e  e f f i c i e n c y  o f Ja p an e se  com panies.

I t  may b e , f o r  exam ple, t h a t  o u ts id e  d i r e c to r s  b r in g  t o  a  company new 

and p o s s ib ly  u s e f u l  form s o f  e x p e r ie n c e  n o t  t o  be a c q u ir e d  in  th e  

com pany 's s e r v i c e ,  and so  a r e  a b le  t o  p re v e n t  a  com pany 's becom ing to o  

a t ta c h e d  to  f a m i l i a r ,  b u t  p o s s ib ly  h a rm fu l p r a c t i c e s .  B ut th e  s o c i a l  

e f f e c t s  o f t h e i r  a b sen ce  i n  Jap an e se  com panies a r e  t h a t  th e  co m p an ies1 

c o n n e c tio n s  w ith  th e  o u ts id e  w o rld  a r e  more r e s t r i c t e d  th a n  in  th e  w e s t;  

and w hat c o n n e c tio n s  th e r e  a r e  te n d  t o  be n o t  p e r s o n a l  b u t  i n s t i t u t i o n a l .

U ndoub tab ly  th e  m ost im p o r ta n t  consequence o f f in a n c in g  by  • bank 

lo a n s  in s te a d  o f  s h a re  c a p i t a l  h a s  been  th e  d i v i s i o n  in  Ja p an e se  in d u s t r y  

betw een la r g e  and  s m a ll  e n t e r p r i s e s ; and t h i s  d i v i s i o n  h a s  had p ro found  

s o c i a l  im p l ic a t io n s .

U n t i l  r e c e n t l y  money was t i g h t  in  Ja p an , and th e  banks r e s t r i c t e d  

t t h e i r  lo a n s  to  b ig g e r  and  t h e r e f o r e  s a f e r  com panies. S ince  m ost e x p o r t  

com panies w ere l a r g e ,  th e  e s p e c i a l l y  f a v o u ra b le  te rm s o f c r e d i t  o f fe r e d

to  e x p o r te r s  a l s o  b e n e f i te d  b ig  com panies more th a n  o th e r s .  Sm all



com pan ies, on th e  o th e r  h a n d , w ere s ta r v e d  o f c a p i t a l .

T h e ir  a c c e s s  t o  hank  fu n d s , t o g e th e r  w ith  v a r io u s  fo im s o f 

governm ent a i d ,  gave l a r g e r  com panies a  commanding p o s i t i o n  i n  th e  

economy. T hroughout th e  1 950 ‘s and 1 9 ^ 0 's com panies grew i n  p r o p o r t io n  

t o  t h e i r  s i z e ,  th e  l a r g e s t  expand ing  f a s t e s t :

T able 1 .1

S c a le  o f c o . "Value added ; '000  m i l l i o n  yen jo in c r e a s e
(em ployees) 1955 19^1

if-9  109 215 9 l i
10-29  292 757 152
5 0 -9 9  5*A 1010 19k

IOO-299  5t l  1019 199
500-999  ififO 1283 192

1000 -  57 -̂ 2529 506

(from  B ro a d b rid g e , 1966 , p  59)

A t th e  same t im e , l a r g e  f irm s  w ere u s in g  r e l a t i v e l y  fe w e r  p eo p le
i

tn a n  s m a ll  f irm s  t o  p roduce  - th e  in c r e a s e  in  o u tp u t .*

T ab le  1 .2  ;

S c a le  o f c o . V alue ad d ed ; T000 m i l l i o n  yen jo in c r e a s e
(em ployees) 1955 1961

if-9  199 5^5 72/o
IO -29  2k  6 if39  78
30 -99  555 579 75

100-299 if 81  '7 5 9  58
500-999  6t o  10if2 61

1000 713 A 85 108

(from  B ro a d b rid g e , 1966 , p 62 )

*  B ieda (1970 , p 199- 2 0 l )  i n  th e  c o u rs e  o f a  c r i t i q u e  o f
B ro a d b rid g e 1s id e a s  on-econom ic d u a lism , w hich  a r e  p a ra p h ra se d  
h e r e ,  h a s  s u g g e s te d  t h a t  i t  i s  m is le a d in g  t o  e x p re s s  p r o d u c t iv i t y  
in  te rm s o f  v a lu e  added p e r  h e a d , because^ ,am ong  o th e r  r e a s o n s ,  
l a r g e  f irm s  w ith  a  f i rm  h o ld  on th e  m a rk e t, can  c h a rg e  h ig h e r  
p r ic e s  th a n  s m a ll  o n e s . I t  I s  n o t  e a s y , how ever, t o  p o s tu la te  
a l t e r n a t i v e  m easu res  o f p r o d u c t iv i t y .



Ja p an e se  i n d u s t r y  t h e r e f o r e  came', t o  he com prised  o f  two ty p e s  o f 

company: l a r g e ,  n ig n ly  p ro d u c tiv e  e n t e r p r i s e s ,  and s m a l le r ,  r e l a t i v e l y

u n p ro d u c tiv e  o n e s . The d i f f e r e n c e  in  p r o d u c t iv i t y  was r e f l e c t e d  in  a  

d i f f e r e n c e  o f  wage l e v e l s  i n  th e  two ty p e s  o f f i r m . Trie s m a l le r  th e  

f i lm ,  th e  lo w e r was th e  a v e ra g e  s a la r y .

liable 1.5

S c a le  o f  c o . A verage a n n u a l wage p e r  w o rk er '000  jo in c r e a s e
(em p lo y ees; 1955 1961 m i l l i o n  yen

k - 9 87 Aii- 66 jo
10-29  . 110 189 72
30-99 155 223 68

100-299 165 250 52
300-999 209 299 i+3 ’

1000 - 270 392 . ^5

(from  B ro a d b rid g e , 19 6 6 ,  p (A)

In  th e  l a s t  few  y e a rs  i t  h a s  become v e ry  much e a s i e r  f o r  s m a ll  

com panies t o  s o l i c i t  l o a n s , ,  so  t h a t  th e  d i f f e r e n c e s  i n  tn e  

p r o d u c t iv i t y  o f l a r g e  and  s m a ll  f irm s  may w e l l  l e s s e n .  M eanwnile 

th e r e  h a s  cane to  be a  l a b o u r  s h o r ta g e  In  Ja p a n , so  t n a t  s m a ll  

f irm s  nave nad t o  pay  wages n e a r e r  tn e  l e v e l  o f tn o s e  p a id  by la r g e  

o n e s . She t a b l e  above shows how even  i n  th e  l a t e  n i n e t e e n - f i f t i e s  

wages i n  s m a ll  f i rm s  w ere in c r e a s in g  f a s t e r  th a n  in  l a r g e .  N e v e r th e le s s  

' i n d u s t r i a l  dualism * p e r s i s t s  i n  Ja p an , and i t  rem ain s  ro u g n ly  t r u e  

t n a t  tn e  l a r g e r  a  f irm  th e  more e f f i c i e n t  i t  w i l l  b e , and tn e  b e t t e r  

tn e  c o n d it io n s  i t  can  o f f e r  i t s  em ployees.

G e n e ra l ly  s p e a k in g , s m a ll  f i lm s  s u rv iv e  a s  th e  s u b - c o n t r a c to r s  o f 

la r g e  o n e s . N e a r ly  e v e ry  m a jo r  I n d u s t r i a l  company i n  Jap an  h a s  a  

r e t in u e  o f  s u b - c o n t r a c to r s ,  engaged in  m aking com ponents f o r  th e  la r g e  

company, o r  m a rk e tin g  I t s  goods. M ost o f  th e s e  s u b - c o n t r a c to r s  w i l l  

em ploy p r o p o r t io n a te ly  l e s s  c a p i t a l  f o r  t h e i r  s i z e ,  be l e s s  p ro d u c t iv e ,  

and pay  lo w er wages th a n  th e  la r g e  one to  w hich th e y  a r e  c o n t r a c te d .

V ery commonly th e  s u b - c o n t r a c to r s  w i l l  nave s u b - c o n t r a c to r s  o f  t h e i r  own,
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even l e s s  ■well endowed, and even  l e s s  generous to  t h e ir  em ployees.

Indeed th ere  may he ch a in s o f f iv e  or s ix  com panies, each  dependent 

on the b ig g e r  one above fo r  m ost, i f  n o t a l l  o f  i t s  b u s in e s s . Some 

o f  tn e se  companies w i l l  be the s u b s id ia r ie s  o f tn e  companies th ey  supply; 

o th ers w i l l  be n om in a lly  independent.

The sm a lle r  companies a c t  as b u ffe r s  fo r  the la r g e r  o n es. When 

economic c o n d it io n s  are poor, the la r g e r  com panies, c a l le d  upon to  repay  

t h e ir  loan s to  the banks, can r e c a l l  any money th e y  th em selves nave 

advanced to  t h e ir  su b -c o n tr a c to r s . At the same tim e th e y  can c u t  back 

on orders to  the su b -c o n tr a c to r s , e le c t in g  to  do th em selves work th a t  had 

p r e v io u s ly  been farmed out to  sm a ller  com panies. Tne su b -c o n tr a c to r s , 

sh o r t o f  botn  funds and o rd ers, nave to  c u r t a i l  any loan s o r .o r d e r s  g iven  

t o  t u e ir  own s u b -c o n tr a c to r s . Tne brunt o f  any r e c e s s io n  i s  borne, th e r e fo r e ,  

by the sm a ller  com panies. ( c f  A lle n , 1965, PP 2 1 9 -2 2 0 ); Broadbridge,

19b6, pp 7 2 -8 5 ) .

Tne p r o te c t iv e  la y e r s  o f  sm a ll companies are o f p a r t ic u la r  s ig n if ic a n c e  

in  th a t  th e y  a llo w  la rg e  companies to  r e ta in  em ployees even  when tn ere  i s  

l i t t l e  work f o r  them to  do . Tne sm a ll companies th e r e fo r e  make p o s s ib le  

tn e  p o l ic y ,  favoured  by la rg e  com panies, o f  ta k in g  on r e c r u it s  s t r a ig h t  

from sc h o o ls  and u n i v e r s i t i e s ,  and keep ing tnem u n t i l  r e tir e m e n t. I  

s h a l l  be c o n s id er in g  t n i s  p o l ic y ,  which n a tu r a lly .n a s  a g r e a t  in flu e n c e  

on the lab ou r m arket, in  fu r th e r  d e t a i l  in  the n e x t s e c t io n .  But the  

p r ic e  o f  th e  s e c u r i t y  o f  the ' l i f e  employment' o ffe r e d  by la rg e  em ployers 

i s  the in s e c u r i ty  o f  th ose  working fo r  sm a ll f ir m s.

A second s e r v ic e  performed by sm a ll companies f o r  th e  la rg e  ones i s  

th a t  o f  ta k in g  on r e t ir e d  em ployees tram tnem. 3hy in  Japanese companies 

f r e q u e n tly  corresponds w itn  a g e , o ld e r  em ployees b e in g  paid  more than young 

ones f o r  doing  the same job . I t  i s  to  some d isadvantage to  a company to  

have an o ld e r  labour fo r c e , and la r g e r  companies req u ire  t n e ir  em ployees



to  r e t i r e  a t  55* S in ce  tn e  government p en sion , which i s  in  any case  

m eagre, i s  o n ly  payable a t  65 , and s in c e  few companies o f f e r  p e n s io n s , 

r e t ir e d  em ployees have to  f in d  new work. Most la r g e  companies have 

arrangem ents by which t h e ir  superannuated em ployees pass in to  

s u b s id ia r ie s  or s u b -c o n t ia c to r s . There th ey  work fo r  a few  more years  

a t  th e  r a th er  reduced r a te s  o f pay o f  t h e ir  new em ployer.

In b r i e f ,  th e r e fo r e , Japanese in d u stry  c o n s is t s  o f  la r g e  com panies, 

some o f  in te r n a t io n a l  rep u te , owned by banks and o tn er  la r g e  com panies, 

each o f  whicn has a s e t  o f  sm a ller  and s t i l l  sm a ller  companies as i t s  

s a t e l l i t e s .

This form o f  o r g a n iz a t io n  would be harder to  m a in ta in , and indeed  

m ight n ever  nave a r is e n , but fo r  the p e c u lia r  nature o f  Japanese labour  

u n io n s . The m ost u su a l type o f union In the w est i s  the trad e un ion , 

which e x i s t s  to  a c h iev e  comparable treatm ent fo r  workers in  comparable 

jobs in  d i f f e r e n t  com panies. The trad e unions would c e r t a in ly  be 

in im ic a l  to  tn e  Japanese h ie r a c h ie s  o f su b -c o n tr a c to r s , in  which men 

o f  s im ila r  q u a l i f ic a t io n s  and fu n c tio n s  r e c e iv e  pay rou gn ly  accord in g  

to  the s iz e  o f  t h e ir  company. In f a c t ,  a s I  m entioned in  the in tr o d u c tio n , 

th e  g r e a t  m a jo r ity  o f  Japanese un ions are e n te r p r is e  u n io n s , com binations  

o f  workers o f  v ar iou s fu n c tio n s  o r  typ es wno work In  a s in g le  company.*
I

H is t o r ic a l ly ,  e n te r p r is e  unions d ate  back to  th e  e a r ly  years a f t e r  the  

Second World War, when th e  A l l ie d  O ccupation a u t h o r it ie s  encouraged the  

form ation  o f  w orkers' a s s o c ia t io n s .  W ithin the space o f  a few years unions  

p r o l if e r a te d  and union membersnip grew w ith  c o n sid era b le  r a p id ity .  The 

e n te r p r is e  or p la n t ,  ra th er  tnan s k i l l  or trad e was made th e  b a s is  f o r  

o r g a n iz a t io n  sim p ly  because i t  was e a s ie r  to  ga th er  to g e th e r  a l l  tne workers 

in  a p la n t  or company than a l l  th o se  o f  th e  same trad e working in  a 

p a r t ic u la r  a r e a .* *

* A ccounts o f  e n te r p r is e  unions can be found in  Cook, 1966, p28f f ;  
l e v in e ,  1958, p 1 0 2 ff;  Sakurabayashi, 1969, P 228 f f .

**  Chang, 1969, P 210 su g g e s ts  th a t  the communist World F ed era tio n  o f  Trade 
_ Unions encouraged the form ation  o f  e n te r p r ise  un ions because th e y , more than  

trad e u n io n s , would lea d  to  th e  c r e a t io n  o f  management-worker com m ittees  
and e v e n tu a l worker c o n tr o l .
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F o r  th e  members o f an  e n t e r p r i s e  u n io n , th e  t r a d e  u n io n  g o a l  o f 

' e q u a l  pay  f o r  e q u a l  ■work1 i s  n o t  a  p r a c t i c a l  one; f o r  •w ith in  th e  

same u n io n  th e r e  w i l l  he w o rk ers  d o in g  d i f f e r e n t  jo b s .  I n s te a d  th e  

aim  o f  th e  e n t e r p r i s e  u n io n  i s  t o  k eep  th e  a v e ra g e  wage l e v e l s  o f  i t s  

members com parab le  w ith  th o s e  p a id  t o  th e  members o f  s i m i l a r  e n te r p r i s e  

u n io n s . She r e l a t i v e l y  lo o s e  a l l i a n c e s  t h a t  have been  form ed by  e n te r p r i s e  

u n io n s  nave been  d i r e c te d  tow ards t h i s  end . Unions i n  r i v a l  com panies have 

jo in e d  t o g e th e r  i n  f e d e r a t i o n s  and th e s e  f e d e r a t io n s  have i n  tu r n  become 

members o f  u n io n  c e n t r e s  o r  c o n g re s s e s . R e c e n tly  i t  h as  become th e  

p r a c t i c e  f o r  th e  u n io n  c o n g re ss  t o  c o -o r d in a te  a n n u a l  wage 'o f f e n s i v e s 1, 

i n  w h ich , f o r  exam ple, th e  u n io n s  o f  p r iv a t e  r a i lw a y  com panies w i l l  a c t  

to g e th e r  t o  a c h ie v e  a  c e r t a i n  wage demand.

By c o n t r a s t  t o  th e  c o -o p e r a t io n  betw een  u n io n s  i n  s i m i l a r  b u t  r i v a l  

com panies, th e r e  i s  r a r e l y  an y  c o n n e c tio n  betw een u n io n s  i n  m ain and 

s u b - c o n t r a c t in g  com panies w i th in  th e  same g roup  o f  co m p an ies ,*  f o r  such  

com panies, how ever c lo s e  t h e i r  com m ercial a s s o c i a t i o n ,  a r e  d i s s i m i l a r  in  

s iz e  and p u rsu e  d i f f e r e n t  k in d s  o f  b u s in e s s .  She u n io n  o f  th e  p r i n c i p a l  

f irm  w i l l  b e lo n g  t o  one u n io n  f e d e r a t i o n ,  th e  u n io n  o f  th e  s u b s id ia r y  to  

a n o th e r ,  o r ,  more u s u a l ly ,  to  none a t  a l l .  She o r g a n iz a t io n  o f  th e  

Ja p an e se  u n io n  movement, and th e  d i s p o s i t i o n  o f  th e  c o n s t i t u e n t  e n te r p r i s e  

u n io n s , each  c h a r a c t e r i s t i c a l l y  je a lo u s  o f  i t s  autonom y, have n o t  been  

i n c o n s i s t e n t  w ith  i n d u s t r i a l  d u a lism  o r  th e  h i e r a c h i c a i  r e l a t i o n s  betw een 

l a r g e  and s m a ll  co m p an ies .

She f a c t  t h a t  th e  Ja p an e se  la b o u r  movement h as  been  u n a b le  t o  p re v e n t  

many u n io n i s t s  w ork ing  i n  e x tre m e ly  poo r c o n d it io n s  w i th o u t  a d e q u a te  wages 

o r  s e c u r i t y  i s  t o  th e  d i s c r e d i t  o f  th e  e n t e r p r i s e  u n io n  sy s tem ,

* One m a jo r  e x c e p tio n  i s  th e  Car W orkers F e d e ra t io n  ( J id o s h a r o r e n ) ,
. an  a l l i a n c e  o f  th e  e n t e r p r i s e  u n io n s  o f  th e  N issan .M o to r  Company 

and i t s  s u p p l i e r s  and s u b - c o n t i a c to r s . (Cook, 1966, p 75)
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Perhaps an even more im portant d e f e c t ,  from the p o in t  o f  v iew  o f  the  

g e n e r a l p u b lic , i s  th a t  the in t e r e s t s  o f e n te r p r ise  un ions are so  c lo se ly -  

r e la te d  to  th o se  o f  the firm s to  which th ey  are a tta ch ed  th a t  th e y  are  

unable or r e lu c ta n t  to  p revent th o se  f ilm s  from undertak ing a c t i v i t i e s  

which d e tr a c t  from the p u b lic  good. Where Japanese firm s have caused  

p o llu t io n  o f  the environm ent, by, f o r  exam ple, a llo w in g  poisonous e f f lu e n t s  

frcm f a c t o r ie s  to  be d isch arged  in to  r iv e r s ,  t h e ir  e n te r p r is e  unions have  

taken l i t t l e  or no p a rt in  the e f f o r t s  to  make the companies d isco n tin u e  

t h e ir  p r a c t ic e s .*

On the o th er  hand, th ere  are c e r ta in  obvious advantages both to  

s o c ie t y  a t  la r g e  and to  in d u str y  in  having unions organ ized  accord in g  to  

em ployers r a th er  than by t r a d e s . S in ce  company and union  are dependent 

on each o th e r , both  w i l l  be d isp o sed  to  co -o p era te  w ith  each o th er  and 

provide fo r  each o th e r 's  s u c c e s s . E n terp r ise  unions are fa r  more 

r e c e p t iv e  than trad e unions to  p r o d u c t iv ity  schem es, n o t o n ly  because  

such schem es, in  making th e  company more co m p etitiv e  b e n e f i t  the e n te r p r ise  

u n ion , bu t a l s o  because th ere  are no problem s, in  an e n te r p r is e  u n ion , over  

trad e dem arcation . The i n t e r e s t  o f  e n te r p r is e  unions in  in c r e a s in g  

e f f i c i e n c y  i s ,  however, q u a l i f ie d  by a veny stron g  concern th a t  in crea sed  

e f f i c i e n c y  does n o t lea d  to  the company’s d ism is s in g  w orkers. E n terp r ise  

unions have g e n e r a lly  been f i e r c e l y  opposed to  d is m is s a ls ;  f o r  an 

e n te r p r is e  u n ion , u n lik e  a trad e u n ion , i s  unable to  o f f e r  i t s  members 

p r o te c t io n  once th ey  le a v e  the firm . F in a l ly ,  s in c e  n e ith e r  th e  company 

nor the union can a ffo r d  to  prolong or exacerb ate  any d isp u te  th a t  does  

a r i s e ,  d isp u te s  tend to  be s e t t le d  q u ic k ly  and w ith  l i t t l e  in con ven ien ce  

to  e i t h e r  o f  the p a r t ie s  or to  the cou n try .

*  For a com parison o f  the a t t i tu d e s  taken by trad e and e n te r p r is e  
unions towards p o l lu t io n  problems se e  S h ir a i,  1971, PP 8 -1 0 .
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I t  i s  p e rh ap s  w o rth  rem ark in g  h e re  t h a t  even  though  Jap an ese  

e n t e r p r i s e  u n io n s  a r e  d i f f e r e n t  from th e  e s ta b l i s h e d  t r a d e  u n io n s  f a m i l i a r  

i n  th e  w e s t ,  th e y  have c e r t a i n  s i m i l a r i t i e s  t o  th e  J o i n t  Shop S te w a rd s ' 

Com m ittees (JS S C 's )  t h a t  have sprnhgpup in  B r i t i s h  i n d u s t r y  i n  r e c e n t  y e a r s .  

H iese com m ittees c o n s i s t  o f  shop  s te w ard s  o f th e  v a r io u s  u n io n s  whose members 

work i n  a  p l a n t  o r  company, t h e i r  pu rpose  b e in g  to  r e p r e s e n t  a l l  w o rk e rs , 

r e g a r d le s s  o f  t r a d e ,  i n  n e g o t i a t io n s  w ith  m anagem ent. J u s t  a s  e n te r p r i s e  

u n io n s  invoke  com parisons betw een com parable com panies i n  j u s t i f y i n g  t h e i r  

a c t i v i t i e s ,  JS S C 's invoke com parisons betw een s im i l a r  p l a n t s ,  (Goodman 

& W hittingham , 19b6 , p 1 2 9 )> l i k e  e n t e r p r i s e  u n io n s , JS S C 's  do n o t  keep  

i n  c lo s e  c o n ta c t  w i th  th e  w o rk ers  o f p la n ts  su p p ly in g  t h e i r  own, ( i b i d ,  p 125 ) .  

A g a in , shop  s te w a rd s , l i k e  Ja p an e se  u n io n  l e a d e r s ,  a r e  o r d in a r y  em ployees who 

a r e  l i k e l y  t o  a s p i r e  to  p rom o tion  in  th e  f irm  a f t e r  t h e i r  p e r io d  o f  

in v o lv em en t i n  la b o u r  m anagement p ro b le m s.

N a tu r a l ly ,  th e r e  a r e  many d i f f e r e n c e s  betw een  th e  in fo rm a l  o r  s e m i- f o m a l  

J o in t  Shop S te w a rd s ' C om m ittees, u n e a s i ly  r e l a t e d  t o  tn e  t r a d e  u n io n 's , and 

th e  fo rm a l, autonom ous e n t e r p r i s e  u n io n s  o f  Ja p an . But w e s te rn  i n d u s t r i a l  

s o c io lo g ism s  - and  Ja p an e se  to o  -  have ten d ed  to  em pnasise  w hat th e y  nave 

c o n s id e re d  th e  p e c u l i a r  J a p a n e se n e ss  o f Jap an ese  i n d u s t r i a l  p r a c t i c e s ,  ana  

i n  p a r t i c u l a r  ' l i f e  em ploym ent' and ‘s e n i o r i t y  by  a g e ' ,  w nicn I  s h a l l  be 

d e s c r ib in g  m  th e  n e x t  s e c t i o n .  I  * made th e  com parison  betw een  th e  

e n t e r p r i s e  u n io n s  and JSSC 's m e re ly  t o  show t h a t  a n a lo g ie s ,  even  i f  

in e x a c t  o n es , may e x i s t  i n  th e  w e s t  f o r  w hat a p p e a r  to  be u n iq u e ly  

Jap an e se  f o m s  and cu s to m s.



b. Employment practices and the labour market

As I  have in d ic a te d  a l r e a d y ,  l a r g e  Ja p an e se  com panies p r e f e r  t o  

ta k e  in  r e c r u i t s  s t r a i g h t  from  s c h o o l o r  u n i v e r s i t y ;  and  once in  a  

company, em ployees te n d  n o t  t o  le a v e  i t  f o r  a n o th e r .  There i s ,  t h e r e f o r e ,  

a  ' l i f e  em ploym ent' system  in  Ja p a n , o r  a t  l e a s t  som eth ing  a p p ro x im a tin g  to  

i t .  A second  d i s t i n c t i v e  p r a c t i c e ,  r e l a t e d  t o  l i f e  em ploym ent, i s  t h a t  

o f p ay in g  and  p rom oting  em ployees a c c o rd in g  t o  a g e . I t  i s  h a rd  t o  f in d  

a  s im p le  t r a n s l a t i o n  f o r  th e  Jap an e se  name f o r  t h i s  p r a c t i c e  (nenko j o r e t s u ,  

b u t  I  s h a l l  c a l l  i t  th e  'p a y  by  a g e ' o r  s e n i o r i t y  by  a g e ' sy stem .

Two c o n t r o v e r s ie s  have a r i s e n  o v e r  ' l i f e  em p loym en t'. One c o n cern s  

th e  e d te n t  to  w hich  Ja p an e se  f irm s  a c t u a l l y  do r e t a i n  em ployees frcm  sc h o o l 

u n t i l  r e t i r e m e n t .  The o th e r  c o n tro v e rs y  i s  why ' l i f e  em ploym ent' sh o u ld  

e x i s t ,  and w h e th e r  o r  n o t  th e  p r a c t ic e  i s  an  a t a v i s t i c  e x p re s s io n  o f  th e  

v a lu e s  o f th e  Ja p an e se  f e u d a l  p e r io d .

A bbeg len , (1 9 5 8 ), p e rh ap s  th e  f i r s t  w e s te rn e r  t o  c o n s id e r  ' l i f e  

em p loym en t', made i t  c l e a r  t h a t  he was c o n s id e r in g  o n ly  th e  employment 

p r a c t i c e s  i n  l a r g e  f i r m s ,  th o u g h  he su g g e s te d  (p  76 ) t h a t  s o c i a l  

r e l a t i o n s ,  a t t i t u d e s ,  and  e x p e c ta t io n s  w ere s im i l a r  in  l a r g e  and sm a ll 

f i r m s .  C e r ta in  more r e c e n t  w o rk s , b o th  by w e s te r n e r s ,  (B a llo n , 1969?

PP 6 9 - 76 ) and Ja p an e se  (M atsushim a, 1967? Nakane, 1970? PP 1 ^ -2 2 ;

T o to k i, 1966 , pp 198- 9 ) have r e f e r r e d  to  ' l i f e  em ploym ent' w ith o u t  

a lw ays sa y in g  w h e th e r  i t  was a s  w e l l  e s ta b l i s h e d  in  s m a ll  f irm s  a s  l a r g e .

*  Nehk5 .i~5hetsu l i t e r a l l y  'means 'a g e - m e r i t  r a n k in g ',  and  one cou ld  
t r a n s l a t e  i t  a s  's e n i o r i t y  by  e x p e r ie n c e '.  A cco rd in g  t o  T a i r a ,

' ( l 970 , pp 157~ l8*0 . th e  te rm  d id  in d ee d  have su ch  a m eaning when 
i t  f i r s t  e n te r e d  th e  v o c a b u la ry  o f i n d u s t r y  betw een  th e  w a rs .
He a s s e r t s  t h a t  th e  . 'c o n c e p t  o f nenko j o r e t s u  i s  a n t i t h e t i c a l  to  
th e  p o s tw a r n o t io n  o f  ' l i f e t i m e  com m itm ent', w hich im p lie s  t h a t  a  
w o rk e r s ta y s  i n  th e  em ploy o f  a  f irm  r e g a r d le s s  o f  h i s  m e r i t s  and 
ac h ie v e m e n ts  (ko o f  n e n k o ) . D e s p ite  i t s  h i s t o r y  and  etym ology , 
how ever, th e  te im  seems to d a y  to  be used  e n t i r e l y  i n  th e  sen se  o f 
'p a y  - b y  a g e ’ and  to  have no im p l ic a t io n s  o f  m e r i t  o r  d e s e r t .
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The im portance of. d is t in g u is h in g  "between la rg e  and sm a ll firm s in  

the m atter  w i l l  be apparent from what I  sa id  in  the l a s t  s e c t io n .  Sm all 

firm s are (o r  have been) in s e c u r e ly  dependent on la r g e  on es. la rg e  

companies have been a b le  to  w eather r e c e s s io n s  by reducing t h e ir  orders 

t o  t h e ir  sm a ller  s u b -c o n tr a c to r s . By t h is  means la r g e r  companies have 

been a b le  t o .r e t a in  t h e ir  w orkers, a n d .so  comply w ith  th e  id e a l  o f l i f e  

employment, even during r e c e s s io n s  which have fo rced  sm a ller  companies to  

d ism iss  t h e ir  em p loyees. The labour turnover in  sm a ll firm s i s  ra th er  

h ig h e r  than th a t  in  la rg e  f i im s ,  anqL indeed  i s  a cause o f th e  low er r a te  

in  la rg e  f ir m s :

Table l . k

S ep aration  r a te s  in  m anufacturing in d u stry : ($ )

>ize o f  f irm X963 196k 1965 1966 1967

500+ w o rk ers ' 2 1 .3 $ 23 . bio 2 1 . 6$ 19 .3 $ 2 1 . 1$

100 -M-99 ” "3 1 .6 3 3 .3 3 0 .2 2 8 .0 3 0 .3

30-99  ■ : 53-9 3 7 .2 3 3 -9 3 2 ,6 3 5 .6

5 -2 9  " 32.5" 3 1 .3 3 1 .7 3 0 .3 3 0 .0

(from  th e  1968 la b o u r  W hite I h p e r ,  q u o ted  in  M annari & M arsh,
1970 , p 74 )

Even i f  we a c c e p t  t h a t  when he sp eak s o f l i f e  em ploym ent he means

n o th in g  more th a n  ' l i f e  employment i n  la r g e  f i r m s ' ,  A b b e g le n 's

a s s e r t i o n s  a r e  a  l i t t l e  e x tr a v a g a n t :

'A t w h a te v e r  l e v e l  o f o r g a n iz a t io n  in  th e  Ja p an e se  f a c t o r y ,  th e  w o rk er 
commits h im s e lf  on e n tr a n c e  t o  th e  company f o r  th e  re m a in d e r  o f h i s  

"w orking c a r e e r .  ■ Ih e  company w i l l  n o t  d is c h a rg e  him  even  te m p o r a r i ly  
e x c e p t  i n  th e  m ost ex trem e c ir c u m s ta n c e s . He w i l l  n o t  q u i t  th e  
company f o r  i n d u s t r i a l  employment e ls e w h e re 1. (l93$> P rl l )

Abbe g le n  goes on to  rem ark  t h a t  though  men do le a v e  com pan ies, and

com panies o c c a s io n a l ly  d ism iss  t h e i r  w o rk e rs , ' t h e  r u le  o f a  l i f e t i m e

commitment i s  t r u l y  p roved  by  i t s  r a r e  e x c e p t io n s ' .
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In  f a c t ,  though  s e p a r a t io n  r a t e s  i n  la r g e  Jap an e se  ccm panies a r e  

c e r t a i n l y  lo w er th a n  th o s e  i n ,  s a y , A m erican com panies o f  th e  same s i z e ,  

th ey , can  n o t  he c o n s id e re d  n e g l i g ib l e ;  and to o  many p eo p le  le a v e  

Jap an ese  com panies f o r  le a v in g  to  he m e re ly  th e  e x c e p t io n a l  h e h a v io u r  

t h a t  p ro v es  r u l e s ,  ( c f  Tom inaga, 1962 , pp 2 7 -33 ) .  i s  no 't e a sy  to

compare f ig u r e s  from  d i f f e r e n t  c o u n tr ie s  f a i r l y ,  h u t  M arsh and  M annari 

( 1971? P 2 ) g iv e  th e  fo llo w in g  t a b l e  f o r  s e p a r a t io n  r a t e s  f o r  em ployees 

i n  m a n u fa c tu r in g  in d u s t r y  in  Jap an  and th e  U n ited  S t a te s :

T ab le  1 .5
!

S e p a ra t io n  r a t e s

1939 i 960 1961 1962 1963 196^ 1963 1966 1967 1968

Jap an 2 . 0$ 2.156 2 . 3$ • iv i#■ 2 . 3 / 0 2 . 6/ 2 . 3/ 2 . 2 / 0 2 . h f i 2 .3  i

U .S.A . k . l k . 3  , k . Q k . i 3 -9  • .3 .9 i f . l If. 6 k . 6 k . 6

A l l  form s o f  s e p a r a t io n ,  in c lu d in g  r e t i r e m e n t  and t r a n s f e r s  w i th in  a 

company from  one p la c e  to  a n o th e r ,  a r e  r e f e r r e d  to  i n  th e  f i g u r e s .

The Ja p an e se  d a ta  a r e  ta k e n  o n ly  from  f i lm s  w ith  more th a n  t h i r t y  

em ployees, th e  A m erican d a ta  from a l l  s iz e s  o f  f i im .

Given th e  d i f f i c u l t y  o f d e f in in g  e x tr e m ity ,  i t  i s  h a rd  t o  d isp ro v e  

A b b e g le n 's  c la im  t h a t  f irm s  do n o t  d ism iss  w orkers e x c e p t  i n  ex trem e 

c irc u m s ta n c e s . n e v e r th e l e s s ,  i t  may he w ondered how much more r e l u c t a n t  

Ja p an e se  m anagem ents a r e  th a n  w e s te rn  ones t o  d e c la r e  w o rk e rs  re d u n d a n t.

In  1971* 'w hile  I  was in  J a p a n , M its u i  T o a tsu , a  v e ry  la r g e  m a n u fa c tu re r  

o f  c h e m ic a l f e r t i l i z e r s ,  d e c id e d  t h a t  th e  b e s t  way t o  overcom e a  c o n s id e ra b le  

lo s s  w hich came a f t e r  th r e e  y e a rs  o f d e c l in in g  p r o f i t a b i l i t y  ■ b u t  r a p id  

enough -g row th , was t o  red u ce  i t s  w ork fo rc e  by f i f t e e n  p e r c e n t .  Some o f  

th e  men who w ere d is m is s e d , how ever, w ere ta k e n  in  b y  o th e r  members o f  

th e  M its u i  g ro u p  o f  com pan ies. (Diamond Company D ir e c to ry ,  M arch, 1972 

p 308 ) .  A g a in , a t  M arumaru, th e  company I  s tu d ie d ,  i t  was e x p e c te d  t h a t

a  num ber o f  men a t  one o f  th e  new f a c t o r i e s  would have t o  be d is m is s e d , 

s in c e  th e  f a c t o r y  was f in d in g  i t  im p o ss ib le  to  g e t  o r d e r s .  The d i s m is s a ls  

to o k  p la c e  a f t e r  I  l e f t  Ja p a n .
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In  f a i r n e s s  t o  A bbeg len  i t  sh o u ld  he s a id  t h a t  he  re c o g n iz e d  t h a t

th e  d i f f e r e n c e  betw een  Ja p an e se  and  w e s te rn  employm ent p r a c t i c e s  was

one o f  d e g re e  (1958 , p l l ) ; b u t  he  c e r t a i n l y  o v e re s t im a te d  i t .

The second  i s s u e  on w hich  A bbeg len  h a s  r e c e iv e d  c o n s id e r a b le  c r i t i c i s m

i s  t h a t  o f th e  o r ig i n  o f l i f e  employment and th e  re a s o n s  f o r  i t s  p e r s i s t e n c e .

A bbeglen  supposed  t h a t  l i f e  employment was a  t r a d i t i o n a l  p r a c t i c e  i n h e r i t e d

from  p re -w a r  days i f  n o t  from  a  s t i l l  e a r l i e r ,  p r e - i n d u s t r i a l  p e r io d ,

(A bbeg len , 1958, PP l J O - l ) .  Ihe  f a c t  t h a t  even now em p loyers and

em ployees c o n tin u e d  to  e n jo y  a  perm anent r e l a t i o n s h i p  was due to  a  s tro n g

m o ra l l o y a l t y  w nich  p e r s i s t e d  i n  s p i t e  o f  p r a c t i c a l  c o n s id e r a t i o n s :

Ih e  w o rk e r, w h e th e r  la b o u r e r  o r  m anager, may n o t  a t  h i s  conven ience  
le a v e  th e  company f o r  a n o th e r  p o s i t i o n .  He i s  bound, d e s p i t e  
p o t e n t i a l  econom ic a d v a n ta g e , t o  rem ain  i n  th e  com pany 's em ploy.
Ih e  company, f o r  i t s  p a r t ,  m u st n o t  d ism is s  tn e  w o rk e r t o  s e rv e  i t s  
own f i n a n c i a l  e n d s . L o y a lty  t o  th e  g ro u p  and an  in te r c h a n g e  o f 
r e s p o n s i b i l i t i e s  - a  system  o f  sh a re d  o b l ig a t io n  - ta k e  tn e  p la c e  
o f  th e  econom ic b a s i s  o f  em ployment o f  w o rk er by  th e  f i r m . ( ib i d ,p l7 ) »

A b b e g le n 's  t h e s i s  t h a t  l i f e  em ploym ent, o r  even  low la b o u r  m o b i l i ty ,

was a  le g a c y  from  fo rm er tim es  was u n d o u b ta b ly  w rong. Tomingga ( l9 b 2 ,

P 3 ^ -5 )  showed t h a t  la b o u r  m o b i l i ty  i n  la r g e  f irm s  was s i g n i f i c a n t l y

h ig h e r  b e fo r e  th e  Second World War th a n  a f t e r  i t ,  so  t h a t  l i f e  em ployment

a p p e a re d  m ore an  in n o v a t io n  th a n  an  in h e r i t a n c e .  Hazama (1 963 , pp 1 0 J -6 )*

n e x t  e x p la in e d  how th e  employm ent p r a c t i c e s  a s s o c i a te d  w i th  l i f e  employment

had  o r ig in a te d  in  th e  e a r l y  d e cad es  o f  t h i s . c e n tu r y .  . E m ployers, a n x io u s

t o  red u ce  th e  v e ry  h ig h  la b o u r  m o b i l i ty  encou raged  by  a  s h o r ta g e  o f

s k i l l e d  w o rk e rs , began  to  r e c r u i t  boys and  g i r l s  s t r a i g h t  frcm  s c h o o ls  i n

r u r a l  a r e a s . Hew. f  orms o f  a llo w a n c e s  w ere in tro d u c e d  i n t o  pay  system s

t o  en cou rage  w o rk ers  to  s t a y ;  and  e v e n tu a l ly ,  i n  th e  p e r io d  betw een  th e

w a rs , pay and p rom o tion  b y  age became c u s to m ary . A t th e  same tim e  m anagers

began  t o  p u t  c o n sc io u s  em phasis on harm ony in  i n d u s t r i a l  r e l a t i o n s ,  th e

e x te n t  o f  common i n t e r e s t  be tw een  m anager and w o rk e r, and  th e  l ik e n e s s  o f

f a c t o r y  and  f a m ily ;  and  a l s o .o n  th e  c o n c e p t ,o f . s e rv in g  th e , n a t io n  th ro u g h

w o rk .

* S e e .a la o s  T a i r a ,  1970, P 9 7 f f >  Y osh ino , 1968 , pp 6 5 -81* ,.f o r  an  a c c o u n t 
o f  H azam a's more com ple te  work on t n i s  s u b je c t ,  u n f o r tu n a te ly  o u t  o f  
p r i n t  i n  J a p a n .
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A f te r  th e  Second, World tfe-r th e re , was an  enorm ous s u rp lu s  o f la b o u r .

The damage s u s ta in e d  by  in d u s t r y  had  red u ced  th e  num ber o f jo b s  a v a i l a b l e  

j u s t  when d e m o b il iz a t io n  and th e  r e p a t r i a t i o n  o f  Ja p a n e se  from  th e  

e x p ro p r ia te d  c o lo n ie s  o f  th e  Ja p an e se  Em pire had in c r e a s e d  th e  num ber o f  

p eo p le  lo o k in g  f o r  w ork . U nder th e s e  c o n d it io n s  th e  new ly  f lo u r i s h in g ,  

e n t e r p r i s e  u n io n s  were n a t u r a l l y  m ost concerned  t o  p re s e r v e  th e  jo b s  o f  

t h e i r  members and  t o  p re v e n t  d i s m is s a l s ;  f o r  a  w o rk e r who l o s t  h i s  job  

m ig h t n o t  f in d  a n o th e r .  L ife  em ploym ent, w hich b e fo re  th e  w ar had had 

th e  a p p ro v a l  o f m anagem ent, was now th e  c o n sc io u s  o b je c t iv e  o f  la b o u r  

u n io n s .

Union a c t i v i t i e s  a l s o  c o n tr ib u te d  to  th e  p o s t-w a r  r e - e s ta b l i s h m e n t  

o f th e  'p a y  by  age* system  (K ish im o to , 1968 , p 55 T a i r a ,  197CU P 1^5)•

In  s p i t e  o f t h e i r ,  r e i t e r a t i o n  o f  th e  s lo g a n  o f  'e q u a l  pay  f o r  e q u a l  w ork ' 

th e  Ja p an e se  e n t e r p r i s e  u n io n s , a s  I  have a l r e a d y  e x p la in e d ,  w ere 

c o n s t i t u t i o n a l l y  i l l - s u i t e d  t o  p u rsu e  t h i s  g o a l  more n a t u r a l  t o  a  t r a d e  

un ion jm ovem en t. In  any  c a s e ,  wages w ere e x tre m e ly  low and i t  was

im p e ra t iv e  t o  a r ra n g e  t h a t  th o s e  w o rk ers  who had th e  g r e a t e s t  f a m ily  

r e s p o n s i b i l i t i e s  sh o u ld  have th e  m ost money. In  19^-6, th e  E l e c t r i c  

Power W orkers won an  ag reem en t o f w hich th e  form  c o n s t i t u t e d  an  im p o r ta n t  

p r e c e d e n t.  "fcteiges w ere t o  be p a id  a c c o rd in g  to  age and  num ber o f  d e p e n d e n ts , 

a s  w e l l  a s  s k i l l  and e x p e r ie n c e .  Once a g a in  p re -w a r  id e o lo g y  and p o s t-w a r  

n e c e s s i ty  combined to  common e f f e c t .

So l i f e t i m e  employment i s  n o t  d e r iv e d  from a n t iq u e  custom  in  th e  way 

A bbeglen  s u g g e s te d , b u t  in s t e a d  i s  th e  consequence o f th e  p o l i c i e s  o f 

em ployers b e fo re  th e  l a s t  w ar and o f th e  a c t i v i t i e s  o f u n io n s  a f t e r  i t ,  

p o l i c i e s  t h a t  w ere in s p i r e d  by  th e  p r a c t i c a l  c irc u m s ta n c e s  o f th e  la b o u r  

m a rk e t. N e v e r th e le s s ,  i t  h a s  t o  be re c o g n iz e d  ( c f  C o le , 1971> P 11*0 

t h a t  th e  id e a s  in v o lv e d  i n  l i f e t i m e  commitment and pay  b y  age  do in d ee d  

have an  a f f i n i t y  w i th  th e  i d e a l s  o f e a r l i e r  Ja p an e se  e r a s . S ince  v e ry  

few m anagers o r  w o rk e rs  to d a y  a r e  aw are o f th e  d e t a i l e d  h i s t o r y  o f l i f e  

em ploym ent, th e  p r a c t i c e  i s  f r e q u e n t ly  th o u g h t t o  be  t r a d i t i o n a l .
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!Ehe m ost d e t a i l e d  argum en t a g a in s t  A b b e g le n 's  t h e s i s  t h a t  lo y a lty -  

a lo n e  d is p o s e s  com panies t o  r e t a i n  t h e i r  em ployees and  em ployees to  rem ain  

■with t h e i r  com panies h as  b een  p ro v id e d  b y  M annari and M arsh in  a  r e c e n t  

s e r i e s  o f p a p e rs .  [Phey p o in t  o u t  (M annari and M arsh, 1970> P 7 0 ~ l) t h a t  

law  and p r a c t i c e  make i t  d i f f i c u l t  f o r  a  company t o  d is m is s  w o rk ers  and 

t h a t  t h e r e  i s  now in  a n y  c a se  a  s h o r ta g e  o f  l a b o u r ,  so  t h a t  few  em ployers 

w ould w ant t o  red u c e  t h e i r  work f o r c e .  Em ployers a l s o  th in k  o f t h e i r  

o f f e r  o f  s e c u r i t y  o f te n u re  a s  im p o r ta n t  i n  r e c r u i tm e n t ;  f o r  th e y  

c o n s id e r  t h a t  a p p l i c a n t s  a r e  lo o k in g  f o r  j u s t  such  s e c u r i t y .

ih e  g r e a t e s t  inducem en ts t o  th e  em ployee to  s t a y  w ith  one f irm  a re  

th e  pay b y  age system  and th e  p re fe re n c e  o f com panies f o r  r e c r u i t i n g  

w o rk ers  s t r a i g h t  from  s c h o o l.  ih e  lo n g e r  an  em ployee s ta y s  w ith  one 

company th e  b e t t e r  h i s  pay and  p r o s p e c ts .  A t th e  same t im e , th e  o ld e r  

he becomes th e  l e s s  h i s  v a lu e  i s  to  o th e r  com panies, w hich  p r e f e r  t o  ta k e  

in  s c h o o l boys and t r a i n  them young. In  s h o r t ,  th e  lo n g e r  a  man s ta y s  w ith  

a  company, th e  lo n g e r  i t  i s  i n  h i s  i n t e r e s t s  t o  s t a y .

U ndoub ted ly  a  m an 's  p ro s p e c ts  i n  th e  la b o u r  m a rk e t w i l l  w eigh m ost w ith  

him  when he d e c id e s  w h e th e r  t o  s t a y  w ith  a  company o r  le a v e  i t ,  b u t  common 

se n se  w ould s u g g e s t  t h a t  m o ra l l o y a l t y  m ig h t in f lu e n c e  h i s  d e c i s io n .

M annari and M arsh ( l9 7 1 a > P l 6 j 1971c, P 8 l l )  seem t o  me to  go to o  f a r  

when th e y  sa y  th e y  can  f in d  no p ro o f  t h a t  m o ra l l o y a l t y  t o  a  company e x i s t s .

In  view  o f  th e s e  a rgum en ts i t  i s  p e rh ap s m ost c o n v e n ie n t t o  th in k  o f  

l i f e  employment i n  Ja p an e se  com panies i n  th e  same way a s  one would th in k  

o f 1 e q u a l  pay  f o r  e q u a l  w o rk 1- i n  B r i t a i n :  a  p r in c i p l e  s u f f i c i e n t l y  honoured

in  p r a c t i c e  t o  be c o n s id e re d  a  m a jo r  c h a r a c t e r i s t i c  o f  th e  employment system  

b u t  w ith  to o  many q u a l i f i c a t i o n s  and e x c e p tio n s  to  be ta k e n  a s  a  com plete  

d e s c r i p t i o n  o f  t h a t  sy s tem .

So f a r  we have spoken  o n ly  o f how th e  l i f e  em ploym ent system  came i n to  

b e in g  and o f  th e  re a s o n s  f o r  i t s  p e r s i s t e n c e .  R e c e n tly , how ever, th e r e  

have been  im p o r ta n t  changes i n  th e  la b o u r  m ark e t w hich a r e  l i k e l y  t o  m o d ify ,
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i f  n o t su b vert l i f e  employment and the custcm a s s o c ia te d  w ith  i t  o f  

paying em ployees hy a g e . fh ere  has ecoie to  he a lab ou r sh o r ta g e , 

n o t in  the a b so lu te  sen se  th a t  th ere  are no people to  man f a c t o r ie s ;  

r a th er  the sh ortage  i s  a r e la t iv e  one, o f  younger, l e s s  h ig h ly  educated  

w ork ers.

Ihe sh ortage has a r is e n  fo r  s e v e r a l  rea so n s. One o f  th e se  i s ,  o f  

co u rse , the growth o f  in d u s tr y  and i t s  need fo r  more and more w orkers. 

Another i s  the sharp f a l l  in  th e  b ir th r a te  s h o r t ly  a f t e r  the war,

(Bara, 1970, p 16)-. While th e  supp ly  o f  younger peop le  has been  

f a l l i n g  o f f ,  o ld e r  peop le have been l iv in g  lo n g er  ( ib id ,  pp 3 9 -kO) .

Ihe once large, a g r ic u l t u r a l  p op u la tion  i s  no lo n g er  a b le  to  send v a s t  

numbers o f i t s  sons and daughters in to  in d u str y  ( ib id ,  p 111); fo r  on 

the farms th em selves th ere  are few er and few er w orkers, and an in c r e a s in g  

prop ortion  o f  them are o ld . F in a l ly ,  the d ecrea sin g  numbers o f  workers 

coming on to  tn e  labour m arket from sc h o o ls  and c o l le g e s  are  ten d in g  

to  be more h ig h ly -E d u ca ted . Alm ost no one i s  le a v in g  m iddle sc h o o l fo r  

work; th e  m a jo r ity  o f  m iddle s c h o o l c h ild r e n  are now go in g  on to  h igh  

sc h o o l and u n iv e r s ity :

liab le  1 .6

Graduates o f v ar iou s in s t i t u t io n s  e n te r in g  the labour m arket.

l o t a l M iddle High Univ

1955 1 ,0 2 0 700 260 70
1965 1,1*10 630 63O 150
1968 1 ^ 3 0 370 8U-0 200
1970 ( e s t ) 1 ,2 3 0 260 700 270
1975 " - 1 ,1^ 0 l4 o 680 320

(Bara, 1970, p h-2)

As a r e s u l t ,  th e  s u b s ta n t ia l  labour su rp lu s o f a l l  c a te g o r ie s  

o f  worker th a t  e x is t e d  in  the 1950 's  i s  b e in g  con verted  in to  a 

shortage o f  young and m idd le-aged  workers:-
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Table 1.7

Number o f c a n d id a te s  p e r  job  b y  a g e .

1 9 6 0 1963 1966 . 1967 1968 1969

T o ta l I . 5/0 1 .2  / 1 . 0/ 0 . 8/ 0 .7/ 0 . 6/
19-20 l . k 0 .9 0 .5 O.if .0-3 0 .2
21-30 1-5 1 .1  . 1 .0 0 .8 0 .8 0 .6
31-1*0 1 .5 1 .0 1 .0 0 .6 0 .6 0 .5
iH -50 5 .7 2 .0 1 .2 0 .9 0 .8 0 .7

51" 1 5 .2 7 .2 7 .8 ^ .7 3 .8 3 -5

(H ara , 1970, p  31 )

I t  i s  e a s y  t o  se e  bow th e  s h o r ta g e  o f  young p eo p le  i s  b e g in n in g  to  

make i t  h a rd  f o r  com panies t o  m a in ta in  th e  l i f e  em ploym ent sy s tem . F o r  

i f  a  company i s  grow ing and  can  n o t  g e t  th e  la b o u r  i t  n eed s  d i r e c t l y  from  

s c h o o ls ,  i t  n a t u r a l l y  h a s  t o  r e c r u i t  from  th e  a d u l t  la b o u r  m a rk e t, a s  i n  

th e  w e s t .  R e c e n tly  th e  Ja p an e se  new spapers have b een  f u l l  o f  r e c r u i tm e n t  

a d v e r t is e m e n ts ,  and  h u n d red s o f  p la c a rd s  i n  t r a i n s  and  a t  r a i lw a y  s t a t i o n s  

u rg e  men u n d e r  t h i r t y  f i v e ,  w i th  o r  w i th o u t  e x p e r ie n c e ,  t o  a p p ly  f o r  t h i s  

o r  t h a t  company. Hie sm ooth a b s o r p t io n  o f  num bers o f  'm id - c a r e e r  r e c r u i t s 1 

( c h u to  s a iy o )  i n t o  com panies o f  w hich th e  m a jo r i ty  o f  w o rk e rs  have e n te r e d  

from  s c h o o l  o r  c o l le g e  (g a k u s o ts u  s a iy o )  i s  becom ing a  m a jo r  s e r io u s  problem  

f o r  Ja p an e se  m anagem ent, a s  we s h a l l  se e  i n  t h i s  t h e s i s .

The c o n v e rse  problem  i s  t h a t  f irm s  have been  s u f f e r in g  from  th e  h ig h  

tu rn o v e r  r a t e s  among th e  w o rk ers  th e y  r e c r u i t  w ith  such  d i f f i c u l t y  (and  

a t  such  ex p en se ) from  s c h o o ls .  I t  i s  n o t  a t  a l l  c l e a r  w h e th e r  th e  le a v in g  

r a t e  h as  r i s e n  a s  th e  la b o u r  s h o r ta g e  h a s  i n t e n s i f i e d  ( c f  Dore e t  a l ,  1971? 

p i f8 ) . The m o n th ly  s e p a r a t io n  r a t e s  a l r e a d y  qu o ted  show r e l a t i v e l y  l i t t l e  

v a r i a t i o n  o v e r  th e  y e a rs  i n  s p i t e  o f  th e  v e ry  s u b s t a n t i a l  changes in  th e  

la b o u r  m a rk e t;  b u t  t h i s  may be ( c f  S a ta k e , 1969? PP 2 0 - l )  b e cau se  even  

though  more and  more young p eo p le  a r e  le a v in g  com panies o f  t h e i r  own a c c o rd  

em ployers a r e  d is c h a r g in g  few e r w o rk e rs , so t h a t  l a b o u r  tu rn o v e r  a s  a  w hole
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has remained s te a d y . A t any e v e n t, today more than h a l f  o f  a l l  new 

sc h o o l r e c r u it s  in to  ccm panies are le a v in g  w ith in  a few  years o f jo in in g :

liable 1 .8

le a v in g  r a te s  among h igh  sc h o o l gra d u a tes.

Year o f  en tran ce to  e o 's

1966 1967 1968

$ le a v in g  a f t e r

one yea r  2 5 • 7$ . 2 5 .^$ 2 2 .5$
two years 1 5 .8  15*6
th ree  " 1 1 .5 $

(from  Min. o f  lab ou r , labour Market Centre I n v e s t ig a t io n ,  
quoted in^Bara, 197°> P 7*0

I t  can be seen  th a t  the p ercen tage o f  le a v e r s  f a l l s  in  s u c c e s s iv e  

y e a r s;  and indeed  a f t e r  th ree  or fo u r  years o f  s e r v ic e  men tend t o  s ta y  

w ith  t h e ir  ccm panies fo r  good. I t  i s  then  th a t ,  under the pay and 

s e n io r i t y  by age sy stem s, an employee b eg in s to  a cq u ire  s ta tu s  and sa la r y ;  

w h ile  a t  th e  same tim e h i s  v a lu e  on the labour m arket i s  f a l l i n g .  The 

p o s s i b i l i t y  o f h i s  g e t t in g  a b e t t e r  job o u ts id e  h is  o r ig in a l  firm  r a p id ly  

d im in ish es  w ith  tim e . A man's p ro sp ec ts  in s id e  and o u ts id e  h is  company 

can be exp ressed  in  diagram m atic formi
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I t  sh o u ld  he n o te d  t h a t  th e  d iag ram  r e f e r s  to  h ig h  (and m id d le )  

s c h o o l l e a v e r s ;  f o r  g r a d u a te s ,  a s  we- saw ab o v e , a r e  becom ing r e l a t i v e l y  

and a b s o lu t e ly  more common a s  more Ja p an e se  s c h o o l c h i ld r e n  go on to  h ig h e r  

e d u c a t io n . Among h ig h  s c h o o l  l e a v e r s  th e r e  i s  a  s h o r t  p e r io d  a t  th e  

b e g in n in g  o f  a  m a n 's  c a r e e r  when he lo s e s  l i t t l e  and may g a in  much by  

lo o k in g  o u ts id e  h i s  f i r s t  em ployer f o r  w ork. A t t h i s  s t a g e ,  he c o u ld  be 

d e s c r ib e d ,  t h e r e f o r e ,  a s  a  m o b ile  w o rk e r. B ut to w ard s h i s  m id - tw e n tie s  

an  em ployee a c c u m u la te s  c r e d i t  in s id e  th e  f irm  and lo s e s  p o t e n t i a l  o u ts id e  

i t  t o  th e  e x te n t  t h a t  i t  becomes unw ise f o r  him t o  le a v e ,  e s p e c i a l l y  in  

v iew  o f th e  f a m ily  r e s p o n s i b i l i t i e s  he i s  now l i k e l y  to  assum e.

Prom now on he can  be c o n s id e re d  an  im m obile em ployee, com m itted  t o  h i s  

f irm  f o r  l i f e ,  bu t. a s  much p a s s iv e ly  th ro u g h  c irc u m s ta n c e s  a s  a c t i v e l y  

by  h i s  own w i l l  and l o y a l t y .

Much o f  t h i s  t h e s i s  w i l l  be d e v o te d  t o  th e  d i f f e r e n c e s  I  d e te c te d  i n  

a t t i t u d e  and  b e n a v io u r  be tw een  th e  m o b ile  em ployees o f  M arum aru, tn e  young 

h ig h  and m id d le  s c h o o l  e n t r a n t s ,  and  th e  im m obile em p loyees , th e  g ra d u a te s  

and th e  o ld e r  n o n - g ra d u a te s .  I  sn o u ld  em phasise  t h e r e f o r e ,  t h a t  th e  

d i s t i n c t i o n  betw een  m o b i l i t y  and  im m o b ility  i s  p u r e ly  a  s t a t i s t i c a l  one .

I  rem arked  e a r l i e r  t h a t  th e  s h o r ta g e  o f  young p eo p le  was a l s o  h a v in g  

a n  e f f e c t  on th e  pay  b y  a g e  sy s tem . In  o rd e r  t o  a t t r a c t  r e c r u i t s ,  com panies 

have t o  r a i s e  th e  w ages th e y  o f f e r  t o  young w o rk e rs . (S a k u ra b a y a sh i, 19^6 , 

p lj-6 ) .  And b e c a u s e , d e s p i t e  th e  b e t t e r  w ages, th e r e  a r e  few e r young p eo p le  

c a n in g  i n t o  com pan ies, th e  a v e ra g e  age o f  work f o rc e s  i s  r i s i n g ,  so  t h a t  

f irm s  a r e  -h av in g  t o  red u ce  paym ents to . t h e i r  „o ld e r, m ore h ig h ly  p a id
I
1

w o rk e rs , in  o r d e r  t o  k eep  down a v e ra g e  w ages. Ih e  wage cu rv e  th e r e f o r e  

becomes l e s s  s te e p ,  and th e  d i f f e r e n c e  betw een  th e  pay  o f  younger and o ld e r  

w o rk e rs  l e s s e n s .  (C o le ,. 1971? P 8 W*
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Ih ese  e f f e c t s  o f  the labour sh ortage on the pay by age system  add 

t o  the d i r e c t  e f f e c t s  o f  t h i s  sh ortage  on l i f e  employment. Ihe sm a ller  

the increm ents o f  pay w ith  a g e , the l e s s  the in c e n t iv e  f o r  young workers 

to  s ta y  w ith  one company, and the h ig h e r  labour tu rnover becom es.

S in ce  i t  i s  o n ly  r e c e n t ly  th a t  young people have been in  sh o r t  sup p ly , 

the e f fe c t 's  on Japanese employment p r a c t ic e s  have so  f a r  o n ly  been m arg in a l. 

And change i s ,  and w ild  d o u b tle ss  con tin u e to  b e ,- r a t h e r  slow ; fo r  

m o d if ic a t io n  o f  any one i n s t i t u t i o n ,  such as l i f e  employment, in v o lv e s  

changes in  a number o f  a s s o c ia te d  i n s t i t u t io n s  - th e  e n te r p r is e  u n io n s , 

and th e  h ie r a r c h ic a l  groups o f  ccm panies, f o r  example - so  th a t  the fo r c e s  

fo r  change have t o  overcome the in e r t ia  o f  a com plete and coh eren t  

in d u s t r ia l  system . N e v e r th e le s s , i t  can be exp ected  th a t  w ith in  a decade  

or so  the age d is t r ib u t io n  o f  th e  Japanese p op u la tio n  w i l l  be such as to  

make l i f e  employment and pay by age im p ra c tica b le  even  in  th e  la r g e s t  and 

r ic h e s t  com panies.

Fe saw e a r l i e r  how during th e  opening years o f  t h i s  cen tu ry  a lab ou r  

sh o r ta g e , though o f  s k i l l e d  r a th er  than young w orkers, induced a change 

in  employment p o l i c i e s  in  Japanese in d u stry  and a con com ittan t in n o v a tio n  

in  management id e o lo g ie s .  I t  may happen once a g a in  th a t  a l t e r a t io n s  in  

lab ou r m arket c o n d it io n s  w i l l  n e c e s s i t a t e  or a t  l e a s t  .encourage changes in  

t h e .id e a s  p r e v a le n t  in  in d u s tr y . In the n ex t s e c t io n  I S h a l l 'd is c u s s  

b r i e f l y  what seme o f  th e  cu rren t id eh s a r e .



c . I n d u s t r y  and id e a s

I t  w ould p e rh ap s  be. h e l p f u l  to  b e g in  t h i s  s h o r t  s u rv e y  o f  an  enormous 

s u b je c t  by  d i s t i n g u i s h in g  betw een  th e ' id e o lo g ie s  o f  m anagem ents and u n io n s  

w hich have t h e i r  p r a c t i c a l  consequences l a r g e ly  w i th in  in d u s t r y ,  a n d , on 

th e  o th e r  h an d , th e  a t t i t u d e s  and  o p in io n s  t h a t  a f f e c t  r e l a t i o n s  betw een 

in d u s t r y  and o th e r  p a r t s  o f  s o c ie ty .

The m ost d i s t i n c t i v e  management id e o lo g y , and  th e  one t h a t  has  m ost 

f r e q u e n t ly  been  ta k e n  a s  c h a r a c t e r i s t i c  o f  Ja p an e se  i n d u s t r y ,  i s  

’management f a m i l i s m ’ (k e i e i  k a g o k u sh u g i) , w hich began  a s  a  d e l i b e r a t e  

a t te m p t  t o  r e v iv e  in  i n d u s t r i a l  ccm panies th e  a t t i t u d e s  o f  th e  Jap an e se  

fa m ily  o r  ’h o u s e 1 ( i e ) . Today th e  com parison  betw een  th e  ’h o u s e ’ and th e  

company i s  l e s s  commonly made, and  i t  w ould p e rh ap s  be more a c c u r a te  t o  

sp eak  o f Ja p an e se  m anagement id e o lo g y  a s  ’c o l l e c t i v i s m ’ - I  u se  th e  word 

n o t  i n  th e  t r a d i t i o n a l  p o l i t i c a l  se n se  b u t  a s  a  t r a n s l a t i o n  f o r  

’d a n ta i s h u g i ’ ( c f  Hazama, 1971? P 10 )•

G re a t em phasis, i s  l a i d ,  f o r  exam ple, on th e  c o h e s i o n  and th e  u n i ty  

o f  common i n t e r e s t  o f company em ployees. I n t e r n a l  d i s t i n c t i o n s  w i th in  a 

company be tw een , s a y , m anagers o f  d i f f e r e n t  ran k s  o r  m anagers and  w o rk e rs , 

a r e  c o n s id e re d  l e s s  im p o r ta n t  th a n  th e  f a c t  o f  t h e i r  common m em bership a s  a  

company. J u s t  a s  i n  th e  v i l l a g e  a  m an’s ’house* was th e  m ost im p o r ta n t  

d e te rm in a n t  o f  h i s  p o s i t i o n  i n  s o c ie ty ,  so a  company em ployee, a sk ed  t o  sa y  

w hat he does f o r  a  l i v i n g ,  w i l l  r e p ly  n o t  t h a t  he i s  a n  e x e c u t iv e  o r  a  d r iv e r ,  

b u t  t h a t  he w orks f o r  such  and such  a  company, ( c f  N akane, 1970 , p 2 - j ) .

The p r e d i s p o s i t io n  to  i d e n t i f y  o n e s e l f  w ith  a  company in  t h i s  way I s  

encou raged  by  th e  a b sen ce  o f  c o n c e p ts  o f  p r o fe s s io n  o r  t r a d e ,  and o f  th e  

i n s t i t u t i o n s ,  l i k e  t r a d e  u n io n s , founded  on th o s e  co n cep ts-..■

Because haim ony and a t  l e a s t  s u p e r f i c i a l  u n a n im ity  a r e  s'o h ig h ly  

v a lu e d  w i th in  com pan ies, la b o u r  management r e l a t i o n s  a r e  h a n d le d  i n  such  a  

way t h a t  o v e r t  c o n f l i c t  i s  a v o id e d , com prom ises b e in g  rea c h e d  in  p r iv a te  

on c o n te n t io u s  i s s u e s . D e c is io n  m aking in  m anagem ent, w hich m ig h t 

o th e rw ise  e n t a i l  q u a r r e l s  and d i s s e n s io n ,  i s  o rg a n iz e d  t o  a llo w  f o r  th e
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p a r t i c i p a t i o n ,  even  in  a  t r i v i a l  s e n s e , o f  la r g e  num bers o f  p e o p le , and 

th e  f i n a l  d e c is io n  l i t e r a l l y  and m e ta p h o r ic a l ly  h e a rs  th e  m ark o f  everyone 

■who was c o n s u lte d ,  how every p e r f u n c to r i l y ,  on an  i s s u e .

A g a in , i t  i s  re c o g n iz e d  t h a t  i t  i s  th e  d u ty  o f  a  company to  s u p p o r t  

i t s  m em bers, and  t o  in v o lv e  i t s e l f  i n  w hat would i n  th e  w e s t  he re g a rd e d  

a s  'p e r s o n a l 1 m a t te r s  - though  a s  we s h a l l  s e e ,  em ployees th em se lv e s  v a lu e  

p r iv a c y  and freedom  from  company in te r f e r e n c e  even  w h i l e . dem anding t h a t  

ccm panies p ro v id e  t h i s  o r  t h a t  a m e n ity  o u ts id e , w ork .

f i n a l l y ,  'm anagem ent fam ilism * o r  ’c o l l e c t i v i s m ' Im p lie s  an  i n t e r e s t  

i n  th e  c o n t i n u i t y  o f  th e  company comm unity. W orkers and  m anagers a c c e p t  

t h a t  l i f e  employment i s  th e  i d e a l ,  t h a t  com panies sh o u ld  n o t  d ism is s  a  man 

e x c e p t .in t r u l y  e x c e p t io n a l  c irc u m s ta n c e s , and t h a t  a  man w ould w an t, 

and o u g h t t o  he a h le  t o  e x p e c t  t o  s t a y  w ith  one company f o r  l i f e .  T h is 

i d e a l  p e r s i s t s  i n  s p i t e  o f  th e  la r g e  number o f  e x c e p tio n s  t o  l i f e  

employm ent t h a t  we saw to  o c c u r  i n  p r a c t i c e :  th e  f a c t s  t h a t  l i f e

employment is -  p o s s ib le  o n ly  in  la r g e  ccm pan ies, t h a t  ccm panies do d is m is s  

t h e i r  w o rk e rs , and t n a t  so  many young peo p le  le a v e  f irm s  o f  t h e i r  own 

a c c o rd .

Even though  th e  id e a s  a s s o c ia te d  w ith  'm anagem ent fa m ilis m ' a r e  v e ry  

i n f l u e n t i a l  i n  Ja p an e se  in d u s t r y ,  th e y  a r e  n o t  th e  o n ly  ones t h a t  o f f e r  

th em se lv e s  e i t h e r  t o  m anagers o r  w o rx e rs . ho  d o u b t m anagers have a lw ays 

been  a b le ,  i n  Jap an  a s  i n  th e  w e s t , to  choose from  a  v a r i e t y  o f management 

th e o r i e s  and a  r e p e t o i r e  o f  te c h n iq u e s  o f  t h i s  o r  t h a t  b ra n c h  o f  m anagem ent, 

each  te c h n iq u e  more o r  l e s s  co m p a tib le  w ith  th e  m ain  t h e o r i e s .  The 

coming i n t o  f a s h io n  o f  th e  c o n c e p t o f  management fa m ilism  i t s e l f  - w hich 

o c c u rre d , a s  I  have e x p la in e d , in  th e  e a r l y  y e a rs  o f  th e  c e n tu ry ,  lo n g  

a f t e r  i n d u s t r i a l i z a t i o n  f i r s t  began  in  Japan  - c o in c id e d  w ith  a  k in d l in g  o f 

i n t e r e s t  in  th e  th e n  new A m erican th e o ry  o f  S c i e n t i f i c  M anagement, 

hoda (1971, p 4 l ) ,  h a s  d e s c r ib e d  how th e  p r in c i p l e s  o f S c i e n t i f i c  Management
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■were e n t h u s i a s t i c a l l y  p u t  t o  w ork in  Jap an  a s  e a r l y  a s  1912, o n ly  f iv e  

y e a rs  a f t e r  T a y lo r  had f i r s t  propounded them* C e r ta in ly  nowadays 

Ja p an e se  m anagers a r e  a b le  t o  g e t  a s  much In fo rm a tio n  a s  th e y  w ould w ant 

on th e  t h e o r i e s  o f  th e  Human R e la t io n s  s c h o o l,  Management b y  O b je c t iv e s ,

&ero D e fe c ts  sy s te m s , P r o d u c t iv i ty  ih y  S c a le s ,  o r  P rom otion  by  E x am in a tio n , 

s im p ly  b y  r e a d in g  an y  one o f  h a l f  a  dozen m a g a z in e s .

In  th e  c o u rse  o f t h i s  t h e s i s  we s h a l l  see  how a p p a r e n t ly  in c c sn p a tlb le

management t h e o r i e s  w ere r e c o n c i le d  a t  M arumaru. Phy and p ro m o tio n , f o r  

exam ple, w ere s u f f i c i e n t l y  d ep en d en t on age n o t  t o  u p s e t  th o se  company 

members who th o u g h t o f  pay  by  age  a s  a  w o rth w h ile  t r a d i t i o n ;  b u t  a t  th e  

same tim e  enough a b le  young p eo p le  were prom oted f o r  i t  t o  be c o n s id e re d

t h a t  th e  company was m odern and  fo rw a rd - lo o k in g .

Management fa m ilism  h a s  been  c h a lle n g e d  n o t  o n ly  b y , r i v a l  management 

t h e o r i e s  b u t  a l s o  b y  th e  id e o lo g ie s  o f th e  la b o u r  m ovem ent, id e o lo g ie s  

w hich h a v e , s in c e  th e  p o s t-w a r  r e v i v a l  o f  t r a d e  u n io n ism , been  p re d o m in a n tly  

l e f t - w in g .  As I  e x p la in e d  in  th e  f i r s t  s e c t io n  o f  t h i s  c h a p te r ,  m ost u n io n s  

in  Jap an  a r e  e n t e r p r i s e  u n io n s , b u t  th e  e n t e r p r i s e  u n io n s  o r  r i v a l  com panies 

a r e  a l l i e d  in  u n io n  f e d e r a t i o n s ,  and th e  f e d e r a t io n s  a r e  i n  tu r n  a f f i l i a t e d  

t o  u n io n  c o n g re s se s  o r  c e n t r e s .  Both th e  two m ain c e n t r e s ,  Sohyo and 

Bcrnei, a r e  a s s o c i a te d  w ith  p o l i t i c a l  p a r t i e s ,  Sohyo w ith  th e  Jap an  S o c ia l  

P h r ty  and  Domei w ith  th e  more m o d era te  D em ocratic  S o c i a l i s t  P h r ty .

P erhaps b e c au se  th e s e  p a r t i e s  have been  o u t o f  power f o r  two d ecad es  t h e i r  

e n e rg ie s  have b een  expended a s  much on id e o lo g y  a s  on p r a c t i c a l  m a t t e r s .

In  th e  same way th e  u n io n  c e n t r e s ,  and e s p e c i a l l y  Sohyo, have been  

p re o c c u p ie d  w ith  r a r i f i e d  p o l i t i c a l  I s s u e s  o f l im i te d  re le v a n c e  t o  th e  

l i v e s  o f  o rd in a ry  u n io n  m em bers.

Lower down i n  th e  ran k s  o f th e  la b o u r  movement, th e  e n t e r p r i s e  u n io n s  

have shown r a t h e r  l e s s  co n c e rn  f o r  p o lem ics  - a t  l e a s t  i n  r e c e n t  y e a r s .
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The fact that their interests are hound up with those of companies 
has made them conservative and sympathetic to many management aims, and 
particularly that of growth* When, as occasionally happens, an 
enterprise union has come under the influence of Communist leaders, 
and labour-management relations have become less harmonious, managers 
have been able to encourage the secession from militant unions of plianfc 
* second unions*, by appealing to the loyalty and self-interest of workers. 
But even though enterprise union leaders have tended to adopt co-operative, 
not to say meek policies towards managements, they have been so far 
influenced by the traditions of the Japanese labour movement and the 
utterances of the union centres that their perceptions of labour-management 
relations and the language they use to express their relatively modest aims 
is distinctly Marxist. (Cole, 1971* P 266-7). One day, peihaps union 
oratory will be translated into action, but certainly it can not be said 
that Japanese workers lack an alternative interpretation of their position 
to that put forward by management.

Because, under the promotion by age system, managers tend to be 
older than workers, labour management relations are inevitably in some 
measure associated with relations between old and young. (cf Cole, 1971*

p £67).
Japan’s recent history has been so full of continual social and 

economic changes that the experiences of young and old have been 
profoundly different. Those below the age of twenty five have been 
brought up in a more or less peaceful and democratic society preoccupied 
with commerce. Born into smalijL, relatively egalitarian families, they 
have passed through an education system of American design, and their
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tastes and interests have teen influenced by newspapers and television.
By contrast, the formative years of their elders were characterized by 
war and austerity, autocracy, discipline and intellectual isolation 
from the rest of the world.

It is understandable, therefore, that Japanese, and especially 
those in industry, should suppose that the differences between the 
experiences of those b o m  before the war and those b o m  after it should 
lead to there being disagreement if not dissension between the 
generations, a real 'generation gap*. Various institutions have 
carried out surveys of the attitudes of young people, and from these 
it would appear that young Japanese are rejecting any traditional, 
or rather established, customs and attitudes.*

Differences in opinion between old and young are likely to be due 
not only to changes in the upbringing of generations, but also to 
differences in the positions assigned to old and young and the 
opportunities open to them. So, for example, a man might disagree 
with his elders about property rights partly because he was the child 
of a new era, but also because, being young, he had not had the time to 
acquire the wealth of an older man* Only in twenty years' time, when 
a generation has passed and to-day's young are middle aged will it be 
possible to tell how far the differences between them and their elders 
are due to generation. My own view, which I will be expounding later, 
is that the opinions of the young people of Japan are engendered as much 
by their age as by their generation; especially so in industry where the 
promotion by age system and the nature of the labour market create very 
different conditions for young and old. But the fact that a 'generation 
gap* is thought to exist, that older employees and managers attribute

* See, for example, Matsuo ( 1966 ) , or Okamoto (1 9 7 1 )> the latter 
in particular discusses the problem of distinguishing the 
effects of age and generation*
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the "behaviour of juniors and. subordinates to their post-war 
upbringing, undoubtedly affects labour management relations.

I should now like to consider the second set of attitudes and 
ideas affecting industrial life, those involved in relations between 
industry and the rest of society.

Until recently, companies have enjoyed the favour and even 
admiration of the community. It was, after all, the great companies 
of Japan that re-created the wealth of the country after the utter 
devastation of the last war, as those Japanese who experienced the 
poverty and deprivation of the early post-war period well appreciated. 
Moreover, companies have helped to restore Japan1s place in the world, 
and caused the nation to be respected as what the Japanese like to call 
an 1economic great power*•

As I noted in the Introduction, companies have used advertising 
and less direct methods to encourage this appreciation of their services 
in a community already disposed for historical reasons to be interested 
in the pursuit of economic security. They present their activities 
as being primarily for the good of the nation and its citizens; what 
they gain from their activities, their great wealth and the prestige 
that wealth buys in the way of company villas at hot spring resorts, 
company cars, and company account at the best restaurants, is implied 
to be the almost incidental return for their contribution to society.

One of the most active proponents of the doctrine of the company 
in public service has been Matsushita Electrical Industries. One 
of its officers is reported to have explained the company's thesis 
as follows:
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'S e r v ic e ,  n o t  p r o f i t ,  i s  th e  o b je c t iv e .  P r o f i t  i s  n o t  w hat 
we can  e a rn  - i t  i s  g iv e n  to  M a ts u s h ita  i n  a p p r e c ia t io n  o f 
i t s  s e r v i c e s .  I f  th e  company f a i l s  to  make i t s  p r o f i t ,  
i t  h a s  com m itted a  s o c i a l  b lu n d e r  o r  s in ,  a c c o rd in g  to  o u r  
p h ilo s o p h y . Ih e  s o c ie ty  t o  w hich M a ts u s h ita  b e lo n g s  
e n t r u s t s  i t  w ith  c a p i t a l  and. manpower f o r  M a ts u s h ita  t o  
g e t  r e s u l t s .  R f o f i t  i s  th e  a p p r e c ia t io n  o f  s o c ie ty ,  
th e  reward, t o  M a ts u s h ita  f o r  w hat i t  h a s  d o n e 1.

(W insbury , 1971# P 20)

T his s o r t  o f  i n t e r p r e t a t i o n  o f  th e  r e l a t i o n s  betw een  in d u s t r y  

and s o c ie ty ,  f o r  a l l  i t s  obv ious n a i v i t y ,  h as  i n  th e  p a s t  -b e e n  

a c c e p ta b le  t o  a  g r e a t  many J a p a n e s e . R e c e n tly , how ever, ccm panies have 

c eased  t o  be h e ld  i n  q u i t e  th e  same r e g a rd .

The d ise n c h a n tm e n t w ith  in d u s t r y  h as  a  number o f  c a u s e s . Japan  

h a s  become r i c h .  Ho lo n g e r  i s  i t  n e c e s s a ry  t o  w ork h a rd  t o  e x p o r t  

i n  o rd e r  t o  s u r v iv e .  On th e  c o n t r a r y ,  e x p o r t  s u c c e s s e s ,  w hich have 

been  due. p a r t l y  t o  th e  e f f i c i e n c y  o f com panies, have a ro u se d  i r r i t a t i o n  

and an tag o n ism  among n e a r ly  a l l  J a p a n 's  t r a d in g  p a r tn e r s  and  so  become 

e m b a rra s s in g . The young ta k e  p r o s p e r i t y  f o r  g r a n te d ;  th e  o ld  a r e  

lo s in g  t h e i r  m em ories o f th e  p o v e r ty  w hich p reced ed  i t .  A t te n t io n  

tu r n s  to  o th e r  m a t te r s  th a n  th e  a c c u m u la tio n  o f  n a t i o n a l  w e a lth  - 

n o ta b ly  t o  th e  r e d i s t r i b u t i o n  o f  t h a t  w e a lth  and th e  p r o v is io n ,  

d e f e r r e d  f o r  la c k  o f fu n d s  w h ile  i n d u s t r i e s  w ere b e in g  e n c o u rag ed , 

o f  p u b l ic  w orks and w e lfa re  a rra n g e m e n ts , w hich Jap an  g r e a t l y  la c k s .

The c o n t r ib u t io n  o f  com panies t o  b o th  n a t io n  and comm unity h a s  th e r e f o r e  

been  d e p r e c ia te d .

How t h a t ,  th a n k s  t o  th e  a c t i v i t i e s  o f ccm panies th e y  a r e  s a fe  from  

p en u ry , Ja p an e se  can  in d u lg e  th em se lv e s  i n  d o u b ts , a s  d iv in e s  m ig h t 

r e v e l  in  O r ig in a l  S in , t h a t  th e y  have been  to o  m a t e r i a l i s t i c ,  and t h a t  

t h e i r  o u ts ta n d in g  econom ic s u c c e s s  h as  been  a c h ie v e d  a t  s p i r i t u a l  c o s t .  

The p h ra se  may p o s s ib ly  have been  co in e d  by  a  f o r e ig n e r ,  b u t  Jap an ese
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l ik e  to  c a s t ig a t e  th em selves f o r  b e in g  'econom ic a n im a ls ', ih e  

v ery  f i r s t  q u e s t io n  I  was asked a t  a m eeting  o f Marumaru departm ent 

heads who had assem bled t o  welcome me in to  the company, was whether 

people in  B r ita in  thought o f  th e  Japanese a s  economic an im a ls .

O pinions have a l s o  been in flu e n c e d  by the in c r e a s in g ly  a n t i - s o c i a l  

behaviour o f  in d u s t r ia l  companies - or a t  l e a s t  th e  g r e a te r  a t t e n t io n  

paid  to  th a t  b ehaviour by p ress  and t e l e v i s i o n .  As in  o th er  c o u n tr ie s ,  

b u t on a v e r y  much g r e a te r  s c a le  th an , fo r  exam ple, in  B r ita in , land  

and w ater are b e in g  rendered u n f i t  f o r  human use by th e  p r a c t ic e s  o f  

in d u s tr y . While I  was in  Japan s e v e r a l  dozen people were d es ig n a ted  

’p o l lu t io n  p a t ie n t s '  in  tro o f th e  m ost u n p leasan t in d u s t r ia l  d i s t r i c t s ,  

Y okaich i and Kawasaki; and ev ery  so  o f te n  one o f  th e se  p a t ie n ts  was 

rep orted  t o  have d ie d . Ihe sea  around th e  town o f  F u j i ,  and in  the  

shadow o f the m ountain, was poisoned by an e v i l  mud (hedoro) produced by 

the paper f a c t o r ie s  o f  th e  a r e a . A fte r  i t  had been shown th a t  many o f  

the people l iv i n g  near one o f  i t s  f a c t o r ie s  had been k i l l e d  or maimed by  

cadmium e f f lu e n t ,  a la r g e  aluminium producer, Showa Denko, was s u c c e s s f u l ly  

sued f o r  damages. S n a il  wonder th a t  the Japanese have become thorough ly  

co n sc io u s o f  p o l lu t io n .  P o llu t io n  in d ic a to r s  have been i n s t a l l e d  on main 

Tokyo s t r e e t s ;  and th e  number o f  p arts  per m i l l io n  o f  t h i s  or th a t  to x ic  

su b stan ce in  the a i r  or in  food i s  a m atter  f o r  everyday c o n v e r sa t io n .

Companies have n o t m ere ly  been g u i l t y  o f  m isuse o f  m a te r ia ls  and 

c a r e le s s n e s s  in  t h e ir  d is p o s a l;  some o f  them have adopted r e m a r k a b l y  

c y n ic a l  a t t i t u d e s  to  p u b lic  concern over p o l lu t io n . A gain , w h ile  I  

was in  Japan, th e  C h isso  Company, which i s  a l le g e d  t o  have k i l l e d  dozens  

o f peop le by r e le a s in g  m ercury in to  the sea  a t  Minamata, h e ld  i t s  Annual 

G eneral M eeting . The Minamata D ise a se  S o c ie ty  had arranged th a t  i t s  

members should each buy one share o f  the company t o  en ab le  them to  

a tte n d  the m eetin g  and put q u e s t io n s  to  the d ir e c t o r s .  The management



49.

how ever, h i r e d  gangs o f  bodyguards (so k a iy a )*  t o  p r o t e c t  them from  th e  

q u e s t io n s .  She m e e tin g  c lo s e d  o n ly  a  few m in u te s  a f t e r  i t  had opened 

w ith  th e  bodyguards f i g h t i n g  san e  o f  th e  p a t i e n t s  and t h e i r  s tu d e n t  

s u p p o r te r s ,  w h ile  o th e r  p a t i e n t s  looked  on from t h e i r  s t r e t c h e r s .

And i n  Nagoya, th e  l o c a l  s e c t io n  o f  th e  M in is t r y  o f  I n t e r n a t i o n a l  

T rade and I n d u s t r y ,  was d is c o v e re d  to  have c o n s p ire d  w ith  a  company 

and a llo w e d  i t  t o  a v o id  m ee tin g  th e  r e g u la t io n s  On d is c h a r g e s  o f 

i n d u s t r i a l  w a s te .

Nor was th e  p e r io d  la c k in g  i n  more n o m a l  b re a c h e s  o f  e t h i c s  and 

c o m m e rc ia l - e th ic s . A t F u j i  Bank, th e n  J a p a n ’s b i g g e s t ,  t h e r e  was a  

f r a u d  c a se  In v o lv in g  th e  e q u iv a le n t  o f m i l l i o n s  o f  pounds. A t 

Y ash ica  Camera a  d i r e c t o r  was found  t o  have em bezzled  a  l e s s e r  sum.

The g row th  and v ig o u r  o f  Ja p an e se  consum er o r g a n iz a t io n s  t e s t i f i e d  

t o  th e  d i s t r u s t  w ith  w hich  in d u s t r y  was coming t o  be v iew ed by  th e  

common m an , o r  m ore u s u a l ly ,  woman. In  1970 "?1 a le a d in g  women's 

o r g a n iz a t io n  cam paigned a g a in s t  th e  e l e c t r i c a l  m a n u fa c tu re rs  f o r  

r ig g in g  th e  p r ic e s  o f  c o lo u r  t e l e v i s i o n  s e t s  f a r  above t h e i r  t r u e  v a lu e .

I t  chose  a s  i t s  prim e t a r g e t  M a ts u s h ita  E l e c t r i c a l  I n d u s t r i e s ,  th e  

company whose d o c t r in e  o f s e r v ic e  t o  th e  community I  have a l r e a d y  

m en tio n e d , and  began  a  b o y c o t t  o f  M a ts u s h ita  p ro d u c ts .  S h o r t ly  

a f te rw a rd s  th e  e l e c t r i c a l  com panies w ere a r r a ig n e d  b y  th e  U n ited  

S ta te s  Governm ent f o r  'dum ping ' t e l e v i s i o n  s e t s  on th e  A m erican m ark e t 

a t  l e s s  th a n  t h e i r  f a i r  p r i c e  i n  Ja p a n . An e n q u iry  showed t h a t  o n ly  

c e r t a i n  com pan ies, among them M a ts u s h ita ,  had been  'd u m p in g ', and i t  

a p p e a re d  more and more p ro b a b le  t h a t  th e s e  com panies had been  k e e p in g  

p r ic e s  h ig h  by  i l l e g a l  means a t  home so  t h a t  th e y  c o u ld  e x p o r t  c h e a p ly . 

E v e n tu a l ly  th e  Ja p a n e se  F a i r  T rade Com m ission, c o n f iim in g  t h a t  home 

p r ic e s  were f a r  h ig h e r  th a n  m a rk e t f o rc e s  would have a llo w e d , caused  

p r ic e s  t o  be c u t  b y  -tw enty p e r c e n t .  The wom en's o r g a n iz a t io n  cease d  

i t s  b o y c o t t ,  b u t  n o t  b e fo re  M a ts u s h ita  had s u f f e r e d  a  l a r g e  f a l l  i n  

p r o f i t s ,
*The p r a c t i c e  o f  u s in g  so k a iy a  ( g e n e r a l  m e e tin g  men) t o  b row beat 

and  s i l e n c e  s h a re h o ld e r s  i s  an  e s t a b l i s h e d  one . c f  G la z e r , 1969;>p80
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These events and many more like them have vitiated the claims 
that industry serves and leads the community, and have induced a 
distrust of companies and of their associations with the government.
So conscious have the Japanese "become of industrial misdemeanours and 
especially pollution, the facts of which are known even to primary 
schoolchildren, that the change in public attitudes is bound to have 
an effect on social relations within industry, perhaps by diminishing 
the self-confidence of managers or by accentuating the divisions 
between the old and the young. Indeed, the young workers at Marumaru 
were very much aware of the social responsibilities of industry, though 
not to the extent that relations within the company were directly 
affected.



d. Summary
What I have tried to show in this chapter is the coherence of 

Japanese industrial organization and the directions of certain changes 
taking place in it.

We saw how the dependence of companies on bank loans, and the 
preferential treatment offered by banks to large companies, hascaused 
there to be a division between large and small companies; how this 
division entailed different treatment for the employees in large and 
small companies, so that large companies, buffered by small ones, were 
able to take in employees from school or college and keep them until 
retirement, paying them more with every year of service. These 
practices were made possible, and even favoured, by the organization 
of the labour movement into enterprise unions. Finally, we saw that 
there was a management ideology which emphasized the cohesion, unity, 
and common interest of everyone within a company; and this ideology, 
acceptable to the enterprise unions if not to their federations, provided 
the employment practices of large companies with the authority of a 
factitious tradition,

I mentioned three ways in which these mutually dependent institutions 
and practices are being or might be changed. Loans and credits are no 
longer quite so scarce as they were, and small companies are now able to 
obtain capital for investment more easily than before. Industrial 
dualism may therefore come to an end within a few years, and the 
employment practices of large firms, part of the costs of which are borne 
by small firms, may have to change. The rapidly worsening shortage of 
young, less well-educated workers, which has already put young workers 
into an advantageous position relative to older ones, is likely to make 
it increasingly difficult for companies to pay by age, and to keep 
workers for life. It is the important effects of this labour shortage 
on the social relations within companies that constitutes one of the
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main themes of this thesis. Finally, as we saw, there are and are 
likely to continue to “be, considerable changes in the ways in which 
companies are viewed by both those inside them, and by the community 
as a whole. These shifts of opinion may induce changes in the way 
industry works in the future.

I should, however, like to guard against giving the impression 
that all recent events are likely to induce changes in the life 
employment system, industrial dualism, and the institutions associated 
with them. The very high rate of inflation, for example, provides a 
strong incentive to labour unionists to work for the maintenance of 
the pay by age system and paternalistic rewards. For if older men 
were not paid according to their age, and offered housing and family 
allowances, they might find it very difficult to rear families.
In Marumaru, as we shall see, the union sternly opposed.any relative 
reduction in the pay of older workers.

Similarly, as I have indicated already, it would be a mistake to 
think of the changes that have been taking place in the social 
organization of Japanese industry as changes from traditional forms 
to modem ones. Tradition and modernity are ambiguous concepts in 
Japanese industry, in which institutions like life employment, which 
are thought to be venerable, are in fact recent innovations. There 
is also a frequent confusion between ’modem* and'western*, a 
confusion which can be exemplified by considering the enterprise 
unbnsu, The usual implicit comparison has been between Japanese 
enterprise unions and American company unions; and since the latter 
are out-dated, the former might be thought less modem than trade 
unions. But a comparison between Japanese enterprise unions and 
Joint Shop Stewards Committees or commercial staff associations in 
Britain might lead to a different interpretation of the modernity of
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the Japanese forms or organization. Because of the difficulties 
entailed in their use, X shall "be referring to 'tradition* and 
'modernity1 as little as possible in the course of this thesis.

It is very possible that Japanese industry is more homogeneous 
than industry in any western country because of the small size of 
Japan, its historical isolation from outside influences, and its 
marked political centralization. Nevertheless, Cole's observations 
of three different Japanese companies engaged in mechanical engineering 
have shown how social relations vary in factories with different 
histories located in different parts of the country. One can, in 
addition, reasonably suppose that the nature of a company's business 
would influence the social life within it; and in Japan, as we have 
seen, there are marked differences in the employment policies of smaller 
and larger firms, so that one could expect that social relations would 
also vary with the size of a firm.

It follows from this that more specific details are needed to 
provide the context for a study of a single Japanese company than 
those I have given in this general introduction to the social 
organization of Japanese industry. In the next chapter, therefore,
I shall describe the characteristics of the industry in which the 
company I studied was engaged, and I shall relate how the company 
stood within that industry, what its associations were with companies 
in other industries, and what its contacts were - and had been in the 
course of its history - with the Japanese community as a whole.
Finally, to complete the account of the circumstances of my study 
I shall be saying something about my own relations with Marumaru, 
and discussing the way in which I carried out my fieldwork.
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CHAPTER I I  THE INDUSTRY ARP THE COMPANY

In this chapter we pass from a general discussion of the 
characteristics of Japanese industry to specific consideration of 
the part of it I studied; and in it I shall "be giving an account of
the limits and limitations of my research.

My subject matter was limited in two ways. In the first place 
it was confined to a certain company in a certain industiy, neither 
perfectly representative - if any company or industry could be - of 
Japanese industrial society. My field work was, in fact, carried out 
between April, 1970 and June, 1971# in a medium-large producer of 
corrugated fibreboard cartons and cases. I shall begin this chapter, 
therefore, by saying something about the corrugated board industry and 
the processes involved in it. Then, in the second section of the 
chapter, I shall tell the history of Marumaru, the company I studied, 
and I shall note some of its peculiarities•

The second way in which my research was restricted was by being 
concerned only with social relations within a company, even though
the members of the company naturally lived part of their lives outside
work. Now I argued in the Introduction that Japanese companies, for 
all the considerable effect they have had upon Japanese life, formed 
discreet communities separated in many ways from the rest of society, 
and so were particularly suitable subjects for study by participant 
observation. Again, in the first chapter, I remarked on the 
prevalence in Japanese companies of an ideology of domestic harmony 
and coherence, a philosophy more exclusive than outward looking; and 
I also noted the absence in Japan of certain important institutions 
that in the west linked employees and directors in different companies 
and even different parts of industry* In the third and fourth sections
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of this chapter I shall examine the relations of Marumaru first with 
the world of industry and next with the rest of society* in order to 
show that Marumaru did indeed form an independent community, and that 
I was therefore justified in confining my interests to it and it alone.

Finally, in the fifth section, I shall discuss not the limits of 
the study hut the limitations of the observer and his methods of research. 
I shall provide an account of myself and my own relations with 
Marumaru, and I shall comment on the advantages and drawbacks of the 
ways in which I worked.

a. The industry and the production process
The production of corrugated fibreboard cases is a large and 

fast-growing modem industry. In nearly every industrial country, 
corrugated case production has increased rapidly since the war.
There have been two reasons for the growth of the industry;.; the 
considerable advantages corrugated fibreboard has over other materials 
for packing a variety of goods; and the increasing demand for packaging 
of all types as industry has expanded.

The invention of corrugated board provided a material which 
possessed the lightness and toughness of paper, was rigid without 
being brittle, and could be fashioned into sturdy containers simply by 
bending and stitching or glueing. It was therefore a most advantageous 
substitute for wood. Wood is not notably light for its strength, and 
is subject to splinter and fracture. Moreover, wood can not be made 
into boxes except by cutting and pointing, processes whldh. are very much 
more complicated than those required to produce a corrugated board box, 
and certainly more difficult to carry out as part of a mass production 
process. Corrugated board boxes are therefore much cheaper than 
comparable wooden ones. Among the other advantages of corrugated 
board are that it can be made to meet extremely accurate specifications
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of strength and ability to withstand compression or shock; it can 
be printed on without difficulty; it is easily disposed of when it 
is no longer needed; and It even provides excellent thermal insulation - 
an important consideration in the packaging of fresh or frozen foods - 
because the air spaces within the material do not conduct heat well.
It Is not surprising, then, that a vast range of goods that used once 
to be packed In light wooden crates are now put into corrugated board 
boxes•

Corrugated board has not only replaced other packing materials but 
has also suggested itself for new uses in packing. Corrugated cases 
are used to pack electrical and mechanical equipment, chemicals, 
furniture and tableware, tinned goods and drinks, books and paper, 
poultry, fresh vegetables, and fish. There are goods that do not go 
into corrugated board cartons themselves, perhaps because, like motor 
cars, they are too big. But corrugated board may well have helped in 
the manufacture of these goods; their component parts may have been 
brought in corrugated board cartons from distsmt suppliers to the 
central assembly lines. Certainly the material will be used to pack 
spares. In short, corrugated board has made itself more or less 
essential to modern industry, and Its production has increased with 
the growth of industry in general.

In no country has the corrugated board Industry been more successful 
than in Japan, where some years have seen rises of twenty percent in 
board production. As a result the Japanese corrugated board industry 
has grown to be the second largest in the world, after that of the 
United States; in 1970  it was more than three times bigger than its 
British counterpart. The most efficient companies in this expanding 
industry, among them Marumaru, have had records of achievement comparable 
with those of firms in chemicals tyor electronics. Marumaru*s production
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of board had risen by two and a half times between 196J and 1970.
It was generally supposed at Marumaru, however, that both the 

industry and the company had already experienced by 1971* their 
greatest rates of growth, and that from then on, though production 
would continue to rise, it would rise more slowly. By then 
corrugated board had already replaced wooden boxes and other forms 
of package in those applications for which it was better suited.
And it was foreseen that Japanese industry as a whole would grow more 
slowly, and therefore limit the prospects for corrugated board, There 
were also worries about competition from newer methods of packaging.

Another important attribute of the industry, besides its success, 
was its degree of dispersion. In spite of the scale of Japanese 
production, only one of the producers could have been described as 
a company of substantial size. In 19^9 this firm, Rengo Shiki, &§&d 
11.8$ of the market and was far larger than any of its rivals. The 
rest of the market was supplied by two hundred and fifty or so small 
and medium sized companies, of which Marumaru was one of the largest.
These two hundred and fifty companies, all of which possessed the machines 
to make corrugated board, both served and competed with hundreds of smaller 
companies, which merely bought sheets of board to turn into boxes.

In one sense, therefore, the corrugated board market was (from an 
economists point of view) perfect, and competition keen. Certainly 
it was true that if a firm of Marumaru* s size were to disappear 
overnight the industry could make up the loss of production in two or 
three months of normal growth. It was also true that no packaging 
company even needed to be dependent on any single corrugated board 
manufacturer, but could always change its supplier at will. The 
industry could produce far more than it could actually sell, and
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there were constant complaints of ‘over-capacity* and occasional 
attempts to fix minimum prices.

But it seemed possible that the severe competition implied by 
these facts was restricted to certain areas and certain types of 
company. Competition was reduced for technical reasons. It was 
uneconomic to transport empty corrugated cartons for long distances. 
Though a prefecture might have three or four corrugated board factories 
they might be too far away from each other to be in serious competition. 
One of Marumaru*s outlying factories was dominant supplier to a region. 
Again, different types of company existed to meet different types of 
demand. A manufacturer of electrical goods might need tens of thousands 
of cases delivered to its factories all over the country, and there would 
only be a handful of corrugated board firms with enough factories in 
different places to tender for the contract. By contrast, a remote 
farm co-operative might need only five hundred boxes, an order 
unprofitable and inconvenient even to a company of Marumaru*s size. 
Another characteristic of the market which restricted price competition 
at least was the loyalty of customer companies to their corrugated board 
suppliers. Few users of board would change over to corrugated board 
companies they did not know simply because their product was cheap. 
Reliability and service were often more important than price. It was 
no use a farm or a machine company* s buying cheap boxes if they arrived 
two or three days too late for the harvest or the export consignment, 
or if the manufacturer was not on hand to solve unforeseen problems 
which arose in the packing.

It was fortunate that an industry as successful as corrugated board 
manufacture should have depended on processes simple enough for even an 
anthropologist to understand. The chief raw material of the industry 
was, naturally enough, fibreboard. Between sixty and eighty percent
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of the cost of a carton was the price of the paper it was made of, the 
rest being that of labour, transport, and other materials. The price 
at which he could buy paper was therefore of critical importance to 
a corrugated board manufacturer.

The first part of the production process was the making of 
corrugated sheet. Rolls of paperboard were taken from a store and 
inpaled on reels attached to a very large machine known as a 
corrugator. In the simplest process three reels of paperboard were 
simultaneously wound into the corrugator. The paperboard from one 
reel was corrugated by being passed between two corrugated rollers.
The sheets of paperboard from the other two reels were then glued to 
both sides of the corrugated layer to form a continuous sheet of 
corrugated board. Pressure was exerted on the board as it ran over 
a set of rollers, and the hot glue was given time to dry. Finally 
the continuous sheet was cut into strips of the required size and 
the strips were taken off the machine and stacked by hand.
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Though the principles of the corrugator were easy enough to 
grasp, the actual operation required discipline and teamwork from 
the shift of eight men working the machine. The reels of paperboard 
had to "be fed into the machine at the right times and in the right 
order, and the passage of paperboard through the glueing posts and 
rollers had to be kept clear. The glue had to be kept at a set 
consistency and temperature, and the cutting and slitting of the 
board also required constant adjustment. A corrugator could produce 
up to two hundred metres of sheet a minute, so that even a minor error 
which could be put right in a minute might still entail the loss of 
large sums of money.

The second part of the making of a carton involved the cutting, 
creasing, printing, folding and glueing into box form of the corrugated 
sheet blanks. These operations could have been carried out on single 
large composite machines, but it was more common at Marumaru for 
technical' reasons to pass the blanks through a series of smaller 
machines, each of which carried out one or two operations. At the 
end of the line the folded boxes were stacked automatically, tied in 
bundles, and stored or put into waiting lorries.
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The process was less a continuous automatic one than a series 
of separate operations carried out by the teams of workers attached to 
each machine. The number of operations being small, their administration 
was simple. Finally, technical change was slow. Though new machines 
were, naturally, being developed all the time, those five and ten years 
old could still be profitably used; and no machine was likely to be 
profoundly different from the one it replaced.

In Britain social anthropologists and industrial sociologists 
have been impressed by the extent to which the circumstances of an 
industry, the competition within it (Lupton, 1965) or the technology 
employed in it (Trist and Bamforth, 1951) determined social relations 
among workers. It was very possible, therefore, that the special 
characteristics of the Japanese corrugated board industry, its 
dispersion, the prevalence within it of small competing companies, 
and the simplicity of the processes involved in it, all influenced the 
attitudes and behaviour of those who worked in it. Since I did not 
make comparative observations in other industries,* I was not able to 
say precisely how these features did affect relations in the corrugated 
board Industry. But in Marumaru at least there was one rather unusual 
company which would have been impracticable if Marumaru have been engaged 
in^a very different kind of business. Where most Japanese companies 
arrange that the careers graduates follow rather different courses, 
at Marumaru little attention was paid to a man's education in promoting 
him. A company in the chemical industry, or any other in which 
complicated production processes and administration made training and 
specialization more important than they needed to be at Marumaru, would 
not have been able to waive educational distinctions so easily.

* I did, however, visit a shipyard and a textile manufacturer, and 
had some discussions with the personnel staff in each.
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b. The company and the research setting
As I have already indicated, Marumaru was one of the larger 

companies in the corrugated board industry. It had several factories* 
in various parts of Japan, and was the leading producer in one remote 
region. The company only accounted, however, for a tiny fraction of 
national production.

Marumaru had been formed in 19^9 by the merger of three small timber 
and woodwork companies in the prefecture of N-. One of the three 
companies was the subsidiary of a large monopoly corporation, and this 
corporation almost inevitably became the largest shareholder in Marumaru. 
Shortly afterwards, however, the corporation was forcibly dissolved by 
the occupation authorities, who were concerned to break up the giant 
enterprises associated with the Japanese war effort. Those factories 
of the corporation in N- and adjacent prefectures were separated off 
to form a new company, Mumei. Marumaru was now in the curious position 
of being able to choose its own parent company. It could continue as a 
subsidiary of the original corporation, now much reduced in size, or it 
could associate itself with Mumei. The latter course proved most 
convenient and Marumaru entered Mumei * s orbit. The relations between 
parent and subsidiary companies, which began unusually, developed, as 
we shall see, in a singular manner.

The new company was under unconventional leadership. I said in 
the last chapter that in Japanese companies promotion goes largely, if 
not entirely by age; it follows that most directors or senior 
executives are in their late middle age. Marumaru began under an older 
president and a vice-president, in the usual Japanese style; but 
beneath them was a mailer (shihainin) who, I was told, really ran the

* To give the number or exact locations of the factories would reveal 
the identity of the company and cause its members embarrassment.
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company. This man was only twenty nine years old, but already he 
was said to have been recognised as the ablest man in Marumaru.
Ten years after Marumaru* s inception the founder-president retired, 
and the manager took his place; he was still president of Marumaru 
when I joined the company, twenty or more years after its foundation, 
and in addition he had recently been appointed vice-president of the 
parent company, Mumei. None of the senior managers I spoke to had any 
doubts that he had always been, and still was, responsible for the 
success of Marumaru. They themselves were thought of by others and 
probably considered themselves his mere lieutenants. The president 
looked and behaved like the leader he had been for twenty years.
Still young, by Japanese standards, for the presidency of a company, 
he gave an impression of intelligence and energy, combined with polish 
and a charm which had endeared him to a large number of employees.

We shall be seeing later on how concerned Marumaru was to maintain 
a system of promoting men according to ability instead of by age. 
Marumaru managers thought of the promotion by age system as antiquated, 
though they found it difficult to avoid applying it in practice.
There was no doubt that this belief in meritocracy, a belief more 
deeply held, perhaps, than in other Japanese companies, had been 
Inspired by the example of the young president-manager.

The fact that the president and,, indeed, most of the senior 
directors, had been in charge of the company for so long had led 
to there being, at Marumaru, a very centralized company administration. 
By contrast, it is said (cf Glazer, 19^9 j P 69) that in many Japanese 
companies, the president and senior directors may have formal status, 
but middle managers often have considerable Influence. This was not 
true at Marumaru, and it is likely that, for example, labour-management 
relations were atypical as a result.



In spite of the ability of the president - who was then, of 
course, only a * manager* - the first few years of Marumaru* s 
existence were very difficult. As a result of the merger the 
company was over-manned, and there was a shortage of orders.
Within the first year there were labour problems. At one of the 
three factories there was a bitter strike which lasted three months 
and was ended by the dismissal of many workers. According to the 
very few men in Marumaru who knew anything of it, most of them managers, 
the strike was instigated by communist extremists but was ostensibly 
about pay.* Factories were damaged first by fire and next by a 
typhoon - though a second typhoon did the company a service by 
destroying houses in the area and so increasing the demand for wood 
for re-building. Though, because of all these problems, Marumaru 
made small losses in its first two years of existence, and only 
marginal profits in the next two, there were signs that the company 
was under able and determined direction. While the workforce was 
reduced, especially after the strike, output grew more and more rapidly; 
and Marumaru began selling outside N- prefecture.

In the third year of Marumaru* s existence plans were drawn up to 
begin production of corrugated board. The very idea seemed foolishly 
presumptuous. Marumaru was a minor wood company in a remote region, 
with a hundred or so employees and the slenderest of profits. It was 
proposing to enter a modern industry of which none of its members had 
any experience, and in which large quantities of capital would have to 
be employed. Nevertheless, the president (then manager), whose idea

* Little information could be got from the Ministry of Labour report on 
the strike* Political strikes were very common at the time, and the 
one at Marumaru appeared to have merited no special attention.
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it was, persuaded the parent company, Mumei, to support the venture, 
and he also induced local banks to lend the company money. Five years 
after its foundation Marumaru began to produce corrugated board and boxes 
in a small warehouse lent by Mumei* It was characteristic of Marumaru 
that though the premises were unprepossessing, the machines installed 
were the best and newest then available in Japan.

No sooner had the factory in N- prefecture begun to pay its way than 
Marumaru set about establishing itself in the Tokyo area, in which the 
greatest demand existed for corrugated board. Once again the 
presumptuous plan had to be defended to banks and to the parent company, 
but work soon began on what was to be Japan's largest corrugated board 
factory on a site near Yokohama. It was in this factory and the 
Tokyo head office of the company that I conducted most of my research. 
Shortly after the Yokohama factory was in production, Marumaru decided 
to build a much larger factory in N- prefecture to supersede the original 
one. Thereafter a new plant was built every two or three years * so that 
by the time I Joined Marumaru'the company was competing in most of the 
important regional markets. While corrugated board production was 
expanding, the wood and timber division contracted. In 1959 sales of 
corrugated board exceeded those of wood in value for the first time.
By 1966 more than ninety percent offturnover was in paperboard; and 
in 1970 the last of the wood factories was closed down.

I would not want to give the impression that Marumaru* s success 
was achieved easily. The management's strategy was to borrow as much 
as possible and invest it in new factories and equipment, and then, 
even before that investment had begun to yield reward, to borrow more 
and invest more. Even in 1970, when the company had already become 
an important member of the industry, it borrowed an enormous sum to 
build a very large new factory together with a research centre near 
Tokyo. Though the risks were always taken carefully, there was no 
doubt of the enormous strain imposed on the employees by this precarious
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plan for expansion. Each new factory that was built was bigger and 
more expensive than the last, and too great a delay in reaching the 
profit and production targets might have meant the bankruptcy of the 
whole company.' Production and sales staff drove themselves to the 
utmost, working late into the night six days a week, and even on 
Sundays.

As the company grew it naturally needed to employ more people.
I remarked in the last chapter that it is customary in Japan for a 
subsidiary company to receive superannuated managers and workers from 
its parent. Though the practice is very much to the advantage of the 
parent company, which gets rid of those employees who, under the pay 
by age system, are being paid most and may not be making the greatest 
contribution to their employer, it can have an unfortunate effect on the 
subsidiary. Its direction is likely to become lethargic and conservative,* 
and there may well be strains between the subsidiary*s native middle 
management and the directors and top management superimposed on them. 
Marumaru, however, avoided taking retired men from Mumei. On the other 
hand, at this stage Marumaru was too small and too new to be able to 
recruit large numbers of employees straight from schools and colleges. 
Moreover the company* s need was not for tyros but for experienced men.
As in many other small and medium-sized companies, therefore, managers 
had to be recruited from:.other firms by invitation of the president or 
directors. Workers entered Marumaru either on the recommendations of 
existing company members or, when a new factory was being built in a new 
area, were taken in through the labour exchange.

* Ballon (l969, p l^O) remarks on how Joint ventures between
Japanese and foreign companies can be harmed by this
practice.
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J u s t  as Marumaru was n o t  o p e ra t in g  a  l i f e  employment sy s te m , so  

i t  was n o t  o f f e r in g  i t s  em ployees pay  o r  p ro m o tio n  b y  a g e . So f a r  as  

I  c o u ld  e s t a b l i s h  from  th e  n o s ta lg ic  a c c o u n ts  g iv e n  t o  me, th e  company 

was i n  i t s  e a r l y  day s a  k in d  o f  s e n t im e n ta l  m e r i to c ra c y  i n  w h ich , 

th o u g h  many m anagers had  b e e n  b ro u g h t i n  by  p e r s o n a l  c o n n e c t io n s ,  

i t  was assum ed t h a t  m e r i t  a lo n e  d e c id e d  p ro m o tio n  -  t h e  exam ple o f  th e  

young m anager a t  t h e  h e a d  o f  th e  company a f f i rm in g  th e  p r i n c i p l e .  

C e r ta in ly  some o f  t h e  men who e n te r e d  Marumaru c a s u a l ly  d u r in g  th e s e  

e a r l y  y e a rs  r o s e  h ig h e r  i n  t h e  company th a n  o th e r s  who h ad  b e e n  

em ployees a t  Marumaru* s i n c e p t io n .

As th e  company grew b ig g e r ,  how ever, i t  b egan  t o  r e c r u i t  more and 

more p e o p le  from  s c h o o ls  and c o l l e g e s ,  and was l e s s  d is p o s e d  t o  ta k e  i n

p e o p le  from  o th e r  com pan ies . And as Marumaru a d o p te d  th e  l i f e

employment sy s te m , i t  found  i t  h a rd  n o t  t o  p rom ote  and  p ay  by  a g e , 

l i k e  o th e r  J a p a n e se  com panies o f  i t s  s i z e ,  i n  s p i t e  o f  th e  in te n t io n s  

o f  t h e  u p p e r  management t o  rew ard  a b i l i t y  a lo n e .

I  m en tioned  i n  t h e  l a s t  s e c t i o n  t h a t  no fo rm a l d i s t i n c t i o n  was made

a t  Marumaru b e tw een  g ra d u a te s  and n o n -g ra d u a te s  i n  pay  and p ro m o tio n .

A t t h e  company*s fo u n d a tio n  few o f  i t s  m anagers had  b e e n  g r a d u a te s ,  

and i t  h ad  n o t  o c c u rre d  t o  them  t o  d i f f e r e n t i a t e  b e tw een  g ra d u a te s  

and o t h e r s .  N or, as  I  hav e  n o te d , d id  th e  company*s b u s in e s s  r e q u i r e  

su ch  a  d i s t i n c t i o n .  When I  was w ith  Marumaru i t  was s t i l l  p o s s ib le  

f o r  a  n o n -g ra d u a te  t o  r e a c h  t h e  upperm ost ran k s  o f  m anagem ent; b u t  

by  th e n  t h e r e  w ere so  many g ra d u a te  em ployees ta k e n  i n  d i r e c t l y  from  

u n i v e r s i t i e s ,  t h a t  i t  was becom ing more d i f f i c u l t  f o r  n o n -g ra d u a te s  t o  

re a c h  th e  t o p .

L ik e  o th e r  J a p a n e se  com pan ies, Marumaru p r e f e r r e d  t o  do i t s  s c h o o l 

r e c r u i t i n g  i n  r u r a l  a r e a s .  The r e g io n  w ith  w hich  t h e  company had  th e  

s t r o n g e s t  a s s o c i a t i o n s  and h i s t o r i c a l  c o n n e c tio n s  w as, o f  c o u rs e , t h e
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p r e f e c tu r e  o f  N -, and  i t  was t h e r e  t h a t  Marumaru fo u n d  m ost o f  i t s  

y o u n g er w orkers*  A l a r g e  p r o p o r t io n  o f  a l l  em p loyees, t h e r e f o r e ,  

w ere men from  N -.

I n  1968  M arumaru, now a  w e l l  known name i n  t h e  i n d u s t r y ,  to o k  o v e r  

a  s m a ll  and i n e f f i c i e n t  c o r ru g a te d  h o a rd  m a n u fa c tu re r  i n  th e  Tokyo 

r e g io n .  The s m a l l  company had  b e e n  lo n g  e s ta b l i s h e d  and i t s  w ork f o rc e  

was o ld ;  m anagers and forem en w ere a l l  f i v e  o r  t e n  y e a r s  o ld e r  th a n  

t h e i r  e q u iv a le n ts  a t  M arumaru. The pace  o f  l i f e  was a l s o  s i g n i f i c a n t l y  

s lo w e r  i n  th e  s m a l l  company. T here  was o n ly  one s h i f t  a  d ay , w h ile  

Marumaru was d o in g  t h r e e .  The g r e a t  m a jo r i ty  o f  t h e  s m a ll  company’s 

w orkers  l e f t  w i th in  a  y e a r  o r  two o r  th e  m erg e r, p resu m ab ly  b e c au se  

th e y  d o u b ted  t h e i r  p r o s p e c ts  o r  d i s l i k e d  n ig h t  w ork . Those t h a t  

rem ained  w ere d i s t r i b u t e d  th ro u g h o u t Marumaru*s f a c t o r i e s  w here 

t h e i r  p o s i t i o n  was s l i g h t l y  anom alous: th e y  w ere e x p e r ie n c e d  w orkers

who w ere n e v e r th e le s s  new t o  M arumaru. The s m a ll  com pany 's f a c to r y  

was c lo s e d  two y e a r s  a f t e r  th e  m erg e r, so  t h a t  Marumaru seem ed t o  have 

a c q u ire d  n e i t h e r  w o rk ers  n o r  p l a n t ;  b u t  I  was a s s u re d  t h a t  th e  s m a ll  . 

company had  b e e n  a  good b u y .

By 1970, when I  jo in e d  th e  company, Marumaru was a  c o n c e rn  o f  

s u b s t a n t i a l  s i z e .  I t s  tu r n o v e r  was i n  th e  r e g io n  o f  19 ,0 0 0  m i l l i o n  

y en  a  y e a r ,  and i t  em ployed e ig h t  h u nd red  and f i f t y  r e g u l a r  em ployees.

By th e  tim e  I  l e f t ,  a  y e a r  l a t e r ,  how ever, t h e r e  w ere one th o u sa n d  

two h u n d red  company m em bers, and Marumaru had  become a  l a r g e  company 

a c c o rd in g  t o  t h e  o f f i c i a l  d e f i n i t i o n  o f  th e  te rm .

The h ead  o f f i c e  was i n  t h e  b u s in e s s  d i s t r i c t  o f  Tokyo, i n  th e  

same b u i ld in g  a s  t h e  h ead  o f f i c e  o f  Mumei. Marumaru o c c u p ie d  e ig h t  

room s, o f  w h ich  one was t h e  p r e s i d e n t 's  and a n o th e r  was r e s e rv e d  f o r  

f o u r  s e n io r  d i r e c t o r s .  Two l a r g e  rooms w ere s e t  a s id e  f o r  c o n fe re n c e s  

and co m m ittee s , and th e  r e s t  w ere s h a re d  be tw een  th e  v a r io u s  head  o f f i c e
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departments, production, "buying, accounts and research - though the 
research laboratories were on the site of the Yokohama factory.

The rooms were sparsely furnished, with little more decoration than 
a calendar on the wall. The desks and tables in them were always laid
out on the same principles. The further from the door a desk was the
more important its occupant would be. A director or department head 
would sit in a far corner at a desk topped with green baize under glass, 
on a chair with padded arms. His deputies would sit near him at slightly 
less extravagant desks-.- Between these senior officials and the door 
would be two or three tables formed of desks pushed together; at the 
head of each would be a section or sub-section head, the subordinates 
sitting on either side on chairs of increasingly uncomfortable design 
as they approached the door. One small section of the room would be 
screened off by metal and glass partitions to serve as a parlour; in 
it two small sdtbees would be set opposite each other, between them a 
table with an ashtray and a cigarette case. Here discussions between
members of the department and outsiders would take place.

There were about ninety people attached to the head office, 
thirty of them directors, department heads and their deputies. Most 
of the rest were young engineers in the production and research departments, 
the remainder being made up of office girls and clerks:.

The majority of Marumaru employees, however, worked in the 
factories. The factories varied in population from a hundred and 
eighty to forty; The Yokohama factory, where I spent most of my time, 
providing work for between a hundred and thirty and a hundred and sixty 
full employees.

Three quarters of the people in a factory would be shop floor 
workers. To enable production to go on round the clock, at least in 
the bigger factories, the workers in them were divided into three shift



teams. Each shift team would have to do a week on morning shift, 
a week on evening shift (16.00 - 24.00 hours), and then a week on 
midnight shift (00.00 - 7*45) - the unpleasantness of night shift work 
being a major-reason why many young employees left the company.

Each shift team, of about twenty five or thirty workers, was 
comprised of two sub-sections (kakari)• One of these sub-sections 
worked the corrugator, the other the ‘processing* (kako) machines, 
the printers and the relatively simple stitching, glueing, and 
binding machines. The arrangement of the machines at the Yokohama 
factory, which was similar to that in other factories, and the 
allocation of workers to the machines is set out in the diagram 
below.
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The c o r r u g a to r  w ould he  w ork ing  a lm o s t c o n tin u o u s ly  n ig h t  and 

day  h u t  more th a n  h a l f  th e  m achines on th e  p r o c e s s in g  s id e  w ould he  

ly in g  i d l e  a t  any t im e .  T h is  was b e c a u se  th o u g h  e v e ry  o r d e r  in v o lv e d  

t h e  u se  o f  t h e  c o r r u g a to r  t o  make s h e e t  h o a rd , ea ch  o r d e r  w ould o n ly  

r e q u i r e  t h e  u s e  o f  some o f  th e  s p e c i a l i s t  p r o c e s s in g  m a c h in e s . Only 

o n e , f o r  exam ple, o f  th e  s e v e r a l  ty p e s  and s i z e s  o f  p r i n t i n g  m achine 

w ould he u se d  t o  make a  h a tc h  o f  "boxes; and a g a in ,  i t  w ould h e  

s p e c i f i e d  e i t h e r  t h a t  a  hox  w ould h e  s t i t c h e d  i n t o  sh ap e  o r  e l s e  t h a t  

i t  w ould h e  g lu e d , h u t  n o t  h o th .  E i th e r  t h e  f o l d e r  s t i t c h e r  o r  th e  

f o l d e r  g l u e r ,  t h e r e f o r e ,  w ould he  l y in g  unused  a t  any moment.

T here  w ere so  few  p e o p le  i n  ea ch  s h i f t  t h a t  e v e ry o n e  n a t u r a l l y  

knew ev ery o n e  e l s e  v e ry  w e l l ,  th o u g h  t h e r e  was l i t t l e  o p p o r tu n i ty  

f o r  c o n v e rs a t io n  d u r in g  w ork ing  h o u r s .  The a r e a  o f  th e  f a c t o r y  was 

v e ry  l a r g e ,  i t s  d im en sio n s  "being a p p ro x im a te ly  one h u n d red  m e tre s  hy  

f i f t y .  The men on th e  p r o c e s s in g  m achines w ould h e  s ta n d in g  i n  g roups 

o f  two o r  t h r e e  a  c o n s id e r a b le  d i s t a n c e  a p a r t ,  and  o f t e n  o b sc u re d  from  

s i g h t  o f  each  o th e r  h y  th e  t a l l  s ta c k s  o f  h a lf - c o m p le te d  h o a rd  and boxes 

w a i t in g  t o  p a s s  th ro u g h  a& o ther s ta g e  i n  t h e  p ro c e s s  o f  m a n u fa c tu re r .  

M oreover t h e  n o is e  o f  t h e  m ach ines was tre m en d o u s . The men who w orked 

on th e  c o r r u g a to r  w ore e a r - p lu g s  and had  t o  com m unicate h y  s ig n s .  I t  

was d u r in g  t h e  lu n c h -b re a k , when th e y  p la y e d  J a p a n e se  c h e s s ,  o r  i n  th e  

e v e n in g s , when th e y  v i s i t e d  b a r s  t o g e t h e r ,  t h a t  members o f  a  s h i f t  

became a c q u a in te d .

Once a  y e a r  a l l  t h e  s h i f t  team s w ere  r e c o n s t i t u t e d ,  so  t h a t  w orkers  

had  th e  chance  t o  m eet and become f r i e n d l y  w ith  th o s e  o f  t h e i r  f e l lo w s  

who had  p r e v io u s ly  b e e n  l i v i n g  a  l i f e  o u t o f  p h a se  w ith  t h e i r  own.

B ut i t  was a  l i t t l e  more d i f f i c u l t  f o r  shop f l o o r  w o rk e rs  t o  a s s o c i a te  

w i th  t h e  t h i r t y  o r  s o  p e o p le  who worked i n  t h e  f a c t o r y  o f f i c e ,  h a n d lin g
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a d m in is t r a t io n ,  c o s t in g ,  and s a l e s .  T hese o f f i c e  w o rk ers  d id  n o t  work 

s h i f t s ,  so  t h a t  any  shop f l o o r  s h i f t  team  o n ly  s h a re d  lu n c h  "breaks w ith  

th e  o f f i c e  w o rk ers  one week i n  t h r e e .  M oreover, many o f  th e  o f f i c e  

w orkers  w ere sa le sm e n  who s p e n t  th e  day  o u t o f  t h e  p re m is e s , g e tting  o r d e r s ,  

and o n ly  came h a c k  i n  t h e  l a t e  a f te rn o o n s  o r  e v e n in g s . T here  was no 

d o ub t t h a t  s h i f t  work d id ,  t h e r e f o r e ,  have an  im p o r ta n t  e f f e c t  on s o c i a l  

r e l a t i o n s  a t  th o s e  f a c t o r i e s ,  th e  m a jo r i ty ,  w here i t  to o k  p l a c e .  I  

v i s i t e d  one s m a ll  r u r a l  f a c t o r y  i n  w hich  o n ly  one s h i f t  was w orked each  

day  d u r in g  th e  w in te r  m onths, and t h e r e  shop f l o o r  and  o f f i c e  w orkers  w ere 

on v e ry  much more f a m i la r  te rm s th a n  a t  Yokohama o r  th e  o th e r  l a r g e  

f a c t o r i e s .

Even i n  th e  f a c t o r i e s  w here t h e r e  was s h i f t  w ork, how ever, shop 

and o f f i c e  s t a f f  w ere f a r  from  "being s t r a n g e r s  t o  one a n o th e r .  A t 

l e a s t  h a l f  t h e  shop f l o o r  w o rk e rs , and p e rh a p s  a  t h i r d  o f  t h e  o f f i c e  

s t a f f  w ere u n m arrie d  young men, who a l l  l i v e d  t o g e th e r  i n  th e  company 

h o s t e l s ,  and so  had  p le n ty  o f  o p p o r tu n i t i e s  t o  know ea ch  o th e r  o u ts id e  

w ork .

I  w i l l  end t h i s  a c c o u n t o f  t h e  p a r t i c u l a r s  o f  Marumaru w ith  a  "b rie f  

word ab o u t t h e  u n io n . A f te r  th e  d i s a s t r o u s  s t r i k e  i n  t h e  company*s f i r s t  

y e a r  o f  o p e r a t io n ,  a  new la b o u r  u n io n  was form ed e i t h e r  a t  th e  i n s t i g a t i o n  

o f  management o r  a t  l e a s t  w ith  i t s  a p p ro v a l .  The new u n io n , - e s t a b l i s h e d  

as a  t y p i c a l  e n t e r p r i s e  u n io n , was and was t o  rem a in  d o c i l e  and a p o l o t i c a l  

w here i t s  p r e d e c e s s o r  had  b e e n  m ilita x fc a n d , a p p a r e n t ly ,  M a rx is t .

A cco rd ing  t o  a  c o n t r a c t  be tw een  u n io n  and m anagem ent, t h e  u n io n  was 

d e b a rre d  from  any form  o f  a s s o c i a t i o n  w ith  any o u ts id e  body -  th e  c h ie f  

p u rp o se  o f  th e  c la u s e  b e in g  t o  p re v e n t  th e  union* s jo in in g  th e  p o w e rfu l 

P a p e r  and P u lp  L abour U nion F e d e ra t io n  ( K am iparoren ) 3 a f f i l i a t e d  t o  

th e  SohyS u n io n  c e n t r e .  The u n io n  was o f  l i t t l e  consequence  i n  ev e ry d ay
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a c t i v i t i e s  a c h ie v e d  some prom inence* The u n io n  a l s o  h e lp e d  s o lv e  m ajo r 

p rob lem s and d i f f i c u l t i e s  o v e r  w ork ing  c o n d it io n s *

c .  Marumaru i n  J a p a n e se  I n d u s t r y

X e x p la in e d  i n  t h e  l a s t  c h a p te r  how l a r g e r  J a p a n e se  com panies have 

s u b - c o n t r a c t in g  s u b s id i a r i e s *  Marumaru was i t s e l f  one o f  s e v e r a l  members 

o f  th e  Mumei g ro u p , b u t  a s  I  have  rem arked  b e f o r e ,  r e l a t i o n s  be tw een  

p a r e n t  and s u b s id i a r y  i n  t h i s  c a se  w ere o u t o f  t h e  o r d in a r y .  Though 

Mumei h e ld  t h e  g r e a t e r  p a r t  o f  Marumaru*s s h a r e s ,  Marumaru was n e a r ly  

t h r e e  tim e s  as  l a r g e  a s  i t s  p a r e n t ,  and grow ing more r a p i d l y  a l l  t h e  t im e . 

In d e e d , Marumaru had  even  b o u g h t f o u r  p e r c e n t  o f  Mumei*s s h a r e s ,  and th e  

p r e s id e n t  o f  Marumaru had  become v i c e - p r e s id e n t  o f  Mumei, and was 

g e n e r a l ly  su pposed  t o  be  t h e  man who r e a l l y  r a n  t h a t  company*

I  d id  h e a r  o f  some d i f f i c u l t i e s  t h a t  a ro s e  a s  a  r e s u l t  o f  

Marumaru*s o v e r ta k in g  Mumei* B ecause Marumaru had  grown so  f a s t ,  some 

o f  i t s  s e n io r  m anagers w ere r a t h e r  y o u n g er th a n  th o s e  o f  Mumei, and t h i s  

o c c a s io n a l ly  made l i a i s o n  be tw een  t h e  two com panies a  d e l i c a t e  m a t te r .

B ut t h e r e  was no s e r io u s  d i s s e n s io n .  Mumei r e t a in e d  enough p r e s t i g e  t o  

a llo w  Marumaru in c r e a s in g  im p o rta n c e  w i th in  t h e  g ro u p . Mumei*s m anagers 

w ere p a id  more th a n  th o s e  o f  M arumaru, i n  acco rd a n ce  w i th  t h e i r  p o s i t i o n s  

a s  le a d e r s  o f  t h e  p a r e n t  company; b u t  i n  f a c t  t h e i r  r e s p o n s i b i l i t i e s  w ere 

s m a l le r .  At th e  g roup  a n n u a l g o l f  to u rn am en t n e a r ly  a l l  Mumei m anagers 

w ere e n t i t l e d  t o  p a r t i c i p a t e ,  b u t  o n ly  d e p a rtm e n t h ead s  from  Marumaru 

and th e  o th e r  s u b s i d i a r i e s .

Marumaru h ad  a l s o  c r e a te d  s u b s id i a r i e s  o f  i t s  own. Some o f  th e s e  

s u b s id i a r i e s  h ad  b een  s e t  up  t o  h a n d le  Marumaru*s own b u s in e s s  and th e n  

enco u rag ed  t o  t a k e  i n  o rd e r s  from  o u t s id e .  Marumaru owned, f o r  exam ple,
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a  ro a d  h a u la g e  f i r m , Maru T r a n s p o r t ,  w hich  had  o r i g i n a l l y  b een  s t a r t e d  

t o  ru n  f o r k  l i f t  t r u c k s  and l o r r i e s  f o r  th e  Marumaru f a c t o r i e s ,  b u t  

w hich  h i r e d  o u t i s  v e h ic le s  when Marumaru d id  n o t  need  them* O th e r 

s u b s id i a r i e s  w ere n o t  e x te n s io n s  o f  Marumaru*s a c t i v i t i e s  b u t  v e n tu re s  

i n t o  new i n d u s t r i e s *  T here  w as, f o r  exam ple, a  la n d  developm ent company 

w hich  was h o p in g  t o  c o n s t r u c t  an  e n t i r e  new tow n, and a  s m a ll  b o t t l i n g  

company.

The com panies o f  t h e  Mumei-Marumaru group  c o -o p e ra te d  i n  b u s in e s s ,  

s h a re d  t h e i r  d i r e c t o r s ,  o c c a s io n a l ly  t r a n s f e r r e d  an  em ployee among 

th e m s e lv e s , and once a  y e a r  o r  so  h e ld  a  s p o r t in g  e v e n t to g e th e r*

B ut f o r  m ost o f  t h e  em ployees i n  any company o f  th e  g roup  th e  o th e r  

com panies w ere d i s t a n t ,  th o u g h  p o t e n t i a l l y  f r i e n d ly  w o r ld s .  The Mumei 

and Marumaru h ead  o f f i c e s  w ere two m in u tes  w alk  from  e a ch  o th e r  up a  

f l i g h t  o f  s t a i r s  i n  th e  same b u i ld in g ;  y e t  I  s p e n t  s i x  m onths i n  th e  

Marumaru h ead  o f f i c e  w ith o u t  m ee tin g  more th a n  two o r  t h r e e  Mumei 

em ployees -  and th o s e  I  d id  m eet had  come t o  Marumaru on b u s in e s s .

A gain , a t  th e  Yokohama f a c t o r y ,  few Marumaru em ployees o u ts id e  th e  

d e s p a tc h  s u b - s e c t io n  knew t h e  o f f i c i a l s  o f  Maru T r a n s p o r t ,  whose o f f i c e s  

w ere on th e  f a c t o r y  p re m is e s . The Maru T ra n s p o r t  d r iv e r s  d id ,  how ever, 

p la y  b a l l  games i n  t h e  lu n c h  b re a k  w ith  th e  Marumaru em ployees th e y  w orked 

w i th .

I t s  w ork b ro u g h t Marumaru i n to  c o n ta c t  w i th  l i t e r a l l y  th o u sa n d s  o f  

o th e r  com pan ies. They w ere ea ch  a s s o c ia te d  w ith  Marumaru i n  one -  and 

som etim es more th a n  one -  o f  f o u r  c a p a c i t i e s :  a l l i e s ,  r i v a l s ,  s u p p l i e r s

and c u s to m e rs .

The a l l i e s  com prised  n o t  o n ly  th e  o th e r  com panies o f  th e  Marumaru 

and Mumei g ro u p s b u t  on  th e  one hand  th e  l a r g e  bank  and t h e  t r a d i n g  

company w hich  h e ld  s h a re s  i n  Marumaru and Mumei and  p ro v id e d  f i n a n c i a l  

and o th e r  s e r v i c e s ,  and on t h e  o th e r  hand a  number o f  s m a ll  com panies 

t h a t  depended  on Marumaru t o  su p p ly  them  w ith  raw m a te r i a l s  o r  w ork .
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R e la t io n s  be tw een  Marumaru and th e  bank  and t r a d i n g  company 

w ere c lo s e ,  b u t  i n  a  com m ercial r a t h e r  th a n  a  s o c i a l  s e n s e .  The 

bank  was Marumaru*s l a r g e s t  c r e d i t o r ,  and th e  te rm s  o f  i t s  lo a n s  

w ere s l i g h t l y  more g e n e ro u s  th a n  th o s e  o f  o th e r  b a n k s , The t r a d i n g  

company o b ta in e d  p a p e rb o a rd  and o th e r  s u p p l ie s  f o r  Marumaru a t  a  . 

s l i g h t  d i s c o u n t ,  and  a l s o  h a n d le d  Marumaru*s n o t  v e ry  e x te n s iv e  o v e rs e a s  

b u s in e s s ,  n e g o t i a t i n g  on Marumaru*s b e h a l f  f o r  f o r e ig n  p a te n t s  o r  

a r r a n g in g  v i s i t s  t o  f o r e ig n  com panies f o r  Marumaru s t a f f .  One o f  th e  

su p e ra n n u a te d  m anagers o f  th e  b an k  had  been  made an  a u d i t in g  d i r e c t o r  

a t  M arum ari, and g iv e n  th e  ^ob o f  m a in ta in in g  t h e  f lo w  o f  fu n d s  by 

v i r t u e  o f  h i s  know ledge o f  th e  bank*s w ork ing  and b y  h i s  p e r s o n a l  

c o n n e c tio n s  w i th in  i t .  Two o r  t h r e e  men from  t h e  t r a d i n g  company 

w orked i n  c o -o p e r a t io n  w ith  t h e  Marumaru b u y in g  d e p a r tm e n t . But

d e s p i t e  t h e  v e ry  c o n s id e r a b le  in f lu e n c e  o f  b o th  t h e s e  l a r g e  o r g a n iz a t io n s  

on M arumaru*s p r o s p e r i t y ,  few  Marumaru em ployees o u t s id e  t h e  c e n t r a l  

a c c o u n ts  o r  b u y in g  d e p a rtm e n ts  w ould e v e r  have  m et a  member o f  th e  bank  

o r  t h e  t r a d i n g  company.

The s m a ll  a l l i e s  w ere v e ry  num erous. The w a s te  s c ra p s  o f  b o a rd

from  ea ch  Marumaru f a c to r y  w ere c o l l e c t e d  and s o ld  by  one o f  f o u r  o r

f iv e  t i n y  s c ra p  com panies a s s o c i a te d  w ith  M arumaru. N e a r ly  h a l f

Marumaru* s  p r o d u c t io n  o f  c o rru g a te d  s h e e t  was s o ld  t o  in d e p e n d e n t s m a ll

f irm s  t o  b e  tu r n e d  i n t o  boxes t o  f u l f i l  o rd e r s  to o  t r i v i a l  t o  be  w o rth  

Marumaru*s w h i le .  And c e r t a i n  la b o u r  i n te n s iv e  p r o c e s s e s ,  su ch  as  th e  

m aking o f  i n t e r n a l  f i tm e n ts  o r  l in i n g s  f o r  Marumara b o x e s , w ere c a r r i e d  

o u t b y  o th e r  s m a ll  com panies s i t u a t e d  n e a r  t h e  M arumara f a c t o r i e s ,  th e  

work b e in g  done on a n t iq u a te d  m achines i n  o f te n  h az ard o u s  c o n d i t io n s .
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E xcep t f o r  th e  anom alous r e l a t i o n  betw een  Marumaru and  Mumei 

th e  a f f i l i a t e d  and  a s s o c i a te d  com panies o f  Marumaru c o n s t i t u t e d  a  

p a t t e r n  o f  t h e  h i e r a r c h i a l  company g roups I  spoke a b o u t i n  th e  f i r s t  

c h a p te r .  Each company was d ep e n d en t f o r  work and som etim es f i n a n c i a l  

a id  on t h e  company above i t  i n  t h e  c h a in ,  Marumaru i t s e l f  r e ly in g  on 

t h e  g o o d w ill  o f  t h e  b a n k . The b ig g e r  th e  company, t h e  b e t t e r  th e  

c o n d it io n s  i t  o f f e r e d  t o  i t s  em ployees -  e x c e p t ,  as  I  have  e x p la in e d  

a l r e a d y ,  t h a t  Mumei p a id  h ig h e r  wages th a n  M arumaru. I f  t h e r e  had  

b e e n  a  c r i s i s ,  and t h e  bank  had  c a l l e d  i n  i t s  lo a n s ,  Marumaru w ould 

have re d u c e d  i t s  o r d e r s  t o  s u b - c o n t r a c to r s  s h a r p ly ,  and  t h e i r  own 

s u b - c o n t r a c to r s  w ould have  had  t o  go o u t o f  b u s in e s s .  B ut a  d i s t i n c t i o n  

w ould p ro b a b ly  have  b e e n  made be tw een  th e  a f f i l i a t e s ,  t h e  s u b s id i a r i e s  

o f  Marumaru and Mumei, and th e  a s s o c ia te d  com panies i n  w h ich  Marumaru 

h ad  no f i n a n c i a l  s t a k e .  The a f f i l i a t e s  w ould on th e  w hole  have 

r e c e iv e d  more l e n i e n t  t r e a tm e n t  i n  a  r e c e s s io n ,  th o u g h  t h e r e  w ere a t  

l e a s t  two a s s o c i a te d  com panies w hich  Marumaru w ould hav e  had  t o  s u p p o r t  

i n  i t s  own i n t e r e s t .

T h e re  was an  o b v io u s s i m i l a r i t y  be tw een  t h i s  a rra n g e m e n t o f  

p a r e n t  company, a f f i l i a t e s ,  and a s s o c ia te s  and t h a t  o f  t h e  J a p a n e se  

r u r a l  fa m ily  ( dos&flu)* . w i th  i t s  h ead  house  (honke) and  b ra n c h  hou ses  

and c l i e n t s .  The b ra n c h  h ouse  members w ould be t h e  k in  o f  th o s e  i n  

t h e  m ain  h o u se , w h ile  th e  c l i e n t  h o u ses  m igh t n o t  have  g e n e a lo g ic a l  

c o n n e c tio n s  w i th  t h e  o t h e r s ;  b u t  b o th  b ra n c h  h o u ses  and c l i e n t s  w ould 

be  d e p e n d en t on th e  m ain  house  i f  t im e s  became h a r d .

* T h ere  i s  some c o n tro v e rs y  o v e r  th e  n a tu r e  o f  th e  dozoku .
I  am r e l y i n g  h e re  on th e  i n t e r p r e t a t i o n s  o f  dozoku  r e l a t i o n s  
g iv e n  b y  A rig a  ( 1962) and Yoneyama (19^5) •
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I t  was e x tre m e ly  d i f f i c u l t  t o  d e te rm in e  w hat k in d  o f  r e l a t i o n s  

t h e r e  w ere  b e tw een  Marumaru and i t s  r i v a l s .  A t one moment th e  

c o r ru g a te d  b o a rd  com panies o f  Ja p a n  a p p e a re d  t o  be  show ing ea ch  o th e r  

th e  d i s t a n t  r e s e r v e  o f  c o m p e t i to r s ;  a t  t h e  n e x t  th e y  seem ed t o  be i n  

c o l lu s io n  o v e r  p r i c e s .  On th e  w hole r i v a l  com panies a p p e a re d  from  

Marmaru as rem ote and s e c r e t  i n s t i t u t i o n s .  No Marumaru em ployee had  

e v e r  w orked f o r  a n o th e r  m ajo r b o a rd  p roducer*  and v e ry  few  knew a n y th in g  

o f  c o n d it io n s  a t*  say* Rengo S h ik i*  t h e  l a r g e s t  o f  a l l  Marumaru* s 

c o m p e t i to r s .  (By c o n tr a s t*  Marumaru men had  b e e n  v i s i t i n g  th e  same 

E uropean  and A m erican f a c t o r i e s  f o r  more th a n  a  decade*  and t h e i r  

d e t a i l e d  r e p o r t s  w ere c i r c u l a t e d  th ro u g h o u t th e  company; m idd le  

management knew more o f  A m erican p r a c t i c e  th a n  o f  t h e  d o in g s  o f  

t h e  l o c a l  c o m p e t i t io n ) .  C onversely*  when I  v i s i t e d  one o f  Marumaru*s 

c h ie f  r iv a l s *  I  was im p re sse d  by  th e  ig n o ra n c e  t h e r e  o f  M arumaru.

T here  were* o f  course*  o c c a s io n s  when r e p r e s e n ta t i v e s  o f  c o r ru g a te d  

b o a rd  com panies had  t o  m eet and  d i s c u s s  m a tte rs*  and I  d id  a t t e n d  su ch  

a  m e e tin g . Though a l l  t h e  p a r t i c i p a n t s  had  met s e v e r a l  t im e s  b e fo re *

th e  a tm osphere  was fo rm a l and ev ery o n e  a d d re s s e d  ev e ry o n e  e l s e  n o t  by  nam

b u t  by company -  M arum aru-san , o r  Rengo-s a n . I  o n ly  m et two s e t s  o f  

p e o p le  i n  Marumaru who had  made a c q u a in ta n c e s  o f  t h e i r  c o u n te r p a r ts  i n  

o th e r  com pan ies. T hese w ere th e  young salesm en* who u se d  t o  m eet th e  

sa le sm en  o f  r i v a l s  when v i s i t i n g  cu sto m ers  and som etim es s to p p e d  t o  c h a t ;  

and c e r t a i n  o f  t h e  d i r e c t o r s  knew th e  s e n io r  men o f  o th e r  com panie& for 

h i s t o r i c a l  re a s o n s  -  t h e  m onopoly c o rp o r a t io n  o f  w h ich  Mumei had  once 

b e e n  p a r t  had  s i r e d  c o r ru g a te d  b o a rd  p ro d u c e rs  i n  o t h e r  p a r t s  o f  th e  

country,* O th e rw ise  o th e r  com panies w ere d i s t a n t  suns* c o n s tr u c te d  o f  

th e  same e le m en ts  a s  Marumaru* b u t  each  l i k e  Marumaru - a n  in d ep e n d e n t 

c e n tr e  o f  i t s  own s m a l l  g roup  o f  s u b s id i a r i e s  and a s s o c i a t e s .  No one 

a t  Marumaru w ould have  th o u g h t  he  was m aking a  c a r e e r  i n  an  in d u s t r y ;
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t h e  c o rru g a te d  h o a rd  in d u s t r y  was an  econom ic, n o t  a  s o c i a l  a b s t r a c t i o n .  

Em ployees th o u g h t  o f  th em se lv e s  as  w ork ing  i n  a  company, w hat t h e  company 

d id  b e in g  a  se c o n d a ry  m a t te r .

S u p p l ie r s  and cu sto m ers  w ere  n a t u r a l l y  i n  a  r e c i p r o c a l  r e l a t i o n s h i p .  

Those com panies w hich  s u p p lie d  Marumaru w ith  goods b ehaved  tow ards i t  as 

Marumaru i t s e l f  t r e a t e d  t h e  f irm s  w hich  b o u g h t i t s  b o x e s . The r u le s  o f  

t h e  r e l a t i o n s h i p  w ere s im p le ;  t h e  s u p p l i e r  Was an  o b se q u io u s  g i f t  

b e a r e r ,  t h e  c u s to m er a  c a s u a l ,  i f  n o t  i n d i f f e r e n t ,  r e c i p i e n t  o f  f a v o u r s .

I n  t h e  summer and a t  t h e  New Y ear team s o f  t h r e e  o f  f o u r  sa le sm en  from  

in k  com panies o r  s t a r c h  p ro d u c e rs  w ould c a l l  a t  t h e  Marumaru f a c t o r i e s  

and p r e s e n t  t h e i r  com plim ents t o  forem en and s e c t i o n  h ead s  a s  w e l l  as 

h ig h e r  o f f i c i a l s .  The v i s i t o r s  w ould hand o u t  c a le n d a r s ,  to w e ls ,  o r  

boxes o f  b e e r  and bow th e m se lv e s  o u t .  I n  i t s  t u r n  Marumaru s e n t  g i f t s  

and r e g a rd s  t o  i t s  own c u s to m e rs . Each f a c to r y  w ould spend  th e  e q u iv a le n t  

o f  th o u sa n d s  o f  pounds on w h isk y , s h i r t s ,  so a p , b e e r ,  and h a n d k e rc h ie fs  

f o r  th e  v a r io u s  ra n k s  o f  management i n  cu stom er com pan ies, and th e  

sa le sm en  w ould spend  a  week o r  two ta lc in g  them  ro u n d . The i n g r a t i a t i o n  

was n o t c o n f in e d  t o  t h e  g i f t  g iv in g  se aso n s  b u t  c o n tin u e d  a l l  th e  y e a r  

ro u n d . S alesm en  and  f a c to r y  m anagers c a l l e d  on c u s to m e rs , p la y e d  g o l f  

w i th  them , to o k  them  t o  m e a ls , and even  found  l i t t l e  s e r v i c e s  t o  p e rfo rm  

f o r  them . I t  was n o t  uncommon, f o r  exam p i e ,  f o r  t h e  so n  o f  a  s e n io r  

e x e c u tiv e  o f  a  c u s to m er company t o  be  g iv e n  a  jo b  a t  Marumaru so  t h a t  he 

c o u ld  a c q u ir e  a  l i t t l e  e x p e r ie n c e  b e fo r e  t a k in g  up h i s  v o c a t io n .  The 

cu s to m er was a t  a l l  t im e s  g iv e n  th e  g r a t i t u d e  and d e fe re n c e  due t o  someone 

who had  b e e n  k in d  and co n d escen d in g  enough t o  buy M arumaru*s p r o d u c ts .  , 

Even th e  sw itc h b o a rd  g i r l s ,  as  th e y  p u t  a  cu stom er*s c a l l  th ro u g h , w ould

th a n k  t h e i r  o p p o s i te  numbers f o r  a l l  th e  o c c a s io n s  on w h ich  th e y  had  j
I

h e lp e d  M arumaru.



The r e l a t i o n s  betw een Marumaru and a n o th e r  company, a l l y  o r  r i v a l ,  

s u p p l i e r  o r  c u s to m e r, w ere im p o r ta n t  i n  d e te rm in in g  th e  r e l a t i o n s  betw een  

th e  em ployees o f  Marumaru and  an y  em ployees o f  t h a t  o th e r  company. Men 

from  an  a l l i e d  company had to  be g iv e n  f r i e n d l y  t r e a tm e n t  b u t  w ith  d e fe re n c e  

o r  p a tro n a g e  a c c o rd in g  t o  th e  s t a t u s  o f  t h e i r  company w i th in  th e  Marumaru 

and Mumei g ro u p s . I  have a l r e a d y  m en tioned  t h a t  Mumei m an ag ers , though 

th e y  b o re  l e s s  r e s p o n s i b i l i t y  th a n  tn o se  ox M arumaru, w ere ranked  h ig h e r .  

W ith men from  r i v a l  com panies c a u t io n  was r e q u ir e d  - hence  tn e  use  o r 

company names in s te a d  o f p e r s o n a l  ones on c e r t a i n  fo rm a l o c c a s io n s .

V i s i t o r s  rrom  s u p p ly  com panies need n o t  i n t e r f e r e  to o  much w ith  w ork, b u t  

e v e ry  a t t e n t i o n  m ust be p a id  t o  cu sto m er com panies and anyone who c o u ld  be 

ta k e n  t o  r e p r e s e n t  them .

T here was a  second  im p o r ta n t  d e te im in a n t  o r th e  r e l a t i o n s  betw een 

em ployees o f  d i f f e r e n t  com pan ies, Marumaru men and o th e r s .  They w ould 

d e a l  w ith  each  o th e r  a c c o rd in g  t o  t h e i r  r e l a t i v e  r a n k s .  I t  happens t n a t  

th e  Jap an e se  names f o r  company p o s i t i o n s ,  p r e s id e n t ,  s e c t i o n  h e a d , and so  

on, a r e  common to  n e a r ly  a l l  com panies, and  a r e  even  p a r t  o f  tn e  common 

la n g u a g e . M oreover tn e y  a r e  te rm s o f  a a d re s s  a s  w e l l  a s  o f  r e f e r e n c e ,  so  

t n a t  a  man w i l l  a c t u a l l y  be c a l l e d  'S e c t io n  H e a d '. Tne u se  o f th e  names 

th e r e f o r e  re se m b le s  th e  u se  o f ra n k  names in  an  arm y. I f  a  man w ere th e  

s e c t io n  head  o f a  company and was c a l l e d  'S e c t io n  H ead' in  c o n v e rs a t io n , 

i t  was o n ly  re a s o n a b le  t o  a c c o rd  nim a  p o s i t io n  s u p e r io r  to  t n a t  o f  a  

s u b - s e c t io n  nead in  o n e 's  own company. I f  tn e r e  was a  g r e a t  d i s p a r i t y  

o f  s iz e  o r  s e n i o r i t y  be tw een  tn e  two com panies i t  m ig n t be c o n s id e re d  

‘t a c t f u l  t o  s e t  a s id e  t h i s  p r in c ip le  o f  th e  e q u iv a le n c e  o f  r a n k s ,  though 

I  d id  see  seme s t r i k i n g  exam ples o f i t s  a p p l i c a t i o n .  When I  w ent f o r  

a  m eal w ith  th e  d e p u ty  m anager o f  a  f a c t o r y  and tn e  v i c e - p r e s id e n t  o f 

tn e  t i n y  w a s te  p a p e r  company t n a t  d isp o s e d  o f  tn e  f a c t o r y 's  w a s te , i t  

was th e  v ic e  p r e s id e n t  who to o k  th e  head  o f th e  t a b l e .
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Okie f a c t  t h a t  a  man was employed hy  Marumaru a n d , s e c o n d a r i ly ,  t h a t  

he h e ld  a  c e r t a i n  p o s i t i o n  w i th in  M arum ari, e n te r e d  i n t o  a l l  h i s  

r e l a t i o n s  w ith  th o s e  from  o u ts id e  th e  company whom he m et in  th e  c o u rse  

o f w ork . T here w ere v e ry  few o f  th e s e  o u t s id e r s  w ith  whom a  sp o n tan eo u s  

r e l a t i o n s h i p  was p o s s ib l e .  Indeed  i t  was p ro b a b le  t h a t  c o n ta c ts  w ith  

p eo p le  from  o th e r  com pan ies, in s t e a d  o f  o f f e r in g  a  Marumaru man p ro s p e c ts  

o f  a  w orld  beyond M arumaru, made him more c o n sc io u s  o f  b e lo n g in g  w i th in  

h i s  own f i r m . The h ig h e r  h i s  r a n k , th e  more l i k e l y  t h i s  was t o  be s o .

The young men on th e  shop  f l o o r  c o u ld  p la y  t a b l e  t e n n i s  in  th e  lu n ch  

b re a k  w ith  th e  f o r k  l i f t  t r u c k  d r iv e r s  from  Maru T r a n s p o r t ,  b u t  t h e i r  

forem an and  th e  d e s p a tc h  m anager from  Maru T ra n s p o r t  had  t o  t r e a t  each  

o th e r  m ore c ir c u m s p e c t ly ;  and  th e  f a c t o r y  m anager and th e  p r e s id e n t  o f 

Maru T ra n s p o r t  w ould have ap p ro ach ed  each  o th e r  w ith  th e  c a u t io u s  e t i q u e t t e  

o f  e m is s a r i e s .

I f  Marumaru men w ere th u s  c o n fin e d  w i th in  t h e i r  own company by  th e  

custom s o f  Ja p a n e se  i n d u s t r i a l s s o c i e t y ,  th e  w a r ra n ts  f o r  t h i s  im prisonm en t 

w ere t h e i r  name c a r d s .  E v ery  marumaru em ployee a p p e a re d  to  have th e  r i g h t  

t o  a s k  t h a t  a  name c a rd  be p r in te d  f o r  h im . The com pany 's o f f i c i a l  symbol 

and t i t l e  to o k  a b o u t  a  t h i r d  o f  th e  sp ace  on th e  c a rd ,  and  i n  some 

f a c t o r i e s  th e r e  was even  a  l i t t l e  s lo g a n . A p a r t  from  th e  m an 's  name 

and  ra n k , th e  c a rd  w ould b e a r  th e  a d d re s s e s  o f  a l l  M arum aru 's  f a c t o r i e s .  

When a n  em ployee m et someone from a n o th e r  company, he w ould p r e s e n t  h i s  

c a rd  and  r e c e iv e  one in  r e tu r n  -  f o r  e v e ry  b usinessm an  o r  company 

em ployee had  o n e . He and h i s  g u e s t  w ould bow, and  th e n ,  a f t e r  th e y  had 

each  s tu d ie d  th e  o t h e r 's  c a rd ,  bow a g a in ,  t h i s  tim e  w ith  th e  c o r r e c t  

d e g re e  o f  dom inance and  su b m iss io n . B efo re  th e  exchange o f  name c a rd s  

in te r c o u r s e  w ould have b een  h e s i t a n t ;  a f t e r  i t  a  new c o n fid e n c e  would 

come t o  th e  c o n v e r s a t io n .
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X rem arked  i n  th e  I n t r o d u c t io n  t h a t  Ja p an e se  com panies form ed 

d i s c r e e t  and in d e p e n d e n t co m m u n ities . C e r ta in ly ,  so  f a r  a s  Marumaru 

was con cern ed  -  and  p e rh a p s  a  company w ith  a  l e s s  p a r o c h ia l  la b o u r  

u n io n  would have b een  d i f f e r e n t  -  r e l a t i o n s  betw een  company members 

and o th e r  i n d u s t r i a l  w o rk ers  w ere few and  s te r e o ty p e d .  In  th e  n e x t  

s e c t i o n ,  i n  w hich  we d i s c u s s  th e  com pany 's d e a l in g s  w ith  th e  w orld  

o u ts id e  i n d u s t r y ,  we s h a l l  se e  how company members w ere i s o l a t e d  from 

l o c a l  s o c ie ty *

d* Marumaru in  J a p a n e se  s o c ie t y

Marumaru was m aking goods n o t  f o r  th e  p u b lic  b u t  f o r  in d u s t r y ,  so  

t h a t  even  though  th e  company was la r g e  enough t o  h av e  r e l a t i o n s  w ith  

a  g r e a t  many i n d u s t r i a l  f i lm s ,  i t s  com m ercial a c t i v i t i e s  had n o t  made 

i t  kno«n t o  th e  p u b l ic .  Only i n  th o se  a r e a s  w here i t  had  f a c t o r i e s  

was Marumaru known b y  o r d in a r y  p e o p le  o u ts id e  in d u s t r y ,

The r e g io n  w here Marumaru was b e s t  known w as, o f  c o u rs e ,  th e  

p r e f e c tu r e  o f  N -, and e s p e c i a l l y  th e  town o f  S - w i th in  i t .  T here  th e

company h i s t o r y  was th o u g h t o f  a s  th e  l o c a l  s u c c e s s  s t o r y .  W ith in

M arumaru, N- p r e f e c tu r e  was th o u g h t o f  a s  home. B erhaps h a l f  th e  

em ployees and n e a r l y  a l l  th e  d i r e c t o r s  had come from  t h e r e .  I  was 

c o n t in u a l ly  b e in g  t o ld  t h a t  th e  men o f  N- w ere th e  h a r d e s t  w o rk ers  and 

th e  s t o u t e s t  d r in k e r s  i n  a l l  Ja p a n , and t h a t  i t  was t h e i r  fo rm id a b le  

d e te r m in a t io n  t h a t  had b u i l t  M arumaru.

I t  was w ith  S - t h a t  Marumaru had  i t s  c l o s e s t  r e l a t i o n s  w ith  an y  o f  

th e  l o c a l  com m unities i t  had  t o  do w i th .  The m ost im p o r ta n t  o f f i c i a l

a c t i v i t y  Marumaru engaged  i n  i n  and a round  th e  town was r e c r u i tm e n t .  

L o c a l s c h o o ls  w ere r e g u l a r l y  v i s i t e d  by  Marumaru s t a f f ,  and  t h e i r  

s u c c e s s  -  and  M arum aru 's fame -  w ere such  t h a t  n e a r ly  a l l  o f  th e
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em ployees who e n te r e d  Marumaru s t r a i g h t  from  s c h o o l  came from  N -.

U n o f f i c i a l ly ,  o f  c o u rs e ,  t h e r e  w ere a  g r e a t  many r e l a t i o n s  betw een  

company members and  th e  p r e f e c tu r e .  E v ery  o th e r  em ployee had  h i s  

f a m ily  i n  N -,

1 o n ly  s p e n t  th r e e  weeks i n  S~, to o  s h o r t  a  tim e  t o  come to  

d e f i n i t e  c o n c lu s io n s ,  b u t  i t  seemed to  me t h a t  th e  r e l a t i o n s  betw een  

Marumaru and i t s  home re g io n  w ere l im i te d  i n  two w ays. N e i th e r  th e  

company a s  a  c o rp o r a te  body , n o r  i t s  in d iv id u a l  m em bers, had  i n c l i n a t i o n  

t o  ta k e  much p a r t  i n  l o c a l  l i f e  o u ts id e  commerce. I t  was s a id  t h a t  th e  

l i b e r a l  D em ocratic  I h r t y  r e c e iv e d  a  d o n a tio n  from  Marumaru a t  e l e c t i o n  

t im e , b u t  I  h e a rd  o f  no o th e r  way i n  w hich th e  company b e n e f i te d  th e  

com m unity. I  a sk ed  s e n io r  m anagers and d i r e c t o r s ,  n e a r l y  a l l  o f  whom, i f  

th e y  d id  n o t  come from  S - ,  had worked t h e r e ,  w h e th e r  th e y  had  e v e r  ta k e n  

p a r t  i n  p u b l ic  a c t i v i t i e s  o u ts id e  th e  company. None had  assum ed an y  

d u t ie s  t h a t  one c o u ld  d e s c r ib e  a s  p u r e ly  s o c i a l ,  c i v i c ,  o r  p o l i t i c a l ,  

w i th  no  d i r e c t  com m erc ia l c o n n e x io n s . O nly th e  p r e s id e n t  a p p e a re d  to  

have ta k e n  on an y  o u ts id e  r e s p o n s i b i l i t i e s  a t  a l l .  He h a d  b een  chairm an  

o f  th e  S - Chamber o f  Commerce, b u t  had  re s ig n e d  b e c au se  he  f e l t  t h e r e  was 

to o  much t o  be done w i th in  Marumaru t o  a llo w  tim e  t o  be s p e n t  on e x tra n e o u s  

m a t t e r s ,

Even i f  Marumaru men had been  more p u b l ic  s p i r i t e d ,  tim e  and d i s ta n c e  

w ould have made i t  d i f f i c u l t  f o r  them t o  im p ress  th e m se lv e s  on th e  l o c a l  

comm unity, l i k e  t h e i r  p r e s i d e n t ,  em ployees w ere f u l l y  p re o c c u p ie d  by  

t h e i r  w ork , w h ich  to o k  u p  s i x  f u l l  day s a  week and many e v e n in g s  and 

Sundays. M ost o f  th e  em ployees who came from  th e  p r e f e c tu r e  worked f a r  

o u ts id e  i t ,  a t  one o f  Marumaru*s o th e r  f a c t o r i e s .  As t h e i r  company c a r e e r s  

p ro g re s s e d  t h e i r  t i e s  w i th  t h e i r  n a t iv e  p la c e  became m ore sentim erte-1 and  l e s s  

r e a l .  Even many o f  th o s e  who w orked a t  th e  c o r ru g a te d  b o a rd  p l a n t  n e a r  S - , 

had  s p e n t  th r e e  o r  f o u r  y e a rs  o u ts id e  th e  p r e f e c tu r e ,  d u r in g  w hich th e y  had 

l o s t  to u c h  w ith  s c h o o lf r ie n d s  o r  n e ig h b o u rs .



86.

Ia the factories outside the prefecture of XT—, where seven eighths 
of Marumaru's employees worked, relations between the plant and the local 
town or city were even more tenuous. Shis was due not least to the fact 
that so many employees came from N-, and felt themselves to he colonists,

I mentioned a moment ago that many of the employees who worked at 
the factory in N- prefecture would have done a tour of three or four 
years outside their heme areas, Transfers were one of the principal 
reasons for the isolation of the company from the community. l̂eie/er 
a new factory was built, Marumaru would move managers and skilled workers 
to it from other factories. Only very occasionally did the company take 
on a local manager, and never a skilled workman. Indeed, it was considered 
quite impossible to attract workers with experience of corrugated board 
manufacture; and advertising for them would only have the effect of 
antagonizing rival companies. The managers and workmen who were 
transferred to new plants were replaced in their former jobs by other 
managers and workmen from third factories. As a result the whole company 
appeared to be in motion, and some men would be moved three or four times 
in a short career. Their chances of participating in local life during 
any one of their brief appointments were very limited. The men themselves 
became more and more engrossed in the company and the society it provided. 
For their wives there was only the prospect of nomadic loneliness, broken 
by visits to and from aseiatives and school friends.

Seme statistics for the Yokohama factory, the one at which I spent 
most of my time, may give some impression of how remote from the local 
community the factory was, even though by the time my researches began 
Marumaru had been established in the area for eleven years. In October 
1969 there were 11^ men at Yokohama. 58 of these were from the 
prefecture of Iff-, and 57 were from other rural prefectures. • Only 
2k men had originally come from Yokohama and its environs. 29 of the
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1969 and October 1970* 15 were transferred. It was true that Marumaru 
always recruited women locally, and that there were fourteen of them at 
Yokohama - most of them clerks. But women were considered transient 
beings who did not belong to the company at all. Though they certainly 
acted as intermediaries between groups of men within the factory, I did 
not think that they served to link the factory with the community.

In spite of all this movement within the company it might still 
have been possible for there to be extensive relations between company 
members and local townspeople. In ’The Organization Man*, Whyte 
(1969, P 258 ff) showed how the inhabitants of Ihrk Forest though quite 
as liable to be transferred as the employees of Marumaru, were nevertheless 
intensely involved in their local community. The fact was that the isolation 
of both company and employees was to some degree self imposed. It was 
considered right that the company should concentrate entirely on business 
matters and not put its energies into events outside when, as the president 
remarked, there was so much to be done within. In the same my, employees 
were expected to lead their social lives within the company, going to bars 
together and visiting each others’ homes in the little spare time they had.
A man would have been thought odd if, after several years of service, he 
had more friends and activities outside the company than in it.

* Ihe proportion of people who had been transferred at least once 
was much higher in the newer factories. At one new factory I 
visited 12 out of 2*f male employees had been transferred at least 
once and 10 of the 12 had been transferred at least twice. The 
proportion of men who had been transferred at least once was even 
higher in the main office, because main office employees tended 
to be of longer service than those in the factories, and there had 
been more time in which to experience a transfer. 55 ou,t of ^5 
main office men had been transferred, 9 of them three times or more.
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While I was at Marumaru there occurred in one of the factories an 
unpleasant episode which illustrated, if it did not actually arise from, 
the dissociation of the factory from its setting* Hie factory had been 
huilt in 1962 on an irregularly shaped plot of land surrounded by fields, 
within the jurisdiction of the surburban town of K-. In the summer of 
I968 a second corrugator was put into the factory to increase production. 
The matter would not have concerned outsiders except that in the autumn 
of the same year a number of houses were built in the vicinity of the 
factory, and almost immediately the town hall began to receive complaints 
about the intense and penetrating noise of the corrugators*

By rights the neighbouring houses should never have been built, 
because their site was a piece of waste land between Marumaru*s plot 
and a Hitachi factory and was not officially regarded as suitable for 
housing. Some of the houses did themselves contain factories, small 
workshops for one or two men which were.open to the street and no doubt 
caused as much nuisance as Marumaru in the day time. Unlike Marumaru, 
however, they did not work at night. The rest of the houses were shoddy 
blocks of flats, two stories high, with walls of grey corrugated iron. 
Between them ran unpaved roads. It was also particularly unfortunate 
for Marumaru that the shape of its plot allowed houses within twenty 
metres Of the corrugators. But whether or not the inhabitants had any 
legal rights to be there, there was no doubt that the corrugators were 
causing great discomfort. One of the residents described the noise as 
being similar to that of the siren of a patrol car whining twenty hours 
a day.

In 1969 a second dispute arose. Until then the effluent from 
Marumaru*s factory had been drained away in an open unlined ditch.
The residents complained to the town hall of the smells carried past 
their windows, and the company built a new concrete ditch to drain both 
the factory and the houses. But nothing was done about the major problem
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of noise, even though the mayor of K- called several times at the factory 
and ask the manager infoiraally to solve the problem by November. Not 
only was no work done on ways of cutting down the noise, but no official 
efforts were made to discuss the matter with those who were being 
discomforted. Even more extraordinary, a wall was built round the 
perimeter of the factory to keep children out, and to it were affixed 
notices forbidding entry. But the wall was too low to reduce noise; 
no one had thought of using it for that purpose as well as to protect the 
factory.

At last, in the spring of 1970> Marumaru consulted the makers of the 
corrugators and decided on putting a wall of sound absorbent material 
between the machines and the houses. Before anything had been done the 
mayor sent an official notice to the company requiring that the noise be 
reduced to specified limits by -the end of October, failing which the 
factory would be closed. The story was passed to the newspapers, and the 
articles that appeared in them provoked telephone calls frcm Marumaru 
customers worried that their supply of boxes might be cut off. Under 
threat, Marumaru began to act a little faster. Within a few months the 
noisiest parts of the corrugators were enclosed in sound-proofed boxes 
and certain other measures were taken that brought the noise down to just 
above the official limit. The work was finished by February, 1971* nearly 
two and a half years after the first complaints. A party of journalists 
were invited to come and see the installations, but none of them published 
anything about them.

In a sense Marumaru was as much a victim of the poverty of Japanese 
social services as the residents themselves. It was forced to remedy 
matters that a better housing policy would never have allowed to arise.
This is not to deny that Marumaru was reprehensibly slow in dealing with 
the matter. My point is simply that it would have been impossible for
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Marumaru to proceed so casually with the noise prevention measures if 
there had heen more communication between the factory and the community 
it was harming.

In the first chapter I quoted a director of Matsushita Electrical 
Industries who said that the primary aim of his company was to serve.
At Marumaru also, despite the record of relations with local communities, 
there existed a sense that the company was working for the nation. But 
Marumaru's was an unphilanthropic patriotism; the company worked for 
Japan while preserving Itself from too much contact with Japanese.
And though I was naturally not able to confirm my hypothesis from my 
own observations, it seemed to me that other, and more famous, companies 
involved In pollution cases might be similarly confident of their national 
mission, and oblivious of their local responsibilities.

But this Is speculation into a side issue. The main burden of this 
section has been to show how discreet a social group Marumaru was; and 
how an employee's relations with outsiders were limited by the fact of his 
company membership. We shall see many times in the course of this thesis 
how social relations within Marumaru were affected by the company's isolation 
from the rest of society. In so confined a space, quarrels and jealousies 
could arouse unhappiness out of all proportion to their causes. It was 
in order to avoid the bitterness invidious appointments might arouse that 
the directors, despite their attachment to the rule of merit, promoted men 
by age. And it was the need to maintain harmony in a closed community 
that required the management to yield to a union which could not strike, 
but could nevertheless be unpleasantly fractious.

But before beginning the main body of the thesis, I should like 
briefly to describe my position in the firm, the course of my research, 
and sane of the problems I encountered in it.
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e. The research and its limitations
I was introduced to Marumaru hy the father of an old Japanese 

friend of mine who was a "business associate of the head of Marumaru* s 
sales department. The department head ashed the president whether it 
would he possible for the unseen foreigner - 1 was still in England - 
to stay with the company for one year and participate in its life.
When I later asked the president why he had agreed to my ccming he replied 
vaguely that he would have welcomed anyone, even someone frcm South East 
Asia. After all, the company had no technical secrets to keep frcm me. 
Marumaru was very conscious of its outstanding record and continuing 
success • It had already published an official history to mark the 
twentieth anniversary of its foundation. Bossibly the company was a 
little flattered to he asked to accommodate a foreign student, and thereby 
represent Japanese industry to the outside world.

Neither on my arrival nor at any other time did any senior manager 
show much interest in precisely what I was doing or in my motives for 
doing it. Shortly after X entered the company I was asked to meet the 
assembled department heads to tell them about myself and my work. But 
the principal questions - apart frcm the one about 'economic animals', 
which had serious implications - concerned any connections I might have 
had with the aristocracy and the cruelty alleged by a British newspaper 
to be shown by the Japanese to dogs. It was true that after I had been 
in Marumaru nearly a year, the president asked me for some comments on the 
company - I shall be describing my relations with him in a moment.
Otherwise Marumaru management seemed content to know that I was working on 
'human relations', and, In giving up very great amounts of their time, they 
seemed to be charitably presuming that my work was going to be of some 
use to scmebody. I was allowed freedom to go where I liked in the company 
though I was asked to restrict the bulk of my researches to the main office
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and the nearby Yokohama factory, so that I would be near at hand to 
give English lessons and translate foreign journals. No restrictions 
were placed on whom I might interview, and I was allowed to read all 
the company documents I wanted to. Only once was I denied attendance 
at an event, and even then I was given a copy of the official transcript 
of what had taken place. I was from the beginning given freedom to 
publish whatever X chose, though the company naturally asked for copies 
of anything I might write • Yet even after a year the head of the' 
labour department, the official most closely associated with my work, 
had only a hazy idea of what I was doing, and thought, for example, 
that X was investigating the Japanese family system among other things.

Marumaru treated me so generously partly because I had been 
recommended to the company by an eminent man, and partly because once 
having accepted me as a company member, Marumaru knew no other way of 
dealing with me. X was also considered too junior to be hannful.
At twenty four I was only the same age as the new graduates or shop 
floor workers with fOB» or five years1 experience. And I was even 
less significant because I was a student. Japanese has an interesting 
word, shakai.iin. <&r social being; no student can be one of these until 
he puts universities behind him and gets down to useful work.

In return for Marumaru1 s hospitality I was asked to teach English 
to the young graduates of the main office and handle English correspondence, 
When I first arrived there were also suggestions that I run a foreign 
eye over the company and point out what was being done wrong. Much 
to my relief, however, I was rarely consulted on anything, even on 
matters concerning the use of English, which I naturally understood 
better than anyone else. Though I was occasionally asked to check 
letters written in English to foreign companies, some managers whose
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English was none too good sent off their letters without referring 
then to me. On one occasion an unfortunately worded letter to an 
American firm cost Marumaru a great deal of time and money. I was 
not overlooked for personal reasons; it was simply that there was, 
as I shall explain later, little recognition of specialist knowledge, ]) 
and it was assumed that nearly anybody could do nearly anything.

She president of Marumaru, with whom I had a very amicable 
relationship, did interview me to find out what I thought of the 
company. He was interested in topics that had not been of great 
moment in my research and I would have been unable to offer him sound 
advice even if it had been my duty. My chief recommendation was that 
Marumaru try to improve communications both informal and fomal between 
main office and factories, and within each factory. The suggestion 
was not original; the union had been campaigning for great exchange 
of information for years. The president also asked me to draw up 
a plan for the systematic training of managers and workers. Even if 
I had had the qualifications and experience to construct a plan, the 
company had not yet decided on any policy of employment towards which 
a training plan could contribute, nevertheless I produced a plan 
more or less straight from the text books, 1 think it unlikely that 
it did or will influence the development of training at Marumaru,

1 began my work in the main office. I was given a desk in a 
section of the research department where there were four senior 
managers and there were only two people, one of them an office girl, 
who did not hold management rank. I stayed there for six months 
studying the history of the company and its formal organization.
The personnel department (its name in Japanese meant * labour affairs 
department'), was separated from my office only by a moveable partition 
and I usually tl&ft my own desk and spent most of my day there.
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I had no difficulty in mixing with the people in the other departments, 
"because their managers were most generous in the hospitality they 
showed me, and because I was teaching the younger members of the 
departments English.

After six months at the main office X was studying the union.
The union office was in the grounds of the Yokohama factory, and there 
the union secretary worked by himself. I was worried whether my 
early associations with upper management might not prejudice my chances 
of establishing good relations with the union, but in the event the 
union was even more hospitable than the company itself. The union 
representative in the main office introduced me to the union secretary 
and to the senior union members who worked at the Yokohama factory at 
a most successful dinner party. Shortly afterwards I moved into the 
union office and spent three months there. During that time I was 
able to observe the way the union went about obtaining the annual 
bonus and the annual rise in wages. Once or twice a week I visited 
the main office to teach English and to keep myself in touch with wh^t 
was happening. And in order to prepare for my researches into the 
factory I joined in the lunch time games of shdgi. or Japanese chess.

By the time I entered the factory I had come to know many of the 
shop floor workers. The company was unwilling for legal reasons 
to allow me to handle machinery, so that there was little possibility 
of my becoming a worker, even if only temporarily. Though I no doubt 
lost much information by being constrained merely to observe, the noise 
frcm the corrugators was so great that it would have been hard to enter 
into discussion with my fellow workers. Another disadvantage was that 
the only place where I could sit was the foreman's hut5 by I think my 
age, my previous associations with the union, my interest in chess, 
my joining the mountaineering club, and my appetite for night life,
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all helped prevent my being identified with foremen. I was also 
careful to spend much of my time during working hours wandering 
round the shop floor, talking to those sufficiently far frcm the 
corrugator to allow conversation to take place. And, again,
I attached myself to the shift in which I knew the greatest number 
of young people, and stayed with them through a shift cycle.
During the whole course of my research I used entertainment as a 
means of eliciting trust and information, but in the factory my 
visits to bars with members of the company became more important 
than ever. Even after I had moved on to other sections of the 
factory I tried to spend as many evenings as possible with 'my' 
shift team on that one week in every three when they worked nomal 
hours and could go out in the evenings.

After two months on the shop floor I turned to the factory office, 
first joining the factory labour department and eventually moving on 
to a sales team. Hen, in the early spring of 1971, I went on a tour 
of two of the other factories. I spent a week at a small rural 
factory in the North of Japan, chosen because I supposed that it would 
be as different as possible frcm Yokohama, From there I travelled 
to the prefecture of N- to study a number of problems associated 
with the factory near Marumaru’ s home town. H e  tour not only 
enabled me to see what was happening elsewhere in Marumaru; it also 
provided me with useful information about the Yokohama factory.
Many of the employees in the other factories had spent some time at 
Yokohama and they were able to speak more freely about their experiences 
there than if they had still been working at the factory.

I had timed my visit to the Hf- factory to coincide with the 
annual intake of recruits from schools in the Iff- area. -Each year
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the company brought its recruits up to Tokyo on the express train frcm 
N-, and I arranged to return to Tokyo with them. For two weeks I joined 
the induction course of those recruits who had been assigned to the 
Yokohama factory, attending lectures, and living with them in the 
company hostel.

The study of the way school leavers were introduced into Marumaru 
ended my programme of fieldwork. I had attended the ccmpany for
fourteen months, but now I withdrew to sort out my notes and read books 
and journals. nevertheless I remained in touch with Marumaru and its 
employees. During my last six months in Japan I visited two of 
Marumaru's factories which I had not previously had time to see, as 
well as the factory of one of its greatest rivals; and I continued 
to meet the friends I had made during my stay with the ccmpany.
Even after I had returned to England and begun writing this thesis I 
acted as host to Marumaru directors visiting England on business, 
and put up a young man who had left the company to travel around 
Europe, besides exchanging letters with informants still in Japan,

My researches into the social life of Marumaru were limited by a 
number of circumstances - my own qualifications and attributes, for 
example, which influenced how X was treated and how I chose and handled 
my information. I believe my youth was a great advantage; I posed no 
threat to the management, and was able to mix easily enough with the 
workers, the majority of whom were young. I should note, however, that 
I had a little difficulty in dealing with the youngest men in the factory, 
aged between fifteen and eighteen. They appeared to treat me with the 
caution due to an elder, and they, more than the others, remained conscious 
that X was alien even after they had become used to me. Though my age 
encouraged Marumaru members to accept me as an individual, it may have been 
my age which, among other things, prevented me from formally interviewing 
younger people. After one unfortunate session I decided not to risk
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interviewing ccmpany members below the age of thirty. Instead I got 
my information frcm the questionnaire returns and from infomal 
discussions in bars. I was able to continue to interview managers 
and older workers, taking care to pose more as student than sociologist.

I think, also, that my being a foreigner greatly helped in my 
research. Very few members of the company had ever spoken to a 
foreigner before meeting me, and in each new part of the ccmpany I 
entered I was received with curiosity and kindness. Far more important, 
the fact that I was foreign made it impossible to place me in a community 
very conscious of status; I doubt whether a Japanese researcher could 
have passed with such facility frcm the ccmpany of directors to that of 
young shop floor workers. Every so often I would be made aware of an 
employee's xenophonia - one man told me that he abhorred the 'Great 
British Empire' but X do not think that my nationality greatly affected 
my infornants. Britain is so remote and has been so insignificant in 
Japan's recent history that a Briton is one of the more neutral kinds of 
foreigner in Japan. And since nearly everyone at Marumaru was aware of 
Britain’s commercial decline I do not think that anyone feared shame or 
embarrassment as a result of my enquiry into the workings of the company, 
or that pride induced any of my informants to keep the ccmpany's defects 
frcm me.

The impression I made on Marumaru may have caused me to be given 
one kind of information or another, but I do not think that my persona 
limited my access to information nearly as much as time and geography.
I heard so much from so many people of different opinions and points of 
view that my problem was less that of missing some of the sides of a story 
than of reconciling those I was given.

language was, however, a major difficulty. When I arrived at 
Marumaru my facility for Japanese was limited. I could understand
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conversations of moderate difficulty on everyday subjects, and read 
books and newspapers with the help of a dictionary, but I was bemused 
by rapid discussions about management or industrial relations, and I 
found the recondite ccmpany documents difficult to follow. By the 
end of my stay, of course, I had not only had the opportunity to 
practise my Japanese, but 1 had gained knowledge of the industrial 
context, and in my last few months with Marumaru 1 was only occasionally 
embarrassed by failure to understand what was going on.

I mentioned a moment ago the limitations put upon my work by time 
and geography. Marumaru was a company of one thousand people 
distributed over several provinces, and it would have been impossible 
for a single observer to have examined social relations over the whole 
ccmpany in the course of a year. I concentrated my study on the head
office and the Yokohama factory. Those parts of Marumaru were chosen
for me, but if they had not been I would probably have chosen them myself 
the main office because it was the centre of Marumaru, and the Yokohama 
factory because it was near, because it was large and efficient and 
therefore a significant part of the whole ccmpany, and because it had 
been established long enough for social relations to have become settled. 
But Yokohama, like the other factories, had its own peculiarities, and 
it would not do to suggest that everything 1 saw there was typical of 
Marumaru. I have tried to distinguish throughout this thesis what was 
true only for Yokohama, and what my visits to other factories, my 
examination of their documents, and hearsay, suggested to be true not 
only for Yokohama but throughout the company.

The choice of the Yokohama factory as my chief area of study 
effectively excluded the heme life of employees frcm my subject matter. 
Because Yokohama had been built in Marumaru’s early days, there had not 
been enough money to build company houses for married men; the very few
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employees, scattered all over the city. It would have been quite 
impossible for me to visit employees' houses systematically, though 
I was invited to the homes of more than forty employees from different 
parts of the eanpany. It was also helpful to me that my small flat, 
found for me by an employee, happened to be two doors along from the 
house of a head office manager.

Even if there had not been difficulties of time and distance I 
believe I would have been justified in excluding the family lives of 
employees from my investigation. Vogel (1963, p 35ff), who studied 
family life to the exclusion of works relations, has emphasized how very 
separate home and work are for the Salaryman’, or company employee*
In a sense the families of employees were part of the company conmunity. 
An employee’s dependents were officially recognized as Marumaru's 
responsibility. He would be paid a monthly allowance for his wife and 
each of his children, and, If he was very lucky, he would be given a 
company house of a size to fit his family. If his wife or any other 
close member of his family died, large numbers of his superiors and 
colleagues would be given the day off to attend the funeral. In all 
this, however, the company was merely expressing obligations to its 
employee. Informally, wives took very little part in the social world 
of the company. Many of the wives I met did not know In detail what 
their husband's job was. Very few had met more than one or two of their 
husband’s superiors or colleagues - those same superiors and colleagues 
who would have cane to mourn a wife’s death. Wives used to tell me 
that they were too busy to worry about their husband's work; and many 
employees seemed reluctant to allow their wives to involve themselves 
with the company because they did not want to ’mix home and work'.
Even those wives who had once worked at Marumaru themselves appeared to 
have lost interest or perhaps to have beenndiscouraged fran taking an 
interest in Marumaru.
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There were a few families in which the wife seemed to he aware 
of what was going on at Marumaru. At one small factory I heard that 
some employees had asked for a company outing or party to which wives 
could ccme. And during 1971 the company built a block of more than 
a hundred company flats in the Tokyo area. The families who lived in 
them were gradually caning to know each other, though I was surprised 
at the number of wives who still had not met the wives of their husband's 
closest colleagues even after months of living near each other. The 
chief disadvantage of company housing was thought to be that wives would 
indeed get to know each other, and company gossip would be carried into 
the hone; and there is no doubt that most of the families in the block 
were anxious to preserve their privacy, (cf Vogel, 1963, p 106).
The block was only finished four months before I left Marumaru, and 
perhaps if I had stayed on in the company and moved to the factory to 
which the block was attached, the home life of employees would have had 
a more significant place in this thesis. But during my period of study 
it remained true in every part of Marumaru, but particularly in the 
Yokohama factory, where the same problems of distance that prevented my 
systematically visiting homes contributed to the separation of heme and 
work, that families were attached to, but not part of, the company 
community.

If I lost little through not having been able to carry out a 
systematic study of the heme life of married enployees - I did, as I 
have said, receive entertainment from some dozens of families - it was 
a serious handicap that I was not able to see more of the hostels where 
unmarried male employees lived. The difficulty was not that the 
Yokohama hostel was far away but that it was overcrowded, and some of 
the younger boys were sharing tiny rooms too cramped for one. The 
company did arrange for me to spend two weeks in the Yokohama hostel,
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and I was accommodated in the hostels of three other factories during 
my visits outside Yokohama. I did therefore get a glimpse of hostel 
life, and I learned enough in my short stays to persuade me that I would 
have understood the company better If I had been able to stay longer.

f. Conclusion
A comparison of Marumaru and Cole's Tokyo diecast factory would 

reveal three main sets of differences. The diecast industry was 
not expanding nearly as fast as that of corrugated board, and the 
particular diecast factory Cole studied was slowly running down; 
moreover, it had recently been taken over by a new and forceful 
management whose presence was resented by the workforce.

At Marumaru, by contrast, there was a young and successful 
president who had led the ccsnpany for twenty years and had gained 
the respect and even the affection of the employees. Finally, the 
diecast union was militant and interested in politics; that at 
Marumaru was committed to co-operation with management and was quite 
apolitical.

She situation at Marumaru was, it would appear, more like that 
at the motor components plant where Cole spent a month. The motor 
components industry, and the plant in question, were both expanding 
rapidly. The workers at the factory, like most of those at Marumaru, 
were from the country; and a large number of them were young batchelors, 
The union was moderate - it had replaced a militant union in the same way 
as that at Marumaru - and the Jabour-management relations were good.

On the other hand there were ways in which the diecast plant 
resembled Marumaru. Its size, for example, was almost the same as 
that of the Marumaru Yokohama factory - the two were within a few



102.

kilometres of each other* The motor components plant, however, was 
situated in the country. The scale of the operation was very much 
greater than that of any Marumaru factory, and its production methods 
depended on assembly line working, which did not exist at Marumaru.

Ho doubt as more work is done on Japanese companies, conditions 
within them will came to appear more and more diverse, and Abbeglen's 
notion of the Japanese company, or even the large Japanese company, 
will be less easily tenable (cf Cole, 1971* P 62). Instead researchers 
will concentrate on analysing the variation with particular circumstances 
of organization and behaviour in Japanese firms.

The second purpose of this chapter, after that of detailing the 
particulars of the company, has been to suggest how isolated it was frctn 
the rest of society. I have tried to explain how limited the associations 
of Marumaru members were, both with other people in industry and with the 
local communities in which their workplaces were located; how completely 
they were engrossed in the world of Marumaru. In the next chapter I 
shall be describing this world, and saying how people joined and left 
it.
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CHAPTER I I I  THE COMMIT! AJKTD THE XABOUR MARKET

a. The community and its values
So far I have been emphasizing how isolated Maramaru was, and how 

limited the relations of its members were with outsiders* The sense of 
isolation no doubt contributed &© a compensatory sense of cohesion.
But there were other, more positive ways, in which Maramaru members 
were brought together in what could justifiably be called a community.

Anthropologists are not agreed on the definition of 'community*. 
Murdock (l9**-9? PP 79“90) considered that for a social group to be a 
community it was necessary that all its members know each other.
There were a few people at Marumaru who did not know every one of 
the thousand or so employees in the company, and any man of seven or 
eight years standing would have known the majority of his fellow employees, 
including, for reasons that will shortly appear, those who worked in 
other factories. But a large number of people would not have known 
more than a quarter of the people in the canpany, and Marumaru would not, 
therefore, have qualified as a ccmmunity in Murdock's sense.

On the other hand the Wilsons (1965? P 5°) defined communities 
as 'areas and periods of common life of more or less intensity', whose 
boundaries are 'the boundaries of many sided relationship; extra- 
communal relations are one-sided and tenuous'. If this definition were 
accepted, Marumaru would certainly count as a ccmmunity.

I myself would want to define a community as a body of people with 
common activities, aims, and values, whose members have greater 
intercourse with each other than with outsiders. In this section I 
shall try to show why Marumaru was such a ccmmunity.
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Maramaru, of course, was an economic unit, in which everyone 
was dependent for his livelihood on the efforts of everyone else.
Hot only did this dependence exist hut it was acknowledged; It m s  
thought that Maramaru was in relentless competition with other 
companies, and that there was no room for lethargy or slackness.
I have already given seme of the evidence for and against the existence 
of severe competition in the corrugated hoard industry, hut I am unable 
to say how far it affected Maramaru. Whatever the economic truth, the 
idea that Marumaru was in competition united the community.

Rapid economic growth was generally considered a right and 
proper goal. Only by growing larger and obtaining a better share of 
the market could Marumaru afford to pay its employees more and provide 
them with better facilities. It was also realised that the company, 
and therefore its employees, would achieve recognition In Japanese 
society If it grew bigger and economically more powerful.

Marumaru was a community too, in that its members acknowledged 
a common code of behaviour. Status was regulated by a system of 
ranks and grades which applied in every part and functional unit of the 
company, so that every company member, employee or director, knew his 
position relative to every other. I shall be discussing this status 
system in more detail in the next chapter.

Maramaru members had a strong sense of history. The first lecture 
of the induction course for new school recruits concerned the company 
and its rise to eminence in the industry. This history was conceived 
in personal terns, since most of the people involved in it were still 
working for the company. Maramaru members had surprisingly accurate 
memories for who had preceded who in which job, and what achievements 
had been registered in the time of this or that factory manager.
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Above all the people of Marumaru were agreed that there should he 
a community, that relations between company members should not be 
superficial and simple, but intense and multifarious - though it was true 
that different sections of the community differed as to how extensive 
community relations should be. The intent of unity was expressed in 
many foimal ways, but chiefly by the wearing of company unifoims and 
insignia, and by attendance at company ceremonies and outings.
Company or departmental celebrations took place almost monthly. At 
Foundation Bay and at the Hew Year, everyone would gather to receive 
presents and listen to the speeches of the president and of the 
factory or department manager. There was a weekend outing for each 
factory and the main office ©nee a year, and there would be at least 
two other occasions when the department or factory section went out to 
dinner, or to the sea or a bowling rink. Though no one thought it fun 
to have to sit in a long row in order of rank and listen politely to 
the conversation of seniors, there was always room for enjoyment at 
these events, and it was a frequent ccraplaint that there were not more 
of them.

There were also more informal indications of the belief that the 
company ought to be a community. Bsople at Marumaru frequently spoke 
.of the' need for 'good human relations' (ii ningen kankei). ’Good h$man 
relations' were rarely defined - and their definitions would have differed 

according to the speaker - but they would have involved amicable relations 
between equals, and firm but friendly treatment of subordinates by 
superiors. A man in charge of a department was held responsible for 
fostering 'good human relations' in It, and was considered to be a most 
important part of his job to smooth away any unpleasantness or 111 

feeling that arose in working hours or out of them.
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Relations between company and employees, and among employees, 
ought, it was assumed, to be not merely harmonious but also durable. 
Ideally, a man should enter the company young and stay with it until 
retirement. In fact, as we shall see, large numbers of employees 
did leave Marumaru; but their leaving was considered evidence of a 
malaise. Seme people thought that the leavers were lacking in the 
moral sense that should have impelled them to stay. Others, including 
the leavers themselves, considered that employees were being driven out, 
despite their intentions of staying, by the defects and deficiencies in 
the community, and especially the lack of good human relations.
Everyone was agreed, however, that it was better that people should stay 
than that they should leave, not merely because both company and 
employee gained materially by long association, but also for moral 
reasons.

In the first chapter I noted that there had been sane controversy 
over the existence of moral loyalty to Japanese companies among their 
employees, Abbeglen had supposed that employees were bound to their 
employer by absolute moral obligation. Mannari and Marsh, however, 
were unable to find any proof that moral loyalty existed in the 
company they studied. They concluded that men remained in Japanese 
companies entirely out of self-interest. The sentiments of those at 
Marumaru, as, I suspect, of most company employees in Japan and perhaps 
elsewhere, lay between these two extremes. Ifeople did feel an 
obligation to stay, but only under certain conditions.

If these common ideas, aims, and values characterized the 
canmunity its unity was enhanced by a number of circumstances. Though 
its plants were dispersed all over Japan, the company was an administrative 
whole. All the employees were subject to the authority of the 
directors, and these in turn were responsible to the shareholders.
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Ihrtly as a result of historical accident, hut also as a matter of 
policy, Marumaru had adopted a markedly centralized form of administration. 
The organization and control of the factories was made as standard as 
possible - there had even been a directive specifying what factory 
managers should do every hour of the day. Most matters of concern to 
employees, wage rates, the standards of company housing, promotions and 
transfers, even the settlement of some local grievances, were all 
decided on at the head office. Moreover the organization of the labour 
union was similarly centralized. Employees in different parts of the 
company had a great variety of interests in common and carried out many 
of their activities in a common context.

Moreover the way in which Marumaru was administered enabled people 
from distant factories to remain in personal contact with each other.
QJiere were many conferences and committees requiring the attendance of 
representatives fran different plants. Most of these conferences were 
arranged for middle management, but shop floor workers also had an 
opportunity to meet their counterparts through the union. The union 
general meeting, held once a year, brought together seme sixty delegates 
ffan all over the company; and once a month there was a meeting of 
the union executive committee, on which each plant was represented.
There were also numerous occasions on which employees visited other 
factories than their own on business. Again, though it was managers 
who had most opportunity to see other plants, senior workers would also 
be sent to particularly efficient factories to see how things were done 
at them. Five or so workers from the Yokohama factory were sent on 
trips to other factories in the course of a year.

3he policy of transferring employees between factories was also 
most effective in preserving the unity of the company. I have already 
given seme figures of men transferred at Yokohama. The table below
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shows the number and proportion of men transferred from the principal 
factories of Marumaru over three years;

Table III.l
Year Men transferred Total men at end Crude transfer 

over year of year rate
1970 97 752 15. W
1969 ^9 580 8 , 5#
1968 W  8.6$

The cumulative effect of moving ten per cent of the population of each 
factory every year was, naturally to keep members of the company in 
touch with each other and to prevent any factory frcm establishing a 
social order independent of the rest of the company.

Another company policy which contributed to the cohesion of a 
geographically scattered society was that of recruiting as many people 
as possible from N~ prefecture, and preferably from certain schools there 
with which Marumaru had historic connections; and of preferring applicants 
for entry who had relations with existing company members.

More than a third of the people of Marumaru came frcm If-.
The company had many sentimental connections with the prefecture, even 
though, as I have said, Marumaru took little interest in civic affairs, 
and employees frcm If- who were exiled by transfer soon lost contact with 
the region. A flower from H-, stylised, however, out of recognition, 
formed part of the company badge; and H- songs were sung at drinking 
parties and company outings, I only met erne employee frcm another part 
of the country who disliked what he saw as the domination of the company 
by People from If-. It was not thought that those from If- had any great 
advantages over others in, for example, matters of promotion, and there 
were few employees who found it unacceptable that Marumaru should have 
a mild regional flavour.
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A very high proportion of employees, including those who did not 
come frcm N-, had relatives or sponsors within the company, Marumaru 
encouraged employees to recruit among their friends and relations on its 
behalf, and some of the senior directors in particular recommended 
nephews, cousins, and sons of old schoolfellows in profusion for entry 
into the fixm. Perhaps two thirds of the men at the Yokohama factory 
had what were known as 'kinship relations' (enko kahkei). or 'connections' 
(kone) within the firm or in associated companies. In the main office 
there were proportionately even fewer people who had not received seme 
form of sponsored introduction to Marumaru.

Even an employee who came into Marumaru friendless was able, once 
inside the company, to enter into an association with a senior by asking 
him to officiate as ceremonial 'go-between' at his wedding. Relations 
between go-between and bridegroom, like those of sponsor and successful 
applicant, were of mild patronage on the one side, and deference and 
obligation on the other. The senior man would take a friendly interest 
in his junior's career; the younger man would consult his senior over 
difficulties at home or work, and would mark his obligation by visiting 
the senior's heme at the New Year, or at least by sending a New Year's 
card.

The numerous 'kinship relations' and 'connections* between company 
members naturally provided links between different parts of the community. 
In particular, they had the effect of interesting old and young, seniors 
and juniors, managers and workers, in each others' activities.
However little a director, for example, actually saw of the shop floor in 
each factory, the fact that he had one or two proteges working on 
machines in this or that part of the company enlivened his concern for 
problems of shop floor working conditions. Conversely, his relations 
with a senior manager, even one he rarely saw, gave a young factory
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worker a sense of involvement in what would otherwise have been the 
remote workings of management, enabled him to express the history of the 
company in personal terns, and lent significance to the many items of 
gossip he would hear about things at the head office or the other 
factories•

Yet another circumstance in the consolidation of the Marumaru 
canmunity was that so many company members lived together in company 
houses and hostels. Just as it was company policy to transfer employees 
and to recruit people with company associations, so it was also company 
policy to provide employees with accommodation. Originally, the 
company had been too small to offer company housing, but the first 
company houses were built within six years of Marumaru*s foundation.
The houses and hostels were built partly because it was thought that by 
offering accommodation the company would attract recruits and discourage 
people frcm leaving, but their construction also expressed the company*s 
intention to emulate the paternalism of large Japanese firms.

By the time I arrived at Marumaru more than half the employees 
were in company houses or hostels. Even those who were living in their 
own flats had usually spent several years in hostels before marrying 
and setting up house. In living together with them, men came to know 
their colleagues very thoroughly indeed. Most of my informants, who 
knew the ages, dates of entry into Marumaru, and promotion records of 
everyone they worked with almost as a matter of course, also knew a 
great deal about the personal lives of their work fellows, their hobbies, 
their 'connections*, the details of their school or college careers, 
their foibles and their tastes.

Though they lived together, worked together for a common purpose, 
agreed on certain principles, and were bound up in each others* lives, 
the people of the Marumaru community were of many different types -
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men and women, young and old, more or less -well educated. They were 
also distributed throughout the company in a great variety of posts. 
Finally, individual company members were competing against each other 
for success within the company. There was every opportunity, therefore, 
for all sorts of differences of opinion and interest to arise within the 
company.

At the end of this chapter I shall be drawing a distinction between 
those who could leave Marumaru, and even gain by doing so; and those for 
whcm leaving was more difficult, because the prospects of finding work 
outside Marumaru were so limited. But first I shall describe, in the 
next section, how people Joined the company, and then how, and under 
what circumstances they left it.

b. Joining the Company
In its early days Marumaru had taken on new people by casual and 

unsystematic methods of recruiting, but as the company had grown 
larger it had put more and more effort into * traditional* means of 
recruiting, that is, recruiting straight from school or college.

The directors, all but one of whcm had passed chequered 
careers in a number of Jobs before Joining Marumaru in its early 
days, were convinced that it was best to recruit from schools and not 
to take in people from other companies. There were two chief reasons 
why school recruiting was favoured. The first was that because 
Marumaru, like most Japanese companies, paid workers roughly according 
to age, it was cheapest for the company to employ as many youngsters 
straight frcm school as possible; they would do the same amount of work 
as men of forty, and receive only half the wages. The financial
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advantage of school recruiting was, however, diminishing because 
school leavers were in such short supply that the cost of attracting 
them had risen very steeply. By 197°? it was costing 500,000 yen to 
recruit a single high school leaver.

The main reason why Marumaru took such pains to recruit workers 
frcm school, however, was cultural rather than financial. It was 
thought that young people who had never worked before Joining the 
company would fit best into the Marumaru community. They would not 
have acquired experience elsewhere which would prejudice their 
receptiveness to what they were told at Marumaru; and since they would 
be starting at the very bottom their entry would not adversely affect 
the positions of those already in the company. Finally, school 
recruiting was a customary practice among companies of Marumaru* s size, 
and in adopting it Marumaru was, in a sense, asserting its newly gained 
place in Japanese iadw*try.

Unfortunately for Marumaru*s plans, no sooner had the company 
achieved the size and stature necessary to attract recruits from schools 
and colleges, than a shortage of young workers developed. As I 
explained in the first chapter, the shortage was caused by the fall in 
the birthrate after the war, but it was made particularly acute for 
companies hoping to recruit schoolboys by the fact that more and more 
schoolchildren were going on to seme form of higher education.

Ideally, Marumaru would have wanted all its recruits, graduates 
and others, to have come into the company in the same way, in response 
to the same methods of recruitment, and with the same gratitude at 
their admission and eagerness to serve their new employer. Thanks to 
the labour shortage, however, entry into Marumaru took three different 
forms. There was the school entry, the graduate entry, and the 
intake of workers frcm other companies, for each of which the circumstances
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were rather different. The proportion of employees taken in by each 
method can be seen from the figures for the 1970 entrants!

Okble III.2 
Education

Middle High School University Total
Straight from school ^9 26 75
Frcm other companies M -1 86

Total 130 31 161

A, The school recruits
The harder it became to find schoolboys who wanted to Join Marumaru, 

the more energy and money the company put into school recruiting* 
Originally Marumaru had been able to rely; for recruits on certain 
schoolmasters, who would suggest to one or two of their more eligible 
charges that it might be a good idea for them to apply to Marumaru.
But as the shortage of school leavers intensified, large fintis began to 
send personnel managers and other staff to the schools of H-. When I 
visited one of the schools of the prefecture, a school of six hundred 
boys fraa which Marumaru had usually received two or three applicants 
each year, I was shown the visiting cards of more than nine hundred 
company representatives, many from well-known companies, and several 
thousand recruitment pamphlets • I was told that many representatives 
brought small gifts and souvenirs for the careers master. To maintain 
its place in the labour market, Marumaru had to assign one member of 
the labour department to full-time recruiting duties in the prefecture,
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and to send staff frcm the various factories on periodic tours of 
If- schools. The company also began trying to attract recruits frcm 
schools outside N-, in the contiguous provinces and in the localities 
of the factories.

At the same time the entrance qualifications were made easier and 
easier. At first Marumaru had required all applicants to sit an 
examination, but when it became clear that the company was no longer 
able to pick and choose, the examination was waived for school 
applicants, though retained for graduates. Instead, schoolboys were 
merely asked to write a short essay about their families. later even 
this requirement was dropped. Again, it had been the practice to have 
new school entrants pass through a period; of probation before becoming 
full company members, so that if, despite the originally elaborate 
selection process, a recruit proved unsuitable he could be got rid of 
without the company*s having to break its implicit promise not to dismiss 
employees. In 197°> at the union*s instigation, though with some 
reluctance, the management ended the probation system.

Once the recruits had signed on, enormous trouble was taken over 
their welfare. They were brought down together from If- at the end 
of the school year by three men from the labour department. Marumaru 
also offered free return fares to any parent of a recruit who wanted to 
see the conditions under which his or her son was going to work. The 
recruits destined for Yokohama were met at Tokyo station and brought in 
a bus to the factory, which had been decorated for the occasion with 
bunting and notices of welcome. They (and their relatives) were met 
and welcomed by the factory manager, offered lunch, and shown round the 
premises•
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Training was far more an introduction to the community than a 
technical course. It began with a ceremony at which all the managers 
of the factory, and. even a director from the head office were fomally 
introduced to the new entrants. The first lectures, given by the 
factory manager himself, concerned the history of the company and its 
organization, and they were followed by talks on how Marumaru employees 
should behave, the rank and pay systems, welfare benefits and the social 
life Marumaru offered. It was not until the third day of a ten day 
course that the new employees heard about the machines they would be 
using; and the relatively few technical lectures there were were 
given by foremen and were of poor quality.

Perhaps the main theme of the course was that the new entrants
were now shakai.iin, 'men of society*, or * citizens*. In gaining
positions at Marumaru they had received a chance to serve society 
and to earn its esteem - the implication being that working for 
Marumaru was a way of contributing to society as a whole. In 
expounding this theme one of the managers at Yokohama remarked on how 
undesirable it was for companies to pollute the environment; society 
would reject companies that caused public nuisances, Just as Marumaru 
itself had been ostracized over the noise problem at K- Factory.

The new entrants were introduced at the same time to the life
of the company hostel. They were given into the care of a senior
hostel member, who discharged his responsibilities by taking them on 
runs in the early morning and evening. Individual entrants were also 
assigned *elder brothers' frcm among their elders (siinpai), but many of 
these 'elder brothers', partly because they were doing shift work, and 
also partly because they had little to say to men six or seven years 
their Juniors, took little interest in their charges. A large party 
was given to welcome the new entrants to the hostel. At this they 
were each required to introduce themselves, their hesitant pronouncements
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"being greeted by good-humoured banter* Then each of the seventy hostel
members introduced himself in turn, to the accompaniment of jibes which
would have been quite incomprehensible to the bemused newcomers.
later in their first week the recruits were taken on an outing to Mt. Fuji
with their 1 elder brothers1, and on an evening trip to see the lights of
Tokyo,

The attention lavished on the new school recruits was wasted.
The festivities in their honour - no bunting was hung for the accession 
of a new factory manager, or, indeed on any other occasion - the cost 
of trips and excursions, and the expense of management time, none of 
these was able to prevent high school recruits fran leaving within a year 
or two of joining. The more energy the company put into recruiting and 
keeping high school boys, and the more the pampered youngsters continued 
to take their leave within months of entering Marumaru, the more 
contemptuous became the attitudes towards the recruits of those managers 
who had to deal with them. A labour department official in his thirties 
wrote in his confidential report about a recruitment visit to a certain 
school in N-;

'As the teacher was talking 1 fell to thinking of the 
defects of present high school education, which raises 
feeble people who wriggle out of everything they don't 
like. In my own field I'm always hearing complaints 
about overtime and night work, and there are young people 
who have never heard of endurance who ccme running along 
with their resignations. Of course working conditions 
have to be improved, but there are few enough even among 
the older and more senior workers who realize how much 
common effort and purpose is needed for just that.
Recruitment is important, but keeping the recruits is 
more important. If there have been any gaps in the 
education they have received we shall have, here in the 
workplace, to raise their morale as workers. Even if 
we go in for a policy of having a few, well qualified 
people, that will be the starting point'.
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Not all managers would have agreed with this opinion. It was 
unlikely that the spinelessness (as Marumaru managers saw It) of the 
high school entrants was due entirely to their education; for the 
graduates, who had passed an even longer time within the education 
system, were far more willing to please and more resolute than the 
high school recruits. Hie difference between high school and 
graduate recruits was, of course, that the former were in short supply, 
and just as they were difficult to recruit in the first place, so they 
were able to leave the ccmpany at almost any time and get good jobs 
elsewhere.

For whatever reason, the new high school entrants were able to 
take a very nonchalant view of Marumaru* s offer of a job, security 
and a place in society. One young man in the 1971 high school intake, 
a man moreover who had a father in the ccmpany, arranged that his 
girl-friend should meet him at Tokyo station on the morning he arrived 
in the party from N-. Posing as his elder sister, anxious to see how 
Marumaru. would look after her brother, she joined the party of recruits 
destined for Yokohama, and had herself entertained at the factory with 
the genuine relatives of recruits. Her boyfriend left the ccmpany within 
two months, dismissed for taking two days off work to go to Tokyo. His 
case was, of course, very unusual, though by no means unique; I met 
other new entrants whose attitudes to the company was only slightly less 
cavalier.

Thanks largely to the labour shortage, therefore, school recruiting 
at Marumaru was an expensive and inefficient method of obtaining a 
handful of people, many of them unwilling to stay, and apparently unsuited 
to community life, Xet so firmly were the management convinced that 
school recruits were the best available that Marumaru not only continued 
to put more effort into recruiting schoolboys, but continued also to 
neglect other forms of recruitment, notably recruitment frcm other 
companies.
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B. The graduate recruits
We saw in the first chapter how, as more and more schoolchildren 

passed on to higher education, ever greater numbers of graduates 
were caning on to the labour market. While Marumaru was having 
to work so hard to recruit school boys, it was still not necessary 
(although it might have been wise) to send representatives to universities 
to attract new graduates. When I visited Meiji University in Tokyo, 
which had supplied more than ten percent of all Marumarufs graduates, 
the company's recruiting brochure was not even on the rack in the 
careers room. Marumaru was still relying largely on personal contacts 
for its graduate intake; but it was becoming apparent that more 
systematic methods of recruitment might have to be introduced. Where 
in the mid-nineteen-sixties virtually every graduate entrant had been 
related to someone in the company, or in a subsidiary company, or else 
had had some association with a senior director, by 1970 less than half 
the applicants, and between half and two thirds of these actually 
accepted, had been similarly 'connected*:

ifeble III.5 
Graduate Applicants .

With Connections Without Connections Total Admissions 
1970 16 31 1*7 2k

1969 17 21 38 26

Not all those applicants *with connections * were admitted to 
Marumaru. In 1970, for example, two applicants with brothers-in-law 
inside the company were refused admission. On the other hand it was 
likely that sane of the applicants who failed to mention any connections
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on their application foims did nevertheless have strong associations 
with Marumaru* I met one member of the 1970 intake who had an uncle 
in the firm hut had not declared the fact - no doubt it had been known 
to the labour department and to the directors who actually made the 
selection. There were noticeably fewer sponsored applicants with 
science qualifications than with arts, and Marumaru had begun to search 
for scientists and engineers in colleges and universities with which the 
company had no previous associations.

It is said to be common for large Japanese companies to restrict 
their graduate recruiting to a few universities, and to attach great 
importance to the recommendation of certain professors within those 
universities. (Abbeglen, 1958, p 315 Nakane, 197°, P 115)• Once 
inside the ccmpany, graduates from the same university and with 
obligations to the same professor form a university clique, or 
gakubatsu. There seemed, however, to be no university cliques at 
Marumaru. The ccmpany took in a few graduates, each year from each 
of a large number of universities*, so that there was no question of 
the alumni of any one university*s predominating in the management

* It was, of course, quite impossible to prove the absence of 
university cliques merely by statistics, but the table below 
shows how even universities with many graduates at Marumari 
failed to provide any recruits for years at a time, and how 
their share of Marumaru*s supply of graduates was falling 
all the time.
versity Alumni in co* 196k 1965 1966 1967 1988 1969 1970 m i
A 25 - - 2 2 2 5 - -
B 22 5 - - 2 5 1 -
C 21 b 2 1 1 - - b 2
D 18 2 2 1 1 1 5 2 2
E 15 2 1 5 2 2 2 - -
¥ 10 - 1 1 2 2 - -
■0 8 1 2 - - 1 1 -
H 7 2 - 1 1 - • « 1
I 7 - 1 <- • 1 1 2 k
Other 68 
io of intake

1 n.a* 5 „ **. 5 7 ik

frcm top nine m n*a. 6b$ 100 i 67 i 73* b2 i b 2 i
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In any case the control of Marumaru was very much in the hands of 
the president and the senior directors, so that middle managers were 
not able to influence the promotions of their junion co-alumni; and 
many of the senior directors had not themselves been to universities, 
and were therefore most unlikely to look with favour on the growth of 
university cliques*

The graduate applicants behaved just as the ccmpany expected them 
to. They viewed themselves as half formed creatures waiting for 
ccmpany membership to make them whole. It was significant that only 
two or three of more than forty candidates wore ties and suits for the 
interview, the rest appearing in college uniforms or in open necked 
shirts. I was told by a member of the labour department that such 
dress, which no graduate member of JVkrumaru would have thought of 
wearing on a formal occasion, was quite acceptable for college students. 
Very few of them, he said, would have possessed suits - yet nearly all 
the applicants were frcm expensive private universities and could, no 
doubt, have afforded more formal dress.

The best evidence of the candidates* attitude of mind came from 
their entrance essays. For Marumaru a man*s background was at least 
as important as the man himself, and though a successful candidate had 
to achieve decent results in the ill-contrived examinations set by the 
labour department with the help of certain managers, what really counted 
was the essay and the interview with the directors, much of the interview 
being given over to discussing the essays and the candidates’ biographical 
details. For many years the subject of the essay had been the same:
*%■ Family* •

If there was one theme running through all the fifty or so essays 2 
I read it was that the man’s family was fading away as its members left 
to work or marry, and he himself had been preparing to enter the world
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by learning the world's values, usually through joining university
clubs. ’Caning out into society*, a phrase which recurred again and
again in the essays, was invariably equated with entrance into the
company, the group that would replace the family in the man’s affections.

She candidates were ready to admit their immaturity:
In ability to get on with people, in positiveness and so on,
!*m still a child beside my parents
Iterhaps because I have been over-protected I am a little spoilt 
or
I am a little too carefree : and I might be a little naive
But the candidates were already overcoming these symptons of

parental indulgence:
at high school I spent my time on nothing but judo; I hoped 
to cultivate seme qualities I couldn’t get at heme - 
positiveness, the ability to co-operate, patience ...
... when I entered high school I wanted to do some sports and 
build up body and spirit. I discussed it with my parents but 
they were very much against it. Up till then I had been pampered 
as an only child and I knew that I had a rather weak character.
So joining the boat club required a little courage. I argued my 
parents into submission, and when X joined the boat club I felt 
the weight of my own responsibility pressing on me for the first 
time ... I joined the boat club so as not to be over protected 

by my parents, and so as to develop a strong spirit and body, 
but it seems to have become a source of worry to my parents. 
Iterhaps they feel something is lacking. For myself I am quite 
happy and I intend to go out in the world in a prepared frame of 
mind. But with my parents I do worry a little about my academic 
record.••

and a slightly more intellectual version of the same story:
... to keep in touch with the humanities I joined a cultural 
circle. In this I took on the jobs of treasurer, chairman 
and representative secretary ... This gave me a sense of 
responsibility and leadership ...

Most of the essays went on to say that the candidates were looking
forward to making their contribution to society - if possible, through
their work in Marumaru:

As a product of the M- Family I think that I can serve my 
family best by going out into the world and working as hard 
as possible to contribute to a company and to society
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But there was one particularly interesting essay which I shall
quote in full because it showed how its author had shifted his loyalties
frcm his home to what he himself described as a surrogate family:

I only return heme thirty days a year, and family life being 
what it is now, I should like to write about my life in the 
hostel, which could be called my present home* It must be 
thirty years since the hostel I live in was built, and now 
it’s a run down building which looks as though it will collapse 
shortly. Anyone who saw it would ask ’Do people really live 
here?* I adopt the policy ’sumeba miyako’ ('If you live there, 
that’s the capital.'), and though I was surprised when I first 
saw the hostel, now it’s heme.
%  room has eight people, a family of eight. The composition 
is as follows; four fourth year, two third year, and two first 
year. There are four room leaders, so that things aren’t very 
well arranged. I am fourth year too, and as I have been living 
with the other three fourth years for three and a bit years I 
know a lot about them. Often we talk from bed-time till dawn 
about the problems of existence and of love. The room really 
is like a family, and though we are all going to have our own 
families, it is very useful. Because there are eight people 
all together, there are problems when someone wants to work or 
saneone has the radio on load. Rather than solve these problems 
individually we work things out in a debate involving the whole 
room. We work hard at enjoying ourselves, and often go drinking 
together. The most enjoyable thing of all was the farewell party 
for the fourth year* Every year we go on a trip. Because hostel 
life is like this I am lucky enough to have two families.

With the fewest of changes the piece could be taken as a description 
of life in the graduate hostel for the main office; and it was obvious 
that living in a university hostel and learning to get on with the 
changeless group of seniors, equals, and juniors with whom one shared 
twenty-four hours a day was excellent training::£>r a future in Marumaru.

The training of graduates was very like that of high school entrants. 
The lectures were similar - though of higher intellectual content; and 
graduates had to learn to work the machines on the shop floor before they 
took up their first real jobs, usually in sales or research. Marumaru 
trained its future managers in this way in older that they should understand 
shop floor problems, and in order, too, that they should come to know and 
perhaps make friends with the other members of the community. Graduate
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labour bad also been used, in the past, to overcome shortages of 
workers. Future salesmen had been kept on machines for months at 
a time, and qualified engineers for as long as eighteen months.
In the year I was with Marumaru, however, the shop floor training 
period lasted only a month.

The graduates, then, complaisant and eager to learn, were a world 
away from the high school recruits who entered the company at almost 
the same time* It was assumed, no doubt rightly, that the difference 
was due to the relative shortage of the two groups* I was told that 
the high school entrants of seven or eight years earlier had been just 
as ’positive’ in their attitudes as the 1970 graduates. There was no 
incontestable proof of this; many of those who said so were themselves 
high school leavers, and they had possibly overlooked, in their nostalgia, 
large numbers of their contemporaries who had been’negatively*disposed 
towards Marumaru and had left. If it was the labour shortage that had 
led to a teterioration in the standards of non-graduates, might it not 
be that the day would come when graduates, too, fitted uneasily into the 
company community?

Even in 1971* when Marumaru received more graduate applicants than 
ever before, and was able to turn half of them away, there were signs 
that graduate recruitment in the future might beccme as difficult as 
high school recruitment. There was a shortage of science graduates; 
and the directors thought the standards of the arts graduates so low 
that they ordered that a second entrance exam be held later in the year. 
Nevertheless there remained an enoimous difference between the supply of 
high school leavers and graduates. It was still difficult for a new 
graduate to get into a ccmpany, and unwise for hSija, having entered one, 
to behave in a way that prejudiced his chances of staying in it.
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C, Recruits from Industry
Finally we cane to the people who joined l^rumaru in an irregular 

fashion, not fron school or college hut after leaving other companies*
A very small minority of these came in at the invitation of a Marumaru 
official, sometimes to do a special job, and their treatment might he 
most advantageous if their sponsor were influential and if they had 
sanething special to offer the company, Thus the president had invited 
the senior manager of a bank with which Marumaru*s relations had to be 
good to join the board of directors* In middle management, too, one or 
two men had been invited to join Marumaru every year, usually from 
bankrupt or declining conpanies. These middle managers were not 
immediately appointed to positions of rank and importance, but within 
two or three years they might, if they were lucky, be made superior to 
men who had served for longer* At the shop floor level, too, there were 
employees who had been asked to join Marumaru fran outside; these too 
might received special treatment - not promotion, but a subsidized flat 
or company house.

But most of the irregular entrants, and therefore most of the 
entrants of any kind, came to Marumaru after hearing from friends that 
the company was looking for workers, or after applying to the labour 
exchanges or seeing advertisements in the newspapers* Marumaru spent 
little time or money on recruiting men in their 'mid-careers * (chuto saiyo) • 
Unlike a great many companies, Marumaru did not advertise for workers on 
hoardings or posters in trains and buses - though a notice had been placed 
in front of the Yokohama factory inviting job-seekers to enquire within*
The company did use newspaper advertising, but the notices were not merely 
dull but secretive, offering little information about the work, and none 
at all about the pay. Marumaru's effort at recruiting men in mid-career
contrasted strikingly with the company's frenetic attempts to extract 
schoolboys from the schools of N-, particularly when vast companies
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long habituated to life employment practices seemed to have adapted 
themselves more readily to changes in the labour market, and shown 
more confidence in applying new and impersonal methods of attracting 
workers than a young company like Marumaru, which had never had 
traditions of its own to hold it back.

In common with most Japanese companies, Itetrumaru did not attempt 
to recruit skilled workers from its competitors. I was told that 
there were no skilled workers available - this in spite of the fact that 
Marumaru itself was losing dozens of trained young men every year. The 
real reason why Marumaru refrained frcm recruiting within the industry 
was moral or cultural; the practice was considered unfair.* Even when 
a man with experience in another corrugated board company came into 
Marumaru1 s hands, very little account was taken of his work outside 
the company, and he was most unlikely to be given responsibility during 
the long time he to&k to establish himself socially in Marumaru.
Skilled though he was, he would receive less favoured treatment than a 
man with no knowledge of the industry who had been invited into Marumaru 
by a senior manager.

Just as Marumaru took so little trouble over obtaining 'mid-career* 
recruits, so it treated them with careless indifference when they joined. 
Without more ceremony than a brief introduction to a busy production 
section head, they would be taken on as temporary employees (rlnji .iugyoin), 
a status they retained for several months, until the factory labour 
sub-section was convinced that they were eligible to become full company 
employees. This disadvantage was compounded by the fact that though 
they were nearly always unskilled men they were given no systematic

* I did see one advertisement in the corrugated board trade magazine, 
'Danboru*, offering jobs to experienced corrugator operators.
The advertisement, which appeared to be unique, had been placed 
by an agency, and I was unable to discover who the principal was.
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training, and often, ‘because supervisors were overworked, no training 
at all# Yet, so far as could be determined - for there were no figures 
of leaving rates among temporary employees - these *mid-career1 entrants 
were at least as likely to stay with Marumaru as the high school entrants 
on whom such care was lavished.

The company was prejudiced against mid-career entrants for a number 
of reasons. They were older workers, but nevertheless unskilled.
Since Marumaru paid wages more or less according to age, mid-career 
entrants were likely to cost more thaanthey were worth. They were 
unlikely to fit in docilely with the Marumaru way of doing things.
Their entrance into Marumaru was likely to upset workers of the same age 
who had joined the company straight from school (gakusotsu). Finally, 
they had already shown themselves disloyal by leaving their previous 
employers. Even after having passed through the probation period and 
become a full employee, the mid-career entrant was kept on low grades 
and pay scales until he had accumulated a length of service more in 
keeping with his age* The younger a mid-career entrant was, the better 
his chances of setting himself on equal terms with men of his own age 
who had entered the company in a regular fashion. Older mid-career 
entrants were less likely to make up lost ground. Because they were 
older, their contemporaries would already have achieved recognition, 
while they themselves had less time to succeed before reaching retirement 
age. So a man who joined Marumaru at the age of thirty five would find 
his contemporaries, some of them with fifteen years* experience, in 
supervisory posts* He himself might hope to reach such a position in 
fifteen years, but he would not be able to advance further before he 
retired; and meanwhile his contemporaries might have reached still 
higher ranks.

On the whole mid-career recruits were resigned to their treatment, 
and recognized that those who had served Marumaru since leaving school 
deserved their reward. Yet Marumaru was unlike the typical large



127.

Japanese company in the importance it attached to merit* Though in 
practice, as we shall see, promotion was most usually by age, it was 
considered axiomatic that ability should be the first consideration 
in choosing a man for a job. The widespread acceptance of the 
meritocratic ideal naturally affected the company's view of mid-term 
recruits and influenced the attitudes of the recruits themselves. 
Certainly the principle of promotion by ability was used to justify 
the rapid rises of those mid-career recruits who had been invited 
into the company; for who would have invited them if they had not 
been able, and if they were able it was natural that they should be 
promoted. Even uninvited mid-career recruits were theoretically 
eligible for promotion according to ability, and there were cases of 
men who had entered the company casually at nineteen or twenty and 
had risen above other men who had earlier been recruited from schools.
But seme of that majority of mid-career recruits who were held back
because of their personal histories had had their expectations raised
by the company's avowals and found themselves disappointed. One of them 
wrote a surprising complaint in reply to a certain questionnaire the 
company distributed^

'I have been in the company four years and five months and can
do the jobs of any of the older people in the company* When
I joined the company (after two other firms) I heard that if 
one had ability one could be promoted rapidly and get more 
money. Because I heard this 1 myself worked hard, but 
last year, though I was put on the promotion list for the
Yokohama factory, after they looked into it, I wasn't promoted
because I hadn't enough experience in the company. It was 
a big shock when I only went up to the ... grade along with
the others. I should like you to take a hard look at things
to see that this 'meritocracy* (.iitsurvokushugi) isn't just a 
phrase.

This man was remarkable for his forwardness in writing to the 
company about such a matter. When I paraphrased his message and 
related it to some of my shop floor informants to illustrate how men
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suggested themselves for appointments in British industry they were 
genuinely shocked at the egoism and presumptuousness displayed in it.
Yet outspoken though he was, the writer was voicing a discontent which 
a great many mid-career recruits surely felt. I remarked in the first 
chapter on the relation between employment and pay and seniority by age; 
here we can see the antithetical association also present in Marumaru, 
of labour mobility and meritocracy.

There were occasions, also, on which those who had come in 
regularly as school recruits felt threatened by the competition of 
mid-career entrants - in spite of the considerable advantages accorded 
to the school entrants. Some of the team leaders on the shop floor were 
younger than the mid-career recruits it was their duty to supervise and 
train; and even those who were not younger might still not be old enough 
to assume the necessary authority with confidence. The oldest team 
leader in the shift I associated with, a man of twenty-nine wijo had entered 
the company from a school in N-, and who had had ten years' experience of 
printing machines, told me that he so disliked supervising the older 
mid-career entrants that he would do his best to pass them on to the 
sub-section head above him.
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We have seen in this section how recruiting methods at Marumaru 
were a response not to economic but to social requirements* The 
company sought, at ever increasing expense, those potential recruits 
whom It considered socially most acceptable, and when it had admitted 
them, it offered them the most generous hospitality* By contrast 
it made no attempt to attract the potential recruits who might have 
had the greatest economic value - the men who had resigned from other 
corrugated board companies - and it treated all its mid-career recruits 
with considerable reserve, because it considered them socially less 
desirable than school and college entrants.

The double irony of the situation was that Marumaru was managed 
almost entirely by mid-career entrants; and that the recruits whom 
Marumaru most valued, the school entrants, were no more disposed to 
stay with Marumaru than the despised mid-career recruits, as we shall 
see in the next section.

c. leaving the company

When I began my study of why people left Marumaru, the company 
made available to me the main office records which were supposed to 
give details of those who had left during the seven can pony years 19o5"71» 
Though these records contained a great deal of information, there were 
also a number of defects and inaccuracies. Most of those who left were 
young factory workers of only a few months' standing and it was 
understandable that the factory labour sub-sections, which were supposed 
to send In full details of the leavers, took little interest in 
chronicling their passage from the company, and were often dilatory in 
giving information to the main office* Thus three months after the end 
of the 1969-70 company year it was stated that 83 men had left the company 
for their own reasons during the period, but in the following six months
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more factories completed their paperwork and the figure had risen to 
101. The official figures below were compiled at the end of the 1971 
company year, and the figures for that year were certainly far too low :

Bahia HI.fr
Co.
Year
Men

No. at 
beginning

Leavers 
Death Retired Married Dismissed Other

No. at Crude 
end leaving 

*

1971 853 3 b 1 90 1007 8,9

1970 781 **• 1 1 99 833 12.1

1969 388 - 1 2 57 781 7.6

1968 5^1 - - 1 57 588 9.9

1967 361 » 3 - 50 5*H 9.8

1966 528 1 2 - bQ 561 9.1
1965 V75 2 - 1 kb 328 8.9

Wcmen

1971 121 1 1 13 f 20 llj-6 2K9

1970 13k - 1 12 1 36 121 M ).3

1969 110 1 1 11 - 2b 13^ 26.9

1968 89 - - if - 18 110 20.0

1967 102 - 15 - llj* 89 32.6

1966 109 1 $CJ U 15 102 30.3

1965 99 - 13 25 109 3^*9

Hie average age at Marumaru was so low (29 years old for men), that 
hardly anyone was retiring from the company. Most of the men who left 
the company did so of their own accord. Just less than half the women 
who left went to marry - a great many of them marrying men from the company 
whan they had met at work.

1 explained in the first chapter that in general in Japanese 
industry the older a man was, and the longer he had been with any
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can pony, the less chance he had of gaining by leaving that employer 
and trying to find woik elsewhere* Because there was a surplus of 
older workers he would have less choice of jobs outside the company 
he worked in than a younger worker, and at the same time, because of 
the common practice of paying and promoting men by age within companies 
(a practice Marumaru also subscribed to) the longer he stayed in his 
company, the greater his reward.

It might be expected, then, that only young people would choose 
to leave a company, and this was indeed the case among the men of 
Marumaru* I was able to get details of 6b men (and 37 women) who had 
left the company between 1st September, 1969 and 31st June, 1970, the 
greater part of the 1970 company year* This group of leavers contained 
a rather higher proportion of older men than was usual in other years* 
Because Marumaru had just taken over the smaller corrugated board 
company I mentioned in the last chapter; most of the older men

1

were from this smaller company, and were leaving because they disliked 
the new regime of shift work* There was also an unusually large number 
of graduates among the leavers. During that year the company had kept 
the new graduates on shop floor shift work for a full year, and some 
of them had fallen into despair and left. (it was unfortunate that 
every year at Marumaru was an exceptional one, in which the figures 
were influenced by the opening of a new corrugated board factory or 
the closing of a woodwork plant*) Nevertheless analysis of the 
group showed that most of the leavers were under twenty-five and of less 
than five years* service.
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T able III.5 

Male leavers. 1970 Comrany Year (ten months)

length of Service:
Age 0 -1 1 -2 5-5 6 -1 0 11-15 16-20 21-25 25+ Years

total
16-17 2 1 - - - ** - 5

18-19 15 4 5 - - - - - 22

20-22 5 2 7 1 - - a* - 15

25-25 2 2 2 1 - - - - 7

2 6 -5 0 1 - 5 1 - - - - 5

51-55 4 - 1 - - tm - - 5

56-^ 0 1 - 1 - - - - 2

41-45 l - - - - 1 - • 2

46-50 1 - - - - - - - 1

51-55 1 - - - - - 1 1 5

55+ _ 1 » « 1

29 9 19 5 1 1 1 1 64

Analysis of the leavers hy age and education confiimed that 
men were leaving young and soon after entering:
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Age:

Thhle III *6 

Middle School: High School: Uhiv./c
16-17 5 - -

18-19 8 Ilf -

20-22 1 12 -
23-29 2 1 If
26-30 2 2 1

3I-35 if - 1

36-lfO 1 - 1

lfl-lf5 l - 1

lt-6-50 1 - -

51-55 2 - 1

55+ *. 2 <_

23 30 9

Seven of the thirteen middle school men over the age of twenty-three 
had cane from the newly merged company; hut for them the pattern of 
middle school leaving would have heen similar to that of the high school 
leavers* most of whom had only just joined the company straight from 
school* Twenty-six of the thirty bfe h school leavers had come into 
the company during 1967-69* during which years one hundred and ten high 
school entrants had heen admitted to Marumaru* A quarter of that intake 
had disappeared, therefore, in 1970 alone* I am not ahle, however, to 
account for the relatively large number of older graduates who left*
In previous years only one or two out of two hundred graduates had 
resigned.

If the men left immediately on entry or not at all, women left at 
a rate which was independent of age or length of service. It was the 
company^ hope to keep men for life - that is, until retirement; hut 
women were not expected to stay more than four or five years before
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they left to marry. life employment was not for them, and, as we shall 
see later, Marumaru found it difficult to offer them opportunities for 
a career "beyond the age of thirty.

I remarked in the last chapter that despite the trouble taken to 
secure them, high school entrants were lust as likely to leave as 
mid-career recruits, who were casually enlisted and then almost ignored.
There was no difficulty at all in establishing the rate at which high 
school entrants left Marumaru. As the figures for 1970 indicated, 
about thirty percent of the intakes of the previous two years left in 
any year, but after high school recruits had been in Marumaru for two 
or three years the rate of leaving fell* Here are the numbers 
remaining in the company in subsequent years of the 1966 high and 
middle school entrants to the K-Pactory:

Shble III. 7
Intake 1st year 2nd year 5rd year 4th year 5th year 

(8 mths)
Men 19 17 9 5 5 5
Women 2 1 1 0

It would be fair to say that three quarters of all high school 
entrants left the company within five years of joining. Occasionally, 
however, the leaving rate was rather higher; at the Yokohama factory in 
1971 9 eight out of the nine high school boys with whom X went through the 
training programme had left Marumaru three months after they had entered.

On the other hand, it was hard to ascertain what proportion of 
mid-career entrants resigned from Marumaru each year. When a man came 
to Marumaru from the labour exchange he was taken on as a temporary 
employee whether or not he wanted to stay with Marumaru indefinitely.
The turnover among temporary employees was very high, but that was
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because most temporary employees were indeed only casual workers, 
students or farmers earning a little money during the winter months.
Qhere was no way of knowing how many of the large number of temporary 
employees who left had actually intended at one time to stay and beecme 
full employees. Once a temporary worker was registered as a full 
employee, after a probation period of between three and six months, he 
did tend to stay. The labour department estimated that only about 
forty percent of mid-career entrants, once they were registered as full 
employees, left the company within three years of joining. My own 
rough calculations suggested that this estimate was high, and that the 
leaving rate might have been lower.*

She rates at which school and mid-career entrants left the shipyard 
studied by Mannari and Marsh (197°, P 75), were very different from 
those at Marumaru. Shere, 3°$ o£ mid-term entrants, but only 5$ of 
school entrants left in their first year. Even after three years, 
seventy out of a hundred school entrants were still with the company, 
compared with only twenty-five at Marumaru* The leaving rate among 
new school'entrants at the shipyard was low not only compared with the 
rate at Marumaru but also compared with the figures for Japanese industry 
as a whole (cf Kara, 1970# P 74, quoted above). Only if the leaving 
rate for school entrants had been equally low at Marumaru would the 
special effort at school recruitment have been justified.

Marumaru made determined efforts to find out why employees, and 
particularly high school entrants, were leaving. All leavers were 
asked to give reasons for their resignations, and their remarks were

* In the full 1970 company year about 30$ of leavers had been 
mid-career entrants, but in the previous years there had been 
nearly twice as many mid-career entrants as school entrants.
The proportion of school entrants who left within three years 
was about 75$, so that the equivalent proportion of mid-career 
entrants would have been 32$.
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carefully noted, - Not surprisingly, the leavers tended to he evasive 
and occasionally untruthful, and the factory labour sub-sections might 
at times have had reasons of their own for not enquiring too deeply, or 
not passing on information to head office. It was not easy, therefore, 
to learn anything useful from the official documents. Here are the 
reasons for leaving given by the men who left Marumaru during a 
twenty-two month period in 1969-70:

Bfble III.8
Health 8
Retired 6
Asked to leave 5
Family reasons 25

Own business 7
Dislike of shift 
work 17
Other  51

125

Bae company could only be sure of those who came into the first 
three categories. A man who said he was leaving because his family 
wanted him to was probably prevaricating; even seme of those who were 
resigning to avoid shift work might have had deeper reasons for going.

It was also very hard to find out where young people went when 
they left, because they rarely ccmmunicated with Marumaru officials 
once they had resigned, though they might keep in touch with personal 
friends. I had the impression that many young people left to enter 
bars or restaurants, hoping, perhaps, to find in these ’water trades* 
(mizu shSbai) an easier and more leisurely kind of life than that 
to be found in industrial companies.
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In 1971> when the Yokohama factory had lost an exceptionally large 
number of high and middle school recruits, including nearly everyone in

1
1

the intake of that year, a young official of the main office labour 
department was dispatched to the factory* There he interviewed the 
production manager, the labour sub-section head, and the young man in 
charge of the 1971 recruits’ induction. The main recommendations of 
the report he sent back to the main office were that young recruits 
should not be put straight on to shift work, and that shop floor 
supervisors should cultivate better personal relations with their charges - 
even to the extent of inviting new people to their houses twice a year.
The company should intensify the training of these first line supervisors 
as soon as possible. Furthermore, the conditions in the hostel, which 
were undoubtedly poor, should be quickly improved.

It was easy to see why young people left Yokohama. Under the
direction of a young and intelligent, but over-zealous factory manager, 
the factory had for some years been making ’production first’ its 
watchword. Apparently superfluous supervisory and other staff had been 
transferred elsewhere, the factory manager’s explicit aim being to put 
the factory in the hands of a few energetic but over-worked Young Turks. 
Management soon lost the human touch. The production drive not only 
put a great strain on the young workers, who were required to do much 
overtime and Sunday work, but also forced the first-line supervisors 
frctn their tasks and back on to the production line* The sub-section 
heads, who did jobs similar to that of a western foreman, had been 
given courses in supervision and on-the-job training, but they were 
usually to be found pushing pallets around. An even greater contribution 
to distress and disorganization on the shop floor was the appointment 
in 1971, of a production manager who was ignorant of machines and who 
had never himself had any experience of shop floor conditions. (it 
was this same man who provided much of the inf ormatlon on which the
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labour department investigator based his report*) Ohe young people who 
left as a result of the strains and tensions at Yokohama encouraged 
others to do the same, not only by force of example, but also by 
worsening the effects of the existing labour shortage and making more work 
for those they left behind*

In other factories, too, high leaving rates seemed to be attributable 
to iocal conditions, and particularly to the quality of management* At 
the small rural factory I visited, numbers of young people had left in 
the first few years of the factory*s short existence* The explanation 
was simple enough; the management of the factory, all of whom had been 
transferred frctn other Marumaru factories, had not known how to deal with 
local recruits, mostly from farming families, with no experience of 
industry. Rumour and statistical analysis combined to confirm that at 
the factories, where I spent rather less time, the situation was the same, 
and changes - sometimes very large - in the leaving rate were correlated 
with changes in management and altered factory conditions. I give below 
the crude rates at which men left three large urban factories over a four 
year period:

liable III.9

Company year ending
1968 1969 1970 1971 (provisional 

figures)
Yokohama 6.3/0 12.0$ 10.0/
K- 8.9 12.3 5.8 8 .1

T- 5.^ iuO 16.6 6.3

Ohe young manager of the Yokohama factory had been appointed at the 
end of the 1968 company year, so that there was some possibility that the 
subsequent increase in the leaving rate had to do with his policies there. 
An even more striking coincidence was the transfer of the manager of Ol
factory to K- in the middle of the 1969 company year. There was no doubt
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that his leaving T- was in some way a cause of the quadrupling of the 
leaving rate there, while his methods at K- were probably responsible 
for the halving of the leaving rate at that factory. The fall in the 
leaving rate at T- factory in 1971 was probably also associated with 
the transfer of a manager, this time a production manager.

I remarked earlier that the directors of Marumaru were reluctant 
to delegate responsibility. Factory managers were given very little 
freedom by the main office, and it was surprising that mere adjustments 
in management methods, together with changes in personality at the top, 
should produce such swift reaction by the young people on the shop floor 
who made up the bulk of the leavers. Shat these minor alterations had 
so great an effect was an indication of the intensity of relations within 
Marumaru, and also of the degree of isolation of the community from the 
outside world.

Supervisors were well aware that young people were liable to leave 
at the first signs of difficulty. I was continually being told that a 
sub-section head only had to raise his voice to overcome the noise of the 
machines, to find that the young worker he was speaking to was giving in 
his notice in protest at being shouted at. As 1 mentioned in the last 
section, a great number of managers assumed that such spiritlessness was 
a sign of the inferiority of a new generation. I quoted the remarks of 
a labour department recruiter on the debilitating effects of the Japanese 
education system. Other managers or supervisors attributed the 
feebleness of young people to the decrease In the average size of 
Japanese families. Where before the war children had had to learn to 
get on with large numbers of siblings, today they often had only one 
brother or sister. They were liable, therefore, to be spoilt by their 
parents, and unprepared for the give and take of community living.
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I have already suggested two important arguments against the 
proposition that the young workers left Marumaru because they belonged 
to a new generation with different values from those of their elders.
The young graduates, though they were of the same generation as the high 
school recruits, and had been subjected to similar influences, behaved 
rather differently from them. The second argument was that many of the 
supervisors and managers, who were ready to berate young people for their 
* selfish* modem attitudes, had themselves changed companies in their 
youth for what had presumably been ‘selfish* reasons in spite of their 
pre war upbringing.

A more plausible interpretation of the high leaving rate among 
young people, as I have already indicated, was that young and old 
differed not in nature but in opportunity. For a n  employees leaving 
Marumaru required much determination and involved considerable risk; 
but for older employees the risk was so great as to be unacceptable, 
while their prospects within the firm improved perceptibly with time.

I end this section by considering an issue discussed by Cole 
(1973., pp H 9-122), that of dismissal. According to Abbeglen, company 
employees in Japan were very carefully selected and tested throughout 
a probationary period, but once they had established themselves in a 
company they, were there for life. In implicit exchange for their 
loyalty to the company they were given security from dismissal*
Mannari and Marsh (1971c, p 804) suggested that the agreement between 
man and company did not involve reciprocal obligations. It was in 
order for the employee to leave, but not for the company to dismiss him. 
Cole confirmed that it was indeed impermissible for a company to dismiss 
an employee, but remarked that there were all sorts of ways in which the 
company could rid itself of a man without openly dismissing him. His 
life could be made so unpleasant by transfers or assignment to 
unpleasant work that he would want to leave of his own accord.
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At Marumaru the rules governing dismissal were vague and allowed 
managers to dismiss a man for any offence which could he described as 
•disturbing company morals and discipline1, 'sullying the company's 
honour1, 'undertaking activities which the company could recognise as 
unsuitable*, or * performing acts equivalent to acts specifically 
proscribed*. In fact, however, employees were rarely officially 
dismissed. Those few men who appeared in the table I set out at 
the beginning of this section as having been dismissed had nearly all 
stolen something. Their dismissals caused no resentment among employees; 
it was considered that the company had a right, if not a duty, to get rid 
of them. Even so, some of them had been treated very gently; sometimes 
the police were not informed of the crime; and Marumaru seemed 
surprisingly willing to conceal the facts from a dismissed man's future 
employers. Occasionally Marumaru would dismiss (kail^sT a man who was O  

persistently absent from work after repeated warnings, and again such 
dismissals were thought proper by employees; but more often the 
company would *ask the man to leave* (vamete morau). Neglect of fire 
regulations was a third offence for which the penalty might in practice 
as well as theory be dismissal. While I was at Marumaru a shokutaku 
(a retired and re-employed worker) was said to have been responsible for 
the burning of part of a factory because he had failed to take the set 
precautions. Technically, he was not am employee so that his removal 
did not count as 'dismissal* nor 'being asked to leave', and he was 
merely told not to come to work any more. Presumably if he had been 
a full employee he would have been 'asked to leave*.

In less clear-cut cases of misdemeanour the company did not attempt 
to use the extensive powers it had given itself, but preferred to encourage 
an offender to tender his resignation. The practice was a devious



142.

tribute to the principle that no employee should ever be dismissed. 
Sometimes it was possible to prevail on a simple man to resign immediately 
and thereby avoid controversy arising over his case. On other occasions 
the most subtle and complicated manoeuvres were needed to persuade a man 
to leave. m  1966 a union official working in a factory administration 
section had applied for a transfer to the labour department, a transfer 
that would not in itself have appeared extraordinary because of the 
closeness of union and management. The man was coming to the end of 
his term of office with the union and the company offered him a job in 
the labour department on the understanding that he would not be standing 
for office at the next union election. It happened, however, that he 
was popularly nominated to the post of union secretary, and after he had 
been elected he asked the company to defer his appointment to the labour 
department. Until that time the union secretary had worked for the union 
in his spare time, but now the union was proposing to elect a full-time 
official. The company was strongly opposed to the union's plans, and 
it was perhaps with the aim of destroying the post that it attacked the 
holder* It claimed, with some justification, that he had caused the 
company the unnecessary trouble of arranging a transfer, and that now 
his presence on the union committee was damaging labour-management 
relations. Finally, according to the labour department head, the 
management persuaded the union to strike the union secretary from the 
union roll. He was accused by the union delegates from his own factory 
of having betrayed the union by standing for election while engaged to 
the labour department. The charge was technically well founded, though 
in the context it was a little hypocritical to talk of betrayal. He 
was called before a special meeting of the union assembly and expelled 
from the union. Soon afterwards the company suggested that he leave 
in his own interests because it would not be possible to give him
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responsibility in the future, and even now his presence was upsetting 
the ,ether employees. After two or three months of hesitation he 
finally resigned. Though the labour department admitted having 
organised the man's removal he himself was convinced that the management 
had been sympathetic to hity and that it had been the union which had 
campaigned to have him go.

I heard of other, rather less complex cases in which a man had 
been put into a position where leaving was the only choice open to 
him. There was also an amusing instance of a woman who, having 
refused a transfer - women were very rarely transferred - also rejected 
all suggestions from her superiors that she should leave. After a 
month they gave up trying to persuade her ai&she remained with the 
company at least until the time I left.

The cases above were of what the company might have viewed as 
dissidence, and it could be argued that no company, however genuine 
its commitment to the lifg employment system, could have permitted what 
was presumably a tiny minority of disobedient or seditious employees 
to disturn the common peace. What had impressed Abbeglen (1958, p 17) 
most was the apparent refusal to dismiss workers on economic grounds. 
Individual incompetents were never sacked, however little they 
contributed to the company; and even when a change of circumstances 
made an entire work force idle, management would continue to pay workers 
until times got better. When Abbeglen wrote, Japan still enjoyed a 
surplus of labour, and it might have been common during business 
recessions for firms to have too many workers for the work available 
Japan's subsequent growth and the onset of labour shortage meant that the 
problem occurred rather less frequently. In the spring of 1971# 
Marumaru experienced what was said to be a serious fall in orders.
The result of this, at the Yokohama factory at least, was merely a 
welcome relief from labour shortage; the factory was only two men short 

instead of ten or fifteen. Nevertheless there were occasions when it
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was In  th e  com pany 's i n t e r e s t  t o  g e t  r i d  o f  g ro u p s o f  w o rk e rs . In  

1970# th e  s m a l le s t  f a c to r y ,  w hi£h was s i t u a t e d  i n  a  rem o te  p a r t  o f  J a p a n , 

p roved  u n p r o f i ta b le  f o r  r e a s o n s  t h a t  m ig h t n o t  h av e  b een  f o r e s e e a b le .

The p l a n t  was c lo s e d ,  and th e  w o rk ers  t r a n s f e r r e d  t o  a n o th e r  f a c to r y  

two h u nd red  k i lo m e tr e s  aw ay. Though th e  c lo s u r e  was known t o  be f i n a l ,  

th e  t r a n s f e r s  w ere s a id  o n ly  t o  be tem p o ra ry , and th e  w o rk e rs  w ere n o t  

a llo w e d  t o  move w ith  t h e i r  f a m i l i e s .  N a tu r a l ly  th e  a rra n g e m e n t was 

u n a c c e p ta b le  t o  some o f  them  and th e y  r e s ig n e d .  A g a in , j u s t  a s  I  

was le a v in g  Ja p a n , s h o r t l y  a f t e r  th e  'd o l l a r  shock* i n  th e  autum n o f 

1971# th e r e  was t a l k  a t  th e  head  o f f i c e  o f  g e t t i n g  r i d  o f  tw e n ty  

p e o p le  a t  a n o th e r  f a c t o r y  a t  w hich demand was n o t  up  t o  e x p e c ta t io n s .

I  was n o t  t h e r e  t o  s e e  th e  r e d u c t io n  a c h ie v e d , b u t  i t  was e x p e c te d  t o  

b e ,  once a g a in ,  b y  m aking u n re a s o n a b le  t r a n s f e r  o r d e r s .  A t t h i s  t im e , 

i n c i d e n t a l l y ,  th e  new spapers w ere f u l l  o f  news o f  com panies re d u c in g  

t h e i r  in ta k e s  o f  r e c r u i t s  and even  a s k in g  em ployees t o  r e s ig n  o r  r e t i r e  

e a r l y .

T here was much in c o n s i s te n c y  i n  th e  a t t i t u d e s  b o th  o f  w o rk e rs  and 

o f  m anagers to w ard s  d i s m is s a l .  I  was t o l d  t h a t  ftkrum aru, u n l ik e  

w e s te rn  com pan ies, o f f e r e d  l i f e  em ploym ent. As lo n g  a s  a  w o rk e r  was 

lo y a l  and d id  h i s  b e s t  h e  would s t a y  w ith  th e  company f o r  l i f e .  On 

th e  o th e r  h a n d , em ployees w ere w e l l  aw are o f  th e  p o s s i b i l i t i e s  o f  

d i s m i s s a l .  S e v e ra l  members o f  th e  u n io n  rem ark ed , a s  i f  i t  w ere 

common know ledge , t h a t  an y  s e r io u s  o p p o s i t io n  t o  th e  company would 

be rew arded  w i th  d i s m is s a l  -  a s  in d ee d  i t  had  b een  i n  th e  rem ote  p a s t  -  

and  t h a t  even  to o  much e a r n e s tn e s s  i n  s e e k in g  th e  u n io n 's  ends m ig h t 

mean t r a n s f e r  t o  one o f  th e  re m o te r  r u r a l  f a c t o r i e s .  Then th e r e  w ere 

s t o r i e s  a t  th e  Yokohama f a c t o r y  o f  how a  c e r t a i n  m anager had  d r iv e n  

one o f  h i s  s u b o r d in a te s ,  whom he th o u g h t  s u p e r f lu o u s ,  from  th e  company. 

The f a c t  t h a t  th e  j u n io r  had b een  fo rc e d  t o  r e s ig n  c a l l e d  f o r t h  no 

v e ry  f i e r c e  condem nation . I t  was p e rh ap s  c o n s id e re d  s e l f - e v i d e n t
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t h a t  i f  one d i d n ' t  g e t  on w i th  o n e 's  b o ss  one m ig h t hav e  t o  le a v e .

A t Yokohama, a s  X have s u g g e s te d , th e  p ro s p e c t  o f  l a y - o f f s  was s l i g h t ,  

b u t  th e  news o f  th e  c u t —b ack  i n  th e  work f o rc e  o f  th e  new f a c t o r y  

o c c a s io n e d  l i t t l e  more th a n  a  shake  o f  th e  h e a d , and  some c r i t i c i s m  o f  

th e  m anagem ent, n o t  f o r  b re a c h  o f  th e  i m p l i c i t  a g reem en t t o  em ploy 

w o rk e rs  f o r  l i f e ,  b u t  f o r  o v e r -e x te n d in g  th e m se lv e s  and p u t t i n g  th e  

company a t  r i s k .  The a c t u a l  i n s e c u r i t y  o f  employment a t  Marumaru was 

t o  some e x t e n t  r e c o n c i le d  w ith  th e  t h e s i s  o f  l i f e  em ploym ent b y  r e f e r e n c e  

t o  im agined  c o n d i t io n s  i n  th e  w e s t .  I  was t o l d  b y  em ployees o f  a l l  g r a d e s ,  

in c lu d in g  m anagers who had  made t r i p s  t o  A m erica , t h a t  a n y  w o rk e r  i n  th e  

w e s t  who made ev en  a  t i n y  m is ta k e  w ould lo s e  h i s  jo b .  By c o n t r a s t  w ith  

th e s e  h e a r t l e s s  w e s te rn  p r a c t i c e s ,  th e r e  was in d ee d  a  l i f e  em ploym ent 

sy stem  a t  M arumaru, how ever many p eo p le  had t o  le a v e  f o r  one re a s o n  o r  

a n o th e r .

d .  M obile and im m obile w o rk ers

We have  s e e n  from  th e  l a s t  tw o s e c t io n s  t h a t  a t  M arumaru, a s  no 

d o u b t i n  a  l a r g e  num ber o f  Ja p an e se  com pan ies, l i f e  em ploym ent d id  n o t  

e x i s t  -  a t  l e a s t  i n  th e  form  A bbeglen  d e s c r ib e d .  M ost o f  th o s e  who 

e n te r e d  th e  company d id  n o t  come s t r a i g h t  from  s c h o o l;  and  m ost o f  

th o s e  who d id  come i n  s t r a i g h t  frcm  s c h o o l  l e f t  soon  a f t e r  j o in i n g .

I t  was p o s s ib le  t o  c l a s s i f y  th e  v a r io u s  em ployees o f  th e  company, 

men and  women, young and  o ld ,  g ra d u a te s  and n o n - g ra d u a te s ,  i n t o  two 

c a te g o r ie s  a c c o rd in g  t o  w h e th e r  th e y  w ere m o b ile  o r  im m ob ile . The 

m o b ile  w o rk e rs  w ere th o s e  who c o u ld  (and d id )  le a v e  Marumaru w ith  e a s e ;  

th e  im m obile w o rk e rs  w ere r e s t r a i n e d  from  le a v in g  by  h a r s h  e x t e r n a l  

c irc u m s ta n c e s  and t h e i r  r e l a t i v e l y  a d v an tag eo u s  p o s i t i o n s  w i th in  th e  

company.
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The d i s t i n c t i o n  betw een  m o b i l i ty  and im m o b ility  was n o t  an  

a b s o lu te  one , d e p e n d in g  a s  i t  d id  on a  m an 's  e s t im a te  o f  w h e th e r  

o r  n o t  h e  w ould do b e t t e r  t o  le a v e  Marumaru th a n  t o  s t a y  i n  i t .  

O b v io u sly  a  man o f  f o r t y - f i v e ,  w i th  tw e n ty  y e a rs*  s e r v ic e  b e h in d  h im , 

and  a  l a r g e  s e p a r a t io n  a llo w a n c e  w a i t in g  f o r  h im  on r e t i r e m e n t  a t  

f i f t y - f i v e  w ould have  been  e x tre m e ly  unw ise  t o  l e a v e ;  b u t  a  young 

man o f  n in e te e n  y e a rs  and o n ly  t h r e e  o r  f o u r  m onths company s e r v ic e  

had  l i t t l e  t o  lo s e  b y  m oving t o  a n y  o f  th e  h u n d red s  o f  b e t t e r  p a id  

jo b s  a d v e r t i s e d  a t  r a i lw a y  s t a t io n s *  There w e re , how ever, some 

em ployees f o r  whom th e  p ro s p e c ts  in s id e  and o u ts id e  th e  company 

w ere more n e a r l y  e q u a l .

M oreover, i t  c o u ld  be  e x p e c te d  t h a t  i n  th e  lo n g  te rm , a s  

c irc u m s ta n c e s  ch anged , p r e v io u s ly  im m obile c a te g o r i e s  o f  em ployee 

w ould become m o b ile , o r  even  v ic e  v e r s a .  I f  a  s h o r ta g e  o f  g ra d u a te s  

w ere t o  d e v e lo p  i n  th e  la b o u r  m a rk e t, th e n  Marumaru g ra d u a te s  w ould be 

p re s e n te d  w ith  o p p o r tu n i t i e s  o f  l e a v in g  on b e t t e r  te rm s  th a n  b e f o r e .  

C o n v e rse ly , i f  a n  enorm ous e x p a n s io n  to o k  p la c e  i n  Marumaru*s b u s in e s s ,  

th e n  men o f  tw e n ty - tw o  o r  tw e n ty - th r e e ,  s e e in g  p ro m o tio n  n e a r e r ,  

w ould h e s i t a t e  t o  lo o k  f o r  jo b s  e ls e w h e re .

N e v e r th e le s s ,  w h ile  I  was a t  M arumaru, t h e r e  was no  g r e a t  

d i f f i c u l t y  i n  i d e n t i f y i n g  m o b ile  and im m obile em p lo y ees . The m o b ile  

em ployees w ere th e  women and  th e  young n o n -g ra d u a te  men;’ th e  

im m obile ones th e  g ra d u a te  m en, and  th e  o ld e r  n o n -g ra d u a te s .

The women form ed a  s p e c i a l  c l a s s  o f  m o b ile  e m p lo y ees . In  few 

i n d u s t r i a l  c o u n t r i e s  can  th e  r o le  o f  women be q u i t e  s o  f ix e d  and  so  

s h a r p ly  d i f f e r e n t i a t e d  frcm  t h a t  o f  men a s  i n  J a p a n . In  few a r e  

women s t e e r e d  s o  f i r m ly  to w ard s  marriage and c h i ld  -  r e a r in g ,  and 

away from  c o m p e ti t io n  w ith  men i n  th e  a c q u i s i t i o n  o f  th e  s k i l l s  and  

e x p e r ie n c e s  h e ld  o f  g r e a t e s t  v a lu e  i n  th e  w o rld  o u ts id e  th e  f a m i ly .
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Though w anes became em ployees o f  Marumaru u n d e r  a lm o s t  th e  same 

fo rm a l te rm s  a s  men (w anes*s wages w ere s l i g h t l y  lo w e r and  th e y  w ere 

r e q u i r e d  t o  r e t i r e  e a r l i e r ) ,  and  though  women w ere n o t  o f f i c i a l l y  

d e n ie d  an y  o f  th e  p r iv i l e g e s  o f  company o r  comm unity m em bersh ip , i t  

was n e v e r th e le s s  assum ed b y  e v e ry o n e , in c lu d in g  m ost o f  th e  women 

th e m s e lv e s , t h a t  a  w anen*s  pu rp o se  i n  b e in g  w ith  Mhrumaru was 

d i f f e r e n t  from  a  m an*s, and  t h a t  t h e r e f o r e  h e r  t r e a t n e n t  b o th  b y  

th e  eanpany  and  b y  h e r  f e l lo w  em ployees sh o u ld  be c o n d it io n e d  by  h e r  

sex*

Of th e  967 em ployees o f  th e  company i n  A ugust 1970, 126 w ere women 

and 8 4 l  men* N e a r ly  a l l  th e  women w ere c l e r i c a l  w o rk e rs  a s s ig n e d  

e i t h e r  t o  head  o f f i c e  o r  th e  f a c t o r y  a d m in is t r a t io n s *  In  each o f  th e  

f a c t o r i e s  a b o u t  10 /  o f  th e  em ployees w ere women,' b u t  i n  th e  head  o f f i c e  

women c o n s t i t u t e d  n e a r l y  one i n  th r e e  o f  th e  s t a f f .  E a r l i e r  i n  

Marumaru *s h i s t o r y  th e r e  had  been  p r o p o r t io n a te ly  more women.

I n  1963 t h e r e  had  been  99 women t o  473 men. I n  th o s e  days many o f  

th e  wanen had  b een  em ployed w ork ing  m achines on th e  shop  f lo o r *

B ut a s  demand f o r  b o a rd  had  grown i t  became n e c e s s a ry  t o  p u t  th e  

f a c t o r i e s  on s h i f t  w ork . B ecause women w ere d e b a rre d  b y  law  frcm  

d o in g  n ig h t  s h i f t s  th e  company had  r e p la c e d  them w ith  m en. The 

in t r o d u c t io n  o f  c e r t a i n  m ach ines on th e  shop  f l o o r  h ad  a l s o  en cou raged  

th e  ch an g e .

A l l  b u t  th r e e  o r  fo u r  o f  th e s e  women w ere below  th e  age o f  t h i r t y ,  

and  m o st o f  them  w ere u n m a rr ie d • U n lik e  san e  Ja p a n e se  com pan ies, 

Marumaru had  no  g r e a t  o b je c t io n  t o  th e  em ploym ent o f  m a rr ie d  women, 

b u t  i t  was c o n s id e re d  n a t u r a l  t h a t  a  g i r l  sh o u ld  w an t t o  r e t i r e  from  

th e  company on m a rry in g , and th e  company o f f e r e d  s p e c i a l  s e p a r a t io n  

a llo w a n c e s  t o  g i r l s  le a v in g  t o  m arry* As th e  dem ograph ic  f a c t s  showed, 

and a s  wanen th e m se lv e s  a p p e a re d  t o  a g re e ,  women w o rk e rs  w ere o n ly  

f i l l i n g  i n  tim e  be tw een  s c h o o l  and m a r r ia g e .  B ecause th e y  w ere young, 

b e c au se  th e y  w ould n o t  be  i n  Marumaru lo n g  enough t o  b e  w o rth  t r a i n i n g ,
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and  above a l l  b e c au se  th e y  w ere m e re ly  women, th e y  w ere p re s e n te d  w ith  

th e  m o st r o u t in e  and b o r in g  w ork , and i n v i t e d  t o  make th e  men t e a  and 

c o f f e e  i n  betw een  p e rfo rm in g  i t .  B ut i t  was re c o g n is e d  t h a t  even  

th o u g h  th e y  w ere f u l l  company members i t  would be u n re a s o n a b le  t o  

e x p e c t  them  t o  b e  com m itted t o  Mfetrumaru o r  t o  a s k  them  t o  s a c r i f i c e  

t h e i r  p r iv a t e  l i v e s  f o r  th e  com pany 's s a k e . Women w ere  v e ry  r a r e l y  

t r a n s f e r r e d  and m anagers w ere c a u t io u s  even  a b o u t m aking them  do 

o v e r tim e .

B u t i f  women w ere g iv e n  th e  l e a s t  a p p e a l in g  jo b s  t o  d o , and d e n ie d  

r e s p o n s i b i l i t i e s ,  th e y  d id  have  a  p r iv i le g e d  p o s i t i o n  i n  company 

s o c i e t y .  T h e ir  s o c i a l  a c t i v i t i e s  w ere l e s s  i n h ib i t e d  b y  ra n k  o r  

d e p a r tm e n ta l  d i v i s i o n s  th a n  a n y  o th e r  members o f  th e  com m unity.

They c o u ld  b re a k  o f f  f l i r t i n g  w ith  f e l lo w  w o rk e rs  and l i s t e n  c o y ly  

t o  th e  hum orous p r o p o s i t io n s  o f  d i r e c t o r s  w i th o u t  b e in g  th o u g h t 

s y c o p h a n t ic ;  a f t e r  a l l ,  w hat had  th e y  t o  g a in  frcm  good r e l a t i o n s  

w ith  t h e i r  s e n io r s ?  And women form ed a  b r id g e  be tw een  d e p a rtm e n ts  

o r  f a c t o r y  s e c t io n s  whose m ale  members h a r d ly  knew ea ch  o th e r .

Wcmen a l s o  made a  c o n t r ib u t io n  to w ard s th e  s e l f - s u f f i c i e n c y  o f  

th e  community b y  p ro v id in g  w ives f o r  a  number o f  th e  men. The men 

w ere s o  bound up  i n  M arumaru, and had  s o  few  c o n ta c ts  w ith  s o c i e t y  

o u ts id e  th e  company and  s o  l i t t l e  tim e  t o  make a n y , t h a t  f in d in g  a  

m a rr ia g e  p a r tn e r  was a  p ro b lem . Man e i t h e r  m a r r ie d  g i r l s  t h e y  had 

known a t  s c h o o l  o r  c o l l e g e ,  o r  a sk ed  t h e i r  p a re n ts  t o  a r ra n g e  

m a r r ia g e s  f o r  them , o r  m a rr ie d  company g i r l s .  Iferhaps a s  many a s  

a  f i f t h  o f  th e  m a rr ie d  men o f  th e  company had  m a rr ie d  f e l lo w  w o rk e rs : 

th e  p r o p o r t io n  was even  h ig h e r  among m an ag ers , b e c a u se  th e y  w ere i n  

th e  O f f ic e s  w here th e  women w orked . A t Yokohama t h e r e  w ere 17 

m a rr ie d  men i n  th e  f a c t o r y  o f f i c e  and  f iv e  had m a r r ie d  w i th in  th e  

company. Frcm a  wom en's p o in t  o f  v iew , m a rr ia g e  t o  a  Marumaru man
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was one o f  th e  m ost l i k e l y  ways i n  w hich  she  w ould le a v e  th e  company. 

A t th e  K- f a c t o r y ,  w hich  u s u a l l y  employed a b o u t f i f t e e n  wcanen a t  an y  

t im e , s ix t e e n  women h ad  l e f t  t o  m arry  betw een  1966-70, and o f  th e s e  

t e n  had  m a r r ie d  men th e y  hadwmet a t  w ork . In  e v e ry  c a s e ,  th e  husband  

was e i t h e r  a n  o f f i c e  w o rk e r o r  a  shop  f l o o r  s u p e r v i s o r .  N e a r ly  a l l  

th e  women w ere o f f i c e  w o rk e rs , b u t  one , who worked on th e  shop  f l o o r ,  

m a r r ie d  a  sa le sm a n . T h is  l a t t e r  c a se  c o u ld  be  ta k e n  a s  an  i n d i c a t i o n  

o f  th e  s o c i a l  m o b i l i t y  o f  women? v e ry  few sa le sm en  knew m ale  shop  

f l o o r  w o rk e rs  w e l l ,  f o r  n o t  o n ly  w ere t h e r e  d i f f e r e n c e s  i n  age  and 

e d u c a t io n  be tw een  th e  s a le s  s t a f f  and th e  sh o p  f l o o r ,  b u t  t h e r e  was 

a l s o  a  s h o r ta g e  o f  o p p o r tu n i t i e s  f o r  th e  tw o t o  m e e t;  sh o p  f l o o r  

w o rk e rs  w ere on s h i f t s ,  and  sa lesm en  w ere o u t  a l l  d a y  s e l l i n g .

The f u n c t io n  and  place', r e s e rv e d  f o r  women a t  Marumaru b e s t  s u i t e d  

young i l l - e d u c a t e d  g i r l s  who had  no g r e a t  o b je c t io n  t o  w ork ing  a s  

a u x i l i a r i e s  and  even  d ru d g e s , who w ere c h e e r f u l ly  r e s ig n e d  t o  t h e i r  

j u n i o r i t y ,  and who welcomed th e  p ro s p e c t  o f  m a r r ia g e  t h a t  J^ rum aru  

o f f e r e d .  I n t e l l i g e n t  and w e l l  e d u c a te d  women, and women who had  b een  

w ith  th e  company a  lo n g  t im e , f i t t e d  u n e a s i ly  i n t o  th e  o f f i c i a l  

o r g a n iz a t io n  and  o c c u p ie d  a n  anom alous p o s i t i o n  i n  th e  com m unity.

The m anagement was v e ry  u n w i l l in g  t o  a l lo w  women t o  do  an y  b u t  

i n f e r i o r  w ork . I t  saw no  i n j u s t i c e  o r  i n e f f i c i e n c y  i n  h a v in g  a  woman 

g ra d u a te  do  th e  r o u t in e  work f o r  a  man o f  l i t t l e  e d u c a t io n  and ta le n t;  

o r  i n  r e q u i r in g  a  woman o f  t h i r t y  who had  w orked f o r  th e  company t e n  

y e a r s  make t e a  and w ash u p  f o r  young men who had  o n ly  j u s t  b een  

r e c r u i t e d *  I f  a  wcman d id  n o t  m a rry , b u t  in s t e a d  s ta y e d  a t  work she 

m ig h t e v e n tu a l ly  come to. t a k e  r e s p o n s i b i l i t y ,  a s  much b e c a u se  t h e r e  

was a  la b o u r  s h o r ta g e  a s  b e c a u se  o f  h e r  own t a l e n t s *  Even th e n  th e  

m anagement w ould deny  h e r  th e  ra n k  and  o f f i c i a l  p o s i t i o n  t h a t  u s u a l l y
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w ent w i th  t h a t  r e s p o n s i b i l i t y .  The men who e n te r e d  t h e  company w ith  

h e r  w ould , i n  a d d i t io n  t o  b e in g  m anagers, have become c e n t r a l  f ig u r e s  

i n  t h e  com m unity. They m ig h t be o c c a s io n a l  v i s i t o r s  t o  th e  h ouses o f  

d i r e c t o r s ,  w h ile  th e y  th em se lv e s  f r e q u e n t ly  e n t e r t a i n e d  ju n io r s  and 

coILeagues i n  b a r s ;  th e y  m igh t have  b een  ’ g o -b e tw een ^ , o r  a t  l e a s t  

honoured  g u e s ts  a t  company w edd ings, and w hat th e y  had  t o  s a y  w ould be  

l i s t e n e d  t o  w i th  r e s p e c t  a t  company w eddings o r  d in n e r  p a r t i e s  o u t o f  

w ork ing  h o u r s .  But s e n io r  women w ould b e  c o n t in u a l ly  rem inded  t h a t  

Marumaru was a  man’s w o r ld . They w ould n o t have  b e e n  welcome a t  th e  

d r in k in g  p a r t i e s  a t  w hich  Marumaru came t o  know i t s e l f .  They w ere n o t  

e l i g i b l e  t o  engage i n  th e  fo rm a l ag reem en ts by  w hich  men a t  Marumaru 

bound th e m se lv e s  t o  ea ch  o t h e r  -  s p o n s o r in g  new e n t r a n t s ,  a c t i n g  as  a  

g o -betw een  i n  m a r r ia g e , o r  a s  a  g u a ra n to r  i n  com m ercial t r a n s a c t io n s  

o u ts id e  t h e  company. T hese o ld e r  women had  l i t t l e  c h o ic e  b u t  t o  become 

doyennes o f  th e  women em p loyees, f i x i n g  up f lo w e r  a rra n g em en t c la s s e s  

o r  b o w lin g  s e s s i o n s ,  a d v is in g  t h e  y o u n g er g i r l s  on  t h e i r  p rob lem s o f  

w ork and lo v e ,  o r  t a k in g  them  o u t  t o  d in n e r .  So th e y  became le a d e r s  

o f  a  k in d  o f  sub-com m unity  o f  women w i th in  Marumaru.

I t  c o u ld  b e  s a id  th e n ,  t h a t  women w ere m o b ile  em ployees by 

c o n v e n tio n , r a t h e r  th a n  a s  a  r e s u l t  o f  th e  w ork ings o f  t h e  la b o u r  

m a rk e t. Among men, how ever, t h e  d i f f e r e n c e  be tw een  m o b i l i ty  and 

im m o b ility  was d e te rm in e d  by  th e  la b o u r  m a rk e t, and was a  m a t te r  o f  

a g e , l e n g th  o f  s e r v i c e ,  and e d u c a t io n . I t  may h e lp  i n  d i s c u s s in g  t h i s  

d i f f e r e n c e  i f  we c o n s id e r  th e  d i s t r i b u t i o n  o f  men a t  th e  Yokohama f a c t o r y ,  

t a k in g  th e  d a ta  from  a  m andatory  q u e s t io n n a ir e  i s s u e d  t o  em ployees i n  

t h e  autum n o f  1969 .
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I have placed the main division "between mobile and immobile employees 
at about the age of twenty-five, and at five years* service, for, as we 
have seen, relatively few non-graduates over that age and with more 
than that length of service left the company. By twenty-five a school 
entrant would not only be getting somewhere in the firm; he would also 
be considering marriage. Once married, his family responsibilities 
provided additional reasons to preclude his risking a change of job.
Again, after five years* service, a man might expect to be promoted 
to the lowest of the supervisory ranks, and he would hardly leave 
at that juncture. On the other hand mid-career entrants who had just 
joined Marumaru could also be considered mobile employees, in that they 
had not yet acquired anything to lose by leaving MarumarU.

It can be seen that the mobile employees formed a very large 
minority of the men at the factory. Though the mobile workers were
able to leave, very few of them had actually had experience of other
companies; but many of the immobile workers, though not immured in 
Marumaru, had come from other companies.

Table III. 10

Mobile men 
School entrants 38
Mid-career entrants p

h'J

In a later chapter I shall be discussing in some detail how 
mobile and immobile workers viewed the company and how they behaved 
towards each other, though I shall first have to describe the
organization of the company, which naturally had a great effect on
social relations. I should like to end this chapter, however, by 
reconsidering the cohesion of the community, and the influence upon it 
of labour mobility.

Immobile men Total

39 77

_§§ _2j_

67 ii4
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I remarked in the first section on the intensity of social 
relations within Marumaru, and the extent of common interests, activities, 
and values among its members. It would have been quite impossible to 
sustain such an intensity, impossible for so strong a sense of community 
to have persisted in a company which lost ten percent of its men workers
every year if men of all ages and grades had left the company at the
same rate. At Marumaru, however, all the managers and senior workers 
were immobile employees, tied to the firm and destined to each other*s 
companionship for decades on end. The twenty years since the company*s 
foundation had given the president and his advters, assisted by a corps 
of middle managers and supervisors hardly any of whom ever left the 
company, ample time to impose a particular style and character on 
Marumaru. There had been plenty of opportunity, also, for these 
older employees to get to know each other and to enter into numerous 
associations with each other both at work and outside it. In these 
circumstances the continual extremely high turnover among young shop 
floor workers, though economically expensive, and exasperating to the 
labour department, had no very serious social effects. The fact that 
four out of ten members of the previous year*s high school intake had 
left within a year was of only limited consequence to a shop floor 
worker of thirty. His attachment to the firm, and his relations with 
his superiors and colleagues remained unchanged, though it was true that 
he might have more work to do as a result.

The immobile workers, then, were the centre and strength of the
community. As we have seen, however, the immobile workers had not 
always* been immobile. They had once been young and had had the 
opportunity to move, and many of them had indeed change!jobs and joined
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Marumaru as mid-career entrants. They had lost their mobility not 
so much by voluntarily committing themselves to Marumaru as involuntarily, 
as a result of circumstances. I shall show later on how the non-graduates 
in their mid-twenties who were beginning to realise how little chance 
they had of leaving Marumaru were particularly critical of the company.
The immobile employees, though habit alone would have made them more 
devoted company servants than the mobile employees, were far from being 
entirely dedicated to Marumaru or free from the same self-seeking motives 
that caused the young to leave.

e. Summary
In this chapter we saw how the people of Marumaru formed a community, 

and how they joined that community and left it. The company*s methods 
of recruitment, and its manner of receiving various types of recruit 
and training them could be taken to indicate the importance attachedm 
to the creation of a certain type of community by those in charge of 
Marumar. We saw, however, that the recruits thought most desirable 
by the management were leaving the company in large numbers. The labour 
market was having the effect of dividing those in Marumaru into two 
categories of employee, according to whether or not they could leave 
the company on terms favourable to themselves.

Wow the state of the Japanese labour market, the relative scarcity 
of young workers and school leavers, was partly a result of demographic 
tendencies, but it was also, as I indicated in the first chapter, a result 
of the employment practices of large Japanese firms, and particularly the 
practice of paying and promoting employees according to age. The fact 
that other companies paid by age created the demand for young workers which 
allowed Marumaru*s own young employees to change their jobs; while 
because Marumaru itself paid by age, older employees were discouraged
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from leaving. In. the next chapers we shall examine how the systems 
of pay and promotion by age worked at Marumaru; and we shall also 
be discussing other features of the organization of the company that 
had an important influence on social relations.
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CHAPTER IV THE ORGANIZATION OF THE COMPANY

The details of Marumaru* s organization changed very frequently. 
Twice during my stay there occurred what was said to be a major 
reorganization of the company, and shortly after I left certain 
departments were allocated to new divisions of the company and a 
number of management divisions were abolished. According to Marumaru*s 
official history, similar changes had been made at least annually 
throughout the company*s existence. Since so many changes in the 
organization took place - for reasons which I shall explain later - 
it would be pointless to examine the organization which existed at any 
particular time too closely. Instead I shall be considering three 
major characteristics of the. organization of Marumaru which persisted 
in spite of any number of revisions in the organization charts.

The first characteristic was that though the organization of 
Marumaru was strong hiararchial, and there were two systems of 
grading that differentiated individuals, there was little distinction 
between classes of company member. The organization of many large 
Japanese companies Is comparable with that of the Civil Service in 
Britain. There is a series of ranks; section heads, department 
heads, and so on. At the same time the membership of the company is 
divided into classes. Just as the Civil Service has an administrative 
class and an executive class, so a Japanese company has staff (shokuin) 
and ‘workers* (koin), (Abbeglen, 1958, P 29). The staff are usually 
graduates either already In, or destined to achieve, posts in upper 
management; the workers are less educated men following careers quite 
separate from those of the staff which culminate in supervisory 
appointments. At Marumaru, however, except for the statutory division
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between directors and employees, a division which did not involve any 
social distinction, such classes did not exist.

The absence of rigid promotional barriers between administrative 
classes, and the consequent fact that everyone was on the same scales 
(though naturally different people occupied different positions on them) 
contributed greatly to the cohesion of the community* Those in low 
positions could always hope to reach the top; those in high positions 
had to accept that even those juniors who were different from themselves 
in qualification and background could one day become senior managers.
The conceptions of *us* and fthemf familiar in British industry were 
less easily tenable at Marumaru. It was easier for men of all ranks 
and types to think of themselves as in co-operation - and also in 
competition.

A second distinctive feature of the organization of Marumaru was 
the conflict within it of the Ideal of meritocracy and the practical 
convenience of paying and promoting people by age. We have seen that 
promotion according to ability was part of Marumaru tradition, the 
success aof the company being attributable to the willingness of the 
directors to give a young man responsibility. Now that the company, was 
large and settled, however, with cohorts of graduates coming in 
regularly every year, It was proving difficult to promote people 
according to ability without creating dissatisfaction among those . 
who felt themselves passed over*

The third characteristic was that managers took collective 
responsibility for decisions, but that authority was not extensively 
delegated. The tendency to centralized decision making, like the 
belief in meritocracy, was a result of the president’s influence on 
Marumaru. The company had grown so large that greater delegation 
of authority had become desirable; but the president had been
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in charge of Marumaru so long, and his authority was so great, that 
relatively minor decisions continued to he taken hy him, or at least 
made subject to his approval.

a. The organization of status
There was at Marumaru a series of ranks or titles which I shall 

call the * standard ranks1. A man would enter the company as an 
unranked employee (hirashain) and could then, theoretically at least, 
pass through each of these ranks in turn until he eventually became 
president of the company.

Rank 
Shacho

Directors

r-

Employees

Senmu

Jomu
Bucho
JichS
Kach5

Kakarich5

Hancho

(Company head = President)
(Special duty director = 
Vice-President)
(Ordinary duty director
(Department head)
(Deputy head)
(Section head)
(Sub-section head)
(Team head)

The names of the standard ranks and their relative importance 
were essentially the same at Marumaru as in any Japanese companies. 
Certain Japanese norapanies lacked 1 deputy heads* (jicho), and in 
some the ranks were systematically elaborated by the addition of 
the words ‘assistant* (fuku) or ‘deputy* (dairi) to a rank name; 
but the system of standard ranks at Marumaru was merely a simple 
variation of a universal scheme, and the rank names, as I have set them 
out above, were part of the common Japanese language.
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of these standard ranks, that those in them were heads (cho) of a 
unit of organization, and that the importance of the rank was associated 
with the size of the unit. In fact, however, many sub-section heads 
had no sub-section to be head of; and the same was true, though to a 
lesser extent, of section heads, (Many deputy heads were, however, 
in charge of important, but unnamed management units). Like ranks 
in the British army - and that of brigadier would be a good example, 
for not all brigadiers command brigades - the standard ranks denoted 
status, but not necessarily function or authority. The words 
’sales section head* (eigyg kacho) on a man’s name card might mean 
that he was head of the section that carried on all the sales activities, 
or head of a section within a larger unit devoted to sales, or again 
that he was merely a senior man in the sales unit, but without any 
specific responsibilities. All that was certain was that he was of 
a certain station and that he was doing sales.

As in array ranks, also, the standard ranks at Marumaru were used 
in addressing people and in reference to them. A section head would 
be called ‘kacho’, and he would be spoken of as ’Yamamoto: kacho1 *
This use of the standard rank names gave the ranks immense social 
significance. Neither a rank holder, nor those he met and dealt with, 
could easily forget his status relative to theirs.

I noted at the beginning of this chapter that there was a 
statutory division among those who worked at Marumaru between 
directors and employees. The directors were legally responsible for 
looking after the interests of the shareholders; they were not employed 
by the company and were not subject to its rules. The technical
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insignificant by the fact that both directors and employees were placed 
on the same standard ranks. Nearly all the directors of Marumaru had 
once been employees. Typically they had worked up through the standard 
ranks until they had become department heads. Then, when they had been 
appointed to the Board, they had resigned from the company and taken 
their separation allowances; but they had continued to do the same jobs 
as before, and hold the same rank of department head. At this point 
there was little difference between them and their fellow department 
heads who remained employees. Eventually the director department heads 
would continue up the standard ranks, while the employee department heads 
would stay in that rank until they were required to retire at fifty-five - 
directors who had already retired, stayed on the Board indefinitely. 
Becoming a director, therefore, was a precondition of future progress 
up the standard ranks rather than the acquisition of a new role, 
entirely different from that of an employee.

A second distinction, of even less consequence than that between 
directors and employees, was that between managers and workers.
Those in the lowest standard rank, that of team head or team leader, 
were not counted as managers. They were members of the company union, 
they received overtime payments, and their bonuses were paid according, 
to rates agreed between management and union. These team leaders, 
however, were almost certain to pass up the standard ranks and became 
sub-section heads within two or three years of their appointment as team 
leaders. Sub-section heads were managers, though their duties were 
often very similar to those of the team leaders* They were not union 
members, and no longer received overtime payments. Though their bonuses 
were calculated on the basis of the rates agreed between management and 
union, they might, if the company were in difficulties, receive less than
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the stipulated sum, or have their bonus payments deferred. Except for 
these new conditions, seme of them positively disadvantageous, their 
positions as sub-section heads were almost the same as they had been as 
team leaders. So little attention was paid to the division between 
managers and workers that there were no simple words to denote thetwo 
categories. On the rare occasions when it was necessary tocdistinguish 
them, people used to speak of ’sub-section heads and above’, and *team 
leaders and below. 1

Because of the standard ranks, therefore, the organization of 
Marumaru took the form of a classless hierachy. An institution with 
a comparable organization in Britain would be, not the army with its 
classes of officers end non-commissioned officers, but the police force.

The hierarchical nature of the organizatioawas evident from the 
fine gradations in the treatment accorded individuals of different rank.
As a man passed up the standard ranks he received rises in base pay and 
better allowances. The siae of desk and the capacity of his clothes 
locker increased. He was able, when travelling on company business, 
to stay in better hotels and travel in better conditions. Reople at 
Marumaru were very much aware of rank and of the differences in rights 
and privileges that went with rank. They were very conscious, too, of 
relative status. Before a committee meeting two or three minutes would 
be spent seating the participants in the correct order. Again, when a 
group of company members went out together for an evening on the town, 
the senior members would automatically assume the roles of hosts, choosing 
the bars they should go to and, of course, paying for the drinks. If 
the junior members of the party were several ranks below the senior 
members there might be a great deal of standing on ceremony, and the 
evening might lack spontaneous conviviality.
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The absence of classes within Marumaru was equally apparent.
Everyone in the factory wore the same uniform jacket with the company’s 
crest. There was one canteen for everyone, from the factory manager, 
who besides being the equivalent of a department head was also a director, 
to the lowest shop floor worker, and everyone queued in line for the same 
food. Again, on the main office outing, the president and the senior 
directors joined in ccmmuhal activities with junior clerks and even with 
their own drivers. Ifeople of all ranks ate at the same table - seats 
being chosen by lot on these occasions - joined in the chorus of after 
dinner songs, and later played mahjong together. Finally, there was 
very little use of "respect language” within the company. An unranked 
shop floor worker would speak to a director using only the plain forms of 
speech; by contrast a Iffetrumaru section head would have used respect foiras 
in conversation with a director frcm another company.

The system of standard ranks not only provided a bridge, or rather 
a ladder, linking senior and junior members of the company; because 
the ranks were the same in every department and in every functional 
unit they also supplied a common frame of reference for people in 
different departments doing different types of job. . A worker on the 
shop floor could lo£k forward to becoming first a sub-section head, and 
then a section head, with exactly the same privileges as sub-section 
heads and section heads in the sales section, who might be university 
graduates. This uniformity of the standard ranks was an important 
reason why there was little or no social discrimination between people 
doing different jobs at Marumaru.

If the standard ranks contributed to the unity of the community by 
putting different types of people on comparable terns, they also caused 
a number of organizational problems. One was that though there was only
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a limited number of standard ranks there might be a need for a larger 
number of sets of seniors and subordinates within a part of the company. 
One solution to this might have been to recognise subsidiary ranks such 
as ’deputy section head*, and there were one or two such titles, but they 
were unofficial, for the upper management preferred to retain a simple 
rank system. Section heads of different importance were, theoretically, 
distinguished by an elaborate grade system which X shall be describing 
shortly. So if one section head was in reality subordinated to another, 
or if he was doing less important work, he might be accorded a lower 
grade than his colleague. In practice the grade system was used in a 
confused manner, sometimes to reward merit, or in recognition of 
responsibility, but more often to mark age and length of service.
In any case people paid far less attention to grades tha to the standard 
ranks.

A second problem was that the common rank names made possible 
invidious comparisons between unrelated units of the company. A unit 
had prestige in proportion to the rank of its leader and the number of 
other men in the standard ranks that it contained. If the unit had 
few such men, morale within it would be low, for it would be seen to be 
undervalued in ccmparison with other units. The lack of men in the 
standard ranks might also have a practical effect on the unit’s relations 
with other parts of the company. Its representatives on committees 
might be out-ranked by other members of the committee who came from units 
better endowed with men in the standard ranks. The unit might be at a 
disadvantage, therefore, in influencing the company’s decisions. A good 
example of this problem was provided by the labour sub-sections in each 
factory. The men in charge of these were only sub-section heads, and 
they tended to be over-ruled by section heads and deputy managers from 
other parts of the company. The sub-section heads and their subordinates
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were very conscious of their lack of status and influence, and they 
tended to do their work without flair or enthusiasm - with deleterious 
consequences for the recruitment programme*

Perhaps the greatest problem caused by the standard ranks was 
that since a man was called by his rank, he came to feel that his 
rank attached to his person and not to his office* If he was 
transferred, therefore, he expected to keep his rank. A section 
head should either move to the headship of another section or, if there 
was no section for hi to head, he must be put between a deputy head and 
a sub-section head. She management was never quite sure whether to 
accept such expectations as justified.

The solutions to the problem varied with circumstances. A new 
appointment to the upper most ranks, or the secondment of a director 
to a subsidiary company, usually necessitated at least a nominal 
change in the entire organization of the company. To see why, let 
us consider what happened when, at one point during my stay with 
Marumaru, a vice-president was sent to start an important subsidiary 
company.

Before the move Marumaru had been organised into two main divisb ns, 
the development division and the executive division, each headed by a 
vice-president who m s  responsible to the president.

Fig. IV. 1 
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It,had. been decided that vice-president A of the development 

division should go to the new subsidiary. A new head therefore 
had to be found for the development division from among the ordinary 
duty directors ( Jotnu) • The question now was whether or not the new 
head of the development division should be given the standard rank of 
vice-president. If he were made vice-president, B might be made 
unhappy, not only at not being chosen to head the new company, but 
also at having his rank effectively depreciated by the appointment 
to it of a new man* Moreover, vice-president A would almost 
certainly return to Marumaru in two or three years* time, when the 
subsidiary had been firmly established, and then there would be the 
problem of what to do with three vice-presidents.

The compromise was to have vice-president B take responsibility 
for both divisions, so that in name, at least, he controlled almost 
as much as the president himself; and to appoint new heads to both 
divisions, without, however, giving them the title of vice-president.
The new head of the development division was given the additional 
responsibility of supervising the activities of the labour department, 
which was transferred frcm the executive divsion to the development 
division.

Fig. IV. 2 
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She change was p re s e n te d  t o  th e  company members a s  a  m a jo r  a t te m p t  

t o  in c r e a s e  th e  e f f i c i e n c y  o f  th e  f a c t o r i e s  (kakuko jo  no k in o  kyoka no  ta m e ) . 

In  p o in t  o f  f a c t ,  o f  c o u rs e ,  i t  had  v e ry  l i t t l e  t o  do w ith  th e  f a c t o r i e s ,  

and was m e re ly  a  m eans o f  r e d i s t r i b u t i n g  r e s p o n s i b i l i t i e s  a t  th e  to p  o f  th e  

company t o  t h e  a d v a n ta g e  o f  o r d in a r y  d i r e c t o r  P and  v i c e - p r e s id e n t  B, 

w i th o u t  a n y o n e fs s ta n d a r d  ra n k  h a v in g  t o  be a l t e r e d .  M ost o f  th e  o th e r  

a l l e g e d l y  fu n d am e n ta l changes i n  o r g a n iz a t io n ,  w h ic h , a s  I  n o te d  e a r l i e r ,  

o c c u rre d  a t  l e a s t  e v e ry  y e a r ,  to o k  p la c e  f o r  s i m i l a r  r e a s o n s .

When a  s i m i l a r  p rob lem  a ro s e  a s  a  r e s u l t  o f  t r a n s f e r s  o r  movements o f  

m id d le  m anagers a  d i f f e r e n t  t a c t i c  had  t o  be a d o p te d , b e c au se  i t  w ould 

have  b een  im p r a c t ic a b le  t o  r e o r g a n is e  a n  e n t i r e  f a c t o r y  f o r  e v e ry  t r a n s f e r .  

C o n s id e r  th e  c a se  o f  a  m an, new ly  prom oted t o  s e c t io n  h e a d , who was p u t  i n  

c h a rg e  o f  a  u n i t  u s u a l l y  headed  b y  a  d e p u ty  m anager. B ecause th e  man had 

o n ly  J u s t  become a  s e c t io n  head  i t  w ould have caused  re s e n tm e n t  among o th e r  

s e c t io n  h e a d s  and d e p u ty  m anagers i f  h e  w ere t o  be made a  d e p u ty  m anager on 

ta k in g  u p  th e  p o s t .  Y et i t  w ould have  b een  e q u a l ly  u n a c c e p ta b le  t o  d e c re e  

t h a t  th e  u n i t  w ould from  now on be  th e  p ro v in c e  o f  a  s e c t i o n  h e a d , f o r  t h a t  

w ould u p s e t  m o ra le  w i th in  th e  u n i t  a s  w e l l  a s  th e  u n i t ' s  r e l a t i o n s  w ith  

o th e r  p a r t s  o f  th e  o r g a n iz a t io n .  The s o lu t io n  was t o  g iv e  th e  s e c t io n  

head  e f f e c t i v e  c h a rg e  o f  th e  u n i t ,  b u t  s u b o rd in a te  him  t o  a n  a b s e n t  d e p u ty  

m anager.
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This d ev ice  was employed so  o fte n  th a t the o f f i c i a l  o rg a n isa tio n  

ch a rts  o f m iddle management seemed f u l l  o f  gaps. I g iv e  below a 

diagram o f  the o r g a n iza tio n  o f Yokohama fa c to r y  in  which the "black 

c i r c le s  rep r ese n t p o s ts  w ithout h o ld e r s .

F ig . IV : 3

F actory  manager

Production

O O

Rank 

D ep t. H

Do.

1
F il le d

1

Deputy 2 2

S e c t . H 8 . .  4 .

S u b -s e c t . 19 12

Team H 11 8

41 27

At K -, tw e n ty -f iv e  men were d is tr ib u te d  over t h ir t y - f i v e  p o s ts ;  a t  

T- the same number o f p o s ts  was a v a i la b le ,  but th ere  were on ly  s ix te e n  

incum bents.
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I f ,  how ever, a  s e c t i o n  head  was t o  he t r a n s f e r r e d  t o  h e a d , n o t  a  

l a r g e  u n i t ,  h u t  one t h a t  had  p r e v io u s ly  heen  i n  t h e  c h a rg e  o f  a  

s u h - s e c t io n  h e a d , t h e  d i f f i c u l t i e s  w ere  much g r e a t e r .  The s u b - s e c t io n  

c o u ld  he e le v a te d  t o  a  s e c t io n  on th e  s o c i a l l y  e s t a b l i s h e d  p r i n c i p l e  

t h a t  a  s e c t i o n  head  sh o u ld  ( i f  he  headed  a n y th in g  a t  a l l )  h ead  a  s e c t i o n .  

The c r e a t i o n  o f  a  new s e c t i o n  w ou ld , how ever, im b a lan ce  th e  o r g a n iz a t io n  

o f  th e  f a c t o r y  o r  d e p a r tm e n t. A l t e r n a t i v e ly ,  th e  s e c t i o n  head  m igh t 

h e  red u c e d  t o  s u h - s e c t io n  h e a d , h u t  o n ly  a t  t h e  r i s k  o f  c a u s in g  much 

u n h a p p in e s s . I n  one f a c to r y  a  s e c t io n  h e a d , moved t o  a  u n i t  t h a t  

p r i n c i p l e  and custom  te rm ed  a  s u h - s e c t io n ,  a c t u a l l y  was r e - t i t l e d  

1s u h - s e c t io n  h e a d 1. I n  o r d e r  t h a t  th e  man*s a p p o in tm en t sh o u ld  n o t he

s e e n  as a  d em o tion  he  was a c c o rd e d  an  e x c e p t io n a l ly  h ig h  g ra d e , h ig h e r  

th a n  anyone e l s e  i n  th e  f a c t o r y  e x c e p t t h e  p l a n t  m anager. Even tho u g h  

th e  man*s s a l a r y  r o s e  w ith  h i s  new g ra d e , h e  f e l t  h im s e lf  dem oted i n  th e  

eyes o f  h i s  c o n te m p a ra r ie s . He became in te n s e ly  c o n sc io u s  o f  m a t te r s  o f  

r a n k , even  t o  th e  e x te n t  o f  h a v in g  h i s  name c a rd  p r i n t e d ,  • s e c t io n  h e a d , 

su ch  and su c h  a  s u b - s e c t I o n .1

The i n f l e x i b i l i t y  im posed on th e  o r g a n iz a t io n  by  th e  ra n k  sy stem  

r e v e a le d  i t s e l f  n o t  o n ly  i n  th e  p rob lem s t h a t  a ro s e  as  a  r e s u l t  o f  

t r a n s f e r s ,  h u t  a l s o  i n  t h e  f a c t  t h a t  r e o r g a n iz a t io n s  r a r e l y  to o k  p la c e  

i n  m id d le  and lo w e r m anagem ent. M erging two U n i t s ,  f o r  exam *pie, 

gave r i s e  t o  a l l  s o r t s  o f  d i f f i c u l t i e s  o f  p re c e d e n c e , and f o r  t h i s  r e a s o n  

i t  was h a r d ly  e v e r  a ttem p ted *  I  w i l l  sp eak  i n  a  moment o f  th e  o n ly  

m erg er b e tw een  u n i t s  t h a t  had  ta k e n  p la c e  i n  r e c e n t  y e a r s .  The 

o r g a n iz a t io n a l  i n ^ c t i a  a t  th e  m id d le  and lo w er l e v e l s  o f  management 

c o n t r a s te d  s t r i k i n g l y  w ith  t h e  perm anen t f l u x  a t  t h e  t o p ,  th o u g h  b o th  

w ere c au sed  by  th e  same d i f f i c u l t i e s  o f  r e c o n c i l in g  p e r s o n a l  s t a t u s  

and th e  f u n c t i o n a l  re q u ire m e n ts  o f  t h e  o r g a n iz a t io n .
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The upper management was aware of some at least of the problems 

caused by the standard rank system. The director with responsibility 
for the labour department, and the man responsible for the organization 
of the company, considered the standard rank system illogical because 
so few of the section and sub-section heads actually had functional 
units to look after. His aim was to replace the ranks by functional 
names which gave no clue to status.

In 1970 the president issued a directive that all the Japanese 
titles of those in the factory production sections should be changed 
to ones that were alleged to be English, and were apparently inspired 
by baseball.

Japanese

JichC

Kacho

Kakaricho
Hancho

Literal translation

Deputy Manager

Section Head

Sub-section head 
Team head

Marumaru English

Product Manager 

Cap

Sub-cap 
Chief

Approximate
western
equivalent
Production
manager
Production
supervisor
Foreman
Shift
leader

Unfortunately the company did not make its purpose in adopting 
these names very clear to the employees. Some people thought that the 
names were meant to uplift the spirits; others, that the company 
was going American. Furthermore, in different parts of the company 
the management seemed more or less enthusiastic about forcing the 
nomenclature into use. At the K-factory, the names appeared on 
visiting cards; but at other factories, and particularly Yokohama, 
they were scarcely heard. At any event, the names were almost universally 
disliked, largely because they sounded unnatural and because they made it 
impossible for outsiders to tell a man*s rank.
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T h ere  was no d e n o ta t io n ,  i n  th e s e  new nam es, o f  h e a d sh ip  o f  a  u n i t ,  

so  t h a t  had  th e y  b e e n  s u c c e s s f u l ly  a d o p te d  th e y  m ig h t hav e  e a se d  c e r t a i n  

o f  th e  o r g a n iz a t io n a l  p rob lem s X have d e s c r ib e d .  B ut t h e  new names 

w ere  s im p le  s u b s t i t u t i o n s  f o r  t h e  o ld ,  and th e  o ld  names c o n tin u e d  t o  

e x i s t  f o r  co m p ariso n  i n  o th e r  u n i t s  o f  t h e  company, so  t h a t  some o f  

th e  p rob lem s w ould  have  rem ained#

A seco n d  im p o r ta n t  a t te m p t t o  do away w i th  t h e  s ta n d a r d  ra n k s  to o k  

p la c e  a t  t h e  Yokohama f a c t o r y  when two s e c t io n s  o f  t h e  f a c t o r y  

a d m in is t r a t io n  w ere e x p e r im e n ta l ly  m erged .*  The two s e c t i o n  heads w ere 

t r a n s f e r r e d  e lse w h e re  and  th e  o n ly  man i n  th e  management r a n k s ,  a  

s u b - s e c t io n  h e a d , was s e t  i n  c h a rg e  o f  t h e  new com bined u n i t .  A l l  th e  

members o f  t h e  u n i t  w ere  g iv e n  f u n c t io n a l  t i t l e s  su c h  a s  1 p e rs o n  

r e s p o n s ib le  f o r  m a te r ia ls *  ( s h i z a i  t a n to s h a ) 3 and  th e s e  names a c t u a l l y  

a p p e a re d  on t h e i r  v i s i t i n g  c a r d s .  The ex p e rim e n t was t h e r e f o r e  an  e s s a y  

i n  b o th  h o r i z o n t a l  and  v e r t i c a l  r e o rg a n iz a t io n *  The a tte m p t c e r t a i n l y  

seem ed t o  have  su c ce e d e d  i f  o n ly  m o m e n ta rily . The p rob lem  was n o t  o n ly  

how t o  re p ro d u c e  t h e  e x p e rim e n t e lse w h e re  -  f o r  i t  w ould  b e  d i f f i c u l t  

t o  make a  h a b i t  o f  t r a n s f e r r i n g  unw anted  s e c t i o n  h e a d s  e ls e w h e re  -  

b u t  a l s o  how t o  ̂ ^ a i n  t h e  happy  s i t u a t i o n  a t  Yokohama. A t t h e  tim e  o f  

th e  m erg e r t h e  p e o p le  in v o lv e d  h ad  a l l  been  young, and  th o u g h  i t  was 

u n u s u a l i t  was n o t  u p s e t t in g  t h a t  th e y  sh o u ld  a l l  b e  l e d  by  a  m ere 

s u b - s e c t io n  h e a d . B ut w hat w ould happen  when th e y  re a c h e d  an  age 

when th e y  m ig h t e x p e c t  p ro m o tio n ?  Even a t  th e  b e g in n in g  th e y  w ere w e l l  

aw are t h a t  i n  o th e r  f a c t o r i e s  t h e i r  jo b s  w ere b e in g  done by  men o f  h ig h e r  

r a n k s .

* The man i n  c h a rg e  o f  th e  new u n i t  t o l d  me t h a t  h e  h ad  recommended th e  
m erg er a s  a  means o f  overcom ing s e c t io n a l i s m ,  w h ich  h e  saw as  endem ic 
i n  J a p a n e s e  o r g a n iz a t io n s .  He was p le a s e d  t o  s a y  t h a t  th e  a f f l i c t i o n  
h ad  b een  c u re d . When I  a sk e d  him i f  th e  m ain  o f f i c e  la b o u r  d e p a rtm e n t 
had  b e e n  t o l d  o f  t h e  e x p e rim e n t he  r e p l i e d  f i r m ly  t h a t  i t  had  n o th in g  
t o  do w i th  t h e  m ain  o f f i c e  o r  t h e  la b o u r  d e p a r tm e n t . I t  co n cern ed  
o n ly  Yokohama f a c t o r y .  I n  f a c t ,  a s  I  s a id  b e f o r e ,  t h e r e  was v e ry  
l i t t l e  s e c t io n a l i s m  a t  M arumaru. The m ain  o f f i c e  la b o u r  d e p a r tm e n t, 
i n c i d e n t a l l y ,  n o t  o n ly  knew o f  th e  e x p e rim e n t b u t  c la im e d  t o  have 
i n i t i a t e d  i t .  I  s h a l l  b e  d is c u s s in g  l a t e r  how s u c c e s s f u l  v e n tu r e s  
o f t e n  had  two o r  t h r e e  o r i g i n a l  p ro p o n e n ts .
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The m ost s y s te m a t ic  a t te m p t t o  overcom e th e  d e f e c t s  o f  t h e  

s ta n d a r d  ra n k  sy s tem  h ad  b e e n  i n i t i a t e d  i n  196b , s i x  y e a r s  b e fo r e  

I  e n te r e d  M arumaru, and c o n s is t e d  o f  t h e  e s ta b l is h m e n t  o f  a  g ra d e  sy s te m . 

The th e o r y  was t h a t  s t a t u s  and p ay  sh o u ld  b e  d e te rm in e d  e n t i r e l y  b y  t h e  

new g ra d e s ,  and t h a t  t h e  te rm s *s u b - s e c t io n  h e ad * , *s e c t i o n  head* and 

’d e p u ty  head* s h o u ld  b e  n o th in g  m ore th a n  d e s c r ip t i o n s  o f  a  man’ s f u n c t io n s .  

Each s e c t i o n  c o u ld  o n ly  have  one s e c t i o n  h e a d , b u t  i f  t h e r e  w ere tw o 

e q u a l ly  a b le  p e o p le  w i th in  t h e  s e c t io n  th e n  th e  one who d id  n o t  have 

th e  lu c k  t o  become h ead  w ould  be  g iv e n  a  g ra d e  w h ich  a c c o rd e d  him  e q u a l 

pay  and  s t a t u s  w i th  t h e  o th e r  man. Or a g a in ,  a  s e c t i o n  head  more a b le  

th a n  s e c t i o n  h ead s  f o r  whom a  h ig h e r  m a n a g e r ia l  p o s i t i o n  c o u ld  n o t  be  

fo u n d  c o u ld  b e  g iv e n  t h e  h ig h e r  g ra d e  t h a t  c o n fe r re d  upon him th e  p ay  

and s t a t u s  o f  a  d e p u ty  h e a d .

I n  p r i n c i p l e  t h e  g rad e  sy stem  was v e ry  s im p le .  T h e re  w ere 

t h i r t e e n  g r a d e s ,  and e a ch  em ployee was a s s ig n e d  t o  o n e , t h e  d i r e c t o r s  

b e in g  u n g ra d e d . U n f o r tu n a te ly ,  how ever, th e  c r i t e r i a  a c c o rd in g  t o  

w h ich  th e  a ss ig n m e n t was made w ere  i n c o n s i s t e n t .  The lo w e s t  s i x  g ra d e s  

e a ch  c o rre sp o n d ed  t o  w ork o f  a  c e r t a i n  l e v e l  o f  d i f f i c u l t y  and 

r e s p o n s i b i l i t y .  W orkers d o in g  th e  s im p le s t  t a s k s  w ere  a u to m a t ic a l ly  

p la c e d  i n  t h e  lo w e r  g ra d e , th o s e  d o in g  s lig h tly - .m o re  d i f f i c u l t  jo b s  

I n  t h e  n e x t  g ra d e , and so  o n . The s i x t h  g rad e  was r e s e r v e d  f o r  

th o s e  d o in g  t h e  m ost dem anding jo b s  on th e  shop f l o o r ,  t h e  man who 

w orked a t  c e r t a i n  p o in t s  on th e  c o r r u g a to r s  and p r i n t e r  B l o t t e r s ,  

and  f o r  th o s e  below  t h e  ra n k  o f  s u b - s e c t io n  h ead  who d id  c e r t a i n  

r e s p o n s ib le  o f f i c e  j o b s .  The u p p e r  se v en  g ra d e s ,  how ever, c o rre sp o n d e d  

n o t  w i th  t h e  n a tu r e  o f  a  man’ s  jo b  b u t  w ith  h i s  p e r s o n a l  a b i l i t y ,  so  t h a t  

two men d o in g  t h e  same jo b  m igh t have  d i f f e r e n t  g ra d e s  a c c o rd in g  t o  th e  

m anagem ent’ s  v iew  o f  t h e i r  c o n t r ib u t io n  t o  t h e  company.
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W ith in  ea ch  g ra d e  t h e r e  w ere t e n  s t e p s :

Table 17* 1

G rade

1
2
3

h

5

6

S te p
1 2 3 1 1 . 5 6 7 8 9  10

Jo b  c o n te n t

T
3

9

10
11
12
13

A b i l i t y

Ability

The steps were supposed to indicate ability* If there were two men 
doing similar jobs on two printer slotters, for example, both would be 
in grade six, but the one with the greater competence would be on a 
higher step, and so receive more pay*

In practice, however, there was only a poor correspondence between 
step and ability or even reputation for ability* At the end of each 
year every employee automatically moved up one step within his grade*
A man who had been doing a grade 5 job for six years would therefore 
be in the sixth step at least, regardless of whether he was better 
at his job than a colleague who was only in the third step. A
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further complication came when a man in the lower six grades (where 
grade corresponded to job content) was moved from one machine to another. 
Every combination of grade and step corresponded to a rate of monthly pay.
I give below the wage index for the fifth and sixth grades, where Grade I, 
Step I - 100.

Step
1 2 3 ^ 5 6 7 ^ 9  10

Grade
3 130 157 163 170 177 183 190 197 203 210
6 183 191 198 206 213 221 228 236 2k3 231

Suppose a man doing a grade 6 30b step 2 had, for technical reasons
not concerned with his ability, to be moved to a grade 3 job. Since it
was considered unreasonable to ask him to accept a loss of wages, he would 
be moved to the step within the fifth grade at which his salary was 
nearest to, but higher than, his salary in grade 6. In this particular 
case, then, he moved from 191 (Grade 6 Step 2) to. 197 (Grade 3 Step 8).
Even if he knew nothing at all of the new work he would still be put
into a step which was supposed to indicate great skill at it.

The inconsistencies in the grade system were one reason why the grade 
system was unable to supplant the standard rank system as the main indication
of status in the organization. Another important reason was that however
many privileges were attached to grades rather than standard ranks, those in 
the standard ranks were still called by their rank names. I noted earlier 
the case of a section head who was put in charge of a sub-section and given 
a high grade in compensation of his loss of standard rank. Though, because
of his grade, this man*s pay was as high as that of a deputy manager, he
would probably have been willing to receive only as much as a sub-section
head provided he could have kept his former rank of section head, and so
have his title restored to him.
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To encourage  em ployees to  pay more a t t e n t i o n  to  th e  g rad e s  

a  s e t  o f g rade-nam es was d e v is e d , and a  l i s t  o f  c o rre sp o n d en c e s  

betw een g ra d e s  and s ta n d a rd  ran k s  was drawn u p . Those in  c e r t a i n  

s ta n d a rd  ra n k s  cou ld  he p u t in  c e r t a i n  g ra d e s , and th o s e  in  

c e r t a i n  g rad e s  cou ld  he e n t i t l e d  to  c e r t a i n  g rad e  nam es:

T ahle  I ? .  2

Grade

10
S tan d ard
ran k

Grade 
name S h u ia  (A)

su h -se

11 12 13

t i o n  h

s e c t io n  head

S h u jih o  ( b )

S h u ji

dep u ty head

^epartm an t head

W

S a n jih o  ( d )

S a n j i  (e )

7 8 9 10 11 12 13
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The introduction of the grade names, besides permitting very fine 

gradations of status, did enhance the importance of the grade system. 
Employees found it easier to take pride in being a shu«ji (manager) or a 
sanjiho (assistant councillor) than in the insipidly numerical 
distinction of being rated 9 A or 10/2 on the table of grades and steps, 
nevertheless, the grade names, since they were not actually used in 
address or reference, conferred none of the prestige of honour of the 
standard ranks. The section head whom I mentioned earlier as having 
received a high grade and grade name in compensation for his loss of 
rank would probably have preferred to receive a sub-section head*s 
salary and grade and retain his title.

The labour department director and other senior managers, in 
adopting new forms of organization and making this or that modification 
to the system of standard ranks, saw themselves as pioneers bringing 
in modem methods in spite of the hostile conservatism of the employees. 
But I do not think that the labour department had systematically 
considered the advantages and disadvantages of the system of standard 
ranks it was so anxious to alter; certainly it had not recognized the 
contribution of the standard ranks to unifying the community and linking 
different types of company member. It seemed to be fashion, more than 
reason, that was the motive for change; and sometimes fashion led 
Marumaru into inconsistencies. Though the company was supposed, for 
example, to be introducing a functional nomenclature and trying at the 
same time to remove the connotations of status from what remained of 
the standard ranks, just before I arrived at Marumaru a set of lurid 
and distinctive cap badges for each rank had been issued.
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b. Age and ability in promotion

We have now to consider how people passed up the standard ranks 
in the course of their company careers, and the criteria by which they 
were selected for promotion.

In the ideal large Japanese company, employees would be promoted 
almost entirely by age (nenkG joretsu) . Graduates who entered the 
company together at twenty-three or four would all become sub-section 
heads in their early thirties, section heads by the time they were forty, 
and so on. The careers of non-graduates might follow separate cours es, 
but the principle of promotion by age would be the same. Since not every 
member of a large intake of graduates could become president, there would 
have to be selection at some point in a man*s career. It might well 
take place as a cohort of graduates approached the rank of department 
head, when a few of its members would be asked to join the board of 
directors, and would therefore continue to serve the company in their 
late fifties and sixties, while the rest would be retired at fifty-five 
and then be sent to join subsidiaries.

Even in 1970, Marumaru employees remained committed to the meritocratic 
ideal. I carried out a small experiment in which I showed various 
employees two graphs, one showing how salary varied with age among a 
cohort of employees in a meritocratic company, the least able employees 
of the intake receiving only half the salary of the most able after ten 
years service; the other the variation in salary with age in a 
traditional* large Japanese company in which the most and least 
successful faamhers of an intake were earning almost the same salary 
after the same period* Most of the forty people I asked remarked that 
they would prefer to work in the meritocratic company, and they persisted 
in this opinion even when I postulated that an unsuccessful man in such 
a company would feel envious of his. fellows, and that his envy would 
cause dissension throughout the company. I was frequently bold that
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an unsuccessful man who begrudged others their success should be made to 
leave the company# Though my survey was not scientifically planned, 
and though it was probable that some of the people I spoke to were giving 
the answer they supposed a westerner might want to hear, there seemed no 
doubt that pay and promotion by ability, at least as an abstract idea, 
was favoured by a majority of the employees as well as by the upper 
management.

Though these meritocratic sentiments persisted, conditions in the 
company had changed. It was becoming increasingly difficult for Marumaru, 
despite its intentions, to promote people according to ability, and the 
company was falling into the habit of promoting them (and as we shall 
see, paying them) by age and length of service*

One reason why it was now more difficult than before to promote 
men according to ability was that the company had grown to several times 
its original size. When Marumaru had been small, the president and 
directors had been on intimate terms with most of the employees, and 
certainly all those who were in the standard ranks. Now that the 
company employees a thousand people the senior managers knew less about 
their subordinates, and the problem of choosing the right man for the job 
was made greater by the fact that so many candidates had to be considered.

A second difficulty was that Marumaru had been steadfastly trying 
to establish a life employment system, to take in youngsters from schools 
and colleges, and keep them until retirement. Wow the great advantage 
of promoting men by age, in a company committed to a policy of life 
employment, is that the practice helps reduce competition and jealousy 
among employees who are likely to have to spend much of their lives 
together (cf Hazama, 1971# P 28). By contrast, life employment combined 
with promotion by ability might give rise to an unpleasant degree of
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rivalry among company workers# Marumaru employees might be prepared to 
say, in reply to my questions, that meritocracy was best, but in 
practice they might still resent the fact that able men were getting more 
pay and better positions than their contemporaries, even if their ability 
was unquestioned - and in practice, again, there might be more than 
one opinion of a man*s ability. Finally, bitterness and rancour would 
be exacerbated because it was so difficult for so many people to leave

For these reasons Marumaru had come to make promotions by age - 
or perhaps it would be more accurate to say that a group of men of 
the same age, provided they were of comparable lengths of service, 
would reach at least the lower standard ranks within a year or two of 
each other.* Because circumstances differed in different parts of the 
company, however, there were some exceptions to promotion by age, where 
young men had been given high ranks early in their careers.

In each factory there was an important division between the 
production and sales sides, each of which was headed by a deputy manager. 
The conditions in each of these sides were very different. The production 
side consisted largely of shop floor workers, most of whom had not 
continued their education beyond high school. As we saw in the last 
chapter, the turnover rate among young school entrants was very high.

* This problem of the lack of correlation of age and length of service 
made it difficult to find a statistical expression of the extent to 
which promotions went by age# These difficulties remained even if 
one omitted consideration of the mid-career entrants who made up the 
majority of company members. In Japan it is not unusual for a man 
to apply to enter university several years running until he eventually 
succeeds. As a result of the ages at which men graduate and join 
companies can vary from 23 to 28 or 29* The variation in age of 
entxy contributed to variation in the age at which graduates first 
became sub-section heads. Even if there had been a simple way of 
allowing for the problems caused by differing lengths of service, 
there was still the difficulty that there were no standars of 
comparison, either with a large Japanese company or a meritocratic 
western one.

the country
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Because of this, the few school entrants who stayed stood a good chance 
of early promotion to the lower standard ranks. The company even 
offered them the opportunity of going to night school to get degrees, 
so that they would have a better chance of becoming deputy and 
department managers. There were also one or two young graduates who 
had come in from universities and done a year or two on the shop floor 
before moving into supervisory or administrative positions on the 
production side. For these, too, there were chances of early 
promotion* On the other hand, a large number of workers on the 
production side had come in from other companies; some of these 
mid-career entrants eventually reached the standard ranks, but at 
rather more advanced ages than the school entrants. The men in the 
standard ranks on the production side were a motley of old and young, 
graduates and non-graduates.

The sales side, by contrast, was staffed almost entirely by 
graduates; most of these had come into the company straight from 
university, and few of them ever left. The salesmen were so strongly 
conscious of matters of age and length of service that the company 
hesitated to promote younger men over the heads of the older ones, 
even though, since every salesman had his own individual pitch, 
differences of ability were clearly apparent. Promotion was therefore 
almost exactly according to age.

Some impression of the extent in which promotion went by age on 
each of the two sides can be had from the table below, which shows 
the ages of men of each standard rank doing production and sales 
at the Yokohama factory:
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Hank Ages
Production Sales

Deputy Head 3^ 37

Section Head 37 3^, 33* 32
Sub-Section H 36* 33* 33* 32* 31* 30 31* 31* 29
Team Head 39* 33* 29* 29

On the production side subordinates were occasionally older than 
their superiors, and there might be considerable variation in the 
ages of men in any standard rank.

The production side, then, offered the best opportunities for men 
in the middle of their company careers* It was possible for shop floor 
workers, like many of the sub-section heads in the table above, to reach 
the standard ranks faster than the graduates in the sales sections* 
Graduates on the production side were able to do particularly well.
There were four cases (besides that of the president) of men attaining 
high rank early, and in all of them the men had spent most of their 
careers in production. X give below the ages at whieh they had joined 
Marumaru and achieved each standard rank.

Table IV. ^
Entry age Sub-sect. Sect.H. Deputy Dejpt.H.

A 25 28 29 30 33
B 22 27 29 31 35
C 22 26 27 31
D (night school) 19 26
Average age of 30 32 37 k l

35

50
promotion
(graduates)
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No similarly rapid progressions had ever taken place up the 

standard ranks on the sales side. If a salesman had been promoted as 
quickly there would, I believe, have been considerable distress among 
his fellows. There had been some trouble over A*s appointment to 
factory manager at the age of thirty-three, but A was, perhaps, a 
difficult and inflexible man, and it may have been his personality 
more than his age which antagonized his fellow workers. Moreover 
there had been an unpleasant episode in A*s career to which some 
people attributed his success. When he had been secretary of Xthe 
company union he had deliberately and at his own discretion reduced the 
sum demanded at the annual bonus negotiations. A readily acknowledged 
the facts of the matter, but his interpretation of them was naturally 
different from that of his detractors. In his view the rest of the 
union, and especially the members of the union committee, had been at 
fault for not having had enough consideration for the company. None 
of the other successful men appeared to have encountered more than mild 
and temporary resentment on any of their appointments.

It was interesting that A, B, and 0 were all graduates of the 
same university, the national university in N-prefecture. I said 
in. the last chapter that I did not believe there to be any university 
cliques (gakubatsu) at Marumaru, and the evidence (and the opinion 
of my informants) was that it was a coincidence that the three men 
had all been to N-University* None of the three seemed to have been an 
influenced in the promotion of any of the others, 'and it was unlikely 
that those who had chosen them had done so because of their place of 
education. N-University was the *best* one from which Marumaru 
regularly took recruits, and its alumni were certainly among the 
most intellectually gifted men in the company.
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For graduates on the sales side - and almost half the two 

hundred graduates at Marumaru were salesmen - the prospects were of 
a slow and steady climb through the standard ranks. If, as was 
expected, the company grew more slowly in the future, so that there 
would be fewer positions needing to be filled in newly opened factories, 
then promotion rate might slow down* Indeed, it seemed that already
the age of appointment to each standard rank might be rising, and that
men were having to wait two or three year’s longer to become 
sub-section heads than their seniors had had to, ten years eatLi er:

Table IV. 5 
Present Graduate Section Heads* (NC« s 3j)
Section heads at 31,1+ 0 ^  years; the youngest at 28;

the oldest at 3^
Sub-section heads at 27.9 + 0.2 years; the youngest at 27;

the oldest at 30 
Present Graduate Sub-section Heads (No. - 16) became:
Sub-section heads at 30.1 ± 0*5 yearsj* the youngest at 26;

the oldest at 3^

A further problem which concerned the graduate salesman was 
the lack of opportunities within sales beyond the rank of section 
head. In each factory, which might have twenty salesmen, there would 
be one sales deputy head. Beneath him would be three section heads, 
and they in turn would command three or four sub-section heads or men 
of equivalent grade. The only possibility of promoting most of these

* Note that the figures refer to all graduate rank-holders, not 
just salesmen.
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sales section heads and sub-section heads was to transfer them to the 
production side* The company had therefore made a habit of moving 
sales section heads to become production deputy heads. After ten or 
fifteen years of sales work, during which he hardly touched a machine, 
a salesman would find himself in charge of production on the shop 
floor.

One important effect of this practice was to dampen the spirits 
of those production section heads and sub-section heads who had worked 
their way up from the shop floor. Many of these had achieved promotion 
early, but now they found their chances of going further diminished by 
superiors who knew little or nothing about shop floor problems.

As graduate salesmen moved across into production - half the 
factory managers in the company had come up through sales (eigyC agari) - 
a distinction arose in practice between the careers of graduates and 
non-graduates. As I remarked in the last chapter, there was no formal 
division at Marumaru of the sort that is frequently found in large 
Japanese companies between staff and workers. Non-graduates had been 
able to rise as far as their ability would take them, and many of them 
had reached high positions:

Dept. Head 
Deputy Head 
Section Head 
Sub-section Head

Table IV. 6
Graduates Non-graduates Total

12 5 17
Ik 8 22
2 6 10 36
19 k9 68
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Though there was still no official reason why a non-graduate 
should not rise from the shop floor to become a director, yet it 
seemed more and more likely that the careers of non-graduates 
would end at the section head rank, and that the standard ranks 
above that would be increasingly the preserve of graduates.

As Marumaru was growing older and larger, therefore, it was 
losing two of the features which had distinguished it from the 
typical Japanese company* It was no longer able to be meritocratic 
in practice as well as theory; and it was finding it more difficult 
to provide equal opportunities for men of different educational levels. 
The fact that the company would one day be run entirely by graduates 
was accepted as inevitable and perhaps even desirable by the upper 
management. But the directors were dismayed to see promotion 
becoming more and more a matter of age, and genuinely worried that 
men of ability might be being overlooked, and their talents not be 
exploited.

The directors wanted a sure means of discovering ability among 
their subordinates and they also wanted to be able to measure that 
ability with such accuracy and objectivity that there would be no 

Justification :for ̂ ete^l&ints when an able man was rewarded with 
promotion. One device that might go some way towards fulfilling 
these requirements was an examination system, and at the time I left 
Marumaru the director in charge of the labour department was preparing 
to establish one. The union was strong3y opposed to the scheme, on 
the grounds that it posed many practical problems over, for example, 
the question of who should do the examining, and thati at the end It 
would be hard to say what the examination results would show. It
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was possible to wonder what use the directors would make, of the 
examination system when they already had some objective measures of 
ability - wasted time and paper for the sales supervisors and sales 
volume and profits on sales for the salesmen - to which, however, 
they were paying very little attention in determining promotion rates*
It seemed that Marumaru was proposing to adopt an examination merely 
to follow the fashion set by certain large companies.*

During Marumaru* s early days, when the company had been a small 
firm in the timber business in a remote prefecture, there had been little 
or no possibility of the firm*s being able to offer its employees the kind 
of promotion by age characteristic of large companies. Most of the 
employees had been taken, in from other firms, and not from schools, so that 
their ages were not correlated as they would have been In a large and 
long-established fir, with length of service or technical experience.
In any case, as I have already emphasized, the company had been inspired 
by the president’s example to a belief in the desirability of the rule of 
merit. Not merely senior directors but also ordinary employees had 
attributed the success of the company to Its forward-looking policies of 
promotion, and had deprecated promotion by age as archaic.**

* I visited a man-made fibres company at which an extensive system of 
examinations was used not only for promotions but also in transfers.
I was told that simply by preparing themselves for the examinations, 
men improved their standards as managers. Passing an exam was a 
necessary but not sufficient condition for promotion; and it was 
interesting that the personnel department occasionally ignored a poor 
exam result when they knew a man to be a good manager. The 
examination_system had not only caused employees to become more 
knowledgeable about their work, but had also provided them with 
a greater degree of freedom in choosing what they wanted to do.
If a man wanted to be transferred, he simply had to pass an exam that 
proved him eligible for work in the department he wanted to go to.

** In fact, meritocracy is not a particularly new idea in Japan. In 
the Tokugawa period, long before American business methods had 
impressed the Japanese, meritocracy, as opposed not to promotion by 
age but to heredity, had assumed great importance as a revolutionary 
ideal. (Smith, 1$)6'7, pp 71-90) *



c .  D e c is io n  m aking and  a u th o r i ty

Many w r i t e r s  have o b se rv e d  t h a t  d e c is io n s  a re  made i n  

J a p a n e se  com panies i n  a  m anner t h a t  r e q u i r e s  th e  p a r t i c i p a t i o n  

o f  l a r g e  num bers o f  p e o p le , (A bbeg len , 195$ , P 8A; G la z e r , 1969* 

p 88; Hazama, 1971? P 39- ^ 0) .  Such e x te n s iv e  p a r t i c i p a t i o n  i s  

th o u g h t n e c e s s a ry ,  l e s s  to  c a n v ass  th e  o p in io n s  o f  d i f f e r e n t  

ty p e s  o f  m anager, th a n  to  f o s t e r  a  s p i r i t  o f  u n a n im ity , o r  a t  

l e a s t  t ie  a p p e a ra n ce  o f  u n a n im ity  am ongst a l l  th o s e  l i k e l y  to  be 

a f f e c t e d  by a  d e c is io n .

At M arumaru, to o ,  u n a n im ity  was th o u g h t v e ry  d e s i r a b le  i n  

m aking d e c is io n s  and  p u t t i n g  them in to  e f f e c t .  When i t  had 

d e c id e d  on a  m easu re , th e  u p p er management w ould a p p e a l  by means 

o f  le n g th y  d is c u s s io n s  f o r  th e  s in g le  m inded s u p p o r t  o f  a t  l e a s t  

th e  m idd le  m anagem ent. The scheme would be e x p la in e d  a t  

com m ittee m ee tin g s  a s  an  exam ple o f  'how th e  u p p e r management was 

th in k in g ' and th e  c o -o p e r a t io n  o f  everyone w ould he r e q u e s te d .

The m idd le  m anagers w ould be g iv e n  two o r  th r e e  weeks g ra c e  to  

become f a m i l i a r  w ith  th e  p ro p o sed  m easu re , to  t a l k  ab o u t i t  

amongst th e m s e lv e s , n o t o n ly  a t  work b u t a ls o  a f t e r  i t ,  i n  b a r s .

I f  i t  a p p e a re d  to  th e  u p p er management t h a t  t h e i r  s u b o rd in a te s  were 

n o t y e t  c o n v in c e d  o f  th e  a d v i s a b i l i t y  o f  th e  scheme th e y  m ight 

p o s tp o n e  i t s  in t r o d u c t io n  u n t i l  o p in io n s  changed; and i f  

o p in io n s  d id  n o t ch an g e , th e  p la n  m ight be sh e lv e d  i n d e f i n i t e l y .

Som etim es, how ever, a  d e c is io n  would be e x e c u te d  even  though

th e  m idd le  management w ere opposed  to  i t ,  The o p p o s i t io n  c o u ld

h a rd ly  ta k e  an  o v e r t  fo rm . I t  was u s u a l ly  c o n f in e d  to  m ild

c r i t i c i s m  and to  em p loyees ' w ith h o ld in g  t h e i r  u s u a l  e n t h u s i a s t i c

c o - o p e r a t io n  w ith  a  m easu re . W ith in  th e  c lo s e d  community o f

Marumaru s p o ra d ic  c r i t i c i s m  r e p e a te d  c o n t in u a l ly  c o u ld  s e r i o u s ly

a f f e c t  c o n fid e n c e  i n  a  d e c is io n ;  and  by s t i n t i n g  t h e i r  s u p p o rt

f o r  a  p r o j e c t ,  m idd le  m anagers c o u ld  o f te n  in d u ce  t h e i r  s u p e r io r s  

to  b r in g  i t  to  an  end .
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The ’E n g l is h ' names f o r  th e  s ta n d a rd  r a n k s ,  m en tioned  in  

th e  f i r s t  s e c t i o n  o f  t h i s  c h a p te r ,  p ro v id e  an  exam ple o f  how 

th e  u pper management c o u ld  be p e rsu a d e d  to  a l t e r  a  d e c is io n  

( th o u g h  i n  t h i s  c a se  a  m inor one) by th e  la c k  o f  e n th u s ia sm  

w ith  w hich i t  was r e c e iv e d  by m idd le  m anagers and o t h e r s .

Some tim e  b e fo r e  th e  fo rm a l n o t ic e  ap p eared  announcing  th e  

changes i n  n o m e n c la tu re , th e  m anagers and s e n io r  w o rk ers  a t  

th e  Yokohama f a c to r y  had  been  t o l d  th e  upper m anagem ent's  

i n t e n t i o n s  a t  a  r o u t in e  m ee tin g  betw een management and u n io n  

l e a d e r s .  The p ro d u c tio n  depu ty  h e a d , who gave th e  news o f  th e  

E n g l is h  nam es, c l e a r l y  d isa p p ro v e d  o f  them  and was c a r e f u l  to  

l e t  h i s  d is a p p ro v a l  show. H is  s u b o rd in a te s  on th e  management 

s id e  a s  w e ll  a s  th e  u n io n  le a d e r s  jo in e d  i n  j i b i n g  a t  th e  new 

nam es. The c r i t i c i s m  c o n tin u e d  lo n g  a f t e r  th e  names had  been  

made o f f i c i a l ;  no s in g le  in d iv id u a l  was blam ed f o r  them , ' t h e  

company' i n  g e n e ra l  b e in g  h e ld  to  have made an e r r o r  o f  

judgem en t. So one m anager, d u r in g  a  l e c t u r e  to  th e  new sc h o o l 

r e c r u i t s  a b o u t th e  o r g a n iz a t io n  o f  th e  company, a p o lo g is e d  to  

them  f o r  th e  p e c u l i a r  names w ith  th e  rem ark  t h a t  'o u r  company1 

(u c h i  no k a is h a )  d id  funny th in g s  sometimes.. . The d i r e c t o r  

whom I  s u s p e c te d  to  have th o u g h t o f  th e  names ( t h e i r  a u th o r s h ip  

rem ain ed  anonymous) was d is a p p o in te d  by th e  r e a c t i o n  o f  h i s  

s u b o r d in a te s ,  and  com pla ined  o f  t h e i r  o ld  f a s h io n e d  a t t i t u d e s .  

N e v e r th e le s s ,  th e  c r i t i c i s m p r e v a i l e d  and th e  names were 

e v e n tu a l ly  a b o l is h e d ,  e ig h t  m onths a f t e r  I  l e f t  M arumaru, a t  th e  

f i r s t  fu n d am en ta l r e o r g a n iz a t io n  o f  th e  company (c o n s e q u e n t, a s  

u s u a l ,  upon th e  t r a n s f e r  o f  a  s e n io r  d i r e c to r )  t h a t  p e rm i t te d  i t .

In  a  l a t e r  c h a p te r  I  s h a l l  be d e sc rib in g  how th e  u n io n  l e a d e r s  

w ith  th e  sym pathy o f  m idd le  management, su ceed ed  i n  f o r c in g  th e  

u p p e r management to  r e s c in d  a  f a r  more im p o r ta n t  d e c is io n  w hich
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co n cern ed  th e  i n t r o d u c t io n  o f  a  ty p e  o f s h i f t  w o rk in g , s im p ly  

by p e r s i s t e n t l y  c r i t i c i s i n g  th e  d e c is io n  even w h ile  th e y  

im plem ented  i t .

I t  was i n t e r e s t i n g  and s i g n i f i c a n t  t h a t  j u s t  a s  i n  th e  

c a se  o f  th e  s ta n d a r d  ra n k  nam es, i t  was a lw ays d i f f i c u l t  to  

f in d  o u t who had  o r ig in a te d  a  p r o je c t  o r d e c i s io n .  I f  a  scheme 

was p ro v in g  a  s u c c e s s  th e n  i t  a p p e a re d  to  have been  a  group 

p r o je c t  from  th e  s t a r t  ( th o u g h  o c c a s io n a l ly  t h e r e  m igh t be two 

o r i g i n a t o r s ,  e q u a l ly  m odest, b u t each  unaw are o t i  th e  o t h e r 's  

c la im s .)  When a  scheme was n o t s u c c e s s f u l ,  how ever, i t  

b e lo n g e d  to  no o n e . I t  had  come from  ab o v e , where th e s e  th in g s  

were th o u g h t o u t ,  and  no one seemed to  know w hich d i r e c t o r  had 

been  r e s p o n s ib le  f o r  i t .

D e c is io n s  o r ig i n a t i n g  w ith  th e  p r e s id e n t  o r  th e  s e n io r  

d i r e c t o r s  w ere f l o a t e d ,  th e n ,  on th e  exchange o f  management 

o p in io n , and i f  th e y  f a i l e d  to  r e c e iv e  s u p p o rt  th e r e  th e y  m igh t 

be w ith d raw n . Not a l l  p la n s  o r  i d e a s ,  how ever, em anated from  th e  

d i r e c t o r s .  Many were fo rm u la te d  by low er r a n k in g  man a g e rs  and 

p u t to  th e  d i r e c t o r s  f o r  a p p ro v a l .

The m ain means by w hich s u b o rd in a te  m anagers com m unicate 

t h e i r  id e a s  to  t h e i r  s u p e r io r s  i n  l a r g e  Ja p an e se  com panies i s  

th e  r i n g i - s h o . A r in g i - s h o  i s  a  form  on w hich p ro p o s a ls  a r e  

w r i t t e n  by m idd le  m anagers . The form s a re  th e n  c i r c u l a t e d  among 

m idd le  and  u p p e r m anagers u n t i l  th e y  e v e n tu a l ly  r e a c h  th e  

p r e s id e n t  o f  th e  company. Each p e rso n  who s e e s  th e  form  adds 

h i s  comments on th e  p r o p o s a ls ,  stam ps h i s  p e r s o n a l  s e a l  on an
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ap p rop ria te  space on the form, and then p a sse s  i t  to  h is  

s u p e r io r . E v e n tu a lly , o f te n  a f t e r  a few  m o d if ic a t io n s  

have been made to  them, th e  p ro p o sa ls  are approved by the  

p r e s id e n t and put in to  p r a c t ic e .*

At Marumaru, to o , th ere  was a system  o f  r in g i - s h o , 

but i t  worked d i f f e r e n t ly  from th e  way i t  has been s a id  to  

work in  o th er  Japanese com panies. To b eg in  w ith , no one 

low er than a department head cou ld  i n i t i a t e  a p ro p o sa l, so 

th a t  a t  Marumaru the r in g i- s h o  d id  not serv e  th e  function! i t  

has elsew h ere (Hazama, 1971? P ^0) o f  tr a in in g  ju n ior  managers 

by a cq u a in tin g  them w ith  th e  way th e ir  s e n io r s  handled  

problem s. Even deputy heads a t  Marumaru d id  not alw ays see  

the r in g i- s h o  form s.

A gain , th e  o p era tio n  o f  the r in g i  system  in  o th er  

companies has a llow ed  m iddle managers c o v e r t ly  but e f f e c t i v e l y  

to  make th e ir  own d e c is io n s ,  ( c f  G lazer, 1969? P* 88; Nakane 

1970, p 65) -  The p ro p o sa ls  th ey  submit on the r in g i- s h o  are  

fr e q u e n tly  approved w ithout b e in g  c a r e fu l ly  s tu d ie d  by th e  

managers above them, and by the tim e th e  p ro p o sa ls  reach  the  

p r e s id e n t th ey  have a t tr a c te d  so much support th a t  he i s  unable  

to  v e to  them and has to  accede to  what th e  m a jo r ity  o f  h is

* There i s  an analogy between the passage o f  a r in g i- s h o  through  
th e  management o f  a Japanese company and th e  p a ss in g  o f  
judgements in  a L ozi cou rt o f  j u s t i c e ,  in  which a l l  th e  many 
judges have t h e ir  sa y , in  order o f  in c r e a s in g  s e n io r i t y ,  but 
in  which th e  judgement o f  th e  most se n io r  judge i s  f i n a l .
(Gluckman, 1959? P 1 9 )-  J u s t  as th e  p r e s id e n t  o f  a Japanese
company may be bound by th e  o p in io n s  o f  h i s  ju n io r s , so  a  

se n io r  judge among th e  L ozi would f in d  h is  judgement in flu e n c e d  
by what h is  ju n io rs  had s a id  about a c a s e . ( i b id ,  p 2 3 5 )- See
below , how ever, fo r  th e  s i t u a t io n  a t Marumaru.
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su b ord in a tes  appear to  w ant. At Marumaru, however, th e  a u th o r ity  

o f  th e  p r e s id e n t  was so g rea t th a t i t  would have been q u ite  

im p o ss ib le  fo r  a department head to  take the in ia t i v e  in  t h i s  way.

Most o f  th e  r in g i- s h o  I  saw were concerned w ith  sim p le and 

u n c o n tr o v e r s ia l m a tte rs , but I  d id  come a cr o ss  one in t e r e s t in g  

a p p lic a t io n , made by a fa c to r y  manager on b e h a lf  o f  h i s  s a le s  

deputy head . The p la n t manager o f  a la r g e  e l e c t r i c a l  company which  

was one o f  Marumaru1s  custom ers had ju s t  become s e c r e ta r y  o f  a l o c a l  

g o l f  c lu b . The deputy head wanted Marumaru to  o b ta in  company 

membership o f  th e  club  a t  a s p e c ia l  r a te  o f  £ 2 6 0 ,0 0 0 . Ten 

days a f t e r  h i s  a p p lic a t io n  was s e n t  to  the head o f f i c e  i t  was 

stamped by th e  head o f  th e  g e n era l a f f a i r s  departm ent, and sen t  

to  th e  accou n ts department head. The accou n ts department head 

was unhappy w ith  the p rop osa l and wanted to  r e fu se  th e  r e q u e s t ,  

adding th a t in  any case  th e  names o f  th o se  who were go in g  to  jo in  

the c lu b  shou ld  be s t ip u la t e d .  The d ir e c to r  in  charge o f  s a le s ,  

who saw th e  form n e x t , gave no e x p l ic i t - o p in io n ,  but m erely n oted  

th e  c o s t s  o f  jo in in g  as a  member and as a company, th e  f ig u r e s  

b ein g  d er ived  from the brochure o f  the g o l f  c lu b  which was a tta ch ed  

to  th e  r in g i - s h o . Two ord inary  duty d ir e c to r s  ( jomu) and two v i c e -  

p r e s id e n ts  saw th e  form n e x t . None o f  them com m itted th em selves  

to  any o p in io n . One r e it e r a t e d  th a t th e  names o f  th e  salesm en  

who were a c tu a lly  going  to  u se th e  club  should  have been m entioned; 

another remarked th a t th e  output o f  the e l e c t r i c a l  goods fa c to r y  

was worth th ree  thousand m il l io n  yen a month. But no one, excep t  

th e  lo w ly  accou n ts manager, s a id  anything th a t cou ld  have been taken  

a s an attem pt to  move th e  p r e s id e n t 's  o p in io n , or would appear to  

c la s h  w ith  th a t  o p in io n , whatever i t  might b e . ( In  th e  even t th e  

p r e s id e n t  approved th e  req u est w ithout comment.) Far from th e  

sub ord in ate  managers fo r c in g  th e ir  combined o p in io n s  on th e  

p r e s id e n t , i t  seemed as  though th e  power o f  th e  p r e s id e n t , and th e
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c e r ta in ty  th a t  he would have h is  own way, made h is  su b ord in ates  

c a u tio u s  o f  e x p r e ss in g  t h e ir  v iew s.

The f a c t  th a t  a d e c is io n  to  spend on ly  2 60 ,000  yen , in  a 

company whose turnover was 15,000m . yen , had to  be taken by 

d ir e c t o r s ,  v ic e - p r e s id e n t s ,  and f in a l l y  th e  p r e s id e n t  h im s e lf ,  

was an in d ic a t io n  o f  how c e n tr a l is e d  Marumaru1s o r g a n isa t io n  was. 

As in  many r a p id ly  growing companies ( c f  Drucker, 1971, pp 297-  

305) the upper management had been slow  to  r e a l i z e  the need fo r  

d e le g a t io n  o f  a u th o r ity . At th e  same tim e , because th e  l im i t s  

o f  th e  a u th o r ity  o f  the m iddle managers were o f te n  exp ressed  in  

f in a n c ia l  term s -  managers o f  a c e r ta in  rank b e in g  a llo w ed , fo r  

exam ple, to  spend sums ‘o f  t h ir t y  or f i f t y  thousand yen w ithout 

reco u rse  to  h igh er  authority -  the e f f e c t iv e  power o f  th e se  

managers was b e in g  reduced by monetary i n f l a t io n .

I f  in  most Japanese companies a m iddle manager can send up 

h is  s u g g e s tio n s  to  h i s  su p e r io r s  w ith  some co n fid en ce  th a t  

w ith in  tim e th ey  w i l l  be adopted, a t Marumaru th e  m iddle managers, 

who had remarkably l i t t l e  a u th o r ity  o f  t h e ir  own, had som etim es to  

work hard to  have even th e ir  r o u tin e  r e q u e s ts  sa n c tio n e d . When 

a m iddle manager had a new id e a , or showed p a r t ic u la r  i n i t i a t i v e ,  

th e  d i f f i c u l t i e s  o f  persuading h is  s e n io r s  might be even g r e a te r .

The head o f  th e  s a le s  t e c h n ic a l  s e r v ic e  (a  deputy head) was 

se n t  on a v i s i t  to  th e  U n ited  S ta te s  to  lo o k  fo r  new corru gated  

board p roducts th a t might be m arketable in  Japan. While he was 

th e re  he d isco v ered  a remarkably Ingen ious box . He wrote to  th e  

d esig n er  ask in g  fo r  d e t a i l s  o f  i t s  p a ten t and fo r  th e  term s 

under which i t s  p roduction  would be l ic e n s e d .  The r e p ly  was 

th a t the d es ig n er  would a llo w  Marumaru to  make the box fo r  a
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r o y a lty  o f  te n  p ercen t on s a l e s .  Marumaru's average p r o f i t  on 

each box was o n ly  f i f t e e n  p ercen t so th a t th e  company cou ld  hard ly  

have a ffo rd ed  such h igh  r o y a l t i e s .  The deputy head had n o t , a t  

th a t  tim e, persuaded h is  s e n io r s  o f  th e  va lu e  o f  th e  box, and 

not much thought had been g iv en  on how to  market i t .  For a l l  

th e se  rea so n s  Marumaru's f i r s t  o f f e r  was very  sm all: a thousand

d o lla r s  in  the f i r s t  y e a r , r i s in g  by f iv e  hundred d o lla r s  in  

each subsequent y e a r , a l l  t h i s  r e g a r d le s s  o f  s a l e s .  The n e g o t ia t io n s  

were then  en tru ste d  to  a major Japanese tra d in g  company which  

compounded th e  d i f f i c u l t i e s  caused by the s iz e  and nature o f  the  

o f fe r  by m is - tr a n s la t in g  Marumaru's l e t t e r s  to  g iv e  an un fortu n ate  

(but not e n t ir e ly  in a c cu ra te )  im p ression  o f  Marumaru's in t e n t io n s .

For two or th ree  months d e su lto r y  n e g o t ia t io n s  continu ed  

w ithout s u c c e s s ,  w h ile  the deputy manager t r ie d  to  persuade h is  

s e n io r s  th a t th e  box cou ld  be u s e f u l .  At th e  same tim e he sen t  

some sam ples o f  th e  box to  a s a le s  s e c t io n  head a t  th e  Yokohama 

fa c to r y  and asked him to  show i t  to  some custom ers to  se e  i f  they  

m ight be in t e r e s t e d .  The s a le s  s e c t io n  head showed th e  box to  

a very  la r g e  drink  m anufacturer whose custom Marumaru had never  

managed to  a t t r a c t .  The m anufacturer showed imm ediate i n t e r e s t .

I t  appeared th a t  the u se o f  th e  box would reduce the numbers o f  

men req u ired  a t  th e  end o f  each packaging l i n e  from s ix  to  tw o.

To b eg in  w ith  the drink m anufacturer was w i l l in g  to  u se th e  hox 

fo r  i t s  most popular l in e  o f  d r in k s . The ord ers th a t  could  have 

been exp ected  from t h i s  m anufacturer a lon e -  and i t s  r iv a l s  would 

be sure to  fo llo w  s u i t  -  would r a is e  Marumaru's s a le s  by between  

f iv e  and te n  p e r c e n t. From b ein g  an amusing d e v ice  fo r  which  

a thousand d o l la r s  was s u f f i c i e n t  payment, the box had become an 

item  o f immense p o t e n t ia l .
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I  do not know th e  f u l l  d e t a i l s  o f  the p o l i t i c a l  b a t t l e  

th e  deputy head was waging on b e h a lf  o f  the box, but i t  seemed 

th a t a t  t h i s  s ta g e  he had e n l is t e d  th e  support o f  h i s  imm ediate 

su p e r io r , th e  d ir e c to r  in  charge o f  s a l e s .  Salesm en t o ld  me 

th a t even i f  th e  boxes e v e n tu a lly  proved u n su ita b le  fo r  u se , 

th e  p r in c ip le  on which th e  box was co n stru cted  was so o r ig in a l  

th a t  th e  sam ples were f a s c in a t in g  custom ers and proving a grea t  

a id  to  s a le s  o f  r o u tin e  p rod u cts . But two o th er  d ir e c to r s ,  

n e ith e r  o f  whom had ever been salesmen, and one o f  whom was not  

a d ir e c t  su p er io r  o f  th e  deputy head, were more s c e p t ic a l  and 

i t  was th ey  who were h o ld in g  back p r o g r e ss .

Now th e  deputy head d e c id e ^ in  view  o f  th e  f a i lu r e  o f  th e  

n e g o t ia t io n s  so f a r ,  to  d ea l d ir e c t ly  w ith  th e  American d e s ig n e r .

He wrote a l e t t e r  o f fe r in g  th ree  p ercen t on s a le s  and 0 Per

500 ,000  c a s e s .  No m ention was made o f  th e  drink m anufacturer; i t  

was l e f t  to  th e  Americans to  im agine why Marumaru had r a is e d  i t s  

o f fe r  so suddenly and why i t  was th in k in g  in  term s o f  h a l f  m il l io n s  

o f  c a s e s .  The l e t t e r  a ls o  im p lied  th a t the average p r ic e  o f  a box 

would be f i f t y  yen; in  r e a l i t y  i t  would be a t  l e a s t  sev en ty  -  th e  , 

h igh er  th e  a c tu a l s a le s  p r ic e  th e  low er the r o y a l t i e s  would b e , as  

a percen tage o f  s a l e s .  A fter  the d ir e c to r s  had spent a day 

check ing th e  c o n te n ts  the l e t t e r  was se n t o f f  and now, fo r  the  

f i r s t  t im e , th e  company began th in k in g  o f  th e  n ext s te p  to  ta k e .

I f  th e  AmericanS,'- r e fu se d  th e  o f f e r  should  a man be sen t to  America? 

I f  so should  i t  be the deputy head? He had a f t e r  a l l  been the  

le a d in g  advocate o f  th e  box; he understood some E n g lish  and had 

the a d d it io n a l advantage o f b e in g  an e n g in eer . Or should  i t  be 

th e  s a le s  d ir e c to r  or even the d ir e c to r  se n io r  to  him? I t  was a lso  

co n sid ered , i f  th e  Americans r e fu s e d , th a t i t  m ight be a good id e a  to  

have one o f  th e  su b s id ia r y  companies send in  a very  low o f f e r  fo r
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have f a i l e d  to  f in d  out even th e  more elem entary f a c t s  

about Marumaru a v a ila b le  in  standard handbooks, would 

then  come to  r e a l i s e  how generous Marumaru's o f f e r  was.

Meanwhile i t  was observed , what should  have been noted  

months e a r l i e r ,  th a t  no machine in  th e  company's p o s s e s s io n  

was ab le  to  make th e  box, th e  d esig n  o f  which, though  

in g e n io u s , was i l l  s u ite d  to  machine p rod u ction . A new 

machine would have to  be d esign ed  to  make th e  box a t l e a s t  

s e m i-a u to m a tic a lly . Two men in  the resea rch  department 

were h u r r ie d ly  put oh to  th e  jo b . At the same tim e , th e  

drink company, anxious n ot to  be dependent e n t ir e ly  upon 

Marumaru fo r  i t s  fu tu re  supply o f  b oxes, had shown th e  d es ig n  

to  r e p r e s e n ta t iv e s  o f  oth er  corrugated  board companies and 

asked i f  th ey  cou ld  make i t .  Marumaru's p o s i t io n  was 

th e r e fo r e  extrem ely  d i f f i c u l t .  I t  had o f fe r e d  a la r g e  

custom er an a r t i c l e  which i t  was n e ith e r  l e g a l ly  nor t e c h n ic a l ly  

a b le  to  make; and because th e  drink company had never been to ld  

o f  Marumaru's s t a t e  o f  u n rea d in ess , Marumaru r is k e d  lo s in g  

c r e d it  i f  i t  f a i l e d  to  make a machine in  t im e , or was unable  

to  secu re  th e  p a te n t.

Long a f t e r  I  l e f t  Marumaru the s to r y  came to  a happy
n

en d in g . The deputy head was sen t to  America and th ere  bought 

th e  p aten t r ig h t s  on reason ab le  term s. The drink  company, 

im p atien t though i t  was w ith  Marumaru's d e la y s , was s u f f i c i e n t ly  

im pressed  w ith  Marumaru's i n i t i a t i v e  to  put in  some o rd er* -fo r  

ord inary  b o x e s . On another very  s im ila r  o c c a s io n , however, 

Marumaru had been l e s s  lu c k y , and had t e n t a t iv e ly  in trod u ced  a 

new American product to  Japan on ly  to  have another company buy 

th e  p a ten t r ig h t s .
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The problem s in  buying th e  box had been caused  la r g e ly  by 

la c k  o f  d e le g a t io n  -  though xenophobia had compounded th e  

d i f f i c u l t i e s .  The deputy head had been se n t to  America a t  

co n s id er a b le  exp en se , but h i s  e f f o r t s  had been v i t i a t e d  because  

n e ith e r  he nor h i s  immediate su p e r io r , th e  s a le s  d ir e c t o r ,  had 

been a llow ed  to  Lise t h e ir  i n i t i a t i v e  in  the spending o f  sums o f  

money comparable w ith  the c o s t  o f  th e  American to u r . They had 

had to  spend much o f  t h e ir  tim e argu ing th e ir  ca se  b e fo re  th e  

h ig h er  d ir e c to r s  in s te a d  o f  preparing s y s te m a t ic a lly  to  produce 

and s e l l  th e  box in  Japan.

The two main d i s t in c t iv e  fe a tu r e s  o f  the p r o c e ss  o f  d e c is io n  

making a t  Marumaru w ere, t h e r e fo r e ,  th e  e x te n t to  which la r g e  

numbers o f  p eop le  p a r t ic ip a te d  in  making a  d e c is io n , whether i t  

o r ig in a te d  w ith  upper or m iddle management; and th e  c e n tr a l iz a t io n  

o f  a u th o r ity . I  shou ld  l i k e  to  end by rem arking on th e  d isreg a rd  

fo r  s p e c ia l iz a t io n  th a t  was a ls o  e v id en t in  th e  way d e c is io n s  were 

taken a t  Marumaru.

I t  was co n sid ered  p erm issab le  fo r  a d ir e c to r  to  propose a  

change in  a department fo r  which he had no r e s p o n s ib i l i t y  -  th e  

d ir e c to r  su sp ec ted  o f  having thought o f  th e  E n g lish  names fo r  th e  

standard ranks had noth in g  to  do w ith  th e  p rod u ction  department o f  

th e  main o f f i c e ,  or w ith  fa c to r y  a d m in is tr a t io n . A gain , the  

r in g i- s h o  p rov ided  o p p o r tu n it ie s  fo r  men w ith  l i t t l e  knowledge o f  a 

s u b je c t , to  prevent o r , a s  in  the ca se  o f  the American box , to  d elay  

th e  e x e cu tio n  o f  p la n s drawn up by men who m ight have counted as  

e x p e r ts  in  t h e ir  f i e l d .  I t  was th e  same d isreg a rd  fo r  s p e c ia l iz a t io n  

th a t  a llow ed  th e  company to  tr a n s fe r  salesm en to  tak e  charge o f  

fa c to r y  p rod u ction  u n i t s ,  in  order to  m ainta in  th e  r a te  o f  prom otion  

fo r  g ra d u a tes.
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d. C onclusion

The p r in c ip a l  fe a tu r e s  o f  the o rg a n iza tio n  o f  Marumaru; then ,

were th e  s ta n d a rd  ra n k  system  and th e  absence  o f  a d m in is t r a t iv e  c la s s e s

th e  c o n t r a s t  betw een m e r i to c r a t i c  o r g a n iz a t io n a l  th e o ry  and p rom otion

by age in  p r a c t i c e ;  and th e  co m b in a tio n  o f c o l l e c t i v e  r e s p o n s i b i l i t y

and c e n t r a l i z e d  a u th o r i t y .

E v id e n tly  th e se  c h a r a c te r is t ic s  were due in  p a rt a t  l e a s t  to

Marumaru's h is to r y  o f rapid growth from a sm all company to a la r g e

one. The f a c t  th a t  th ere  was no form al d is t in c t io n  between s t a f f

and w orkers was a  le g a c y  o f  th e  days when, in  a  s m a ll company

engaged in  a  s im p le  in d u s t r y ,  such  a  d i s t i n c t i o n  would have been

p u r p o se le s s , The urge to  m er itocracy  was o b v io u sly  in sp ir e d  by

h is to r y ,,  and the c e n tr a l iz a t io n  o f  management e q u a lly  c le a r ly  the

consequence o f  growth th a t had occurred too f a s t  fo r  n e c e ssa r y

adjustm ents in  management method to  take p la c e .

On the o th er  hand i t  i s  v ery  l i k e l y  th a t ,  f o r  a l l  th a t  Marumaru's

circum stances were u n ique, the o b serv a tio n s I  made o f  i t s  o rg a n iza tio n

have re le v a n c e  to  Japanese companies w ith  q u ite  d i f f e r e n t  h i s t o r i e s .

Standard ranks alm ost id e n t ic a l  w ith  th ose  a t  Marumaru are to  be found

in  most la r g e  Japanese com panies, and i t  i s  v ery  p o s s ib le  th a t  a t  them,

as a t  Marumaru, th ey  h e lp  to  b rid ge d iv is io n s  between d i f f e r e n t

typ es o f  company member. I t  i s  probab le, a l s o ,  th a t  the problems o f

r e c o n c i l in g  the cla im s o f  age and m er it occur in  o th er  companies

w ith , p e rh a p s , a  f a r  w eaker t r a d i t i o n  o f  m e r i to c ra c y .

In fu tu r e  chapters we s h a l l  se e  how the nature o f  the

o r g a n iza tio n  a t  Marumaru a f fe c te d  r e la t io n s  between the company and

company members, between th e  company members th em se lv es , and f i n a l l y

between management and lab ou r , f i r s t ,  however, we have to  co n sid er  a
0

m ost im p o r ta n t  p a r t  o f th e  o r g a n iz a t io n ,  w hich had an obv ious 

im p o rta n c e  f o r  a l l  th e s e  r e l a t i o n s ,  th e  o rg a n iz a t io n  o f  th e  pay  sy stem , 

w hich so f a r  I  have o n ly  touched  upon, in  d e a l in g  w ith  th e  g ra d e s .



CHAPTER V WAGES AM) BENEFITS

The wages system , as p art o f  the o rg a n iza tio n  o f  Marumaru, n a tu r a lly  

m an ifested  some o f  the c h a r a c te r is t ic s  o f  th a t  organ iza tion ?  Company 

members o f  d i f f e r e n t  ty p e s , fo r  exam ple, were paid a ccord in g  to  a  

uniform  system , ju s t  as th ey  were p laced  on the uniform  system  of  

standard ranks. The pay system , l ik e  the standard rank system ,

(w ith  which i t  was, o f co u rse , con n ected ), con trib u ted  to  the u n ity  o f  

the community. The pay system  a ls o  ex em p lified  th e  d i f f i c u l t i e s  of 

r e c o n c i l in g  age and m erit th a t we saw to  occur in  the prom otion o f men 

through th e  standard ranks.

I  have chosen , however, to  d ea l w ith  the pay system  in  a sep arate  

chapter from the r e s t  o f the o rg a n iza tio n  p a r t ly  because i t s  

com p lex ity  requ ired  len g th y  ex p la n a tio n , but more because th e  pay system  

had unique s ig n if ic a n c e  both  as an in d ic a t io n  o f  the company's p o s it io n  

in  the lab ou r max’k e t ,  and o f  the r e la t io n s  between company and em ployee.

A fte r  I  have g iv en  the main d e t a i l s  of the pay system , th e r e fo r e , 

and remarked, in  the second s e c t io n  o f  t h is  ch ap ter , on th o se  fe a tu r e s  

o f  i t  th a t ex e m p lified  the p r in c ip le s  o f o rg a n iza tio n  a t  Marumaru,

I  s h a l l  devote th e  th ir d  s e c t io n  to  co n s id er in g  how the pay system  was 

a f fe c te d  by labour market cond itions'- The sh ortage  o f  young workers 

was. r e q u ir in g  Marumaru to  r a is e  the s a la r ie s  o f  young em ployees r e la t iv e  

to  o ld e r  on es. There was a ls o  th e  problem o f  paying f a i r  wages to  the 

ever  in c r e a s in g  numbers ;bC m id -c a r ee r  e n tr a n ts . We s h a l l  see  how the wage 

 ̂ system  had to  be ad ju sted  to  overcome th e se  d i f f i c u l t i e s .

In the fo u r th  s e c t io n ,  on pay and p a tern a lism , I  s h a l l  be lo o k in g  

a t  the wages system  as an in d ic a t io n  o f  the company's v iew  o f i t s  

r e s p o n s ib i l i t i e s  to  i t s  em ployees. Abbeglen (1958, p 66) in te r p r e te d  

th e  system  o f pay and rewards in  la r g e  Japanese companies as an
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expression of the company’s willing, if not spontaneous concern 
for a wide range of the needs of its employees. I shall try to assess how 
far Marumaru’s pay system was indeed imbued with paternalism, before going 
on, in the next chapter, to a more general discussion of the relations 
between company and employee.

a. Salaries and Benefits
It will be convenient to distinguish two types of reward employees 

received for serving the company; salaries, their monetary remuneration; 
and the non-monetary rewards that might be described as ’fringe benefits1 
were often substantial, and in order not to give the impression that they 
were ornamental or of marginal importance I shall refer to them simply as 
’benefits’ from now on.

1, Salaries
An employee’s annual salary consisted of monthly wages and a large 

bonus, paid out twice a year, and representing several months* wages. The 
monthly wage, in terms of which the bonus was calculated,was itself made up 
of a number of payments and allowances# These payments and allowances at 
Marumaru were veiy similar to those involved in the salary systems of a 
great many Japanese companies which, like Marumarj had thought it expedient 
to modify single pay by age systems in order to cope with changes in labour 
supply, and to allow at least token recognition of merit. (cf Ballon, 
1969 ,  p 123). No doubty these companies, like Marumaru, had taken their 
salary systems from one of the many personnel management textbooks 
available.
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A. Monthly pay

The main components o f  m onthly pay were "base pay, a *work and 

a b i l i t y *  ( shokuno) payment, a r e s p o n s ib i l i t y  a llow ance f o r  th o se  

in  th e  standard ranks, or  a l t e r n a t iv e ly  a grade name a llow an ce, a 

fa m ily  a llo w a n ce , a c i t y  a llow ance or co ld  w eather bonus, overtim e

and s h i f t  pay* In  a d d it io n  Marumaru p a id  an em ployee*s fares  to  work*

i  The base pay

The base pay, which rep resen ted  between tw enty  f i v e  and fo r ty  

per cen t o f  th e  whole m onthly wage, was f ix e d  e n t ir e ly  accord ing  to  

age and sex* A f i f t e e n  y ea r  o ld  boy who en tered  th e  company in  1970  

would r e c e iv e  13*^00 yen* T h e r e a fte r , assuming th a t  wages remained 

fr o z e n , he would r e c e iv e  an e x tr a  s i x  hundred yen a month every  year  

u n t i l  he was e ig h teen *  Between e ig h te e n  and tw enty  two th e  increm ent 

would be a thousand yen  a y e a r , bu t from th en  on th e  r i s e  would be l e s s ,  

so  th a t  in  h is  e a r ly  f i f t i e s  th e  man would on ly  r e c e iv e  an exura th r e e  

hundred yen  in  m onthly pay every  y e a r , u n t i l  he r e t ir e d  a t  f i f t y  f i v e .  

Women, who r e c e iv e d  a s l i g h t l y  low er base pay than men, w ith  sm a ller  

in crem en ts, had t o  r e t i r e  a t  f o r ty  f i v e .

i i  The work and a b i l i t y  payment

The work and a b i l i t y  payment had been in trod u ced  as p a r t o f  a major

reform o f  pay in  1965 . I  have a lread y  g iv en  a p a r t ia l  account o f  i t  in  

d is c u s s in g  th e  s ta tu s  system  in  th e  l a s t  ch a p ter . The payment was made 

accord ing  t o  a t a b le  o f  grades and s t e p s ,  th e  grades r e p r ese n tin g  th e  

d i f f i c u l t y  or a job or th e  r e s p o n s ib i l i t y  a ttach ed  t o  i t ,  and th e  s te p s  

th e  a b i l i t y  o f  th e  man t o  do th a t  job:



2 0 0 .

rrade

Table V 1 

Step

1 2 3 i t 3 6 Z 8 Z 10
1 1 1 .2 11.7 1 2 .2 l i -7 13-2 13-7 14.2 14.7 ’ 13.2 13-7
2 12 .4 13-0 13-6 14.2 l 4.8 15.4 1 6 .0 1 6 .6 17-2 17-8

5, 1 3 .8 14.5 1 3 .2 13.9 1 6 .6 17-3 1 8 .0 1 8 .7 19-4 2 0 .1
ij. 15-4 1 6 .2 1 7 .0 17-8 1 8 .6 19-4 2 0 .2 2 1 .0 2 1 .8 2 2 .6

3 17.3 1 8 .2 19-1 2 0 .0 20.9 2 1 .0 2 1 .8 22.7 23-6 2 4 .3
6 19.8 20.5 e t c ,  w ith in c re m e n ts  o f 1 .0  i n  each  s t e p .

Z 2 2 .2 23-3 e tc in c re m e n ts  o f 1 .1

8 24.9 2 6 .1 e tc in c re m e n ts  o f 1 .2

z 28.3 29-8 e tc in c re m e n ts  o f 1-5
10 33-0 33-2 e tc in c re m e n ts  o f 2 .2

i i 39-2 42.4 e tc in c re m e n ts  o f 3-2
12 47 . 4 3 1 .6 e tc in c re m e n ts  o f 4.2

13 39-3 64.3 e tc in c re m e n ts  o f 3 -2  to : 100.9 1 0 6 .1 1 1 1 .3

(The pay i s g iv en in  '000 yen)*

As I  remarked in  th e  l a s t  ch a p ter , the grades d id  n ot alw ays correspond  

to  job c o n te n t . In ste a d  th e  upper seven  grades r a te d  th e  'e x p e r t is e  and 

a p titu d e  o f  th e  em p loyee', r e g a r d le s s  o f  what job he d id . And the s te p s  

did  not r e g is t e r  a b i l i t y ,  because em ployees were a u to m a tic a lly  promoted one 

s te p  each year; furtherm ore, a s  I  ex p la in ed  e a r l i e r ,  when a man was a ss ig n e d  

a new grade he a ls o  had to  be g iv en  a new s te p  so th a t  he need not s u f fe r  

a drop in  pay.

I t  can e a s i l y  be seen  th a t the work and a b i l i t y  payment in c rea sed  

g e o m e tr ic a lly  as a man r o se  in  th e  company. By c o n tr a s t ,  th e  base pay 

in c re a se d  on ly  a r ith m e t ic a l ly  w ith  age . For a man who was ju s t  beginn ing  

h is  c a r e e r , base pay was the most im portant component o f  h i s  monthly wage; 

but fo r  a s u c c e s s fu l  man in  m id -career , the work and a b i l i t y  payment would 

be fa r  more im p ortan t. The geom etric in c r e a se  o f the work and a b i l i t y

* These f ig u r e s ,  and a l l  th e  o th ers  in  t h i s  ch ap ter , excep t where 
oth erw ise  in d ic a te d , are fo r  1970.
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payment a ls o  made i t  p o s s ib le  fo r  very  grea t d if fe r e n c e s  o f  pay to  a r is e  

among peop le  o f  the same age and th e  same standard rank. A s e c t io n  head 

o f ,  sa y , fo r ty  co u ld , f o r  exam ple, be p la ced  in  any grade from 7 to  11, 

and h is  work and a b i l i t y  payment cou ld  be as l i t t l e  a s  2 2 ,2 0 0  yen and as  

much as 68 ,000  yen . The d if fe r e n c e  between the g r e a te s t  and l e a s t  work 

and a b i l i t y  payment, 45 ,800  yen , was two th ir d s  a s  la r g e  ag a in  as the base  

pay for the age , 27?200 yen .

i i i  The r e s p o n s ib i l i t y  and name grade a llow an ces

One o f  th e  p r in c ip a l  aims o f  the company in  i n s t i t u t i n g  th e  name 

grades had been , i t  was s a id , to  compensate th ose  who had not been appointed  

to  p o s i t io n s  o f  r e s p o n s ib i l i t y ,  and y e t  n e v e r th e le s s  co n tr ib u te d  to  the  

company's p r o s p e r ity . Those in  th e  standard ranks r e c e iv e d  r e s p o n s ib i l i t y  

a llo w a n ces , but t h e ir  l e s s  lu ck y  contem poraries would be g iv en  name grades  

eq u iv a le n t to  the standard ranks, and would r e c e iv e  name grade a llo w an ces  

sm aller  than th e  r e s p o n s ib i l i t y  a llow an ces fo r  the e q u iv a le n t standard  

rank, but equal to  or la r g e r  than the r e s p o n s ib i l i t y  a llow an ce fo r  the  

standard rank below .

Table V 2

Department Head 

Deputy Head 

S e c tio n  Head 

S u b -se c tio n  Head

R e s p o n s ib il i ty
Allowanc e

23 .000  yen

15 .000  yen

10 .000  yen

7 ,0 0 0  yen

S a n ji (E) 

Sanjiho  (D) 

S h u ji (C) 

Shujiho (B)

Name grade 
Allowance

18 ,000

10,000
7,000 
5,000

A fa c to r y  manager, fo r  exam ple, would r e c e iv e  25 ,000  yen a month as  

a reward fo r  r e s p o n s ib i l i t y .  H is deputy, i f  he were o f  th e  s a n j i  (E)
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name g ra d e , w ould r e c e iv e  n o t a  15 ,000  yen r e s p o n s i b i l i t y  a llo w an ce  b u t a  

name g rade  a llo w an ce  o f  18 ,000  y e n . The e f f e c t i v e  rew a rd  f o r  th e  

c o n s id e ra b le  r e s p o n s i b i l i t y  o f  ru n n in g  a f a c to r y  would a p p e a r  to  be o n ly  

seven  th o u san d  yen  a m onth, a  t i n y  f r a c t i o n  o f  th e  m a n a g e r 's  p a y . Sub

s e c t io n  heads were even more m eag re ly  rew arded  f o r  r e s p o n s i b i l i t y  -  th e y  

r e c e iv e d  o n ly  two th o u sa n d  yen a month more th a n  men o f  th e  same age  who 

were s t i l l  team  h e a d s .

Though th e  o s te n s ib le  rew ard  f o r  r e s p o n s i b i l i t y  was low , i n  f a c t  a  

f a c to r y  m anager c o u ld  be g iv en  a v e ry  much l a r g e r  wage th a n  a  depu ty  

m anager, sim p ly  by b e in g  r a t e d  h ig h e r  on th e  work and a b i l i t y  s c a l e .  The 

r a t i n g s  a p p ro p r ia te  to  th e  s a n j i  name g rad e  v a r ie d  betw een  l l / l  and 12/ 1 0 , 

so t h a t  th e  g r e a t e s t  p o s s ib le  d i f f e r e n c e ■i n  th e  work and a b i l i t y  paym ents 

o f  men o f t h i s  name g rad e  was 45 ,000  yen -  com pared w ith  th e  7 ,0 0 0  yen 

d i f f e r e n c e  betw een  th e  r e s p o n s i b i l i t y  a llo w an ce  o f a  f a c to r y  m anager and 

th e  s a n j i  name g rad e  a llo w a n c e .

The work and a b i l i t y  r a t i n g s  d id  n o t work so e f f e c t i v e l y ,  how ever, 

i n  re w a rd in g  s u b - s e c t io n  h ead s  f o r  t h e i r  r e s p o n s i b i l i t y ,  b ecau se  th e  

d i f f e r e n c e s  betw een  th e  paym ents f o r  d i f f e r e n t  g ra d e s  and  s te p s  were n o t 

v e ry  la r g e  a t  t h i s  low er l e v e l .  B ecause o f  t h i s ,  and b e cau se  o f  th e  

sm a ll s ia e  o f  th e  r e s p o n s i b i l i t y  a llo w a n c e , s u b - s e c t io n  h ead s  r e c e iv e d  

v e ry  l i t t l e  more pay th a n  th e  men th e y  s u p e rv is e d . In d e e d , th e y  

f r e q u e n t ly  r e c e iv e d  l e s s ,  f o r  a s  members o f  management th e y  w ere n o t 

e l i g i b l e  f o r  o v e rtim e  p ay .

iv  The fa m ily  and c i t y  a llo w a n c e s

F o r each  dependen t an em ployee would r e c e iv e  two th o u sa n d  yen a

m onth. In  a d d i t io n  to  th e  d i r e c t  fa m ily  a llow ance  he w ould a ls o  r e c e iv e

a  l a r g e r  c i t y  a llo w an ce  th a n  he w ould a s  a  b a c h e lo r .  The c i t y  a llow ance

depended a ls o  on th e  name g ra d e s :
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Table V 3

M arried U nm arried

S a n j i  (E) 

S a n jih o  (D) 

S h u j i  (C) 

S h u jih o  (B) 

Shusa (A)

10,000

5,000
6,000
7,000
8,000

3,000
3,000
2,000

Most men m a rr ie d  betw een th e  ag es  o f  tw en ty  fo u r  and tw e n ty  e ig h t  

by w hich tim e th e y  would v e ry  p ro b a b ly  have re a c h e d  th e  S husa  (A) 

name g ra d e . On m a rr ia g e , t h e r e f o r e ,  a  man’s s a l a r y  w ould 

in c r e a s e  by 5 ,0 0 0  y en , two th o u sa n d  yen i n  d e p e n d e n t’ s a llo w a n c e , 

and th r e e  th o u sa n d  a s  an  in c r e a s e  i n  h i s  c i t y  a llo w a n c e .

The c i t y  a llo w a n c e s  were p a id  to  th o se  w orking  i n  th e  

f a c t o r i e s  n e a r  th e  g r e a t  m e tro p o lis e s ;  b u t th o s e  i n  th e  r u r a l  

f a c t o r i e s  r e c e iv e d  in s t e a d  a  ’l o c a l i t y 1 o r ’ c o ld  w e a th e r ' 

a llo w a n c e , one th o u sa n d  yen l e s s  th a n  th e  c i t y  a llo w a n c e . In  

e f f e c t ,  th e n ,  th o s e  l i v i n g  i n  c i t i e s  were n o t  com pensated  f o r  th e  

v e ry  c o n s id e ra b le  e x t r a  expense o f  c i t y  l i f e ,  

v O vertim e and  s h i f t  a llo w a n c e s

. A ll  th e  com ponents o f  th e  wage a p a r t  from  th o s e  d e s c r ib e d  

above were c o u n te d  a s  n o n -s ta n d a rd  w ages, and some o f  them , l i k e  

th e  commuting a llo w a n c e , need  no e x p la n a tio n  a t  a l l .  O vertim e 

and s h i f t  paym en ts, th o u g h  u n c o m p lic a te d , d id  c o n t r ib u te  a  l a r g e  

p a r t  o f  th e  s a l a r i e s  o f  shop f lo o r  w o rk e rs , and t h e r e f o r e  d e se rv e  

a  word o f  comment.

Everyone below  th e  ra n k  o f  s u b - s e c t io n  head  had  to  c lo c k  

i n  i n  th e  m orning and on le a v in g  work a t  n i g h t .  F o r  work 

o u ts id e  th e  s e t  company h o u rs  ( 8 .3 0  -  17-30  i n  th e  h ead  o f f i c e ;

8 .0 0  -  17 -00  i n  th e  f a c t o r i e s )  w orkers  r e c e iv e d  125^  o f  t h e i r
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h o u r ly  pay , u n le s s  th e  work to o k  p la c e  betw een 2 2 .0 0  and O.^OO 

when th e  r a t e  would be 15o%» The h o u r ly  pay was c a lc u la t e d

a s  th e  one h u nd red  and n in e ty  se c o n d th  p a r t  o f  th e  m onth ly  p ay .

To r e c e iv e  o v e rtim e  pay , how ever, one had to  have c e r t i f i c a t i o n  

from  o n e 's  s e n io r  t h a t  o v e rtim e  was n e c e s s a ry .  I n  f a c t  a  v a s t  

amount o f th e  work done o u ts id e  norm al h o u rs  was n o t rew arded  

a t  a l l .  I n  th e  f a c to r y  o f f i c e ,  f o r  exam ple, th e  sa lesm en  were 

i n v a r i a b ly  w ork ing  u n t i l  sev en  o r  e ig h t  a t  n i g h t ,  b u t  w ith o u t 

pay , b e c a u se , a s  th e y  rem arked  w ith  r e s ig n e d  i ro n y  'o v e r t im e  

i s  a  s ig n  o f  a  m an 's  i n e f f i c i e n c y , and we a re  e f f i c i e n t . '

F i n a l l y ,  th e r e  were s h i f t  a llo w a n c e s  o f  a  few h u nd red  yen 

f o r  each  s h i f t , p a id  a t  d i f f e r e n t  r a t e s  to  o r d in a r y  w orkers 

and  s u b - s e c t io n  h e ad s:

T a b le  V 4

E vening  S h i f t  N ig h t S h i f t  

S u b - s e c t io n  Head 300 yen 500 y en

O rd in a ry  w orker 230 330

Marumaru f a c t o r i e s  worked on a  th r e e  week s h i f t  c y c le ,  w ith  each  

team  do ing  f i r s t  n ig h t  s h i f t ,  th e n  even ing  s h i f t ,  and f i n a l l y  

a  norm al day s h i f t  I f  in  a  month an o rd in a ry  w orker happened 

to  do two weeks o f  ev en in g  s h i f t s  and a  week o f  n ig h t  s h i f t s ,  

h i s  m onth ly  pay w ould r i s e  by 4 ,7 4 0  yen , a ro u n d  t e n  p e rc e n t  o f  

h i s  s a l a r y ,  

v i  A c a se  s tu d y

To se e  how a  m onthly  pay p a c k e t was made up i n  p r a c t i c e ,  l e t  

u s  ta k e  th e  c a se  o f a  s u b - s e c t io n  head o f  t h i r t y  two and n in e  

y e a rs  s e r v ic e  i n  December 1969 . H is  m onthly  wage had p ro g re s s e d  

a s  fo llo w s  o v e r th e  p re v io u s  few y e a r s .
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Table Y 5

Work and R espons-
Y ear Month B ase Pay A b i l i t y i b i l i t y F am ily C ity T o ta l

1965 12 14600 13250 1800 2965O yen

1966 12 16040 15150 1800 32990

1967 12 17340 19300 3000 39640

1968 12 19700 §3100 3000 2000 47800

1969 2 19700 23100 7000 3000 52800

1969 10 19700 23100 7000 2000 5000 56800

1969 12 22300 29700 7000 2000 6000 67000

I t  m ust be rem em bered t h a t  th e  man’ s  in c r e a s e d  pay  d e r iv e d  n o t 

o n ly  from  h i s  p ro m o tio n  and th e  r i s e  i n  h i s  b a s ic  pay  w ith  a g e , 

b u t  a ls o  from  th e  g e n e ra l  wage r i s e s  i n  each  y e a r  -  a s  J a p a n e se  

p u t i t ,  th e  ’b a se  u p * . What i s  s i g n i f i c a n t  h e re  i s  n o t th e  

a b s o lu te  sum b u t  th e  p r o p o r t io n  o f  th e  whole s a l a r y  c o n t r ib u te d  

by each  com ponent.

The f i r s t  th in g  to  n o t ic e  i s  th e  way i n  w hich th e  c o n t r ib u t io n  

o f  th e  b a se  pay  f e l l ,  and t h a t  o f  th e  work and a b i l i t y  paym ent r o s e ,  

a s  th e  man p ro g re s s e d  i n  th e  company. From b e in g  a lm o s t h a l f  th e  

s a l a r y ,  th e  b a se  pay f e l l  t o  l e s s  th a n  a  t h i r d .  As th e  man grew 

o ld e r  th e  work and a b i l i t y  paym ent c o u ld  be  e x p e c te d  to  form  an  

even  b ig g e r  p r o p o r t io n  o f  h i s  s a l a r y .

The f ig u r e s  a ls o  r e v e a l  th e  e f f e c t  on th e  man’ s  s a l a r y  o f 

p ro m o tio n  to  s u b - s e c t io n  head  and  o f  m a rr ia g e . He had  become a  

s u b - s e c t io n  head  i n  F e b ru a ry  19&9» ̂ s  p ro m o tio n  had  been  accom

p a n ie d  by a  r i s e  i n  s a la r y  o f  f iv e  th o u sa n d  y e n . H is  work and 

a b i l i t y  paym ent was n o t in c r e a s e d  ( th o u g h  he was g iv e n  a  h ig h e r  

ra n k  a t  th e  end o f  th e  y e a r )  b u t he r e c e iv e d  an  in c r e a s e  o f  fo u r  

th o u sa n d  yen  i n  h i s  r e s p o n s i b i l i t y  a llo w a n c e , and  a  th o u sa n d  yen 

in c r e a s e  i n  h i s  c i t y  a llo w a n c e . H is  p ro m o tio n  w ould a l s o  have 

c a u se d  a d ju s tm e n ts  i n  h i s  n o n -s ta n d a rd  p ay . He w ould have g a in e d
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an  in c r e a s e  i n  s h i f t  a llo w a n c e , w ith  a  r e s u l t a n t  g a in  o f  

ab o u t two th o u sa n d  yen  a  m onth. He w ould , how ever, have 

l o s t  h i s  r i g h t s  to  o v e rtim e  paym ent, ab o u t 270 yen  an  h o u r .

I f ,  i n  h i s  p re v io u s  p o s i t i o n  a s  team  l e a d e r ,  he had  done t h i r t y  

h o u rs  o v e rtim e  a  m onth, h i s  l o s s  would have been  8100 y e n , and 

h i s  s a l a r y  w ould have been  l a r g e r  b e fo re  th a n  a f t e r  h i s  p ro m o tio n . 

When th e  man m a rr ie d  i n  O c to b er o f  th e  same y e a r ,  h i s  s a la r y  r o s e  

by fo u r  th o u sa n d  yen  im m ed ia te ly , and by a n o th e r  th o u sa n d  yen  

two m onths l a t e r ,  when th e  c i t y ,a llo w a n c e s  f o r  m a rr ie d  men 

were r a i s e d .  So he p ro b a b ly  g a in e d  more from  h i s  m a rr ia g e  th a n  

h i s  p ro m o tio n .
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B. The bonus

The company p a id  o u t bonuses tw ice  a  y e a r ,  i n  December 

and l a t e  Ju n e . Each November th e r e  were n e g o t i a t io n s  w ith  th e  u n io n  

o v e r th e  s iz e  o f th e  bonus to  be p a id  a t  th e  end o f  t h a t  y e a r  and 

th e  m idd le  o f th e  n e x t .  A f te r  th e  end o f th e  n e g o t i a t i o n s  th e r e  

was a  month o f  f u r io u s  work f o r  th e  la b o u r  d e p a rtm e n t, w hich n o t 

o n ly  had to  c a lc u la t e  and pay  each  in d iv id u a l  bonus b e fo re  

th e  ^ew Year h o l id a y , b u t  a ls o  had to  a l l o c a t e  new ra n k s  and 

g ra d e s , and work on th e  g e n e ra l  in c r e a s e  in  m onth ly  w ages, o r 

’base  u p ’ w hich to o k  p la c e  a t  th e  same tim e . Though th e  p ro p o r t io n  

o f  a n n u a l re m u n e ra tio n  p a id  o u t in  th e  form  o f bonuses was low er 

a t  Marumaru th a n  a t  some com panies, i t  was s t i l l  a  s u b s t a n t i a l  

p a r t  o f th e  t o t a l .  In  1970 th e  t o t a l  bonus was e q u iv a le n t  to  

f i v e  and h a l f  m on ths’ pay  p e r  h ead j in  1971 t th e  bonus r o s e  to  

s ix  and a  h a l f  m onths. The average an n u a l bonuses o v e r r e c e n t  

y e a rs  had b een :

T ab le  V 6 

In  th e  company y e a r  en d in g  in :

1970 1969 1968 1967 1966 1965 1964

F u l l  company .members:

M arried  239 108 130 95 81 65 60

U nm arried I 64 130 109 75 61 48 44

P r o b a t io n e r s :  h ig h  and m idd le  sc h o o l g ra d u a te s  w i th in  t h e i r
f i r s t  y e a r .

M arried  202 160 94 65 51 39 37

U nm arried 123 100 89 60 46 38 36
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Even though  i t  was th o u g h t t h a t  a l l  w orkers had a  r i g h t  to  r e c e iv e  

a  bonus (and in d eed  th e  s i z e  o f  th e  bonus was a  m a t te r  f o r  b a rg a in in g )  

s t i l l  th e  a c tu a l  amount o f  m oney  p a id  to  each  em ployee was supposed to  be in  

p r o p o r t io n  to  h i s  e f f o r t s  and ach iev em en ts  over th e  p re v io u s  y e a r .

The p ro c e s s  o f  o & lc u la tin g  in d iv id u a l  bonuses was in v o lv e d  and a rd u o u s , 

in v o lv in g  th e  m ost tim e  consum ing work t h a t  th e  la b o u r  d ep a rtm en t 

had to  do . The d i r e c to r s  announced th e  bonus f o r  th e  com ing y e a r  

a s  a  m u l t ip le  o f  th e  m onth ly  s a l a r y .  T h is was th e  norm from  w hich 

in d iv id u a l  bonuses were rec k o n e d . S h o r t ly  a f t e r  th e  a v e ra g e  bonus was 

announced th e  la b o u r  d ep a rtm en t d i s t r i b u t e d  a  ’ s e l f  e x a m in a tio n  s h e e t 1 

to  e v e ry  em ployee.

The s e l f  e x a m in a tio n  s h e e t  c o n s is te d  c h ie f ly  o f  a  l i s t  o f  

q u e s tio n s  i n v e s t i g a t i n g  th e  em ployee’ s a t t r i b u t e s  and p o t e n t i a l i t i e s .

The q u e s t io n s  were e n te re d  u n d e r th e  h e a d in g  o f :  ’a t t i t u d e  to  w ork’ , 

'c o m p re h e n s io n ', ’know ledge’ , ’a b i l i t y  to  c o - o p e r a te ’ , ’ se n se  o f 

r e s p o n s i b i l i t y 1, ’p o s i t i v e n e s s ' ,  ’ c a p a c i ty  f o r  e x e c u tio n ', 'd i s c r i m i n a t i o n ',  

’s k i l l  and e x p e r ie n c e ',  ’com m unication’ , ' l e a d e r s h i p 1, and ’g e n e ra l  

p e rfo rm a n c e ' -  th e  p r o p o r t io n  among th e s e  o f r a t h e r  a b s t r a c t  

c a te g o r ie s  sh o u ld  be n o te d . In  each  o f  th e  tw e lv e  o r so s u b je c t  

s e c t io n s  -  th e  form s d i f f e r e d  s l i g h t l y  a c c o rd in g  to  th e  ra n k  o f th e  

employee -  th e r e  w ere f o u r  o r  f i v e  q u e s t io n s .  The f i r s t  q u e s tio n  would 

a s k  w h e th er th e  em ployee e x c e l le d  in  t h a t  d e p a rtm e n t, th e  second 

w h e th e r he was good, th e  t h i r d  w h e th er he was a v e ra g e , and so on:

Sense o f  R e s p o n s ib i l i ty  1 2  3

a .  The em ployee works a s  h a rd  a s  p o s s ib le  w ith  an
, o u ts ta n d in g  se n se  o f  r e s p o n s i b i l i t y .  a  a  a

b . The em ployee has a  s t r o n g  se n se  o f r e s p o n s i b i l i t y
and works w ith  a  w i l l .  b  b b

c .  The em ployee does h i s  work r e s p o n s ib ly  f o r  th e
m ost p a r t .  c c c
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The em ployee answ ered  th e s e  q u e s tio n s  by r in g in g  th e  

a p p ro p r ia te  l e t t e r  i n  th e  f i r s t  colum n, *cr f o r  exam ple, i f  he Thought 

h i s  s e n se  o f  r e s p o n s i b i l i t y  was a v e ra g e . When he  had  m arked 

h im s e lf  i n  each  s e c t io n  he handed  th e  s h e e t  t o  h i s  im m ediate  

s u p e r io r ,  who was supposed  t o  mark h i s  o p in io n  o f  th e  em ployee 

u s in g  th e  same m ethod, t h i s  t im e  r in g in g  th e  l e t t e r s  I n  th e  

second  colum n. The im m ediate s u p e r io r  was a ls o  supposed  t o  d is c u s s  

h i s  a sse ssm e n t o f  th e  em ployee w ith  th e  em ployee h im s e lf ,  b u t  i n  

p r a c t i c e  t h e r e  w ere many d e p a rtm e n ts  where t h i s  was n o t  don e . N ex t, 

th e  s h e e t  w ent t o  th e  d e p a rtm e n t head  o r  f a c to r y  m anager, who f i l l e d  

th e  t h i r d  colum n.

At th e  end o f  th e  s e l f  e x a m in a tio n  form  t h e r e  w ere a  number 

o f  q u e s tio n s  a d d re s s e d  t o  th e  d ep a rtm e n t h e a d . Was th e  man 

s u i t a b l e  f o r  p rom o tion?  Would i t  be b e t t e r  t o  move him t o  a n o th e r  

jo b ?  Had he u n d e r ta k e n  any k in d  o f  t r a i n i n g  d u r in g  th e  y e a r ,  and w hat 

was th e  r e s u l t ?  I n  th e  e ig h t  h u nd red  o r  so  form s f i l l e d  i n ,  i n  1970* 

th e s e  q u e s tio n s  had  b e e n  answ ered  i n  few er th a n  tw e n ty , and even  th e n  i t  

was u n l ik e ly  t h a t  th e  la b o u r  d e p a rtm e n t to o k  th e  t im e  t o  make much 

s tu d y  o f  them  a t  su ch  a bu sy  ju n c tu r e  •

Though ev eryone  knew t h a t  th e  s e l f - e x a m in a t io n  form  had  some 

b e a r in g  on th e  s i z e  o f  th e  b o n u s , a lm o st no one below  th e  ran k  o f

d e p a rtm e n t h ead  had  a  c l e a r  id e a  o f  how th e  bonus was c a lc u la te d

from  th e  r e s u l t s  o f  t h e  s e l f - e x a m in a t io n .  In  f a c t ,  o n ly  th e  t h i r d

column on th e  fo rm , t h a t  i n  w hich th e  d e p a rtm e n t head  had  n o te d  h i s

o p in io n , was ta k e n  in to  a c c o u n t. I n  th o s e  d e p a rtm e n ts  w here th e  

Im m ediate s u p e r io r  no lo n g e r  d is c u s s e d  th e  form  w ith  t h e  employee 

i n  q u e s t io n ,  t h e r e f o r e ,  t h e r e  seemed t o  b e  l i t t l e  p o in t  i n
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h a v in g  th e  f i r s t  two columns f i l l e d  i n  a t  a l l .  F o r  e v e ry  *at ,

5c 4 o r  *d* r in g e d  by th e  d e p a rtm e n t head  th e  man r e c e iv e d  

a  c e r t a i n  number o f  p o i n t s . The p o in ts  were f i r s t  added and th e n  

a d ju s te d  so  t h a t  com parison  c o u ld  be  made betw een  p e o p le  o f  d i f f e r e n t  

ran k s  who had  t o  answ er d i f f e r e n t  numbers o f  q u e s t io n s .  The av erag e  

mark f o r  th e  w hole company was th e n  d e te rm in e d , and th e  em ployee was 

th e n  g iv e n  th e  p la c in g  A, B, C, D o r  E , a c c o rd in g  t o  how he d i f f e r e d  

from  th e  a v e ra g e . I n  p r a c t i c e  an  em ployee*s p la c in g  was n o t  alw ays 

In  s t r i c t  a c c o rd  w ith  t h e  number o f  p o in ts  he was aw arded , f o r  a f t e r  

th e  la b o u r  d e p a rtm e n t had  f in i s h e d  c a lc u la t in g  th e  number o f  p o i n t s ,  

a c o n fe re n c e  o f  d e p a rtm e n t heads was c a l l e d  I n  t o  e l im in a te  any 

anom alies  t h a t  m igh t have a p p e a re d .
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About 5$ o f  t h e  em ployees w ere g iv e n  th e  b e s t  and w o rs t  p l a c in g s ,

A and E, 15$ w ere g iv e n  B o r  D, and 60$ th e  a v e rag e  p la c in g ,  C.

The u n i t  u se d  i n  com puting  th e  bonus was th e  m on th ly  s a l a i y  l e s s  

th e  c i t y  a llo w a n c e . T h is  was m u l t ip l ie d  by  th e  number o f  months 

p r e v io u s ly  d e c id e d  a t  th e  u n io n  n e g o t i a t i o n s .  I n d iv id u a ls  th e n  

re c e iv e d  p e rc e n ta g e s  o f  t h e  a v e ra g e  bonus a c c o rd in g  t o  t h e i r  p la c in g :

A 115$ B 108$ C 100$ D 93$ E 85$

M ien a  man r e c e iv e d  h i s  bonus he  c o u ld  e a s i l y  c a l c u l a t e  h i s  

p la c in g  by  com paring  w hat he had  re c e iv e d  w ith  t h e  norm i n  te rm s  

o f  h i s  own m on th ly  pay* B ut th o s e  I n  th e  s ta n d a r d  ra n k s  above 

s u b - s e c t io n  h e a d , b e c a u se  th e y  w ere c o n s id e re d  t o  be  m anagers, 

o c c a s io n a l ly  had  a  few  te n s  o f  th o u sa n d s  o f  yen  c u t  o f f  t h e i r  bonuses 

b e c au se  t h e  company was f in d in g  i t -  d i f f i c u l t  t o  make ends m ee t. I f  

t h i s  h appened , as  i t  d id  e v e ry  t h r e e  o r  f o u r  y e a r s ,  th o s e  i n  th e  

s ta n d a r d  ra n k s  w ere u n a b le  t o  t e l l  from  th e  s i z e s  o f  t h e i r  bonuses 

w h e th e r  th e y  h ad  b e e n  w e l l  th o u g h t  o f  o r  n o t .

C* S e p a ra t io n  A llow ances

The bonus c o u ld  be th o u g h t  o f  as  a  d e f e r r e d  paym ent, p a r t  o f  w hich 

was made a t  th e  end o f  th e  y e a r ,  and p a r t  s i x  m onths l a t e r ,  h a l f  way 

th ro u g h  th e  n e x t  y e a r .  The s e p a r a t io n  a llo w a n c e , t o o ,  was a  d e f e r r e d  

w age, b u t  one p o s tp o n e d  f o r  r a t h e r  lo n g e r .  The co m p u ta tio n  o f  t h i s  

a llo w an ce  was a l i t t l e  c o m p lic a te d  and I  w i l l  n o t  t a k e  th e  tim e  to  

d e t a i l  i t .  The m ost im p o r ta n t  f e a t u r e  o f  th e  a llo w a n c e  was t h a t  

i t  was c a lc u la t e d  on one o f  two s c a l e s ,  one f o r  th o s e  who l e f t  on 

r e t i r e m e n t  a t  th e  p ro p e r  age ( t e i n e n ) ,  o r  a t  t h e  r e q u e s t  o f  th e  company;
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th e  o t h e r ,  and r a t h e r  lo w er s c a l e ,  was f o r  th o s e  who l e f t  t h e i r  

company a t  t h e i r  own r e q u e s t .  Women re c e iv e d  a  s e p a r a t i o n  a llo w an ce  

on th e  h ig h e r  s c a l e  n o t o n ly  a t  r e t i r e m e n t  h u t  a ls o  on m a rr ia g e  w hich 

was re g a rd e d  as t h e i r  n a t u r a l  f a t e .  I n  a l l  t h e s e  f e a t u r e s ,  th e  

s e p a r a t io n  a llo w an ce  a t  Marumaru was s im i l a r  t o  th o s e  i n  o th e r  com panies.

R e tire m e n t a t  th e  com pany's r e q u e s t  was n o t  t h e  same th in g  as 

d i s m is s a l .  I f  i t  was no lo n g e r  p o s s ib le  f o r  th e  company t o  employ 

someone on te rm s  b o th  t o  th e  com pany's ad v an tag e  and u n d e r  c o n d it io n s  

t h a t  th e  em ployee had  a  r i g h t  t o  e x p e c t ,  t h e  company m igh t a sh  him 

t o  r e t i r e  b e fo r e  h i s  t im e .  T here  had  i n  f a c t  b e e n  o n ly  a  few 

o c c a s io n s  i n  M arum aru 's h i s t o r y  when em ployees had  b e e n  asked  t o  

r e t i r e .  One a ro s e  when th e  company d e c id e d  t o  move some o f  t h e  m ain  

o f f i c e  d e p a rtm e n ts  from  c e n t r a l  Tokyo t o  t h e  c o u n try .  The young men 

o f  th e s e  d e p a rtm e n ts  w ere a l l  g o in g  t o  be reh o u se d  i n  company h o s t e l s ,  

b u t  no p r o v is io n  was made f o r  t h e  g i r l  w o rk e rs , who w ere a l l  l i v i n g  

a t  home i n  Tokyo. S in c e  i t  w ould have b een  u n re a s o n a b le  t o  a sk  them  

t o  move f i f t y  k i lo m e tr e s  i n to  th e  c o u n try  and f in d  t h e i r  own accom m odation, 

th e  company ask ed  them  t o  r e t i r e .

H ie s e p a r a t i o n  a llo w a n c e s  p a id  o u t  on b o th  s c a le s  grew g e o m e tr ic a l ly  

w ith  le n g th  o f  s e r v i c e .  A man who l e f t  th e  company a f t e r  a  y e a r  w ould 

r e c e iv e  o n ly  t e n  o r  tw e n ty  th o u sa n d  y en ; a  man who had  worked tw e n ty  

y e a rs  w ould r e c e iv e  s e v e r a l  m i l l i o n .  The d i f f e r e n c e  be tw een  th e  two 

s c a le s  was a lw ays l a r g e ,  th o u g h  i t  became r e l a t i v e l y  s m a l le r  th e  lo n g e r  

an em ployee had  s e rv e d .  L e t u s  ta k e  th e  exam ple o f  an  em ployee
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a p p ro a c h in g  f i f t e e n  y e a r s  s e r v ic e  w ith  th e  company, who had  re a c h e d  

o n ly  t h e  ra n k  o f  s e c t io n  head  and whose p ro s p e c ts  o f  f u r t h e r  p ro m o tio n  

ap p e are d  p o o r , even  th o u g h  h i s  c o n te m p o ra r ie s  w ere d e p u ty  h e a d s .

A t th e  age o f  40 he w ould he e a rn in g  a  m onth ly  s a l a r y  o f

85 .0 0 0  y e n . I f  he  w ere t o  r e t i r e  a t  t h e  r e q u e s t  o f  th e  company he 

would r e c e iv e  854 ,0 0 0  y e n , t e n  months* s a l a r y .  I f  h e  w a ite d  u n t i l  

he  had  done tw e n ty  y e a r s  o f  s e r v i c e ,  and th e n  l e f t  th e  company he 

w ould r e c e iv e  one m i l l i o n  yen  (assum ing  t h a t  h i s  p ay  re a c h e d  o n ly

100 .000  y en  a  m o n th .) I f  h e  r e t i r e d  a f t e r  tw e n ty  y e a rs  a t  th e  

com pany's i n s t i g a t i o n ,  he  w ould r e c e iv e  2 ,2 0 0 ,0 0 0  y e n . I f ,  as 

a  f i n a l  a l t e r n a t i v e ,  he  d e c id e d  t o  s ta y  on u n t i l  t h e  u s u a l  

r e t i r e m e n t  a g e , and assum ing  t h a t  he  th e n  re a c h e d  a  s a l a r y  o f

150 .000  y e n  he w ould r e c e iv e  a  p a r t i n g  p r e s e n t  o f  

5 ,568*000 y e n ; and i n  a d d i t io n  he  w ould he
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a u to m a t ic a l ly  re-em p loyed  a s  a  shoku taku  w orker a t  QOfo o f  h i s  s a la r y  

a s  a  f u l l  em ployee.

I t  cap he seen  how, l i k e  th e  p re v a le n c e  o f th e  age s e n i o r i t y  

system  in  Ja p an e se  in d u s t r y ,  th e  system  o f  s e p a r a t io n  a llo w a n c e s  worked to  

d isc o u ra g e  em ployees from r e s ig n in g  from  th e  company once th e y  had 

se rv e d  more th an  a  y e a r  o r  tw o. Only a t  th e  "beginning o f  a  man’ s 

c a r e e r  was t h e  l o s s  o f  s e p a r a t io n  a llo w an ce  sm a ll enough, and th e  

p r o s p e c ts  e lse w h e re  c h e e r f u l  enough, to  make i t  w o rth  h i s  w h ile  to  

le a v e .  I  m en tioned  in  an e a r l i e r  c h a p te r  t h a t  th e  company would o c c a s io n a l ly  

s u g g e s t  to  a  man th a tt  h i s  r e s ig n a t io n  would he in  e v e ry o n e ’s i n t e r e s t ,  a n d , 

rd h e r  th a n  sa c k  him o u t r i g h t ,  f o r c e  him o p t o f  th e  company hy  m oral 

p r e s s u r e .  I t  can he judged  how g r e a t  t h i s  m ora l p r e s s u r e  had to  he to  

cause  a  man to  subm it and in v o lv e  h im s e lf  th e  l o s s  o f  hund reds o f 

th o u san d s  o f yen a s  w e ll  a s  a  c a r e e r .

M arumaru’ s s e p a r a t io n  a llo w a n c e s  were n o t  g en ero u s hy th e  

s tan d ard s  o f th e  l a r g e s t  Jap an ese  com panies, a n d  th e y  w ere q u i te  

in a d e q u a te  to  g u a ra n te e  th e  l iv e l ih o o d  o f r e t i r e d  em ployees. A shop 

f l o o r  w orker who r e t i r e d  a t ‘f i f t y - f i v e  w ith  th r e e  o r  f o u r  m i l l io n  yen 

would n o t  have heen  a b le  to  a f f o r d  th e  house he would have needed to  

s h e l t e r  him a f t e r  he had l « f t  h i s  company lo d g in g s .  I t  would have 

heen  q u i te  im p o s s ib le  f o r  him to  l i v e  from  th en  u n t i l  th e  age o f s i x t y ,  

when he became p e n s io n a b le , w ith o u t w ork ing  -  and u s u a l ly  he to o k  up 

th e  a u to m a tic  o f f e r  to  c o n tin u e  on in  Marumaru a s  a  sh o k u ta k u .

Women had to  r e t i r e  e a r l i e r ,  a t  f o r t y - f i v e ,  and f o r  them th e  p o s i t i o n  

was even more d i s t r e s s i n g .  S in ce  Jap an ese  governm ent p e n s io n s  o n ly  

amount to  a  few  th o u san d  yen a  m onth,, i t  was n o t  s u p r i s in g  t h a t  m ost o f 

th e  o ld e r  em ployees were w o rrie d  ab o u t th e  f u tu r e .

The company was w e ll  aw are o f  th e  in ad eq u acy  o f th e  s e p a r a t io n  

a llo w an ce  h u t  i t  was n e v e r th le s s  r e l u c t a n t  to  in c r e a s e  i t .  Though 

Marumaru was s t i l l  o n ly  a  young company and th e r e  w ere o n ly  th r e e  o r
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f o u r  p e o p le  r e t i r i n g  e v e ry  year., th e  age s t r u c tu r e  o f  t h e  em ployees was 

ch a n g in g , and th e  company was grow ing o ld e r .  W ith in  t e n  o r  f i f t e e n  

y e a rs  t h e  e v e r  in c r e a s in g  numbers o f  r e c r u i t s  b ro u g h t i n  t e n  y e a rs  

e a r l i e r  w ould be  r e a c h in g  r e t i r e m e n t  age and i f  th e  company r a i s e d  

s e p a r a t io n  a llo w an ces  to o  h ig h , Marumaru w ould f in d  i t s e l f  p a y in g  o u t 

enormous sums i n  th e  f u t u r e .  I t  i s  n o t  uncommon f o r  s m a ll  Ja p a n e se  

f irm s  t o  go o u t o f  b u s in e s s  b e c a m e  th e y  a re  u n a b le  t o  m eet o b l ig a t io n s  

t o  t h e i r  a g e in g  em ployees -* th e s e  o b l ig a t io n s  n o t  b e in g  m ere ly  

s e p a r a t io n  a llo w a n c e s  b u t  a ls o  a g e -b a se d  s a l a r i e s .  ( B a llo n , 19&9# P 1&3)« 

Though Maiumaru was f a r  to o  f i r m ly  b a se d  f o r  su ch  a  c a ta s t r o p h e  t o  o c c u r , 

n e v e r th e le s s  t h e  company c o u ld  n o t a f f o r d  to  ig n o re  in e x o ra b le  

dem ographic  t e n d e n c ie s .

2 .  B e n e f i t s

T here  was a  m is c e lla n y  o f  ways i n  w hich Marumaru p ro v id e d  i t s  

em ployees w ith  b e n e f i t s  w h ich  d id  n o t in v o lv e ,  o r  o n ly  i n d i r e c t l y  

in v o lv e d  money. I t  was h a rd  t o  c l a s s i f y  th e s e  b e n e f i t s  r ig o r o u s ly  

b u t  th e y  c o u ld  be  c o n s id e re d  u n d e r  t h r e e  h e a d in g s .  The f i r s t  and 

s im p le s t  ty p e  o f  b e n e f i t  w ould b e  p a id  h o l id a y s ;  t h e  second  th e  

c o n c re te  ite m s  o f  company p ro v en a n c e !  work c lo th e s ,  p le a s u r e  t r i p s  

and above a l l  h o u s in g ; th e  t h i r d  w ould be  th e  u s e  p e rm i t te d  t o  company 

members o f  company a m e n itie s  and th e  company^s name.
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A P a id  h o l id a y s

Marumaru worked a  s ix  day week, b u t em ployees w ere a llo w e d  to  

ta k e  o f f  one S a tu rd a y  a  month, to  1 th in k  abou t th e  com pany ', hence th e  

term  'T h in k in g  H o lid ay * . A part from  Sundays t h e r e  were n in e  days o f  

n a t io n a l  h o l id a y s ,  and a  day , u s u a l ly  i n  th e  autum n, d e v o ted  to  th e  

company o u t in g .  The company w ould u s u a l ly  c lo s e  th e  f a c t o r i e s  f o r  

two o r  th r e e  days a f t e r  th e  m ost im p o r ta n t f e s t i v a l  o f  th e  y e a r ,  New 

Y e a r 's  Day, so t h a t  i t  w ould be f a i r  to  say  t h a t  th e r e  were two xjeeks 

o f  h o l id a y s  b e s id e s  th e  T h in k in g  H o lid a y s , s c a t t e r e d  o v e r th e  y e a r .

Em ployees a ls o  had an  a llo w an ce  o f  p a id  h o l id a y s  a c c o rd in g  to  

t h e i r  l e n g th  o f  s e r v i c e .  I n  1971 th e  a llo w a n c e s  were a s  fo llo w s :

Y ears s e r v ic e  1 2 3  4  3 6 7 8 9 10+

Days p a id  h o l id a y  9 9 9 10 13 16 17 18 19 20

I n  th e o r y ,  th e n ,  n e a r ly  everyone was a b le  to  ta k e  a  week o f f  i n  th e  

summer and go on h o l id a y .  I n  f a c t ,  how ever, o n ly  th e  more ju n io r  

p e o p le  to o k  o f f  t h e i r  f u l l  h o l id a y  a llo w a n c e , o r a n y th in g  l i k e  i t .  The 

more s e n io r  a  man w as, th e  l e s s  l i k e l y  he was to  spend  more th a n  a  day 

o r two away from  w ork. The m ora l p re s s u re  on someone i n  th e  s ta n d a rd  

r a n k s ,  and even  an  o rd in a ry  w o rk e r, to  w aive h i s  h o l id a y  a llo w an ce  was 

v e ry  g r e a t .  Some y e a rs  b e fo re  my a r r i v a l  a t  M arumaru, th e  company had 

p u b lis h e d  a  m anual o f  'W orkplace E t i q u e t t e ' ,  i n  w hich a  s e c t io n  was 

d ev o ted  to  ta k in g  le a v e .  T here was a s h o r t  in t r o d u c t io n  i n  w hich th e  

r i g h t  o f p e o p le  to  ta k e  h o l id a y s  was defended  a s  a  f e a tu r e  o f  modern 

dem ocracy; th e r e  th e n  fo llo w e d  two pages o f  p r o v is o s .  The employee 

who to o k  a  h o l id a y  had to  make s u re  he cau sed  no n u isa n c e  to  th e  company. 

He had  to  g iv e  p le n ty  o f  n o t i c e ,  and i t  would n o t do i f  he to o k  o f f  

tim e  d u r in g  a  busy  p e r io d .  On no acco u n t was he to  go on h o lid a y  

and le a v e  u n com ple ted  b u s in e s s .  Nor sh o u ld  he do a n y th in g  on h o lid a y  

t h a t  would d e t r a c t  from  h i s  a b i l i t y  to  work when he r e tu r n e d ;  he 

m ust n o t ,  f o r  exam ple, t r a v e l  a l l  n ig h t  on th e  l a s t  day o f  h i s
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h o lid a y  so  th a t  he was u n f i t  fo r  work in  th e  m orning. He must a lso  

th in k  o f  the e x tr a  work h is  h o lid a y  m ight cause h is  su p e r io r s , c o lle a g u e s  

and ju n io r s . I t  was n ot s u r p r is in g  th a t m ost em ployees succumbed and 

contented  th em selves w ith  two or th ree  days o f f  throughout the y ea r .

E x a c tly  the same compunction prevented people from ta k in g  even th e ir  

Thinking H olid ays; fo r  on Saturdays th ere  would he on ly  seven  men on 

a machine or in  a s e c t io n , in s te a d  o f e ig h t ,  hut th ere  would s t i l l  he 

e ig h t  p e o p le 's  work to .h e  done. Secure in  i t s  hold on i t s  em ployees 

c o n sc ie n c e s , th e  company was ah le  to  in c re a se  i t s  h o lid a y  a llow an ces  

w ithout hav ing  to  worry th a t  th ey  would he u sed .

B Company p r o v is io n s

J u st as Marumaru1s pay was n ot o u ts ta n d in g ly  la r g e  compared 

w ith  h ig g er  Japanese com panies, so i t s  o f fe r s  o f  f r e e  or d iscou n ted  

goods and s e r v ic e s  to  i t s  em ployees were n ot p a r t ic u la r ly  gen erou s.

I t  gave i t s  em ployees working c lo t h e s ,  cheap canteen  m ea ls, departm ental 

t r ip s  to  the s e a , rooms in  i t s  own v i l l a  a t  a h ot sp r in g  r e s o r t ,  f a c i l i t i e s  

fo r  h a s e h a ll  and other sp o r ts  (though on ly  in  some a r e a s ) ,  and ahove a l l ,  

hou sin g . V ir tu a lly  a l l  the unmarried men employed hy th e  company 

l iv e d  in  company h o s t e l s , and perhaps as many as a th ir d  o f th e  m arried  

men had company f l a t s  or h ou ses.

The u su a l r e n t in  company h ousing  or accommodation was f iv e  

thousand yen a month. For t h is  b ach elors r e c e iv e d  a t in y  room, two 

meals a day and a share in  communal am en ities  which a t  two f a c t o r ie s  

extended as fa r  as a swimming p o o l, hut a t  Yokohama were e x tr a o r d in a r ily  

had. Married men were g iven  houses or f l a t s  worth four, or f i v e  tim es  

what th ey  paid fo r  them. N e v e r th e le ss , o ther la r g e  Japanese companies 

charged fa r  low er r e n ts  fo r  company h o u ses .

The a t t i tu d e s  hoth  o f  the company and the em ployees towards 

company h ou sin g  was am biva len t. The company reco g n ised  th e  need o f  

i t s  em ployees fo r  d ecen t hou sin g  w ith in  a reason ab le  d is ta n c e  o f work,
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and was w e ll  aw are t h a t  o th e r  Jap an ese  com panies p ro v id e d  a  h ig h e r  

p r o p o r t io n  o f  t h e i r  em ployees w ith  h o u s in g  th an  d id  Marumaru. l e t  

th e  company r e s e n te d  h a v in g  to  spend la r g e  sums o f  c a p i t a l  on h o u s in g .

On one o c c a s io n  th e  la b o u r  d i r e c t o r  rem arked to  th e  u n io n  t h a t  Marumaru 

was n o t  in  th e  h o u s in g  b u s in e s s ,  and t h a t  i t  would be f a r  b e t t e r  n o t  

o n ly  f o r  th e  company b u t  a ls o  f o r  th e  em ployees th em se lv e s  i f  em ployees 

bough t t h e i r  own houses in  in s ta lm e n ts .  Not o n ly  w ere M arumaru1 s 

wages to o  low , and th e  p r ic e  o f la n d  to o  h ig h , f o r  t h i s  to  be p o s s ib le ,  

b u t  th e r e  was a ls o  th e  p rob lem  o f  s t a f f  t r a n s f e r s .  And though th e  

em ployees would o f te n  com palin  t h a t  th e r e  were n o t  enough company 

h o u se s , a t  th e  same tim e th e y  showed e v e ry  s ig n  o f  r e lu c ta n c e  to  go in to  

company h o u s in g  and p a r t i c u l a r l y  b lo c k s  o f  company f l a t s .  Though th e  

h o u s in g  s ta n d a rd s  w ere f a r  b e t t e r  th an  a n y th in g  th e y  co u ld  have a f fo rd e d  

w ith o u t th e  com pany's h e lp ,  and though  th e  p ro v is io n  o f company h o u s in g  

was w o rth  f i f t e e n  o r  tw en ty  thousand  yen a  m onth in  w ages, n e v e r th e le s s  

b e in g  housed bjr th e  company m eant lo s s  o f freedom  and p r iv a c y  and th e  

encroachm ent o f  th e  company upon home l i f e .

In  p a y in g  money w ages, Marumaru seemed to  ta k e  g r e a t  c a re  to  be 

a s  e q u i ta b le  a s  p o s s ib le ,  d i s t r i b u t i n g  bonuses and a llo w a n c e s  w ith  

sc ru p u lo u s  p r e c i s io n .  In d ee d , i t  cou ld  have been  s a id  t h a t  Marumaru 

was o v e r - e q u i ta b le  i n  p a y in g  w ages, com pensating  a l i k e  th o se  who w ere 

a t  a  d isa d v a n ta g e  and th o s e  who were n o t .  I n ^ a p p o r t io n in g  h o u se s , 

how ever, Marumaru seemed to  lo s e  i t s  se n se  o f  f a i r n e s s ;  some em ployees 

cou ld  r e c e iv e  a  house  a lm o s t f o r t u i t o u s l y ,  b e cau se  th e y  happened to  

be in v o lv e d  in  a  s e t  o f  t r a n s f e r s .  O th e rs , who w ere n o t  a s s ig n e d  

company hou ses  and had in s te a d  to  pay  m arke t r a t e s  o b ta in e d  no 

com pensation  a t  a l l .  The r e a l  e a rn in g s  o f men o f e q u a l ra n k  and ag e , 

and even e q u a l m e r i t  i n  th e  e s t im a t io n  o f th e  company, co u ld  th e n  be
. i

v e ry  d i f f e r e n t .
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C Shayo

There i s  an e x p re s s io n  in  J a p a n e se , 1sh ayozoku1, th e  a r i s t o c r a t s  

( zoku) on company b u s in e s s  (sh a y o ) .can have th e  s t r a ig h t f o r w a r d  m eaning 

o f  ' company b u s in e s s  *, b u t  i t  i s  o f te n  employed in  an i r o n i c  se n se  to  

d e n o te  th e  s o r t  o f  company b u s in e s s  t h a t  r e q u i r e s  th e  company to  buy 

i t s  em ployees m eals  in  ex p e n siv e  r e s t a u r a n t s ,  f i r s t  c l a s s  s e a t s  on t r a i n s ,  

and so on. T h is  t h i r d  form  o f  b e n e f i t s ,  th e n , r e s u l t e d  from  th e  

com pany's p e r m i t t in g  em ployees to  make u se  o f i t s  name, i t s  w e a lth , 

and i t s  c o n n e c tio n s  in  t h e i r  s e r v i c e .  I  have s a id  ’p e r m i t t in g 1 b u t  th e  

word s u g g e s ts  t h a t  th e  company was in  some s e n se  p a t r o n iz in g  i t s  members. 

In  f a c t ,  th e  p r i n c i p l e  t h a t  j u s t i f i e d  shayo was more t h a t  th e  i n t e r e s t s  

o f i n d iv id u a l  and company w ere so a l i k e  t h a t  i t  was o n ly  re a s o n a b le  

t h a t  in  p u r s u i t  o f  th o se  i n t e r e s t s  a^man sho u ld  make u se  o f  th e  

a d v a n ta g e s  company m em bership cou ld  o f f e r  him .

The more s e n io r  'a man was th e  more c lo s e ly  he was a s s o c ia te d  w ith  

th e  company and th e  g r e a t e r  h i s  i m p l i c i t  r i g h t  to  u se  company f a c i l i t i e s  

f o r  h i s  own p e r s o n a l  en d s . Not o n ly  d id  d i r e c t o r s  have generous 

expense a c c o u n ts  and o th e r  i n d i r e c t  f i n a n c i a l  b e n e f i t s ;  i t  was a l s o  

c o n s id e re d  a c c e p ta b le  t h a t  th e y  employ t h e i r  s u b o rd in a te s  on t h e i r  

p r iv a t e  b u s in e s s .  When th e  m o ther o f a  d i r e c t o r  d ie d ,  s i x  o r  seven  

o f  th e  men and women in  th e  d e p a rtm e n t in  h i s  c h a rg e  w ere p re s s e d  in to  

s e r v ic e  a s  u s h e rs  a t  th e  wake and th e  f u n e r a l  and so l o s t  to  th e  

company f o r  a  day and a  h a l f .  The f u n e r a l  i t s e l f  was a  s p e c ta c u la r  

d e m o n s tra tio n  o f  t i e  u n i ty  o f  a  m an 's p u b l ic  and p r iv a t e  l i f e .  Most 

o f  th e  m ourners w ere Marumaru members and r e p r e s e n t a t i v e s  o f  o th e r  

com panies ( th e  d i r e c t o r  had d e a lin g s  w ith  many o f M arum aru 's s u p p l i e r s )  

and none o f  them had e v e r  m et th e  dead woman. They had tak e n  h a l f  

a  w ork ing  day  to  c ro s s  Tokyo and pay  t h e i r  r e s p e c ts  to  th e  d i r e c t o r .

Even r e l a t i v e l y  ju n io r  em ployees p e rm itte d  th em se lv e s  to  make use  

o f  th e  company. Anyone who w anted to  s t a r t  a  c lu b  o r  c a r r y  o u t a
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p r o je c t  w ould go a lo n g  to  th e  la b o u r  s e c t io n  and  a sk  f o r  a  cash, 

g r a n t .  The f a c to r y  bus seemed to  be a t  th e  d i s p o s a l  o f  g ro u p s and 

p a r t i e s  who w anted  to  make an  e x p e d it io n  o u ts id e  w orking  h o u rs , And 

I  was c o n t in u a l ly  im p re sse d  by th e  way th e  ju n io r  em ployees made over 

to  me, w ith o u t a u t h o r i t y ,  company p ro p e r ty  and a m e n i t ie s .  The am ounts 

o f  money in v o lv e d  i n  shayo a t  th e  lo w e s t l e v e l s  were s m a l l ,  b u t  th e  

p r in c i p l e  was th e  same a s  t h a t  a p p lie d  to  th e  d i r e c t o r  expense a c c o u n ts , 

t h a t  th e  company was e v e ry o n e 's  s e rv a n ts  a s  w e ll  a s  t h e i r  m a s te r .

b Pay and th e  p r in c i p l e s  o f  o r g a n is a t io n

As we have s e e n , th e  s ta n d a rd  ra n k s  and g ra d e s  were o f

c o n s id e ra b le  im p o rtan ce  i n  th e  c a lc u la t io n  o f  s a l a r i e s .  I n  th e  l a s t

c h a p te r  1 n o te d  how th e  s ta n d a rd  ran k s  system  h e lp e d  to  l e s s e n

d i s t i n c t i o n s  t h a t  m ight have a r i s e n  betw een d i f f e r e n t  c a te g o r ie s  o f

em p loyees. I n  t h i s  s e c t io n  I  s h a l  show how th e  pay  system  had  a

s im i la r  e f f e c t .  We a ls o  saw from  th e  l a s t  c h a p te r  how p rom otion

th ro u g h  th e  s ta n d a rd  ra n k s  was d e te rm in ed  l a r g e l y  by age and l e n g th

o f  s e r v i c e ,  b u t  o c c a s io n a l ly  by m e r i t .  I n  t h i s  s e c t i o n  I  s h a l l  be

c o n s id e r in g  how f a r  each  o f  th e s e  two c r i t e r i a  a f f e c te d  p a y .

A ll  em ployees, i n  w hatever f a c to r y  th e y  w orked, w h atever job  th e y

d id ,  and w h a tev er ra n k  th e y  h e ld  -  from  th e  m ost ju n io r  shop f lo o r

w orker o r  o f f i c e  c le a n e r  to  f a c to r y  m anagers and  d e p a r tm e n ta l  h e a d s ,

r e c e iv e d  t h e i r  pay a c c o rd in g  to  th e  same pay  s c a l e s ,  on th e  same day,

i n  i d e n t i c a l  wage p a c k e ts  c o n ta in in g  th e  same c o m p u te rise d  pay s l i p s .

The com parison  w ith  th e  p r a c t i c e s  o f  a  B r i t i s h  company, d i s t r i b u t i n g

pay i n  th e  d i s t i n c t i v e  form s o f  s a la r y  and w ages, w ith  d i f f e r e n t  system s

o f  pay f o r  d i f f e r e n t  jo b s ,  and , no d o u b t, l a r g e  r e g io n a l  v a r i a t i o n s ,  

was an  e x p re s s io n  o f  t h e i r  common s t a t u s  a s  members o f  th e  company„
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The f a c t  t h a t  h o th  m anagers ( s u b - s e c t io n  h ead s  and above) 

and n o n -m a n a g e r ia l em ployees were on th e  same s c a l e ,  n a t u r a l l y  

d im in ish e d  th e  s ig n i f ic a n c e  o f th e  d i s t i n c t i o n  betw een th e  two 

c a te g o r ie s  o f  em ployee. The non-managem ent em ployees were a l l  

members o f  th e  company u n io n . When th e  u n ion  won a  r i s e  f o r  i t s  

members, th e  in c r e a s e  i n  s a l a r i e s  to o k  th e  form  o f  a  p e rc e n ta g e  

in c r e a s e  i n  th e  r a t e s  o f  b ase  pay f o r  each  a g e , and in  th e  work and 

a b i l i t y  paym ents f o r  each  g rad e  and s t e p .  These i n c r e a s e s ,  how ever, 

b e n e f i t t e d  m anagers a s  much a s  u n io n  members -  even though  th e  jo b  

o f th e  m anagers d u r in g  th e  wage n e g o t ia t io n s  was u s u a l ly  to  oppose th e  

u n io n ’s demands and p re v e n t  l a r g e  wage in c r e a s e s .

The o n ly  a c co u n t tak e n  by th e  pay system  o f  th e  d i s t i n c t i o n  

betw een m anagers and non-m anagers worked to  th e  d isa d v a n ta g e  o f th e  

fo rm e r. M anagers were g iv en  no o v e rtim e . The m id d le  m anagers, th e  

d e p a rtm e n t-h e a d s  and d ep u ty  h e a d s , r e c e iv e d  h ig h  enough r e s p o n s i b i l i t y  

a llo w a n c e s  and work and a b i l i t y  paym ents to  com pensate them f o r  t h i s ;  

b u t  th e  lo w er m anagers, and e s p e c i a l l y  th e  s u b - s e c t io n  h ead s  s u f f e r e d  

in  com parison  w ith  th e  team  h e a d s , who, though  th e y  were in  th e  s ta n d a rd  

ran k s  w ere n o t  m anagers . S u b -s e c t io n  heads were o f te n  r e s e n t f u l  o f 

t h e i r  f i n a n c i a l  p l i g h t ,  and c e r t a i n l y  th e  a rran g em en t was ha rd  on 

them; b u t  th e  f a c t  t h a t  th e  m ost ju n io r  m anagers w ere c e r t a i n l y  no 

b e t t e r  o f f ,  and u s u a l ly  r a t h e r  w orse o f f ,  th a n  t h e i r  s u b o rd in a te s  may 

w e ll  have h e lp e d  f o s t e r  good r e l a t i o n s  betw een th e s e  f i r s t  l i n e  

s u p e rv is o r s  and th e  men th e y  were i n  charge  o f .  I  h e a rd  many o rd in a ry  

em ployees e x p re s s  sym pathy f o r  th e  s u b - s e c t io n  h ead s  above them , and 

rem ark  how b a d ly  th e  company t r e a t e d  them .

The pay  sy stem  a p p lie d  o n ly  to  em ployees, so t h a t ,  u n l ik e  th e  

s ta n d a rd  r a n k  sy s tem , i t  d id  n o t  b r id g e  th e  d iv i s io n  betw een d i r e c to r s  

and em ployees. An employee who was a p p o in te d  to  th e  board  re s ig n e d  

from  th e  employ o f  th e  company, to o k  h i s  s e p a r a t io n  a llo w a n c e , and
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t h e r e a f t e r  re c e iv e d  a  f e e  in s te a d  o f  a  s a la r y ,  even tho u g h  he m igh t w e ll  

c o n tin u e  to  do th e  same jo b  a s  b e fo r e .  T h is  f e e  was n o t ,  how ever, v e ry  

much l a r g e r  th a n  h i s  p re v io u s  s a l a r y  w as. When I  asked  em ployees f o r  

t h e i r  o p in io n s  on d i r e c t o r s '  f e e s  I  was u s u a l ly  to ld  t h a t  th e y  w ere low , 

j u s t  l i k e  s a l a r i e s ,  and t h a t  a  d ep a rtm en t head d i r e c t o r  a t  Marumaru 

re c e iv e d  o n ly  th e  same re g a rd  a s  a  d e p u ty  head in  a  l a r g e r  company.

We come now to  th e  second p a r t  o f  t h i s  s e c t io n ,  th e  ex am in a tio n  o f  

how age and m e r i t  w ere rew arded  in  th e  pay sy s tem . B efo re  1965>

Marumaru had had a  pay system  u n d e r w hich wages w ere p a id  a lm o s t e n t i r e l y  

a c c o rd in g  to  a g e , and Marumaru, in  common w ith  a  num ber o f  o th e r  

com panies a t  a b o u t th e  same tim e  (S a k u ra b a y a sh i, 1966, P 92) had 

in tro d u c e d  th e  work and a b i l i t y  r a t i n g s  p a r t l y  i n  o r d e r  to  a llo w  m e r i t  

to  be re c o g n iz e d  in  s a l a r i e s .  Even though , a s  1 s u g g e s te d  in  th e  l a s t  

c h a p te r ,  em ployees a t  Marumaru c la im ed  w i l l in g n e s s  to  be p a id  a c c o rd in g  

to  t h e i r  m e r i t s ,  i n  p r a c t i c e  th e  company was r i g h t l y  c a u t io u s  o f 

in t r o d u c in g  to o  th o ro u g h  a  m e r i to c ra c y .

The e a r l i e s t  in ta k e  o f  r e c r u i t s  from  whose s a l a r i e s  th e  w ork ing  o f 

th e  new pay  sy stem  co u ld  c o n v e n ie n tly  be judged  was t h a t  o f  1964*

I  g iv e  below  th e  t o t a l  a n n u a l s a l a r i e s  f o r  1970 f o r  th e  te n  g r a d u a te s ,  

s i x  o f them m a r r ie d , who had e n te re d  th e  company d u r in g  t h a t  y e a r .

TABLE V. 7

No M onthly wage o f  w hich Bonus p la c in g  Bonus T o ta l  E f f ic ie n c y
x 12 work and w in te r / s p r in g  ( t o t a l )  A nnual R e la te d

a b i l i t y  _______________   P ay_____ Pay

M arried

1
2
3
4
5
6

730
712ioo
675
675
682

Average 696

342 AA 268 997 610
330 BB 256 968 586
318 AB 250 950 568
284 BB 245 920 539
306 BO 238 • 913 544
294 DD 214 895 504

312 245 941 559

000 yen
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TABLE V. 7 (c o n tin u e d )

U nm arried

1 636 318 CC 212 845 530
2 621 306 CC 215 836 521
3 613 303 BB 212 825 515
4 621 306 BO 202 823 508

A verage 623 310 210 833 519

The f ig u r e s  show t h a t  th e r e  were d i f f e r e n c e s  o f  t o t a l  pay  "between 

men in  th e  same y e a r ,  and t h a t  th e  d i f f e r e n c e s  w ere due to  d i f f e r e n c e s  

in  th o se  ite m s  o f paym ent w hich w ere c a lc u la te d ,  in  p a r t  a t  l e a s t ,  on 

th e  "basis o f  e f f i c i e n c y  : th e  work and a b i l i t y  paym ent, and th e  bon u s.

The d i f f e r e n c e s  in  th e  e f f i c i e n c y  paym ents were in  tu r n  a s s o c ia te d  w ith  

m e r i t ,  o r  a t  l e a s t  w ith  how m e r i t  was p e rc e iv e d  by a  m an’s s u p e r io r s .  

M oreover g o s s ip  and c a s u a l  c o n v e rs a tio n  among th e  te n  p e o p le  concerned  

gave me th e  im p re ss io n  t h a t  th e  b e s t  p a id  members o f  th e  in ta k e  were 

g e n e r a l ly  c o n s id e re d  th e  m ost a b le  and th o se  who made th e  g r e a t e s t  

c o n t r ib u t io n  to  th e  company.

On th e  o th e r  hand i t  cou ld  be a rgued  t h a t  th e s e  d i f f e r e n c e s  in  pay 

a f t e r  s i x  y e a r s  work were n u g a to ry . The h ig h e s t  p a id  m a rrie d  g ra d u a te  

o n ly  ea rn ed  a  s a l a r y  o f  9*3$ l a r g e r  th a n  th e  lo w e s t  p a id ,  a  m inu te  

rew ard  f o r  th e  d i f f e r e n c e s  i n  e f f o r t  and a b i l i t y  t h a t  m ust have 

ap p eared  betw een th e  members o f th e  in ta k e  o v e r th e  p e r io d .  The rew ard  

f o r  a b i l i t y  w as, a t  t h i s  l e v e l  a t  l e a s t ,  r a t h e r  s m a l le r  th a n  th e  

m a rr ia g e  a llo w a n c e , though  th e  second unm arried  g ra d u a te  d id  a c h ie v e  

a  l a r g e r  bonus th a n  th e  s i x t h  m arrie d  g ra d u a te , and w ith  a  v e ry  o rd in a ry  

bonus r a t i n g .  The h ig h  and m idd le  sc h o o l in ta k e s  o f th e  same y e a r  

showed even l e s s  v a r i a t i o n  w ith  pay . The f i v e  u n m arried  m idd le  s c h o o l 

e n t r a n t s ,  f o r  exam ple, w e re .p a id  more n e a r ly  s im i l a r  wages in  1970 , 

a f t e r  f i v e  y e a r s  o f g ra d in g , th a n  th e y  had been  p a id  a t  th e  b e g in n in g  

o f  t h e i r  c a r e e r s , b e fo re  th e  g rad e s  were a p p lie d  to  them  :
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TABLE Y. 8

M onthly s a la r y ,  *000 yen 

1964 1970

M iddle s c h o o l e n t r a n ts

1 13.7 37.5
2 1 1 .9  3 7 .5

3 1 1 .9  3 7 .5
4 1 3 .8  37-2

5 1 3 .8  3 7 .2

One m ig h t a ls o  wonder a t  th e  c o n t r a s t  betw een th e  c o m p lex ity  

o f th e  system  and th e  u n i fo r m i ty  o f th e  pay r a t e s  i t  produced,, a t  

th e  enormous e f f o r t  r e q u i r e d  to  make such  sm a ll d i s t i n c t i o n s .  F o r n o t  

o n ly  was th e  pay  o f  th o se  o f  th e  same a g e , e d u c a tio n  and m a r i t a l  s t a t e  

s u b s t a n t i a l l y  th e  same; i t  even app eared  t h a t  th o se  o f  d i f f e r e n t  

e d u c a t io n a l  l e v e l s ,  p ro v id e d  th e y  w ere o f  th e  same age and m a r i ta l  

s t a t u s ,  w ere s i m i l a r l y  rew ard ed .

TABLE V. 9

M onthly  pay , '000  yen  

M arried  g r a d u a te s ,  1964 in ta k e  M arried  H igh  S ch o o l, i 960 in ta k e

1 6 0 .8 1 6 7 .0

2 5 9 .3 2 62 .7

3 58 .3 3 61 .7

4 5 6 .8 4 6 0 .9

5 5 6 .3
6 58 .3

A verage 5 8 .0  63 .1

In  t im e , how ever, a s  th e  g ra d u a te s  went on to  th e  d e p u ty  head ra n k  and 

th e  n o n -g ra d u a te s  ~ o r m ost o f them a t  l e a s t  -  s ta y e d  a s  s e c t io n  h e a d s , 

s i g n i f i c a n t  pay  d i f f e r e n c e s  would a p p e a r  betw een th e  two g ro u p s .

The o n ly  g ra d u a te  y e a r  c la s s e s  where th e r e  w ere c o n s id e ra b le
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v a r i a t i o n s  i n  s a l a r i e s  were th o se  w hich c o n ta in e d  one o r o th e r  o f th e  

f o u r  men on th e  p ro d u c tio n  s id e  who had been s e le c te d  f o r  p a r t i c u l a r l y  

r a p id  p ro m o tio n . The 1956 g ra d u a te  in ta k e  c o n ta in e d  one o f  th e s e  men, 

* B ', an d  I  g iv e  helow  th e  d e t a i l s  o f t h a t  in ta k e  an d , f o r  th e  sake  

o f com parison , o f th e  two in ta k e s  w hich fo llo w e d  i t .

TABLE. V. 10

1958

No
*000 yen

S ta n d a rd  Rank, 1970 M onthly
Wage 1964

S e c tio n  Head 4 1 .1

41 .5
5 9 .0

56 .3

M onthly  Wage, 1970 
W ork/ ■ R espon- 
A b i l i t y  s i b i l i t y

4 1 .8

4 1 .8

3 7 .3

37-3

10
10
10
10

T o ta l

86.1
86.0
81 .1

8 1 .1

1957 1 D eputy Head 48.0
41.8
4 1 .8

5 2 .0

46.0
4 4 .0

15

15

15

103-0
96.0
93*0

1956 I B  P la n t  M anager

2 D eputy  Head

3 S e c tio n  Head

47*0

48.0
4 1 .0

5 2 .0

5 2 .0

4 1 .0

25

15
10

111. 7 
103.6 
85.0

The men in  th e  1958 and 1957 in ta k e s  s t i l l  r e c e iv e d  s im i la r  

s a l a r i e s  a f t e r  tw e lv e  and t h i r t e e n  y e a r s 1 s e r v i c e .  Though t h e i r  r e l a t i v e  

p o s i t io n s  had been th e  same in  1964 a s  th e y  w ere in  1970, i n  th e  

i n te r v e n in g  y e a r s  one o r  o th e r  o f th e  men had g a in e d  a  sm a ll in c r e a s e  in  

s a la r y  and ap p eared  to  move ahead o f  h i s  c o l le a g u e s ,  o n ly  to  f a l l  back 

in to  l i n e  a g a in . Only in  th e  1956 in ta k e  had r e a l  d i f f e r e n c e s  in  

s a l a r y  begun to  a p p e a r . B e s id es  ’B! and in  c o n t r a s t  w ith  him , th e  

in ta k e  c o n ta in e d  in  Ho. 3 , th e  o ld e s t  s e c t io n  head in  th e  company, a  

man who ap p eared  to  have f a l l e n  two y e a rs  b eh ind  th e  a v e ra g e  o f  h is  

c o l le a g u e s .  Between th e s e  two men th e r e  was a  pay  d i f f e r e n c e  o f  more
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th a n  26 ,000  yen a  m onth; t h e i r  a n n u a l s a l a r i e s ,  in c lu d in g  th e  b o n u ses , 

would p ro b a b ly  have d i f f e r e d  by a s  much a s  h a l f  th e  s a l a r y  o f th e  

s e c t io n  h ead . Between th e  p l a n t  m anager and th e  d e p u ty  head , how ever, 

th e r e  was o n ly  a  sm a ll d i f f e r e n c e  in  s a la r y ,  and no d i f f e r e n c e  a t  a l l  

in  work and a b i l i t y  paym ent.

I t  was e v id e n t  t h a t  j u s t  a s  Marumaru was p ro m o tin g  a l l  b u t  a  

h a n d fu l o f  men th ro u g h  th e  f s ta n d a rd  ra n k s  by a g e , so i t  was in  e f f e c t  

a l s o  p a y in g  i t s  em ployees by a g e . I t  was enab led  to  do so  by th e  

f l e x i b i l i t y  o f th e  work and a b i l i t y  r a t i n g s ,  w hich a llo w ed  th e  company 

to  g iv e  th e  im p re ss io n  t h a t  m e r i t  was b e in g  c a r e f u l l y  m easured and 

g e n e ro u s ly  rew arded  -  and w hich no doub t a c t u a l l y  were u se d , in  one 

o r  two in s t a n c e s ,  to  in c r e a s e  th e  pay o f  an o u ts ta n d in g  w orker -  

w h ile  a t  th e  same tim e a llo w in g  th e  company to  c o n tin u e  to  p ro v id e  v e ry  

s im i la r  wages f o r  a l l  th e  members o f an in ta k e  lo n g  a f t e r  t h e i r  

d i f f e r e n t  c a p a b i l i t i e s  had become known, ( c f  C o le , 1971 P»90)

o The pay  system  and th e  la b o u r  sh o r ta g e

So f a r  I  have been  t a l k in g  ab o u t how th e  c o n d i t io n s  in s id e  Marumaru

in f lu e n c e d  th e  pay  sy stem  and were a f f e c te d  by i t ;  b u t  th e  pay system  was

a ls o  s u b je c t  to  th e  in f lu e n c e  o f  th e  la b o u r  m a rk e t, th e  c h ie f  c h a r a c t e r i s t i c  

• f  w hich , a s  I  have a l r e a d y  m en tio n ed , was th e  in c r e a s in g ly  a c u te  

s h o r ta g e  o f  young p e o p le .
T here have been many a c c o u n ts  o f  how, a s  a  r e s u l t  o f  th e  la b o  u r  

s h o r ta g e ,  wage r a t e s  f o r  o ld e r  w orkers have been r i s i n g  more s lo w ly  

th a n  th o se  f o r  younger w o rk e rs . A su rv e y  p u b lis h e d  by th e  Japan

I n s t i t u t e  o f  L abour (S a k u ra b a y a sh i, 1966, pp 5 6 -5 8 ) gave th e  av e rag e

*base u p 1 f o r  w orkers o f  d i f f e r e n t  ages in  288 com panies a s  fo llo w s :
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TABLE V. II 
R ate  o f  wage r i s e  f o r  tw en ty  y e a r  o ld s  = 100$

Age 15 18 30 40 50

Base up 1 3 6 .5 $  1 1 1 .0 $  8 0 .8 $  6 8 .8 $  6 0 .0 $

The 1971 Labour S t a t i s t i c s  o f thfe Jap an ese  M in is t r y  o f  Labour 

show how th e  d i f f e r e n c e  h as  narrow ed betw een th e  pay  o f  younger and 

o ld e r  w orkers o v e r th e  y e a r s .

TABLE V. 12

F a c to r i e s  o f  o v e r  1000 w o rk e rs . Pay o f 20-24  y r  o ld s  = 100

1961 1964 1969

20-24  y r s 1 0 0 .0 1 0 0 .0 1 0 0 .0

25-29 y r s 147 .3 139 .5 1 3 9 .9

30-34 y r s 2 05 .0 188 .5 1 7 1 .2

35-39 y r s 245.9 218 .5 188 .9

40-49 y r s 285 .3 252 .5 217 .6

Because Marumaru was su ch  a  young company w ith  so  few  o ld e r  

w o rk e rs , and b e c a u s e , p e rh a p s , th e  company had had a d v a n ta g e s  i n  

r e c r u i t i n g  young w orkers  from  th e  p r e f e c tu r e  o f N -, th e r e  had been no 

s im i la r  com pression  o f th e  wage cu rve  w ith  a g e , a t  l e a s t  u n t i l  m id -1970* 

S t a r t i n g  s a l a r i e s  f o r  new e n t r a n ts  had on th e  whole in c re a s e d  r a t h e r  

more s lo w ly  th a n  a v e ra g e  s a l a r i e s .

TABLE V. 13 1964 = 100
1970

1964 1965 1966 1967 1968 1969 1970 sa la r y

S ta r t in g  : 

S cien ce  grads 100 104 111 121 137 156 180 38 ,000

A rts grads 100 104 112 122 139 159 184 37 ,000

High sch o o l 100 106 120 134 I 63 170 199 2 8 ,000

M iddle sc h o o l 100 107 116 130 153 165 190 23 ,000

Average
S a la r ie s 100 105 120 143 157 174 205 51 ,000



226.

In  th e  summer o f  1970, how ever, b ecause  o f  th e  g r e a t  d i f f i c u l t y  

o f  a t t r a c t i n g  sc h o o l r e c r u i t s ,  Marumaru d ec id ed  to  r a i s e  th e  s t a r t i n g  

s a l a r i e s  o f fe re d  to  h ig h  sc h o o l le a v e r s  from  28 ,0 0 0  yen to  30 ,000  yen 

(212 on th e  in d e x  a b o v e ). T h is  r i s e  was in  b re a c h  o f  th e  wages 

ag reem en t made w ith  th e  u n io n  th e  p re v io u s  November by w hich a l l  wages 

and s a l a r i e s  were f ix e d  f o r  a  y e a r .  The u n io n  th e r e f o r e  p r o te s te d  

s t r o n g ly  a g a in s t  th e  r i s e  and demanded t h a t  i f  th e  s t a r t i n g  s a l a r i e s  

were r a i s e d ,  a l l  th e  o th e r  s a l a r i e s  sh o u ld  be r a i s e d  in  p r o p o r t io n .

The company n a t u r a l l y  r e j e c t e d  th e  demand, and e v e n tu a l ly  th e  un ion  

ag reed  to  th e  f a i t  a c co m p li.

Though th e  d an g e r o f  r i s i n g  e n tra n c e  s a l a r i e s  p u sh in g  up wage 

r a t e s  f o r  o ld e r  w orkers had o n ly  j u s t  appeared  a t  M arumaru, th e  company 

had a l r e a d y  p ro v id e d  i t s e l f  w ith  a  means o f  overcom ing i t ,  u s in g  th e  

work and a b i l i t y  paym ents. On th e  shop f l o o r ,  a t  l e a s t ,  th e  work and 

a b i l i t y  payment was f ix e d  by th e  jo b . O ld er men co u ld  t h e r e f o r e  be 

ex p ec ted  to  be ta k e n  o f f  th e  more c o m p lica ted  jo b s  w ith  h ig h  work 

and a b i l i t y  r a t i n g s  and p u t  on to  s im p le  jo b s  w ith  lo w er r a t i n g s .

T h e ir  pay  would n o t  be red u ced  a t  th e  moment o f  t r a n s f e r ,  b u t  i n  th e  

lo w er g rad e  to  w hich th e y  had been  moved t h e i r  a u to m a tic  p ro g re s s io n  

th ro u g h  th e  s te p s  would mean low er r i s e s  in  f u tu r e  y e a r s . At th e  

same tim e t h e i r  base  pay  would r i s e  by a  d im in is h in g  amount w ith  ag e . 

T h e ir  pay  r e l a t i v e  to  o th e r  w orkers would th e r e f o r e  f a l l  s lo w ly , even 

though  th e  a b s o lu te  sums th e y  re c e iv e d  would c o n tin u e  to  r i s e .  Because - 

t h e r e  were so few o ld e r  em ployees o u ts id e  th e  s ta n d a rd  ra n k s ,  no a c u te  , 

p roblem s had y e t  a r i s e n  ov er th e  r e l a t i v e  wages o f  o ld e r  w o rk e rs , b u t  

th e  u n io n  was w o rrie d  a t  th e  p ro s p e c t  o f  i t s  o ld e r  members, l i v i n g  on 

s a l a r i e s  c o n s i s t in g  l a r g e ly  o f b ase  pay, n o t  b e in g  a b le  to  make ends 

m eet b ecau se  o f  i n f l a t i o n ;  and th e r e  was a ls o  th e  problem  t h a t  th e  

s e p a r a t io n  a llo w an ce  was c a lc u la te d  from  a  m an 's  l a s t  m onth ly  s a la r y  

a s  an em ployee. Though th e  u n io n  re c o g n iz e d  th e  d i f f i c u l t y  o f
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m a in ta in in g  h ig h  wages f o r  o ld e r  w o rk e rs , i t  c o n tin u e d  to  p r e s s  f o r  a  

’more J a p a n e s e ' sy stem  o f  paym ent.

A second consequence o f th e  la b o u r  s h o r ta g e  to  w hich M arumaru’s 

pay  system  had to  be accommodated was th e  c o n tin u in g  in ta k e  i n to  th e  

company o f  ’m id - c a r e e r ’ r e c r u i t s  ( chu to  s a iy o ) .  As I  have in d ic a te d  

a l r e a d y ,  Marumaru to o k  an e q u iv o c a l v iew  o f  m id -c a re e r  r e c r u i t s .  Even 

though  th e  company had o r i g i n a l l y  been  b u i l t  up by  m id -c a re e r  e n t r a n t s ,  

and though  m id -c a re e r  e n t r a n ts  w ere s t i l l  n eed ed , in  v iew  o f  th e  la c k  

o f h ig h  sc h o o l e n t r a n ts  and t h e i r  u n w il lin g n e s s  to  s t a y ,  Marumaru 

p e n a liz e d  m id -c a re e r  e n t r a n t s ,  p ro v id in g  them w ith  l i t t l e  o r  no t r a i n in g ,  

and r e q u i r in g  them to  s e rv e  a  p ro b a t io n a ry  p e r io d  o f  in d e te rm in a te  l e n g th .

M id -c a re e r  e n t r a n ts  were n o t  im m ed ia te ly  g iv en  work and a b i l i t y  

r a t i n g s . On f i r s t  a r r i v i n g  a t  Marumaru th e y  were g iv e n  an e n tra n c e  wage 

d e te rm in ed  by a g e . In  1971, when th e  m onth ly  r a t e  f o r  h ig h  sc h o o l 

l e a v e r s  was 35 ,000  yen , t h a t  f o r  20 y e a r  o ld  m id -c a re e r  e n t r a n ts  was 

37,500  y en , and f o r  a  m id -c a re e r  e n t r a n t  o f 30, th e  r a t e  ro s e  to  45 ,200  

y en . In  December o f  each  y e a r ,  when th e  la b o u r  d e p a rtm e n t u n d e rto o k  

th e  r e - r a t i n g  o f a l l  company em ployees, th e  m id -c a re e r  e n t r a n ts  o f th e  

p re v io u s  tw e lv e  m onths would r e c e iv e  t h e i r  f i r s t  w ork and a b i l i t y  r a t i n g ,  

and from  th e n  on would be p a id  in  th e  same way a s  o th e r  em ployees.

The s t a r t i n g  s a l a r i e s  f o r  m id -c a re e r  e n t r a n ts  were alw ays low er 

th a n  th e  a v e ra g e  s a l a r i e s  o f  sc h o o l e n t r a n ts  o f  th e  same a g e , who had , 

o f  c o u rs e , accum ula ted  some le n g th  o f  s e r v i c e .  The o ld e r  a  m id -c a re e r  

e n t r a n t ,  th e  f u r t h e r  h i s  s a l a r y  lag g ed  beh ind  h i s  c o n te m p o ra r ie s  who had 

e n te re d  from  s c h o o l. The s t a r t i n g  wage o f  a  m id -c a re e r  r e c r u i t  o f 

tw en ty  was o n ly  a  th ousand  yen  l e s s  th a n  t h a t  o f  a  s c h o o l e n t r a n t  o f th e  

same ag e ; b u t  th e  s a l a r y  o f  a  t h i r t y  y e a r  o ld  m id -c a re e r  e n t r a n t  was 

tw en ty  f i v e  thousand  yen  l e s s  th an  i t  m igh t have been had he jo in e d  th e  

company s t r a i g h t  from  s c h o o l. The age a t  w hich a  m id -c a re e r  r e c r u i t  

e n te re d  th e r e f o r e  a f f e c te d  th e  tim e he needed to  c a tc h  up w ith  sc h o o l
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e n t r a n t s  o f  h i s  a g e .

So many v a ry in g  f a c t o r s  had to  he tak e n  i n to  a c c o n n t t h a t  i t  was 

by no means e a sy  to  d e te rm in e  e x a c t ly  how lo n g  i t  would ta k e  a  

m id -c a re e r  e n t r a n t  to  l e v e l  w i th  a  sc h o o l e n t r a n t .  The f i n a n c i a l  

p e n a l ty  f o r  m id -c a re e r  e n tra n c e  co n tin u e d  to  be e x a c te d  f o r  many 

y e a r s ,  c e r t a i n l y  lo n g e r  th an  a t  th e  company M annari and M arsh (1970, 

pp 7 2 -4 ) s tu d ie d .  L e t us ta k e  some exam ples o f  men w ith  no more th an  

h ig h  sc h o o l e d u c a tio n  w ork ing  a t  th e  T- f a c t o r y  :

TABLE V. 14

Lge No Length o f  
S erv ice Eank Pay

35 1 School
e n tran t 14 years S u b -se c tio n H 88 ,000 yen

35 2 M id-career 13 years S u b -se c tio n H 79 ,000 yen

35 3 M id-career 13 years Team Head 6 9 ,000 yen
30 4 School

en tran t 11 years S u b -sec tio n H 80 ,0 0 0  yen

30 5 M id-career 11 years S u b -se c tio n H 71,000  yen

30 6 M id-career 7 years Team Head 66 ,000 yen

The sc h o o l e n t r a n t  i n  each  o f  th e s e  g roups was w e l l  ahead o f  th e

m id -c a re e r  e n t r a n t s ,  though  i t  sh o u ld  be n o te d  t h a t  n o t  a l l  th e

d i f f e r e n c e  i n  s a l a r i e s  was due to  w h e th er o r  n o t  a  man had come in  

s t r a i g h t  from  sc h o o l -  e v e ry  c h i ld  a  man added to  h i s  f a m ily , f o r  

exam ple, in c re a s e d  h i s  s a l a r y  by 2 ,0 0 0  yen a  m onth.

On th e  o th e r  hand, i t  was n o t  im p o ss ib le  f o r  a  m id -te rm  e n t r a n t  who

had se rv e d  a  s u f f i c i e n t  number o f  y e a rs  to  o v e r ta k e  a  s c h o o l e n t r a n t  in

ra n k . No. 5 fn  th e  t a b l e  above had become a  s u b - s e c t io n  head b e fo re  a  

c e r t a i n  s c h o o l e n t r a n t  o f  t h i r t y  one, w ith  t h i r t e e n  y e a r s '  s e r v ic e .

S in ce  b o th  men w ere s e rv in g  in  th e  same sm a ll p a r t  o f  th e  company, th e r e  

m igh t have been some re se n tm e n t on th e  p a r t  o f  th e  o ld e r ,  y e t  ju n io r  

man; b u t  th e  d i f f e r e n c e  in  ra n k  was o f f s e t  by  a  com pensato ry  h ig h
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rate of pay for the older man :
TABLE V* 15

Age No
50 5 Mid-career
51 7 School entrant

Length of Service Rank Pay
11 year., . Sub-section H 71# 000 yen
13 years Team Head 76* 000 yen

Because the older man also received overtime payments, his normal rates of 
pay would certainly have been 10,000 yen a month higher than the successful 
mid-career entrant*

The absorption of ever increasing numbers of mid-career entrants 
unquestionably posed many problems for the labour department - I quoted 
in an earlier chapter the complaint of a mid-career entrant at being, as he 
saw it, passed over for promotion because he had not been with Marumaru 
long enough* As the example above perhaps suggests, these problems would 
have been extremely difficult to solve without the work and ability ratings, 
which endowed the pay system with such flexibility, and allowed the company, 
in different circumstances, to reward age, length of service, or ability, or, 
on occasion to compensate for the lack of any of these*

d Pay and Paternalism
X remarked at the beginning of this chapter that Abbeglen had 

interpreted Japanese pay systems as evidence of paternalism and familial 
concord (though he did not use those words); his view is shared by 
Nakane (1970, p it) • Abbeglen, Nakane and other writers too have seen in 
pay by age, and indirect benefits, an expression of the moral obligation 
Japanese companies feel for the welfare of their employees, and an absence 
among them of the idea of contract, and of the equivalence of pay and work* 

One would hardly want to take an extreme position in dissenting



from  A bbeglen h e re ;  i t  would be ab su rd  to  s u g g e s t  t h a t  Ja p an e se  m anagers 

were unconcerned  a t  th e  w e lfa re  o f  t h e i r  s u b o r d in a te s , any  more th a n  w e s te rn  

m anagers would b e . But w hat appeared  to  be p a te r n a l i s m , and was m entioned  

w ith  some p r id e  by s e n io r  m anagers a s  an i n d ic a t io n  o f  th e  com pany's 

b e n e f ic e n c e , was u s u a l ly  a  form  o f wages o r  p r o v is io n  fo rc e d  on Marumaru by 

th e  la b o u r  m a rk e t, o r  g iv e n , o f te n  r e l u c t a n t l y ,  in  re s p o n s e  to  r e p e a te d  

Union demands , ( c f  C ole, 1971, P 175)*

The f a c t  t h a t  in  p r a c t i c e  pay co rresp o n d ed  c lo s e ly  w ith  age m igh t be 

i n t e r p r e t e d  a s  an exam ple o f  company p a te rn a l is m , f o r  i t  would seem t h a t  

th e  company was p ro v id in g  th e  m ost pay to  th o s e  who needed  i t ,  r a t h e r  th an  

th o se  who c o n tr ib u te d  th e  m ost.- I f  pay by age was p a t e r n a l i s t i c ,  how ever, 

Marumaru was a  v e ry  u n w i l l in g  p a t e r n a l i s t .  The id e o lo g y  o f m e r i t ,  and th e  

c o n d it io n s  o f  th e  la b o u r  m ark e t, were b o th  opposed to  pay  by ag e ; w hat 

d isp o se d  th e  company to  r e t a i n  i t  was a  f e a r  o f  th e  s o c i a l  consequences o f  

m aking Marumaru to o  m e r i t o c r a t i c ,  and , though  p e rh ap s  s e c o n d a r i ly ,  th e  

a c t i v i t i e s  o f  th e  u n io n  in  cham pioning th e  i n t e r e s t s  o f  o ld e r  w o rk e rs .*

The num erous a llo w a n c e s  o f  th e  pay sy stem , w hich  co u ld  have been ta k e n  

a s  e v id e n c e  o f  th e  com pany's s o l i c i t u d e  f o r  t h e i r  em p loyees ' c o m fo rts , 

were more c o n v in c in g ly  e x p la in e d  a s  ways o f m e e tin g  c o n f l i c t i n g  re q u ire m e n ts  

p u t  upon th e  pay sy s tem . New o f th e  components o f th e  Marumaru pay sy stem , 

th e  work and a b i l i t y  paym ent, o r  th e  c i t y  a llo w a n c e , worked in  q u i te  th e  way 

one m igh t have e x p e c te d . So th e  c i t y  a llo w an ce  was n o t  a  com pensation  f o r  

th e  h ig h  c o s t  o f  u rb an  l i f e ,  b u t  an a d d i t io n a l  f a m ily  a llo w a n c e , and a  means 

o f  rew a rd in g  men w ith  h ig h  g rad e  nam es. The p ro te a n  n a tu r e  o f th e  work and 

a b i l i t y  paym ents w i l l  by now be a p p a re n t.  The im p o rtan ce  o f th e s e  components 

l a y ,  i t  seemed to  me, i n  th e  c o n t r ib u t io n  th e y  made tow ards th e  g r e a t  com plex it; 

o f  th e  pay  sy s tem , a  c o m p le x ity  w hich p re c lu d e d  s t a r k  com parisons betw een people

* The 1966 q u e s t io n n a i r e  o f  th e  Japan  Labour I n s t i t u t e
(S a k u ra b a y a sh i, 1966) I  r e f e r r e d  to  e a r l i e r  showed t h a t  
managements in  o th e r  com panies w ere s c e p t i c a l  o f  th e  v a lu e  
o f  age r e l a t e d  pay  sy s te m s. R esponden ts c o n s id e re d  t h a t  
paym ent by  age r a i s e d  wages and p re v e n te d  p ro p e r  p rom o tions 
and a p p o in tm e n ts ; n o r  w ere th e y  even conv inced  t h a t  payment 
by age encouraged  w orkers to  s ta y .
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w ith  d i f f e r e n t  a t t r i b u t e s  and so reduced  th e  d a n g e rs  o f  r i f t s  and c o n te n t io n s  

among p e o p le  who had to  l i v e  to g e th e r  in  c o -o p e ra tio n  and y e t  c o m p e tit io n , 

f o r  y e a rs  on e n d . One cou ld  d e te c t  s i m i l a r i t i e s  betw een th e  way 

s a l a r i e s  were c a lc u la te d  and p a id  and th e  d i s t r i b u t i o n  o f  p r iz e s  a t  a  

company m ahjong e v e n in g . T here n o t o n ly  th e  men in  th e  f i r s t  th r e e  

p la c e s ,  b u t  a ls o  s e v e r a l  o th e r s  in  p e r f e c t l y  a r b i t r a r y  p o s i t io n s  -  

th e  f i f t e e n t h  p la c e ,  o r  th e  t h i r d  p o s i t io n  from  th e  b o ttom  -  were g iv en  

p r i z e s ,  w h ile  everyone r e c e iv e d  a  p a r t i c i p a n t 's  p r i z e  f o r  b e in g  t h e r e .

I  have a l r e a d y  rem arked on M arumaru!s r e lu c ta n c e  to  p ro v id e  more 

o f  th e  m ost im p o r ta n t  o f  th e  non-m onetary  b e n e f i t s ,  company h o u se s .

I t  was t r u e  t h a t  more th an  h a l f  th e  com pany's em ployees w ere in  s u b s id iz e d  

accom m odation, b u t m ost o f th e s e  fav o u red  em ployees w ere young unm arried  

men in  th e  company h o s t e l s .  Marumaru would n o t  have been  a b le  to  r e c r u i t  

new w orkers i f  i t  had n o t  o f fe r e d  them h o s te l  sp ace  o r  -  a  much more 

ex p e n siv e  a l t e r n a t i v e  -  g iv en  r e c r u i t s  th e  means to  r e n t  t h e i r  own 

room s. A second c a te g o ry  o f  em ployees p ro v id ed  w ith  company h o u s in g  

c o n s is te d  o f  th o se  who had been t r a n s f e r r e d ;  and a  man m igh t be 

t r a n s f e r r e d  so f r e q u e n t ly  t h a t  i t  was o n ly  re a s o n a b le  to  g iv e  him 

accom m odation when he to o k  up a  new jo b . A gain , th e  company had b u i l t  

houses f o r  a  l a r g e  number o f  w orkers a t  a  new f a c t o r y  o u ts id e  Tokyo; 

b u t  s in c e  th e  f a c to r y  was many k i lo m e tr e s  from  th e  n e a r e s t  town, t h i s  

p r o v is io n  w as, once a g a in ,  e s s e n t i a l .  In  s h o r t ,  th e  company o n ly  

b u i l t  hou ses  w here i t  had to ;  and in  r e f u s in g  com pensato ry  paym ents 

to  em ployees who w ere n o t  i n  company h o u se s , Marumaru seemed to  be 

a f f i r m in g  i t s  freedom  from  any m ora l o b l ig a t io n  to  p ro v id e  h o u s in g  a t  a l l .

I t  seemed t h a t  Marumaru had been fo rc e d  to  w ear th e  t ra p p in g s  o f  

b e n e v o le n c e , b u t  t h a t ,  h a v in g  p u t  them on, i t  had p e rsu ad ed  i t s e l f  o f  

i tw  own g e n e r o s i ty .  S e n io r  m anagers would rem ark  to  me on how w e ll  

Marumaru looked  a f t e r  i t s  em ployees compared w ith  th e  h e a r t l e s s  and 

m ercenary  way in  w hich  Am erican em ployees w ere s a id  to  re g a rd  t h e i r s .

But M arum arufs a t t i t u d e  to  h o l id a y s ,  i t s  p r o v is io n s  f o r  r e t i r e d  em ployees,
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o r  f o r  th e  f a m i l i e s  o f  em ployees k i l l e d  a t  work (even  in  1972 th e  d e a th  

b e n e f i t  was o n ly  th r e e  m i l l io n  yen) d id  n o t  i n d ic a te  a  v e ry  advanced 

d eg re e  o f co n cern  f o r  th e  w e lfa re  o f em ployees.

T here was l i t t l e  ev id e n c e  in  th e  pay sy stem , th e n , o f a  r e l a t i o n  

betw een company and em ployee fu n d a m e n ta lly  d i f f e r e n t  from  s im i la r  

r e l a t i o n s  i n  a  w e s te rn  company. Marumaru ap p eared  q u ,ite  a s  i n t e n t  

on econom ic s u c c e s s  a s  any  w e s te rn  company, and was p re p a re d  to  d e v o te  

much th e  same d e g re e  o f  p r i o r i t y  a s  a  w e s te rn  company to  th e  w e lfa re  

o f  i t s  em ployees, on w hich , o f  c o u rs e , th e  c o rp o ra te  w e lfa re  depended . 

C e r ta in ly  th e  p eo p le  o f  Marumaru th em se lv es  w ere n o t  u n d e r  any  i l l u s i o n  

t h a t  th e  company was a  w e lfa re  i n s t i t u t i o n ,  a s  we s h a l l  se e  in  th e  

n e x t  c h a p te r .
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CHAPTER VI COMPANY M B  EMPLOYEE

How t h a t  I  have d e s c r ib e d  how th e  Marumaru comm unity was composed and 

o rg a n is e d , I  sh o u ld  l i k e  i n  t h i s  c h a p te r  t o  d is c u s s  how Marumaru members 

view ed t h e i r  company, and w hat p la c e  i t  had  in  t h e i r  th o u g h ts  and t h e i r  

l i v e s .

I  s h a l l  b e g in  by  c o n s id e r in g  th e  r e l a t i o n s  be tw een  em ployees and th e  

company a s  a  c o r p o r a t io n ;  t h e i r  l o y a l t i e s  and d i s l o y a l t i e s  t o  th e  company, 

t h e i r  o p in io n s  on i t s  o r g a n iz a t io n  a n d ,- th e ir  own p o s i t io n s  w i th in  I t ,  and 

t h e i r  a t t i t u d e s  t o  i t s  p o l i c i e s .  Em ployees would v e ry  f r e q u e n t ly  a s c r ib e  

a  k in d  o f p e r s o n a l i t y  t o  'o u r  company' (u c h i  no k a is h a ) , a  p e r s o n a l i t y  

a p p a r e n t ly  In d e p e n d e n t o f  th e  m anagement o r  an y  o th e r  g ro u p  w i th in  i t .

J u s t  a s  th e y  w ould rem ark  t h a t  ’th e  company’s '  s h a re  o f  th e  m ark e t was 

such  and s u c h , so  th e y  w ould comment on th e  c u r io u s  ways ’th e  company' had  

o f  nam ing th e  s ta n d a rd  r a n k s ,  o r  ’th e  company’s ’ t r e a tm e n t  o f  s u b - s e c t io n  

h e a d s .

Y et ’th e  company’ w as, o f  c o u rs e , i t s  m em bers, and  t h e i r  r e l a t i o n s  

w ith  each  o th e r  w ere p a r t  o f  t h e i r  r e l a t i o n s  w ith  i t .  l a t e r ,  t h e r e f o r e ,

I  s h a l l  be e x p la in in g  how em ployees d e a l t  w ith  each  o th e r  and w hat 

a l l i a n c e s  and d i v i s io n s  e x i s t e d  among them .

I  hope t o  show th e  e f f e c t s  on b o th  th e s e  s e t s  o f  r e l a t i o n s  o f  th e  

f e a tu r e s  o f  Marumaru t h a t  I  have been  d e s c r ib in g  i n  p re v io u s  c h a p te r s : 

th e  i s o l a t i o n  o f  th e  community from th e  r e s t  o f  Ja p a n e se  - s o c ie ty  and  th e  

i n t e n s i t y  w ith  w hich th e  company and i t s  members w ere in v o lv e d  i n  th e  l i f e  

o f  each  em ployee; th e  d i s t i n c t i o n  betw een  m o b ile  and  im m obile company 

m embers; and  th e  c o h e s iv e , y e t  h i e r a r c h i c a l  o r g a n iz a t io n .

I  t r i e d  i n  th e  second  and t h i r d  c h a p te rs  t o  g iv e  seme im p re ss io n  o f  

how d e ta c h e d  Marumaru members w ere from  th e  s o c ie ty  b o th  o f  in d u s t r y  and 

o f  th e  l o c a l i t i e s  i n  w hich th e y  liv e d ,-  and o f  how c o m p le te ly  t h e i r - l i v e s  

w ere bounded by  th e  company. A l l  company m em bers, m o b ile  and im m obile ,
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w ere i n  th e  same i s o l a t e d  c o n d i t io n .  In d ee d , th e  young shop  f l o o r  w o rk e rs , 

f o r  a l l  t h a t  th e y  w ere a b le  to  le a v e  Marumaru w ith o u t  to o  much d i f f i c u l t y ,  

a l l  l iv e d  to g e th e r  i n  th e  company h o s t e l s  and so  saw m ore o f  each  o th e r  

and  l e s s  o f  th e  w o rld  o u ts id e  th e  company th a n  many o f  th e  im m obile w o rk e rs , 

who a t  l e a s t  w en t b a c k  to  t h e i r  f a m i l ie s  a f t e r  t h e i r  lo n g  d a y 's  w ork . The 

i s o l a t i o n  o f  th e  company made i t  e s s e n t i a l  t h a t  'good  human r e l a t i o n s ’ 

sh o u ld  be m a in ta in e d  w i th in  i t ,  t h a t  th e  r e l a t i o n s  be tw een  th e  company 

and i t s  em ployees, and  among th e  em ployees th e m s e lv e s , sh o u ld  be a t  l e a s t  

s u p e r f i c i a l l y  h a rm o n io u s.

D if fe r e n c e s  o f  m o b i l i t y ,  we s h a l l  s e e ,  had  c o n s id e r a b le  in f lu e n c e  on 

th e  b e h a v io u r  and  a t t i t u d e s  o f  d i f f e r e n t  ty p e s  o f  company member. The 

im m obile w o rk ers  had  to  be v e ry  much more c irc u m s p e c t in  t h e i r  d e a l in g s  

w ith  th e  company and  w ith  each  o th e r  th a n  th e  m o b ile  w o rk e rs  who, knowing 

t h a t  th e y  c o u ld  le a v e  Marumaru a t  no d isa d v a n ta g e  t o  th e m s e lv e s , c o u ld  

a f f o r d  to  be f o r t h r i g h t  i n  t h e i r  demands on th e  company, and  f r a n k  i n  t h e i r  

r e l a t i o n s  w ith  o th e r  em ployees.

In  o r d e r  t o  show th e  d i f f e r e n c e s  betw een  im m obile and  m o b ile  em ployees 

c l e a r l y ,  I  s h a l l  be c o n s id e r in g  them s e p a r a te ly  i n  each  s e c t io n  o f  th e  

c h a p te r .  The im m obile em ployees c o n s is te d ,  I t  w i l l  be rem em bered, o f  th e  

g ra d u a te  men and  th e  n o n -g ra d u a te  men beyond th e  age o f  a b o u t  tw e n ty  f i v e ;  

th e  m o b ile  em ployees w ere th e  young n o n -g ra d u a te  men and  th e  women.

So f a r  I  have t a lk e d  o f  m o b i l i ty  and  im m o b ility  a s  d e s c r ip t i o n s  o f  

c a te g o r ie s  o f  em p loyees, b u t  each  em ployee, c e r t a i n l y  each  n o n -g ra d u a te , 

who e n te r e d  th e  company p a sse d  In  th e  c o u rse  o f  h i s  company c a r e e r  from  a  

phase i n  w hich h e  was m o b ile  t o  one in  w hich he was m ore o r  l e s s  

p e rm a n en tly  a t ta c h e d  t o  th e  company. D uring th e  c r i t i c a l  p e r io d  in  w hich 

a  man l o s t  h i s  m o b i l i ty  h i s  r e l a t i o n s  w ith  th e  company underw en t a  g r e a t  

change, and  th e  a t t i t u d e s  he e x p re s se d  tow ards i t  w ere o f t e n  i n c o n s i s t e n t  

and a m b iv a le n t.
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As I  s u g g e s te d  in  th e  l a s t  two c h a p te r s ,  th e  o r g a n iz a t io n ,  and 

p a r t i c u l a r l y  th e  s ta n d a rd  ran k s  and  g ra d e s , im posed a u n i ty  on th e  

company by  s e t t i n g  d i f f e r e n t  ty £ e s  o f  employee in  a  common fram e o f  

r e f e r e n c e .  On th e  o th e r  h an d , b ecau se  th e  s ta n d a rd  ra n k s  system  and 

i t s  c o g n a te , th e  pay  sy s tem , a llo w e d  e v e ry  company member t o  be d i r e c t l y  

compared w ith  e v e ry  o th e r ,  th e y  encou raged  each  to  r i v a l  th e  o th e r , .a n d  

so  gave r i s e  t o  an  in te n s e  c o m p e ti t io n . T his c o m p e ti t io n  was n o t  e n t i r e l y  

unwelcome t o  th e  company, con v in ced  a s  i t  was o f th e  v a lu e  o f  m e r i to c ra c y .  

Y e t to o  f i e r c e  a  com petion  m ig h t d e s t r o y  th e  ’good human r e l a t i o n s ’ made 

d e s i r a b le  b y  th e  i s o l a t i o n  o f  th e  com m unity. I t  had been  in  o rd e r  t o  

a v o id  i n t e n s i f y in g  t h i s  com petion  t h a t  th e  company h a d , i n  s p i t e  o f  i t s e l f ,  

a b s ta in e d  from p rom oting  to o  many peo p le  a c c o rd in g  t o  a b i l i t y ;■ w h i le ,  

a s  I  p o s tu la te d  i n  th e  l a s t  c h a p te r ,  th e  pay system  h e lp e d  make r i v a l r i e s  

l e s s  d i r e c t  and h u r t f u l .  As i n  com panies i h  o th e r  c o u n tr i e s  ( c f  F ox , 1971; 

p 1 4 0 ), th e r e  had  to  be a  b a la n c e  betw een  c o -o p e r a t io n  and  c o m p e tit io n  

among company m em bers; b u t  a t  Marumaru th e  i s o l a t i o n  o f  th e  comm unity, 

and th e  I n a b i l i t y  o f  many o f  th e  company members t o  l e a v e ,  made th e  

p e n a l ty  f o r  f a i l i n g  to  a c h ie v e  th e  b a la n c e  p a r t i c u l a r l y  s e v e r e .

a .  The em ployee and th e  c o rp o r a t io n

My knowledge o f  r e l a t i o n s  betw een  em ployees and  Marumaru a s  a 

c o rp o r a t io n  d e r iv e d  from  two s o u rc e s ,  my own o b s e rv a t io n s  and th e  company 

q u e s t io n n a i r e .  The q u e s t io n n a i r e ,  w hich I  have m en tio n ed  in  p a s s in g  in  

e a r l i e r  c h a p te r s ,  was d i s t r i b u t e d  a n n u a lly  t o  a l l  th e  em p loyees, each  

em ployee b e in g  r e q u i r e d  t o  f i l l  I n  h i s  form and r e t u r n  i t  i n  a  s e a le d  

e n v e lo p e  t o  th e  la b o u r  d e p a rtm e n t a t  th e  head  o f f i c e .

The form s c o n ta in e d  a  l a r g e  number o f  q u e s t io n s  on a s s o r t e d  t o p i c s ,  

from th e  r e n t s  r e s p o n d e n ts  p a id  and th e  s i z e s  o f  t h e i r  rooms t o  w h e th e r  

th e y  w anted  t r a n s f e r s  o f  s e c t io n  o r  p la c e  o f  w ork; b u t  th e  m ost im p o r ta n t  

u n i t  o f  th e  q u e s t io n n a ir e  was t h a t  . in  w hich em ployees w ere r e q u i r e d  t o  

’W rite  w h a te v e r  o p in io n s  youhave a b o u t th e  company i n  g e n e r a l ' (K aisha
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zenpan  n i  t s u i t e  no donna k o to  de mo k in y u  s h i t e  k u d a s a i ) . M ost o f  th e  

rem arks I  q u o te  below  w ere made in  re sp o n se  to  t h i s  r e q u e s t .

The form s w ere so  com plex t h a t  a s  th e  number o f  em ployees had  grown 

th e  la b o u r  d e p a rtm e n t had  c e ase d  t o  have th e  tim e  to  a n a ly z e  them , and 

had  g o t  i n t o  th e  h a b i t  o f  m e re ly  f i l i n g  th e  form s away f o r  p o s s ib le  

r e f e r e n c e .  I  was t h e r e f o r e  th e  o n ly  p e rso n  t o  have  s c r u t i n i s e d  th e  

1969 fo rm s, from  w hich th e  q u o ta t io n s  a r e  ta k e n .

I  re a d  a l l  th e  e ig h t  h u nd red  o r  so  r e p l i e s  t o  t h a t  y e a r 's  q u e s t io n n a i r e ,  

b u t  I* c o n c e n tr a te d  my r e s e a rc h  on th e  form s from  th e  h ead  o f f i c e  and fo u r  

o f  th e  f a c t o r i e s .  I  made p h o to c o p ie s  o f  th e  form s from  th e  head  o f f i c e ,  

th e  Yokohama f a c to r y ,  and a s m a ll  f a c t o r y  lo c a te d  i n  a  rem ote  r u r a l  a r e a  

i n  w hich th e  c o n d it io n s  m ig h t have been  e x p e c te d  t o  d i f f e r  from th o se  

a t  Yokohama. As th e  t a b l e  below  show s, a  h ig h  p r o p o r t io n  o f  th o s e  p r e s e n t  

i n  th e s e  p a r t s  o f  th e  company f i l l e d  i n  t h e i r  f o rm s ,-b u t  i n  an y  c a s e ,  s in c e  

I  s tu d ie d  th e s e  a r e a s  a t  f i r s t  hand I  was a b le  to  in te r v ie w  m ost o f  th o se  

who had  n o t  r e tu r n e d  t h e i r  q u e s t io n n a ir e s  a s  w e l l ,  o f  c o u rs e , a s  many o f  

th o s e  who had  :

TABLE IV. 1

Q u e s t io n n a ire  S h y r o l l  B ercen tag e
R esponden ts  ( S e p t .  Response
(O c t. 1969) 1969)

Head O ff ic e  Men b l  77 57$
Women 16 22 75$

Yokohama Men l i b  118
Women lb  15

S m all F a c to r y  Men 2b 29
Women 6 6

T o ta l  Men 179 22b
Women 56 b3

The in fo rm a tio n  c o n ta in e d  i n  th e s e  form s was p u t on p u n ch ed ccard s  so  t h a t  

i t  c o u ld  be a n a ly z e d .

A t th e  tim e  th e  q u e s t io n n a ir e  was d i s t r i b u t e d  t h e r e  had  been  7^1 

men and  I j b  women i n  th e  company, so  t h a t  th e  re s p o n d e n ts  above com prised
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a  s i g n i f i c a n t  p r o p o r t io n  o f  th e  w hole p o p u la t io n :  23$ o f  th e  men and  27$ 

o f  th e  women. To g u a rd  a g a in s t  th e  p o s s i b i l i t y  t h a t  th e  r e s u l t s  from  

Yokohama w ere n o t  t y p i c a l  o f  th e  o th e r  l a r g e  f a c t o r i e s  w here th e  m a jo r i ty  

o f  Marumaru em ployees w orked I  c a r r i e d  o u t a  l e s s  i n te n s iv e  a n a ly s i s  o f  

th e  r e tu r n s  from  th e  T- f a c t o r y ,  w here th e r e  w ere a  h u nd red  men and 

e le v e n  women, 90$ o f  'whcm had  r e tu r n e d  t h e i r  fo rm s . The r e s u l t s  from  

T- a p p e a re d  n o t  d i s s i m i l a r  t o  th o se  frcm  Yokohama.

The l a s t  o f  th e  f o u r  f a c t o r i e s  t o  w hich X p a id  p a r t i c u l a r  a t t e n t i o n  

was th e  f a c t o r y ,  s i m i l a r  i n  s i z e  t o  Yokohama, w hich  had  fo rm e r ly  

b e lo n g ed  t o  th e  s m a l l  c o r ru g a te d  b o a rd  ccmpany w hich  Marumaru had  ta k e n  

o v e r  a  y e a r  b e fo re  th e  q u e s t io n n a ir e  h ad  been  d i s t r i b u t e d .  My p u rpose  

h e re  w as, o f  c o u rs e ,  t o  d is c o v e r  how th e  peopleuw ho had  p r e v i o u s ^  b e lo n g ed  

to  th e  s m a ll  company view ed t h e i r  new em ployer

The s ig n i f i c a n c e  o f  th e  q u e s t io n n a ir e  was t h a t  i t  p ro v id e d  d i r e c t  

e v id e n c e , q u i t e  u n in f lu e n c e d  b y  a n y  i n t e r p o l a t i o n  on my p a r t ,  o f  how 

p eo p le  v iew ed M arumaru. B ecause o f  t h i s  i t  was a  v e ry  u s e f u l  complement 

t o  o b s e rv a t io n ..  On th e  o th e r  h an d , b e c au se  th e  q u e s t io n n a i r e  was o f f i c i a l  

and th e  form s had  been  i s s u e d  by  th e  la b o u r  d e p a rtm e n t, tn e  o p in io n s  

e x p re s s e d  i n  th e  r e tu r n s  w ere n o t  a lw ays s in c e r e ,  h o n e s t ,  and  c o m p le te . 

Some,men, a s  we s h a l l  s e e ,  w ro te  t o  i n g r a t i a t e  th em se lv e s  w ith  th e  

company; o th e r s  w ere c l e a r l y  a v a i l in g  th em se lv e s  o f  an  a n n u a l 

o p p o r tu n i ty  t o  make c o m p la in ts ,  o f te n  a b o u t v e ry  p e t t y  m a t te r s .  More 

s e r i o u s ly ,  many im p o r ta n t  problem s t h a t  w ere th e  s u b je c t s  o f  c o n t in u a l  

g o s s ip  w ere h a r d ly  m en tio n ed  i n  th e  q u e s t io n n a ir e  r e tu r n s  b e cau se  

re sp o n d e n ts  th o u g h t  i t  w i s e s t  n o t  t o  p u t a n y th in g  a b o u t  them  in  w r i t i n g .

One o f  th e  q u e s t io n s  a sk ed  w h e th e r  th e  r e s p o n d e n t 's  r e l a t i o n s  w ith  h i s  

s u p e r io r s  w ere good, b a d , o r  n o rm a l. Only one p e rso n  o f  th e  hu n d red s 

whose form s I  exam ined had  a d m itte d  t o  h a v in g  a po o r r e l a t i o n  w ith  a  

s u p e r io r ,  and  t h a t  .was a  m a r r ie d  wcman who had no c h i ld r e n  and f o r  whom 

work was l e s s  a  means o f  l iv e l ih o o d  th a n  an  i n t e r e s t  o u ts id e  th e  home.
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A g ain , th e  r e p l i e s  from  th e  new ly  ta k e n  o v e r f a c t o r y ,  from  w hich a  t h i r d  

o f  th e  w o rk fo rce  had  a l r e a d y  r e s ig n e d ,  w ere rem a rk a b ly  b la n d , and  gave 

no in d i c a t i o n  o f  th e  m ain  d i f f i c u l t y  r e s u l t i n g  from  th e  ta k e  o v e r , w hich 

was t h a t  o f  a b s o rb in g  o ld e r ,  u n s k i l l e d  w orkers  i n to  a  company whose 

em ployees had  an  a v e ra g e  age o f  tw e n ty  n in e .  The q u e s t io n n a i r e  was a 

u s e f u l  a id  t o  o b s e rv a t io n ,  b u t  f i r s t  hand knowledge o f  th e  company was 

e s s e n t i a l  t o  i t s  i n t e r p r e t a t i o n .

A Thfh, jbmoi^le^ employees
.I  The young g ra duat e s  (unde r  5 5 y e a r s )

I  rem arked  e a r l i e r ,  when I  d e a l t  w ith  e n tr a n c e  t o  th e  company, how 

s t r o n g ly  p re d is p o s e d  new g ra d u a te  e n t r a n ts  w ere t o  l i f e  i n  th e  company. 

M ost o f  them had  gone t o  u n i v e r s i t y  t o  re a d  s u b je c t s  l i k e  econom ics, law  

o r  cam m eriea l s t u d i e s ,  t h a t  w ould s p e c i f i c a l l y  p re p a re  them f o r  t h e i r  

w ork; and  th e y  had  a l s o  g iv e n  th e  im p re s s io n , even  a s  a p p l i c a n t s ,  t h a t  

th e y  u n d e rs to o d  and  a c c e p te d  th e  demands th e  company w ould make on them . 

I t  was n o t  s u r p r i s i n g  th e n  t h a t  th e  young g ra d u a te s  a p p e a re d  c o n te n te d  

and  in v o lv e d  i n  M arumaru. A h ig h  p ro p o r t io n  o f  th e  g ra d u a te s  u n d e r 

t h i r t y  ( l6  o u t  o f  23-) w ro te  t h e i r  o p in io n s  t o  th e  company. These 

o p in io n s  w ere f r e e  o f  c o m p la in ts  a b o u t pay and c o n d i t io n s ,  and  d is p la y e d  

in s te a d  an  in fo rm ed  c o n c e rn  w ith  th e  o r g a n iz a t io n  o f  th e  company and i t s  

d e f e c t s .

A com puter program m er in  h i s  l a t e  tw e n tie s  w ro te  :

'We have t o  th in k  a b o u t m oving on to  th e  n e x t  grow th  
in d u s t r y  and  n o t  c o n c e n t ra te  e n t i r e l y  upon c o r ru g a te d  
b o a rd . '

A sa lesm an  a t  Yokohama com plained  t h a t  :

'The com pany 's p o l i c i e s  a r e  I n c o n s i s t e n t .  Even i f  th e y  
in tro d u c e  accom pu ter w hat p a r t s  o f  th e  o r g a n iz a t io n  a r e  
th e y  g o in g  t o  r a t i o n a l i z e ?  There a r e  more p e o p le  and 
m ore w ork f o r  th e  s a le s  s t a f f . t o  d o . I t ' s  a  good id e a  
t o  c u t  down on th o se  n o t  d i r e c t l y  con cern ed  w ith  
p ro d u c tio n  and  p u t  p e o p le  i n to  p ro d u c tio n  jo b s ,  b u t  
b e c au se  o f t h i s  th e  s a le s  s t a f f  a r e  h a v in g  to  do w hat 
has h i t h e r t o  been  done by  th e  p ro d u c tio n  s t a f f  s e c t i o n s ,  
and s a le s  a r e  b e in g  l i m i t e d . 1
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The m ost freq u en t com plaints in  t h is  ca te g o r y  were th a t  th ere

was no proper t r a in in g , and th a t  i t  was im p o ss ib le  f o r  young people

to  p a r t ic ip a te  in  making d e c is io n s .  The need fo r  tr a in in g  was

g e n u in e ly  f e l t ,  fo r  many o f  th e  young graduates gave a s  t h e ir  in t e r e s t s

and hobb ies s u b je c ts  connected  w ith  t h e ir  work: computer sy stem s,

e n g in e er in g , a cco u n tin g , or box d e s ig n . Only one person  in  the c a teg o ry

m entioned a nobby o f  no re lev a n ce  t o  in d u stry ; he l ik e d  to  t r a v e l .

C e r ta in ly  in  no o th e r  p a r t o f  th e  company were th ere  so  many demands

fo r  tr a in in g :

'A new s p e c i a l i s t  tr a in in g  departm ent i s  b e in g  
e s ta b l is h e d ,  bu t I  should  l ik e  e f f e c t iv e  tr a in in g  
by th ose  a b o v e -fo r  th o se  in  th e  low er p o s i t i o n s .1 
(E n g in eer, main o f f i c e )

' I  am now le a r n in g  s a le s  but th e  company d o e s n 't  
tea ch  me a n y th in g . I  would l ik e  th e  s e c t io n  head  
and o th ers  t o  g iv e  us i n s t r u c t io n .1 (Salesm an,
Yokohama)

In th e  absence o f  o f f i c i a l  tr a in in g  programmes, many o f the young 

graduates had made co n s id er a b le  e f f o r t s  to  t r a in  th e m se lv e s , and handbooks 

on t h is  or th a t  s u b je c t  o f  management or en g in eer in g  cou ld  be found on 

the b ook sh elves in  m ost o f  th e  rooms o f  the main o f f i c e  h o s t e l .

The com p lain ts about b e in g  l e f t  ou t o f  d e c is io n  making and b ein g

made to  do - I r r e le v a n t  work a l l  came from one departm ent, the production

departm ent o f  the main o f f i c e ,  so  tn a t  the problem was probably lo c a l

ra th er  than g e n e r a l. One o f  the young graduates th ere  drew th e  broad

co n c lu sio n  th a t  :

'Although th e  company has grown so b ig ,  managers have  
r e c e iv e d  l i t t l e  power frcm th e  d ir e c t o r s ,  so  th a t  work 
i s  done w ith o u t any d r iv e . Managers are  doing  work 
th a t  anybody cou ld  do. Much o f  th e  work o f  we young 
peop le I s  o f such a kind th a t  i t  d o e s n 't  m a tter  w hether  
we do i t  or  n o t . We should  l ik e  to  do work th a t  i s  
g e n u in e ly  u s e fu l  to  th e  company; I f  we d o n 't ,  n e ith e r  
we nor th e  company can d e v e lo p .. .  th e  prod u ction  
departm ent nas no purpose and I ’m n o t s a t i s f i e d  w ith  
th e  amount o f  work I'm  d o in g . '

The im p ression  g iv en  by th e se  remarks I  have q u oted , o f  young 

graduates h a p p ily , o r  a t  l e a s t  r e s ig n e d ly , committed t o  th e  company, eager



240.

t o  l e a r n  and to  s e rv e ,  was undoubtedly* a  c o r r e c t  one . But I  d id ,  how ever, 

n o t ic e  a  common o p in io n  among men o f  t h i s  ty p e  w hich d id  n o t  a p p e a r  in  

th e  q u e s t io n n a i r e .  Many o f  them w ere i n t e l l e c t u a l l y  d i s s a t i s f i e d  w ith  

m odem  com m ercial s o c ie ty ,  and p a r t i c u l a r l y  J a p a n ’s v e r s io n  o f  i t ,  a  

d i s s a t i s f a c t i o n  w hich  o f te n  e x p re sse d  i t s e l f  i n  ex trem e l e f t - w in g  v ie w s .

I  met p e rh a p s  f i v e  o r s i x  s o i - d i s a q t  comm unists who w ere n e v e r th e le s s  much 

d evo ted  to  Marumaru* V ery few  Marumaru g ra d u a te s  had e v e r  p a r t i c i p a t e d  

i n  s tu d e n t  p o l i t i c a l  a c t i v i t i e s  -  I  o n ly  m et one who had -  h u t  many 

g r a d u a te s ,  even one o r  two o f  th e  o ld e r  ones -  c la im ed  sym pathy w ith  some 

o f  th e  aim s o f  s tu d e n t  a c t i v i t i s t s ;  and i t  seemed p o s s ib le  t h a t  s tu d e n t  

u n r e s t  had had an in f lu e n c e  on th e  o p in io n s  o f  c e r t a i n  young g ra d u a te s .

[Two o r  th r e e  o f  them  t r i e d  to  work o f f  t h e i r  s a t i s f a c t i o n s  by jo in in g  in  

th e  a c t i v i t i e s  o f  M arum aru 's r a t h e r  f e e b le  company u n io n , b u t  m ost co n fin e d  

th em se lv e s  to  p r iv a t e  d e b a te .

i i  O lder g rad u a te s  and n o n -gr a d u a te s (o v e r  3 5  y e a r s )

The re sp o n se s  to  th e  q u e s t io n n a ir e  o f  th e  o ld e r  g ra d u a te s  and th e  non

g ra d u a te s  o v e r t h i r t y  f i v e  were f a r  l e s s  e f f u s iv e  th a n  th o s e  o f th e  young 

g r a d u a te s . Many o f  th e  s e n io r  men in  th e  head o f f i c e  d id  n o t  w ish  to  

c o n fid e  i n  th e  la b o u r  d ep a rtm en t s t a f f ,  m ost o f  whom w ere ju n io r  to  them , 

and a l l  o f  whom th e y  knew p e r s o n a l ly .  Of th o se  who d id  f i l l  in  t h e i r  

form s o n ly  a  few had a n y th in g  s p e c i a l  to  say  to  th e  company, and th e n

t h e i r  s u b je c t s  w ere o f te n  t e c h n ic a l ,  b u t  alw ays concerned  w ith  th e  company

and i t s  w e lfa re  r a t h e r  th a n  th e  in d iv id u a l  :

'G e n e r a l ly  sp e a k in g , th e  problem s t h a t  a re  g o in g  to  a p p e a r  
from  now on a r e  n o t  g o in g  to  be p r e d i c ta b l e ,  and we have 
to  s t r e n g th e n  th e  management and in fo rm a tio n  sy stem s to  
d e a l  w i th  them . There i s  a  f e e l i n g  o f  im b a lan ce  betw een
p ro d u c tio n  and s a l e s ,  and th e  p eo p le  i n  ch a rg e  o f  each  o f
th e  e x e c u tiv e  u n i t s  sh o u ld  r e s o lv e  m a t te r s  i n  m u tua l 
d i s c u s s io n s .  In  p a r t i c u l a r ,  th e  to p  management o f  each  
f a c t o r y  sh o u ld  c o n s id e r  th e  r e s u l t s  t h a t  w i l l  come o f 
r e s e a r c h  and s p e c i a l i s t  r e s p o n s i b i l i t y . 1
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And a ga in , from the en g in e er in g  department a com plaint th a t  had a lrea d y

been v o iced  by ju n io r  department members :

’D iv is io n  o f work and r e s p o n s ib i l i t y  are n o t v ery  
c le a r ;  because o f  t h i s ,  unn ecessary  s t r a in s  a r is e  
in  ca rry in g  an yth in g  o u t, and th e r e 's  a la c k  o f  
com m unication .'

Like the young grad u ates, th ese  o ld er  immobile company members were 

g en u in e ly  engrossed  in  t h e ir  work -  though the q u e stio n n a ir e  revea led  

them to  be v ery  much l e s s  in te r e s te d  in  tr a in in g  and in  o p p o r tu n itie s  to  

improve t h e ir  s k i l l s .  The o ld er  men a ls o  had what t h e ir  youngers had 

n o t y e t  had tim e to  a cq u ire , a g r e a t a f f e c t io n  fo r  and a deep lo y a l t y  to  

Marumaru, to g e th e r  w ith  a co n sid era b le  prid e  in  the company's ach ievem en ts, 

fo r  many o f  which th ey  had th em selves been r e sp o n s ib le .

The a t t i tu d e s  to  th e  company o f  managers over f o r t y  f i v e  were 

undoubtedly in flu e n c e d  by war e x p e r ie n c e s . By c o n tr a s t  to  the u n s e tt le d  

e x is te n c e s  th ey  had been le a d in g  during  and im m ediately  a f t e r  the war, 

t h e ir  p resen t l i v e s  were s ta b le  and s u c c e s s f u l ,  and th ey  were very  

con sc iou s o f the b e n e f it  th ey  had gained from Marumaru. The com parisons 

between m il it a r y  and economic s tr u g g le  was made fr e q u e n tly  enough to  

remove a l l  doubt th a t , fo r  th ese  o ld e r  managers a t  l e a s t ,  lo y a l t y  to  

Marumaru was p a r t ly  a m a n ife s ta t io n  o f  n a tio n a lism . More tim es than I  

was a b le  to  take n o te  o f I  was to ld  th a t i t  was a good th in g  th a t  Japan 

had l o s t  the war, because she could never have been so s u c c e s s fu l  i f  she  

had won i t .  Those c o u n tr ie s  th a t had won were now l e s s  prosperous, or 

had l e s s  e x c i t in g  fu tu r e s  than Japan; the n ex t cen tu ry  belonged to  Japan 

and Germany. Japan had l o s t  the war la r g e ly  because o f  A m erica's huge 

in d u s t r ia l  power, but now Japan had become an 'econom ic g r e a t  pow er'.

There was too  much America in  the w orld . The f lo a t in g  o f the d o l la r  and 

im p o s itio n , by P r e s id e n t N ixon, o f  an import su rch arge, reminded th ese  

o ld er  men o f  what th ey  view ed as pre-w ar American economic p e r sec u tio n  o f  

Japan. One d ir e c to r  assured  me th a t  in  the old days the import surcharge  

would have led  to  war. Now, o f  co u rse , Japan w ou ldn 't a c tu a lly  r e s o r t
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to  arm s, b u t  how ever much A m erica t r i e d  to  keep  th e  Ja p an e se  down th e y  

would come up a g a in .  They had b u i l t  th e  c o u n try  up a f t e r  th e  A m ericans 

had d e s tro y e d  i t  b e fo r e ,  and th e y  would do so a g a in . Ja p a n e se  alw ays 

d id  t h e i r  b e s t  when t h e i r  backs w ere a g a in s t  th e  w a l l .  1971 was a  

d i s t u r b in g  y e a r  f o r  th e  Ja p an e se  economy, and no d o u b t c irc u m s ta n c e s  

prom pted more b e l l i c o s i t y  th an  u s u a l ,  b u t  i t  was c e r t a i n  t h a t  do m estic  

and i n t e r n a t i o n a l  c o m p e tit io n  were c o n s id e re d  two p a r t s  o f  a  w hole, 

a t  l e a s t  by  th e  more s e n io r  m anagers; and t h a t  t h e r e f o r e  s e r v ic e  to  

c o u n try  and company need n o t  be d i s t in g u is h e d .  ( c f  Hazama, 1971, P f f )

In  s p i t e  o f  t h e i r  a f f e c t i o n  f o r  Marumaru, th e s e  o ld e r  im m obile 

w orkers r e s e n te d  b e in g , a s  one o f  them p u t i t ,  ' t h e  pawns o f  th e  com pany '. 

They w ere aw are t h a t ,  b ecau se  th e y  cou ld  n o t  le a v e ,  th e y  w ere l i a b l e  to  

have t h e i r  s e r v ic e s  ta k e n  f o r  g r a n te d . The la b o u r  d e p a rtm e n t to o k  g r e a t  

c a re ,  f o r  exam ple, to  m eet th e  t r a n s f e r  demands o f  young shop f l o o r  

w orkers -  some o f  th e  1971 h ig h  sc h o o l e n t r a n ts  to  Yokohama asked  f o r  and 

w ere g ra n te d  t r a n s f e r s  to  o th e r  f a c t o r i e s  w i th in  a  f o r t n i g h t  o f j o in in g  

th e  company, though  th e y  l e f t  b e fo re  th e  a rran g em en ts  co u ld  be com pleted  -  

b u t  o ld e r  em ployees were r a r e l y  c o n s u lte d  b e fo re  b e in g  t r a n s f e r r e d  and 

w ere e x p ec ted  m ere ly  to  go w here th e y  w ere s e n t  and to  do w hat th e y  were 

t o l d .  A gain , though  i t  was m o ra l ly  d i f f i c u l t  f o r  anyone a t  Marumaru to  

ta k e  a p e rs o n a l  h o l id a y  a llo w a n c e , s e n io r  em ployees w ere f r e q u e n t ly  

r e q u i r e d  in  a d d i t io n  to  work on n a t io n a l  h o l id a y s .  D uring  th e  f o u r  day 

h o l id a y  a t  th e  New Y ear, m ost o f th e  f a c t o r y  management a t  Yokohama w ent 

on h o l id a y  a  day l a t e r  th a n  t h e i r  s u b o rd in a te s ,  and r e tu r n e d  a  day  e a r l i e r .

There was no p o in t  in  th e  s e n io r  em ployees c o m p la in in g  o p en ly  a t  

t h i s  t re a tm e n t  -  hence th e  s i l e n c e  o f  th e  q u e s t io n n a ir e  r e t u r n s  ~ becau se  

th e  company had so  com plete  a  c o n t r o l  o f t h e i r  l i v e s .  They m ere ly  

re s ig n e d  th em se lv e s  to  t h e i r  d is a d v a n ta g e s , c o n s o lin g  th e m se lv e s , a s  we 

s h a l l  se e  l a t e r ,  w ith  v i s i t s  to  b a r s ,  and w ith  dream s o f  s e t t i n g  up t h e i r

own sm a ll b u s in e s s e s ,  o r  o f o pen ing  sm a ll shops o r  f i s h  r e s t a u r a n t s ,  a f t e r
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t h e y  had r e t i r e d  and become t h e i r  own m a s te rs .

i i i  N on-graduat e s  o f in te r m e d ia te  age (25-5,5 y e a r s )

The l a s t  g roup  o f  im m obile em ployees was t h a t  o f th e  n o n -g ra d u a te s  

in  t h e i r  l a t e  tw e n tie s  and e a r l y  t h i r t i e s .  Between tw e n ty  f i v e  and 

t h i r t y  f i v e ,  a s  I  rem arked e a r l i e r ,  a  g r e a t  change to o k  p la c e  i n  th e  l i v e s  

o f  n o n -g ra d u a te s . T h e ir  v a lu e  on th e  la b o u r  m ark e t d e c lin e d  s w i f t l y ,  

w h ile  a t  th e  same tim e  th e y  began to  r e c e iv e  r e c o g n i t io n  from  th e  

company and th e  comm unity. By th e  age o f tw e n ty  f i v e  o r  s i x  a  man m igh t 

be i n  ch arg e  o f  a  m achine i f  n o t  a  team , and h i s  w ork would b r in g  him 

i n to  c o n ta c t  w ith  th e  more s e n io r  m anagers o f th e  company. I f  he was 

s t i l l  i n  th e  company h o s t e l  he would have been asked  to  s i t  on a  com m ittee ,

o r  lo o k  a f t e r  one o r  two o f  th e  new e n t r a n ts  on t h e i r  a r r i v a l .  By

t h i r t y  f i v e  h i s  p o s i t i o n  in  th e  company would be e s ta b l i s h e d  w ith o u t 

q u e s t io n .  Even i f  he w ere n o t  a  s u b - s e c t io n  head he would be one o f  th e  

s e n io r  team  le a d e r s  on th e  shop f l o o r ,  whose e x p e r t i s e  i n  ru n n in g  th e  

b o i l e r ,  o r  h a n d lin g  th e  d e s p a tc h  o f  goods would make h i s  a b se n c e , even f o r  

a  few days h o l id a y ,  d e e p ly  f e l t .  He would be on e a sy  term s w ith  th e  

f a c t o r y  m anager and th e  d ep u ty  m anager, and from  them he would l e a r n  th e  

l a t e s t  g o s s ip  from  th e  m ain o f f i c e .

Y et even w h ile  he was becom ing more and more com m itted to  a  l i f e

c a r e e r  w ith  M arumaru, and in c r e a s in g ly  en g ro ssed  in  company a f f a i r s ,  he 

would a t  th e  same tim e  be c o n sc io u s  t h a t  he was s u s ta i n in g  a  l o s s  o f 

freedom , and aw are o f  c e r t a i n  sh o rtco m in g s in  th e  o r g a n iz a t io n  to  w hich 

he was now l i k e l y  to  b e lo n g  f o r  a  v e ry  lo n g  tim e . On m a rry in g , f o r  

exam ple, a  n o n -g ra d u a te  o f  t h i s  age would red u ce  h i s  chances  o f le a v in g  

Marumaru s t i l l  f u r t h e r ;  b u t a s  he p assed  from  an a f f l u e n t  b ach e lo rh o o d  

in  a  s u b s id iz e d  h o s t e l  to  a  p e n u rio u s  e x is te n c e  i n  a  t i n y  f l a t ,  he would 

f in d  h im s e lf  t a k in g  an in c r e a s in g  i n t e r e s t  in  th e  f i r m ’s w e lfa re  b e n e f i t s ,  

o r  r a t h e r  th e  la c k  o f  them . T h is  i n t e r e s t  would be in c re a s e d  i f ,  a s  

u s u a l ly  happened , he was in v i t e d  to  s e rv e  th e  company u n io n  in  some way.



244.

The p o s it io n  o f  th e se  non-graduates a t  the tu rn in g  p o in t o f th e ir  

ca reers  was, th en , in  many ways the l e a s t  s a t i s f a c t o r y  o f  a l l  the 

em ployees. They lack ed  the freedom o f  the young non-graduates to  move, 

but th ey  had n o t y e t  gained the advantages th a t  compensated th e ir  e ld e r s  

f o r  b e in g  t ie d  to  the company and su b se r v ie n t to i t s  demands. They f e l t  

u n cer ta in  whether to  serve  the company's in t e r e s t s  or t h e ir  own, or 

w hether i t  was indeed p o s s ib le  to  serv e  b oth .

One s t r ik in g  example o f the am bivalence o f th e  a t t i tu d e s  o f em ployees 

o f  t h is  ca tegory  towards the company was the r e s ig n a t io n  o f a p a r t ic u la r ly  

prom ising young shop f lo o r  worker o f tw enty f iv e  a t  the Yokohama fa c to r y .

He decided  to  le a v e  im m ediately  a f t e r  r e c e iv in g  the company's o f f e r  o f a 

n ig h t  sch o o l course to  enable him to  g e t  a d egree. He made a con ven tion a l 

excuse fo r  le a v in g  to  the labour s u b -s e c t io n , but to ld  h is  f r ie n d s  th a t  

he did n ot want to  become too  d eep ly  o b lig ed  to the company; he would do 

th e  course l a t e r ,  a t  h is  own expense.

The company's annual attendan ce p r iz e s  a ls o  engendered v i o le n t ly  

mixed f e e l in g s  in  th e se  em ployees. The p r iz e s ,  which were very  fr e q u e n tly  

won by team le a d e r s  and o th ers  o f  s im ila r  age and s e n io r i t y ,  c o n s is te d  on ly

o f  two or th ree  thousand yen- They were awarded to  em ployees who had

taken no more than t h e ir  a llow ance o f h o lid a y s , and who had g iv en  a f u l l  

w eek's n o t ic e  o f t h e ir  in te n t io n s  b efo re  ta k in g  even a day o f f .  The 

p r iz e s  w ere, th en , v ery  minor rewards fo r  behaviour con ven ien t to  the  

company, but a g r e a t many em ployees saw them as moral le v e r s  working  

a g a in s t  t h e ir  freedom to  take t h e ir  paid h o lid a y s  as they  w ished . I  was 

to ld  by se v e r a l p eo p le , in c lu d in g  some o f  the p r iz e  w in n ers, th a t because  

o f  the p r iz e s  one w asn 't a b le  to  take the day o f f  i f  one had a headache;

did I  n o t th in k  th a t  u n fa ir , and would i t  be a llow ed  in  England?

Then th ere  was th e  case  o f the team head who p u b lish ed  an a r t i c l e  

in  the Yokohama fa c to r y  m agazine, ’ Cloud’ , a q u a r te r ly  which was supported  

by a company su b sid y  and g iv en  an adm irable degree o f  e d i t o r ia l  freedom .
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The author was a popular young man who was -  a t  l e a s t  u n t i l  the p u b lic a tio n

o f  the a r t i c l e  -  w e ll  thought o f  by h is  su p e r io r s;  he was a ls o  a c t iv e  in

the company u n ion . The a r t i c l e  took  the form o f a lo n g  s a t i r i c a l  t ir a d e ,

and was p a r t ic u la r ly  in t e r e s t in g  because i t  re fe r re d  to n a tio n a lism  and to

the urge to  g r e a te r  p rod u ction .

'F ir s t  and forem ost, a company must go fo r  p r o f i t s .  This 
way or th a t , i t  must make p r o f i t s .  I f  you d o n 't  s e l l ,
you c a n 't  make p r o f i t s  so the salesm en are g iven  a k ick  on
the a r s e . (T h ere 's  no l im it  to  s a le s ;  s e l l ,  s e l l  and 
s e l l  a g a in . S e l l in g  i s  war. N othing but w inning i s  
good enough .) T h at's what J a c k -o f - th e -n in e te e n - fo r t ie s  
to ld  me. Out o f  s p i t e ,  because he was d efea ted ?
( L e t 's  make i t  a duty to  work tw enty fo u r  hours a day,
th ree  hundred and s ix t y  f i v e  days a y e a r . ) (No q u estio n  
o f  hav ing  the day o f f  i f  your parents drop dead. )  I f  you 
th in k  i t ' s  hard grind -  the b e s t  salesm en b e l ie v e  in  the  
v a lu e  o f  the company's goods. L e t ’s g e t  r id  o f  t h is  h a b it  
o f  harping on t h e ir  dem erits ra th er  than th e ir  m er its  -  
t h a t ' s  what t h e y ' l l  t e l l  you . I f  you s e l l  i t ,  you 've  g o t  
to  make i t ,  so on w ith  production ! (keep down s e d it io n ;  
d o n 't a llo w  com plaints and grumbles to  a r is e ;  and a t  the  
same tim e squeeze the utm ost e f f o r t  out o f  them. Extend 
the working h o u rs!)  Make each team compete in  output in  
overtim e and Sunday work. Produce, produce, and produce 
again - Your b e l ly  hurts?  Mind over m atter! You 
m u stn 't th in k , ju s t  because yo u 're  sw eatin g  away, th a t  
yo u 're  w orking. Oh no! The r e s u l t ' s  the th in g . F u l f i l l  
your norms! You can do anyth ing  you s e t  your mind t o ,  
t h a t ' s  the a t t i t u d e .  Though Jack-w ho-pretended-not-to-know  
to ld  me th a t  he had thought th a t  the tim e when you could do 
an yth in g  you could s e t  your mind to  had ended. So t h a t ' s  
the m otto . The salesm en s e l l  an yth in g , even s e l l  the
r e j e c t s ,  t h a t ' s  th e  id e a . And the shop workers go on and
on . '

I t  was in t e r e s t in g  th a t  the team h ea d 's  s e n io r s  responded on ly  m ild ly  

to  the a r t i c l e .  The fa c to r y  manager c a lle d  him in  and, in  the course o f  

a th ree  hour in te r v ie w , su ggested  th a t i f  he thought so l i t t l e  o f  Marumaru

he m ight l ik e  to  le a v e , but no a c t io n  was taken a g a in s t  him. Other

managers thought th a t  the team head had been i l l - a d v i s e d ,  but th a t  the  

in c id e n t  was n e v e r th e le s s  unim portant and would n ot p r e ju d ic e  the man's 

c a r e e r . The team h ead 's contem poraries g e n e r a lly  approved o f  the a r t i c l e ,  

and thought i t  both  funny and tr u e .

The remarks w r itte n  on the q u e stio n n a ir e  forms by men o f  t h is  ca tegory  

were n o t , o f  co u rse , as flam boyant as the team h ea d 's  a r t i c l e .  Their
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to n e  was in te r m e d ia te  i n  s t y l e  and c o n te n t  betw een th e  comments o f  th e  

g ra d u a te s  and o ld e r  n o n -g ra d u a te s  and th o se  o f th e  m o b ile  young shop 

f l o o r  w o rk e rs , w hich we s h a l l  be lo o k in g  a t  s h o r t l y .  One cou ld  d e te c t  

in  th e  r e p l i e s  o f th e s e  new ly im m obilized  w orkers some o f  th e  

t ru c u le n c e  and e x a s p e ra t io n  o f  th e  younger w o rk e rs , b u t  h e re ,  a s  w i th  th e  

o ld e r  im m obile company members, demands w ere b e in g  made o s te n s ib ly  a t  l e a s t  

f o r  th e  good o f th e  company.

The c h ie f  cau se  o f  d i s s a t i s f a c t i o n  was th e  la c k  o f  w e lfa r e  a m e n i t ie s :

'T h is  company has  ach ie v e d  a  g row th  r a t e  good even in  th e  
in d u s t r y ,  b u t  i s n ' t  i t  t r u e  t h a t  th e r e  h a s n ' t  been  a  
g row th  o f  s e c u r i t y  and w e lfa re  b e n e f i t s  a lo n g  w ith  t h a t  
g row th? On dozens o f o c c a s io n s  you have spoken ab o u t 
h o u s in g , p e rs o n n e l  and g e n e ra l  w e lfa re  w ith  th e  u n io n , b u t 
th e  company w i l l  have to  so lv e  th e  w e lfa re  p rob lem s 
accom panying i t s  g row th  and become a  s e c u re  and e s ta b l i s h e d  
com pany .1

Or a g a in  :

'A t p r e s e n t  th e  company w e lfa re  system  i s  in a d e q u a te  
e s p e c i a l l y  i n  r e l a t i o n  to  company h o u s in g  and I  f e e l  v e ry  
d i s s a t i s f i e d .  P eop le  who a re  n o t  t r a n s f e r r e d  n e v e r  g e t  
in to  company h o u se s . As an e ig h t-m a t a p a rtm e n t i s  
10 ,0 0 0  yen a  m onth we have to  go in to  d e b t .  And when I  
th in k  o f th e  fu tu re*  I  c a n ’ t  be s u rp r is e d  t h a t  so  many 
p e o p le  le a v e  th e  company. P le a s e  in c r e a s e  o u r w e lfa re  
b e n e f i t s  f o r  th e  sake o f th e  com pany's own d eve lopm en t.
As we o r d in a ry  w orkers s e e  i t ,  th e  management p e o p le  g e t  
i n to  company h o u se s , so  t h a t  th e y  d o n 't  have any  d i r e c t  
p e rs o n a l  e x p e r ie n c e  o f  th e  p rob lem . I  sh o u ld  l i k e  you to  
l i s t e n  to  u s .  'W hatever th e  d i r e c to r s  s a y , i t  i s  we 
o rd in a ry  w orkers who c o n s t i t u t e  th e  company and make i t  go
fo rw a rd . '

The o ld e s t  o f  th e  men in  t h i s  age g roup , th o se  a p p ro a c h in g  35, were 

u s u a l ly  s u b - s e c t io n  h e a d s ; and t h e i r  p e c u l i a r  p o s i t io n s  made t h e i r  

a t t i t u d e s  tow ards th e  company p a t t e r n s  o f  in d e c is io n  and e q u iv o c a tio n .

T h e ir  a c t io n s  p ro c la im ed  them among th e  m ost a s s id u o u s  o f th e  com pany's 

s e r v a n t s ,  c h e e r f u l ly  p u t t i n g  in  s ix  o r seven  h o u rs  e x t r a  work a  day , o r

tu r n in g  up in  th e  s m a ll h o u rs  to  h e lp  r e p a i r  a  m achine; b u t  a t  th e  same

tim e th e y  w ere a lw ays c o m p l a in i n g  ̂ o f  how 'c o l d '  ( t s u m e ta i ) o r  'd i r t y '  

( k i t a n a i )  th e  company w as.

As we saw in  th e  l a s t  ch ap ter, s u b -s e c t io n  heads were counted as
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managers, so  th a t  th ey  were n ot e l i g i b l e  fo r  overtim e paym ents, hut

th e  r e s p o n s ib i l i t y  a llow an ces th ey  rece iv ed  were n ot enough to  compensate

them fo r  th e  l o s s  and th ey  th e r e fo r e  earned l e s s  than t h e ir  su b ord in ates :

’The pay o f s u b -s e c t io n  heads i s  too  bad, and the  
v a r io u s  a llow an ces are poor. Once or tw ice  a month 
I  have to  le a v e  the fa c to r y  to  do som ething o u ts id e  
and I  make a l o s s .  The lunch a llow ance i s  poor.
Sometimes I  don’t  apply  (beforehand) to  th e  company and 
when I  go out on b u s in e ss  w ithout an appointm ent I  have 
to  pay fo r  the m eals m y se lf .

I  d o n 't  understand why s u b -s e c t io n  heads don’t  g e t  
a llow an ces and overtim e r a t e s .  L iv in g  has become more 
d i f f i c u l t  than when I  was a team le a d e r .

S u b -se c tio n  heads are n ot paid overtim e, j u s t  meal 
a llo w a n c es . Nor do th ey  g e t  n ig h t  s h i f t  a llo w a n c es .
This should be d e a lt  w i t h .1

Another problem fo r  the s u b -s e c t io n  heads was th a t  the upper 

management was always ready to  f in d  f a u l t  w ith  them. There was o fte n  

ta lk  a t  th e  main o f f i c e  o f  the d e fe c t s  (r a r e ly  s p e c i f ie d )  o f  f i r s t  l in e  

management, and o f  the need fo r  tr a in in g  su b -se c t io n  heads and team  

le a d e r s . Most o f  the v ery  few  tr a in in g  programmes th a t  had ever  been 

put in to  p r a c t ic e  a t  Marumaru had been d ev ised  fo r  su p e r v iso r s  on the shop 

f lo o r .  In f a c t  management d i f f i c u l t i e s  seemed to  me to  a r is e  h igh er  up, 

in  the s e c t io n  head and deputy head ranks to which salesm en would be 

appointed and p laced  in  charge o f p rod u ction . The r e s p o n s ib i l i t y  fo r  

tr a in in g  t h e ir  in n ocen t su p er io rs  f e l l  on the f i r s t  l in e  m anagers.

At Yokohama, and indeed a t  most o f the other f a c t o r i e s ,  th ere  was 

a la c k  o f  t e c h n ic a l  s t a f f .  At one p o in t in  my s ta y  a t  Yokohama th ere  

was on ly  one q u a l i f ie d  en g in eer  to  take on r e p a ir s  in  th e  whole fa c to r y ,  

so th a t  the s u b -s e c t io n  heads, none o f  whom had had any form al te c h n ic a l  

t r a in in g , had to  spend a good p art o f  t h e ir  tim e tr y in g  to  patch  up 

f a u lt y  m achines. At tim es the labour shortage became so acu te  th a t  

s u b -s e c t io n  heads had to  g iv e  up su p e r v is in g  and in s te a d  len d  a hand in  

p roduction  th em se lv es , so th a t  they  were o fte n  to  be found pushing h a l f -  

com pleted corrugated  s h e e ts  around the f lo o r .  I t  was w ith  th e se  c o n d itio n s  

in  mind th a t  one a c t in g  s u b -s e c t io n  head (h is  appointm ent was confirm ed
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two m onths l a t e r )  w ro te  :

' I  have worked f o r  te n  y e a rs  f o r  t h i s  company, d u r in g  
w hich i t  has expanded. P le n ty  o f equipm ent and 
a p p a ra tu s  h as  been  i n s t a l l e d ,  and I  e x p e c t r a p id  g row th  
from  now on a s  w e l l .  F o r us shop f l o o r  w o rk ers  th e  
te n  y e a rs  have se en  r a p id  i n s t a l l a t i o n  o f  new m ach in ery , 
so t h a t  our work has changed . What d o e s n 't  change i s  
th e  la b o u r  s h o r ta g e .  Pay la b o u r e r s ,  p a r t - t i m e r s ,  and 
s tu d e n ts  a r e  p u t on s h i f t  work, though  th e r e  a r e  su b 
s e c t io n  heads w ith o u t manyone b e n e a th  them , we team  
heads have to  d e a l  w ith  te n  men ( in c lu d in g  th o se  day 
la b o u r e r s )  a l l  by  o u r s e lv e s .  So m is ta k e s  a r e  made and we 
a r e . s a i d  to  have no a d m in is t r a t iv e  a b i l i t y . '

One s u b - s e c t io n  head to o k  th e  o f fe n s iv e  in  an a r t i c l e  in  'C loud* ,

tho u g h  h i s  v iew s were i d io s y n c r a t i c  :

'R e c e n tly  th e  m anagers seem to  have become v e ry  fond, o f 
new w ords. J u s t  u s in g  words l i k e  " S e lf  M anagem ent",
"Management by O b je c t iv e s " ,  " su ch  and su ch  a  movem ent",
"su ch  and such  a  te c h n iq u e "  makes them happy . I  am s u re  
t h a t  everyone  would a g re e  t h a t  i f  th e s e  new words were 
com ing from  th e  b e s t  em ployees, t h a t  would be v e iy  
d e s i r a b l e .  The la b o u r  s h o r ta g e ,  th e  p rob lem  t h a t  i s  
t r o u b l in g  u s  a t  th e  moment i s  a  s e r io u s  m a t te r ,  b u t  i t ' s  
no u se  g e t t i n g  o b sessed  w ith  i t .  Things w i l l  g e t  s l i p  
shod , and th e  w orkers w i l l  lo s e  t h e i r  se n se  o f  
d i r e c t i o n .  B e fo re  b r in g in g  in  new p eo p le  th e  
management ought to  b u i ld  th in g s  up so t h a t  th o s e  a lr e a d y  
i n  th e  company can work w ith  i n i t i a t i v e .  I f  t h i s  i s n ' t  
done o v e r th e  w hole company th e  r e s u l t s  w i l l  be f e e b l e .
E veryone, from  th e  p l a n t  m anager to  th e  m achine team  
le a d e r s  h as  g o t to  go a s  one man. I f  p e o p le  th in k  t h a t  
w e 'v e  g o t enough hands f o r  th e  p r e s e n t  amount o f  work,
th e n  we w o n 't  need any more p e o p le , and we w o n 't  have
a l l  th e s e  d i f f i c u l t i e s  in  g e t t i n g  p e o p le . We d o n 't  
need  u s e le s s  p e o p le . I f  we g e t  in  more p e o p le  our 
a v e ra g e  s a la r y  f a l l s , so we lo s e  in  th e  e n d . '

S u b -s e c t io n  heads a t  Marumaru d id  p e rfo rm  th e  d u t ie s  o f forem en 

b u t  I  do n o t  th in k  t h a t  t h e i r  d i f f i c u l t i e s  were c lo s e ly  com parable w ith  

th o se  o f  forem en in  o th e r  c o u n t r i e s ,  (Wray, 1949) o r  even  w ith  th o se  o f  

forem en in  some o th e r  Jap an ese  com panies (C o le , 1971> P 183)* Foremen

i n  th e  w est have been  d e p ic te d  a s  'men in  th e  m id d le ',  sandw iched

betw een w orkers  and management. At Marumaru, how ever, a s  we have se e n , 

th e  d i s t i n c t i o n  betw een la b o u r  and management was v e ry  much l e s s  

s i g n i f i c a n t  th an  t h a t  i n  'a w e s te rn  company becau se  o f  th e  s ta n d a rd  ran k s  

sy s tem . Em ployees cou ld  se e  th em se lv es  a s  s e t  on a  continuum  o f ra n k s  

and g ra d e s  a lo n g  w hich th e y  moved, p r i n c i p a l l y  a c c o rd in g  to  a g e , b u t a ls o
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as a r e s u lt  o f  e f f o r t  and a b i l i t y .  S u b -sec tio n  heads m erely  occupied  

ope o f  a number o f  p o in ts  on1th e continuum,, and t h e ir  r e la t io n s  w ith  

o th er  company le a d e r s ,  whose p o s it io n s  th ey  had been in  th ree  or four  

y ears e a r l i e r ,  or o f s e c t io n  h ead s, whose p o s it io n s  th ey  m ight hope 

to  reach  w ith in  a s im ila r  le n g th  o f  tim e. The d isad van tages o f  sub

s e c t io n  heads r e s u lt e d , th e r e fo r e , n o t from t h e ir  r e la t io n s  w ith  o th er  

em ployees, but from t h e ir  c o n d itio n s  o f  employment, the e x te n t  to  which  

th ey  were req u ired  to  serv e  Marumaru a t  p erson a l c o s t ,  and the p u re ly  

co n tin g en t d i f f i c u l t i e s -  caused by th e  labour sh ortage and th e  tr a n s fe r s  

o f  sa lesm en .

The s im i la r i t i e s  in  the a t t i tu d e s  to  the company o f  a l l  men o f

t h is  in term ed ia te  age group, whether th ey  were managers or n o t , had very

im portant im p lic a t io n s  fo r  union-management r e la t io n s .*  The union  

tended to  be run 'by  team le a d e r s , the most se n io r  em ployees who were n ot  

in  management, but because union p o l i c i e s  r e f le c t e d  the in t e r e s t s  o f a l l  

imm obile w orkers, th ey  n a tu r a lly  engaged the sympathy o f  su b -se c t io n  

heads and s e c t io n  heads, who b e n e f it te d  by the u n io n 's  s u c c e s s . I

have a lrea d y  remarked on how a wage r i s e  gained by th e  union served  to

improve the s a la r ie s  o f managers as w e l l .  Not on ly  did th e se  ju n ior  

managers and su p e r v iso r s  f e e l  the same way towards th e  company as the  

team le a d e r s , and have s im ila r  in t e r e s t s  to  them; many o f  the sub

s e c t io n  heads had o n ly  r e c e n t ly  r e t ir e d  from s e n io r  union p o s it io n s  on 

‘ th e ir  appointm ent to  the management ran k s. N a tu r a lly , th ey  continued  

to  be c lo s e ly  in v o lv ed  w ith  the union in  an u n o f f i c ia l  way, o f fe r in g  

t h e ir  a d v ice  to th e ir  su c c e sso r s  in  the union le a d e r s h ip , and even 

adding t h e ir  v o ic e s  to  union p e t i t io n s  on o c c a s io n . In the n ext  

chapter we s h a l l  see  how the a l l ia n c e  o f  ju n io r  management and union  

le a d e r sh ip  a llow ed  th e  union to  ga in  co n cess io n s  from the company.

*  I  should l i k e  to  acknowledge the e x te n t  to which th e  id ea s  in  t h is  
paragraph were in flu e n c e d  by d is c u ss io n s  I  had w ith  P r o fe sso r  H ideaki 
Okamoto.
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B The mobile employees

( i)  The young non-graduates (15-25 years)

Both from the tone and m atter o f  th e  r e p l i e s  o f  th e  younger 

non-graduates to  the q u e stio n n a ire  i t  was easy  to  s e e  how sm all a  

p la c e  th e  company had in  t h e ir  thoughts and a f f e c t io n s .  I t  w i l l  be 

remembered th a t  o n ly  one young graduate had m entioned a hobby or 

in t e r e s t  not connected  w ith  h is  work. Of the fo r ty  four young non

graduates who f i l l e d  in  the forms a t th e  Yokohama fa c to r y , f i f t e e n  

m entioned some k ind  o f  hobby. The most u su a l ones concerned sp ort  

and t r a v e l ,  but some men adm itted  to  in t e r e s t s  in  m usic, ' g i r l s  and 

human l o v e ' ,  E n g lish  and Buddhist p h ilo so p h y . One o f  two men 

in te r e s te d  in  B uddhist p h ilosop h y  a ls o  m entioned an in t e r e s t  in  labour  

r e la t io n s .  The on ly  other in t e r e s t  which concerned th e  company was 

th a t o f a young man whose l e i s u r e  hours were occup ied  in  wondering 

whether or not the q u estio n n a ire  was go ing  to  be o f  any u se to  him;

for  the remarks he had made the year b efore  had had no e f f e c t s .

None o f  th e  young workers who f i l l e d  in  the s e c t io n  o f  the  

q u estio n n a ir e  th a t  req u ired  them to  g iv e  t h e ir  v iew s o f  the company 

wrote anyth ing more than a peremptory demand or com plaint :

1I  do n ig h t work and I  th in k  th a t h e a lth  comes f i r s t ,
so I  shou ld  l ik e  to  do e x e r c is e  on Sunday, but t h e r e 's
no ground. I  should  l ik e  i t  i f  you cou ld  h ir e  a 
ground.

The labour department has no proper job replacem ent 
system  and the p ressu re  on th e  workers i s  g e t t in g  
g r e a te r . The company has no p o lic y  fo r  d e a lin g  w ith  
th e  labour sh o r ta g e . I  d on 't know whether y o u ' l l  
take any n o t ic e  o f  t h i s  q u e s t io n n a ir e , whether you 
w on't ju s t  g e t  us to  f i l l  i t  in  and then  le a v e  i t .

I  would l ik e  the company to  pay more a t te n t io n  to  a  
man's fa m ily  c ircu m stan ces when i t  orders him to  m ove.'

But more u s u a lly  th e  comments c o n s is te d  m erely o f  two or th ree  w ords,

'S top  n ig h t w ork', or 'poor l i g h t i n g ' .

The most freq u en t com plaint was o f  'labour s h o r ta g e ' .  There

appeared to  be more d i s s a t i s f a c t io n  w ith  'lab ou r sh o r ta g e ' among young
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n o n -g ra d u a te s  th a n  any o th e r  i s s u e ;  th e r e  w ere more c o m p la in ts  ah o u t 

i t  th an  a h o u t w e l f a r e ,  jo b  c o n te n ts ,  and pay , a l l  com bined. On th e  

o th e r  hand v e ry  few  o ld e r  n o n -g ra d u a te s  com plained  a b o u t th e  problem , 

and th o se  t h a t  d id  so w ere c o m p la in in g  n o t  on t h e i r  own a c c o u n ts  so much 

a s  f o r  th e  sake  o f  th e  company* Kb g ra d u a te s  anyw here i n  th e  company 

seemed to  be concerned  w ith  th e  q u e s t io n . P a r t  o f  th e  re a s o n  f o r  t h i s  

w as, a s  I  e x p la in e d  i n  C h ap te r I I ,  t h a t  th e r e  was no s h o r ta g e  o f g r a d u a te s .  

N e v e r th e le s s ,  th e r e  were some s a le s  s e c t io n s  t h a t  were s e r i o u s ly  

Undermanned, and in  w hich g ra d u a te s  were h a v in g  to  work t i l l  l a t e  a t  

n ig h t  m ost n ig h ts  a  week. The d i s t r i b u t i o n  o f  the* c o m p la in ts  ab o u t th e  

la b o u r  s h o r ta g e  a t  Yokohama w ere a s  fo llo w s  :

TABID V I .2

K o n -g rad u a te s  T o ta l  C om plainan ts

15-25 y r s  44 12

25-35 32 4

35+ 12 0

88 16

The young shop f l o o r  w orkers  r a i s e d  th e  m a t te r  o f  th e  'l a b o u r  

s h o r ta g e 1 n o t  o u t o f  s o l i c i t u d e  f o r  th e  company b u t  from  e x a s p e ra t io n

a t  overw ork . The s ta n d a rd  week a t  Marumaru was o f f o r t y  e ig h t  h o u rs ,
\

b u t  on to p  o f  t h a t  th e r e  would u s u a l ly  be seven  o r  e ig h t"  h o u rs  o f  

o v e rtim e , p a id  o r  u n p a id ; and on one Sunday in  f o u r  th e r e  would be 

m orn ing  work, w hich was alw ays p a id .  However e x a c t in g  a  new r e c r u i t ' s  

s c h o o l days had b e e n , how ever lo n g  th e  h o u rs  he had been fo rc e d  to  w ork , 

i n  p r e p a r a t io n  f o r  th e  'e x a m in a tio n  h e l l 1, he would s t i l l  be co n sc io u s  

o f th e  s e v e re  l o s s  o f freedom  t h a t  w ork ing  f o r  Marumaru e n t a i l e d . Y et 

even though  overw ork was a  g r ie v a n c e  t h a t  was v e ry  d e e p ly  f e l t ,  i t  was 

i n t e r e s t i n g  t h a t  th e  young p e o p le , in  s p i t e  o f  t h e i r  a p p a re n t  l a c k  o f
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o f  l o y a l t y  to  M arumaru, s t i l l  p h rased  th e  problem  a s  a  ’ la b o u r  s h o r ta g e 1; 

f o r  in  d o in g  so th e y  seemed to  be a c c e p t in g  th e  com pany 's v iew  o f  th e  

s i t u a t i o n -  Marumaru co u ld  e a s i l y  have so lv e d  th e  p rob lem  o f ’ la b o u r  

s h o r ta g e 1 by  tu r n in g  down a  few o r d e r s ,  o r  w ork ing  th e  sa lesm en  a  l i t t l e  

l e s s  h a rd . T here m igh t even have been  som eth ing  to  g a in  by d o in g  s o .

Y et th e  young shop f l o o r  w orkers w ro te  n o t  o f 'o v e rw o rk 1 b u t  o f 'l a b o u r  

s h o r ta g e 1, and t h e i r  c h o ic e  o f words was made even more s i g n i f i c a n t  by 

th e  f a c t  t h a t  nowhere on th e  p r in te d  form s d id  th e  p h ra se  'l a b o u r  

s h o r ta g e 1 a p p e a r . Hor d id  th e r e  seem to  be any  q u e s t io n  t h a t  would have
t

e l i c i t e d  the com plaint in  th a t  form. Perhaps the ex p la n a tio n  was th a t  

the youngj p eo p le , overworked though th ey  were, s t i l l  accep ted  the need 

fo r  expansion and the in d i s p e n s ib i l i t y  o f  growth.

One cou ld  sum m arize th e  re sp o n se s  o f  th e  youpg n o n -g ra d u a te s  to  

th e  q u e s t io n n a ir e  by s a y in g  t h a t  none o f  them c o n ta in e d  a n y th in g  t h a t  

would have been i n c o n s i s t e n t  w ith  th e  su b seq u e n t r e s ig n a t io n  o f i t s  

a u th o r .  In  th e  q u e s t io n n a i r e ,  as  in  ev eryday  l i f e ,  th e y  showed l i t t l e  

e v id e n c e  o f much l o y a l t y  o r  a f f e c t i o n  f o r  Marumaru. I t  h as  to  "be 

a d m itte d , how ever, t h a t  even though  th e  company made more e f f o r t  to  

accom odate i t s e l f  to  th e s e  y o u n g s te rs  th a n  to  o ld e r  men, th e  c o n d it io n s  

o f  t h e i r  l i f e  on th e  shop f l o o r  and in  th e  Yokohama h o s t e l ,  i f  n o t  th e  

new er o n es , w ere f a r  from  a t t r a c t i v e .  T h e ir  pay  was low ; p rom otion  

was s t i l l  v e ry  d i s t a n t ;  and , p e rh ap s  m ost s e r io u s  o f  a l l ,  th e r e  was 

a lm o st no t r a i n i n g  f o r  them w ith in  th e  company. T here was v e ry  l i t t l e  

in c e n t iv e  f o r  them  to  a t t a c h  th em se lv e s  to  Marumaru, o r  to  d isc o u ra g e  

them from  w a n tin g  to  g a in  new e x p e r ie n c e s  e ls e w h e re .

A bbeglen (1958, p 1 0 0 ), who c o n s id e re d  t h a t  th e  o r g a n iz a t io n  o f  

Jap an e se  com panies was a s s o c ia te d  w ith  t r a d i t i o n a l  r u r a l  ways o f  th o u g h t, 

supposed  t h a t  r e l a t i o n s  in  Ja p an e se  com panies would i n e v i t a b l y  be changed 

by  th e  i n f l u x  o f  u rb an  r e c r u i t s  to  f a c t o r i e s  t h a t  had p r e v io u s ly  drawn 

t h e i r  w orkers from  th e  c o u n try . As I  e x p la in e d  in  th e  f i r s t  c h a p te r ,
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how ever, th e r e  i s  e v id en ce  t h a t  company o rg a n iz a t io n  i s  th e  p ro d u c t 

o f  r e c e n t ,  p o s t-w a r  c irc u m s ta n c e s  a s  much a s  t r a d i t i o n a l  in f lu e n c e s ;  

h u t  in  any  c a s e , th e r e  was n o th in g  to  show t h a t  a t  M arumaru, a t  l e a s t ,  

young p e o p le  from  th e  c i t i e s  to o k  d i f f e r e n t  a t t i t u d e s  tow ards th e  

company from  th o s e  from  th e  c o u n try . Some o f th e  company’ s m ost 

v o c if e ro u s  young c r i t i c s ,  and m ost o f th o se  young r e c r u i t s  who re s ig n e d  

soon a f t e r  jo in in g ,  came from  M arumaru’s own home t e r r i t o r y  i n  th e  

r u r a l  p r e f e c tu r e  o f  N -.

i i  Women

A second c a te g o ry  o f  em ployees, b e s id e s  th e  w orkers r e c r u i t e d  from  

th e  c i t i e s ,  from  whom A bbeglen (1958, P 102) ex p e c te d  an tag o n ism  to  th e  

’ t r a d i t i o n a l ’ company was th e  women, and e s p e c i a l l y  e d u c a te d  women. I t  

w i l l  be remembered t h a t  a t  M arumaru, a s  in  th e  com panies A bbeglen d e s 'c r ib e d , 

women w ere n o t  c o n s id e re d  company members in  'th e  f u l l e s t  s e n s e . T h e ir  

i n t e r e s t s  w ere ex p e c te d  to  l i e  o u ts id e  th e  company, in  m a rr ia g e  and 

hom e-m aking. The management made i t  a  h a b i t  to  assum e t h a t  women o n ly  

s ta y e d  w ith  th e  company a  s h o r t  tim e  and would le a v e  to  g e t  m a rrie d  w ith in  

a  y e a r  o r two o f  jo in in g ,  tho u g h  in  f a c t  th e  l o s s  o f  m ale h ig h  sc h o o l 

g ra d u a te s  from  each  in ta k e  was v e ry  much g r e a t e r  th a n  t h a t  o f women-

The v a s t  m a jo r i ty  o f  women a t  Marumaru were n o n -g ra d u a te s ,  and m ost 

o f  them to o k  th e  same v iew  o f  th em se lv es  as  th e  company d id .  N e a r ly  a l l  

o f  them w ere young, and n e a r ly  a l l  w ere , in d e e d , t h in k in g  o f  o n ly  a  th r e e  

o r  f o u r  y e a r  s t i n t  a t  Marumaru b e fo re  th e y  m a r r ie d . M ost o f th e  women 

who answ ered th e  q u e s t io n n a ir e  -  I  to o k  a c co u n t o f  women from  th e  main 

o f f i c e ,  Yokohama, th e  l a r g e  f a c to r y  a t  T -, and ,a sm a ll r u r a l  one -  were 

employed i n  s e c r e t a r i a l  p o s ts  r a t h e r  th a n  on th e  p ro d u c tio n  l i n e .  L ike 

th e  young n o n -g ra d u a te s , th e  women showed th em se lv e s  to  be f u l l  o f  o u ts id e  

i n t e r e s t s  -  h a n d ic r a f t s ,  E n g l is h , m ounta in  h ik e s ,  and f o r e ig n  t r a v e l  (o f  

a  h y p o th e t ic a l  s o r t )  -  none o f  them a n y th in g  to  do w ith  w ork. The
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you n g er women made few er comments and co m p la in ts  to  th e  company th an

th e  young men, b u t  w hat th e y  s a id  was n o t  d i s s i m i l a r  i n  c o n te n t .  There
' \

were tw en ty  f i v e  g i r l s  u n d e r  th e  age o f  tw en ty  f i v e ,  and e ig h t  o f them 

had som eth ing  to  s a y . F iv e  w anted s h o r t e r  w ork ing  h o u rs  o r  more p eo p le  

to  h e lp  to  do th e  w ork. Two w anted b e t t e r  food and th e  e ig h t  asked 

th e  company to  p ro v id e  an o p p o r tu n i ty  f o r  g i r l s  to  g e t  to g e th e r  once a  

m onth. Two o f  th e s e  younger g i r l s  a ls o  m entioned' t h e i r  d i s s a t i s f a c t i o n  

a t  n o t  b e in g  g iv en  s e t  amounts o f work to  do , and a t  b e in g  e i t h e r  o v e r

worked o r l e f t  id l in g *

The g i r l s  o f th e  age group above, th o se  betw een tw en ty  s i x  and

t h i r t y ,  had n e a r ly  a l l  come i n to  Marumaru from  o th e r  com pan ies. L ike

men o f th e  same a g e , though  to  a  l e s s e r  e x te n t ,  th e s e  women showed an

i n t e r e s t  in ^ o r g a n iz a t io n a l  problem s :

’ I  would l i k e  you to  s e t  up a  g r ie v a n c e  com m ittee  such  
a s  e x i s t s  in  many o th e r  com panies. I t  would be b e t t e r  
i f  th e r e  were more d e ta i l e d  com m unication betw een 
u p p e r and lo w er r a n k s . 1

And :

’ I  th in k  i t  would be b e t t e r  to  have a s e p a r a te  p la c e  f o r  
co p y in g . 1

W ith in  t h i s  age group o f tw en ty  s ix  to  t h i r t y  th e r e  w ere one o r  

two u n i v e r s i t y  g ra d u a te s  who m igh t have been i n t e r e s t e d  in  work a  l i t t l e  

more i n  k e e p in g  w ith  t h e i r  q u a l i f i c a t i o n s  th a n  th e  d u l l  s e c r e t a r i a l  

d u t ie s  and m en ia l c h o re s  t h a t  were a u to m a t ic a l ly  a s s ig n e d  to  women a t  

Marumaru. T here w ere a ls o  women in  t h e i r  l a t e  tw e n tie s  who were 

th in k in g  o f a  l i f e  tim e  c a r e e r  in  th e  company. N e i th e r  ty p e  o f woman 

was v e ry  e a s i l y  accommodated w ith in  th o se  p a r t s  o f  th e  company Marumaru 

n o rm a lly  r e s e rv e d  f o r  women. L u r in g  my tim e in  th e  company two women 

g ra d u a te s  r e s ig n e d ,  bo red  and f r u s t r a t e d  by t h e i r  w ork, and t i r e d  o f 

company l i f e  in  g e n e ra l .

A no ther woman, n o t  a  g ra d u a te  b u t  a  p a r t i c u l a r l y  a b le  w orker who, 

a t  th e  age o f  tw e n ty  e ig h t ,  had even a ch iev ed  a  p o s i t i o n  o f  some
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conseq u en ce , com plained  on h e r  q u e s t io n n a ir e  form  :

’Though, b ecau se  o f  th e  o f f i c e  r a t i o n a l i z a t i o n ,  women a re  
g iv e n  r e s p o n s i b i l i t y ,  I  am d i s s a t i s f i e d  b e cau se  no e f f o r t  
i s  made to  d ev e lo p  th e  a b i l i t i e s  o f women. You a r e  made 
to  s i t  in  y o u r p la c e  and t h a t ' s  i t .  E xcep t f o r  y o u r own 
p a r t i c u l a r  work you c a n ’ t  do a n y th in g  a t  a l l .  I f  t h e r e 's  
a  need f o r  q u a l i f i e d  p e o p le , a  man i s  s e n t  on a  c o u rse ;  
b u t  t h e r e 's  n o th in g  l i k e  t h a t  f o r  women. I  suppose  th e  
f a c t  t h a t  women le a v e  f o r  m a rr ia g e  means t h a t  i t ' s  a  lo s s  
f o r  th e  company, b u t  u n d e r  p r e s e n t  s o c i a l  c o n d it io n s  and 
i n  v iew  o f  th e  need  to  re -em p lo y  women, o r  to  u se  p a r t -  
t im e rs  to  combat th e  la b o u r  s h o r ta g e ,  I  sh o u ld  l i k e  to  
see  you d e v e lo p  women's c a p a b i l i t i e s  and im prove w e lfa re  
and c o n d i t io n s . '

B ut th e r e  were many o ld e r  women, o r  w e ll  e d u ca ted  women, who seemed 

c o n te n t  w ith  t h e i r  p la c e  in  th e  company. One g ra d u a te  g i r l  o f  tw en ty  

n in e  w ro te  ;

' I  sh o u ld  l i k e  you to  make i t  c l e a r  w h e th er we a re  to  
work on S a tu rd a y  a f te rn o o n s  o r  n o t .  To make S a tu rd a y  
work dep en d en t on th e  conven ience  o f o u r s u p e r io r s  i s  
to o  much o f  an e x c u se , and i t  won’ t  do . I  sh o u ld  l i k e  
you to  c o n s id e r  a llo w in g  women to  go home e a r l y  b e cau se
th e y  have to  come in  e a r ly  f o r  c le a n in g  d u t i e s .  I
d o n 't  t h in k  i t  would a f f e c t  w o rk .'

The w r i t e r  does n o t  r e j e c t  th e  id e a  t h a t  g ra d u a te  women o f  h e r  age sh o u ld

have to  wash d is h e s  and b r in g  in  t e a  f o r  men h e r  j u n io r s ;  she  m ere ly

w ants s p e c i a l  a rra n g e m e n ts  made to  co rre sp o n d  w ith  th e  s p e c i a l  n a tu r e  o f

h e r  w ork. O ld e r women I  spoke to  seemed re s ig n e d  to  t h e i r  r o l e ,  a

m ix tu re  o f  o d d -jo b  man and h o s te s s ;  n o r  were th e y  u p s e t  a t  b e in g  p assed

o v e r by  men who had e n te re d  th e  company w ith  them . I  was to ld  t h a t  th e

company was a  m an 's  w o rld , and men would alw ays ta k e  a  d i f f e r e n t  a t t i t u d e

to  work and to  th e  company from  women.

I  d id  h e a r  one o r  two men sa y  how b a d ly  th e  company t r e a te d  women, 

o r  r a t h e r  c e r t a i n  p a r t i c u l a r l y  a b le  and u s e f u l  women; b u t th e r e  was 

a s  l i t t l e  f e m in is t  s e n tim e n t among th e  men a s  among th e  m a jo r i ty  o f th e  

women th e m s e lv e s . The u n io n  r a r e l y  concerned  i t s e l f  w ith  th e  

d isa d v a n ta g e s  o f  women, among th e  more c o n c re te  o f  w hich  were t h e i r  low

work and a b i l i t y  r a t i n g s ,  and th e  v e ry  e a r l y  com pulso ry  r e t i r e m e n t  age -

f o r t y  f i v e  in s te a d  o f  f i f t y  f i v e .

I f  th e r e  were few  spon tan eo u s demands f o r  changes i n  th e  t re a tm e n t
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o f  women among th e  company m em bership, th e r e  w ere a ls o  few  p ro s p e c ts  

o f  changes b e in g  fo rc e d  on Marumaru by c irc u m s ta n c e s . I t  was t r u e

t h a t  u s in g  c le v e r  women a s  s k iv v ie s  was a l r e a d y  c o s t in g  th e  company 

so m eth in g , b u t  th e  c o s ts  w ere c o n c e a le d ; and s in c e  m o st, i f  n o t  a l l  o f  

M arum aru 's c o m p e tito rs  w ere u s in g  women in  th e  same way, th e  company 

s u f f e r e d  no d is a d v a n ta g e . The e f f e c t s  o f  th e  la b o u r  s h o r ta g e  r e f e r r e d  

to  by th e  f e m in is t  above w ere n o t  a s  y e t  d i s c e r n ib l e .  The s h o r ta g e  

was o f young p ro d u c tio n  w o rk e rs . Most o f M arum aru 's women em ployees 

were o f f i c e  w o rk e rs , and m ale  o f f i c e  w o rk e rs , o ld e r  men and g ra d u a te s ,  

were n o t  i n  d e s p e r a te ly  s h o r t  s u p p ly . I t  seemed u n l ik e ly  t h a t  women 

would be o f fe r e d  th e  same term s o f company m em bership a s  men o r  th e  

same o p p o r tu n i ty  to  make c a r e e r s ,  a t  l e a s t  f o r  many y e a r s .

My c o n c lu s io n s ,  b o th  from  o b s e rv a t io n  and from  th e  q u e s t io n n a ir e  

r e t u r n s ,  were t h a t  a  p e r s o n 's  a t t i t u d e  to  th e  company was c lo s e ly  

a s s o c ia te d  w ith  h i s  ( o r  h e r )  p o s i t io n  w ith in  i t ,  h i s  e x p e c ta t io n s  from  

i t ,  and th e  p o s s i b i l i t y  open to  hind o f  le a v in g  i t  f o r  b e t t e r  term s 

e lse w h e re . The o ld e r  company members, who re c e iv e d  th e  h ig h e s t  pay 

and th e  b e s t  jo b s ,  were n a t u r a l l y  m ost d isp o se d  to  i d e n t i f y  t h e i r  own 

i n t e r e s t s  w ith  th o s e  o f th e  company. The young w o rk e rs , who o f a l l  

em ployees, r e c e iv e d  th e  l e a s t  im m ediate r e tu r n  f o r  t h e i r  e f f o r t s ,  and 

a l s o  had th e  b e s t  p ro s p e c ts  o f jo b s  e lse w h e re , u rg ed  t h e i r  own ad v an tag e  

m ost s t r o n g ly ,  and seemed to  la c k  any  obvious re g a rd  f o r  th e  company.

N e v e r th e le s s  th e  im m obile em ployees, and e s p e c i a l l y  th o s e  who had 

r e c e n t l y  been  m o b ile , were s e n s ib le  o f  th e  d i s t i n c t i o n  betw een  t h e i r  own 

i n t e r e s t s  and th o se  o f  th e  company. They re s e n te d  b e in g  used  by

Marumaru, and th e y  were d i s s a t i s f i e d  w ith  t h e i r  rew ard s  from  th e  company,
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even  w h ile  th e y  r e a l i s e d  how much th e y  had  g a in e d  from  t h e i r  a s s o c i a t i o n  

w ith  i t ,  and  how f a r  th e y  w ould c o n tin u e  t o  depend on i t .  T h e ir  

a t t i t u d e s  w ere com plex and even  c o n t r a d ic to r y ,  d e r iv e d  a s  th e y  w ere from  

s e l f  i n t e r e s t ,  h a b i t ,  n a t io n a l i s m , a n d , no d o u b t, a t t i t u d e s  o f  em ployee, 

e s p e c i a l l y  im m obile em p loyees, t o  t h e i r  f e l lo w s ,  who a l s o  c o n s t i t u t e d  

t h e  company, b u t  i n  a  s o c i a l  s e n s e ,  w ere more com plex s t i l l .

F i n a l l y ,  I  sh o u ld  l i k e  t o  em phasise  once more t h a t  t h e r e  w ere  no 

o bv ious d i f f e r e n c e s  i n  t h e  a t t i t u d e  t o  t h e  company o f  w o rk e rs  a n d | 

m anagers among th e  im m obile em p lo y ees . Such d i f f e r e n c e s  w ere  p re c lu d e d  

by  th e  u n ifo rm  t r e a tm e n t  a c c o rd e d  t o  b o th  u n d e r t h e  s ta n d a r d  ran k s  and 

pay  system s*

b  R e la t io n s  b e tw een  company members 

A The im m obile em ployees

I  have  a l r e a d y  em phasised  how Marumaru d i f f e r e d  from  a  w e s te rn

company i n  t h e  d e g re e  t o  w h ich  i t s  members w ere s o c i a l l y  i s o l a t e d  from

th e  r e s t  o f  t h e  p o p u la t io n ,  a  w o rld  o f  i t s  own. T hose men who w ere

c o n s tr a in e d  from  le a v in g  by  n a tu r e  o f  t h e  J a p a n e se  la b o u r  m ark e t w ere

d e s t in e d  t o  s h a re  ea ch  o th e r*  s  company f o r  tw e n ty  o r  t h i r t y  y e a r s ,  and  i t

was u n d e r s ta n d a b le ,  t h a t  th e y  sh o u ld  p la c e  g r e a t  em phasis on g e t t i n g  on

t o g e t h e r ,  and  a v o id in g  any sch ism s o r  feuds*

A seco n d  r e a s o n  why company members s h o u ld  b e  c o n sc io u s  o f  a  need

f o r  conco rd  and  harm ony was t h a t  many o f  them  w ere r e l a t e d  t o  e a ch  o th e r

by  k in s h ip  o r  * c o n n ec tio n *  ( k o n e ) . A man who f a i l e d  t o  f i t  i n  w ith  h i s

c o lle a g u e s  m ig h t c a u se  em barrassm en t t o  a  s u p e r io r  who h ad  sp o n so re d  h i s

e n tr a n c e  i n t o  t h e  company, o r  t o  a  b r o th e r  i n  a n o th e r  p a r t  o f  th e  company,

o r  a  m a rr ia g e  *go betw een**

As I  rem arked  i n  an  e a r l i e r  c h a p te r ,  I  h e a rd  a  g r e a t  d e a l  from  th e s e

im m obile members o f  t h e  company a b o u t *good human r e l a t i o n s *  (oA n in g e n

11
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k a n k e i ) .  D e s p ite  i t s  a b s t r a c t  and even t e c h n ic a l  f l a v o u r ,  th e  p h ra se  

app eared  f r e q u e n t ly  in  q u i te  norm al c o n v e r s a t io n s , and i t  was 

i n t e r e s t i n g  t h a t  a  man would u se  i t  ab o u t a  group to  w hich  he h im s e lf  

b e lo n g e d , a s  i f  he w ere a  t h i r d  p a r ty  o b s e rv in g  i t .  I t  was a lm o s t as  

i f  th e  id e a s  o f  th e  ’Human R e la t io n s ' s c h o o l, id e a s  t h a t  have been  w id e ly  

d is s e m in a te d  in  Ja p an , had been  so th o ro u g h ly  abso rb ed  i n to  Marumaru t h a t  

everyone was h i s  own p e rs o n n e l m anager. Good human r e l a t i o n s  b e g in  w ith  

th e  work g ro u p . In  th e  i d e a l  f a c to r y  u n i t  o r  o f f i c e  s e c t io n ,  a l l  th e  

members would be on good term s w ith  each  o th e r .  Hot o n ly  would th e r e  

be am icab le  r e l a t i o n s  w i th in  w ork ing  h o u rs ; everyone  in  th e  group would 

want to  p a r t i c i p a t e  i n  group  a c t i v i t e s  o u ts id e  w ork. In d e e d , th e  

company made a v a i l a b l e  sm a ll sums o f  money to  a l l  th o s e  in  charg e  o f  

u n i t s  o f  o r g a n iz a t io n  so  t h a t  th e y  cou ld  ta k e  t h e i r  s u b o rd in a te s  bow ling  

o r  to  a  r e s t a u r a n t .

In  some u n i t s  o f  th e  o r g a n is a t io n ,  members w ent o u t to g e th e r  o n ly  

th r e e  o r  f o u r  tim es  a  y e a r ;  i n  o th e r s  th e r e  was a  t r a d i t i o n  o f  m onth ly  

o r  even f o r t n i g h t l y  v i s i t s  to  r e s t a u r a n t s  o r  b a r s .  As w e ll  a s  th e s e  

se m i-fo rm a l o u t in g s ,  th e r e  would be many o c c a s io n s  on w hich  two o r th r e e  

members o f  a  u n i t  would go to  a  b a r  to g e th e r .

The n e c e s s i ty  f o r  good r e l a t i o n s  w ith in  a  u n i t  d id  n o t ,  o f  c o u rs e , 

o b v ia te  th e  need f o r  good r e l a t i o n s  betw een p eo p le  o f d i f f e r e n t  u n i t s ,  

and e s p e c i a l l y  th o se  who had to  d e a l  w ith  each  o th e r .  Members o f th e  

head o f f i c e  p ro d u c tio n  d e p a rtm e n t, f o r  exam ple, had to  be f r i e n d l y  w ith  

th e  p ro d u c tio n  s u p e rv is o r s  whom th e y  a id e d  and a d v is e d ;  th e  package 

e n g in e e rs  from  head o f f i c e  had to  be on s im i l a r l y  good term s w ith  th e  

sa lesm en  in  th e  f a c t o r i e s .  Good r e l a t i o n s  were e s ta b l i s h e d  betw een 

men from  d i f f e r e n t  u n i t s ,  a s  betw een men w ith in  th e  same d e p a rtm e n ts  and 

s e c t io n s ,  by  communal e n te r ta in m e n t .  A v i s i t i n g  e n g in e e r  from  head o f f i c e  

would be ta k e n  o u t by th e  f a c t o r y  p ro d u c tio n  s t a f f  he had come to  h e lp .

He would jo in  i n  t h e i r  d r in k s  p a r t i e s  and become, f o r  th e  d u r a t io n  o f
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h i s  v i s i t ,  one o f  t h e i r  num ber.

The same s e l f - c o n s c io u s  g re g a r io u s n e s s  was to  be found in  a l l  

g roups o r a s s o c i a t i o n s  o f  im m obile w orkers w i th in  M arumaru. The 

g ra d u a te s  from  th e  m ain o f f i c e  h o s te l  seemed to  c u l t i v a t e  r e l a t i o n s h ip s  

as  in te n s e  a s  p o s s ib le  among th e m se lv e s , w ork ing  in  th e  same s e c t io n s  

d u r in g  th e  day , p la y in g  m ahjong o r  g o in g  to  b a r s  to g e th e r  in  th e  e v e n in g s , 

and v i s i t i n g  p la c e s  i n  twos o r  th r e e s  on Sundays. The u n io n  le a d e r s  

marked t h e i r  com m ittee m ee tin g s  w ith  a  f r e n z y  o f e n te r ta in m e n t .  D u rin g  

th e  te n  days o f  bonus n e g o t i a t i o n s , th e  u n ion  e x e c u t iv e  com m ittee members 

s ta y e d  to g e th e r  from  e a r l y  m orning  to  l a t e  a t  n ig h t ,  though  th e y  would 

o n ly  have needed  to  spend two o r  th r e e  h o u rs  a  day  on th e  a c tu a l  b u s in e s s  

o f  n e g o tia t io n *

Though a  c a s u a l  o b s e rv e r  would have been im p ressed  by  th e  e a g e rn e ss  

w hich em ployees showed f o r  each  o t h e r 's  s o c ie ty ,  and th e  rem ark ab le  

a b i l i t y  th e y  d is p la y e d  f o r  g e t t i n g  on to g e th e r  -  I  m y se lf  was s u rp r is e d  

when I  f i r s t  e n te re d  Marumaru by th e  f a c t  t h a t  a l l  th e  p e o p le  I  h a p h a z a rd ly  

in v i t e d  to g e th e r  to  jo in  me in  b a rs  alw ays app eared  su ch  good f r i e n d s  -  

y e t  'good  human r e l a t i o n s '  were e s s e n t i a l l y  s u p e r f i c i a l .  Marumaru 

members th em se lv e s  would o f te n  c o n t r a s t  f a m ily  t i e s  and o ld  f r i e n d s h ip s  

form ed a t  s c h o o l o r  c o l le g e ,  w ith  r e l a t i o n s  w ith  c o l le a g u e s  ( c f  C ole ,

1971, P 1 6 6 ) . W ith  h i s  fa m ily  and h i s  t r u e  f r i e n d s  a  man cou ld  be 

h im s e lf ;  b u t  among th o s e  he worked th e r e  was alw ays an e lem en t o f s t r a i n  

and a  need f o r  c irc u m s p e c tio n .

The re a s o n  why g e n u in e ly  good human r e l a t i o n s  w ere so d i f f i c u l t  

to  a t t a i n  w as, o f c o u rs e , t h a t  Marumaru was n o t  a  s o c i a l  c lu b  b u t  a  

h ig h ly  o rg a n iz e d  and d i s c ip l in e d  i n d u s t r i a l  company. Company members 

were in  consequence p lac e d  i n  c o m p e tit io n  w ith  each  o th e r ,  and th e y  were 

a ls o  made each  o t h e r 's  s u p e r io r s  and s u b o rd in a te s .  C o m p e titio n  and 

h ie r a r c h y  n a tu ra lly im p in g e d  on a l l ,  o r  n e a r ly  a l l ,  t h e i r  r e l a t i o n s  w ith  

each  o th e r .
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The c o m p e tit io n  was i n t e n s i f i e d ,  and th e  h ie r a r c h y  made more 

com plete  by th e  sy stem  o f s ta n d a rd  ra n k s  and g ra d e s . Because th e  

ra n k s  and g ra d e s  a p p lie d  a c ro s s  th e  e n t i r e  company, and b e c au se  o f  th e  

la c k  o f s p e c i a l i z a t i o n ,  any two men were e i t h e r  r i v a l s  o r  s u b o rd in a te  

and s u p e r io r .

I f  p rom o tion  had been  p r e c i s e l y  c o r r e la t e d  w ith  age and le n g th  o f  

s e r v ic e  th e n , t h e o r e t i c a l l y  a t  l e a s t ,  company members would have had 

no re a so n  to  com pete w ith  each  o th e r .  In  p r a c t i c e ,  how ever, even in  

th o s e  p a r t s  o f  M arumaru, su ch  a s  th e  f a c to r y  s a le s  s e c t i o n s ,  where 

ap p o in tm e n ts  were made l a r g e l y  a c c o rd in g  to  a g e , c o m p e tit io n  betw een 

company members was i n te n s e .  The g a in s  and lo s s e s  in  th e  s t r u g g le  w ere 

a p p a re n t ly  s l i g h t ,  b u t  so th o ro u g h ly  d id  everyone know th e  b io g r a p h ic a l  

d e t a i l s  o f  everyone  e l s e ,  and so n ic e  were th e  c a lc u la t io n s  o f  p re c e d e n c e , 

t h a t  to  r e a c h  a  g rad e  a  m onth o r  two ahead o f  o n e 's  c o n te m p o ra r ie s  would 

have been a c co u n ted  a  c o n s id e ra b le  s u c c e s s .  In  any c a s e ,  even though  

a l l  th e  members o f  an in ta k e  m igh t r i s e  th ro u g h  th e  s ta n d a rd  ran k s  

t o g e th e r ,  th e r e  would be g r e a t  d i f f e r e n c e s - in  th e  r e s p o n s i b i l i t i e s  th e y  

w ere a c c o rd e d , th e  e x te n t  to  w hich th e y  w ere a llow ed  to  p a r t i c i p a t e  in  

th e  d e l i b e r a t io n s  o f  u p p e r management, and o th e r  m arks o f e s t im a t io n  to  

com pete f o r .  On th e  shop f l o o r ,  o f  c o u rs e , th e  rew ard s and p e n a l t i e s  

o f  c o m p e tit io n  were r a t h e r  more o b v io u s, and th e  m o tiv e  to  compete 

i n t e l l i g i b l e  to  an o u t s id e r .

The company o f f i c i a l l y  encouraged  c o m p e tit io n . As th e  s a t i r i s t  

o f  'C loud* o b se rv e d , i t  was a rra n g e d  t h a t  sa lesm en  and p ro d u c tio n  w orkers 

competed a g a in s t  each  o th e r  e v e ry  day , and th e  r e s u l t s  were p u b lish e d  

w eek ly  on la r g e  n o t ic e  b o a rd s . I t  was t r u e  t h a t  th e  c o m p e tit io n  was 

betw een team s and on th e  com pany's b e h a l f ,  and n o t  betw een  in d iv id u a ls  

f o r  p ro m o tio n , b u t  th e  two form s o f  r i v a l r y  were i m p l i c i t l y  l in k e d .

Fox (1971) P 125)» w r i t i n g  o f  th e  in c o n s i s te n c ie s  o f id e o lo g ie s  

i n  w e s te rn  in d u s t r y ,  h as  rem arked on th e  d i f f i c u l t i e s  o f  r e c o n c i l in g
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th e  need f o r  l o y a l t y  and teamwork w ith  th e  id e a s  t h a t  company members 

sh o u ld  be com peting  a g a in s t  each  o th e r  f o r  advancem ent. At Marumaru 

th e  d i f f i c u l t i e s  were p a r t i c u l a r l y  g r e a t .  The same i s o l a t i o n  t h a t  made 

th e  m ain ten an ce  o f  'good human r e l a t i o n s '  so much more im p o r ta n t  th an  in  

a  w e s te rn  company, a ls o  e x a g g e ra te d  th e  c o m p e tit io n . S uccess  became a l l  

th e  more d e s i r a b le  f o r  b e in g  won o v e r an unchang ing  g roup  o f  

c o n te m p o ra r ie s  and c o l le a g u e s .  F a i lu r e  was h a rd e r  to  e sca p e  e i t h e r  by 

l e a v in g  Marumaru o r  by p a r t i c i p a t i n g  l e s s  i n  company l i f e  and ta k in g  up 

o u ts id e  i n t e r e s t s .

At th e  same tim e  a s  he was com peting  w ith  h i s  e q u a l s , each  employee 

was p e rm a n en tly  s u b o rd in a te d  to  th e  same s u p e r i o r s . The s t r a i n  o f 

s u b o rd in a t io n  was p e rh a p s  even g r e a t e r  th an  t h a t  o f  c o m p e ti t io n .

Marumaru was i n  many ways more a u th o r i t a r i a n  th a n  a  w e s te rn  company.

A man who cou ld  n o t  le a v e  th e  company e a s i l y  had l i t t l e  c h o ic e  b u t  to  

obey o r d e r s .  T here  was no s e t  p ro c e s s  by w hich even a  non-m anager 

cou ld  a p p e a l a g a in s t  a  s u p e r i o r 's  d e c is io n ;  f o r  a  man in  th e  s ta n d a rd  

ra n k s  to  a t te m p t to  make such  an a p p e a l would have been  th o u g h t m u tinous.|£  

B ecause o f  th e  w eakness o f th e  u n io n  th e r e  was no so u rc e  o f  power o th e r  

th an  th e  u p p e r management and th e  board  o f d i r e c t o r s .  F i n a l l y ,  th e r e  was 

o n ly  l im i te d  r e c o g n i t io n  o f  th e  a u th o r i t y  g iv en  in  th e  w e s t to  s p e c i a l  

know ledge .

The scope o f  a u th o r i t y  was a ls o  w id e r th a n  i n  th e  w e s t , j u s t  a s  th e  

d i s t i n c t i o n  betw een p u b l ic  and p r iv a t e  l i f e ,  work and l e i s u r e  was l e s s  

c l e a r l y  made. There were o c c a s io n s  -  th e  f u n e r a l  I  m en tioned  i n  an 

e a r l i e r  c h a p te r  was one o f them -  when i t  was in  o r d e r  f o r  a  s u p e r io r  

to  employ a  s u b o rd in a te  on h i s  p r iv a t e  b u s in e s s  o u ts id e  o f f i c e  h o u rs . 

Sometimes th e  s u b o rd in a te  would u n d e r ta k e  th e s e  d u t i e s  c h e e r f u l ly ,  as  a  

norm al p a r t  o f  h i s  jo b ; b u t  even i f  he r e s e n te d  d o in g  them , th e r e  was 

l i t t l e  he cou ld  do ab o u t i t .

* Fox, 1971, P 140 has  rem arked how g r ie v a n c e  p ro c e d u re s  i n  B r i t i s h  
com panies a r e  n o t  ex p ec ted  to  be used  by m anagers.
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P erh ap s  th e  m ost f o r c e f u l  r e p r e s e n ta t i o n  o f  th e  a b s o lu te  n a tu r e  

o f  s u p e ro r d in a t io n  and s u b o rd in a t io n  in  Jap an ese  com panies can be found 

in  th e  comic s t r i p s  in  new spapers and in  t e l e v i s i o n  s k i t s .  I n v a r ia b ly  

th e  d ep a rtm en t h ead , p o r tra y e d  w ith  g ro te sq u e  f e a t u r e s ,  i s  to  be seen  

s h o u tin g  abuse  and b e a t in g  h i s  p r o s t r a t e  s u b o rd in a te s  on th e  head w ith  

r o l l e d  up s h e e ts  o f fo o ls c a p .  The im p re ss io n  o f  a u t h o r i t y  i s  dem anding, 

b ru sq u e , and u n f e e l in g ,  in  a  w orld  f a r  removed from  'good human r e l a t i o n s '  

and management fa m ilism .

So th e s e  im m obile em ployees, i s o l a t e d  and a rra n g e d  in  t h e i r  ran k s  

were r e q u ir e d  to  com pete, obey and a t  th e  same tim e p re s e rv e  th e  m ost 

am icab le  a p p e a ra n c e s , c o n s t r a in t s  t h a t  made i t  im p o s s ib le  f o r  them to  

behave n a t u r a l l y  and u n a f f e c te d ly .  I f ,  f o r  exam ple, a  man were too  

much a t  ea se  w ith  th e  s e n io r  men in  h i s  work u n i t ,  he co u ld  be accused  

o f  sycophancy  by h i s  c o l le a g u e s ;  i f  he p a id  h i s  s u p e r io r s  to o  l i t t l e  

a t t e n t i o n  he m ig h t be supposed  in s u b o rd in a te  o r  a t  l e a s t  u n c o -o p e ra t iv e .

I f  he was to o  r e s e rv e d  w ith  h i s  c o n te m p o ra r ie s , he would be s u s p e c te d  o f 

b e in g  u n h e a l th i l y  a m b itio u s . I f  he were to o  f r i e n d l y  w ith  them , 

p rob lem s would a r i s e  when he o r  th e y  moved s l i g h t l y  ahead in  th e  r a c e  f o r  

p ro m o tio n . In  o rd e r  to  av o id  c r i t i c i s m  and rem ain  on t o l e r a b l e  term s 

w ith  e v e ry o n e , th e  im m obile em ployees had to  le a r n  to  s u p re s s  t h e i r  t r u e  

f e e l in g s  and behave i f  n o t  d e v io u s ly , a t  l e a s t  w ith  c o n s id e ra b le  

c irc u m s p e c tio n .

In  th e s e  c irc u m s ta n c e s  i t  was e x tre m e ly  d i f f i c u l t  to  f in d  o u t w hat 

p e o p le  r e a l l y  th o u g h t o f each  o th e r .  The d e t a i l s  o f  th e  d is c o rd s  in  

any d e p a rtm e n t w ere more r e a d i l y  a v a i l a b l e  th e  f u r t h e r  removed my 

in fo rm a n ts  w ere from  t h a t  d e p a rtm e n t. P eop le  who w ere a c t u a l l y  in v o lv e d  

i n ,  f o r  exam ple, c o m p e tit io n  w ith  t h e i r  f e l lo w  w o rk e rs , would deny t h a t  

c o m p e titio n  e x is te d  w ith in  t h e i r  own work u n i t s ,  though--they  would ad m it 

t h a t  in  o th e r ,  l e s s  happy, s e c t io n s  men m igh t p o s s ib ly  be t r y i n g  to  s u rp a s s
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o th e r s  in  pay  o r  ra n k  ( c f  C ole , 1971, P 1 0 7 ) .*  I  have a l r e a d y  

m entioned  how men a t  th e  Yokohama f a c t o r y  were shocked a t  th e  demand 

f o r  p rom o tion  a c t u a l l y  made by  a  u n iq u e ly  f o r t h r i g h t  member o f t h e i r  

own g roup , b u t  p re s e n te d  to  them a s  a  l e t t e r  from  an E n g l is h  w orker 

to  h i s  b o s s .

Those who knew th e  p e o p le  in v o lv e d  in  an i s s u e  b u t  w ere n o t  p a r ty  

to  i t  th em se lv e s  would d is c u s s  th e  problem  in  c u r io u s ly  o b liq u e  

la n g u a g e , f u l l  o f  p h ra s e s  l i k e  ’u n i n t e r e s t i n g ’ ( om oshiroku n a i ) o r 

' co m p lic a ted  * ( f u k u z a ts u ) , w hich were v e ry  cham eleons a t  t a k in g  on th e  

c o lo u r  o f a  c o n te x t .  I t  was o f te n  v e ry  d i f f i c u l t  to  t e l l  from  th e s e  

vague a l l u s io n s  e x a c t ly  w hat th e  problem  w as.

One exam ple o f  how em ployees ( in  t h i s  ca se  n o t ,  s t r i c t l y  sp e a k in g ,

im m obile em ployees) e x p re sse d  th em se lv e s  on d e l i c a t e  s u b je c t s  came from

th e  q u e s t io n n a i r e  r e t u r n s .  The d i f f i c u l t y  concerned  th e  s e n io r  men in

a  c e r t a i n  u n i t  o f  th e  o rg a n iz a t io n  ( n o t ,  how ever, a t  th e  Yokohama f a c t o r y ) .

Two o ld e r  women, b o th  o f  lo n g  s e r v ic e  and some s ta n d in g  in  th e  same

s e c t io n ,  w ro te  on t h e i r  form s :

’ I  d o n ’ t  d i s l i k e  my work; in  f a c t ,  i t ’s work I 'v e  been  
g iv en  to  do f o r  a  lo n g  tim e and I  l i k e  i t .  But w ith  my 
p r e s e n t  s u p e r io r s  i t ' s  s im p ly  im p o ss ib le  to  make work 
i n t e r e s t i n g  ( om oshiroku s h ig o to  ga d e k im a se n ) . The 
p e o p le  below  a re  to  be p i t i e d . A ren ' t  th e y  ig n o r in g  th e  
p e o p le  below  to o  much? Everyone in  t h i s  s e c t io n  w ants 
( th e  s e n io r  men) to  keep  a  f irm  hand on th in g s  a t  work 
( s h ig o to  de k i b i s h i i  no wa m ina . . .  nozonde o rim asu  g a ) ; 
b u t  i t  would be a  much h a p p ie r  w orkp lace  w ith  s u p e r io r s  
who co u ld  be t r u s t e d  and whom s u b o rd in a te s  co u ld  
g e n u in e ly  g e t  to  l i k e . '

*  Though Cole rem arks t h a t  none o f  th e  w orkers i n  h i s  f a c t o r y  was 
w i l l i n g  to  ad m it t h a t  he a s p ir e d  to  p ro m o tio n , y e t  he l a t e r  (p  166) 
sa y s  t h a t  'w o rk e rs  spoke q u i te  f r e e l y  ab o u t com peting , in  c o n t r a s t  
to  th e  c a u tio n  w ith  w hich th e y  spoke o f  p ro d u c tio n  r e s t r i c t i o n 1. 
W orkers a t  Marumaru, though  th e y  d id  speak  ab o u t th e  w a ll  c h a r t s  
show ing th e  p ro d u c tio n  f ig u r e s  f o r  each  team , a lw ays seemed to  
show s ig n s  o f  em barrassm ent ab o u t them .
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' I  t h in k  t h a t  A and B (two s u p e r io r s )  sh o u ld  ta k e  a  
l i t t l e  more r e s p o n s i b i l i t y .  I  t h in k  t h a t  p e o p le  from  
o th e r  com panies and o u t s id e r s  have l o s t  f a i t h  
( s h in r a ik a n ) i n  B. I  f e e l  u n easy  . . .  I  am v e ry  sad  a t  
h a v in g  to  s a y  th in g s  ab o u t s e n io r s  beh ind  t h e i r  b a c k s .*

A t h i r d  p e rso n  in  th e  same s e c t io n  to  com plain  ab o u t th e  problem

was a  young man ;

'C o n tra ry  to  my e x p e c ta t io n s ,  th e  p e o p le  above a r e  warm, 
and t h a t ' s  v e ry  good. But i n  t h i s  s e c t io n ,  human r e l a t i o n s  
a r e  co m p lic a ted  ( fu k u z a ts u )  and th in g s  a r e  to u g h . Human 
r e l a t i o n s  a r e  n o t  p a r t i c u l a r l y  a f f e c t i n g  th e  w ork, b u t  i t ' s  
s im p ly  t h a t  one w ants to  work in  a  good a tm o sp h e re . I  am 
v e ry  e n v io u s  o f  X s e c t io n .  I  am s t i l l  l e a r n in g ,  and I  
would l i k e  th in g s  to  be done s t r i c t l y  (k i h i s h i k u ) l i k e  C 
does th e m .'

X s e c t io n ,  w hich th e  young man m entioned  w ith  envy, was a  sm a ll one in  

w hich th e r e  was a n t ip a th y  betw een th e  m ost s e n io r  man and h i s  im m ediate 

s u b o rd in a te ,  and in  w hich one o f  th e  women caused  much t r o u b le  by f a i l i n g  

to  do h e r  work and p la y in g  up to  a  d i r e c t o r  to  whom th e  s e c t io n  was 

r e s p o n s ib le  i n  su ch  a  way t h a t  th o se  in  th e  s e c t io n  i t s e l f  w ere u n a b le  

to  c o r r e c t  h e r  f a i l i n g s .  A l l  t h i s ,  o f  c o u rs e , was unknown to  th e  young 

man a t  th e  tim e .

The cau se  o f  th e s e  c o m p la in ts  -  w hich to o k  me s e v e r a l  m onths to  

d is c o v e r  -  was t h a t  one o f  th e  s e n io r  men o f th e  s e c t io n  ( b ) was a  

m isa n th ro p e  who d id  n o t  much l i k e  th e  s o c ie ty  o f  h i s  c o l le a g u e s .  He 

a ls o  d i s l i k e d ,  and avo ided  i f  he c o u ld , g o in g  to  p la c e s  o u ts id e  th e  

company, even tho u g h  h i s  d u t ie s  r e q u i r e d  i t .  When, a  y e a r  l a t e r ,  he 

was moved to  a n o th e r  jo b , th e  problem  d is a p p e a re d . What I  w ant to  

em phasize , how ever, i s  n o t  th e  p rob lem , b u t th e  lan g u ag e  o f  th e  

c o m p la in a n ts , t h e i r . r e l u c t a n c e  to  be s p e c i f i c ,  and t h e i r  u se  o f em o tio n a l 

te rm s . My own in fo rm a n ts  spoke in  e x a c t ly  th e  same way a b o u t each  o th e r ,  

even u s in g  th e  same p h r a s e s .

I f  th o se  a c t u a l l y  im p lic a te d  in  a  problem  o f 'human r e l a t i o n s '  were 

s i l e n t ,  and th o se  n e a r  to  them b u t  u n in v o lv ed  in  th e  i s s u e  spoke 

o b s c u re ly , th e  d isa d v a n ta g e  o f in fo rm a n ts  who w ere f u r t h e r  from  th e  scene  

o f  an a c t io n  was t h a t  th e y  w ere to o  in fo r m a t iv e .  I t  was n e v e r  v e ry
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d i f f i c u l t ,  p a r t i c u l a r l y  i n  b a r s ,  to  in d u ce  a  man to  e x p a t i a t e  upon 

r e l a t i o n s  among h i s  more rem ote s u p e r io r s ,  h i s  c o u n te r p a r t s  in  o th e r  

f a c t o r i e s ,  o r  any  o th e r  company members whom he d id  n o t  n o rm a lly  m eet 

in  th e  c o p rse  o f  d u ty .

F iv e  ty p e s  o f e x p la n a tio n  o f  p e rs o n a l  problem s in  o th e r  p a r t s  o f 

th e  company w ere commonly p u t fo rw ard  by in fo rm a n ts . The f i r s t  was 

a n t ip a th y  betw een a  s u p e r io r  and s u b o rd in a te s ,  w hich had o f te n  a r i s e n  

f o r  no more c o n c re te  re a s o n  th a n  t h a t  a 'p r e v io u s  s u p e r io r ,  w ith  whom 

th e  s u b o r d in a te 's  r e l a t i o n s  had been good, had been  t r a n s f e r r e d  and 

r e p la c e d  by a  man w ith  a  d i f f e r e n t  s t y l e  o f m anagem ent. The second 

was f i e r c e  r i v a l r y  betw een men in  th e  same s ta n d a rd  r a n k s .  I  was t o ld  

t h a t  two s u b - s e c t io n  h e a d s , two d ep a rtm e n t h e a d s , even two d i r e c t o r s  were 

on su ch  bad term s t h a t  th e y  cou ld  h a rd ly  speak  to  each  o th e r .  Many o f 

th e  p eo p le  who were s a id  to  d i s l i k e  each  o th e r  so  i n t e n s e ly  gave e v e ry  

im p re ss io n  o f  g e t t i n g  on w e ll  t o g e th e r .  O c c a s io n a lly , how ever, one o f  

them would sp eak  a b o u t th e  o th e r  in  a  tu rn  o f  p h ra se  -  o f te n  i r o n i c  and 

s e l f - d e p r e c a t in g  -  t h a t  im p lie d  some d eg ree  o f h o s t i l i t y  and confirm ed  

th e  rum our.

The n e x t  two ty p e s  o f e x p la n a tio n  concerned  sycophancy  and 

f a v o u r i t i s m .  A man was s a id  to  have r i s e n  to  h i s  ra n k  b y  f l a t t e r i n g  

s u p e r io r s  ( g o m asu ri) and i n  consequence was d i s l i k e d  by h i s  c o l l e a g u e s .

Or a g a in , he had been  prom oted b ecau se  he had had k in  r e l a t i o n s  in  u p p e r 

management ( c f  S h e th , 1968, p 107)- S in ce  men w ere r e c r u i t e d  i n to  

Marumaru c h i e f l y  by  k in s h ip  and c o n n e c tio n , t h i s  l a s t  a c c u s a t io n  cou ld  

be d i r e c te d  a t  a  v e ry  l a r g e  number o f company m em bers. There was no 

c e r t a i n  way o f  v e r i f y in g  e i t h e r  o f  th e s e  c h a rg e s . One m an 's  p o l i t e n e s s  

was a n o th e r 's  i n g r a t i a t i o n ;  and who cou ld  t e l l  w h e th e r  a  man was 

prom oted s im p ly  b ecau se  he was r e l a t e d  to  a  s u p e r io r ,  o r  w h e th e r th e  f a c t  

t h a t  he was r e l a t e d  to  a  s u p e r io r  had m ere ly  se rv e d  to  b r in g  h i s  genu ine  

a b i l i t y  to  th e  a t t e n t i o n  o f  u p p e r management?

The l a s t  ty p e  o f  e x p la n a tio n  was t h a t  -  a s  i n  th e  problem  m entioned
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i n  th e  q u e s t io n n a i r e  -  one o f  th e  members o f a  work g roup  was in co m p eten t 

o r  l a z y ,  and was th e r e f o r e  c a u s in g  th e  o th e r s  w ork. An i n e f f i c i e n t  

s e c t io n  member o f te n  gave r i s e ,  i t  seem ed, to  bad f e e l i n g  w ith in  a  

s e c t io n ;  by c o n t r a s t ,  th e  in c o n v e n ien c e  caused  t h a t  s e c t io n  by th e  

m is ta k e s  o f o th e r  u n i t s  ap p eared  to  be a c c e p te d  w ith  r e s i g n a t i o n .  In  

th e  c a se  o f th e  Am erican box , f o r  exam ple, th e  sa lesm en  who w ere r e q u ir e d  

to  s e l l  th e  box b e fo re  th e  p a te n t  had been s e c u re d , and b e fo re  anyone 

knew how to  make i t ,  c r i t i c i s e d  th e  s a le s  t e c h n ic a l  s e r v ic e  f o r  i t s  

m is -h a n d lin g  o f  th e  a f f a i r ,  b u t  w ith o u t r a n c o u r  o r  r e s e n tm e n t .*

By th e  tim e  I  l e f t  Marumaru d e p a rtm e n ts  i h a t  had once seemed to  me 

m odels o f ’good human r e l a t i o n s ’ had been  re v e a le d  to  be f u l l  o f  

a n im o s i t ie s  and s p i t e s .  S e c tio n s  whose members w ere alw ays to  be seen  

to g e th e r  i n  b a r s ,  and in  w hich th e  s e n io r  men were c o n t in u a l ly  i n v i t i n g  

t h e i r  ju n io r s  home, proved  to  be b e s e t  w ith  b i t t e r  r i v a l r i e s ,  o r  to  

c o n ta in  p e o p le  whose t r a n s f e r s  to  o th e r  f a c t o r i e s  ev eryone  e l s e  was 

e a g e r ly  a w a i t in g .

The s t r a i n  o f d is s e m b lin g , s e l f - e f f a c e m e n t ,  and i n g r a t i a t i o n  

r e q u i r e d  in  Marumaru l i f e  was eased  by two p ro c e s s e s  : t r a n s f e r s  and

g o in g  to  b a r s .  I  have a l r e a d y  e x p la in e d  how th e  f r e q u e n t  t r a n s f e r s  

o f  m anagers and s e n io r  w orkers k e p t th e  company one and p re v e n te d  any 

f a c t o r y  from  becom ing to o  in d e p e n d e n t. T ra n s fe rs  a ls o  b ro u g h t new 

fa c e s  in to  a  work group and removed o ld  ones, d i s s i p a t i n g  l o c a l  a c rim o n ie s  

by s e p a r a t in g  r i v a l s  and g iv in g  s u b o rd in a te s  a  change o f  s u p e r io r s .

* Fensham and Hooper (1964 , pp 159-172) have d e s c r ib e d  how
r e c r im in a t io n s  a ro s e  betw een o p e ra to r s  h a n d lin g  th e  same m ach inery  
i n  each  o f  two s h i f t s  i n  a  B r i t i s h  t e x t i l e  f a c t o r y ,  becau se  th e  
o u tp u t  bonus o f  each  s h i f t  depended on th e  m ach ines b e in g  l e f t  i n  
good c o n d it io n  by th e  l a s t  s h i f t .  I  d id  n o t  h e a r  o f s im i la r  
p rob lem s a t  Marumaru, though  th e  m achines b roke  down o f te n  enough.
The c irc u m s ta n c e s  w ere d i f f e r e n t  i n  Marumaru and th e  t e x t i l e  
f a c to r y ;  b u t  i t  h as  to  be a d m itte d  t h a t  I  had n o t  th en  re a d  th e  
work o f  Fensham and H ooper, and was n o t  lo o k in g " fo r  th e  
d i f f i c u l t y .



266,

B ut th e  f i n e s t  r e s p i t e  from  th e  t r a v a i l s  o f th e  company was to  

be found i n  b a r s .  P e rh a p s , a s  many em ployees rem arked , l i f e  would 

have been q u i te  im p o s s ib le  w ith o u t th e  am azing ly  num erous b a r s  n e a r  

to  hand a t  Yokohama, and in d ee d  a l l  o f  M arum aru's s i t e s  and o f f i c e s .

T here w ere a  few  em ployees who d i s l i k e d ’ n i g h t - l i f e ,  b u t  m ost went to  

b a r s  two o r  th r e e  tim es  a  week, and some s p e n t a s  much a s  a  t h i r d  o f 

t h e i r  income a t  them .

As I  su g g e s te d  e a r l i e r ,  men u s u a l ly  went to  b a r s  w ith  th o se  th e y  

were a s s o c ia te d  w ith  a t  w ork, o r  th o se  who l iv e d  w ith  them  i n  th e  

company h o s t e l .  P e rh ap s b ecau se  i t  was e a s i e r  to  f o r g e t  c o m p e tit io n  

th a n  ra n k , th e  n e a r e r  a  group o f r e v e l l e r s  was to  th e  same age and ra n k  

th e  more c o n v iv ia l  th e  e v en in g  shou ld  b e . A t y p i c a l  p a r ty  m igh t c o n s i s t  

o f  a  s e c t io n  h ead , a  co u p le  o f  s u b - s e c t io n  heads and a  team  l e a d e r ,  o r  

f o u r  o r  f i v e  young men betw een th e  ages  o f tw en ty  f o u r  and t h i r t y ,  who 

had s e t  o u t f o r  a  n ig h t  on th e  town f o r  no b e t t e r  r e a s o n  th a n  t h a t  th e y  

had found th em se lv e s  on th e  same bus a f t e r  a  lo n g  day a t  th e  o f f i c e  o r 

f a c t o r y .

The world, o f  b a rs  was th e  a n t i t h e s i s  o f t h a t  o f com panies. A b a r  

would u s u a l ly  be p re s id e d  o v e r  by a .m o th e r ly  o ld e r  woman (m am a-san) , 

s y m p a th e tic , w i l l i n g  to  l i s t e n ,  b u t  w i t ty  and c a p a b le  o f  t a r t  rem ark s . 

T here  m igh t be b a r  h o s te s s e s ;  th e s e  would e i t h e r  be c a l l e d  ' n e e c h a n 1 

( e ld e r  s i s t e r )  o r  e ls e  a d d re sse d  by t h e i r  p e rs o n a l  nam es, a  usage  

r e s e r v e d  o u ts id e  b a r s  f o r  w ives and s i s t e r s .  The c u s to m e rs , n e a r ly  a l l  

o f  them  company em ployees, were o f te n  g iv en  c h i l d i s h  s o b r iq u e ts ,  u s u a l ly  

e n d in g  in  th e  i n f a n t i l e  form , 1 c h a n ' .  To v i s i t  a  b a r  was th e r e f o r e  a  

r e tu r n  to  c h ild h o o d , a s  in d eed  some em ployees e x p l i c i t l y  r e c o g n iz e d , 

s e e k in g  o u t b a r s  where th e  mama-san rem inded them o f t h e i r  m o th e rs , o r  

came from  t h e i r  own home r e g io n s .  P erhaps even th e  r u s t i c  d e c o r  o f many 

b a rs  was an e v o c a tio n  o f ch ild h o o d  to  th e  m a jo r i ty  o f  cu sto m ers  who were
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o f  c o u n try  o r ig i n .*

The custom ers  were n a t u r a l l y  an x io u s  to  m a in ta in  and c o n t r ib u te  

to  th e  i l l u s i o n s  t h a t  th e  b a rs  p u rv e y e d . I t  would n o t  d o , f o r  exam ple , 

f o r  a  Marumaru man o f a  c e r t a i n  ra n k  to  go to  a  b a r  f re q u e n te d  by  o th e r  

company members w e ll  above him o r  w e ll  below  him in  r a n k . Hot o n ly  

m igh t he be d isc o m fo rte d  by  th e  a c tu a l  ap p earan ce  o f  a  s e n io r ;  b u t th e  

c o n v e rs a tio n  o f  th e  mama-san and th e  h o s te s s e s ,  who would a l l  know 

som eth ing  ab o u t Marumaru, would c o n ta in  r e f e r e n c e s  o f  th e  wrong s o r t  

and p re v e n t  h i s  r e l a p s e  in to  c h i l d i s h  e a s e .  Thus Marumaru em ployees 

a t  th e  Yokohama f a c to r y  d i s t r i b u t e d  th em se lv es  o v e r a s  many a s  t h i r t y  

o r  f o r t y  b a r s .

J u s t  a s  i t  would have been  p o i n t l e s s  f o r  a  man to  go to  an u n s u i ta b le  

b a r ,  i t  would have been  e q u a l ly  a  m is ta k e  to  go to  th e  r i g h t  k ind  o f b a r  

and rem ain  to o  s o b e r .  I  m y se lf , s t r u g g l in g  a g a in s t  th e  e f f e c t s  o f 

a lc h o h o l  to  remember w hat was b e in g  s a id  to  me, was o f te n  rep ro a c h ed  f o r  

b e in g  to o  i n f l e x i b l e  and unbend ing  ( k a t a i ) . I  soon le a rn e d  t h a t  i t  was 

b e s t  to  do what my companions d i d , and assume an i n to x i c a t io n  I  cou ld  n o t  

f e e l .  F o r d ru n k en ess  and drunken  a p p e a ra n ce s  w ere n o t  m ere ly  a c c e p te d  

b u t  a p p ro v ed ;* *  to  p rove  o n e s e l f  to o  n im ble o f  mind a f t e r  a  n ig h t  o f 

d r in k in g  w as, on th e  o th e r  hand , a  s in  a g a in s t  h o s p i t a l i t y .

*  I  sho u ld  n o te  t h a t  n o t  a l l  b a rs  f i t t e d  th e  d e s c r ip t i o n  I  have 
g iv e n . R e c e n tly  a  new and v e ry  d i f f e r e n t  ty p e  o f b a r  has 
ach ie v e d  much su c c e s s  in  th e  b ig  c i t i e s ,  c a te r in g  f o r  o f f i c e  
g i r l s .  These b a r s  a re  huge, n o is y ,  g a r i s h ,  w ith  co sm o p o litan  
p r e te n s io n s ;  and th e  s t a f f  a r e  young men in  e v e n in g  d r e s s .
But such  b a r s  w ere n o t  p a tro n iz e d  by th e  more s e n io r  company 
em ployees I  have been  t a l k i n g  ab o u t in  t h i s  s e c t io n .

** But o n ly  o u ts id e  w ork. I t  was c o n s id e re d  s lo v e n ly  to  d r in k  so 
much a s  a  g la s s  o f  b e e r  d u r in g  th e  lu n c h  h o u r.
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I n  th e  r i g h t  b a r  and a t  th e  r i g h t  moment, n o th in g  a  man s a id  o r 

d id  would be h e ld  a g a in s t  him (o f  Hakane, 1970, p 125)* I t  was n o t  

uncommon f o r  one o f  my com panions su d d en ly  to  announce h im s e lf  th e  

b e s t  w orker p r e s e n t ,  o r  th e  o n ly  man o f  h i s  y e a r  w ith  any  r e a l  know ledge 

o f  s a l e s .  The a s s e r t i o n  would provoke e i t h e r  rau c o u s  l a u g h te r ,  o r  a  

m aud lin  d e n ia l  and a  c o u n te r -c la im  from  one o f  th e  o th e r  em ployees 

p r e s e n t .  Som etimes an o f f i c e  argum ent would be re b o rn  in  a  b a r  

c o n v e rs a t io n , and th e  p r o ta g o n i s t s  would abuse  each  o th e r  i n  a  m anner 

q u i t e  i n t o l e r a b l e  i n  th e  w o rk p lace , where th e  argum ent had o r i g i n a l l y  

a r i s e n .  As th e  e v e n in g  w ent on th e  d i s p u ta n ts  would lo s e  t h e i r  

s in g le n e s s  o f  p u rp o se  and c a r r y  each  o th e r  home d ru n k , m u tte r in g  

in c o h e r e n t ly .  By th e  n e x t  m orning  e v e ry th in g  would be f o r g o t te n  o r  

a t  l e a s t  f o rg iv e n ,  and though  th e  i s s u e s  m igh t rem ain  th ey  would a t  

l e a s t  be l e s s  r a n c o ro u s .

B The m ob ile  em ployees

i  The young n o n -g ra d u a te s

R e la t io n s  betw een th e  im m obile em ployees w ere c o n d it io n e d  by a  

g e n e ra l  d e s i r e  to  m a in ta in  a  f a c t i t i o u s  harmony in  a  c lo se d  

h i e r a r c h i c a l  g ro u p , b u t  among th e  young shop f l o o r  w o rk e rs , who cou ld  

e a s i l y  le a v e  th e  company, th e r e  was much l e s s  c o n sc io u s n e ss  o f  a  need 

f o r  harm ony, w ork ing  g roups were im perm anent, and ra n k  l e s s  f i n e l y  

d i f f e r e n  t i a t  e d .

The f a c t  t h a t  so many o f t h e i r  c o lle a g u e s  l e f t  th e  company 

n a t u r a l l y  encouraged  th o se  who rem ained  to  c o n s id e r  o p p o r tu n i t i e s  beyond 

Marumaru. They d id  n o t ,  t h e r e f o r e ,  f e e l  th e  same need f o r  'good human 

r e l a t i o n s '  o r  th e  p re te n c e  o f  them . They d id  n o t  have to  be so 

t o l e r a n t  o f  th e  f o ib l e s  o f s u p e r io r s  as  th e  im m obile em ployees; th e r e  

m ig h t be more c o n g e n ia l  s u p e r io r s  e ls e w h e re . I f  th e y  d i s l i k e d  t h e i r  

c o l le a g u e s ,  th e y  cou ld  a lw ays le a v e  and f in d  new o n e s .
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M oreover, so many p e o p le  w ere coming and g o in g  on th e  shop 

f l o o r  t h a t  th e  young w orkers th e r e  w ere sp a re d  t h a t  i n t e n s i t y  o f 

a s s o c i a t i o n  w ith  each  o th e r  t h a t  m igh t have encouraged  a n im o s i t ie s ,  o r  made 

w hat q u a r r e l s  th e r e  were more a c rim o n io u s . A sa lesm an  m igh t work two 

o r  th r e e  y e a rs  w ith  th e  same h a n d fu l o f  c o l le a g u e s ,  h u t  a  shop f lo o r  

w orker would have a  new team -m ate e v e ry  two o r th r e e  m onths; b e s id e s  

w hich th e  s e a s o n a l  and tem p o rary  w orkers a t ta c h e d  to  th e  team  would 

change f r e q u e n t ly .

I f  a  young w orker d id  d i s l i k e  h i s  work team , he would have l i t t l e  

h e s i t a t i o n  in  a s k in g  f o r  a  t r a n s f e r  to  a n o th e r  one. The o f f i c i a l s  o f 

th e  la b o u r  d e p a rtm e n t, tho u g h  th e y  m igh t r a i l  a t  th e  c a p r ic io u s n e s s  and 

la c k  o f  p e rs e v e ra n c e  o f  young p e o p le , would u s u a l ly  comply w ith  th e  

r e q u e s t ,  know ing t h a t  i f  th e y  d id  n o t  th e  w orker m igh t r e s i g n .  O lder 

w o rk e rs , who were in  any c a se  more r e t i c e n t  ab o u t a p p ly in g  f o r  t r a n s f e r s ,  

cou ld  s a f e l y  be r e f u s e d .

Much o f th e  s t r a i n  o f  r e l a t i o n s  among th e  im m obile w orkers a ro s e  

b e c au se  th e y  were com peting  f o r  p o s i t io n s  in  th e  company h ie r a r c h y .  

Com petion betw een  th e  y ounger w orkers  was much m ild e r ,  l a r g e l y  b ecau se  

t h e r e  w ere no s p e c i f i c  rew ards to  compete f o r .  A man would n o t  r e a c h  

th e  lo w e s t  g rad e  name u n t i l  he was tw en ty  s ix  o r  s e v e n , o r  th e  sem i

o f f i c i a l  p o s i t i o n  o f  m achine head (k ic h o )  u n t i l  he  was tw e n ty  fo u r  o r  

f i v e .  M oreover, a t  t h i s  l e v e l  th e  work and a b i l i t y  r a t i n g s  were acco rd ed  

w ith  th e  work a  man d id ,  and changed when, f o r  one re a s o n  o r  a n o th e r ,  

he was moved to  a  d i f f e r e n t  m ach ine. Though i t  was t r u e  t h a t  o ld e r  and 

more e x p e rie n c e d  w orkers  were u s u a l ly  to  be found a t  th e  more co m p lic a ted  

m ach in es , so t h a t  th e y  re c e iv e d  h ig h e r  work and a b i l i t y  r a t i n g s  th an  

younger and l e s s  e x p e rie n c e d  w o rk e rs , a l l o c a t i o n s  to  new m achines were 

s u f f i c i e n t l y  f r e q u e n t ,  and th e  work and a b i l i t y  r a t i n g s  th em se lv es  

s u f f i c i e n t l y  c o n v o lu te d  -  a  ^ /5  man r e c e iv in g  l e s s  money, f o r  exam ple, th a n  

a  4 /9  man f o r  th e  r a t i n g s  to  be a  p o o r m easure o f s u c c e s s ,  h r  in c e n t iv e
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to  r i v a l r y .

T here w ere many o c c a s io n s  on w hich th e  young n o n -g ra d u a te s  showed 

th em se lv e s  r e l u c t a n t  to  com pete. When, f o r  exam ple, th e y  re fu s e d  to  

do o v e rtim e  o r Sunday w ork, th e y  n o t  o n ly  m a n ife s te d  a  ’ s e l f i s h *  

a t t i t u d e  to  th e  company h u t  a l s o  w aived a  chance o f  show ing th em se lv es  

more w i l l i n g  and more w orthy  th a n  t h e i r  r i v a l s ,  so m eth in g  no o ld e r  

w orker cou ld  have done. And a g a in ,  young shop f l o o r  w orkers  d id  n o t 

c a l l  a t  th e  h o u ses  o f t h e i r  s u p e r io r s  a t  th e  Hew Y ear to  pay t h e i r  

r e s p e c t s .  G rad u a te s  and o ld e r  w o rk e rs , how ever, would have been  a f r a id  

n o t  to  make an ap p earan ce  a lo n g  w ith  t h e i r  c o l l e a g u e s .

S o c ia l  r e l a t i o n s  on th e  shop f l o o r  w ere , t h e r e f o r e ,  open and 

w ith o u t a f f e c t a t i o n  by  com parison  w ith  th o se  i n  th e  r e s t  o f  th e  company. 

A man a s s o c ia te d  w ith  h i s  f r i e n d s  and avo ided  h i s  en em ies , and was 

p re p a re d  to  r e v e a l  in  word and a c t io n  what he th o u g h t o f  o th e r  p e o p le .

In  th e  l a s t  s e c t io n  I  d e s c r ib e d  th e  a c u te  d is c o m fo r ts  o f  th e  shop 

f l o o r  w orkers i n  t h e i r . l a t e  tw e n t ie s ,  who moved in  th e  c o u rse  o f  a  few 

y e a rs  from  a  lo o s e  to  a  perm anent a s s o c i a t i o n  w ith  th e  company, r u e in g  

t h e i r  l o s s  o f freedom ; w h ile  a t  th e  same tim e th e y  m a rr ie d  and so 

e n te re d  w hat was f i n a n c i a l l y  th e  m ost d i f f i c u l t  p e r io d  o f t h e i r  company 

l i v e s .  These w orkers w ere n o t  o n ly  a l t e r i n g  t h e i r  r e l a t i o n s  w ith  th e  

company b u t  a ls o  w ith  t h e i r  f e l lo w  w o rk e rs . W ith th e  know ledge t h a t  

th e y  co u ld  no lo n g e r  a f f o r d  to  le a v e  Marumaru came a  new need  to  conform , 

to  p le a s e  s u p e r io r s ,  and to  g e t  on w ith  and g e t  ahead  o f t h e i r  

c o n te m p o ra r ie s . Ho doub t t h i s  change in  t h e i r  s o c i a l  r e l a t i o n s  

c o n tr ib u te d  tow ards t h e i r  con fused  and e q u iv o c a l s t a t e ,  

i i  Women

Most o f  th e  women a t  Marumaru w ere young g i r l s  i n  t h e i r  tw e n tie s  

who d id  n o t  e x p e c t to  s ta y  w ith  th e  company f o r  lo n g e r  th a n  th re e  o r 

f o u r  y e a r s ,  and who cou ld  le a v e  w ith  ea se  a t  any tim e and g e t  a  good 

jo b  e ls e w h e re . They, l i k e  th e  young m ale shop f l o o r  w o rk e rs , had l e s s
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need  th a n  th e  o ld e r  men to  make a  c o n sc io u s  e f f o r t  to  m a in ta in  'good 

human r e l a t i o n s ' .  I f  th e y  d id  n o t  l i k e  som eth ing  o r  even someone th e y  

d id  n o t  have to  ta k e  g r e a t  p a in s  to  co n c ea l t h e i r  f e e l i n g s .  So a  woman 

who had no fo n d n ess  f o r  th e  p e o p le  she worked w ith  cou ld  w ander o f f  i n  

th e  lu n c h  b re a k  and a t t a c h  h e r s e l f  to  th e  members o f  a n o th e r  s e c t io n ,
i

o r  d e c l in e  to  a t t e n d  when th e  members o f h e r  own s e c t io n  w ent to  a  

r e s t a u r a n t  to g e th e r .

l i k e  th e  young n o n -g ra d u a te s , a l s o ,  women w ere sp a re d  th e  r ig o u r s  

o f  c o m p e ti t io n . In  th e  ca se  o f th e  women, how ever, i t  was n o t s im p ly  

t h a t  th e r e  were no im m ediate rew ard s to  compete f o r ;  s in c e  Marumaru 

d id  n o t  o f f e r  women th e  same o p p o r tu n i t i e s  a s  men to  make c a r e e r s  f o r  

th em se lv e s  th e r e  was no p rom ise  even o f e v e n tu a l  re w a rd s .

Ih e  c o n d it io n s  o f  t h e i r  employment w ere one im p o r ta n t  in f lu e n c e  

on th e  s o c i a l  r e l a t i o n s  o f  women. A nother was th e  f a c t  t h a t  th e y  

were women, f o r ,  a s  I  n o ted  i n  an e a r l i e r  c h a p te r ,  i n  few  i n d u s t r i a l  

s o c i e t i e s  a r e  th e  r o le s  o f th e  se x es  more c l e a r l y  d i f f e r e n t i a t e d  th a n  in  

Japan -

C e r ta in ly  men and women seemed to  l i v e  s e p a r a te  s o c i a l  l i v e s  a t  

Marumaru. D u rin g  th e  lu n c h  b re a k s  women tended  to  g a th e r  to g e th e r  

in  th e  sw itc h b o a rd  room, w h ile  th e  men p lay ed  games o r  l e f t  th e  

company p rem ise s  f o r  a  m ea l. In  th e  ev en in g s  th e  men would go to  b a rs  

o f  th e  k in d  d e s c r ib e d  above, where women g u e s ts  would n o t  have been  

welcome. The women u s u a l ly  w ent s t r a i g h t  home, b u t  i f  th e y  d id  go 

o u t i t  was to  c o c k ta i l  b a r s  o r  r e s t a u r a n t s .  No woman had e v e r  v i s i t e d  

th e  Yokohama f a c t o r y  h o s te l  -  a t  l e a s t  as f a r  a s  any  o f i t s  in m ates  

cou ld  rem em ber. Only once o r  tw ice  d u r in g  my s ta y  d id  women v i s i t  

th e  m ain o f f i c e  h o s t e l ,  and on one o f  th e s e  o c c a s io n s  an  in c id e n t  to o k  

p la c e  w hioh re v e a le d  how f i r m ly  even young and e d u c a te d  men b e lie v e d  

in  th e  s o c i a l  s e g re g a t io n  o f  women. One o f th e  men o f  th e  h o s te l  (a  

member, a s  i t  happened , o f an  a s c e t i c  C h r i s t i a n  s e c t ) ,  p u t up h i s  f ia n c e e
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f o r  th e  n ig h t  in  h i s  h o s t e l  room w h ile  he s l e p t  w i th  a  f r i e n d .  'When 

she  had l e f t ,  a  m e e tin g  o f  th e  h o s te l  members was c a l l e d  a t  w hich he

was c e n su re d , o n ly  two o th e r  r e s id e n t s  t a k in g  h i s  s id e .

Even when men and women to o k  p a r t  in  th e  same s o c ia l  e v e n ts ,  th e y

seemed to  rem ain  a p a r t .  On th e  head o f f i c e  o u t in g  men and women s a t

s e p a r a te ly  in  th e  bus on th e  way to  th e  s e a s id e  r e s o r t  w here th e  p a r ty  

was to  be  h e ld ;  on th e  way back  a  man o f t h i r t y  s a t  w ith  a  woman o f 

tw en ty  e ig h t ,  to  th e  amusement o f  th e  l e s s  courageous members o f  b o th  

s e x e s . The h ig h l i g h t  o f  th e  o u t in g , f o r  th e  women a t  l e a s t ,  was th e  

dance w hich to o k  p la c e  im m ed ia te ly  a f t e r  su p p e r. W ith in  two h o u rs , 

how ever, a l l  th e  men had gone o f f  to  p la y  m ahjong, l e a v in g  th e  women to  

go back  to  t h e i r  room s.

T here were one o r  two women who d id  jo in  in  some o f  th o s e  

a c t i v i t i e s  w hich  would o th e rw ise  have been  e n t i r e l y  th e  p re s e rv e  o f 

men. They jo in e d  th e  m o u n ta in e e r in g  c lu b , and com peted i n  th e  t a b le  

t e n n is  to u rn a m e n ts . These women w ere th o u g h t o f  n o t  a s  vamps b u t a s  

tom boys; in d eed  one o f  them  was c a l l e d  n o t ' - s a n 1 b u t  ' - k u n 1 by h e r  

men f r i e n d s ,  ' k u n 1 b e in g  th e  s u f f i x  f o r  m ale names by  w hich s e n io r  

men a d d re sse d  t h e i r  ju n io r s .

Though th e  r e s e r v e  and sh y n ess  w hich men and women showed each  

o th e r  was l a r g e l y  a  r e f l e c t i o n  o f Jap an ese  a t t i t u d e s  i n  g e n e r a l ,  some 

c a u tio n  was made a p p r o p r ia te  by th e  c i r c u m s ta n c e s 'o f  company l i f e .

The men o f  m a rr ia g e a b le  age were u s u a l ly  im m obile em ployees f o r  whom th e  

company was o r  sh o u ld  a p p e a r  to  be th e  f i r s t  c o n s id e r a t io n .  A man who 

showed to o  much i n t e r e s t  in  th e  women he worked w ith  r i s k e d  b e in g  

th o u g h t la c k in g  in  s e r io u s n e s s .  M oreover, i t  was v e ry  d i f f i c u l t  in  so 

c lo s e d  a  s o c ie ty  f o r  a  man ( o r  a  woman) to  e n te r  i n t o  a  p r iv a t e  

r e l a t i o n s h i p .  I  was t o l d ,  f o r  exam ple, t h a t  one man who to o k  a  company 

g i r l  o u t found h im s e lf  r e c e iv in g  w e ll  in te n t io p e d  a d v ic e  from  h is  

s u p e r io r s  on w h e th e r he sho u ld  m arry  h e r .

I t  was v e ry  re m a rk a b le , c o n s id e r in g  how l i t t l e  men and women
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a s s o c ia te d  w ith  each  o th e r ,  how many company m a rr ia g e s  ( s h a n a i  kekkon) 

th e r e  w ere a t  M arumaru. I  e a r l i e r  gave f ig u r e s  to  show t h a t  a s  many 

a s  h a l f  th e  women in  M arum aru 's employ ended t h e i r  c a r e e r s  by  m arry in g  

w orkm ates. A few o f  them had ’d a te d 1 t h e i r  husbands i n  s e c re c y ;  one 

o f  my head o f f i c e  a c q u a in ta n c e s  who announced h i s  engagem ent j u s t  b e fo re  

I  l e f t  Marumaru had tak e n  g r e a t  c a re  n o t to  r e v e a l  to  anyone t h a t  he 

was c o u r t in g .  Y et th e  la c k  o f g o s s ip  a b o u t rom ance, a t  l e a s t  among 

th e  men, i n  com parison  w ith  th e  enormous amount o f  s la n d e r  and 

s p e c u la t io n  ab o u t company p o l i t i c s ,  seemed to  s u g g e s t  t h a t  th e r e  was 

v e ry  l i t t l e  ’d a tin g * , s e c r e t  o r  o th e rw is e , and t h a t  many men p roposed

to  women whom th e y  knew o n ly  as  w orkm ates, and a s  a  r e s u l t  o f  company

and d e p a r tm e n ta l  f u n c t io n s .

W ives were th o u g h t o f more a s  complements th a n  com panions to  men.

I t  fo llo w e d  from  t h i s  t h a t  m a rr ia g e  -  w hich , s t r a n g e ly  enough, Marumaru 

men ta lk e d  a b o u t i n c e s s a n t ly ,  though  o n ly  as  an  a b s t r a c t  s t a t e  -  was 

approached  more m e c h a n is t ic a l ly  th an  in  th e  w e s t. Few em ployees a t  

Marumaru would have gone a s  f a r  a s  th e  man who t o ld  me t h a t ,  w i th in

re a s o n , any  woman would make him a  w if e .  (He was t r u e  to  h i s  word and

engaged h im s e lf  to  a  woman a f t e r  no more th a n  a  two h o u r m ia i  i n te r v ie w .)  

B ut c e r t a i n l y  m ost men th o u g h t, when th e y  th o u g h t o f  m a rry in g , o f a  

c o n g e n ia l  p e rso n  to  keep  a  home- more th a n  o f  a  u n iq u e  so u lm a te . There 

was no need f o r  a  man and a  woman to  e x p lo re  ea ch  o t h e r ’ s p e r s o n a l i t i e s ,  

o r  a s c e r t a i n  t h a t  th e y  had common i n t e r e s t s .  Even a p p a re n t ly  c a s u a l  

r e l a t i o n s  betw een young men and women cou ld  be an im m ediate  .p re lu d e  to  

m a r r ia g e , ( o f  B lood, 19&7, P -59)

On m arry in g  a  workmate a  g i r l  would r e t i r e  and s e t  up a  home.

Though in  h e r  e a r l y  m a rrie d  days she  would c o n tin u e  to  se e  th o se  o f  h e r  

g i r l  f r i e n d s  i n  th e  company who were n o t  y e t  m a r r ie d , a s  th e s e  l e f t  

Marumaru o v e r th e  fo llo w in g  two o r  th r e e  y e a rs  sh e  would c e a se  to  have 

any c o n ta c ts  w ith  th e  company beyond th o se  p ro v id e d  by  h e r  husband .
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Marumaru men were v e ry  an x io u s  to  keep  company and fa m ily  s e p a r a te ,  

and husbands r a r e l y  encouraged  t h e i r  w ives to  i n t e r e s t  th em se lv es  to o  

much in  company a f f a i r s ,  so  t h a t  a  w ife  who had m et h e r  husband a t  work 

would soon know a s  l i t t l e  o f  h e r  hu sb an d ’ s w ork ing  l i f e  a s  i f  she had 

n e v e r  been  i n  M arumaru. S e v e ra l  o f  th e  w ives o f  company m a rr ia g e s  whom 

I  m et would n o t  have been  a b le  to  name more th a n  two or th r e e  o f  a  

m an’s more im m ediate  s u p e r io r s .

c C o n c lu sio n

In  t h i s  c h a p te r  I  have shown how th e  d eg ree  to  w hich an employee 

was m ob ile  a f f e c te d  b o th  th e  a t t i t u d e s  he e x p re sse d  to w ard s th e  company 

and a ls o  h i s  r e l a t i o n s  w ith  h i s  f e l lo w s .  The im m obile company members 

had p r id e  and a f f e c t i o n  f o r  th e  company, and y e t  r e s e n te d  i t s  demands 

upon them , th e  c o n f l i c t  w i th in  them b e in g  e x e m p lif ie d  m ost op en ly  in  

th e  confused  q u e ru lo u sn e ss  o f  th e  new ly im m obilized  n o n -g ra d u a te s  i n  

t h e i r  l a t e  tw e n t ie s .  In  d e a l in g  w ith  each  o th e r ,  to o ,  th e  im m obile 

company members w ere s u b je c t  to  c o n f l i c t i n g  f o r c e s ,  and t h e i r  b e h a v io u r  

had i n  consequence to  be c irc u m sp e c t and a r t i f i c i a l .  The m ob ile  

w o rk e rs , how ever, w ere n o ta b ly  more f o r t h r i g h t  and s e l f - a s s e r t i v e  i n  

t h e i r  v iew s o f  th e  company, and more d i r e c t  and open in  t h e i r  r e l a t i o n s  

w ith  ea ch  o th e r .

by c o n s id e r in g  m ob ile  and im m obile em ployees s e p a r a te ly  a t  each  

s ta g e  o f  my e x p o s i t io n ,  I  h ave , p e rh a p s , g iv e n  th e  im p re ss io n  t h a t  

th e r e  w ere two d i s t i n c t  s o c i e t i e s  w i th in  M arumaru. In  f a c t ,  how ever, 

th e  in f lu e n c e  o f  th e  im m obile em ployees on s o c i a l  l i f e  ,a t Marumaru 

was overw helm ing ly  p re p o n d e ra n t. I t  was th e  im m obile em ployees who 

ra n  th e  company and dom inated i t s  i n s t i t u t i o n s .  The m obile  em ployees, 

who w ere a l l  young men and women, had no power o r  a u t h o r i t y ,  and 

c o n s t i tu t e d  no more th a n  a  m arg in a l c a te g o ry  o f  company members a l l  o f
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whom w ould, i n  a  s h o r t  t im e , e i t h e r  le a v e  th e  company o r  become 

im m obile .

Company l i f e ,  by w hich I  mean th e  l i f e  o f  th e  im m obile em ployees, 

w as, th e n , a  l i f e  o f  c o n f l i c t  and a n x ie ty ,  a  p e r p e tu a l  e f f o r t  o f  

accom m odation and a d ju s tm e n t to  th e  re q u ire m e n ts  o f  th e  company and to  

th e  s o c ie ty  o f  o th e r  company members, a s  in d eed  em ployees o f  a l l  ty p e s ,  

b o th  im m obile and m ob ile  f u l l y  u n d e rs to o d . Many o f them  i m p l i c i t l y  

and e x p l i c i t l y  drew th e  com parison  betw een th e  w o rld s  o f b ig  and sm a ll 

b u s in e s s  to  th e  d isa d v a n ta g e  o f th e  fo rm e r. In  b ig  b u s in e s s  one had to

f i t  i n  w i th  w hat a  company ex p ec ted  o f  one; in  s m a ll b u s in e s s ,  even 

though  th e r e  was no s e c u r i t y ,  human r e l a t i o n s  were good, and a  man 

cou ld  be h i s  own m a s te r .  I  have m entioned  how im m obile em ployees 

dreamed o f  owning t h e i r  own sm a ll f irm  o r  shop , and p a r t i c u l a r l y  of 

ru n n in g  a  b a r  o r  a  f i s h  s t a l l  o f  .th e .k in d  th e y  so u g h t r e s p i t e  a t  e v e ry  

n ig h t .  I t  was n o t  ea sy  to  d is c o v e r  where th o se  m o b ile  em ployees who 

l e f t  w ent to  a f t e r  r e s ig n in g  from  Marumaru, b u t i t  ap p e are d  t h a t  th e y , 

to o , had been  p a r t i c u l a r l y  a t t r a c t e d  by th e  freedom  o f f e r e d  by  sm a ll 

b u s in e s s ,  and p a r t i c u l a r l y  th e  ’w a te r  t r a d e s ’ (m izu s h o b a i ) .

I  s a id  above t h a t  th e  young m ob ile  w orkers were p o w e rle ss  to  

im p ress  t h e i r  a t t i t u d e s  on M arumaru. The i n s t i t u t i o n  th ro u g h  w hich th e y  

m ig h t have done so was th e  company u n io n , f o r  though  th e s e  m obile  

w orkers were i n  a  m in o r i ty  in  th e  company th e y  form ed a  s l i g h t  m a jo r i ty  

o f  u n io n  members, t h a t  i s ,  o f  em ployees below  th e  s ta n d a rd  ra n k  of 

s u b - s e c t io n  h e a d . In  th e  n e x t  c h a p te r  I  s h a l l  be e x p la in in g  how th ey  

w ere p re v e n te d  from  e x e r c i s in g  th e  in f lu e n c e  t h e i r  num bers m ight have 

g iv en  them , and how th e  u n io n  was in  f a c t  ru n  by im m obile em ployees o f 

th e  team  head ra n k  and i t s  c o rre sp o n d in g  g ra d e s , whose i n t e r e s t s  and 

v a lu e s  w ere s im i la r  to  th o se  o f  th e  im m obile em ployees who w ere i n  

m anagement p o s i t i o n s .
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CHAPTER V II LABOUR-MANAGEMENT RELATIONS

In  t h i s  c h a p te r  I  am. g o in g  to  examine w hat would a p p e a r  to  he 

a  p a ra d o x . The company u n ion  a t  Marumaru was p o o r ly  o rg a n iz e d , 

im pecun ious, and i l l - s u p p o r t e d  by i t s  members. I t  was le d  by men who 

were a t  odds w ith  th o se  th e y  r e p re s e n te d  and in c l in e d  to  d is a g re e  w ith  

t h e i r  own d e p u tie s  in  th e  l e a d e r s h ip .  I t  was j u s t i f i a b l y  f r ig h te n e d  

o f  t a k in g  any a c t io n  t h a t  would have damaged th e  company, any  s t r i k e ,  

o r  g o -s lo w , o r  w ith d ra w a l o f  p r a c t i c a l  c o -o p e r a t io n ;  f o r  i t  would n o t  

have been a b le  to  p r o te c t  i t s  members from  th e  com pany 's r e t a l i a t i o n .

I t  was i n  n e a r ly  e v e ry  r e s p e c t  a  weak u n io n , n o t o n ly  by  th e  a r b i t r a r y  

s ta n d a rd s  o f  a  w e s te rn e r ,  b u t  a ls o  i n  th e  e s t im a t io n  o f  i t s  own members. 

N e v e r th e le s s ,  i t  a c h ie v e d  m ost, i f  n o t  a l l ,  t h a t  a  v e ry  much s t r o n g e r  

u n io n  cou ld  have d o n e .

The e x p la n a t io n  o f  th e  p aradox  was t h a t  th e  u n io n  and th e  

management a t  Marumaru, a s  in d eed  anywhere e l s e ,  w ere n o t  u n i t a r y  b o d ie s , 

b u t  w ere in s te a d  compounded o f v a r io u s  c a te g o r ie s  o f  p e o p le . The 

u n io n , f o r  exam ple, was an e n te r p r i s e  u n ion  in  a  c lo se d  shop , and 

t h e r e f o r e  in c lu d e d  women and men, younger and o ld e r  w o rk e rs , g ra d u a te s  

and n o n -g ra d u a te s , shop f l o o r  w orkers and o f f i c e  s t a f f .  The management 

c o n s is te d  o f  d i r e c t o r s  and em ployees, g ra d u a te s  and n o n -g ra d u a te s , and 

a l l  s o r t s  o f f u n c t io n a l  g roups t h a t  cou ld  be e x p e c te d  to  ta k e  t h e i r  own

v iew  o f th e  u n io n , ( o f  C ham berlain  and Kuhn, 19^9, P 375) Some

ty p e s  o f m anager had i d e n t i t i e s  o f i n t e r e s t  w ith  th e  u n io n , o r  a t  l e a s t  

w ith  la r g e  s e c t io n s  o f th e  u n io n  m em bership, and c o n f l i c t s  o f  i n t e r e s t  

w ith  o th e r  ty p e s  o f  m anager; and c o n v e rs e ly , c e r t a i n  u n io n  members 

a l l i e d  th em se lv e s  w ith  men in  th e  s ta n d a rd  ra n k s  o v e r  c e r t a i n  m a t te r s ,  

and were opposed to  t h e i r  f e l lo w  u n i o n i s t s .  I t  was th e  s t r e n g th  o f  th e s e  

a l l i a n c e s  a c ro s s  th e  d iv id e  betw een th e  management and u n io n  t h a t  gave 

a  weak u n io n  th e  chance to  im p ress  i t s  w i l l  on th e  m anagem ent.

As I  showed in  th e  l a s t  c h a p te r ,  th e r e  was a  g r e a t  d i f f e r e n c e  in
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th e  s ta n d in g , and th e r e f o r e  i n  th e  b e h a v io u r  and a t t i t u d e s  o f  th e  

im m obile w o rk e rs , th e  o ld e r  shop f l o o r  w orkers and g r a d u a te s ,  and th e  

young m o b ile  shop f l o o r  w o rk e rs , even th o u g h  b o th  ty p e s  o f w orker 

w ere members o f  th e  u n io n . Many im m obile w orkers f e l t  c o n s id e ra b le  

l o y a l t y  to  th e  company and were anx io u s to  prom ote i t s  i n t e r e s t s  as 

f a r  a s  p o s s ib l e .  Even th o se  who had l i t t l e  e m o tio n a l a tta c h m e n t to  

Marumaru had to  remember t h a t  th e y  would have to  spend a  v e ry  lo n g  

tim e w ith  th e  company, so t h a t  i t s  p r o s p e r i t y  was a  c o n d it io n  o f  t h e i r  

own. M oreover th e y  c o u ld .e x p e c t  s h o r t l y  to  c e ase  to  be u n io n  members 

and to  p a ss  i n to  th e  s ta n d a rd  ra n k s  o f  management, a  c o n s id e r a t io n  t h a t  

would d isc o u ra g e  them  from  op p o sin g  company p o l i c i e s  to o  v eh em en tly .

On th e  o th e r  hand th e  young m ob ile  w o rk e rs , who w ere b a d ly  p a id , and 

f o r  whom prom otion  was s t i l l  many y e a rs  o f f ,  had much l e s s  r e a s o n  f o r  

l o y a l ty  to  th e  company. They a l s o  had l e s s  need o f  h e s i t a t i o n  th a n  

th e  im m obile w orkers in  p r e s s in g  t h e i r  c la im s , b e c au se  th e y  cou ld  

alw ays e scap e  M arum aru 's r e t r i b u t i o n  b y  moving to  a n o th e r  company.

There was th e r e f o r e  a  c o n s id e ra b le  d i f f e r e n c e  i n  th e  ends o f  th e  two 

ty p e s  o f  u n i o n i s t s ,  and in  th e  c h o ic e  o f  means a v a i l a b l e  to  them .

On th e  management s id e  i t  was p o s s ib le  to  make a  d i s t i n c t i o n  

betw een u p p e r and low er m anagem ent. We saw in  th e  t h i r d  c h a p te r  t h a t  

e f f e c t i v e  power was i n  th e  hands o f a  sm a ll g roup  o f s e n io r  d i r e c to r s  

i n  th e  upperm ost s ta n d a rd  r a n k s ,  th e  p r e s id e n t ,  th e  v i c e - p r e s id e n t s ,  

and th e  s e n io r  m anaging d i r e c t o r s .  In  th e  lo w e s t s ta n d a rd  ra n k s , 

on th e  o th e r  hand , th e  s u b - s e c t io n  h e a d s , a s  I  showed i n  th e  l a s t  

c h a p te r ,  f e l t  th em se lv e s  a s  much p u t upon by 'm anagem ent' a s  th o se  below  

them in  th e  u n io n . The d i s t i n c t i o n  betw een u p p er and lo w er management 

was a s s o c ia te d  w ith  t h a t  betw een d i r e c to r s  and em ployees; th e  u p p er 

m anagers a l l  b e in g  d i r e c to r s  and th e  low er ones em p loyees. But 

c e r t a i n  o f  th e  j u n io r  d i r e c to r s  were i n  th e  same s ta n d a rd  ra n k  a s  th e  

s e n io r  em ployees, t h a t  o f  d e p a rtm e n t head ; and h e re  th e  d i s t i n c t i o n
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was u n c le a r .

Two s e t s  o f  common i n t e r e s t s  u n i te d  th e s e  c a te g o r ie s  o f  m anagers 

and u n i o n i s t s ,  so o b s c u r in g  th e  d iv i s io n  betw een management and la b o u r  

t h a t ,  a s  I  have n o te d , th e  term s were n o t  used  a t  M arumaru. The f i r s t  

s e t  o f  i n t e r e s t s  was t h a t  o f  th e  im m obile members o f  Marumaru, th e  u p p e r 

and lo w er m anagers, and th e  s e n io r  u n i o n i s t s .  The second s e t  was t h a t  

o f  th e  em ployees, th e  lo w er m anagers and b o th  ty p e s  o f  u n i o n i s t  :

Im m obile

M obile

Upper m anager 

Lower m anager

S e n io r  u n io n i s t  

J u n io r  u n io n i s t

D i r e c to r

Employee

The f a c t  t h a t  th e  s e n io r  u n io n is t s  w ere im m obile , and had to  l i v e  

w ith  th e  consequences o f any  d i s r u p t io n  th e y  caused  th e  company, worked 

to  weaken th e  u n io n . Y et a t  th e  same tim e th e  im m o b ility  o f th e  s e n io r  

U n io n is ts ,  who w ere , a s  i t  happened , th e  le a d e r s  o f  th e  u n io n , gave 

th e  u n io n  a  p o w e rfu l weapon a g a in s t  th e  management, f o r  th e  c o -o p e ra t io n  

o f  th e  u n io n  was im p o r ta n t  i n  m a in ta in in g  th e  o v e r t  harm ony e s s e n t i a l  

to  good human r e l a t i o n s  among th e  im m obile w orkers o f  th e  company. I f  

th e  management a c te d  in  f a c e  o f th e  u n io n 's  o p p o s i t io n ,  i t  r i s k e d  

c r e a t in g  an u n r e s t  i n t o l e r a b l e  in  so c o n fin e d  a com m unity. L a te r  i n  

th e  c h a p te r  we s h a l l  see  how th e  management d is c o n t in u e d  a  s h i f t  scheme 

r a t h e r  th a n  f a c e  i n c e s s a n t  u n io n  p r o t e s t s .

The management was a ls o  c o n s tra in e d  from  p r e s s in g  to o  f a r  th e  

a d v a n ta g e s  i t  had o v e r  a  weak and d iv id e d  u n io n  b e c a u se  many o f  i t s  own 

ran k s  w ere f i l l e d  w ith  p e o p le  who, l i k e  u n io n  members, w ere em ployees 

o f th e  company. The c o n d it io n s  th e  management im posed on th e  u n io n , 

f o r  exam ple, im m ed ia te ly  d e te rm in ed  th e  c o n d it io n s  o f f e r e d  to  a  l a r g e  

p r o p o r t io n  o f  th e  m anagers th em se lv es  b ecau se  m on th ly  w ages, b o n u se s ,
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h o l id a y s ,  and even shayo were r e g u la te d  "by s c a le s  w hich a p p lie d  to  a l l  

em ployees. And in d eed  th e  u p p e r management t a c i t l y  re c o g n iz e d  t h a t  th e  

u n io n  spoke f o r  everyone up to  th e  ra n k  o f  d e p a rtm e n t head when i t  

d is c u s s e d  w ith  u n io n  r e p r e s e n ta t i v e s  th e  q u e s tio n  o f  p u t t i n g  th e  names 

o f  th e  s ta n d a rd  ra n k s  in  ’E n g l i s h ',  even though  th e s e  names would n e v e r  

"be "bestowed on any  u n io n  member.

I  w i l l  b e g in  my ac co u n t o f  th e  un ion  w ith  a  s e c t io n  dev o ted  to  

i t s  o r g a n iz a t io n  and m em bership. I  s h a l l  e x p la in  how f a r  th e  w eakness 

o f  th e  u n io n , i n  th e  se n se  o f  i t s  i n a b i l i t y  to  ta k e  any t r a d i t i o n a l  

form  o f  i n d u s t r i a l  a c t io n ,  was th e  r e s u l t  o f  th e  d e l i b e r a t e  p o l i c i e s  

o f  p a s t  and p r e s e n t  u n io n  l e a d e r s ,  a l l  o f  them im m obile em ployees; 

w h ile  th e  young shop f l o o r  w orkers rem ained  u n re p re s e n te d  in  th e  u n io n ’s 

c o u n s e ls .

In  th e  second s e c t io n  I  w i l l  show how th e  u n io n , d e s p i t e  i t s  

f e e b le n e s s  b a rg a in e d  s u c c e s s f u l ly  w ith  th e  company o v e r two i s s u e s ,  

one th e  norm al one o f  th e  a n n u a l bonus, th e  o th e r  a  s p e c i a l  p roblem  

o f s h i f t  w ork. H ere too  we w i l l  se e  th e  d iv i s io n  betw een  m ob ile  and 

im m obile w orkers e x p re sse d  a s  a  r i f t  in  th e  u n io n  l e a d e r s h ip  a s  th e  u n io n  

came u n d e r p r e s s u r e .  And, though  I  m y se lf  saw u n io n  a c t i v i t i e s  l a r g e l y  

from  in s id e  th e  u n io n , I  w i l l  s u g g e s t  how d is c o rd  among th e  management 

may have h e lp e d  th e  u n io n  g a in  i t s  en d s .

a  The u n io n  and i t s  members

Twenty y e a rs  b e fo re  I  jo in e d  Marumaru, i n  th e  company’ s e a r l i e s t  

d a y s , th e r e  had been  th r e e  u n io n s  w ith in  th e  f i rm , one f o r  each  o f  

th r e e  f a c t o r i e s .  W ith in  a  y e a r  o f  M arumaru’s fo u n d a tio n  one o f  th e  

f a c to r y  u n io n s  c a l l e d  a  s t r i k e  w hich co n tin u e d  f o r  th r e e  m onths u n t i l  

i t  was ended by th e  d i s m is s a l  o f  a  number o f  th e  u n io n  l e a d e r s .

A cco rd ing  to  th e  p r e s id e n t  o f  th e  company, who had been  g e n e ra l  m anager 

a t  th e  tim e , th e  t r o u b le  was caused  by communist a g i t a t o r s ,  and s e v e r a l  

o th e r ,  much l a r g e r  com panies in  th e  a re a  had been v ic t im s  o f s im i la r
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d is tu r b a n c e s  d u r in g  th e  same p e r io d .  I  asked  s e v e r a l  p e o p le  who 

e i t h e r  were o r  had been  u n io n  s u p p o r te r s  f o r  t h e i r  v e r s io n  o f  th e  

s t r i k e .  Hone o f them was a b le  to  s a y  more th a n  t h a t  th e  problem s 

had been  caused  by  com m unists. The e v e n t had ta k e n  p la c e  lo n g  b e fo re  

th e y  had e n te re d  th e  company, in  a  f a c to r y  w hich no lo n g e r  e x is t e d .  

Those who had been  in v o lv e d  in  th e  s t r i k e  had n e a r ly  a l l  l e f t  th e  

company; and th e  s t r i k e  i t s e l f  had become m ere ly  a  d i s t a n t  h i s t o r i c a l  

e v e n t ,o f  no re le v a n c e  to  c u r r e n t  un ion  a c t i v i t i e s .

S h o r t ly  a f t e r  th e  s t r i k e  ended i t  was d e c id ed  to  form  a  new u n io n  

by am algam ating  th e  th r e e  f a c t o r y  u n io n s . Ho one seemed q u i te  s u re  

who had p re s id e d  o v e r th e  fo rm a tio n  o f  th e  u n io n . My b e s t  in fo rm a n t, 

a  man who had been  th e r e  a t  th e  t im e , s a id  t h a t  th e  fo u n d e rs  had been  

men w ith  u n io n  e x p e rie n c e  in  o th e r  com panies who had drawn up a  

c o n s t i t u t i o n ,  and th e n  in form ed  th e  l o c a l  p a p e rs  b e fo re  t e l l i n g  th e  

management.' Most o f  Marumaru*s d i r e c to r s  had been  dism ayed a t  th e  

fo rm a tio n  o f th e  u n io n , b u t  th e  p r e s id e n t  ( th e n  m anager) h ad , he s a id ,  

welcomed i t .

But th e r e  w ere th o se  who th o u g h t t h a t  th e  r e a l  i n i t i a t i v e  f o r  th e  

fo rm a tio n  o f  a  new u n io n  came from  th e  company. The p r e s id e n t  o f 

Marumaru had h im s e lf  been a u n io n  l e a d e r  when, a s  a  young man, he had 

worked in  M arum aru 's p a re n t  company. D uring  h i s  te rm  o f  o f f i c e ,  so he 

to ld  me, he saw f o r  h im s e lf  how comm unists worked and d e c id ed  t h a t  he 

d id  n o t  l i k e  communism. He had indeed  h e ld  w hat he c a l l e d  a  . 'w o r k e r 's  

t r i a l '  o f  c e r t a i n  com m unists, and th e re b y  caused  t h e i r  d i s m is s a l .

These e a r ly  e x p e r ie n c e s ,  to g e th e r  w ith  th e  s t r i k e  a t  th e  Marumaru 

f a c t o r y ,  conv inced  him t h a t  u n io n s  were t u r b u le n t  (y a k a m a sh ii) and t h a t  

th e  o n ly  good u n io n  was a  subdued one. I t  t h e r e f o r e  seemed v e ry  

p o s s ib le  t h a t  he fou n d ed , o r  r a t h e r  encouraged  th e  fo u n d a tio n  o f th e  

new u n io n  in  o rd e r  to  weaken i t  from  th e  s t a r t  and d e p r iv e  i t  o f  

in f lu e n c e .  By th e  term s o f  th e  f i r s t  m anagem ent-union c o n t r a c t ,  th e
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u n io n  fo rsw o re  i t s  r i g h t  to  j o in  any o u ts id e  body, su ch  a s  a  n a t io n a l  

u n io n  c o n g re s s ;  m em bership o f  a  co n g re ss  would have g r e a t l y  in c re a s e d  

th e  u n io n ’ s a b i l i t y  to  oppose th e  company. A g a in , i f  a  s t r i k e  w ere 

to  be c a l l e d  -  and a s t r i k e  would have to  be approved  by  two t h i r d s  o f 

th e  u n ion  members in  a  s e c r e t  b a l l o t  -  th en  v a r io u s  c a te g o r ie s  o f 

w orkers would n o t  ta k e  p a r t  : th e  sa le sm en , t e l e p h o n i s t s ,  e l e c t r i c a l

e n g in e e rs ,  and b o ile rm e n . In  su b seq u e n t ag reem en ts  th e  u n io n  was 

p e rsu ad ed  to  w aive obher r i g h t s ,  n o ta b ly  t h a t  o f  n e g o t i a t i n g  wages a t  

c o l l e c t i v e  b a rg a in in g  s e s s io n s .

The r e l i n q u i s h in g  o f th e  im p o r ta n t r i g h t s  to  j o in  a  c o n g re ss  and 

to  b a rg a in  f o r  w ages, though  o b v io u s ly  v e ry  welcome to  management, 

co u ld  n o t  have been  ach ie v e d  w ith o u t th e  c o -o p e ra t io n  o f  th e  u n io n ’s 

own l e a d e r s ,  who had , w ith  a p p a re n t  w i l l in g n e s s ,  c r e a te d  a  u n ion  

o r g a n is a t io n  w hich l im i te d  th e  u n io n ’s c a p a c i ty  to  a c t  a g a in s t  th e  

company.

The h ig h e s t  body o f th e  u n io n  was th e  g e n e ra l  m e e tin g , w hich to o k  

p la c e  in  Ju n e , a t  th e  b e g in n in g  o f th e  u n io n  y e a r .  Each f a c t o r y  

(and th e  head o f f i c e )  s e n t  one d e le g a te  f o r  e v e ry  tw e n ty  u n io n  members. 

In  some f a c t o r i e s  th e s e  d e le g a te s  were e le c te d ,  in  o th e r s  th e y  were 

a p p o in te d  by s e n io r  u n ion  members. In  e i t h e r  c a se  th e y  ten d ed  to  be 

em ployees in  t h e i r  l a t e  tw e n t ie s .  The f a c to r y  d e le g a te s  were jo in e d  

a t  th e  g e n e ra l  m ee tin g  by th e  members o f  th e  e x e c u tiv e  c o u n c il  o f  th e  

p re v io u s  y e a r .

The g e n e ra l  m e e tin g  had th r e e  f u n c t io n s ,  th e  f i r s t  b e in g  to  

e s t a b l i s h  u n io n  p o l ic y  f o r  th e  coming y e a r .  S in ce  th e  m ee tin g  o n ly  

to o k  p la c e  once a  y e a r ,  p o l i c i e s  cou ld  o n ly  be v e ry  b ro a d ly  d e f in e d , 

so a s  n o t  to  r e s t r i c t  th e  e x e c u tiv e  c o u n c i l .  The second f u n c t io n  was 

th e  re v ie w  o f  th e  ach iev em en ts  o f th e  r e t i r i n g  e x e c u tiv e  c o u n c il  o v e r 

th e  p re v io u s  y e a r .  Now th e  g e n e ra l  m ee tin g  was i n  Ju n e , b u t  th e  m ain 

work o f  th e  p re v io u s  e x e c u tiv e  c o u n c il  had been  done in  November a t



282.

th e  b a rg a in in g  s e s s io n s  w ith  management. In  th e  in te r v e n in g  seven  

months any p a s s io n s  a ro u se d  by th e  u n io n 's  pe rfo rm ance  a t  th e  

b a rg a in in g  s e s s io n s  would have been  f o r g o t te n ;  i n s t e a d ,  d e le g a te s  

would be more i n t e r e s t e d  in  th e  coming s e s s io n s ,  o n ly  f i v e  m onths away. 

M oreover, th e  e x e c u tiv e  c o u n c il  r e s p o n s ib le  f o r  th e  p re v io u s  y e a r ’ s 

b a rg a in in g  had a l r e a d y  r e t i r e d  by  th e  tim e o f th e  g e n e ra l  m ee tin g , 

so t h a t  h a r s h  c r i t i c i s m  would o n ly  have a ro u sed  bad f e e l in g s  among th e  

s e n io r  u n io n  members w ith o u t a c h ie v in g  any p r a c t i c a l  r e s u l t s .  

N e v e r th e le s s ,  I  was t o l d ,  th e r e  had been  y e a rs  when th e  g e n e ra l  m ee tin g  

had shown i t s  vehem ent d i s p le a s u r e  a t  th e  a c t i v i t i e s  o f  th e  e x e c u tiv e  

c o u n c il .

I t  may be w ondered why th e  g e n e ra l  m ee tin g  was h e ld  in  June

a t  a  ju n c tu r e  when i t  cou ld  l e a s t  in f lu e n c e  e i t h e r  th e  p re c e d in g  o r

th e  su b se q u e n t bonus n e g o t i a t i o n s .  The t im in g  was d e l i b e r a t e .

The g e n e ra l  m e e tin g  had been h e ld  i n  F e b ru a ry  u n t i l  1964, ^ u t  b ecause  

in  F e b ru a ry  th e r e  w ere s t i l l  ' a l l  s o r t s  o f p roblem s l e f t  o v e r from  th e  

c o l l e c t i v e  b a r g a in in g ’ , th e  e x e c u tiv e  c o u n c il  had caused  th e  m ee tin g  

to  be moved to  th e  summer.

The t h i r d  f u n c t io n  o f th e  g e n e ra l  m ee tin g  was to  e l e c t  from  among

i t s  p a r t i c i p a n t s  th e  'T h re e  O f f i c e r s '  ( san y ak u ) o f  th e  e x e c u tiv e

c o u n c il ,  th e  ch a irm an , v ic e -c h a irm a n , and s e c re ta ry *  The e le c t i o n

was made by b a l l o t ,  b u t  a s  a  r e s u l t  o f  'd i s c u s s i o n s ' .  In  th e s e

d is c u s s io n s  th e  e x e c u tiv e  c o u n c il  o f th e  p re v io u s  y e a r ,  and 

p a r t i c u l a r l y  th e  r e t i r i n g  T hree O f f ic e r s ,  p lay ed  by f a r  th e  g r e a t e s t  

p a r t  in  c h o o s in g  t h e i r  s u c c e s s o r s .  In  a  y e a r  o f  s e r v ic e  th e y  had come 

to  know a l l  th e  a c t i v e  u n io n is t s  in  e v e ry  p a r t  o f  th e  company, w hereas 

th e  d e le g a te s  from  th e  f a c t o r i e s  d id  n o t know each  o th e r ,  and w ere 

younger and l e s s  e x p e r ie n c e d . The management to o k  a  c o n s id e ra b le  

i n t e r e s t  i n  th e s e  d i s c u s s io n s ,  a s  i n  th e  e l e c t i o n s  o f l e s s  im p o r ta n t  

u n io n  o f f i c i a l s ,  and no d o u b t h e lp ed  to  in f lu e n c e  th e  c h o ic e  -  though
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i n  f a c t  th e  c h o ic e  was s m a ll ,  f o r  i t  was v e ry  d i f f i c u l t  to  f in d  anyone 

a t  a l l  w i l l i n g  to  ta k e  on th e  more r e s p o n s ib le  and a rd u o u s jo b s .

When e v e ry th in g  had been  s e t t l e d  th e  e l e c t i o n  to o k  p la c e .  I  a tte n d e d  

th e  e l e c t i o n  o f  th e  Three O f f ic e r s  f o r  1971-2 , an e v e n t rem ark ab le  in  

t h a t  th e r e  w ere no d e c la re d  c a n d id a te s ,  a l l  th e  d e le g a te s  w r i t i n g  on 

a  p ie c e  o f p a p e r  t h e i r  ch o ic e  f o r  each  o f th e  th r e e  p o s t s ,  th e  r e s u l t  

b e in g  w hat rum our had lo n g  a n t i c ip a t e d .

At th e  c lo s e  o f  th e  g e n e ra l  m ee tin g  th e  d i r e c t i o n  o f  th e  u n ion  

p assed  to  th e  e x e c u tiv e  com m ittee , w hich com prised  th e  Three O f f ic e r s  

and one r e p r e s e n t a t i v e  from  each  f a c to r y .*  A f a c t o r y  r e p r e s e n ta t i v e  

was supposed  to  be e le c te d  by  s e c r e t  b a l l o t  o f a l l  th e  u n ion  members 

in  h i s  f a c t o r y .  In  some f a c t o r i e s  th e  c h o ic e  was a c t u a l l y  made in  

t h i s  way; in  o th e r s ,  a s  a  r e s u l t  o f  d is c u s s io n s  among l o c a l  o f f i c i a l s .  

The f a c to r y  r e p r e s e n ta t i v e s  w ere n o t  a p p o in te d  u n t i l  a f t e r  th e  g e n e ra l  

m e e tin g  had ended , and a l l  th e  d e le g a te s  had r e tu r n e d  to  t h e i r  

d i s t r i c t s .

The com m ittee was, t h e r e f o r e ,  o f  u n s ta b le  c o n s t r u c t io n .  I t s  

le a d e r s  were chosen  a t  th e  g e n e ra l  m ee tin g , and none o f  them was h e ld  

a c c o u n ta b le  to  any  p a r t i c u l a r  d i s t r i c t  o r  c o n s t i tu e n c y .  They were 

o n ly  c a l le d  to  e x p la in  th em se lv e s  a t  th e  n e x t g e n e ra l  m e e tin g , t h a t  i s ,  

a f t e r  t h e i r  te rm  o f o f f i c e  had ended . The o th e r  members o f  th e  

e x e c u tiv e  com m ittee had o n ly  an i n d i r e c t  s a y ' i n  th e  e l e c t i o n  o f th e  

Three O f f ic e r s  who le d  them . These f a c to r y  r e p r e s e n t a t i v e s  were 

o n ly  chosen  a f t e r  th e  Three O f f ic e r s  had been i n s t a l l e d  i n  t h e i r  p o s t s .  

U n lik e  t h e i r  s e n io r s ,  th e  f a c to r y  r e p r e s e n ta t i v e s  w ere c l e a r l y  

r e s p o n s ib le  to  t h e i r  c o n s t i tu e n t s ;  th e y  had to  e x p la in  what th e y  

w ere d o in g  n o t  m ere ly  to  th e  l o c a l  o f f i c e r s  o f  t h e i r  b ra n c h  b u t  a l s o  

on o c c a s io n  to  mass m ee tin g s  o f  th e  f a c to r y  members.

*  And th e  head o f f i c e ;  i n  th e  su c c e e d in g  d i s c u s s io n  by  ' f a c t o r y ’
I  s h a l l  mean ’ f a c to r y  and main o f f i c e ’ . Two a u d i to r s  were 
a l s o  a p p o in te d  by  th e  g e n e ra l  m ee tin g  to  o v e rlo o k  th e  f in a n c e s  
o f  th e  e x e c u tiv e  com m ittee , b u t  th e y  d id  n o t  a c t u a l l y  a t te n d  
com m ittee m e e tin g s .
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Though the fa c to r y  r e p r e s e n ta t iv e s  outnumbered th e  Three O ff ic e r s ,  

i t  was the l a t t e r  who dominated the com m ittee. The com m ittee met on ly  

once a month and the fa c to r y  members, the chairman and the v i c e -  

chairman would retu rn  to  t h e ir  w id e ly  separated  d i s t r i c t s  and th e ir  

jo b s . The s e c r e ta r y , however, was a f u l l  tim e union o f f i c i a l ,  and 

i t  was h is  job to  keep in  touch w ith  the main o f f i c e  labour department 

and handle problems between committee m ee tin g s . I f  anyth ing  

o u tsta n d in g  occurred , the se c r e ta r y  would telephone the chairman and 

vice-ch airm an  to  t e l l  them the news and hear t h e ir  o p in io n s . I f  

n e c essa ry  the o th er  two o f  the Three O ff ic e r s  would le a v e  t h e ir  jobs  

and come to  the union headquarters a t  Yokohama or c a l l  on th e  main 

o f f i c e  in  Tokyo. Only when som ething had been decid ed  were the

fa c to r y  r e p r e s e n ta t iv e s  inform ed. At the n ex t m onthly m eetin g , when

the i s s u e  would be d iscu ssed  r e tr o s p e c t iv e ly ,  the fa c to r y  

r e p r e s e n ta t iv e s  would be a t  a g rea t d isad van tage. They would on ly  

have a sk e tch y  knowledge o f  e v e n ts , and they would n ot have been a b le  

to  con fer  b e fo re  the m eetin g . They th e re fo r e  had l i t t l e  ch o ice  but 

to  d e fer  to  the judgement o f  the Three O ff ic e r s .

The Three O ff ic e r s  a lso  gained in  in flu e n c e  because th ey  s a t  on

v a r io u s  management-union com m ittees, n o ta b ly  the grade system  

com m ittee, and the wage com m ittee. This l a t t e r  arranged the ’base u p ’ 

or r i s e  in  the m onthly w ages, the r ig h t  to n e g o t ia te  the r i s e  having, 

o f co u rse , been w aived . In the n ex t s e c t io n  we s h a l l  se e  how 

membership o f the wage committee enabled the Three O ff ic e r s  to  s e t t l e  

the bonus n e g o t ia t io n s  behind the backs o f the fa c to r y  members o f the  

union e x e c u tiv e  com m ittee.

The- union e x e c u tiv e  committee had the duty o f r e p r e se n tin g  the  

Union to  the company on a l l  im portant q u e s t io n s . The committee would 

meet a team o f  company r e p r e s e n ta t iv e s  a t  b i-m on th ly  ' f r ie n d ly  t a l k s ’ 

(kondankai) a t  which th e  two s id e s  were supposed to exchange view s



285.

and in fo rm a tio n . For a number o f  rea so n s, however, th e se  f r ie n d ly  

ta lk s  were o f  l i t t l e  s ig n if ic a n c e ,  e s p e c ia l ly  f o r  the fa c to r y  

r e p r e s e n ta t iv e s  on the e x e c u tiv e  com m ittee. To b eg in  w ith , the  

ta lk s  were m erely  ta lk s ;  the m eeting  had no a u th o r ity . The 

management team was drawn e n t ir e ly  from the main o f f i c e  : the

d ir e c to r  in  charge o f  the labour departm ent, th e  labour department 

heads, and the heads o f  c e r ta in  o th er  departm ents. F actory  managers 

or deputy heads from the production  s id e  were never p r e se n t, so th a t  

th ere  was r a r e ly  any d is c u ss io n  o f q u estio n s  o f  im portance to the  

union p a r t ic ip a n t s ,  whose minds were on shop f lo o r  problem s, ra th er  

than s a le s  f ig u r e s  or com putations o f  added v a lu e . I f  the ta lk  did  

turn to  the problems o f  fa c to r y  l i f e ,  the management could do l i t t l e  

but r e s t r io t  i t s e l f  to  a b s tr a c t  remarks, s in c e  none o f  i t s  

r e p r e s e n ta t iv e s  had worked in  a fa c to r y  fo r  y e a r s .

■What most deprived the f r ie n d ly  ta lk s  o f im portance was the f a c t  

th a t  the Three O ff ic e r s  had as a m atter of course d isc u sse d  a l l  the  

item s on the agenda w ith  th e  labour department lo n g  b e fo re  each m eetin g . 

O ften, in d eed , th ey  had agreed upon s o lu t io n s  to  th e  v e r y  problems 

th a t  they  would fu r io u s ly  d eb ate . The fa c to r y  r e p r e s e n ta t iv e s ,  

though th ey  had every  r ig h t  to  jo in  in ,  were u s u a l ly  s i l e n t ,  p a r t ly  

fo r  reason s o f  e t iq u e t t e ,  p a r t ly  because th ey  knew l e s s  than the  

Three O f f ic e r s , and a ls o  because th ey  wanted to  avoid  r e v e a lin g  union  

d is u n ity  to  the management. The f r ie n d ly  ta lk s  were th e r e fo r e  l i t t l e  

more than ch arad es, and the same was tru e o f the bonus n e g o t ia t io n s , 

in  which the same people were in vo lved  on both  s id e s .

The dominance o f the Three O ff ic e r s  over the e x e c u tiv e  committee 

was fu r th e r  e s ta b lish e d  by the p e c u l ia r i t i e s  o f  the branch o r g a n iz a t io n . 

The fa c to r y  r e p r e s e n ta t iv e s  on the c e n tr a l e x e c u tiv e  comm ittee were 

n o t lo c a l  le a d e r s . The union c o n s t itu t io n  did not s p e c if y  in  d e t a i l  

how the branches o f  th e  union in  each fa c to r y  should be organ ized .
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The b ra n c h  m ass m e e tin g  was s t a t e d  in  th e  r u l e s  to  be  th e  h ig h e s t  

o rgan  o f  th e  b ra n c h , b u t i t  was n o t  s t i p u l a t e d  how o f te n  a  mass 

m ee tin g  sh o u ld  be c a l l e d .  Each b ran c h  was a ls o  supposed  to  have an 

e x e c u tiv e  com m ittee w ith  a  cha irm an , d ep u ty  ch a irm an , and a  s e c r e ta r y ,  

b u t  i t  was l e f t  to  th e  b ran c h  i t s e l f  to  d e c id e  how th e s e  o f f i c e r s  

sho u ld  be ch o sen , o r  how many o th e r  members th e  com m ittee  shou ld  h av e . 

Yokohama h e ld  e l e c t i o n s  fo r-  a  f ix e d  number o f com m ittee  m em bers, who 

th e n  d e c id e d  among th em se lv es  how o f f i c e s  shou ld  be a p p o r t io n e d .

At N -, th e  l a r g e s t  b ra n c h , how ever, th e  ap p o in tm e n ts  w ere by 

d i s c u s s io n ,  one com m ittee member b e in g  co -o p te d  from  e a ch  f u n c t io n a l  

d iv i s io n  o f  th e  f a c t o r y .  However, th e  th r e e  l o c a l  o f f i c e r s ,  cha irm an , 

d e p u ty  and s e c r e ta r y ,w e r e  e l e c te d ,  none o f  them  was a t  th e  same tim e 

th e  f a c t o r y  r e p r e s e n t a t i v e  on th e  c e n t r a l  e x e c u tiv e  c o u n c i l .  The 

f a c t o r y  r e p r e s e n t a t i v e s ,  who were n e v e r  more th a n  j u n io r  members of 

t h e i r  l o c a l  com m ittees , d id  n o t  have th e  power to  d e c id e  th in g s  f o r  

th e m se lv e s . I n s te a d  th e y  had alw ays to  r e f e r  back  to  t h e i r  l o c a l  

cha irm en , and th e s e  cha irm en , s e p a ra te d  from  e v e n ts  and from  each  o th e r ,  

u s u a l ly  had l i t t l e  c h o ic e  b u t  to  fo llo w  th e  p o l i c i e s  e s ta b l i s h e d  by 

th e  T hree O f f ic e r s  o f th e  c e n t r a l  e x e c u tiv e  com m ittee .

The b ra n c h  chairm en  d id  have a  chance o f m ee tin g  th e  e x e c u tiv e  

com m ittee tw ic e  a  y e a r ,  i n  M arch and Sep tem ber. The b ra n c h  head 

m ee tin g s  had o n ly  been  i n s t i t u t e d  two y e a rs  b e fo re  I  a r r iv e d  a t  Marumaru, 

i n  re sp o n se  to  c o m p la in ts  t h a t  s in c e  th e  g e n e ra l  m e e tin g  had been  

moved from  F e b ru a ry  to  Septem ber i t  had become im p o s s ib le  to  d e b a te  

th e  r e s u l t s  o f  th e  November n e g o t i a t io n s  u n t i l  to o  l a t e .  These 

b ra n c h  head  m ee tin g s  had n o t  y e t  a c q u ire d  much s ig n i f ic a n c e  w h ile  I  

was a t  M arumaru. They w ere n o t  c o n s t i t u t i o n a l  b o d ie s ,  and th e r e f o r e  

had no\ pow ers o f  d e c is io n ;  and th e y  came a t  th e  wrong tim es  o f th e  

y e a r .  The M arch m e e tin g  in  p a r t i c u l a r ,  though  i t  came n e a r e r  to  th e  

n e g o t i a t io n s  th a n  th e  g e n e ra l  m ee tin g , s t i l l  came th r e e  m onths a f t e r
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them , f a r  to o  l a t e  to  in f lu e n c e  t h e i r  c o u rs e , and y e t  to o  e a r l y  to  

e n a b le  com parison  o f  M arum aru 's g a in s  w ith  th o se  a c h ie v e d  by th e  

n a t i o n a l  u n io n  c o n g re s se s  i n  th e  an n u a l 's p r i n g  o f f e n s iv e 1 in  A p r i l  

and May.

The b ra n c h  e x e c u tiv e  com m ittees m et th e  f a c t o r y  m anager and h i s  

s u b o rd in a te s  once a  m onth a t  f a c t o r y  f r i e n d ly  m e e tin g s . I t  was a t  

th e s e  t h a t  th e  m on th ly  o v e rtim e  ag reem en t would be made, and t h a t  th e  

management would announce new p la n s  and t a r g e t s .  The f a c to r y  

f r i e n d l y  t a l k s  were e a sy  and in fo rm a l a f f a i r s ,  so e a sy  t h a t  i t  was 

p o s s ib le  to  f o r g e t  t h a t  th e r e  w ere two s id e s  in v o lv e d  in  them . The 

u n io n  would be r e p r e s e n te d  by a  number o f team  heads (h an ch o ) among 

o th e r s ,  w h ile  many o f th e  m anagers would be s u b - s e c t io n  h ead s  and 

s e c t io n  h e a d s , whose work was c lo s e ly  a s s o c ia te d  w ith  t h a t  o f th e  team  

h e a d s , and who were o f  s im i la r  ag es  and g ra d e s . The im p re ss io n  o f  an 

a ll-m anagem en t m ee tin g  was h e ig h te n e d  by th e  f a c t  t h a t  th e  f a c t o r y  

m anager s a t  a t  th e  head o f  th e  t a b l e  in s te a d  o f  in  th e  m idd le  o f one 

s id e ,  w h ile  one o r  two o f th e  s u b - s e c t io n  h e a d s , crowded o f f  th e  

management s id e ,  s a t  w ith  th e  u n io n . I  a t te n d e d  o n ly  two f a c to r y  

f r i e n d l y  t a l k s  a t  Yokohama, and a t  n e i t h e r  o f them was th e r e  c o n f l i c t  

o r c o n tro v e rsy  b u t a  Yokohama m anager to ld  me t h a t  th e  u n io n  d id  

o c c a s io n a l ly  j i b  a t  more th an  a  c e r t a i n  amount o f  o v e rtim e  o r  Sunday 

w ork, and t h a t  th e r e  w ere o th e r  f a c t o r i e s  w here management and u n ion  

c o -o p e ra te d  even more f u l l y  th a n  a t  Yokohama.

The b ra n c h  o f f i c i a l s  w ere a l s o  supposed to  h a n d le  g r ie v a n c e s ,  b u t 

i n  f a c t  th e r e  was no s y s te m a t ic  g r ie v a n c e  p ro c e d u re , and a t  Yokohama 

th e r e  had o n ly  been  two o r  th r e e  c a s e s ,  a l l  o f  them v e ry  m ino r, in  

w hich a  man had com plained  to  th e  management th ro u g h  th e  u n io n . Many 

shop f l o o r  c o m p la in ts  were l i k e l y  to  be d i r e c te d  p a r t l y  o r  w h o lly  

a g a in s t  team  o r  s u b - s e c t io n  h e a d s . The fo rm er w ere e i t h e r  u n io n  

le a d e r s  o r  a t  l e a s t  i n f l u e n t i a l  i n  th e  u n io n ; th e  l a t t e r  n e a r ly  a l l
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r e t a in e d  c lo s e  in fo rm a l c o n ta c ts  w ith  th e  u n io n .*

*  A shop f l o o r  w orker was r e q u ir e d  by h i s  team  h ead , an 
a c t i n g  s u b - s e c t io n  head who was a t  th e  same tim e  "branch 
chairm an o f  th e  u n io n , to  work fo u r  h o u rs  a  day  o v e rtim e , 
to  make up f o r  th e  absen ce  o f  th e  man on th e  same m achine 
in  th e  n e x t  s h i f t .  The w orker made a  p u b l ic  c o m p la in t 
a t  a  b ra n c h  mass m ee tin g ; and, though  he was c o m p la in in g  
i n  a  s p i r i t  o f  m isch iev o u s  fu n , f o r  th e  o v e rtim e  paym ents 
w ere welcom e, and he knew t h a t  th e  s i t u a t i o n  would n o t  
l a s t ,  h i s  comments caused  c o n s id e ra b le  em barrassm ent to. 
th e  b ra n c h  com m ittee .
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I t  w i l l  p e rh a p s  h e lp  to  summ arize th e  un ion  o r g a n iz a t io n  

in  two d iag ra m s, th e  f i r s t  show ing th e  p o s i t io n  o f th e  Three 

O f f ic e r s  r e l a t i v e  to  th e  f a c to r y  r e p r e s e n ta t i v e s  o f  th e  

c e n t r a l  e x e c u tiv e  com m ittee , and to  th e  b ran ch :

F ig .  V II : 1

ex o f f i c i o  
members o f 

Jln e x t y e a rs  1 
e x e c u tiv e  com m ittee

1 d e le g a te  p e r  
20 members in  

b rknch

Three O f f ic e r s

B ranch
Committee

F a c to ry
R e p re s e n ta t io n

G en era l
M eeting

F a c to ry  B ranch

E x e c u tiv e  Committee



The second d iagram  r e p r e s e n ts  th e  un ion  y e a r  and shows 

how s e p a r a te  c o n s u l ta t io n  was from  a c t io n :

F ig ,  V II : 2

G enera l
M eeting

B ranch Head 
M eeting

June
J u lyMay

A p r i l

SeptMarch

OctFeh

Jan
Dec

B ranch  Head 
M eeting

Union-managem ent 
n e g o i t i a t io n s

0  -  C e n tra l  f r i e n d ly  t a l k s
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The T hree O f f ic e r s ,  who were by  f a r  th e  m ost i n f l u e n t i a l  

o f f i c i a l s  in  a  weak u n io n , cou ld  n o t  e a s i l y  he c o n t r o l le d  hy  t h e i r  

f e l lo w  o f f i c i a l s  n o r  c a l l e d  to  ac co u n t hy th o s e  who e le c te d  them .

T h e ir  freedom  from  s c r u t in y  a llow ed  them to  s u r r e n d e r  more e a s i l y  

to  th e  company’ s demands th a n  more ju n io r  u n ion  l e a d e r s  who had to  

e x p la in  s e t t le m e n ts  to  t h e i r  c o n s t i t u e n t s .  In  th e  n e x t  s e c t io n  we 

s h a l l  se e  how a  c o n f l i c t  w ith  th e  company i n e v i t a b l y  d iv id e d  th e  

u n io n ; th e  T hree O f f ic e r s ,  who h and led  m ost o f  th e  d e a l in g s  w ith  

th e  company, u s u a l ly  f a v o u r in g  c o -o p e ra tio n  w ith  i t ,  w h ile  th e  r e s t  

o f  th e  l e a d e r s h ip  would w ant to  ta k e  a  s t r o n g e r  s ta n d .

In  s p i t e  o f t h e i r  d i f f e r e n c e  o f  o p in io n , l e s s e r  u n io n  o f f i c i a l s  

d id  n o t  seem to  c r i t i c i s e  th e  conduct o f th e  incum bent Three O f f ic e r s ,  

even in  p r i v a t e .  I n s te a d  th e y  to ld  h i t t e r  s t o r i e s  o f th e  t r e a c h e r i e s  

o f  p a s t  chairm en o r s e c r e t a r i e s  o f  th e  e x e c u tiv e  com m ittee , who had 

g iv en  away u n io n  r i g h t s  o r  weakened th e  u n io n 's  b a rg a in in g  p o s i t i o n ,  

and who owed t h e i r  su b seq u e n t r i s e  th ro u g h  th e  s ta n d a rd  ra n k s  to  th e  

g r a t i t u d e  o f  th e  u p p e r management. I  have a l r e a d y  m en tioned  th e  v e ry  

s u c c e s s f u l  young man (A in  C h ap te r IV) who became a  d i r e c t o r  a t  

t h i r t y  f i v e ,  and o f whom i t  was s a id  t h a t  some o f  h i s  s u c c e s s  was due 

to  th e  m anner in  w hich he le d  th e  u n io n  to  m anagem ent’ s s a t i s f a c t i o n .  

S e v e ra l  o th e r  m anagers were s im i l a r l y  i n d ic te d  by  u n io n  b ra n c h  l e a d e r s ,  

o r  f a c t o r y  r e p r e s e n ta t i v e s  on th e  e x e c u tiv e  co m m ittee . When I  asked  

th e  incum bent T hree O f f ic e r s  ab o u t th e  s t o r i e s ,  th e y  d en ie d  d e ta i le d  

knowledge o f  them .*

The c o n s t i t u t i o n a l  p o s i t i o n  o f  th e  Three O f f ic e r s  w i th in  th e  

u n io n  gave obv ious a d v a n ta g e s  to  th e  company. A s e t t le m e n t  would be 

rea c h e d  betw een th e  Three O f f ic e r s  and th e  la b o u r  d e p a rtm e n t, and i t

* I t  was i n t e r e s t i n g  t h a t  th e s e  s t o r i e s  were n o t  known to  th o se  
who had n o t  had much to  do w ith  th e  u n io n .



would th e n  be l e f t  to  th e  Three O f f ic e r s  to  p e rsu a d e  t h e i r  u n io n  

s u b o rd in a te s  to  a c c e p t  i t ,  th e  company b e in g  sp a re d  th e  e f f o r t  o f 

p e r s u a s io n . Y e t, a s  I  have m entioned  b e fo r e ,  th e  company had to  

bew are o f dem anding to o  g r e a t  a  c o n c e ss io n  from  th e  u n io n ; f o r  th e  

d iv is io n s  w i th in  th e  u n io n  m igh t w e ll  become unm anageable and ex tend  

to  damage th e  company i t s e l f .  To u n d e rs ta n d  how t h i s  m igh t happen , 

we s h a l l  have to  c o n s id e r  how th e  u n io n  s to o d  w ith  i t s  members.

I  have s a id  t h a t  some u n io n  o f f i c i a l s  w ere e le c te d  b y  b a l l o t ,  

w h ile  o th e r s  w ere c o -o p te d  on to  com m ittees; b u t  how ever th e y  w ere 

chosen  th e y  n e a r ly  a l l  came from  th e  same c a te g o ry  o f company and 

u n io n  members, th o s e  w ith  s e v e r a l  y e a rs  company s e r v i c e ,  who w ere 

j u s t  on th e  b r in k  o f  e n tra n c e  to  th e  s ta n d a rd  ra n k s  o f  management. 

H ere a r e  some d e t a i l s  o f  th e  m ost im p o r ta n t u n io n  le a d e r s  i n  o f f i c e  

w h ile  I  was w ith  Marumaru :

Job

S to re s  admin* 
P r i n t e r ;  Team head 
P r i n t e r  ( f u l l - t im e  

u n io n  o f f i c i a l )  
S to re s  adm in.
S a le s
P r i n t e r
P r i n t e r ;  Team head 
F a c to ry  adm in. 
C o rru g a to r  
C o rru g a to r  
A ccounts (G rad u a te )

C o rru g a to r
S a le s
P r in t e r ;  Team head 
C o r ru g a to r ; Team 
head

TABLE "VTI. 1

C e n tra l  E x e c u tiv e  Committee

Age
L ength

of
S e rv ic e

Y rs on
E x e c u tiv e
Committee

Chairman
V ice -ch a irm an
S e c r e ta r y

K e p re s e n ta tiv e  1 
2
3
4
5
6
78

39
40-
30

45
34
32
29
29
26
26
25

18
16

16
16
11
11

6
7
7
2

B ranch  Chairmen (F ou r l a r g e s t  f a c t o r i e s )

Chairman 39
30
30
26

19
7
6
7



TABLE V II . 1 (c o n tin u e d )

L eng th  Y rs on 
Age o f  E x e c u tiv e

S e rv ic e  Committee
Job

Yokohama B ranch

C hairm an(3) 30 6
V ic e -

P r i n t e r ;  Team,head

Chairm an 30 10
S e c re ta r y  30 8
Committee

C o rru g a to r ; Team head 
M ain tenance

Member 25 2 S a le s  (G rad u a te )

As I  e x p la in e d  in  th e  l a s t  c h a p te r ,  th e s e  u n io n  le a d e r s  had in  

common w ith  th e  s u b - s e c t io n  heads and s e c t io n  heads t h a t  th e y  w ere a l l  

new ly im m obilized  em ployees, m a n if e s t in g  s im i la r  a t t i t u d e s  tow ards th e  

company. R e la t io n s  betw een th e  team  heads and t h e i r  e q u iv a le n ts  

among th e  u n io n  le a d e r s  and th e  ju n io r  members w ere v e ry  c lo s e  in d e e d . 

The team  heads had p ro b a b ly  s p e n t  s e v e r a l  o f t h e i r  s i x  o r  seven  y e a rs  

o f  s e r v ic e  to  Marumaru i n  th e  same h o s te l s  a s  th e  s u b - s e c t io n  h e a d s ; 

and th e y  w ere t h e i r  im m ediate s u b o rd in a te s  a t  w ork. M oreover, th e  

s u b - s e c t io n  h e a d s , f o r  a l l  t h a t  th e y  were t e c h n i c a l ly  m anagers, had 

n e a r ly  a l l  been  u n io n  le a d e r s  th em se lv es  b e fo re  t h e i r  r e l a t i v e l y  

r e c e n t  ap p o in tm en t to  th e  s u b - s e c t io n  head ra n k . I f  any  company 

a c t io n  caused  d i s t r e s s  and c o n tro v e rs y  among th e  u n io n  l e a d e r s ,  

t h e r e f o r e ,  t h e i r  a g i t a t i o n  was l i k e l y  to  be comm unicated to  a  

sy m p a th e tic  j u n io r  m anagement. The up p er management m igh t th e n  have 

to  w ithd raw  a  judgem ent t h a t  was c a u s in g  an u n d e s ir a b le  d e g re e  of 

c o n te n t io n  among i t s  s u b o rd in a te s .

In  c o n t r a s t  to  th e  s i m i l a r i t y  o f  i n t e r e s t s  and id e a s  betw een th e  

u n io n  le a d e r s  and t h e i r  im m ediate s u p e r io r s  i n  th e  company, th e r e  was 

a  h i a tu s  w i th in  th e  un io n  betw een  th e  le a d e r s  and th e  l e d .  The 

young, m ob ile  w orkers to o k  a lm o s t no i n t e r e s t  i n  u n io n  a c t i v i t i e s  and
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in d eed  rem ained  l a r g e l y  ig n o ra n t  o f  them .

The d i s i n t e r e s t  o f  th e  young members was p a r t l y  a  r e s u l t  o f  th e  

w eakness o f th e  u n io n . A new r e c r u i t  soon r e a l i s e d  t h a t  th e  un io n  

cou ld  do n o th in g  to  h e lp  him p e r s o n a l ly ,  and t h a t  i t  had v e ry  l i t t l e  

in f lu e n c e  on more g e n e ra l  m a t te r s .  Even a t  th e  tim e o f  th e  bonus 

n e g o t i a t i o n s ,  when th e  u n io n  came in to  some p rom inence , members w ere 

c o n te n t  to  o b se rv e  p a s s iv e ly  w hat was b e in g  done on t h e i r  b e h a l f ,  

conv inced  t h a t  v e ry  l i t t l e  would be a c h ie v e d .

When I  asked  why th e  u n io n  was weak I  was o c c a s io n a l ly  to ld  t h a t  

i t  was b e c au se  th e  u n io n  o f f i c e r s  were to o  young; th e  company would 

n o t  pay a t t e n t i o n  to  su ch  young men. ( i t  w i l l  be remembered t h a t  th e  

chairm an and v ic e -c h a irm a n  o f  th e  e x e c u tiv e  com m ittee w ere a b o u t f o r t y . ) 

The c u re  was to  a llo w  s u b - s e c t io n  heads to  become u n io n  members. But 

more o f te n  I  was to ld  t h a t  th e  u n io n  was weak b e c au se  i t s  

r e p r e s e n t a t i v e s  were f e e b le  and d id  more f o r  th e  company th a n  f o r  th e  

u n io n . Some o f  my in fo rm a n ts  e x p re sse d  t h i s  o p in io n  w ith  g r e a t  

vehemence and con tem p t; o th e r s  i n  a  to n e  o f c a s u a l  a c c e p ta n c e .

However weak th e  u n io n  was i t  m igh t s t i l l  have a t t r a c t e d  th e  

a t t e n t i o n  and s u p p o r t  o f i t s  members i f  i t  had made any  e f f o r t  to  

i n t e r e s t  them in  u n io n  a f f a i r s .  The o f f i c i a l  whose concern  i t  was to  

keep  th e  members in fo rm ed  and e n l i s t  t h e i r  s u p p o r t  o f th e  u n io n 's  

cause  was th e  s e c r e t a r y ,  th e  o n ly  f u l l - t i m e  u n io n  o f f i c e r .  He, 

how ever, was f a r  from  a s s id u o u s  in  k e e p in g  even th e  l o c a l  b ra n c h  

l e a d e r s  in  to u c h  w ith  w hat th e  Three O f f ic e r s  were d o in g ; f o r  th e  

T hree O f f i c e r s '  a c t i v i t i e s  m ig h t n o t  alw ays have m et w i th  th e  

a p p ro v a l o f t h e i r  s u b o rd in a te s .

Even th e  l i t t l e  in fo rm a tio n  t h a t  d id  come to  th e  b ran c h  le a d e r s  

was u n l ik e ly  to  r e a c h  th e  b u lk  o f  th e  b ran c h  m em bership, u n le s s  i t  was 

s e r io u s  enough to  w a rra n t th e  c a l l i n g  o f  a  b ra n c h  m e e tin g . O therw ise  

th e  b ra n c h  l e a d e r s  m ight t e l l  t h e i r  f r i e n d s  and c o lle a g u e s  o f some new
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developm en t, o r  le n d  them  th e  copy o f th e  m in u tes  o f th e  f r i e n d ly  

t a l k s  w hich th e  company, n o t  th e  u n io n , p ro v id e d ; h u t  i t  would he 

some tim e b e fo re  th e  news reach ed  e v e ry  w orker in  each  o f two o r  th r e e  

s h i f t s .  M oreover, in  b e in g  p assed  on by word o f  m outh, any m essage 

would c e ase  to  be o f f i c i a l  t id in g s  from  th e  u n io n  s e c r e ta r y  and became 

mere rum our. I f  th e  news were im p o rta n t and a  b ra n c h  m ee tin g  were 

c a l l e d ,  th e n  two s h i f t s  a t  l e a s t  cou ld  be to ld  o f th e  m a t te r .  When 

t h i s  happened th e  members seemed so ig u o ra n t  o f  th e  u n io n ’s a c t i v i t i e s  

t h a t  th e y  seemed to  f a i l  to  u n d e rs ta n d  th e  s ig n i f i c a n c e  o f  what th e y  

w ere t o ld .  Thus in  th e  1970 wage n e g o t i a t io n s ,  w hich I  s h a l l  be 

d e s c r ib in g  i n  d e t a i l  s h o r t l y ,  few  o f th o se  p r e s e n t  a t  a  Yokohama 

b ra n c h  m ass m ee tin g  r e a l i z e d  t h a t  th e  un io n  had lo n g  b e fo re  waived i t s  

r i g h t  to  b a rg a in  f o r  m onth ly  w ages. Many of t h e i r  q u e s t io n s  and 

demands w ere t h e r e f o r e  i r r e l e v a n t  o r  m e a n in g le s s .

The o th e r  way by w hich th e  s e c r e ta r y  cou ld  s p re a d  new s, a p a r t  

from  s im p ly  t e l l i n g  b ra n c h  o f f i c i a l s ,  was by p u b l is h in g  s t e n c i l l e d  

b u l l e t i n s  on th e  u n io n  n o t ic e  b o a rd s . He d id  t h i s  o n ly  i n f r e q u e n t ly ,  

p e rh ap s  s i x  o r  seven  tim es  a  y e a r ,  and th e  b u l l e t i n s  were n o t  alw ays 

e x p l i c i t  o r  in fo r m a t iv e .

There were two ty p e s  o f b u l l e t i n s . B e fo re  a  p rob lem  was due to  

be d isc u s s e d  by  u n io n  and management, th e  s e c r e ta r y  would i s s u e  a  lo n g , 

ram b lin g  e s s a y , headed by a  sLogan : 'P r o t e c t  th e  w o rk e rs ' l i v i n g ! ’

o r  ’Im prove s a f e t y  and w ork ing  c o n d i t i o n s ! ' .  The e s s a y  would be f u l l  

o f  s t r o n g  c r i t i c i s m s  o f  th e  company; b u t though  i t  m ig h t have been 

in s p i r e d  by  a  p a r t i c u l a r  p o in t  o f c o n te n t io n  w ith  th e  management, i t  

would o n ly  m en tion  t h a t  p o in t  b r i e f l y  and w ith o u t e x p la n a t io n , a s  i f  

th e  i s s u e  w ere m ere ly  i n c i d e n ta l  to  th e  m ain them e, th e  v i l l a n y  o f  th e  

company. The r e f e r e n c e  would have been q u i te  u n i n t e l l i g i b l e  to  th o s e ,  

th e  m a jo r i ty  o f th e  young m em bership, who d id  n o t  know w hat th e  problem  

w as. E v id e n tly  th e  m essage was in te n d e d  f o r  th e  u n io n  l e a d e r s h ip ,  f o r
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■whom i t  was a  r a l l y i n g  c ry ;  and a l s o ,  p e rh a p s , f o r  sy m p a th iz e rs , 

i n  th e  management r a n k s .

When th e  problem  was f i n a l l y  s o lv e d , th e  s e c r e ta r y  would i s s u e  

th e  second ty p e  o f b u l l e t i n .  T h is  would be c l e a r ,  d i r e c t  and f a c t u a l ,  

an unem bro idered  s ta te m e n t  o f th e  term s o f a  s e t t l e m e n t ,  w ith o u t,  

how ever, much in d ic a t io n  t h a t  th e r e  had e v e r  been  a  p roblem  to  s e t t l e .  

T h is  second ty p e  o f b u l l e t i n  was l i k e ,  and in d eed  s e rv e d  th e  pu rpose  

o f ,  a  company d i r e c t i v e  e x p la in in g  an in n o v a tio n  to  th e  em ployees, f o r  

th e  company i t s e l f  gave no s im i la r  n o t ic e  o f  wage d e a ls  o r  o th e r  

im p o r ta n t  changes i n  c o n d i t io n s .  In  p u b l is h in g  th e s e  b u l l e t i n s ,  

t h e r e f o r e ,  th e  u n io n  was a c t i n g  a s  a  k in d  o f  e x te n s io n  o f  th e  la b o u r  

d e p a r tm e n t.

J u s t  a s  th e  u n io n  le a d e r s  were r e l u c t a n t  to  keep t h e i r  members 

in fo rm e d , so th e y  a ls o  showed l i t t l e  i n t e r e s t  i n  s o l i c i t i n g  th e  

o p in io n s  o f  t h e i r  c o n s t i t u e n t s .  I  have a l r e a d y  rem arked  on th e  

a rran g em en t o f  th e  u n io n  c a le n d a r  so t h a t  th e  g e n e ra l  m e e tin g  d id  n o t  

i n t e r f e r e  w ith  b u s in e s s .

Only once in  th e  p re v io u s  te n  y e a rs  had th e  c e n t r a l  com m ittee 

made any  s y s te m a t ic  e n q u iry  i n to  what members th o u g h t, when, in  19^4 , 

two hundred and f i f t y  c o p ie s  o f a  q u e s t io n n a ir e  w ere d i s t r i b u t e d  to  

a l l  u n io n  members i n  Yokohama and H -. Even th o u g h  th e  u n io n  l e a d e r s  

w ere supposed  to  have ta k e n  g r e a t  p a in s  i n  a d m in is te r in g  th e  su rv e y , 

and even though  th e  p r in te d  form s were p re fa c e d  w ith  a  s ta te m e n t  i n  

b o ld  ty p e  t h a t '  th e  su rv e y  was o f  th e  g r e a t e s t  im p o rtan ce  to  th e  u n io n , 

o n ly  n in e ty  one members r e tu rn e d  t h e i r  p a p e rs .

R esponden ts  were n o t  asked  to  g iv e  names o r  p e r s o n a l  d e t a i l s  

a p a r t  from  m a r i t a l  s t a t u s  (35 w ere m a rr ie d , 4-6 U nm arried , and 10 

u n c e r t a i n ) ,  so t h a t  i t  was n o t  e a sy  to  t e l l  w hat s e c t io n s  o f th e  

m em bership th e y  r e p r e s e n te d .  T h e ir  s u g g e s t io n s  on how to  im prove 

th e  u n io n  -  each  re sp o n d e n t was asked  to  m en tion  two -  w ere c a u tio u s
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and moderate

C e n tra l  com m ittee shou ld  work h a rd e r  . 

l i e s  sh o u ld  he made w ith  o u ts id e  b o d ie s  

More d is s e m in a tio n  o f  in fo rm a tio n  
A ppo in t a  perm anent o f f i c i a l  ( th e r e  was

45

59
50

none a t  th e  tim e) 19
8
2

S t r ik e

R a ise  u n io n  dues

B ut more th a n  a  q u a r t e r  o f th e  re sp o n d e n ts  would have w anted to  s t r i k e  

in  th e  e v e n t o f  a  d is p u te  w ith  management, w h ile  few  w ere a v e rs e  to  

s t r i k i n g  on p r in c i p l e  :

P e rh ap s th e  m ost i n t e r e s t i n g  ite m  in  th e  su rv e y  concerned  

r a t i o n a l i z a t i o n .  Many re s p o n d e n ts , and e s p e c i a l l y  th o s e  who fav o u re d  

s t r ik in g ?  had d o u b ts  ab o u t r a t i o n a l i z a t i o n  program m es, b e l ie v in g  t h a t  

though  th e y  m igh t p u t th e  company ahead th e y  d id  l i t t l e  f o r  th e  w orkers 

e x c e p t cau se  more w ork .*  W orkers d id  n o t  seem to  f e a r  t h a t  

r a t i o n a l i z a t i o n  would c o s t  jo b s ;  w h e th e r o r n o t  th e y  b e lie v e d  t h a t  th e  

company was com m itted to  th e  l i f e  employment sy stem  in  p r in c i p l e ,  th e y  

r e a l iz e d  t h a t  la b o u r  s h o r ta g e  made d is m is s a ls  v e ry  u n l ik e ly .  On th e  

w hole , how ever, th e  su rv e y  p ro v id e d  on ly  th e  v a g u e s t  in d ic a t io n  o f w hat 

th e  members th o u g h t o f th e  u n io n  o r  a n y th in g  e l s e ;  and th e  e x e c u tiv e  

com m ittee l o s t  l i t t l e  th ro u g h  h a v in g  made no a tte m p t to  a n a ly s e  th e  

r e s u l t s .

*  Shop f l o o r  w orkers a t  a  f a c to r y  s tu d ie d  by  M annari and M arsh (1971b, 
pp 5- 6 ) a p p e a re d , on th e  o th e r  hand, to  be s t r o n g ly  in  f a v o u r .o f  
r a t i o n a l i z a t i o n .  B ecause o f th e  c irc u m s ta n c e s  o f th e  u n io n  su rv e y  
a t  Marumaru, how ever, I  do n o t  th in k  t h a t  a  f a i r  com parison  can be 
made betw een th e  a t t i t u d e s  o f  th e  two s e t s  o f w o rk e rs .

S t r i k e

Bo n o t  s t r i k e  

I t  depends 

Ho r e p ly

25
2

61
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The j u n io r  members p lay e d  so sm a ll a  p a r t  in  th e  u n io n , and h e a rd  

s.o l i t t l e  ab o u t i t ,  t h a t  i t  would be s a fe  to  sa y  t h a t  th e y  o n ly  th o u g h t

ab o u t i t  d u r in g  th e  bonus n e g o t i a t io n s  and a l s o ,  no d o u b t, when th e y

re c e iv e d  t h e i r  m onth ly  wages and found t h e i r  u n io n  dues d e d u c te d . But 

i f  a  young u n io n  member d id  th in k  o f th e  un ion  a t  a l l  he would l i k e l y  

a s s o c i a te  i t  i n  h i s  mind w ith  th e  company. I t s  l e a d e r s ,  a f t e r  a l l ,  

w ere th e  v e ry  men th e  company had s e t  in  a u th o r i ty  o v e r  him; and h i s

own p r o s p e c ts  o f  a d v an c in g  in  th e  u n ion  depended v e ry  much on h i s

company c a r e e r .  I t  was q u i te  l o g i c a l ,  t h e r e f o r e ,  t h a t  he sh o u ld  ta k e

th e  same v iew  o f  th e  un io n  a s  he d id  o f th e  company; i f  he l ik e d  o r

d i s l i k e d  th e  one he would l i k e  o r d i s l i k e  th e  o th e r .

I t  has been re c o g n is e d  f o r  some tim e in  th e  w est t h a t  em ployees

ten d  to  be l o y a l  to  b o th  company and u n ion  a t  th e  same tim e , o r e l s e  

opposed to  b o th ;  r a t h e r  th an  lo y a l  to  one and a n ta g o n i s t i c  to  th e  

o th e r .  ( o f  P u r c e l l ,  i 960) An e x p la n a tio n  o f t h i s  'd u a l  a l l e g ia n c e ' 

has  been t h a t  even though  company and un io n  w ere in  c o n f l i c t  on c e r t a i n  

q u e s t io n s ,  w orkers saw b o th  a s  p a r t  o f th e  s e t t i n g  o f  t h e i r  w ork ing  

l i v e s .  I f  th e y  w ere g e n e r a l ly  c o n te n te d  w ith  th in g s  a t  work, th e y  

would approve  o f b o th  un ion  and company a c t i v i t i e s ;  i f  d is c o n te n te d ,  

th e y  would f in d  f a u l t  w ith  b o th .  Kunio ( 1965 , p 115 ) ,  who has  

a s s e r te d  t h a t  d u a l a l l e g ia n c e  would be found among w orkers in  a  

m a jo r i ty  o f  Jap an e se  f i r m s ,  h as  n o ted  t h a t  in  Jap an  th e  e n te r p r i s e  

u n io n  system  c o n s t i t u t e s  an a d d i t io n a l  re a so n  f o r  i t s  p re v a le n c e .  In

Japan  u n io n s  a r e  n o t  m e re ly , a s  in  A m erica, a  f a m i l i a r  p a r t  o f  th e  

i n d u s t r i a l  e s ta b l is h m e n t ,  w hich w orkers may e x t o l l  o r  condemn a s  a  w hole; 

Jap an ese  e n te r p r i s e  u n io n s  may be in d is t in g u i s h a b le  from  th e  com panies 

t h a t  contain  them . I n t e r e s t  o r  d i s t i n t e r e s t ,  a f f e c t i o n  o r a n t ip a th y  

to  th e  one im p lie s  th e  same a t t i t u d e  to  th e  o th e r .

My own o b s e rv a t io n s  w ere c o rro b o ra te d  h e re  b y  a  second su rv e y  o f 

m em bership o p in io n , t h i s  tim e n o t  by th e  c e n t r a l  com m ittee  b u t by  th e  T-
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b ra n c h . A l l  th e  members in  th e  f a c t o r y  were asked  to  p u t  t h e i r  names, 

ages and m on th ly  s a l a r i e s  on a  p ie c e  o f p a p e r  and w r i t e  down t h e i r  

o p in io n s  o f th e  u n io n  and th e  company. Out o f n in e ty  o r so members, 

s i x t y  two r e p l i e d ,  b u t  se v e n te e n  o f  th e s e  m ere ly  w ro te  t h e i r  names and 

s a l a r i e s .

I t  was s i g n i f i c a n t  t h a t  th e  m a jo r i ty  o f  th e  r e p l i e s  (37 o u t o f  45 

in  w hich any  s o r t  o f o p in io n  was e x p re s se d )  concerned  th em se lv es  e n t i r e l y  

w ith  th e  company and d id  n o t m ention  th e  un ion  a t  a l l .  Most o f th e  

rem arks w ere f a m i l i a r ,  c o m p la in ts  a b o u t th e  la b o u r  s h o r ta g e ,  th e  s h i f t  

sy stem , and th e  la c k  o f  h o l id a y s .  The young members spoke to  th e  

Union p r e c i s e l y  a s  i f  i t  were th e  company :

20 y e a rs  o ld ;  f i v e  y e a r s ' s e r v i c e .

'More company t r i p s  -  in  s p r in g  and summer. A b ig g e r  wage 
and b o n u se s . H urry  up and b u i ld  a  p o o l a t  th e  h o s t e l .
The food  f o r  th e  n ig h t  s h i f t  i s  p o o r . '

20 y e a r s  o ld ;  one y e a r 's  s e r v ic e .

'The food  f o r  th e  n ig h t  s h i f t .  F r u i t  i s  in c lu d e d  now, b u t 
i t ' s  r o t t e n .  I f  i t ' s  n o t  g o in g  to  be d e c e n t ,  i t  m igh t a s  
w e ll  n o t  be p u t  o u t a t  a l l . '

The o ld e r  w orkers who had e n te re d  th e  company in  'm id - c a r e e r ' 

a l s o  a d d re sse d  th e  u n io n  a s  i f  i t  w ere th e  company. T h e ir  to n e ,  how ever, 

was l e s s  p e rem p to ry  :

54 y e a rs  o ld ;  l e s s  th a n  a  y e a r 's  s e r v ic e .

'P le a s e  g iv e  us th e  tim e  to  in s p e c t  th e  m achines e v e ry  day .
The p r i n t e r s  a r e  p a r t i c u l a r l y  bad . And p le a s e  g e t  some more 
p e o p le . And p le a s e  pay  househo ld  heads .so m eth in g  th e y  can 
l i v e  o n • ’

T hree o th e r  o ld e r  re sp o n d e n ts  were n o t ,  s t r i c t l y  sp e a k in g , em ployees o r

Union members, but shokutaku, special workers.

65 y e a rs  o ld ;  fo u r  y e a r s ' s e r v ic e .

' I  would l i k e  n ig h t  work a b o lis h e d . I  o n ly  w ant to  work in  
th e  day  t im e . I  would l i k e  a  house a llo w an ce  to  be mahe 
a v a i l a b l e . There a re  o th e r  t h i n g s . '
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54 y e a rs  o ld ;  two y e a r s ’ s e r v ic e .

’There sh o u ld  he f o u r  p e o p le  ip  a  norm al work team . Wages 
sh o u ld  he r a i s e d  to  55 ,000  yen a  m onth. The summer bonus 
sh o u ld  be 50 ,000  yen a t  l e a s t . '

65 y e a rs  o ld ;  two y e a r s ' s e r v i c e .

'P le a s e  p u t fo u r  p eo p le  i n to  a  g roup im m e d ia te ly .’

On th e  o th e r  hand , th e  few  re sp o n d e n ts  who d id  m en tion  th e  u n io n ,

and w ro te  a s  i f  th e y  were w r i t i n g  to  a  un ion  and n o t  to  a  management,

were n e a r ly  a l l  o f  an age and p o s i t i o n  to  be in v o lv e d  in  u n io n

o r g a n i s a t io n .  F iv e  o f  th e  e ig h t  who d isc u s s e d  th e  u n io n  w ere w ith in

a  y e a r  o f  tw e n ty  sev en .

27 y e a rs  o ld ;  6 y e a r s ’ s e r v ic e .

’When I  have some prob lem  w ith  th e  u n io n , I  sh o u ld  l i k e  a l l  
th e  u n io n  p e o p le  to  work a s  f a s t  as p o s s ib le  on i t .  I  
sho u ld  l i k e  them to  ta k e  th e  bu rden  o f f  th e  p e o p le  who a re  
w ork ing . In  p a r t i c u l a r  th e  o f f i c i a l s  sh o u ld  ta k e  th e  le a d  
even i f  we h a v e n 't  m entioned  a  d i f f i c u l t y .  F o r exam ple, 
th e  p e o p le  on th e  c o r r u g a to r .  Wages a re  low , and I ’d l i k e  
them r a i s e d . '

A  r e c e n t  m id -c a re e r  e n t r a n t  o f  th e  same age had m ost to  sa y  :

’ Company : I t  would be a  good id e a  i f  th e r e  cou ld  be f iv e
m in u te s  d is c u s s io n  betw een th e  p r e s id e n t  and a l l  th e  
em ployees. Hote : f i v e  m in u tes  a  day . As th e  company
grows l a r g e r  d o e s n 't  t h i s  become more im p o r ta n t?

Union : The f o u r th  a r t i c l e  o f th e  second c h a p te r  o f th e
u n io n  r u l e s  sa y s  t h a t  th e  u n io n 's  pu rpose  i s  to  im prove and 
m a in ta in  w ork ing  c o n d it io n s  and r a i s e  th e  w o rk e rs ' economic 
p o s i t i o n  th ro u g h  a  s t r o n g  a s s o c ia t io n ,  based  on f r a t e r n i t y  
and t r u s t  and an o rg a n iz a t io n  f o r  m utua l a id .  The u n io n  
r u le s  a r e  w eep ing . I  sh o u ld  l i k e  th e  u n io n  to  do f a r ,  f a r  
m ore. P le a s e  lo o k  a g a in  a t  C hap ter Two, A r t i c l e  F ou r.
P le a s e .  Union condo lence  money sh o u ld  be in c r e a s e d .  I t  
h a s n ' t  been r a i s e d  s in c e  1967* How ab o u t d o u b lin g  th e  
sums? The r a t e  o f  s a v in g  f o r  th e  s t r i k e  fund  i s  f i f t y  yen 
a  man each  m onth. I t  h a s n ' t  been  changed s in c e  19^7 and i t  
seems s m a ll .  I f  you doubled  i t  o r  t r i p l e d  i t ,  w ou ldn’t  i t  
be e a s i e r  to  p u t up r e s i s t a n c e ? ’

The m ain theme o f t h i s  s e c t io n  has been th e  d iv i s io n  among u n ion  

members, betw een th e  l e a d e r s ,  who were a s s o c ia te d  w ith  j u n io r  management, 

and th e  young w o rk e rs , e q u a l ly  d e tach ed  from  company and u n io n . T h is  

d iv i s io n  was p a r t l y  due to  th e  d i f f e r e n c e  betw een th e  p o s i t io n s  o f  younger 

and o ld e r  w orkers in  th e  la b o u r  m arke t and in  th e  f i r m . But i t  was a ls o
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caused  by u n io n  o rg a n iz a t io n  and th e  m ethods o f l e a d e r s h ip ,  and 

cou ld  t h e r e f o r e  be seen  a s  th e  r e s u l t  o f a  d e l i v e r a t e  p o l ic y .

In  d is c o u ra g in g , o r  more e x a c t ly  f a i l i n g  to  e n c o u ra g e , th e  

p a r t i c i p a t i o n  o f  young p e o p le  in  th e  u n io n , i t s  l e a d e r s  w ere a llo w in g  

i t  to  rem ain  weak, t h a t  i s ,  in c a p a b le  o f t r a d i t i o n a l  form s o f i n d u s t r i a l  

a c t i o n .  F o r th e  young p e o p le , a s  we have se e n , had o f a l l  Marumaru 

em ployees th e  l e a s t  com punction in  m aking demands o f  th e  company; and 

th e y  a ls o  had th e  l e a s t  to  lo s e  by dam aging th e  company i n  o rd e r  to  

a c h ie v e  th o se  demands. Roused, th e  young u n io n i s t s  a t  Marumaru would 

have been th e  s t r e n g th  and so u ld  o f  a  m i l i t a n t  u n io n , j u s t  a s  th e y  w e re ' 

i n  th e  d i e c a s t  p l a n t  Cole s tu d ie d ;  th e r e  young, u n m arried  com m unists 

were th e  p i l l a r s  o f o p p o s it io n  to  th e  management. (C o le , 1971, P*237)

Rut th e  Marumaru u n io n  le a d e r s  had l i t t l e  t a s t e  f o r  m i l i t a n c e ,  

w hich w ould , a s  I  have e x p la in e d , have je o p a rd iz e d  t h e i r  p la c e s  and 

p ro s p e c ts  in  th e  company and th e  community. L ike th e  u n io n  le a d e r s  in  

th e  second f a c t o r y  Cole worked i n ,  th e  suburban  m otor com ponents p la n t  

(C o le , 1971, p . 26l ) ,  th e y  p r e f e r r e d  to  c o -o p e ra te  w ith  th e  company 

on th e  u n d e rs ta n d in g  t h a t  th e y  and o th e r  un ion  members would r e c e iv e  

a  f a i r  s h a re  o f  th e  b e n e f i t s  t h e i r  c o -o p e ra tio n  b ro h g h t . t h e i r  em ployer.

t  was b ecau se  th e y  th o u g h t t h a t  c o -o p e ra tio n  co u ld  b e s t  be a c h ie v e d  by 

an o l ig a r c h ic  and s e c r e t i v e  o r g a n iz a t io n  t h a t  th e y  k e p t th e  young p eo p le  

(and in d eed  even th e  b ra n c h  o f f i c i a l s )  ig n o ra n t  o f  w hat th e  u n io n  was 

d o in g ; th u s  w eakening  th e  u n io n  in  o r d e r ,  a s  th e y  hoped , to  in c r e a s e  

i t s  in f lu e n c e  w ith  m anagement.

In  th e  n e x t s e c t io n  we s h a l l  see  how w e ll  th e  u n io n  f a r e d  from  i t s  

b a rg a in  w ith  m anagem ent. But f i r s t ,  w h ile  we a r e  s t i l l  on th e  s u b je c t  o f 

d iv i s io n  t h a t  d id  n o t  o ccu r a t  Marumaru, even though  th e  u n io n  m igh t have 

been th o u g h t s u s c e p t ib le  to  them .

I t  m igh t have been ex p ec ted  t h a t  s in c e  th e  u n io n  embraced v e ry  

d i f f e r e n t  ty p e s  o f  w orker th e r e  would have been r i v a l r y  among them f o r
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i t s  c o n t r o l ;  o r  e l s e  t h a t  one group  would w ant to  d e ta c h  i t s e l f  

from  th e  r e s t  o f th e  un io n  in  o rd e r  to  f u r t h e r  i t s  own s p e c i f i c  

i n t e r e s t s .  There have in  th e  p a s t  been s e c e s s io n s  o f  w h i t e - c o l l a r  

w orkers from  p re d o m in a te ly  b l u e - c o l l a r  u n io n s  in  J a p a n . (L e v in e , 1958, 

p 91? C ole , 1971 j P 228) A t Marumaru, how ever, I  found no s ig n s  o f 

s im i la r  r i v a l r y  o r  sch ism . Among th e  p r e s e n t  and p a s t  o f f i c i a l s  a l l  

s e c t io n s  o f  th e  shop f l o o r  and o f f i c e  seemed to  be r e p r e s e n te d  in  

p ro p o r t io n  to  t h e i r  num bers; ’ and I  d id  n o t h e a r  o f  d i s s e n s io n  betw een 

men o f d i f f e r e n t  s e c t io n s .  I  rem arked e a r l i e r  how th e  s ta n d a rd  ra n k  

and pay  system s gave common v a lu e s  to  p eo p le  d o in g  d i f f e r e n t  jo b s , 

and so u n i te d  th e  community. A sa lesm an  and a  c o r r u g a to r  hand who 

to o k  up u n io n  a c t i v i t i e s  m igh t th e r e f o r e  be a b le  to  a g re e  w ith o u t 

d i f f i c u l t y  on t h e i r  aim s and i n t e n t i o n s .  M oreover, th e  c e n t r a l  

e x e c u tiv e  com m ittee  r a r e l y  d e a l t  w ith  s p e c ia l  p rob lem s o f  th e  shop 

f l o o r  o r  o f f i c e  o f  w hich i t s  d i f f e r e n t  members m igh t ta k e  d i f f e r e n t  

v ie w s .

The o th e r  s o r t  o f f a c t i o n  n o ta b ly  a b s e n t from  Marumaru was th e  

p o l i t i c a l  one o f  th e  s o r t  t h a t  c h a ra c te r iz e d  th e  u n io n  kn C o le 's  

(1971, P 2 3 4 -8 ) Tokyo d i e c a s t  f a c to r y .  The Marumaru, u n io n  was n o t  

e n t i r e l y  d evo id  o f  p o l i t i c a l  a s s o c i a t i o n s .  The o n ly  s t r i k e  in  i t s  

h i s t o r y  had been o rg a n iz e d  by  th e  com m unists. The c u r r e n t  l e a d e r s  

o c c a s io n a l ly  e x p re sse d  th em se lv e s  i n  M a rx is t  p h ra s e o lo g y . The 

s e c r e ta r y  o f  th e  e x e c u tiv e  com m ittee had a  work o r  two o f  Lenin  in  

h i s  b o o k s h e lf  a t  th e  u n io n  o f f i c e ,  and th e  words o f w hat ap p eared  to  be 

a  communist hymn p o s te d  upon th e  w a l l .  And I  was t o ld  t h a t  

o c c a s io n a l ly  b ra n c h  mass m ee tin g s  had in  th e  p a s t  been h e ld  to  d is c u s s  

su ch  p o l i t i c a l  i s s u e s  a s  th e  r e tu r n  o f  Okinawa to  Ja p a n . But th e  

s t r i k e  was an a f f a i r  o f th e  rem ote p a s t ,  and th e  s lo g a n s  m ere ly  s to c k  

a f f i r m a t io n s  t h a t  th e  Marumaru u n io n  was p a r t  o f  th e  Ja p an e se  la b o u r  

movement. In  f a c t ,  how ever, n o t  o n ly  was th e  un ion  le a d e r s h ip  

e f f e c t i v e l y  a p o l i t i c a l  b u t  i t  a ro u sed  no o p p o s it io n  o f  a  s p e c i f i c a l l y
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p o l i t i c a l  form  among th e  m em bership. The ab sen ce  o f  p o l i t i c a l  

f a c t io n s  may have been due in  p a r t  to  th e  p rep o n d e ran ce  among th e  

em ployees o f men from  th e  c o u n try , and e s p e c i a l l y  th e  p r e f e c tu r e  o f 

W-, th ough , a s  I  have s a id  b e fo re ,  I  n o t ic e d  no obv ious d i f f e r e n c e s  

betw een th e  b e h a v io u r  o f r u r a l  and u rb an  r e c r u i t s .  The la b o u r  

d ep a rtm en t alw ays checked w ith  th e  p o l ic e  t h a t  a  h ig h  sc h o o l o r  

g ra d u a te  a p p l i c a n t  was n o t  a  member o f an e x tr e m is t  o rg a n iz a tio n *

But I  do n o t  th in k  t h a t  th e s e  c h eck s , w hich had o n ly  r e s u l t e d  in  th e  

r e j e c t i o n  o f  one o r  two a p p l i c a t i o n s ,  were r e s p o n s ib le  f o r  th e  u n io n ’s 

m em b ersh ip 's  un co n cern  w ith  p o l i t i c s .  A man m ig h t alw ays a c q u ire  

p o l i t i c a l  i n t e r e s t s  a f t e r  b e in g  a c c e p te d ; and in  any  c a se  ’m id - c a r e e r ’ 

e n t r a n ts  w ere r a r e l y  v e t t e d .  I t  m igh t even have been  t h a t  th e  u n io n  

le a d e r s  had , w i th  t h e i r  m ild  c l i c h e s ,  in n o c u la te d  th e  m em bership a g a in s t  

more v i r u l e n t  form s o f  p o l i t i c a l  ex p re ss io n *  B ut a t  any  e v e n t,  even 

when v e ry  s e r io u s  p roblem s a ro s e  f o r  th e  u n io n , th e y  d id  n o t  seem to  

r e s u l t  in  any  form  o f  p o l i t i c a l  a c t i v i t y .

b The u n io n  and th e  management

I  rem arked  in  th e  in t r o d u c t io n  to  t h i s  c h a p te r  t h a t  th e  management, 

l i k e  th e  u n io n , was n o t  a  u n i t a r y  body, b u t  was com prised  o f  d i f f e r e n t  

c a te g o r ie s  o f  p e o p le . From th e  u n io n ’s p o in t  o f v iew , management was 

d iv id e d  in to  two.

There w ere th e  m anagers w ith  whom th e  u n io n  l e a d e r s  d e a l t ;  th e  

f a c t o r y  m anagers and t h e i r  s u b o rd in a te s  in  th e  s ta n d a rd  ra n k s ,  and , 

a t  th e  m ain o f f i c e , th e  management team  a t  th e  c e n t r a l  f r i e n d ly  t a l k s , 

w hich c o n s is te d  o f  th e  d i r e c t o r  i n  ch a rg e  o f  th e  la b o u r  d e p a rtm e n t, th e  

la b o u r  d e p a rtm e n t h ead , a  p o t - p o u r r i  o f  heads o f  o th e r  d e p a rtm e n ts  and 

p e rh ap s  a  ju n io r-  d i r e c t o r  o r  tw o. W ith th e s e  m anagers th e  un io n  

le a d e r s  wa«ae on f a m i l i a r  and f r i e n d ly  te rm s , f o r ,  a s  I  have s a id  b e f o r e ,  

th e  s e n io r  u n io n  men had much in  common w ith  t h e i r  im m ediate s u p e r io r s  

in  th e  s ta n d a rd  r a n k s .  The s e c r e ta r y  o f  th e  u n io n  would f r e q u e n t ly
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p la y  m ahjong a t  th e  house o f  th e  la b o u r  d ep artm en t h e a d . A gain , 

e v e ry  so o f t e n  th e  u n io n  and management p a r t i c i p a n t s  i n  th e  Yokohama 

f a c to r y  f r i e n d ly  t a l k s  w ould a l l  go to g e th e r  to  a  r e s t a u r a n t .  T here 

th e  f a c t o r y  m anager, a  p a s t  u n io n  l e a d e r ,  w ould g iv e  th e  u n io n  a  l i t t l e  

a d v ic e  ab o u t im p ro v in g  i t s  c o n ta c ts  w ith  i t s  m em bership , and  a v o id in g  

a s  i t  had  done so  w e ll  up to  th e n ,  th e  a b su rd  an tag o n ism  tow ards 

management t h a t  d e b i l i t a t e d  o th e r  com pan ies. The u n io n  l e a d e r s  would 

l i s t e n  w ith  m ixed f e e l i n g s ,  happy a t. b e in g  p r a i s e d  f o r  t h e i r  

c o - o p e r a t io n ,  b u t wary o f  th e  c o n d e sc e n s io n .

These lo w er m anagers, a s  th e  u n io n  w e ll  r e a l i s e d ,  had  v e ry  l i t t l e  

power o r  i n f l u e n c e .  A u th o r i ty  a t  Marumaru was r e t a in e d  by  th e  

seco n d  ty p e  o f  m anager, th e  p r e s id e n t  and h i s  s e n io r  c o - d i r e c t o r s .

These u p p er m anagers rem ain ed  a lm o st e n t i r e l y  a lo o f  from  th e  u n io n  

and i t s  r e p r e s e n t a t i v e s .  The p r e s id e n t  met th e  T hree  O f f ic e r s  once 

d u r in g  my tim e  a t  M arumaru, and t h a t  o c c a s io n  was th e  f i r s t  such  m ee tin g  

f o r  s e v e r a l  y e a r s .  The v ic e  p r e s id e n ts  were a lm o s t a s  re m o te , n o t ,  

o f  c o u rs e ,  i n  any p h y s ic a l  s e n s e ,  f o r  t h e i r  o f f i c e  was o n ly  two d oo rs  

away from  th e  room i n  w hich th e  c e n t r a l  f r i e n d ly  t a l k s  to o k  p la c e ,  b u t 

i n  t h e i r  u n w i l l in g n e s s  to  meet th e  u n io n  r e p r e s e n t a t i v e s  on b u s in e s s .

T ra n s a c t io n s  betw een  u n io n  and management were c o n d u c te d , 

t h e r e f o r e , by an  o l ig a r c h y  on th e  one s id e  and by r e l a t i v e l y  

u n i n f l u e n t i a l  d e p u tie s  on th e  o t h e r .  To show how th e y  p ro ce e d e d  I  

am g o in g  to  d e s c r ib e  how two o f  th e  p rob lem s t h a t  a ro s e  betw een  u n io n  

and management i n  1970 were s o lv e d . The f i r s t  o f  th e s e  p rob lem s was 

t h a t  cau sed  by th e  com pany 's i n t r o d u c t io n  o f  a  new system  o f  s h i f t  

work a t  one o f  i t s  f a c t o r i e s ;  th e  se co n d , t h a t  o f  f ix i n g  th e  an n u a l 

bonus a t  c o l l e c t i v e  b a rg a in in g  s e s s io n s .

Though I  was i n  th e  company when th e  d i s c u s s io n s  o v e r th e  s h i f t  

work were ta k in g  p la c e ,  I  d id  n o t a t t e n d  them ( th e y  to o k  p la c e  many 

h u n d red s o f  m ile s  away from  T okyo .) I  was g iv e n  th e  m in u te s  o f  th e
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c e n t r a l  and f a c t o r y  f r i e n d l y  t a l k s  concerned  w ith  th e  p rob lem , so 

t h a t  I  was a b le  to  i n f e r  from  them w hat had ta k e n  p la c e  betw een each  

s e m i-p u b lic  m e e tin g . More im p o r ta n t ,  I  was a b le  to  in te r v ie w  many 

o f  th e  p e o p le  in v o lv e d  in  th e  p rob lem , from  th e  p r e s id e n t  to  shop 

f l o o r  w o rk e rs . B efo re  and d u r in g  th e  e x e c u tiv e  b a rg a in in g  s e s s io n s ,

I  a t te n d e d  dozens o f  un ion  m e e tin g s , and in  p a r t i c u l a r  m ee tin g s  o f  th e  

u n io n  e x e c u tiv e  com m ittee . - Though I  was n o t  a llow ed  to  be a t  th e  

s e s s io n s  th e m se lv e s , I  w as, once a g a in , fu rn is h e d  w ith  th e  m in u te s .

A The p roblem  o f  th e  c o n tin u o u s  wo rk  s h i f t s  

Work in  th e  f a c t o r i e s  a t  Marumaru went on day and n ig h t  each  

w ork ing  day . W orkers were d iv id e d  in to  th r e e  g ro u p s , each  group 

ta k in g  one o f th r e e  s h i f t s  f o r  a  week, and th e n  m oving to  a n o th e r  

s h i f t  i n  th e  fo l lo w in g  week. Sundays and n a t io n a l  h o l id a y s  were days 

o f  r e s t .

A t some tim e  b e fo re  May, 1970 th e  f a c to r y  management a t  th e  H- 

f a c to r y  t o ld  th e  l o c a l  u n io n  b ra n c h  t h a t  i t  w ished  to  i n s t a l  a  second 

c o r r u g a to r .  I t  had lo n g  been  c o n s id e re d  t h a t  a  second c o r r u g a to r  

would e v e n tu a l ly  be needed a t  U -, b ecause  demand was i n c r e a s in g  and 

a  sm a ll p ro c e s s in g  b ra n c h  f a c to r y  had been  b u i l t  to  tu rn  c o rru g a te d  

s h e e ts  from  th e  main f a c to r y  in to  b o x e s . I t  had e a r l i e r  been  assum ed, 

how ever, t h a t  th e  f a c to r y  cou ld  manage w ith  one c o r r u g a to r  u n t i l  1971* 

The company had a  perm anent agreem ent w ith  th e  u n io n  w hich 

p e rm itte d  management to  o rg a n iz e  c o n tin u o u s  work s h i f t s ,  w ith  work 

g o in g  on even on Sundays and h o l id a y s ,  w h ile  a  second c o r r u g a to r  was 

b e in g  p u t  i n to  any  f a c t o r y .  The e x t r a  p ro d u c tio n  g a in ed  from  w ork ing  

on Sundays would make up f o r  any  lo s s  in c u r re d  d u r in g  th e  i n s t a l l a t i o n  

o f  th e  second c o r r u g a to r ,  and a t  th e  same tim e e n a b le  th e  f a c t o r y  to
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m eet i n c r e a s in g  demand u n t i l  th e  new m achine became a v a i l a b l e .  The 

H- u n io n  b ra n c h  th e r e f o r e  a u to m a t ic a l ly  ag reed  to  th e  com pany's r e q u e s t  

f o r  s h i f t  w ork. By th e  term s o f  an announcem ent made in  e a r ly  May, 

th e  management r e c e iv e d  p e rm iss io n  to  o p e ra te  th e  e x i s t i n g  c o r r u g a to r  

c o n tin u o u s ly  from  May u n t i l  th e  end o f A ugust, by  w hich  tim e  th e  

second c o r r u g a to r  was supposed  to  be running*

How a  c o r r u g a to r  i s  a  v e ry  la r g e  m achine w ith  a  v a r i e t y  o f  

com ponents and a u x i l l i a r y  m achines w hich have to  be s p e c i a l l y  o rd ered  

to  f i t  th e  n eed s  o f  th e  f a c to r y .  O rd e rin g  a  c o r r u g a to r ,  b u i ld in g  i t ,  

t r a n s p o r t i n g  i t  to  th e  f a c t o r y  and a sse m b lin g  i t  t h e r e ,  h a v in g  r e 

a rra n g e d  th e  o th e r  m achines to  make room f o r  i t ,  would ta k e  a  lo n g  

tim e -  betw een f iv e  and e ig h t  m onths. I f ,  t h e r e f o r e ,  th e  company 

had o n ly  d e c id e d  to  o rd e r  th e  c o r r u g a to r  in  May, th e r e  would have 

b e e n . l i t t l e  chance o f i t  b e in g  in  s e rv ic e  in  A ugust. T h is  th e  u n io n , 

o r  a t  l e a s t  th e  T hree O f f ic e r s  o f th e  c e n t r a l  e x e c u t iv e  com m ittee , 

knew v e ry  w e l l .  In  m aking th e  agreem ent w ith  th e  company, o r  a llo w in g  

th e  H- b ra n c h  to  do so , th e y  w ere , f o r  M arumaru1 s s a k e , m is le a d in g  

t h e i r  own members a s  to  th e  le n g th  o f tim e  th e y  would have to  do 

c o n tin u o u s  s h i f t s .

But th e  u n io n  le a d e r s  had th em se lv es  been d e c e iv e d  in  t u r n }f o r  

no c o r r u g a to r  had been  o rd e re d , o r  was to  be o rd e re d  t h a t  y e a r .  The 

H- f a c t o r y  d i f f e r e d  from  th e  o th e r  l a r g e  Marumaru p l a n t s  in  t h a t  th e  

board  and boxes i t  p roduced  were used  to  pack  n o t  m an u fac tu red  goods 

b u t  fo o d . Demand th e r e f o r e  v a r ie d  g r e a t ly  w ith  tim e  o f  y e a r .  The 

demand in  December and Ja n u a ry  was w e ll  w ith in  th e  c a p a c i ty  o f  a  

s in g l e  c o r r u g a to r  w ork ing  a  s ix  day week; i t  was o n ly  i n  th e  summer 

m onths t h a t  demand was b e g in n in g  to  exceed t h a t  c a p a c i ty .  The 

problem  o f  m e e tin g  demand a t  U- was n o t  n e c e s s a r i l y  to  be so lv e d  

sim p ly  by p u t t i n g  in  a  new c o r r u g a to r .  F o r even i f  a  new m achine 

made i t  p o s s ib le  to  p roduce  enough board  in  summer, th e  f a c t o r y  would
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f in d  i t s e l f  w ith  two la r g e  and ex p en siv e  m achines d o in g  th e  work o f 

one d u r in g  th e  w in te r  m onths. U n t i l  th e  demand in  summer outgrew  

th e  c a p a c i ty  even o f  a  m achine w ork ing  c o n tin u o u s ly , i t  would he 

b e t t e r  to  u se  one m achine o n ly  and work i t  f u l l  tim e  in  th e  summer 

and l e s s  i n t e n s iv e l y  i n  th e  w in te r .  The main d is a d v a n ta g e s  o f  t h i s  

s o lu t io n  would he th e  d is c o m f i tu re  o f  th e  work f o rc e  and th e  

c o n s id e ra b le  d i f f i c u l t i e s  o v e r th e  upkeep and r e p a i r  o f  th e  m achines
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I t  was v e ry  p o s s ib le  t h a t  th e  u p p e r management had n e v e r  th o u g h t 

s e r i o u s ly  o f  p u t t i n g  in  a  c o r r u g a to r  in  1970 a t  a l l .  None o f  th e  

m on th ly  p ro d u c tio n  t a r g e t  f ig u r e s  s e t  in  March 1970 f o r  th e  r e s t  o f 

th e  company y e a r  (e n d in g  in  A ugust) exceeded 4*5 m i l l io n  qu are  m e tre s , 

th e  p ro d u c tio n  c a p c i ty  o f  a  s in g le  c o r r u g a to r  w ork ing  c o n tin u o u s ly .

I t  would a l s o  have been r e c o g n is e d , , even in  M arch, t h a t  th e  w in te r  

demand f o r  board  would be w e ll  w i th in  th e  c a p a c i ty  o f  even a  s in g le  

c o r r u g a to r  w ork ing  n o rm a lly . I f  a  second c o r r u g a to r  had been  i n s t a l l e d  

in  1970 enormous p ro d u c tio n  c a p a c i ty  would have rem ained  unused even 

a t  moments o f  peak  demand. At th e  K - fa c to ry , w h ich  had two m achines 

w ork ing  o n ly  two s h i f t s  a  day , more th a n  f iv e  m i l l io n  sq u a re  m etres  o f 

board  cou ld  be p roduced  w ith  e a se  each  m onth, much more th a n  th e  

company hoped i t  cou ld  s e l l  a t  IT-, and v e ry  much more th a n  i t  a c t u a l l y  

d id  s e l l .  A l l  th e s e  were argum ents a g a in s t  th e  i n s t a l l a t i o n  o f a  new 

m achine a t  any tim e  in  1970 , b u t th e r e  was an even more p o w erfu l 

argum ent a g a in s t  th e  i n s t a l l a t i o n  o f  a  m achine i n  l a t e  A ugust o r 

S ep tem ber. I f  a  m achine were to  be p u t in  p ro d u c tio n  in  th e  autum n, 

i t  would be to o  l a t e  to  h e lp  in  th e  summer peak p e r io d ,  and i t  would 

p ro b a b ly  l i e  i d l e  u n t i l  th e  l a t e  s p r in g  o f 1971*

Even i f  th e  u p p e r management had , a t  i t  was l a t e r  to  c la im , th o u g h t 

o f  p u t t i n g  in  a  c o r r u g a to r  in  1970 and th e n  changed i t s  m ind, i t  shou ld  

have in form ed  th e  u n io n  o f  i t s  d e c is io n  and r e tu rn e d  th e  f a c t o r y  to  

norm al w ork ing . In  f a c t  no announcem ent was made, and th e  work fo rc e  

went on to  c o n tin u o u s  s h i f t s  w ith o u t e i t h e r  th e  u n ion  o r  even th e  

low er management r e a l i z i n g  t h a t  no c o r r u g a to r  was com ing.

A f te r  a b o u t a  m onth, in  e a r l y  Ju n e , when s t i l l  no b u i ld in g  o r  

re a rra n g e m e n t o f ’ m ach inery  was ta k in g  p l a c e , rum ours t h a t  th e r e  would 

be no c o r r u g a to r  began to  be h e a rd . At t h i s  p o in t  th e  IT- f a c t o iy  

m anager was t r a n s f e r r e d  and a  new man came in  from  a n o th e r  p l a n t .  The 

new m anager to ld  me t h a t  he h im s e lf  knew, on h i s  a p p o in tm e n t, t h a t  no
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new c o r r u g a to r  was to  be p u t  in  in  1970 , b u t  he had n o t  r e a l i s e d

t h a t  h i s  s u b o rd in a te s  and th e  u n io n  b ran c h  had n o t  been  t o ld .  I t

was o n ly  on 2 9 th  Ju n e , when th e  f a c to r y  had been on two m onths o f

c o n tin u o u s  w ork, t h a t  an o f f i c i a l  announcem ent was made a t  th e

f a c t o r y  f r i e n d l y  t a l k s  :

' Company» O r ig in a l ly  we were th in k in g  o f  p u t t i n g  in  
a  c o r r u g a to r ,  b u t  we looked  in to  i t ,  b u t  b e c au se  th e  
f a c t o r y  w asn’ t  re a d y  f o r  i t  and we h a d n ’ t  re a c h e d  a  
l e v e l  o f  p ro d u c tio n  a t  w hich a  new c o r r u g a to r  ,would be 
n eed ed , i t  was d ec id ed  to  t r y  and g e t  p ro d u c tio n  up to  
th e  p o in t  where we can  p u t in  a  c o r r u g a to r .  I t  i s n ' t  
t h a t  we a r e n ’t  g o in g  to  p u t one i n ,  s im p ly  t h a t  w e 've  
postp o n ed  i t . '

The u n io n , i t s  f e a r s  co n firm ed , to o k  what ap p eared  in  th e

m anagem ent's t r a n s c r i p t  to  be an a t t i t u d e  o f p a in e d  d i s p le a s u r e .

(The m in u tes  ta k e n  o f th e  c e n t r a l  f r i e n d ly  t a l k s  I  a t te n d e d  gave an

im p re ss io n  o f d ig n i ty  and r a t i o n a l i t y  n o t  alw ays p r e s e n t  in  th e

p ro c e e d in g s . )

:U n ion♦ D o n 't  you th in k  we shou ld  have h e a rd  t h i s  
e x p la n a t io n  a  l i t t l e  e a r l i e r ?  We had an ag reem en t t h a t  
th e  4-g ro u p  3 s h i f t  system  shou ld  go on t i l l  th e  end o f 
A ugust. Even now y o u r e x p la n a tio n  d o e sn ’ t  e x p la in  
a n y th in g , and we have th e  f e e l i n g  we have been  t r i c k e d . '

' Company. I t ' s  a  m a t te r  o f b u s in e s s .  We have to  change 
to  f i t  th e  c o n d i t io n s .  There may have been  a  problem  in  
l e t t i n g  you know so o n e r o r  l a t e r .  But n o t  o n ly  d id  th e  
company announce th e  p la n ;  i t  a ls o  gave i t  c a r e f u l  
c o n s id e r a t io n .  T h e re 's  a b s o lu te ly  no q u e s t io n  o f  
t r i c k e r y .  I t ' s  a  m a t te r  o f h a v in g  p ro d u c tio n  m atch 
s a l e s ,  and i t ' s  a l l  we p eo p le  in  th e  f a c to r y  who have to  
d e c id e  when to  p u t th e  c o r ru g a to r  i n .  (K orugeto  £  
ts u k e ru  tj i k i  o_ k e t t e i  su ru  no wa w areware ko.jo z e n in  de a r u . )

The u n io n  w ou ld , o f  c o u r s e , have been p e r f e c t l y  j u s t i f i e d  in

dem anding a  r e tu r n  to  norm al s h i f t  work, w ith  h o l id a y s  on Sundays, b u t

in. f a c t  i t  asked  f o r  som eth ing  much more m odera te  :

’U n ion . I f  we c o n tin u e  th e r e  w i l l  be re se n tm e n t a t  n o t  
b e in g  a b le  to  r e s t  on Sundays, and a t  h a v in g  to  do ov ertim e  
to  h e lp  o u t th e  p r o c e s s in g  s id e .*  I t ' s  n o t  d e s i r a b le

* Because th e  corrugator-."w as w orking  c o n tin u o u s ly  a  f a r  g r e a t e r  
a r e a  o f  b o ard  h a d 'to  be p ro c e sse d  on th e  p r i n t i n g ,  c u t t in g  
and s t i t c h i n g  m ach ines, and th e  w orkers on th e s e  m achines had 
to  do more o v e rtim e  th a n  u s u a l .
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from  th e  p o in t  o f  v iew  o f  s a f e ty ;  and t h e r e  a r e  a ls o  
c o m p la in ts  from  th e  c o r r u g a to r  team s. We would l i k e  
th e  sy stem  ended by  December,

D e s p ite  th e  a l le g e d  t r i c k e r y ,  th e n , th e  u n io n  was p re p a re d  to  a llo w  th e

company to  go on w ith  c o n tin u o u s  work f iv e  more m onths th a n  had

o r i g i n a l l y  been  a g re e d .

' Company. We w i l l  n o t  a b o l i s h  i t .  We c a n ’ t  p r e d i c t  
w hat c o n d it io n s  w i l l  be l i k e  then* 7

1 U n ion . We a re  g o in g  on t i l l  A ugust, so  you have two 
m onths to  th in k  ab o u t i t .  I t  would be a  good id e a  i f  
you w ere to  lo o k  a t  th e  problem  from  e v e ry  p o in t  of 
v iew , and i t  would be a  good id e a  to  d is c u s s  i t  w ith  
u s .  1

* Company ♦ T h is  i s  a  m a t te r  concerned  w ith  th e  form  in  
w hich o p e ra t io n s  a r e  to  be c a r r ie d  o u t ( gyomu s u ik o jo  
to ru  sagyo k e i t a i  de a t t e ) and i t  i s  n o t  a  m a t te r  we have 
to  c o n s u lt  (you) a b o u t . But i t  i s  p o s s ib le  t h a t  by  chang ing  
th e  s h i f t  c y c le  th e  number o f  Sundays on w hich  men can r e s t  
can be in c r e a s e d ,  and we’ l l  d is c u s s  th e  means to  t h i s .
We have a lr e a d y  re c e iv e d  o u r norm u n d e r th e  1970-1  company 
y e a r  p la n ,  and we have to  go on w ith  th e  f o u r  g roup  th re e  
s h i f t  sy s tem . I f  you don ’ t  a c c e p t t h i s  and even a f t e r  
A ugust' we a r e  g o in g  to  have to  go in to  th e  q u e s t io n  of 
w h e th e r we a r e  g o in g  to  c o n tin u e  w ith  th e  sytem  o r  n o t ,  
th e n  we s im p ly  c a n ' t  ru n  th e  f a c t o r y . 1

A cco rd ing  to  th e  l o c a l  b ra n c h  le a d e r s  a t  N -, w ith  whom I

su b s e q u e n tly  had lo n g  t a l k s ,  th e  b ra n c h  would have w anted th e  c o n tin u o u s

work s h i f t s  s to p p ed  im m ed ia te ly , b u t  i t s  v iew s w ere o v e rr id d e n  by  th e

Three O f f ic e r s  o f  th e  c e n t r a l  e x e c u tiv e  com m ittee . The d iv is io n

betw een th e  b ra n c h  l e a d e r s h ip  and th e  Three O f f ic e r s  became more marked

as  summer p ro g re s s e d , p u t t i n g  th e  Chairman of th e  com m ittee , an

employee a t  N-, in  an u n p le a s a n t  p o s it io n *

N e i th e r  b e fo re  n o r  d u r in g  th e  J u ly  f a c to r y  f r i e n d l y  t a l k s  was any

p ro g re s s  made. The b ra n c h  le a d e r s  co n tin u e d  to  a c cu se  th e  management

o f a  b re a c h  o f  f a i t h ,  and to  com plain  ab o u t th e  e f f e c t s  of c o n tin u o u s

w ork ing ; th e  management to  defend  w hat i t  c o n s id e re d  i t s  p r e r o g a t iv e s ,

and to  c a l l  f o r  u n io n  c o -o p e ra t io n  in  w ork ing  c o n tin u o u s  s h i f t s ,

w i th o u t ,  how ever, g iv in g  any in d ic a t io n  o f  when a  c o r r u g a to r  m igh t be

p u t  i n .
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Company. From now on we have to  in c r e a se  our 
earn in gs w ith  our p resen t numbers, equipment and 
running c o s ts  and work f l a t  out to  i n s t a l l  th e  
corru gator . On th a t  b a s is ,  i f  th ere  are any 
reason ab le  changes in  working c o n d itio n s  to  be made, ; 
w e’l l  g iv e  you*our f u l l e s t  co -o p era tio n ; but we can ’ t  
f a i l  to  do our job o f  management. In J u ly  we have been 
a c h ie v in g  unprecedented prod u ction , and i t ’ s a good s te p  
towards the in s t a l la t io n  o f a corru ga tor . S a le s  have 
a ls o  been in c r e a s in g . We should l ik e  you to  e x p la in  
t h i s  to  your ^embers and g e t  them to  accep t the s i t u a t io n .

;U nion. We have f u l l y  exp la in ed  a l l  t h i s  to  our members.
We have e x a c t ly  the same v iew s as you when i t  comes to  
expanding production* Only we d on 't see  the p o in t o f  
th e  system . I t ’s exh au stin g  p h y s ic a lly ,  and i t ' s  becoming 
a prime reason  fo r  the l o s s  o f lab ou r. I t ' s  g o t so  th a t
you can do n o th in g  on h o lid a y s  excep t s le e p .  We are go in g
to  r e fe r  t h is  to  the c e n tr a l com m ittee. -We d o n 't  th in k  we 
w i l l  g e t  anyth ing  done a t  t h is  l e v e l  no m atter  how much 
we t a l k . !

1 Company. We c a n 't  abandon the fo u r  group th ree  s h i f t
system . W a t we have to  do i s  lo o k  fo r  ways to  improve
th e c o n d itio n s  and t r y  to  e lim in a te  any. imm ediate problem s.
We would l ik e  everyone in  the branch to  understand the
s i t u a t i o n .*

I t  was, o f  cou rse , a normal method o f b arg a in in g  fo r  the union to

a s s e r t  th a t th ere  were a l l  s o r ts  o f d isc o n te n ts  among the membership which

on ly  a se tt le m e n t conven ien t to  the union could a l la y .  The corrugator  

workers had been d iv id ed , as the q u o ta tio n s above im p lied , in to  four  

groups, o f which one r e s te d  on any day w h ile  the o th er  th ree  were 

a ssig n ed  to  one o f  the th ree  s h i f t s .  The work c y c le  fo r  any group was :

5 days m idnight s h i f t ;  one day o f f

5 days even in g  s h i f t ;  one day o f f

6 days day s h i f t ;  two days o f f

In a hundred and f o r t y  days, th e r e fo r e , a worker on th e  four-group  th ree

s h i f t  system  ( l  s h a l l  c a l l  i t  the 4 - 3  system  from now on) rece iv ed

tw enty e ig h t  days o f f ,  in s te a d  o f  the tw enty f i v e  he had r e ce iv ed

under normal s h i f t  working. The e x tr a  th ree  days h o lid a y  in  a hundred

and f o r ty  were n o t con sid ered  s u f f i c i e n t  com pensation fo r  the l o s s  of

Sunday r e s t .  Even when I  v i s i t e d  the fa c to r y , months l a t e r ,  workers

complained th a t  under the 4 -3  system  they  r a r e ly  saw t h e ir  c h ild r e n ,

but i t  could  n o t have been sa id  th a t  th ere  was se r io u s  u n rest on the
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shop f l o o r .  The le a v in g  r a t e  was o n ly  f r a c t i o n a l l y  h ig h e r  th an  in  th e  

p re v io u s  y e a r ,  and below  t h a t  a t  Yokohama and a t  th e  T- f a c to r y .

In  J u ly ,  th e  f i r s t  m onth a f t e r  th e  announcem ent t h a t  th e  c o r r u g a to r  

was n o t  coming y e t ,  s i x  young shop f l o o r  w orkers l e f t  U-; b u t no 

young men a t  a l l  l e f t  in  A ugust o r Septem ber, and o n ly  one in  O cto b er.

In  o th e r  f a c t o r i e s ,  changes f o r  th e  w orse in  w ork ing  c o n d it io n s  had 

r e s u l t e d  i n  l a r g e  in c r e a s e s  in  th e  le a v in g  r a t e ,  so  th e  f a c t  t h a t  th e  

le a v in g  r a t e  rem ained  n o rm al, a t  te n  p e r  c e n t o f th e  m ale work f o r c e ,  

can be tak e n  a s  e v id e n c e  o f th e  w o rk - fo rc e 's  a c c e p ta n c e  o f th e  new 

re g im e .

I f  i t  was m ere ly  t o l e r a b l e  a t  t h i s  s ta g e ,  th e  4 -3  system  a c tu a l l y  

became p o p u la r  w ith  shop f l o o r  w orkers l a t e r  on, when th e  company 

in c re a s e d  th e  number o f r e s t  days in  th e  c y c le .  Then th e  u n io n  b ra n c h , 

f a r  from  r e c e iv in g  even lukewarm  s u p p o rt  from  th e  m em bership, found 

i t s e l f  cam paign ing , on a  p o in t  o f p r in c i p l e ,  f o r  th e  w ith d ra w a l o f a 

scheme t h a t  i t s  members had come to  l i k e .  The b ra n c h  le a d e r s  a d m itte d  

to  me t h a t  th e r e  m igh t be c o n s id e ra b le  d i s c o n te n t  when, e v e n tu a l ly ,  

th e  f a c t o r y  r e tu r n e d  to  norm al s h i f t  work.

As f o r  th e  m anagem ent’ s p a r t  in  th e  d is c u s s io n s  quo ted  above, i t  

m ust be remembered t h a t  n o .o n e  on th e  management s id e  o f th e  t a lk s  had 

a c tu a l l y  been  r e s p o n s ib le  f o r  any d e c is io n  to  i n s t a l l  o r  d e la y  th e  

i n s t a l l a t i o n  o f a  c o r r u g a to r .  The f a c to r y  m anager had n o t  even been 

in  th e  f a c t o r y  in  May, when th e  is s u e  had a r i s e n ;  and in  any  c a se  such  

a  d e c is io n  was to o  im p o r ta n t  to  be l e f t  in  th e  hands o f  a  f a c to r y  

m anager. The more j u n io r  m anagers were n o t o n ly  g u i l t l e s s  of 

in c o n v e n ie n c in g  th e  u n io n , b u t  had a s  much re a s o n  a s  th e  u n io n  to  th in k  

o f th em se lv e s  a s  in ju r e d  p a r t i e s .  The p ro d u c tio n  su b -h e a d s  and s e c t io n  

h eads had to  s u p e rv is e  and r e g u la te  th e  c o n tin u o u s  s h i f t s ;  and th e y , 

l i k e  th e  u n io n  members, had been i l l - in f o r m e d  by  t h e i r  s u p e r io r s .

Though th e  o f f i c i a l  m in u tes  o f th e  f r i e n d ly  t a l k s  show th e  m idd le
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managers as in tr a n s ig e n t  and unsym pathetic, a s  th ey  i n s i s t ,  fo r  

example, th a t  a new scheme o f  s h i f t  work was o f  no concern to  the  

union , th e  tru th  was th a t  th e se  managers were embarrassed a t  having  

■to defend what most o f  them were prepared to  admit was an error  o f  

Upper management. In other f a c t o r ie s  and a t  the main o f f i c e ,  to o , 

m iddle managers remarked a t  how the IT- fa c to r y  management had had to  

s o r t  out th e  mess caused by m istak es made !above’ . Far from b e in g  the  

u n io n 's  enem ies, th e  IT- fa c to r y  managers were as anxious as the union  

to  end a con fu sion  and d isa rr a y  th a t  was not o f  t h e ir  making. The 

form the f i n a l  s o lu t io n  o f  the 4 -3  problem took was ev id en ce o f  how 

s tr o n g ly  the fa c to r y  management a t  IT- campaigned, more or l e s s  in  a lliance  

w ith  the un ion , fo r  an end to  continuous s h i f t s .

The f i r s t  in d ic a t io n  th a t  the H- Branch had r e fe r re d  the problem  

to  the c e n tr a l  e x e c u tiv e  committee came a fo r tn ig h t  a f t e r  the Ju ly  

fa c to r y  f r ie n d ly  m eetin g  a t  IT-, when the se c r e ta r y  issu e d  the fo llo w in g  

b u l le t in  :

5 To p r o te c t  the w orkers' fundam ental r i g h t s !

For u s , a p la ce  where i t  i s  p le a sa n t to  work, a happy work 
p la c e , an a t t r a c t iv e  work p la ce  a r e , from th e p o in t o f  v iew  
o f  the balance between labour and management, fundam ental 
human r ig h ts  o f  the worker which we must p r o te c t .  They 
are th in g s  th a t  have been a b s o lu te ly  e s ta b lis h e d  by law  
and c o n tr a c t , and moreover confirm ed in  th e  custom ary  
d e a lin g s  between labour mand management. But we are more 
than wage lab ou rers; we l i v e  by o f fe r in g  labour as cogs 
in  an e n te r p r is e , and in  accordance w ith  the labour we 
o f fe r  we should r e c e iv e  a f a i r  d ea l in  th e  form o f  working 
c o n d itio n s  o f  eq u iv a le n t v a lu e . The com pensation fo r  the  
lab ou r we o f f e r  n a tu r a lly  in c lu d es  m atters o f working 
c o n d it io n s . A ccording to  the Labour Standards Law c e r ta in  
item s are c le a r ly  s ta te d  as working c o n d it io n s  in  a broad 
se n se , the f a c t o r y ’s o p e r a tio n a l equipm ent, equipment which  
in f lu e n c e s  working e f f i c i e n c y  and the m aintenance o f working 
c a p a c ity , fa c to r y  d i s c ip l in e ,  which i s  c lo s e l y  a s s o c ia te d  
w ith  th e  treatm ent o f th e  w orkers, and so  on. But are  
th e se  th in g s  b e in g  c le a r ly  carried  out in  a l l  the f a c t o r ie s ?
And i f  th ey  a r e , are th ey  n ot b e in g  done b u r e a u c r a tic a lly ?
I s n ’ t  i t  an a d m in is tra tio n  th a t a l ie n a t e s  workers? I s  
the w i l l  to  work encouraged by warm lea d er sh ip ?  We f e e l  
doubts about th e se  and oth er  m a tters . We con tin u e  to  
have th e  same f e e l in g s  as when we en tered  the company, fo r  
p eop le  don’ t  e n ter  the company w ith  th e  in te n t io n  o f  le a v in g ,  
so th o se  who do le a v e  are d riven  o u t. And what are the
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co m p lic a ted  re a s o n s  t h a t  cause  them to  le a v e ?  How 
d id  th e  phenomenon come a b o u t?  They have to  be th o u g h t 
o u t c a r e f u l l y .  But to  ta k e  as an exam ple th e  fo u r-g ro u p  
t h r e e - s h i f t  system  a t  H- f a c to r y ,  a r e n ' t  th e  d i r e c to r s  
( k e ie i s h a )  m aking th e  w orkers work s im p ly  a s  a  means o f 
g e t t i n g  profit;; how d id  th e y  d e a l  w ith  th in g s  a p a r t  from  
p r o f i t ,  th e  d i s s a t i s f a c t i o n s  o f  th e  w orkers w ith  th e  
w orkp lace  and t h e i r  s u p e r io r s  ( s h iy o s h a ) , r e s u l t i n g  from  
th e  ag reem en t to  go on 4 - 3  s h i f t s  u n t i l  th e  i n s t a l l a t i o n  o f 
a  c o r r u g a to r  in  A ugust, and th e  im balance  i n  th e  c o r r u g a t in g  
d iv i s io n  r e s u l t i n g  from  th e  i r r e g u l a r  4 - 3  sy s tem , and 
th e  c a r r y  o v e r to  th e  p ro c e s s in g  d iv i s io n  (w ork ing  on 
h o l id a y s ) ?  They o n ly  make t h e i r  b u s in e s s  p la n s  on th e  
s p u r  o f th e  moment, and t h e r e ’ s c o n s id e ra b le  d i s t r u s t  o f 
t h e i r  n o t  k e e p in g  t h e i r  p ro m ise s . From now on, a s  a 
u n io n , we have to  th in k  o f  when i t  w i l l  be in tro d u c e d  in  
a l l  th e  f a c t o r i e s ,  and we have t o ■th in k  d e e p ly , from  th e  
f o u n d a t io n s ,  o f  th e  n a tu r e  o f  th e  r e l a t i o n  betw een 
management and la b o u r ,  to g e th e r  w ith  em p h a s is in g  r e s p e c t  
f o r  th e  w o rk e rs .*

The o rd in a ry  member who rea d  t h i s  n o t ic e  th ro u g h , even i f  he 

knew w hat a  fo u r-g ro u p  t h r e e - s h i f t  system  was, w hich few w orkers d id ,  

would have been  l e f t  w ith  a  confused  and f a l s e  im p re ss io n  o f w hat was 

h appen ing  a t  th e  H- f a c t o r y .  The e s s e n t i a l  f a c t ,  t h a t  th e  company 

had e n te r e d  in to  an ag reem en t on a  c e r t a i n  c o n d i t io n ,  and had n o t  

f u l f i l l e d  t h a t  c o n d i t io n ,  was o n ly  o b l iq u e ly  r e f e r r e d  t o ,  b u t  n o t 

e x p la in e d . The m uddled a c c o u n t t h a t  was g iv en  o f  th e  problem  

ap p eared  to  s u g g e s t  t h a t  th e  m a t te r  was a lr e a d y  in  th e  p a s t ,  t h a t  

th e r e  was n o th in g  more to  be done f o r  H-, and t h a t  a l l  th e  u n io n  cou ld  

do was p re v e n t  th e  4 - 3  sy stem  from  b e in g  in tro d u c e d  e lse w h e re . Ho 

m en tion  a t  a l l  was made o f th e  l ik e l ih o o d  t h a t  th e  s h i f t  system  would 

c o n tin u e  beyond A ugust, th e  p o in t  a t  i s s u e  f o r  th e  H- b ran c h  l e a d e r s h ip .  

I t  was n o t  a t  a l l  s u r p r i s in g ,  t h e r e f o r e ,  t h a t  th e  m a jo r i ty  o f un ion  

members i n  th e  Yokohama b ra n c h  had o n ly  th e  v a g u e s t  id e a  o f th e  4 - 3  

s h i f t  p rob lem , and o f i t s  r e le v a n c e  to  t h e i r  own l i v e s .  Among 

m anagers, how ever, th e  a f f a i r  was e x te n s iv e ly  d is c u s s e d , and i t  was 

g e n e r a l ly  ag reed  t h a t  ' t h e  company' had made a  m is ta k e  in  t r y in g  to  

in tro d u c e  th e  4 - 3  sy stem  in  th e  way i t  had .

At th e  end o f  th e  m essage, th e  s e c r e ta r y  n o te d  th e  tim e and 

p la c e  o f th e  n e x t  c e n t r a l  f r i e n d ly  t a l k s ,  and added d a te s  on w hich th e



Three O f f ic e r s  would "be v i s i t i n g  each  o f  th e  f a c t o r i e s ,  p resum ab ly  

to  d is o u s s  th e  4 -3  s h i f t  p roblem  a lo n g  w ith  o th e r  m a t te r s .  These 

v i s i t s ,  how ever, w ere s e t  f o r  l a t e  Septem ber, and by  t h a t  tim e th e  4 -3  

s h i f t  p roblem  had o f f i c i a l l y  been  r e s o lv e d .

In d e e d , th e  problem  was u n o f f i c i a l l y  re s o lv e d  w i th in  th e  n e x t

few  w eeks, a s  a  r e s u l t  o f  d is c u s s io n s  betw een th e  T hree O f f ic e r s  and

the main o f f i c e  labour departm ent. A sim ple bargain  was s tru ck .

The company would im prove th e  work c y c le ,  and add a n o th e r  d a y ’s r e s t  :

f i v e  days m id n ig h t s h i f t ;  two days r e s t

f i v e  days e v e n in g  s h i f t ;  two days r e s t

f i v e  days day s h i f t ;  one d a y 's  r e s t

The new c y c le ,  w hich  was i d e n t i c a l  w ith  th o se  u n d e r w hich  c o n tin u o u s

s h i f t  work was done in  o th e r  i n d u s t r i e s ,  gave w orkers t h i r t y  f iv e  days

o f f  in  one hundred  and f o r t y ,  in s te a d  o f tw en ty  e ig h t  on th e  p re v io u s

c y c le  and tw enty f i v e  on normal s h i f t s .  In retu rn  fo r  t h is  e x tr a

th r e e  weeks h o l id a y  a  y e a r ,  th e  company would be a llo w ed  to  run  th e  4 -3

system  o s te n s ib ly  'o n  a  tem p o rary  b a s i s '  a f t e r  th e  end o f  A ugust b u t

in  r e a l i t y  u n t i l  a  new c o r r u g a to r  was p u t  i n ,  in  1971 -  t h a t  i s ,  a t

th e  tim e o r i g i n a l l y  p la n n e d .

T h is  compromise had been  reach ed  a s  a  r e s u l t  o f  s e c r e t  b a rg a in in g , 

b u t  b e fo re  any  announcem ent co u ld  be made th e r e  had to  be a t  l e a s t  a  

p re te n c e  a t  p u b l ic  d i s c u s s io n  o f  th e  i s s u e  a t  th e  A ugust c e n t r a l  f r i e n d l y  

t a l k s .  These to o k  p la c e  n o t  i n  th e  head o f f i c e  a s  u s u a l ,  b u t  a t  th e  

H- f a c t o r y ,  and th e  H- b ra n c h  le a d e r s  were a llow ed  to  be p r e s e n t  as  

o b s e r v e r s .

The head o f  th e  la b o u r  d e p a rtm en t began , a c c o rd in g  to  th e  com pany's 

m in u te s , by r e c o u n t in g  how th e  company had g r a d u a l ly  in tro d u c e d  f i r s t  

a  two and th e n  a  th r e e  s h i f t  sy stem ; th e  4 -3  sy stem  was a l o g i c a l  

deve lopm en t.. The in t r o d u c t io n  o f a  c o n tin u o u s  work p la n  was n o t  j u s t  

a  concern  o f  th e  f a c t o r y  where th e y  a l l  w ere , b u t  was o f  im p o rtan ce  to  

th e  company a s  a  w hole .
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Company. Running th e  4 -3  system  does n o t  p e rm it  
days o f f  to  f a l l  on Sundays and n a t io n a l  h o l id a y s .
F o r t h i s  re a so n  we have in c re a s e d  th e  numher o f
h o l id a y s  hy  one day a  m onth. We shou ld  l i k e  th e
u n io n  to  c o n s id e r  t h i s ,  som eth ing  i t  h a s  n o t  done as  a
u n io n  up to  n o w .. .  We have hea rd  y o u r demand t h a t  th e
sy stem  he ended . We s t a r t e d  i t  a s  a  p r e c o n d i t io n  to  
th e  i n s t a l l a t i o n  o f a  c o r r u g a to r  a t  W-, and we have to  
go on and s o lv e  th e  p rob lem . Prom now on we would l i k e  
to  s t a r t  ru n n in g  th e  4 - 3  system  a t  o th e r  f a c t o r i e s  to o , 
and we sh o u ld  l i k e  y o u r c o -o p e ra tio n  in  t h i s . ‘

T h is  rem ark , made f o u r  m onths a f t e r  th e  4 - 3  sy stem  had f i r s t  been p u t

i n to  o p e ra t io n ,  was th e  f i r s t  in d ic a t io n  t h a t  N- was in d eed  a  t e s t  c a se ,

a s  th e  u n io n  had p r e v io u s ly  s u s p e c te d .

U n io n . We presum ed b e fo re  t h a t  you w ere p u t t i n g  in  a  
m achine and , s u p p re s s in g  th e  p r o te s t s  o f o u r members, 
we e n te re d  i n to  an a g re e m e n t. But we c a n 11 go on 
c o -o p e r a t in g  w ith  th e  4 -3  system  u n le s s  a  c o r r u g a to r  i s  
p u t  i n ,  so  we want to  s to p  on A ugust 3 1 s t .  T here had 
been d is c u s s io n s  ab o u t 4 -3  w ork ing  c o n tin u in g  from  June 
to  December, b u t  a t  th e  un ion  g e n e ra l  m e e tin g  i t  was 
d e c id e d  t h a t  we sh o u ld  s to p  4 -3  w ork ing  a t  th e  tim e  
o r i g i n a l l y  ag reed  upon. As f o r  h o l id a y s ,  i t  i s  im p o r ta n t  
t h a t  p e o p le  sh o u ld  r e s t  on Sundays so t h a t  th e y  sh o u ld  be 
w ith  t h e i r  fa m ily  and f r i e n d s . Prom th e  human p o in t  o f 
v iew , we v e ry  much oppose th e  sy stem . B ecause o f 
t r a n s f e r s  and so  on th e  ran k s  o f th e  t e c h n ic a l  s t a f f  a re  
g e t t i n g  t h in n e r ,  and more p eo p le  a r e  le a v in g ,  so t h a t  
work i s  becom ing h a rd e r  f o r  th o se  who s ta y .  A bsen tee ism  
i s  a ls o  in c r e a s in g .  I t ' s  a  v ic io u s  c i r c l e ,  and w e 'd  
l i k e  you to  th in k  ab o u t en d in g  i t  a s  soon a s  p o s s ib le .

The company d en ied  t h a t  th e  le a v in g  r a t e  had a n y th in g  to  do w ith  

th e  4 -3  sy stem , a d d in g  t h a t  i t  e v e n tu a l ly  w ished to  red u c e  th e  w orking  

week to  f o r t y  h o u rs . The u n io n  re tu rn e d  to  th e  s u b je c t  o f  th e  b e t r a y a l .  

I t s  members f e l t  c h e a te d , and cou ld  n o t  c o -o p e ra te  beyond A ugust. The 

la b o u r  d i r e c t o r  gave a  s h o r t  a c co u n t o f  th e  econom ic and 

a d m in is t r a t iv e  d i f f i c u l t i e s  o f  f i t t i n g  p ro d u c tio n  to  demand a t  R -.

The u n io n  f u l l y  u n d e rs to o d  th e s e  p ro b lem s, b u t  would have w anted th e  

e x p la n a tio n  th e y  had j u s t  h e a rd  to  have been made m onths b e f o r e .

T here  th en  fo llo w e d  a  s u r p r i s i n g  sp eech  from  a  member o f  th e  l o c a l  un ion  

b ra n c h , who had up to  now been  p a s s iv e ly  o b s e rv in g  th e  d i s c u s s io n .

U n ion . We asked  you to  l i s t e n  to  th e  raw  c o m p la in ts  
o f th e  N- b ra n c h . The u n io n  c e n t r a l  com m ittee th e n  g o t 
cau g h t up in  t h i s  p rob lem , and we w a ite d  f o r  ( i t s )  
d i s c u s s io n s  w ith  th e  m ain o f f i c e .  But a s  f a r  a s  we
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u n d e rs ta n d  w hat has  j u s t  been s a id ,  th e  young p e o p le  
t h in k  f i r s t  o f th em se lv es  w hile- th e  c e n t r a l  com m ittee 
th in k s  f i r s t  o f  th e  company, and we have to  g e t  th e  
c e n t r a l  com m ittee to  u n d e rs ta n d  th e  id e a s  and a t t i t u d e s  
o f  th e  young p e o p le . An e x t r a  day  o f f  has been  
announced . I f  we accep t- t h i s  we do so on th e  
u n d e rs ta n d in g  t h a t  th e  problem  i s  o n ly  g o in g  to  l a s t  a  
s h o r t  t im e . In  f a c t ,  i f  we c a n ’ t  g e t  you to  t a l k  ab o u t 
o rd e r in g  a  c o r r u g a to r  im m ed ia te ly , we c a n ’ t  a g re e .  Our 
members won’ t  a llo w  you to  p ostpone  m a t te r s  u n t i l  y o u 'v e  
seen  w hat c o n d it io n s  a r e  l i k e  in  s i x  m onths t im e . We 
would l i k e  a  s ta te m e n t of y o u r aim s soon . I f  you d o n 't  
g iv e  u s  a  tim e  p e r io d  t h e r e ’s no room f o r  t h in k in g  a b o u t 
i t .  '

A cco rd in g  to  th e  E -  b ra n c h  le a d e r s  when I  met them  l a t e r ,  

r e l a t i o n s  betw een b ra n c h  and c e n tr e  were so s t r a in e d  in  th e  summer of 

1970 t h a t  th e r e  was t a l k  o f s e c e s s io n  from  th e  u n io n . We s h a l l  se e  

t h a t  th e r e  was a  s im i la r  th o u g h t o f a  b ra n c h ’s s e c e s s io n  when th e  u n ion  

n e x t  came u n d e r  p r e s s u r e ,  d u r in g  th e  bonus n e g o t i a t i o n s .  In  n e i t h e r  

c a s e , how ever, was th e r e  much p o s s i b i l i t y  t h a t  th e  b ra n c h  co u ld  have 

d e c la re d  i t s  in d ep en d en ce . The U- b ran ch  on t h i s  o c c a s io n  had o n ly  

l im ite d  su p p o rt  from  i t s  m em bership, and few u n io n  members i n  o th e r  

b ran c h e s  knew enough ab o u t th e  problem  to  o f f e r  sym pathy o r  s u p p o r t .

A f te r  th e  o u tb u r s t  th e  m ee tin g  was b rough t h a s t i l y  to  an end -

a t  l e a s t  a c c o rd in g  to  th e  m in u tes  -  when th e  company d e c id e d  to  c u r t a i l

i t s  r e c a p i t u l a t o r y  a r g u m e n t s "and in s te a d  to  p roduce  a  c o r r u g a to r .

s Company CftT- F a c to ry  M anager). We’ve been  l i s t e n i n g  to  
w hat un io n  members have to  say  ab o u t t h i s  p rob lem . I  
came in  June to  ta k e  up a  p o s i t i o n  in  w hich  X had to  c a r r y  
o u t a  new p o l ic y .  In  s a l e s ,  to o ,  w e 'v e  s t e a d i l y  in c re a s e d  
o u r p e rfo rm an ce . We’ve made a  s t a r t  and we c a n ’ t  go b ack .
I  would l i k e  to  go on w ith  4 -5  s h i f t  work and p u t in  a  second 
m ach ine. I  d is c u s s e d  th in g s  w ith  th e  d i r e c t o r s  i n  J u ly ;  
i f  a  d a te  f o r  th e  i n s t a l l a t i o n  i s  announced , w e 'l l  th in k  
a g a i n . . .  I f  th e  u n io n  has  a  p la n ,  p le a s e  d is c u s s  i t  w ith  
th e  d i r e c to r  in  charg e  o f  la b o u r  r e l a t i o n s . 5

!Company ( la b o u r  D i r e c t o r ) . We h ea rd  i n  J u ly  w hat th e  
f a c t o r y  m anager had to  s a y . W e've c o n s id e re d  th e  e s t im a te s  
f o r  th e  fo rth c o m in g  company y e a r  and th e  p o in t  a t  w hich we 
- s h a l l  r e a c h  th e  5 m i l l io n  sq u a re  m e tre s  a  m onth mark w i l l  
be A ugust, 1971* S in ce  we have to  have two c o r r u g a to r s  
(by  th e n )  we have o rd e re d  one. But i t ' s  n o t  a  m achine 
you can g e t  ho ld  o f r i g h t  away. W e're  o rd e r in g  i t  so  
t h a t  i t  w i l l  be re a d y  by June and ru n n in g  in  J u ly .  The 
p ro d u c tio n  d e p a rtm e n t i s  a t  p r e s e n t  n e g o t i a t i n g  to  g e t  i t  
e a r l i e r . ■
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'Company ( P roduction D ept. Head) . We have a lrea d y  
begun p lan n in g  the b u ild in g  and the a n c i l l ia r y  eq u ip m en t.•

TJnion. We understand. We should l ik e  to  th in k  about 
i t ,  and then ta lk  to  the labour department about i t  
tom orrow .1

5 Company ( Labour Department Head) . We have made a s t a r t ,  
and to  keep up p roduction  we have to  go on w ith  the 4-5  
s h i f t  system . We should l ik e  you to  r e c o g n ise  th a t  the  
system  i s  a means o f  sh o r ten in g  working hours and th a t i t  
w i l l  a llo w  us to  p rogress to  a fo r ty  hour week, and so  
a llo w  us to  continu e working i t , 1

With th e se  remarks the 4-5  s h i f t  problem o f f i c i a l l y  came to  an 

end. The s e c r e ta r y  issu e d  a b u l le t in  which exp la in ed  the workings o f  

the system ; the workers a t  N- g la d ly  r e ce iv ed  t h e ir  e x tr a  days h o lid a y ;  

and the su b je c t  did n o t come up again  a t  the c e n tr a l f r ie n d ly  t a lk s .

Only the H-branch le a d e r sh ip  remained d i s s a t i s f i e d .  At the September 

E- fa c to r y  f r ie n d ly  t a lk s ,  th e  union asked f o r  a retu rn  to  the s i x  day 

week and were re fu sed  in  a few words.

Though the E- branch o f f i c i a l s  were s t i l l  d isg r u n tle d  and s t i l l  on 

poor terms w ith  the Three O ff ic e r s , when I  v i s i t e d  E- s i x  months l a t e r  

th ey  recogn ized  th a t  th ere  was n o th in g  more to  be done. Even though  

4 -5  working had gone on fa r  lo n g er  than th ey  had o r ig in a l ly  a n t ic ip a te d ,  

i t  was s h o r t ly  to  end. They knew th a t  th e ir  su b ord in ates in  b oth  the 

union and company were p o s i t i v e ly  in  favour o f 4 -5  work because o f  the  

lo n g er  h o lid a y s  th ey  were r e c e iv in g . And in  any ca se  the E- branch 

o f f i c i a l s ,  fo r  a l l  t h e ir  o p p o s itio n  to  the company on t h is  o c ca sio n , 

w’ere fa r  from b e in g  d is s id e n t s  w ithout a permanent p la c e  in  Marumaru.

A ll  o f  them were in  th e ir  l a t e  tw e n tie s  or e a r ly  t h i r t i e s , and most o f  

them were team le a d e r s  or h e ld  th e  e q u iv a le n t grade. The chairman was 

a man o f t h ir t y  w ith  s i x  years  s e r v ic e ,  who had two b ro th ers  in  the  

standard ranks in  o th er  f a c t o r i e s . H is v iew s on th e  need to  co -o p era te  

w ith  the company were n o t v ery  d i f f e r e n t  from th o se  o f  the Three O ff ic e r s  

the r e a l  d if fe r e n c e  between c e n tr a l and branch le a d e r sh ip  in  th e  4 -5  

s h i f t  a f f a i r  had been in  c o n s t i t u t io n a l  p o s it io n  and r e s p o n s ib i l i t y ,
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n o t  in  id e o lo g y .

I t  was p ro o f  o f  how l i t t l e  th e  u p p er manangement had u n d e rs to o d  

th e  u n io n  t h a t  i t  had ohosen to  r e s o r t  to  su ch  d ev io u s  means to  

e s t a b l i s h  th e  4 -5  sy stem . A un io n  t h a t  was so  w i l l i n g  to  s a c r i f i c e  i t s  

m em bers’ i n t e r e s t s  to  th e  company a s  to  a g re e  to  an A ugust d e a d lin e  

t h a t  would have to  be  postponed  would p ro b a b ly  have a c c e p te d  4 -5  w ork ing  

w ith o u t a  c o r r u g a to r  i n  r e t u r n  f o r  more tim e o f f .  I t  was th e  f a u l t  

o f  th e  u p p e r management t h a t  th e  f i n a l  b a rg a in  was n o t  ach iev ed  

im m ed ia te ly  and w ith o u t acrim ony . As i t  was, th e  management g a in ed  

a  v e ry  c o n v e n ie n t y e a r  o f s p e c i a l  s h i f t  work a t.IT - , b u t  o n ly  a t  th e  

c o s t  o f a  d is tu r b a n c e  w hich p re ju d ic e d  any chance o f  in t r o d u c in g  th e  

4 -5  system  a t  o th e r  f a c t o r i e s .

"When I  spoke to  th e  p r e s id e n t  i n  e a r ly  1971, he p ro fe s s e d  

d isa p p o in tm e n t t h a t  th e  w orkers had r e j e c t e d  4 -5  s h i f t  w ork ing , w hich 

b ro u g h t a d v a n ta g e s  to  th em se lv e s  a s  w e ll  as  th e  company, and im p lie d  

t h a t  he had g iv e n  up p la n s  to  work o th e r  f a c t o r i e s  c o n tin u o u s ly .  L a te r  

t h a t  y e a r  th e  T- f a c to r y  reach ed  a p o s i t io n  w here 4 “ 5 s h i f t  w ork ing  on 

on th e  p r o c e s s in g  m achines would have been e c o n o m ic a lly  d e s i r a b l e ,  

b u t  th e  sy stem  was n o t  ado p ted  s p e c i f i c a l l y  -  so  a  m anager a t  T- to ld  

me -  b e c au se  o f  thje t r o u b le  th e r e  had been a t  JT-. I t  t h e r e f o r e  seemed 

a s  though  th e  u n io n , d e s p i t e  l o s in g  th e  b a t t l e  a t  IT-, had p re v e n te d  

4 -5  w ork ing  from  b e in g  used  e lse w h e re , and so cou ld  have been  s a id  to  

have won th e  w ar; though  w h e th e r th e  v i c t o r y  was to  th e  a d v an tag e  o f 

ra n k  and f i l e  u n io n  members was a n o th e r  q u e s t io n .

The s ig n i f ic a n c e  o f th e  s to r y  o f th e  4 -5  s h i f t  work p roblem  i s  

t h a t  i t  r e v e a ls  n o t  o n ly  th e  s t r e n g th  b u t  a ls o  th e  so u rc e  o f th e  u n io n 's  

in f lu e n c e .  The ra n k  and f i l e  un io n  members a t  th e  IT- f a c to r y ,  i t  shou ld  

be rem em bered, were n e v e r  im p la c a b ly  h o s t i l e  to  th e  4 -5  sy s tem . At 

th e  b e g in n in g , in  May, th e y  th o u g h t t h a t  i t  was m e re ly  a t  tem porary  scheme 

though  l a t e r  th e y  were ch a g rin n ed  a t  th e  company’s d e c e p t io n , th e y
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n e v e r th e le s s  ap p rec ia ted  the e x tr a  tim e o f f  th ey  r e c e iv e d . The rank 

and f i l e  members o f  the union in  o th er  f a c t o r ie s  n ever  had a chance during 
the acu te  s ta g e  o f  the problem, to  lea rn  what was th e  m atter a t  N -.

C le a r ly , th en , the union d id  n ot d er iv e  i t s  power from the w i l l  to  

a c tio n  o f  i t s  ord inary  members, but from th e in f lu e n c e  w ith  upper management 

o f  the u n io n ’ s on ly  a l l i e s  on t h is  o c ca sio n , the m iddle and low er managers. 

These m iddle and low er managers had no p a r t ic u la r  reason  to  d i s l i k e  the  

4 -5  system  i t s e l f ,  bu t th ey  were c e r t a in ly  s e n s i t iv e  to  the j u s t i f i a b l e  

resentm ent aroused among t h e ir  fr ie n d s  and su b ord in a tes  by the way in  

which the upper management had in troduced  continuous s h i f t  w orking.

During the 4 -5  s h i f t  a f f a i r  I  was fa r  from th e  scen e  o f a c t io n ,  

but l a t e r  on I  was to see  fo r  m y se lf an a l l ia n c e  o f m iddle management 

and union le a d e r sh ip  a g a in s t  a p rop osa l o f the upper management, t h is  

tim e the r a th er  t r i v i a l  proposa l to  g iv e  ’E n g lish ’ names to  th o se  in  the  

standard ranks. Though th ere  were, as I  have ex p la in ed  e a r l i e r ,  some 

sound reason s f o r  ad op tin g  th e  names, th ey  were never f u l l y  exp la in ed  

e it h e r  to  managers oi? to  u n io n is t s .  At a Yokohama f a c t o r y 's  f r ie n d ly  

ta lk s  I  a tten d ed , both  union and management found th em selves a g ree in g  

on the a b su rd ity  o f  the new names and the la ck  o f  any need to  r e p la ce  

the old  ones by them. The names were o f f i c i a l l y  adopted , but a t  

Yokohama, a t  l e a s t ,  th ey  were s c a r c e ly  ever u sed .

I f  the und erstanding between union le a d e r s  and ju n io r  managers 

made the union le a d e r s  the cu sto d ia n s o f  the company's in te r n a l  harmony, 

i t  was a ls o  tru e  th a t  the management became r e sp o n s ib le  fo r  the  

m aintenance o f  peace and harmony w ith in  th e  un ion . The r e b e l l io n  o f  

th e  Iff- branch le a d e r s , a l l  o f  them lo y a l  company em ployees, o ffe r e d  a 

s tr o n g  moral argument to  th e  Three O ff ic e r s , who were tr y in g  to  persuade  

the company to  withdraw the system  and so  r e s to r e  p eace . A r i f t  in  

th e  union le a d e r s h ip , which would have s e r io u s ly  weakened a union
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i n t e n t  on p h y s ic a l  a c t i o n ,  was a c t u a l l y  to  th e  ad v an tag e  o f  one t h a t  

depended f o r  i t s  in f lu e n c e  w ith  management on g o o d w ill , sym pathy and 

m oral p r e s s u r e .

On a n o th e r  o c c a s io n , to o ,  d u r in g  my s ta y  th e r e  was a  d isa g re em e n t 

betw een th e  T hree O f f ic e r s  and th e  b ra n c h e s , t h i s  tim e  n o t th e  l o c a l  

b ran c h  o f f i c i a l s  b u t  th e  f a c t o r y  b ran c h  r e p r e s e n ta t i v e s  on th e  un io n  

e x e c u tiv e  com m ittee . I t  o c c u rre d  d u r in g  th e  1970 bonus n e g o t i a t i o n s ;  

and I  m y se lf  was a b le  to  o b se rv e  som eth ing  o f  th e  c irc u m s ta n c e s  in  

w hich i t  to o k  p la c e .

B The c o l l e c t i ve b a rg a in in g , 1970

J u s t  when th e  a f f a i r  o f  th e  4 -3  system  was becom ing a  s e r io u s  

p o in t  o f  i s s u e ,  th e  company and th e  u n ion  began t h e i r  e a r l i e s t  

p r e p a r a t io n s  f o r  th e  a n n u a l c o l l e c t i v e  b a rg a in in  s e s s io n s .  A t th e  

J u ly  f r i e n d l y  t a l k s ,  f o u r  months b e fo re  th e  s e s s io n s  w ere due to  ta k e  

p la c e ,  th e  company asked  th e  u n io n  f o r  an e x p la n a tio n  o f  th e  p o l i c i e s  

d e c id ed  upon a t  th e  u n io n  g e n e ra l  m ee tin g , to  s e e  i f  th e r e  were any 

demands t h a t  cou ld  be r e a d i l y  ag reed  to  b e fo re  th e  u n io n  d ec id ed  on 

i t s  fo rm a l r e q u e s ts  and demands a t  th e  end o f  th e  y e a r .

The g e n e ra l  m ee tin g  had is s u e d  a  m a n ife s to  c o n ta in in g  th e  fo llo w in g  

p o in ts  :

1 Wage n e g o t i a t io n s  sh o u ld  be h e ld  in  s p r in g ,  n o t  w in te r .

2 T here sh o u ld  be a  seco n d , s u b s id ia r y  s e t  o f  n e g o t i a t io n s  
b e fo re  th e  second p a r t  o f th e  bonus was p a id  o u t,  in  th e  
summer.

3 The minimum s e p a r a t io n  a llo w an ce  a f t e r  tw e n ty  y e a rs  1 
s e r v ic e  shou ld  be r a i s e d .  ( i t  was th e n  1 m y e n .)
Women who had com pleted  f iv e  y e a r s ' s e r v ic e  sho u ld  be 
g iv en  s e p a r a t io n  a llo w a n c e s  a t  a  h ig h e r  r a t e .

4 There sh o u ld  be a  r e d u c t io n  in  w ork ing  h o u rs  to  b r in g  
Marumaru in  l i n e  w ith  o th e r  com pan ies .
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5 The o v e rtim e  r a t e  sh o u ld  be r a i s e d  from  125$ to  135$ 
o f  th e  m on th ly  r a t e .  Sunday and m id n ig h t s h i f t  
a llo w a n c e s  shou ld  be in c re a s e d  by h a l f .

6 C om pensation f o r  th e  d e a th  o f an  em ployee on d u ty
sh o u ld  r i s e  from  one to  th r e e  m i l l io n  y en .

7 The un io n  would l i k e  to  c o -o p e ra te  w ith  m anagement,
a s  i t  d id  o v e r s a f e t y ,  to  e s t a b l i s h  a  p o l ic y  to  s to p  so  
many p e o p le  le a v in g .

8 Company hou ses  shou ld  be p ro v id ed  f o r  a l l .

9 Those w ork ing  a t  a  c e r t a i n  rem ote f a c to r y  sh o u ld  be g iv en  
an a llo w an ce  to  com pensate them f o r  h a v in g  to  work in  so 
in c o n v e n ie n t  a  p la c e .

10 Those who worked in s te a d  o f ta k in g  t h e i r  a l l o t t e d  an n u a l 
h o l id a y s  sh o u ld  be re w a rd e d .

11 The sy stem  o f p ro b a t io n  f o r  young w orkers sh o u ld  be 
a b o l s h e d . .

12 A  c lo th e s  a llo w an ce  sh o u ld  be p a id  to  th e  s a l e s  s t a f f .

13 A l a r g e r  bonus shou ld  be p a id  to  n o n -s ta n d a rd  and 
tem p o ra ry  w o rk e rs .

14 When t r a n s f e r r i n g  p e o p le , th e  company sh o u ld  pay a t t e n t i o n  
to  w h e th e r th e  p e o p le  th em se lv es  w anted to  be t r a n s f e r r e d .

The u n io n  had hoped f o r  a  r e p ly  to  th e s e  s u g g e s t io n s  a t  th e  

Septem ber c e n t r a l  f r i e n d l y  t a l k s ,  b u t  th e  management was to o  b u sy , o r 

p e rh ap s  to o  w is e . M eanw hile, th e  4 -3  s h i f t  sy stem  a f f a i r  had made th e  

un io n  le a d e r s  a n g ry  and d i s t r u s t f u l .  When, a t  th e  November f r i e n d l y  

m ee tin g , th e  company announced t h a t  i t  had com pleted  i t s  s tu d y  o f th e  

p r o p o s a ls ,  th e  chairm an  o f  th e  e x e c u tiv e  com m ittee c r i t i c i s e d  th e  

management f o r  h a v in g  ta k e n  so much tim e and th e re b y  shown t h a t  i t .  

d e sp ise d  th e  e le c te d  r e p r e s e n ta t i v e s  o f  th e  w o rk e rs . The head o f  th e  

la b o u r  d e p a rtm e n t p o in te d  ou t t h a t  th e  u n ion  had made a  number of 

p ro p o s a ls  and s tu d y in g  them c a r e f u l l y  to o k  a  l o t  o f  t im e . There was 

no q u e s t io n  o f d e s p is in g  th e  u n io n . The company was aw are t h a t  i t  

r e p re s e n te d  th e  w o rk e rs . The chairm an o f th e  e x e c u tiv e  com m ittee 

r e p l i e d  t h a t  he p e r s o n a l ly  knew t h a t  th e  company d id  n o t  d e s p is e  th e  

u n io n , b u t  th e r e  was no doub t t h a t  o rd in a ry  u n io n  members would th in k



324.

t h a t  i t  d id .  The management team , who seemd to  me a  l i t t l e  

em barrassed  by th e  u n io n 's  a c c u s a t io n , th e n  made t h e i r  comments on 

th e  p o in ts  o f  th e  m a n ife s to .

The f i r s t  and second p r o p o s a ls ,  f o r  b a rg a in in g  in  th e  s p r in g ,  

and seco n d a ry  n e g o t i a t io n s  i n  summer, were r e j e c t e d .  On th e  r a i s i n g  

o f th e  s e p a r a t io n  a llo w an ce  (3.), th e  o v ertim e  and s p e c i a l  paym ents ( 5 ) ,  

and th e  d e a th  com pensation  (6 )  th e  company ag reed  t h a t  Marumaru had 

in d eed  f a l l e n  b eh in d  o th e r  com panies and t h a t  th e s e  paym ents shou ld  be 

in c r e a s e d .  The id e a  o f p a y in g  a  h ig h e r  s c a le  s e p a r a t io n  a llo w an ce  

to  women a f t e r  f i v e  y e a r s ’ s e r v ic e  ( 3 ) was n o t  a c c e p ta b le .  The 

company a ls o  r e fu s e d  to  s h o r te n  th e  w ork ing  day  ( 4 )• The s e v e n th  

s u g g e s t io n , t h a t  th e  company and u n io n  sh o u ld  j o in  to  e s t a b l i s h  a  

p o l ic y  to  encou rage  p e o p le  n o t  to  le a v e ,  was r e p l i e d  to  o n ly  i n d i r e c t l y .  

Marumaru would overcome th e  la b o u r  sh o r ta g e  by  p u t t i n g  more e f f o r t  

i n to  r e c r u i t i n g ,  and by t r a i n i n g  th o se  in  th e  company a l r e a d y .  The 

p ro v is io n  o f company houses (8 )  would ta k e  tim e , b u t  everyone in  th e  

new f a c t o r i e s  was g o in g  in to  a  company house o r  f l a t .

The u n io n  had su g g e s te d  (9 , 12) t h a t  th e  company pay  s p e c i a l  

a llo w a n c e s  to  s a le s  s t a f f  and to  th e  w orkers a t  a  rem ote  f a c to r y .

Such paym ents would have m eant ch an g in g  th e  p r in c i p l e s  on w hich wages 

w ere p a id .  The management would be g r a t e f u l  i f  th e  u n io n  w ere n o t  to  

in c lu d e  demands f o r  th e s e  a llo w a n c e s  on i t s  l i s t  o f  m a t te r  to  be 

n e g o t i a te d .
/

The sy stem  o f  p ro b a t io n  would be dropped ( l l ) .  The sy stem  w as, 

though  th e  management d id  n o t  say  so , v e ry  d isa d v a n ta g e o u s  to  Marumaru, 

b ecau se  i t  was r e s e n te d  by new w orkers and encouraged  them to  le a v e .

In  a g re e in g  to  end th e  system  th e  management p o in te d  o u t how im p o r ta n t 

i t  was to  keep  u n d e s ir a b le  p e o p le , p a r t i c u l a r l y  p o l i t i c a l  e x t r e m is ts ,  

o u t o f M arumaru. The exchange on th e  s u b je c t  a t  th e  f r i e n d l y  t a l k s ,  

u n f o r tu n a te ly  n o t  f u l l  re c o rd e d  in  a  r a t h e r  p o o r t r a n s c r i p t ,  re v e a le d
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how l i t t l e  th e  company u n d e rs to o d  what th e  u n io n  re c o g n is e d , t h a t  

la b o u r  s h o r ta g e  had made r e c r u i tm e n t  o f h ig h  sc h o o l l e a v e r s  a  m a tte r  

o f  im p lo r in g  p e o p le  to  come r a t h e r  th a n  o f s e l e c t i n g  and r e j e c t i n g  

c a n d id a te s .

The company made no s p e c i f i c  comments on th e  rem a in d e r  of 

th e  p r o p o s a ls .  The la b o u r  d ep a rtm e n t was s t i l l  th in k in g  ab o u t th e  

id e a  o f rew a rd in g  th o se  who d id  n o t  ta k e  th e  h o l id a y s  th e y  w ere e n t i t l e d  

to .  (1 0 ) The bonuses o f th e  s p e c i a l  and tem p o rary  w o rk ers  (13) would 

be d e a l t  w ith  a u to m a t ic a l ly  in  th e  c o u rse  o f th e  bonus n e g o t i a t i o n s . 

There was no r e f e r e n c e  a t  a l l  to  th e  u n io n 's  l a s t  p o i n t ,  ab o u t a s k in g  

p e o p le  i f  th e y  w anted to  be t r a n s f e r r e d .

F or some weeks b e fo re  th e  November f r i e n d l y  t a l k s ,  th e  l a s t  o f  

t h e i r  k in d  b e fo re  th e  n e g o t i a t io n s  th e m se lv e s , th e  u n io n  had been 

th in k in g  ab o u t w hat r i s e s  and b e n e f i t s  to  a sk  f o r .  F our o r  f iv e  

weeks e a r l i e r  th e  un ion  s e c r e t a r y  had made a  p r o v is io n a l  l i s t  o f 

demands, and had s p e n t a  week to u r in g  th e  f a c t o r i e s  to  f in d  o u t w hat th e  

b ra n c h  o f f i c i a l s  th o u g h t o f them . H is recom m endations were r a t h e r  

vague: a  wage r i s e  o f betw een 12 ,0 0 0  and 15 ,000  yen a  m onth, a

bonus t o t a l l i n g  ab o u t 300 ,000  yen f o r  th e  y e a r ;  a  l a r g e r  s e p a r a t io n  

a llo w a n c e , and a  r i s e  in  o v e rtim e  paym ents. He com m itted h im s e lf  to  

n o th in g , and was c a r e f u l  to  pose  a s  a  g a th e r e r  o f  o p in io n s .  N e ith e r  

a t  th e  main o f f i c e  n o r  th e  Yokohama f a c to r y  -  th e  two p la c e s  a t  w hich I  

a t te n d e d  h i s  m e e tin g  w ith  th e  b ra n c h  le a d e r s  -  was th e r e  any  o p p o s it io n  

to  h i s  s u g g e s t io n s ,  n o r  d id  anyone seem to  have a l t e r n a t i v e  p la n s  o f 

t h e i r  own, e x c e p t t h a t  a t  th e  m ain o f f i c e  m ee tin g  a  g i r l  su g g e s te d  t h a t  

th e  u n io n  pay  more a t t e n t i o n  to  women. At th e  end o f  b o th  m ee tin g s  

th e  s e c r e ta r y  s a id  t h a t  th e  demands to  be made o f th e  company would be 

ro u g h ly  th o se  he had su g g e s te d ; b u t seven  o th e r  u n io n  b ran c h e s  had to  

be c o n s u lte d ,  and th e n  th e  e x e c u tiv e  com m ittee m igh t want to  a l t e r  th e  

p ro v is io n a l l i s t  he had made.
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When th e  s e c r e ta r y  r e tu r n e d  from  h i s  to u r  o f  th e  f a c t o r i e s  he s p e n t

a  week in  Yokohama p la n n in g  th e  demands. D u rin g  th e  week he v i s i t e d

th e  la b o u r  d e p a rtm e n t a t  th e  main o f f i c e  two o r th r e e  tim es  and 

d is c u s s e d  th e  coming t a l k s  w i th  th e  la b o u r  d ep a rtm e n t h ead . The 

s e c r e ta r y  was v e ry  r e l u c t a n t  to  t e l l  me what k in d  o f  th in g s  he had

ta lk e d  a b o u t, though  he s a id  t h a t  u s u a l ly  he knew from  th e s e

p re l im in a r y  d is c u s s io n s  w hat th e  company was p re p a re d  to  o f f e r ,  and t h a t  

t h i s  tim e  he was d is c o n c e rn te d  by w hat he had been  t o l d .  Much l a t e r  

1 asked  th e  la b o u r  d e p a rtm en t head w hat o f f e r s  th e  company had made 

a t  th e s e  p r iv a t e  t a l k s .  He r e p l i e d  t h a t  th e  company had n o t i f i e d  

th e  T hree O f f ic e r s  t h a t  th e  wage r i s e  would be 1 0 ,0 0 0  yen a  m onth, 

and th e  bonus 5*5 m onths o f th e  1970 s a l a r y .

On th e  day  a f t e r  th e  Novemb-er f r i e n d l y  m e e tin g  w ith  th e  company, 

th e  u n io n  e x e c u tiv e  com m ittee m et to  draw up th e  l i s t  o f  demands. 

U n fo r tu n a te ly  I  was n o t  a llo w ed  to  a t te n d  -  t h i s  was th e  o n ly  o c c a s io n  

d u r in g  th e m g e  and bonus n e g o t i a t io n s  on w hich th e  u n io n  asked  me n o t 

to  come to  an e v e n t -  so t h a t  I  had to  r e c o n s t r u c t  w hat had happened 

from  in te r v ie w s .  The Three O f f ic e r s  m ust, a t  t h i s  p o in t ,  have been  

in  an e m b a rra s s in g  p o s i t i o n .  The s e c r e ta r y  had e a r l i e r  encouraged  

th e  b ra n c h  le a d e r s  to  th in k  o f a s k in g  f o r  1 2 , 000- 1 5 ,0 0 0  yen a month 

in  s a l a r y  and th e  e q u iv a le n t  o f seven  m onths b o n u s . Now t h a t  th e  

company had n o t i f i e d  th e  Three O f f ic e r s  t h a t  b o th  wage and bonus would 

be s m a l le r ,  sh o u ld  th e  Three O f f ic e r s  t e l l . t h e i r  c o lle a g u e s  on th e  

com m ittee?  I f  th e y  d id  so , and th e n  asked  th e  f a c t o r y  members to  

a g re e  to  lo w er demands so  t h a t  th e  n e g o t i a t io n s  cou ld  be ended more 

q u ic k ly ,  th e r e  m igh t be g r e a t  d i s s a t i s f a c t i o n .  I f  th e y  d id  n o t t e l l  

th e  f a c t o r y  r e p r e s e n t a t i v e s ,  and d id  n o t p re v e n t  t h e i r  o p t in g  f o r  l a r g e
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demands, then the n e g o t ia t io n s  m ight drag on f o r  a lo n g  t im e .*

There was a th ir d  c h o ic e . The Three O ff ic e r s  could have to ld  t h e ir  

ju n io rs  on the com m ittee what the company had o f fe r e d , and then jo in ed  

w ith  them in  making g r e a te r  demands. Such a course would, however, 

have meant break ing the company's con fid en ce and ca u sin g  se r io u s  

antagonism  between management and union .

The Three O ff ic e r s  chose n ot to  t e l l  th e  r e s t  o f  th e  committee 

what th ey  had learn ed  from the company, and th ey  d id  n ot d iscou rage  

the fa c to r y  r e p r e s e n ta t iv e s  from v o t in g  to  make la r g e  demands. The 

advantages o f t h is  were th a t  the o s te n s ib le  u n ity  o f th e  e x e cu tiv e  

committee was m aintained; and a lso  th a t the company m ight p o s s ib ly  

d ecid e  to  y ie ld  a l i t t l e  in  resp onse to  a la r g e  demand. The 

disadvantage was the a c cen tu a tio n  o f the c o n s t i t u t io n a l  d iv is io n s  w ith in  

th e  e x e c u tiv e  committee between the Three O ff ic e r s  and th e  r e s t .  For 

now the Three O ff ic e r s  had, b e s id e s  the ta sk  o f n e g o t ia t in g  or perhaps 

p reten d in g  to  n e g o t ia te  w ith  th e  company, the more im portant one o f  

gu id in g  t h e ir  ign oran t c o lle a g u e s , and through them th e  branch le a d e r s  

to  whom th ey  were r e sp o n s ib le , to  a resign ed  accep tan ce o f l e s s  than th ey  

had been g iven  to  hope f o r .

* At C o le’ s motor components fa c to r y  the union le a d e r s ,  who l ik e  
th o se  a t  Marumaru were a llo w in g  them selves to  be*-guided by the  
management on the s iz e  o f  the bonus, were w ise  enough to  
su g g e st  to  t h e ir  members th a t  the union demand would be sm a ller  
than i t  a c tu a l ly  was. When a la r g e r  demand was f i n a l l y  made, 
i t  appeared th a t  the union was b e in g  m il i t a n t .  Even though  
the d ev ice  fo o le d  no one, i t  o ffered  lea d er s  and members a l ik e  
an excuse fo r  s a t i s f a c t io n  w ith  the ev en tu a l o f f e r .  (C o le ,
19 7 1 , pp 244- 5 0 )
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The o f f i c i a l  demands w ere :

1 A r i s e  o f 14 ,000  yen in  th e  m onth ly  s a l a r y  f o r  1971*

2 A bonus o f 7~5 m onths o f  s a l a r y  a t  th e  1970 r a t e s  -  
th e  p re v io u s  bonus h a v in g  been 5*5 m onths o f  th e  19&9 
s a l a r y .

3 A 25$ in c r e a s e  in  r e t i r e m e n t  a llo w a n c e s , and minimum 
a llo w a n c e s  o f  two m i l l io n  yen a f t e r  tw e n ty  y e a rs  s e r v ic e  
and th r e e  m i l l io n  a f t e r  t h i r t y  y e a r s .  Women shou ld  
r e c e iv e  l a r g e  a llo w a n c e s  a f t e r  f i v e  y e a r s ' w ork.

4 A r e d u c t io n  in  w ork ing  h o u rs .

5 An in c r e a s e  in  o v e rtim e  r a t e s  from  125$ i °  135$ ° i  ih e
norm al h o u r ly  r a t e ;  and a f i f t y  p e r  c e n t ,  in c r e a s e  in  
th e  Sunday and m id n ig h t work a llo w a n c e s .

6 An in c r e a s e  in  th e  com pensation  f o r  d e a th  from  one to  
th r e e  m i l l io n  yen .

I t  was u n p rec e d e n te d  f o r  th e  un io n  to  a s k  f o r  so many s e p a r a te  

i te m s , and th e  com m ittee had done so b ecau se  i t  f e l t  t h a t  th e  company 

had been slow  in  d e a l in g  w ith  th e  p ro p o s a ls  f i r s t  p u t  b e fo re  th e  

management in  J u ly .  The two main item s-w ere, a s  a lw a y s , th e  m onth ly  

r i s e  and th e  b o n u s. The f a c t o r y  r e p r e s e n ta t i v e s  on th e  com m ittee 

supposed , a t  t h i s  s ta g e ,  t h a t  th e y  would r e c e iv e  a b o u t 12 ,000  yen 

in  m on th ly  pay  and s i x  o r  s ix  and a  h a l f  m onths o f b o n u s .

I f  th e y  w ere e x p re sse d  a s  p e rc e n ta g e s , th e  u n io n 's  demands 

ap p eared  v e ry  l a r g e .  I t  was a s k in g  f o r  a s a l a r y  r i s e  o f  33$ and a  60$ 

in c r e a s e  in  th e  b onus. But th e  a b s o lu te  sums w ere much th e  same a s  

th o se  demanded by u n io n s  in  o th e r  com panies. I  have rem arked b e fo re  on 

th e  p roblem  o f  com paring  wages in  d i f f e r e n t  f i r m s . At Marumaru b o th  

company and u n io n  a c c e p te d  t h a t  th e  com parison sh o u ld  be betw een men 

o f  s im i la r  age and e x p e r ie n c e , and n o t  betw een men d o in g  s im i la r  jo b s .  

Though com panies p u b lis h e d  t h e i r  av e rag e  wages and bonuses i t  was 

im p o ss ib le  to  t e l l  from  th e  c rude  f ig u r e s  w h e th e r a  man o f  g iv en  age 

and e x p e r ie n c e  would be b e t t e r  o f f  i n  Marumaru th a n  e lse w h e re . I f  

wages were d i f f i c u l t  to  com pare, wage r i s e s  w ere on d e g re e  more s o , 

f o r  two com panies p a y in g  o u t th e  same a v e rag e  r i s e  m ig h t d i s t r i b u t e
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th e  money in  d i f f e r e n t  ways to  d i f f e r e n t  g ra d e s  o f  em ployee. So 

f a r  a s  i t  was p o s s ib le  to  ju d g e , th e  Marumaru u n io n 's  demands w ere 

a  l i t t l e  above th e  a v e ra g e  f o r  a l l  c o rru g a te d  board  com panies, b u t 

r a t h e r  low er th a n  th e  demands made by u n io n s  in  o th e r  com panies o f  

s im i la r  s i z e .

Up t i l l  now I  have been  u s in g  th e  words ' a s k ' ,  'dem and' and 

'r e q u e s t '  w ith o u t  d i s t i n c t i o n ,  b u t  in  f a c t  th e r e  w ere l i m i t s  to  w hat 

th e  u n ion  cou ld  demand. B e fo re  th e  i n t r o d u c t io n  o f  th e  g rad e  sy stem , 

th e  u n io n  had made a n n u a l demands (yokyu) o f th e  company, and th e s e  

demands had in c lu d e d  b o th  th e  bonus and th e  wage r i s e .  When, in  

1965 , th e  g rad e  sy stem  was in tro d u c e d , th e  e x e c u t iv e  com m ittee  o f  th e  

Union ag reed  to  le a v e  th e  wage r i s e  ou t o f  th e  l i s t  o f  dem ands. In  

r e t u r n ,  th e  company prom ised  to  r a i s e  th e  s a l a r i e s  a u to m a t ic a l ly  each  

y e a r  by th e  p e rc e n ta g e  r i s e  i n  th e  o f f i c i a l  p r ic e  in d e x ; and in  t h a t  

f i r s t  y e a r  th e  r i s e  was 2 ,0 0 0  yen a  m onth. l a t e r  i n  th e  y e a r  th e  

d e le g a te s  to  th e  u n io n  g e n e ra l  m ee tin g  s e v e r e ly  c r i t i c i s e d  th e  com m ittee 

f o r  s u r r e n d e r in g  th e  u n io n 's  r i g h t s .  Though th e  company r e fu s e d  to  

a llo w  th e  u n io n  to  r e tu r n  to  th e  p re v io u s  p o s i t i o n  and demand wage 

r i s e s ,  i t  c o n tr iv e d  a  compromise by w hich th e  u n io n  was p e rm itte d  to  

r e q u e s t  (y o b o ) s a l a r y  r i s e s ,  b u t  to  demand o th e r  form s o f in c r e a s e  in  

b e n e f i t s .  The demands were to  be n e g o tia te d  a t  c o l l e c t i v e  b a rg a in in g  

s e s s io n s ;  b u t  th e  company d id  n o t  c o n s id e r  i t s e l f  u n d e r  any  o b l ig a t io n  

to  n e g o t i a te  th e  r e q u e s te d  s a la r y  r i s e s ,  though  th e y  m ight be d is c u s s e d  

in fo r m a l ly  by th e  la b o u r  d e p a rtm en t and th e  Three O f f ic e r s  o f th e  u n io n .

The d i s c u s s io n  o f th e  r e q u e s ts  was o f c r u c i a l  im p o rtan ce  i n  th e  

c o l l e c t i v e  b a rg a in in g  o v e r th e  demands. The demands f o r  h ig h e r  

bonuses and th e  r e q u e s t s  f o r  more wages were p u t to  th e  company a t  th e  

same tim e and , in d e e d , in  th e  same l e t t e r .  The c o l l e c t i v e  b a rg a in in g  

s e s s io n s  and th e  in fo rm a l t a l k s  ab o u t th e  r e q u e s ts  w ere .held  o v e r th e  

same th r e e  o r  f o u r  w eeks, th e  in fo rm a l t a l k s  t a k in g  p la c e  betw een th e
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rounds o f th e  fo rm a l b a rg a in in g  s e s s io n s .  M oreover, th e  men who 

to o k  p a r t  in  th e  in fo rm a l t a l k s , th e  d i r e c to r  in  c h a rg e  o f  la b o u r  

r e l a t i o n s ,  th e  la b o u r  d e p a rtm en t head and th e  Three O f f ic e r s ,  were 

th e  le a d e r s  o f  th e  two s id e s  in  th e  c o l l e c t i v e  b a rg a in in g .  I t  can 

be im agined  how e a s i l y ,  t h e r e f o r e ,  th e  in fo rm a l t a l k s  came to  ou tw eigh  

th e  fo rm a l b a rg a in in g  in  im p o rta n c e . The o f f i c e  d i s c u s s io n s ,  

supposed to  be r e s t r i c t e d  to  th e  s u b je c t  o f  w ages, w ere ex tended  to  

in c lu d e  th e  demands a s  w e l l .  I t  was in  p r iv a t e  t h a t  th e  c o n c e ss io n s  

w ere p roposed  and th e  g a in s  t e n t a t i v e l y  ag reed  upon. The c o l l e c t i v e  

b a rg a in in g  s e s s io n s  were d evo ted  to  th e  r e p e t i t i o n  o f  a p p e a ls  to  

re a s o n , com passion and m o ra lity ^ p u n c tu a te d  by th e  o c c a s io n a l  

announcem ent o f  c o n c e s s io n s .

The scheme red u ced  f u r t h e r  th e  v e ry  l i t t l e  in f lu e n c e  o f  th e  

f a c to r y  r e p r e s e n ta t i v e s  on th e  u n io n  e x e c u tiv e  com m ittee , who were 

u n a b le  to  a t te n d  th e  in fo rm a l t a l k s .  The Three O f f ic e r s  d id  e v e ry 

th in g *  They le d  th e  p u b l ic  d e b a te , and th e y  made i n  p r iv a te  th e  

h a lf -p ro m is e s  from  w hich a  s e t t le m e n t  would come. E ver co n sc io u s  

o f  th e  demands o f  t h e i r  members, and o f  th e  em barrassm en t o f  e x p la in in g  

to  a  f a c t o r y  g e n e ra l  m ee tin g  why th e y  had f a i l e d  to  s e c u re  r e a s o n a b le  

te r m s , th e  f a c t o r y  r e p r e s e n ta t i v e s  would become more and more un easy  

d u r in g  th e  c o u rse  o f  th e  c o l l e c t i v e  b a rg a in in g , a s  th e y  w a ite d  f o r  

th e  Three O f f ic e r s  to  con c lu d e  an agreem ent t h a t  seemed e v e r  more 

l i k e l y  to  be u n a c c e p ta b le  to  t h e i r  c o n s t i t u e n t s .

In  1970, th e n , th e r e  was a  r e q u e s t  f o r  a  r i s e  o f 14 ,000  y en .

The demands were f o r  a  bonus o f  7*5 m onths, and f o r  th e  in c r e a s e s  

i n  f r i n g e  b e n e f i t s  and th e  r e d u c t io n  in  w ork ing  h o u r s .  A f te r  th e y  

had d r a f te d  th e  o f f i c i a l  l e t t e r  to  th e  p r e s id e n t  th e  com m ittee members 

r e tu r n e d  home, le a v in g  th e  s e c r e ta r y  to  make th e  f i n a l  p r e p a r a t io n s  

f o r  th e  t a l k s .

In  th e  n e x t  week, th e  s e c r e ta r y  p u b lish e d  two n o t i c e s .  The
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f i r s t  was a  s im p le  s ta te m e n t  o f  w hat th e  u n io n  was dem anding and 

r e q u e s t in g ,  ;;;to g e th er w ith  a  few words o f j u s t i f i c a t i o n .  The second 

was e n t i t l e d ,  'P r e p a r a t io n  f o r  th e  C o l le c t iv e  B a rg a in in g 1• In  t h i s  

th e  u n io n  members were to ld  t h a t  th e  re a so n  why so  many demands had 

been  made was t h a t  th e r e  was much u n f in is h e d  b u s in e s s  l e f t  o v e r from  

th e  f r i e n d l y  t a l k s ;  and th e r e  had been  a  ’p rob lem  o f  t im e 1 in  th e  

way th e  company had d e a l t  w ith  th e  un ion  p r o p o s a ls .  The jfttssage

ended w ith  an  a f f i r m a t io n  :

’The whole u n io n  m em bership, one f a m ily  w i th  no d i s o r d e r ,  
from  th e  e x e c u tiv e  com m ittee and th e  d i s t r i c t  o f f i c e r s  
to  th e  o rd in a ry  members, p led g e s  i t s e l f  to  s u p p o r t  th e  
com m ittee  in  i t s  n e g o t i a t i o n s ,  and so go fo rw ard  tow ards 
a c h ie v in g  th e  demands and m aking a  s a t i s f a c t o r y  
ag reem en t 'on a l l  th e  i t e m s . 1

M eanwhile th e  company was c o n s id e r in g  w hat th e  u n io n  had asked  f o r .  

The u n io n 1s l e t t e r  was d u p l ic a te d ,  and c o p ie s  were s e n t  to  d i r e c t o r s ,  

d ep a rtm e n t h e a d s , and d e p u ty  h e a d s . Though th e s e  o f f i c i a l s  were 

asked  f o r  t h e i r  comments, i t  was u n l ik e ly  t h a t  th e  company p a id  much 

a t t e n t i o n  to  w hat th e y  had to  sa y , s in c e  th e  s a l a r y  and o th e r  r i s e s  

had a l r e a d y  been  d e c id ed  upon. On th e  ag reed  d a te ,  two weeks a f t e r  

i t  had r e c e iv e d  th e  u n io n fs l e t t e r ,  th e  company made i t s  r e p ly .

The l e t t e r  in  w hich th e  company made i t s  o f f e r  was w r i t t e n  n o t  

by , o r  even on b e h a lf  o f ,  th e  p r e s id e n t ,  b u t  by th e  head o f th e  la b o u r  

d e p a rtm e n t, even th o u g h  th e  u n io n 1s l e t t e r  had been a d d re s se d  to  th e  

p r e s i d e n t .  The d i s c o u r te s y  was m entioned  s e v e r a l  t im e s  by u n io n  

le a d e r s  i n  t h e i r  p r iv a t e  d is c u s s io n s  d u r in g  th e  more d i f f i c u l t  p a r t s  o f  

th e  fo rth c o m in g  n e g o t i a t io n s  a s  an example o f  th e  com pany 's contem ptuous 

a t t i t u d e s  tow ards th e  u n io n . The company would n o t  in c r e a s e  th e  bonus 

in  m on th ly  te rm s; i t s  s iz e  would rem ain  a t  5*5 m on ths. (S in c e , 

how ever, m on th ly  pay  had r i s e n  by 7?000 yen in  19&9> 1970 bonus

would be 58 ,5 0 0  yen more th a n  in  th e  p re v io u s  y e a r . )  The company 

a c c e p te d  th e  u n io n 's  p o in t  o f  v iew  o f  s e p a r a t io n  a llo w a n c e s ; b u t  th e  

sy stem  o f  s e p a r a t io n  a llo w a n c e s  was g o in g  to  be changed , and chang ing
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th e r e f o r e  l i k e  t h i s  demand removed from  th e  agenda o f  th e  b a rg a in in g  

s e s s io n s .  The q u e s tio n  o f  r e d u c in g  w orking  h o u rs , to o ,  cou ld  b e s t  be 

c o n s id e re d  oufeide th e  b a rg a in in g  s e s s io n s .  The company would m eet

th e  u n io n 's  demands on o v e rtim e  pay , and exceed them on d e a th  and i n ju r y  

co m p en sa tio n s ; b u t  Sunday paym ents would s t a y  a t  200 y en . U n fo r tu n a te ly , 

th e  company w a s .n o t y e t  re a d y  to  make a  r e p ly  to  th e  r e q u e s t  f o r  14 ,000  

y en , b ecau se  c e r t a i n  d i f f i c u l t  p roblem s had a r i s e n .  An o f f e r  would be 

made a t  th e  f i r s t  n e g o t i a t i n g  s e s s io n .  The c o m p le te  t e x t  o f  th e  

com pany's r e p l y  was cop ied  o u t a n d  d isp la y e d  on th e  u n io n  n o t ic e  b o a rd s .

The company’ s  re sp o n se  cou ld  s c a r c e ly  have come a s  a  s u r p r i s e  to  

th e  Three O f f ic e r s ,  b u t  th e  f a c to r y  r e p r e s e n ta t i v e s  w ere v e ry  d is a p p o in te d . 

The com m ittee m et on th e  day b e fo re  th e  t a lk s  w ere due to  b e g in , and th e  

members s p e n t  th e  tim e p la y in g  games and d i s c u s s in g  w hich  b a r s  th e y  

m igh t v i s i t  -  f o r  in  coming to  Tokyo th e  c o u n try  members had g iv en  

th em se lv es  an o p p o r tu n i ty  to  do more th a n  s im p ly  n e g o t i a t e  b o n u se s . In  

betw een th e s e  a c t i v i t i e s ,  th e r e  would be i n t e r m i t t e n t  d is c u s s io n s  o f 

th e  p ro s p e c ts  f o r  th e  b a rg a in in g  s e s s io n s .  The chairm an asked  each  o f 

th e  f a c to r y  members what th e y  th o u g h t th e  company m ig h t o f f e r  in  

m on th ly  w ages. H is aim , though  th e y  cou ld  n o t  have known i t ,  was to  

f in d  o u t how f a r  th e y  were d e lu d e d , and th e  e x te n t  to  w hich th e y  would 

have to  be sch o o led  in  d isa p p o in tm e n t. Most o f th e  f a c to r y  

r e p r e s e n ta t i v e s  th o u g h t t h a t  th e  o f f e r  would be e le v e n  o r  tw elve  

thousand  yen .

J u s t  b e fo re  th e  t a lk s  began , two m inor in c id e n ts  to o k  p la c e  w hich 

u n s e t t l e d  th e  u n io n  com m ittee and e n te re d  th em se lv es  i n to  th e  c a le n d a r  

o f  s l i g h t s  and s e tb a c k s  by w hich th e  un ion  to ld  o f  th e  p ro g re s s  o f th e  

t a l k s .  The company asked t h a t  th e  second b a rg a in in g  s e s s io n ,  f ix e d  

f o r  a  c e r t a i n  day , be postponed  so t h a t  th e  la b o u r  d i r e c t o r ,  who 

c o n c u r re n t ly  h e ld  th e  more im p o r ta n t  job  of m anager o f a  new f a c to r y ,  

cou ld  a t te n d  th e  f i r s t  ru n  o f  th e  new c o r r u g a to r  in  th e  f a c to r y .  There
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may p o s s ib ly  have been te c h n ic a l reason s why the machine could n o t have 

been te s te d  on another day, or even a t  another hour; but the union  

took  the postponement as an in d ic a t io n  o f  the company's o b se ss io n  w ith  

'p rod u ction  f i r s t ' ,  and o f i t s  contempt o f the union* The second  

s l i g h t  came soon a fterw ard s. The union asked two o f the department 

heads a t  the main o f f i c e  to  g iv e  one o f  the g i r l  union members tim e o f f  

to  take m inutes fo r  the union a t  the n e g o t ia t io n s .  When both  

department heads r e fu se d , sa y in g  th a t the g i r l s  were too  busy, the union  

threatened  to  employ a s e c r e ta r y  from o u ts id e  the company. E v e n tu a lly , 

thanks to  th e  e f f o r t s  o f  the labour department head, a young man was 

r e le a se d  to work f o r  the u n ion , but n ot b efo re  co n s id er a b le  con fu sion  

and acrim ony had been cau sed .

I t  was sa id  to  be because o f  t h is  l a t t e r  ep isod e  th a t ...I was n ot  

allow ed  to  go to  the b a rg a in in g  s e s s io n s .  X had p r e v io u s ly  been g iven  

p erm ission , but when the union threatened  to  b r in g  in  an o u ts id e r  to

take n o te s , the company declared  th a t no one who was n o t a f u l l  member

o f  the company would be allow ed  to  a tte n d . I  d id , however, r e c e iv e  

c o p ie s  o f  the m inutes o f  both  union.and management, which were w r itte n  

up in d ep en d en tly ; and I  was a b le  t o  ta lk  to  the p a r t ic ip a n ts  a t  the  

ta lk s  im m ediately  b e fo re  and a f t e r  each s e s s io n .  In any c a se , as I  

have ex p la in ed , the c o l l e c t i v e  b arga in in g  s e s s io n s  were n ot o f  g rea t  

s ig n if ic a n c e ,  the r e a l  p rogress b e in g  made in  the in form al t a lk s ,  to  

which n ot even the fa c to r y  r e p r e s e n ta t iv e s  were ad m itted .

Three days a f t e r  the company's r e p ly  had been r e c e iv e d , the f i r s t  

c o l l e c t i v e  b a rga in in g  s e s s io n  was held  a t  the main o f f i c e ,  a s e s s io n  

which appeared from both  tr a n s c r ip ts  to  have been g iv en  over e n t ir e ly  

to  the e r e c t io n  o f  s ta g e  scen ery . The f i r s t  speaker was the labour  

d ir e c to r  :

'We have g iv en  in  a l l  s in c e r i t y  the b ig g e s t  o f f e r  we 
can* We should l ik e  you to  bear in  mind, as we fa ce
each  o th er  a cro ss  the b arga in in g  t a b le ,  th a t  you are
em ployees o f Marumaru as w e ll  as union members. 1
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The n e g o t i a t io n s  th em se lv es  ap peared  from  th e  t r a n s c r i p t  to  

c o n s i s t  m ere ly  o f te d io u s  r e p e t i t i o n s  by each  s id e  o f  i t s  p o in t  o f 

v iew , w ith  s c a r c e ly  a  h i n t  o f  compromise o r  g iv e - a n d - ta k e .  The 

m in u tes  a re  th e  com pany's :

' TJnion. The demand f o r  7*5 months may be so m eth in g  
to  w hich  th e  company can n o t  a g re e , b u t l e a v in g  a s id e  
th e  number o f  m onths, we w ant to  r e c e iv e  a  bonus o f
300 .000  y en , w hich would be i n  l i n e  w ith  o th e r  com panies 
i n  th e  same f i e l d ,  w ith  th e  g e n e ra l  s ta n d a rd  o f  l i v i n g ,  
and w ith  o u t c o n t r ib u t io n  to  th e  company. Between t h a t  
sum and th e  com pany's o f f e r  th e r e  i s  a  d i f f e r e n c e  of
7 5 .0 0 0  yen* We a re  a s k in g  f o r  t h i s  b a se  sum.

Labour d i r e c t o r . The bonus i s  d ec id ed  a c c o rd in g  to  th e  
com pany's a b i l i t y  to  pay . We c a n 't  s im p ly  s e t t l e  on th e  
b a s i s  o f  a  com parison  w ith  o th e r  com panies. The o f f e r  i s  
a  r i s e  o f  24 ,000  yen  o v e r t h a t  o f  l a s t  y e a r .  We o f fe re d  
t h a t  w ith  th e  u tm o st s i n c e r i t y  and g o o d w ill.

U n ion . . I t  i s  a a id  t h a t  Company A 's  p r o f i t  r a t e  i s  low er 
th a n  t h i s  com pany 's.

L abour d i r e c t o r . We h a v e n 't  g o t c l e a r  f i g u r e s .  But 
t h i s  com pany's s t a r t i n g  s a l a r i e s  h a rd ly  d i f f e r  from  th o se  
o f  com panies A and B. I f  you lo o k  back  o v e r th e  l a s t  th re e ,  
f i v e ,  seven  o r  te n  y e a rs  you w i l l  see  t h a t  i t ' s  n o t  so much 
t h a t  t h e r e 's  no d i f f e r e n c e  a s  t h a t  t h i s  com pany 's s a l a r i e s  
a re  h ig h e r .  And th e  d i f f e r e n c e s  t h a t  a p p e a r  in  th e  
s u p e r f i c i a l  f ig u r e s  a r e  l a r g e ly  a t t r i b u t a b l e  to  d i f f e r e n c e s  
i n  l e n g th  o f  s e r v i c e .

Labour d ep a rtm en t h e a d . Here i s  a  com parison  o f  th r e e  
com panies :

wageCompany
Uo o f  
p e o p le

Av le n g th  
s e rv ic e

Av
age

Av wage 
yen

A 2949 8 .2  y r s 28 .8 56 ,570

B 996 4-3 30 .9 49 ,197

Marumaru 845 4 -3 2 8 .0 44 ,858

49 

41 ,073

(e x c lu d e s
a p p r e n t ic e s )

T here i s  a  d i f f e r e n c e  o f  4*4 y e a rs  betw een th e  a v e ra g e  l e n g th  o f 
s e r v ic e  h e re  and in  company A. In  th e  p a s t  Marumaru has I n  
f a c t  g iv e n  h ig h e r  wages th a n  company A. The a v e rag e  wage o f  
u n io n  members a t  Marumaru, t h a t  i s ,  e x c lu d in g  th e  s u b - s e c t io n  
h e a d s , i s  42 ,862  yen .

L abour d i r e c t o r . L eav ing  a s id e  Company A, M arum aru 's base  
wages a r e  b e t t e r  th a n  th o se  o f  o th e r  com panies and o u r own 
p a re n t  company. Up to  now M arum aru 's wages have c e r t a i n l y  
n o t  been low .

U n io n . Companies A and B work a  seven  hour day , so even i f  th e  
s a l a r i e s  a r e  th e  sam e, s in c e  we work an e ig h t  ho u r day we have 
th e  im p re ss io n  t h a t  o u r wages a r e  lo w e r. We w ork h a rd e r  th an
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th e  p eop le  in  Company A; our production  i s  h ig h e r , so  
we ought to  g e t  a b ig g er  s a la r y  r e g a r d le ss  o f  le n g th s  
o f  s e r v ic e .  We co n sid er  300 ,00  yen an a b so lu te  f ig u r e .

Labour d ir e c t o r . The company would l ik e  to pay more i f  
i t  cou ld , but we have to  keep the b u s in e ss  h e a lth y , to  
prepare fo r  an expected  f a l l  in  b u s in ess  a c t i v i t y ,  and to  
t r i p l e  in te r n a l  r e se r v e s  to  3000m yen . Our o f f e r  was the 
l im i t .  Company A has r e se r v e s  o f 10 ,000  m yen , so th a t  
th e .tw o  companies are o f very  d i f f e r e n t  s tr e n g th s .

U nion. In s p i t e  o f  the rapid  growth o f the company you 
say  th a t  t h is  i s  th e  f in a l  o f f e r .  We d o n 't  b e l ie v e  i t .

Labour d ir e c t o r . Rapid growth d oesn ’ t  mean ready money.
At p resen t the company has put a huge investm en t in to  the  
new f a c t o r ie s  a t  I -  and S- fo r  the sake o f  rap id  growth.
And because o f  th a t we should be ab le  to  reward you fo r  a l l  
your hard work.

U nion . So we are hav ing  p art o f  our bonuses deducted and 
in v e ste d  in  the company?

Labour d ir e c t o r . You can th in k  of i t  th a t  way. The 
company has made the g r e a te s t  e f f o r t s  to  o f f e r  a bonus.

U nion. We are aware th a t the company made i t s  o f fe r  in  
a l l  s in c e r i t y ,  but we are d i s s a t i s f i e d  w ith  the amount.
P le a se  th in k  about i t  a g a in .

Labour d ir e c t o r . B efore we made the o f f e r  th ere  was a 
m eetin g  o f  th e  board o f  d ir e c to r s ,  and th ey  spent a lo n g  tim e  
in  deep c o n s id e r a tio n . T h ere's no room fo r  th in k in g  about 
i t  a g a in .

U nion . Among the union members th e r e 's  a s tr o n g  f e e l in g  
th a t  we should g e t  ev ery th in g  we asked f o r .  We a b s o lu te ly  
can n o t agree to  th in g s  as th ey  a re .

Labour d ir e c t o r . We c a n 't  say  we are g o in g  to  th in k  about 
i t  a g a in .

S a le s  department head. We would l ik e  you to  bear in  mind 
th a t  the company has now two f a c t o r ie s  coming in to  f lo w , 
and th a t  i t  has to  c o n so lid a te  i t s  base and take the broadest  
v iew  o f  th in g s . In my v iew , trhen Marumaru has b u i l t  i t s  
fou n d ation s i t  w i l l  then turn from rapid  growth to  s ta b le  
growth, so  we w on't be making you work hard fo r  e v e r .

Labour department head . Even i f  l a s t  y e a r 's  bonus was the  
same, a t  5*5 m onths, t h is  year  th ere  was a wage r i s e  o f  
7 ,1 0 0  yen on average so th a t  th ere  was a r e a l  r i s e  in  the  
bonus o f 39 ,000  yen .

U nion. We have to  f in d  out what the v iew s o f  our members 
a r e , so l e t ' s  adjourn. Next tim e we would l ik e  th ere  to  be 
a c o -o p e r a tiv e  d is c u s s io n , and we would l ik e  the company s id e  
to  rep o rt our v iew s to  the board o f d i r e c t o r s . '
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I  have chosen t h is  sh o rt e x tr a c t  because i t  r e v e a ls  th e  p r in c ip le s  

o f  b a rga in in g  o p era tin g  n o t on ly  in  the c o l l e c t i v e  b a rga in in g  s e s s io n s  

o f  1970 and e a r l i e r  y e a r s , but a l s o ,  perhaps, in  the much more 

im portant in form al t a lk s .  Both s id e s  took care to  su g g e st  th a t th ey  

were agen ts and n ot p r in c ip a ls .  The company r e p r e s e n ta t iv e s  were the  

m erest spokesmen, so d is t a n t ly  removed from the board o f  d ir e c to r s  and 

the p r e s id e n t  th a t  a l l  th ey , th e  r e p r e s e n ta t iv e s , could  do was to  

frame h op efu l r e q u e sts  on the u n io n 's  b eh a lf;  to  ask  and to w a it .

The union com m ittee, to o , shone by borrowed l i g h t .  Though the  

q u ie t  b ear in g  o f the committee and t h e ir  moderate demands would never  

have su ggested  i t ,  the workers whom th ey  stood  fo r  were in  ferm ent and 

in c lin e d  to  b a t t l e .  Only i f  the company conceded a l l ,  m ight i t  be 

p o s s ib le  to  calm th e  union members and d issu ad e them from some 

unknown but extrem ely  damaging p lan  o f  a c t io n . By th e se  f i c t io n s  

b oth  s id e s  tr ie d  to  avoid u n p leasan t d ir e c tn e s s ,  and to  g iv e  

th em selves a freedom  o f .a c t io n  in  speaking fo r  o th ers  th a t  th ey  could  

not have had in  speaking fo r  th em selves.

Both union and company seemed to  have agreed on th e  p r in c ip le  

th a t Marumaru should be o f fe r in g  s im ila r  working c o n d itio n s  to  those  

in  oth er  companies in  the same in d u stry  and o f  the same s i z e .  The 

management used to exchange in form ation  w ith  'Company B ' , a firm  o f  

much the same sta n d in g  as Marumaru. The union sought in form ation  

from a lo o s e  fe d e r a t io n  o f corrugated board company unions w ith  which  

i t  had more or l e s s  in form al c o n ta c ts . These s im ila r  companies did  

n ot share a labour market w ith  Marumaru. As I  remarked e a r l i e r ,  

Marumaru would have thought i t  u n fa ir  to a t t r a c t  experienced  workers 

from o th er  board companies; and very  few o f  the many people who 

l e f t  Marumaru were thought to  go to  r iv a l  com panies. There was, 

th e r e fo r e , no market fo r c e  com p ellin g  equal c o n d it io n s  on equal 

companies in  the corrugated board in d u stry ; i t  seemed ra th er  to be
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a moral im p erative  th a t Marumaru should behave in  th e  same way as i t s  

r iv a l s .  The on ly  argument was, as the e x tr a c t  showed, w hether, in  

view  o f  the c o m p le x itie s  o f  Japanese pay sy stem s, Marumaru was 

paying e q u iv a le n t wages and bonuses or n o t .

A second common assum ption was th a t the ch o ice  tras between not 

wages and d iv id en d s, but wages and investm ent in  the b u s in e ss .

There was r e a r e ly  much d is c u ss io n  o f the company's p r o f i t s  in  the  

m inutes o f c o l l e c t i v e  b arga in in g  s e s s io n s ,  and the union committee 

members s c a r c e ly  re fe r re d  to  the su b je c t  during the many days they  

sp en t in  th e  union o f f i c e ,  w a it in g  around between b a rg a in in g  s e s s io n s .  

As i s  n e a r ly  always the case  in  Japanese com panies, the amount spent  

on new investm en t a t  Marumaru was v ery  much g r e a te r  than p r o f i t s .

Here are the f ig u r e s  fo r  the company year ending in  A ugust, 1970 :

P r o f i t  a f t e r  ta x  293 m il l io n  yen

New Investm ent 1 ,5 8 4  m il l io n  yen

Labour c o s ts  2 ,826  m il l io n  yen
I

These f ig u r e s ,  and th ose  fo r  p rev iou s y e a r s , were known to  the un ion . 

I t  was accep ted  th a t the company wanted the money i t  denied the union  

n o t fo r  sh a r e h o ld er s , but to  f in a n ce  expansion , w hich in  turn would 

y ie ld  b e n e f i t s  to  union members in  the fu tu r e . The argument between 

management and union became one o f how fa r  p r e sen t parsim ony was 

n e c e ssa r y  fo r  fu tu re  g a in .

Por a la r g e  p ro p o rtio n , probably even a m a jo r ity , o f  union members, 

th ose  in  t h e ir  teen s  and e a r ly  tw e n t ie s , the answer to  t h is  q u estio n  

was ob v iou s. They p r o f ite d  n o th in g  by a c c e p tin g  low er s a la r ie s  

now so  th a t  the company could grow and pay them more in  the fu tu re  -  

any more than th ey  p r o f ite d  by the pay by age system , by which th ey  

were paid l e s s  than th e ir  worth in  youth to  enable the company to. pay 

them more than t h e ir  worth in  m iddle a g e . In e i t h e r  case  th ere  was
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o n ly  a sm a ll chance th a t the young peop le  would s t i l l  he w ith  

Marumaru when th e  tim e came fo r  the company to  pay th e  d eferred  

w ages. But young p e o p le , as we have se en , had on ly  an in d ir e c t  

in f lu e n c e  on th e  p o l i c i e s  o f  th e  u n ion . For the un ion  le a d e r s ,  

however, n e a r ly  a l l  o f  whom were committed to  th e  company fo r  

l i f e ,  th e  c h o ice  was fa r  l e s s  s im p le; fo r  them i t  might indeed  

have been a d v isa b le  to  accep t a sm a ller  ga in  in  p resen t wages i f  

i t  ensured th e  company's growth, and so enhanced employment 

s e c u r ity  in  the fu tu r e .

At the end o f  th e  b arga in in g  s e s s io n  the company announced 

i t s  wage o f f e r .  In  resp on se  to  the u n io n 's  r eq u est fo r  14 ,000  

yen , the Company would pay Y9000* The union r e p r e s e n ta t iv e s  

were very  d isa p p o in te d , and ap p aren tly  a tta ck ed  th e  company 

u n sp a r in g ly . N othing o f  the m atter was record ed  in  the tr a n sc r ip t  

because i t  was a d is c u ss io n  o u ts id e  th e  agenda o f  the c o l l e c t i v e  

b arga in in g  s e s s io n s .  That even ing a l l  the members o f  th e  e x e c u tiv e  

com m ittee went to g e th e r  to  a s t r ip - t e a s e  c lu b , to  co n so le  th e m se lv e s .

On the fo llo w in g  day, a day w asted by the postponem ent o f  the  

appointed  s e s s io n ,  th e  un ion  d e le g a te s  met to g e th e r  in  a m elancholy  

mood. Borne o f  them s a t  s u l le n ly  in  the union o f f i c e  w h ile  the  

o th e r s  com plained to  each oth er  about the n e g o t ia t io n s ,  th e  p o s t

ponement o f  th e  s e s s io n ,  the am ateurishness o f  th e  d ir e c to r  o f  

labour r e la t io n s ,  th e  d i f f i c u l t i e s  the union had had in  g e t t in g  

someone to  tak e n o te s , and v a r io u s  other i n d ig n i t i e s  th e  company 

had put upon them. A l l  th e  w h ile  the fa c to r y  branches were 

te le p h o n in g  t h e ir  r e p r e s e n ta t iv e s  to  f in d  out how the t a lk s  had 

gone and what th e  wage o f fe r  w as. The in v e c t iv e  th a t  had been  

newly prepared in  th e  union  o f f i c e  was then  r e la y e d  to  every  part
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o f  Japan by th e  members ta lk in g  on th e  te le p h o n e . Sometimes the  

branch would ask  fo r  a word w ith  th e  chairman or s e c r e ta r y , and 

th e se  would come to  the te lep h on e  and e x p la in  y e t  aga in  how bad 

th in g s  were and how d isco n te n te d  everybody f e l t .

When the te lep h o n in g  was over the chairman brought th e  m eeting  

to  order to  d is c u ss  what should  be done. One member su g g ested  a 

s tr ik e  and a very  h eated  argument fo llo w e d . Two o th er  members, who 

were th em selves la t e r  to  su g g est s t r ik in g ,  s a id  th a t  th e ir  on ly  

o b je c t io n  was th a t i t  was a l i t t l e  e a r ly  to  b r in g  up the s u b je c t .

The o th er  fa c to r ^  r e p r e s e n ta t iv e s  were more c a u t io u s , say in g  th a t  

a l o t  o f  ta lk in g  had to  be done f i r s t ,  and th a t s t r ik e s  were never  

u s e f u l ,  even a s  a l a s t  r e s o r t .  The man who proposed th e  s t r ik e  

s a id  th a t th e  company on ly  understood fo r c e . A su b s id ia r y  argument 

now began, whose p r o ta g o n is ts  d id  not seem to  be in  any r e a l  

d isagreem en t. In  the end i t  was d ecid ed  th a t no one was a g a in s t  

s t r ik e s  in  p r in c ip le ,  and th a t everyone would be w i l l in g  to  act' a t  

th e  proper t im e , but th a t  i t  would be b e t te r  to  w a it .  The man who had 

proposed s t r ik in g  d iscovered, h im se lf  to  have been o f  t h i s  o p in io n  a l l  

a lo n g .

I f  th e  un ion  had been going  to  c a l l  a s t r ik e  a t a l l  i t  would 

have had to  make p rep a ra tio n s now, a t  the b e g in n in g . By th e  union  

c o n s t i t u t io n  a b a l lo t  would have had to  be h e ld , and th e  arrangem ents 

made fo r  paying out s t r ik e  money. S in ce  no one in  th e  union had any 

ex p er ien ce  o f  running a s t r ik e ,  th e  p rep ara tion s would have taken  a  

week to  com p lete . S tr ik e s  and bans on overtim e were o f te n  to  be ta lk e d  

o f  on l a t e r  o c c a s io n s , and each tim e , ju s t  as in  th e  f i r s t  in s ta n c e ,  

th e  d is c u ss io n  resem bled  the c o n v u ls io n s  o f  a se a  an im al, b eg in n in g  a t  

a s in g le  p o in t ,  becoming fe n z ie d  and in c o h e re n t, and f i n a l l y  re tu rn in g  

to  such a q u iesen ce  th a t i t  was hard to  remember what had happened.

The tr u th  was th a t  on ly  one or two peop le  in  th e  com m ittee cou ld  a ffo r d
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to  co n sid er  a  s t r ik e ,  fo r  no one I  spoke to  was in  doubt th a t i f  

th ere  were a s t r ik e  th e  company would d ism iss  th e  r in g  le a d e r s .

Later th e  th ree  o f f i c e r s  were to  jo in  in  th e se  d is c u s s io n s  about 

s t r ik in g ,  but on t h i s  f i r s t  o c c a s io n  the s e c r e ta r y  and v i c e -  

chairman l i s t e n e d  in  s i l e n c e ,  w h ile  the chairman canvassed  

o p in io n s sa y in g  h a l f  to  h im s e lf ,  a f t e r  each speaker had g iv en  h is  

v ie w s , ’Y es, t h e r e ’ s  th a t  k in d  o f  op in ion  t o o , ’ and p a ss in g  on to  

the n ex t man.

J u st a s  th e  argument was ending th e  te lep h on e  ran g . The 

head o f  th e  labour department had a m essage fo r  th e  un ion  chairman. 

The company had suddenly d ecid ed  to  c lo s e  fo r  th e  w in ter  the  

sm a lle s t  and most remote o f  th e  f a c t o r ie s .  I t  was planned to  move 

the em ployees to  another fa c to r y , two hundred m ile s  away, u n t i l  th e  

summer. Now the fa c to r y  in  q u e stio n  had on ly  been b u i l t  the year  

b e fo r e , so th a t  th ere  seemed to  have been a m istake in  th e  p lan n in g . 

But th e  w orst nev/s fo r  th e  un ion  -  which had heard n o th in g  t i l l  then  

o f  th e  c lo s u r e , -  was th a t  th e  company was on ly  go in g  to  move the  

w orkers, not t h e ir  f a m i l i e s .  The news i t s e l f ,  th e  nonchalant 

manner in  which i t  was d e liv e r e d , and above a l l  th e  f a c t  th a t  the  

union  had n ot been c o n su lte d , n a tu r a lly  made the d e le g a te s  a n grier  

than b e fo r e .

The f i r s t  o f  th e  u n io n 's  b u l l e t in s  on th e  n e g o t ia t io n s  was 

w r itte n  by th e  se c r e ta r y  th a t a ftern oon  and th e  fo llo w in g  day. I t  

con ta in ed  on ly  th e  s im p le st  sta tem en ts w ithout even th e  m utest c a l l  

to  a c t io n . The company had made an o f f e r  o f  2000 yen , and th a t  

cou ld  not be counted  s a t i s f a c t o r y .  The ta lk s  had made no p r o g ress , 

and i t  was hoped th a t the company would r a is e  i t s  o f f e r  b e fo re  the  

n ext round. There was no m ention o f  the a f f a i r  o f  th e  c lo s e d  

fa c to r y , or o f  any o f  the numerous a c ts  o f  the company which had 

annoyed the e x e c u tiv e  com m ittee in  re ce n t days.
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Three days a f t e r  t h i s  gloomy m eetin g , the second  round o f

b a rga in in g  took  p la c e . The union  began by r e p e a tin g  a l l  i t s

demands. The labour d ir e c to r  r e p lie d  th a t he had spoken to

a l l  th e  o th er  d ir e c to r s  in d iv id u a lly ,  and t o ld  them o f  th e

u n io n 's  v iew s , and in  r e tu rn  he had been reprimanded fo r  h is

la c k  o f  a b i l i t y  to  persuade the u n ion . T h erea fter  the d is c u ss io n

con tin u ed  a s  b e fo r e , th e  company say in g  th a t investm en t in  new

f a c t o r ie s  was th e  b e s t  way o f  en su rin g  th a t th e  u n io n 's  demands

would be met in  th e  fu tu r e , and the union doubting th a t the

company had made i t s  f in a l  o f f e r ,  or th a t Marumaru would s u f fe r

i f  i t  had to  pay a bonus o f  2 3 0 0 ,0 0 0 . The company reminded th e

un ion  th a t  i t  was p lanning fo r  th e  fu tu re ; i t  was aim ing to

become th e  f i r s t  company in  Japan, and then  i t  would n a tu r a lly  pay

the b e s t  w ages. At t h is  p o in t  th e  on ly  in t e r e s t in g  exchange noted

in  th e  tr a n s c r ip t  occu red . The un ion  is s u e d  a th r e a t:

Union Even i f  we were to  accep t your o f f e r ,  our
members c e r t a in ly  w o u ld n 't. T h ere 's  a  very  
u g ly  mood p r e v a il in g  among our members, and 
th a t problem cou ld  ru in  th e  company.

Labour d ir e c to r  I  doubt i t .  I t  i s  because the company has 
a ss id u o u s ly  b u i l t  i t s e l f  up, and has had a  
v i s io n  o f  th e  fu tu r e , th a t the em ployees 
have gone a long w ith  u s .

T h is was th e  on ly  o c c a sio n  in  th e  1970 s e t  o f  t r a n s c r ip t s ,  or  

i n  th e  tr a n s c r ip ts  from p rev iou s yea rs  th at I  rea d , on which the  

company remarked on th e  em ployees' a t t i tu d e  to  Marumaru.

At t h i s  second m eeting th e  company made a new p r o p o sa l. The 

management had p r e v io u s ly  r e fu se d  to  r a is e  se p a r a tio n  a llo w a n ces , 

because a new system  was in  prep aration ; now i t  o f fe r e d  h igher  

a llow an ces fo r  c e r ta in  w orkers, e s p e c ia l ly  th o se  o f  lo n g  s e r v ic e ,  

a t  the d is c r e t io n  o f  th e  labour d ir e c to r .  The un ion  found the  

su g g e s tio n  very  u n s a t is fa c to r y  and demanded th a t  th e  a llow ance be 

r a is e d  u n c o n d it io n a lly . Nothing came o f  th e  d is c u s s io n  and the
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m eeting was adjourned. The e x e c u tiv e  committee once aga in  spent  

th e  even in g a t th e  s t r ip  c lu b .

On the fo llo w in g  morning the comm ittee m et, a s  b e fo r e , in  

the union o f f i c e  in  Yokohama. The e a r ly  part o f  th e  day was 

spent answ ering te le p h o n e s , and when the te lep h on e  a t  l a s t  f e l l  

s i l e n t  th e  d e le g a te s  p layed  ch ess  or read  b ooks. There was a 

sh ort d is c u s s io n , even more fragm entary and in c o n c lu s iv e  than  

b e fo r e .  The chairman was c r i t i c i s e d  fo r  speaking too  much a t  the  

b arga in in g  s e s s io n s .  He r e to r te d  th a t anyone was a llow ed  to  speak; 

he had never stopped  them. But i t  seemed th a t th e  r e a l  com plaint 

was th a t th e  fa c to r y  r e p r e s e n ta t iv e s  cou ld  n ot put th e ir  v iew s to  

th e  company w ithout c o n tr a d ic t in g  h is  and appearing d is lo y a l  in  

fro n t o f  th e  company. I t  was e v e n tu a lly  agreed  th a t  the problem was 

in s o lu b le  and th a t w ith in  any committee th ere  were bound to  be 

d if fe r e n c e s  o f  o p in io n  which had, however, to  be supp ressed  fo r  the  

sake o f  u n an im ity . T h is was the f i r s t  ev id en ce  o f  d is t r u s t  between  

the two p a r ts  o f  th e  com m ittee. L ater th ey  were to  s i t  to g e th e r  

even l e s s  e a s i l y .

The n ex t day th e  th r ee  o f f i c e r s  met tie  head o f  th e  labour  

department and th e  labour d ir e c to r  in  the f i r s t  o f  the in form al 

d is c u s s io n s  about the req u est fo r  a wage r i s e .  The m eeting went 

on t i l l  l a t e  a t  n ig h t , so th a t  th e  other members o f  th e  committee 

did  not le a r n  what went on u n t i l  th e  fo llo w in g  day. The company 

in c r e a se d  i t s  o f f i c i a l  o f f e r  to  10 ,000  yen , but t h i s  was th e  l i m i t .  

I f  the un ion  cou ld  be persuaded to  accep t t h i s  i t  m ight be p o s s ib le  

to  f in d  some money fo r  th e  y e a r 's  bonus. As in  p rev iou s y e a r s , the  

company was seek in g  to  reduce th e  wage in c r e a s e s ,  which would r a is e
Com4  <,

th e  c o s t  o f  labour fo r  years^by o f fe r in g  s l i g h t l y  more a s  a bonus.

In  o th er  y e a r s , however, th e  d iffe r e n c e  between th e  wage o f f e r  and
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the union req u e st  had been much l e s s ,  a thousand yen or s o .  T his  

tim e i t  was four thousand yen , too  la r g e  to  be made up fo r  by a  

la r g e r  bonus. Ju st a s he had done e a r l i e r ,  th e  chairman asked  

each o f th e  r e p r e s e n ta t iv e s  to  say  what, a t th e  l e a s t ,  he was 

prepared t o  a c c e p t. The answers were as b e fo re ;  th e  la r g e  

f a c t o r ie s  wanted seven  months' bonus and 12 ,000  yen in  wage r i s e s .

W hile th e  in form al t a lk s  between the company and th e  th ree  

o f f i c e r s  were going  on, the Yokohama fa c to r y  un ion  branch  

gen era l m eeting  to  e x p la in  to  i t s  members how th e  c o l l e c t i v e  

b^pgaining was g o in g . The m eeting was w e ll  a tten d ed , th e  fa c to r y  

can teen  packed w ith  workers from th e  morning and even in g s h i f t s ;  

and, so fa r  as I  cou ld  t e l l ,  a l l  the o f f i c e  workers who were union  

members were p r e s e n t . The Yokohama fa c to r y  r e p r e s e n ta t iv e  on th e  

com m ittee t o ld  h is  c o n s t itu e n ts  th a t  the secon d  round o f  n e g o t ia t io n s  

had gone a s  bad ly  as the f i r s t .  The s i t u a t io n  was d i f f i c u l t , .  The 

branch s e c r e ta r y  s o l i c i t e d  q u e s t io n s . Two p eop le  spoke, both  o f  

them p roposing  a  s t r ik e  fo r  h igh er  w ages. They were t o ld  th a t i t  

was too  e a r ly  to  c a l l  fo r  a s t r ik e ,  though when th e  tim e came th e  

com m ittee would co n sid er  i t ,  and th a t in  any ca se  th e  wage in c r e a s e s  

were not su b je c t  to  n e g o t ia t io n . One o f th o se  who had wanted to  

s t r ik e  th en  asked fo r  an e x p la n a tio n  o f  th e  arrangem ent, and the  

branch com m ittee members gave an account o f  the d iffe r e n c e s  between  

a demand and a r e q u e s t , som ething few o f  th o se  p r e sen t seemed to  have 

known. A fter  h a l f  an hour, during which a l l  but th e  two ord inary  

members who had a lrea d y  spoken s a t  in  an a p a th e tic  s i l e n c e ,  the  

m eeting ended. The chairman o f  th e  branch prom ised to  c a l l  anothei1 

m eeting i f  any a c t io n  was to  be tak en .

I t  had by now become c le a r  to  the fa c to r y  r e p r e s e n ta t iv e s  on 

the e x e cu tiv e  com m ittee th a t  th e  o f f i c i a l  c o l l e c t i v e  b arga in in g
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s e s s io n s  were i n s ig n i f i c a n t ,  and th a t the se tt le m e n t n ot on ly  o f  

th e  r e q u e s ts  but a ls o  the demands would be made a t  th e  in form al t a lk s .  

The r e p r e s e n ta t iv e s  were th e r e fo r e  in  a dilemma. I f  th ey  l e f t  the  

r e a l  n e g o t ia t io n s  to  th e  th ree  o f f i c e r s ,  the two s id e s  might 

q u ick ly  come to  an agreem ent, but th e  terms might not be a c cep ta b le  

to  th e  r e p r e s e n ta t iv e s  or to  th e  ord inary members. I f ,  however, th ey  

continu ed  to  p r e ss  th e ir  demands a t th e  b arga in in g  s e s s io n s ,  and 

r e fu se d  th e  th ree  o f f i c e r s  freedom to  n e g o t ia te  th e  demands 

in fo r m a lly , th en  th e  n e g o t ia t io n s  might sim ply go on in d e f in i t e ly  

w ithout r e s h l t .  A member o f  the committee th e r e fo r e  su g g ested  th a t  

one o f  the fa c to r y  r e p r e s e n ta t iv e s  should  go a lon g  w ith  the th ree  

o f f i c e r s  to  th e  in form al t a lk s ,  so th a t the demands cou ld  be d isc u sse d  

a t  them a s w e ll  as th e  r e q u e s ts . The chairman gave th e  im p ression  

o f  b ein g  f r ie n d ly  to  th e  p r o p o sa l. He asked which o f  th e  fa c to r y  

r e p r e s e n ta t iv e s  wanted to  come, and th en , b e fo re  any r e p ly  was made, 

su g g ested  th e  fa c to r y  r e p r e s e n ta t iv e  who was c lo s e s t  to  the th ree  

o f f i c e r s .  He would have r e a l i s e d  th a t i f  one o f  th e  f i e r y  members o f  

th e  com m ittee had taken a s e a t  a t  th e  in form al t a lk s  the l e a s t  harm 

would be th a t th e  t a lk s  would f a i l .  The g r e a te s t  danger was th a t  th e  

th ree  o f f i c e r s  would lo s e  a t  a strok e  th e  t r u s t  o f  th e  u n ion , and the  

c o -o p er a tio n  o f  th e  company F o r tu n a te ly  fo r  th e  chairm an, however, 

th e  p rop osa l was fo r g o t te n , and a new one put forw ard. The com m ittee 

would in v i t e  th e  head o f  th e  labour department down to  the union  

o f f i c e  in  Yokohama to  e x p la in  the company's o f f e r s  in fo r m a lly  and in  

d e t a i l .  The head o f  th e  labour department was te lep h on ed  and agreed  

to  come th a t  Sunday«.

The ®S£angement made^the members o f  the com m ittee l e f t  Yokohama 

fo r  Tokyo and the th ir d  c o l l e c t i v e  bargain in g  s e s s io n .  As th ere  were
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the labour department head the day a f t e r ,  i t  had been d ec id ed  not to  

t r y  to  make any headway a t  th e  b arga in in g  s e s s io n ,  but to  rep ea t  

the demand fo r  a la r g e r  bonus. The s tr a te g y , form ulated  by th e  

s e c r e ta r y , was to  w ait u n t i l  the second in form al t a lk  and the e x tr a 

ord inary  m eeting w ith  the labour department head had produced no 

r e s u l t ,  and th en  to  take up arms in  ea rn est a t th e  fo u r th  b arga in in g  

s e s s io n .  But th e  comm ittee was persuaded by th e  th r ee  o f f i c e r s  to  

drop the demands fo r  h igh er  overtim e r a t e s ,  and se p a r a tio n  

a llo w a n c es , These demands^it w i l l  be remembered, had o r ig in a l ly  

been put by the union a s  a p r o te s t  a g a in st  th e  company, and one 

cou ld  d e te c t  a c e r ta in  s e lf -c o n s c io u s n e s s  as the chairman announced 

t h e ir  w ithdraw al.

We want a sh o rten in g  o f  d a i ly  hours, and the company wants 
to  tak e w eeks, m onths, and years to g e th e r , so t h e r e 's  no 
p o in t o f  c o n ta c t . We a r e n 't  r e tr e a t in g ,  but we th in k  you 
can be sure th a t you are a c tu a lly  going  to  reduce hours, 
so t h a t ,  on c o n d it io n  th a t  a committee i s  s e t  up a s  soon  
as p o s s ib le  to  lo o k  in to  the sh orten in g  o f  h ou rs, tak in g  the  
view s o f  both  s id e s  in to  accou n t, we w i l l  remove th e  m atter  
from th e  l i s t  o f  demands.

The company had not prom ised to  s e t  up th e  com m ittee w ith in  a 

f ix e d  t im e , nor had i t  conceded any more than i t  had been ready to  

o f fe r  b e fo re  th e  n e g o t ia t io n s  began.

At t h e  second in form al t a lk s  n oth in g  new was s a id  -  or ra th er  

noth ing new was rep o rted  to  the fa c to r y  r e p r e s e n ta t iv e s .  Then on the  

Sunday the labour department head came down to  Yokohama, and the ju n ior  

members o f  th e  e x e c u tiv e  com m ittee were ab le  fo r  the f i r s t  tim e to  t e l l  

the company f r e e ly  what th ey  and t h e ir  c o n s t itu e n ts  th ou gh t. I  was 

not ab le  to  be p resen t a t  th e  m eetin g , but the fa c to r y  members appeared  

happier a f t e r  i t  than a t  any o th er  tim e during th e  n e g o t ia t io n s .  They 

adm itted th a t  n oth in g  d e f in i t e  had been s a id , and th a t th e  head o f  the  

labour department h im se lf  d id  not know what th e  term s o f  a s e tt le m e n t
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might h e . But th e  f a c t  th a t the fa c to r y  members had been a llow ed  to  

p a r t ic ip a te  in  th e  r e a l  n e g o t ia t io n s ,  even in  t h i s  in d ir e c t  and 

doubly in form al manner, r e l ie v e d  th e ir  t e n s io n s ,  and may have made i t  

e a s ie r  fo r  them to  accep t th e  term s the company e v e n tu a lly  o f fe r e d .

On th a t  Sunday one o f  th e  most im portant h orse  r a c e s  o f  the  

Japanese season  took p la c e , and th e  e x e cu tiv e  com m ittee formed a 

sy n d ic a te  to  back th ree  or four h o rses  chosen by th e  s e c r e ta r y . A l l  

the h o rses  were u n p laced . The member o f  th e  com m ittee who went to  

the b e t t in g  o f f i c e  to  p la ce  the b e t s  had, on a sudden in s p ir a t io n ,  

put a thousand yen on a horse he l ik e d  the sound o f .  He won fo u r teen  

thousand yen and went to  the bar to  c e le b r a te .  There he l o s t  h i s  

w a lle t  w ith  a l l  h i s  w innings and h is  season  t ic k e t  a s  w e l l .

On Monday, th e  fo u r te e n th  day a f t e r  th e  p u b lic a t io n  o f  the  

company’ s  f i r s t  o f f e r ,  Marumaru’ s  board o f  d ir e c to r s  was to  meet in  

the m orning, and the fo u r th  b arga in in g  s e s s io n  was due to  tak e p la ce  

in  th e  a ftern o o n . The day began as u su a l fo r  th e  com m ittee, w ith  a l l  

th e  r e p r e s e n ta t iv e s  gathered  to g e th e r  in  the union  o f f i c e ,  engaged in  

t h e ir  fa m ilia r  p u r su its  o f  c h e s s , read in g  r a c in g  p a p ers, s le e p in g ,  

c le a n in g  sh oes and c h a t t in g . The members had by now come to  know each  

oth er  w e ll;  though a t  th e  b eg in n in g  th ey  had s a t  round th e  ta b le  in  a 

f ix e d  ord er , now th ey  p a id  l e s s  a t te n t io n  to  d if f e r e n c e s  o f  age and 

s e n io r i t y ,  and moved from ch a ir  to  ch a ir  w ithout r e s e r v e . T his Monday 

was to  be th e  day when, i f  no new o f f e r  came from th e d ir e c to r s ,  the  

union would, show i t s  t e e t h  a t th e  b arga in in g  s e s s io n ,  and th e  purpose o f  

th e  morning m eeting o f  the e x e c u tiv e  comm ittee was to  d ec id e  on a p lan  

o f  a c t io n . I t  was d i f f i c u l t ,  however, to  make such a d e c is io n  b efo re  

th e  r e s u l t s  o f  the d ir e c t o r s ’ m eeting was known. The morning was sp e n t, 

th e r e fo r e , in  the same in te r m it te n t  d is c u ss io n s  a s  b e fo r e , w ith  everyone  

g e t t in g  to g e th e r  fo r  ten  or f i f t e e n  m inutes to  hear a new p ro p o sa l, and 

th en , when the g en ie  o f  c o n ten tio n  had vanished^the members would re tu rn  

to  th e ir  u n f in ish e d  ch ess  game, or take a s t r o l l  around th e  fa c to r y .



The most in t e r e s t in g  o f  the su g g e s tio n s  came from th e  

deputy chairm an. He sa i(3. th a t  i t  looked  as though th e  wage 

r i s e  would rem ain a t  10 ,000  yen , or a t th e  most th a t  th e  

management m ight add an e x tr a  few hundred yen . Wouldn11 i t  he 

b e t te r  to  accep t i t  and then  co n cen tra te  on th e  bonus? The 

wage r i s e  was n o t , a f t e r  a l l ,  a  su b je c t  fo r  n e g o t ia t io n ;  th e  

union  had no ch o ice  but to  take what the company o f fe r e d .

The p r e s id e n t was now r e c o n s id e r in g  the o f fe r  and h i s  d e c is io n  

would be f in a l ;  th e  u n io n ’s  r e fu s in g  to  r e c o g n ise  the o f f e r ,  a 

mere form o f  words in  any c a s e , would hard ly  induce him to  

change h is  mind, though i t  might d e lay  p rogress in  the b arga in in g  

s e s s io n s .  Sim ply r e s ig n in g  i t s e l f  to  the s i t u a t io n  was not the  

so r t  o f th in g  a un ion  shou ld  do, but th ere  was n oth in g  e l s e .  At 

l e a s t  four o f  the fa c to r y  r e p r e s e n ta t iv e s , and one in  p a r t ic u la r ,  

o b jected  f o r c e f u l ly .  U n less  th ey  secu red  a r i s e  o f  a t l e a s t  

1 2 ,000  yen th ey  would be unable to  fa c e  th e ir  c o n s t i t u e n t s .  The 

chairman e x p la in ed  th e  d if fe r e n c e  between a  demand and a r eq u est fo r  th e  

f i f t h  or s ix t h  tim e , and th e  debate ended, a s so o f te n  b e fo r e , in  

gloomy h a lf-agreem en t w ith  what appeared unarguab le. The chairman 

aga in  asked th e  members what s iz e  o f  bonus th ey  wanted; no one had 

changed t h e ir  m inds. The la r g e r  f a c t o r ie s  wanted seven  m onths, the  

sm a ller  ones 6 .5*

Lunchtime p assed , and th e re  was s t i l l  no news from the company, 

so a t two o 'c lo c k  th e  union te lep h on ed  to  f in d  out what was happening  

The d ir e c to r s  were s t i l l  in  co n feren ce , and the head o f  th e  labour  

department was unable to  say anyth ing d e f in i t e .  I t  was four o 'c lo c k
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by the tim e the board m eeting was o ver , and even th en  th e  head  

o f  th e  labour department was unable to  say  anyth ing over th e  

te le p h o n e . As i t  was too  l a t e  to  b eg in  a b a rga in in g  s e s s io n  

th a t day, th e  b e s t  id e a  was th a t  th e  th ree  o f f i c e r s  come to  

th e  main o f f i c e  n ex t morning and hear th e  company's f i n a l  o f f e r .

They cou ld  th en  r e tu rn  to  Yokohama, t e l l  th e  r e s t  o f  th e  com m ittee, 

and d ec id e  what to  do. There seemed no p o in t in  th e  com m ittee's  

rem aining any lo n g er  in'Yokohama o f f i c e ,  and so  a f t e r  a t i r i n g  

day sp en t in  edgy id le n e s s  a l l  went home w ith o u t, th a t  n ig h t ,  

sto p p in g  o f f  in  t h e ir  fa v o u r ite  b a r .

ffin th e  n ex t day th e  th ree  o f f i c e r s  went s tr a ig h t  to  th e  main 

o f f i c e  in  Tokyo, le a v in g  the o th er  members o f  th e  com m ittee to  

w ait fo r  them in  Yokohama. These p er io d s o f  a c t i v i t y ,  when the  

fa c to r y  members were w a itin g  to  hear what t h e ir  s e n io r s  were 

arranging fo r  them, must have been p a r t ic u la r ly  t r y in g  y e t  a lthou gh  

th e  fa c to r y  r e p r e s e n ta t iv e s  o c c a s io n a lly  su g g ested  to  me by a  b r ie f  

remark made in  p r iv a te  th a t th e  com m ittee was not a l l  o f  one mind, 

and th a t th e  un ion  seemed to  be r e tr e a t in g  b e fo re  th e  company, I  

never heard anyone c r i t i c i s e  th e  th ree  o f f i c e r s  in  the ab sen ce .

In ste a d  th e  n e g o t ia t io n s  were hard ly  ever m entioned, and the  

w a itin g  members, fa r  from ta k in g  th e  op p ortu n ity  to  compare n o te s ,  

seemed to  sep a ra te  and g iv e  fe l lo w s h ip  a r e s t ,
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The T h ree  O f f ic e r s  r e tu r n e d  a t  lu n c h . The b o a rd  o f  d i r e c t o r s  had 

made w hat was s a id  t o  be  a  f i n a l  o f f e r .  I f  th e  Com m ittee w ere w i l l i n g ,  

t h e  f o u r th  round o f  c o l l e c t i v e  b a rg a in in g  c o u ld  b e g in  t h a t  n ig h t  -  

th e  company* s r e p r e s e n t a t i v e s  w ould be p re p a re d  t o  w a i t  t i l l  l a t e  -  

and t h e r e  was a  chance  o f  an  e a r l y  end t o  th e  n e g o t i a t i o n s .  The la b o u r  

d i r e c t o r  had  s a id  t h a t  t h e  o f f e r  o f  10 ,0 0 0  yen  was t h e  l im i t . a n d  n o th in g  

more c o u ld  b e  e x p e c te d , b u t  i f  t h e  u n io n  w ere p re p a re d  t o  a c c e p t  th e  

10 ,0 0 0  y e n , th e n  th e  bonus c o u ld  c e r t a i n l y  be r a i s e d .  I t  was h a rd  t o  

g iv e  a  p r e c i s e  f i g u r e ,  b u t  th e  im p re s s io n  was t h a t  t h e  p r e s id e n t  w ould 

be  p re p a re d  t o  a llo w  th e  u n io n  a  bonus o f  6 .5  m onths.

When th e  ch a irm an  h ad  p ronounced  th e  te rm s t h e r e  was a  d is a p p o in te d  

s i l e n c e .  A f te r  a  p a u se  he  added t h a t  i n  h i s  v iew  i t  w ould b e  b e s t  t o  

a c c e p t .  The com m ittee  had  gone a s  f a r  a s  i t  c o u ld , b u t  th e  o f f e r  had  

been  r e f e r r e d  t o  th e  p r e s id e n t  and h i s  o f f e r  was u n q u e s tio n a b ly  f i n a l .  

However much t h e  u n io n  m igh t com pla in  no new o f f e r  w ould be made; 

th e  wage r i s e  h ad  n o t  b een  a  demand. A gain  t h e r e  was s i l e n c e ,  b e fo re  

one o f  t h e  f a c t o r y  members s u g g e s te d  a  s t r i k e ,  and ev ery o n e  th e n  began  

t a l k i n g  a t  o n ce . Most o f  t h e  f a c t o r y  members w ould have  l i k e d  t o  s t r i k e  

t h e  T h ree  O f f ic e r s  w ere  r e s o l u t e l y  a g a in s t  any k in d  o f  a c t i o n .  The 

s e c r e t a r y  s a id  t h a t  a  s t r i k e  w ould do no good. The company w ould n o t

hand  o u t money a s  a  r e s u l t .  One o f  th e  f a c t o r y  r e p r e s e n ta t i v e s  

r e p l i e d  t h a t  th o u g h  s t r i k i n g  m igh t have  no im m ediate  e f f e c t s ,  t h e  

company m igh t pay  more a t t e n t i o n  t o  th e  u n io n  i n  f u tu r e  y e a r s .

The T h ree  O f f ic e r s  d o u b ted  t h i s .  A n o th er member s u g g e s te d  a  b an  on 

o v e r tim e , b u t  b e c au se  th e  demand f o r  c o rru g a te d  b o a rd  was low i n  

November and  December su ch  a  ban  w ould have  b e e n  i n e f f e c t u a l .  The 

s e c r e t a r y  n o te d  t h a t  th e  u n io n  w ould have t o  c o n s id e r  th e  f i n a n c i a l  

c o s t  o f  a  s t r i k e .  The s t r i k e  fu n d  w ould be  u se d  up i n  a  day  o r  tw o .

The Labour Bank w ould c e r t a i n l y  le n d  th e  u n io n  money, b u t  i f  t h e  s t r i k e
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w ent on f i v e  o r  s i x  days t h e r e  w ould he  p ro b lem s, and a  s t r i k e  t h a t  

c o l la p s e d  was w orse  th a n  no s t r i k e  a t  a l l .

Someone th e n  p ro p o se d  t h a t  th e  s t r i k e  be r e s t r i c t e d  t o  t h e  two 

f a c t o r i e s  w here t h e  w o rk ers  w ere  l e a s t  s a t i s f i e d  w ith  t h e  o f f e r  and 

m ost re a d y  t o  ta k e  a c t i o n .  The f i n a n c i a l  p rob lem s w ould th e n  v a n is h ,  

f o r  t h e  s t r i k e  fu n d  w ould l a s t  a t  l e a s t  a  w eek, and t h e  w ork ing  members 

c o u ld  s u p p o r t  th o s e  on s t r i k e .  Though th e  d e le g a te  from  one o f  th e  

f a c t o r i e s  i n  q u e s t io n  was v e ry  re a d y  t o  su p p o r t  t h e  p l a n ,  th e  cha irm an  

s a id  t h a t  i f  t h e r e  was t o  be a  s t r i k e  i t  sh o u ld  be t o t a l .  P a r t i a l  

s t r i k e s  w ould c a u se  a l l  s o r t s  o f  d i f f i c u l t i e s ,  p a r t i c u l a r l y  i f  th e y  

d rag g ed  o n . Those p a r t i c i p a t i n g  w ould be  l e s s  and l e s s  w i l l i n g  t o  

s a c r i f i c e  th e m se lv e s  f o r  th e  o t h e r s ;  and a  p a r t i a l  s t r i k e  o n ly  

in v o lv e d  a  few  p e o p le ,  so  t h a t  t h e  company c o u ld  e a s i l y  m ark t h e  r in g  

l e a d e r s .
\

When th e  members had  co n v in ced  th e m se lv e s  t h a t  a  s t r i k e  was 

im p r a c t ic a b le ,  th e  cha irm an  a sk ed  them  t o  a c c e p t  t h e  1 0 ,0 0 0  yen  on th e  

u n d e rs ta n d in g  t h a t  th e y  w ould r e c e iv e  a  bonus o f  6 .5  m onths* p a y .

A few  o f  th o s e  p r e s e n t  w an ted  th e  u n io n  t o  keep  t h e  d i s c u s s io n s  g o in g  

a  l i t t l e  lo n g e r ,  and t o  a s k  t h e  company y e t  a g a in  t o  Im prove th e  o f f e r .

The ch a irm an  i n s i s t e d  t h a t  th e  end had  been  re a c h e d . T h ree  y e a rs  e a r l i e r  

t h e  u n io n  h ad  r e f u s e d  t o  a c c e p t  su c h  a  f i n a l  o f f e r  and th e  n e g o t i a t io n s  

h ad  gone on f o r  s i x  o r  se v e n  more s e s s io n s ,  b u t  n o th in g  h ad  come o f  i t .

The o f f e r  had  n o t  b een  in c r e a s e d ,  and th e  u n io n  h ad  w a s te d  i t s  t im e  and

money. The s e c r e t a r y  and t h e  v ic e  cha irm an  a g re e d  w ith  t h e  ch a irm an , 

and th r e e  o r  f o u r  o f  t h e  f a c t o r y  members, p le a s e d  t h a t  t h e  bonus a t

l e a s t  w ould s a t i s f y  t h e i r  f a c t o r i e s ,  w ere re a d y  t o  a c c e p t .  B ut as t h e

ch a irm an  spoke t o  ea ch  o f  t h e  members, a sk ih g rth e m  i f  th e y  w ould be  

p re p a re d  t o  end t h e  n e g o t i a t io n s  t h e r e ,  one d e le g a te ,  lo w e rin g  h i s  h e a d , 

and s p e a k in g  so  s o f t l y  as t o  b e  a lm o st in a u d ib le ,  r e p l i e d :
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*1 can  n o t  a g re e ;  t e n  th o u sa n d  i s  to o  low *. The ch a irm an , ev id e n tly -  

h u r t  and ta k e n  ab ack , s a id  t h a t  th e  member had  i n  e f f e c t  r e j e c t e d  th e  

a d v ic e  o f  t h e  T h ree  O f f i c e r s .  T here  w ould have  t o  b e  an  em ergency 

s e s s io n  and a  v o te  o f  c o n f id e n c e . The member r e p e a te d ,  h i s  eyes

c a s t  down, *1 can  n o t  a g re e * . A n o th er member calm ed e v e ry o n e ,

in c lu d in g  th e  a g i t a t e d  ch a irm an , by  p o in t in g  o u t t h a t  a l l  t h e  members 

o f  t h e  com m ittee  w ere  d is a p p o in te d ,  n o t  j u s t  t h e  member who c o u ld  n o t 

a g re e .  Though th e  T h ree  O f f ic e r s  had  a  d u ty  t o  le a d  t h e  com m ittee , 

no one had  b e e n  o r  was b e in g  fo rc e d  t o  a s s e n t .  Each o f  t h e  members

had  b e e n  f r e e  t o  do a s  he  th o u g h t  b e s t ,  b u t  m ost h ad  now come t o  th e  

same r e l u c t a n t  c o n c lu s io n . The o th e r  members added  s i m i l a r  rem arks 

t o  h e lp  p e rs u a d e  t h e  d i s s e n t in g  member. E v e n tu a l ly  u n a n im ity  was 

r e s t o r e d ,  and t h e  ch a irm an  te le p h o n e d  th e  m ain o f f i c e  t o  sa y  t h a t  th e

com m ittee  was now a b o u t t o  le a v e  f o r  Tokyo.

At t h e  f o u r t h  b a rg a in in g  s e s s io n ,  a  s h o r t  m e e tin g , t h e  u n io n  a c c e p te d  

th e  company*s o f f e r .  When th e  n e g o t i a t io n s  had  en d ed , t h e  d i r e c to r s  

i n v i t e d  t h e  u n io n  men t o  a  r e s t a u r a n t .  The n e x t  day  was th e  l a s t  on 

w hich  t h e  u n io n  com m ittee  m et, when th e y  g a th e re d  t o  : h o ld  an  in q u e s t .

The in q u e s t  l a s t e d  t e n  m in u te s ;  n o th in g  o f  n o te  was s a id ,  p e rh a p s  

b e c au se  t h e r e  was to o  much t o  s a y .  F o r  th e  T h ree  O f f i c e r s ,  a l l  o f  whom 

w ere  s h o r t l y  t o  g iv e  up t h e i r  th a n k le s s  jo b s ,  t h e  n e g o t i a t io n s  had  b een  

th e  u s u a l  k in d  o f  f a i l u r e .  The o th e r  members o f  t h e  co m m ittee , who had  

e x p e c te d  m ore, w ere  c o rre s p o n d in g ly  more d i s a p p o in te d .  A week a f t e r  t h e  

f a c t o r y  d e le g a te s  had  r e tu r n e d  t o  t h e i r  hom es, a  u n io n  b u l l e t i n  was 

i s s u e d  w h ich  e x p la in e d  t h e  te rm s  o f  t h e  1970 ag reem en t on wages betw een  

company and u n io n  w ith o u t  any k in d  o f  comment on how t h e  aga?eeni§nt";had 

b een  re a c h e d . S h o r t ly  a f t e r  t h i s  a  second  b ra n c h  g e n e r a l  m ee tin g  was 

c a l l e d  a t  t h e  Yokohama fa c to ry *  X was c a l l e d  t o  s e e  t h e  p r e s id e n t  on 

t h a t  day and so  was n o t a b le  t o  a t t e n d ,  b u t  I  was t o l d  b y  a  member o f



t h e  f a c to r y  e x e c u t iv e  com m ittee  t h a t  t h e  m ee tin g  h ad  b e e n  w eary and 

i n d i f f e r e n t .  No one had  made any  i n t e r e s t i n g  s u g g e s t io n s ,  and th e  

g r e a t e r  p a r t  o f  t h e  d i s c u s s io n  was ta k e n  up w ith  e x p la in in g  why 

t h e  1970 b o n u s , th o u g h  p a id  o u t  i n  p a r t  i n  1971, was c a lc u la t e d  i n  

1970 m onth ly  w ages. %  in fo rm a n t h im s e lf  had  w anted  t o  s t r i k e ,  b u t  

i t  was c l e a r  t h a t  m ost o f  th e  u n io n  members had  r e s ig n e d  th e m se lv e s  t o  

t a k in g  w hat th e y  w ere g iv e n .

The f i n a l  te rm s ,th o u g h  d i s a p p o in t in g  t o  b ra n c h  o f f i c i a l s  and in d e e d  

o r d in a ry  members a t  t h e  t im e ,  ap p e are d  f a r  more s u b s t a n t i a l  a f t e r  

c e r t a i n  o th e r  u n io n s  had  a g re e d  on pay  awards a f t e r  t h e  1971 

1 S p r in g  O f fe n s iv e 1,  w hich  to o k  p la c e  f o u r  o r  f i v e  m onths l a t e r .

By t h e ,  managements w ere becom ing d i s h e a r te n e d  by  t h e  c o n tin u in g  r e c e s s io n  

and th e  p r o s p e c t  o f  i n t e r n a t i o n a l  c u rre n c y  p ro b le m s, and few  o f f e r e d  pay  

aw ards much i n  e x c e s s  o f  w hat Marumaru w orkers had  by  th e n  a l r e a d y  b e e n  . 

g e t t i n g  f o r  some t im e .

J u s t  a s  i n  t h e  4 -3  s h i f t  c a s e ,  t h e  d iv i s i o n  w i th in  t h e  u n io n  l e a d e r s h ip  

d u r in g  th e  c o l l e c t i v e  b a rg a in in g  s e s s io n s  was more t h e  r e s u l t  o f  t h e  

d i f f e r e n t  c o n s t i t u t i o n a l  p o s i t i o n s o f  t h e  p a r t i e s  th a n  o f  any  fu n d am en ta l 

c o n f l i c t  o f  v iew s b e tw een  them . The members o f  t h e  com m ittee  who had 

found  i t  h a r d e s t  t o  a c c e p t  t h e  management o f f e r  w e re , once a g a in , team  

le a d e r s  o r  th e  e q u iv a le n t ,  o f  s e v e r a l  y e a rs  s e r v i c e .  B o th , how ever, 

w ere r e l a t i v e l y  new t o  u n io n  o f f i c e ,  and I  had  th e  im p re s s io n  t h a t  th e y  

had  made t h e i r  s ta n d  o u t  o f  in e x p e r ie n c e  r a t h e r  th a n  m i l i t a n c y .  I  

l a t e r  v i s i t e d  t h e  two f a c t o r i e s  a t  w hich  i t  had  b e e n  s u g g e s te d  t h a t  

p a r t i a l  s t r i k e s  m igh t b e  h e ld .  I n  b o th  o f  them  r e l a t i o n s  be tw een  u n io n  

b ra n c h  and f a c t o r y  management w ere c o r d i a l  and c o - o p e r a t iv e ;  i n  b o th ,  

t h e  l o c a l  u n io n  le a d e r s  c o n s is te d  l a r g e l y  o f  team  l e a d e r s .  The
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p o s s i b i l i t y  t h a t  th e s e  b ra n c h e s  c o u ld  have  c a r r i e d  o u t  s u c c e s s f u l  

in d ep e n d e n t a c t i o n  a g a in s t  th e  company was a s  s m a ll  a s  t h e  

p o s s i b i l i t y  t h a t  t h e  N -b ranch  c o u ld  r e a l l y  have  s e c e d e d  from  th e  un ion*  

As i n  t h e  c a se  o f  th e  4 -3  s h i f t  sy s te m , th e  T h ree  O f f ic e r s  w ere 

a b le  t o  u s e  t h e  d i s u n i t y  i n  th e  u n io n  le a d e r s h ip  a s  a n  argum ent t h a t  

t h e  company sh o u ld  concede more th a n  i t  had  in te n d e d ;  a s  i f  t h e  p r i c e  

t o  th e  company o f  t h e  union* s  s u b s e rv ie n c e  was t h e  company*&. d u ty  t o  

m a in ta in  a m ity  among th e  u n io n  l e a d e r s .
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c. Conclusion and Summary

I t  has been the c e n tr a l theme o f t h is  cha/ipter th a t  the  

paradox o f a weak u n io n 's  su c c ess  in  opposing a s tr o n g  

management was exp la in ed  by the g rea t degree o f  common 

in t e r e s t  and understanding between m iddle management and 

union le a d e r s h ip . Both the examples I  have g iven  o f  d isp u tes  

between union and management support the v a l id i t y  o f  the ex p la n a tio n .

In th e  examples I  gave o f  management-uni on r e la t io n s  we saw how the  

Upper management, though i t  r e ta in e d  n ot m erely the f i n a l  but alm ost 

the e n t ir e  power o f  d e c is io n , y e t  remained remote and out o f  d ir e c t  

c o n ta ct w ith  th e  u n ion . In stead  i t  d e a lt  by proxy w ith  union  

a f f a i r s ,  showing a t  tim es such i n s e n s i t i v i t y  th a t  no one would have 

been in  danger o f  supp osing  th a t  the s u c e s s fu l  conduct o f  th ose  a f f a ir s  

was the r e s u l t  o f  en lig h ten ed  management a t t i tu d e s  n o t to  be found, 

fo r  example, in  companies in  o th er  c o u n tr ie s . We a ls o  saw how the  

ju n io r  u n io n is t s ,  though th ey  had an in t e r e s t  in  the outcome o f  any 

b a rga in in g  between union and management, and though some o f them 

m ight have had op in ion s on what the outcome o f  c e r ta in  i s s u e s  should  

b e , were excluded from p a r t ic ip a t io n  in  b arga in in g  by the o rg a n iza tio n  

o f the u n ion , the la c k  o f d issem in a tio n  o f in fo rm a tio n , and t h e ir  own 

apathy. The o n ly  p a r t ie s  d ir e c t ly  engaged in  labour management 

n e g o t ia t io n s  were the m iddle managers and the se n io r  u n io n is t s .

These two p a r t ie s ,  though th ey  rep resen ted  management on the one 

hand and a union on the o th er , d if fe r e d  l i t t l e  and had a v ery  g rea t  

d ea l in  common.

We saw how in  both  the 4-5  s h i f t  case and in  the wage and 

bonus n e g o t ia t io n s , the Three O ff ic e r s  showed th em selves as k een ly  

aware o f the im portance o f  the company's p r o sp e r ity  as any manager 

would be; and how to  m aintain  th a t p r o sp e r ity  th ey  were prepared to  

a c t  in  c o l lu s io n  w ith  management and to  ignore or. even m islead  

t h e ir  own su b ord in a tes in  th e  u n ion . Those union su b o rd in a tes , however 

b i t t e r  th ey  were a t  the r e s u l t s  o f  the arrangements o f  the Three
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O ff ic e r s  and th e  management, were n e v e r th e le s s  th em selves lo y a l  and 

e s ta b lish e d  company members, u n w ill in g  to  do an yth in g  th a t  would do 

the company harm, or make t h e ir  f e l lo w  employees too  unhappy.

On the oth er  hand', we a ls o  saw how in  the ca se  o f  the 4-5 system , 

the m iddle and ju n io r  managers en tru sted  w ith  r e p r e se n tin g  the company 

to the union were in  no way r e sp o n s ib le  fo r  the company’ s a c t io n s ,  

and indeed had cause to  regret- them. In opposing th e  4-5  system  the  

Union le a d e r sh ip  was n ot on ly  d iv id e d , but lacked  any support from  

the union rank and f i l e ;  but because the union le a d e r s  had gained the  

sympathy o f  t h e ir  s e n io r s  in  m iddle management, and because th e se  

m iddle managers had some in f lu e n c e  on upper management, the union  

managed to  persuade the upper management by proxy to  d isco n tin u e  

the 4-5 s h i f t s .  When he f i n a l l y  decided  to s to p  4 “5 s h i f t  working, 

the p r e s id e n t  was q u ite  unaware th a t i t  was even popular among the  

w orkers.

As lo n g  as the m iddle managers and se n io r  u n io n is ts  shared common
\

i n t e r e s t s ,  remained in  a s im i la r ly  in te n se  a s s o c ia t io n  w ith  each o th er , 

and continued fo  sym pathise w ith  each o th e r 's  p o s i t io n s ;  and w h ile  

m iddle managers were a b le  to  persuade th e ir  su p e r io r s  in  upper manqgemeut- 

to  r e sc in d  any d e c is io n s  which appeared to  them i l l  con ce ived ; and 

w h ile , a l s o ,  the se n io r  u n io n is ts  could prevent the r e p r e se n ta tio n  o f any 

more extreme v iew s than t h e ir  own on labour-management r e la t io n s  th a t  

m ight e x i s t  among the ju n io r  workers -  w h ile  a l l  th e se  co n d itio n s  

continued to  p r e v a i l ,  then d isp u te s  between labour and management could  

con tin u e to  be so lv ed  r e la t iv e l y  sm oothly and to  the moderate s a t i s f a c t io n  

o f a l l  p a r t ie s .
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In  1971: i t  seemed to  me th a t  th e se  c o n d it io n s  would indeed  

con tin u e to  o b ta in  fo r  some tim e to  come, or a t  l e a s t  th a t  i f  th ey  ceased  

to  e x i s t ,  th a t th e  company and un ion  cou ld  both  make sim ple adjustm ents  

to  p reserve  in d u s t r ia l  r e la t io n s  as th ey  w ere. I t  was in e v i t a b le ,  fo r  

exam ple, th a t  th e  p rop ortion  o f  mid-term en tra n ts  among u n io n is t s  would 

r i s e ,  a s h igh  sc h o o l r e c r u it s  con tin u ed  to  le a v e  and th e  company took  in  

more and more p eop le  from other com panies. As a r e s u l t  i t  cou ld  be 

exp ected  th a t  men o f  sh o rt s e r v ic e  w ith  l i t t l e  d evo tion  to  th e  firm , 

and no g rea t fe a r  o f  b e in g  req u ired  to  le a v e , m ight be c a n d id a tes  fo r  

branch o f f i c e s ,  or even branch le a d e r s .  Such men would have sympathy 

not w ith  the management but w ith  th e ir  f e l lo w  m id-term  e n tra n ts  and th e  

m obile young w orkers. The C entral Committee, how ever, cou ld  e a s i ly  

reduce th e  power o f  branch o f f i c e r s  under i t s  r u le s  -  as the postponement 

o f  the g en era l m eeting showed. A gain, the company cou ld  alw ays re-draw  

th e  p u re ly  a r b ita r y  l in e  between union  and management, a llo w in g  sub

s e c t io n  heads to  be union  members, and th e r e fo r e  le a d e r s , in  order to  

keep the union  c o -o p e r a t iv e . Indeed , p ro p o sa ls  to  admit s u b -s e c t io n  

heads to  the un ion  were under d is c u ss io n  when I  l e f t  Marumaru.

A s tro n g  management and a com pliant union le a d e r sh ip  cou ld  keep the  

union  o l ig a r c h ic  and th e r e fo r e  c o -o p e r a t iv e . The p r ic e  would be p a id , 

as i t  was alw ays b ein g  p a id , in  the u n io n 's  i n a b i l i t y  to  r e p resen t  

i n t e r e s t s  too  fa r  removed from management. The h ig h  le a v in g  r a te  o f  

young r e c r u i t s  was cau sin g  the company f in a n c ia l  l o s s ,  and in co n v en ien c in g  

union  members who rem ained to  do th e  work. The un ion  showed i t s e l f  

concerned w ith  the problem . I t  w i l l  be remembered th a t  th e  union asked  

to  be a b le  to  h e lp  form ulate a p o l ic y  to  sto p  p eop le  le a v in g ;  the' 

se c r e ta r y  m entioned the le a v e r s  in  h is  b u l l e t in  on th e  4 -3  system , and 

th ere  were freq u en t r e fe r e n c e s  to  the is s u e  a t th e  c e n tr a l  f r ie n d ly  

t a lk s .  But s in c e  the un ion  i t s e l f  f a i l e d  to  encourage th e  young to  take  

an in t e r e s t  in  th e  u n ion , and prevented  th e ir  le a r n in g  much about i t s  

d o in g s, i t  was not su r p r is in g  th a t  the union  was a s  ign oran t
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o f  the reason s why young p eop le  l e f t ,  and as h e lp le s s  to  prevent  

th e ir  le a v in g , as the management.

Now th ere  i s  no way o f  p roving th a t a more r e p r e s e n ta t iv e  

and l e s s  o l ig a r c h ic  union would have been ab le  to  low er the  

le a v in g  r a te ;  o r , i f  i t  had done s o , th a t i t  would have saved  

the company more money than i t  m ight have c o s t  Marumaru through  

s t r ik in g ,  or through adopting  a l e s s  c o -o p er a tiv e  a t t i tu d e  to  

overtim e, or lo o k in g  l e s s  in d u lg e n tly  on management m ista k es.

But a t  l e a s t  i t  was arguable th a t the union m ight be a l i t t l e  

too  com plaisant fo r  Marumaru’ s own economic good, and th a t  

management was making a m istake in  a llo w in g  the union to  be too  

much the p rop erty  o f  one s e c t io n  o f  i t s  membership, however^ 

s o l i c i t o u s  o f  immediate management in t e r e s t s  th a t s e c t io n  was.

I f  demographic and oth er  changes made Marumaru a more heterogeneous  

community, then the u n ion ’ s i n a b i l i t y  to  serve  new in t e r e s t s  

m ight cause th e  company much pain  ancydamage.
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Perhaps the most obvious co n tr ib u tio n  o f a stu d y  such as the  

account 1 have g iv en  o f  Marumaru and i t s  members i s  as an a n tid o te  

to  too  much g e n e r a liz a t io n . As I  noted in  the In tro d u c tio n  to  t h is  

t h e s i s ,  u n t i l  th e  p u b lic a tio n  o f C o le 's  booh, no major resea rch  

had ever  been done on Japanese company o rg a n iza tio n  by a f i r s t 

hand o b serv er . U n t i l  them, d is c u ss io n  ( in  w estern  languages a t  

l e a s t )  had been o f ’ th e  Japanese company' and 'th e  Japanese em ployee’ 

as i f  v a r ie t y  e x is te d  in  n e ith e r .  Cole showed how d i f f e r e n t  

s o c ia l  r e la t io n s  were in  a sm a ll, a lm ost defu n ct urban fa c to r y  

and in  a new and f lo u r is h in g  suburban p la n t , I  have now d escrib ed  

y e t  another Japanese in d u s t r ia l  community, d i f f e r e n t  in  c e r ta in  

r e sp e c ts  from each o f  the two Cole worked in .  h is  work and mine 

Gombine to  su g g est th a t  i t  may be on ly  a l i t t l e  l e s s  in a ccu ra te  

to  g e n e r a liz e  about Japanese companies as about B r i t i s h  on es.

Another c r i t ic i s m  o f those l ik e  Abbeglen, B allon  and Nakane, 

who have In terp re ted  Japanese in d u s tr ia l^ s o c ie ty  fo r  w estern  

rea d e rs , i s  th a t b e s id e s  ig n o r in g  the v a r ie ty  o f  Japanese com panies, 

th ey  have a ls o  overlooked the com p lex ity  o f the i n s t i t u t i o n s ,  

even in  companies o f  the type th a t  most e x a c t ly  f i t  t h e ir  d e s

c r ip t io n s .

These authors have o v e r -s im p lif ie d  th e ir  d e s c r ip t io n s  o f Japanese  

company o rg a n iza tio n  p a r t ly  because th ey  lacked  f i r s t  hand ex p er ien ce , 

but a ls o  because th ey  were lo o k in g  a t  Japanese companies as  

m a n ife s ta t io n s  o f  Japanese c u ltu r e , and were th e r e fo r e  in c lin e d  

to em phasize, to  the e x c lu s io n  o f o th e r s , th ose  fe a tu r e s  which  

th ey  con sid ered  p e c u l ia r ly  Japanese. They have remarked ( c f  B a llo n , 

1969, p 6 9 ) on the t r a d it io n a l  in s p ir a t io n  o f  the pay and 

prom otion system s (o f  which c lo s e  anologues e x i s t  in  the arm ies 

and c i v i l  s e r v ic e s  o f  o th er  c o u n tr ie s  than Japan), but ignored  the  

genuine in t e r e s t  o f Japanese managements in  m er ito cra cy ,
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and the m e r ito c r a t ic  sen tim en ts o f many ordinary em ployees. A gain, 

th ey  have presen ted  a p ic tu r e  o f Japanese em ployees anxious to r e s ig n  

th e ir  in d iv id u a l i t i e s  to  the group, and to  "bask in  c o l l e c t i v e  warmth 

and s e c u r ity ;

’L oya lty  to  and id e n t i f ic a t io n  w ith  the work group 
and company seem to  s u b s t itu te  w e ll  in  Japan fo r  
com pensation tech n iq u es as a m o tiv a tio n a l b a s e ’
(A bbeglen, 19^9, p . lO l ) .

I t  i s  hard to  r e c o n c ile  such a judgement w ith  the com plicated  

and o fte n  in c o n s is t e n t  behaviour o f  Japanese em ployees as observed  

by an a n th r o p o lo g is t  in  the f i e l d .

A case  stu dy l ik e  the p resen t one, which r e v e a ls  the  

in d iv id u a l i ty  and com p lex ity  o f  the s o c ia l  o rg a n iza tio n  o f  

a Japanese company, p rov id es a u s e fu l  means o f t e s t in g  

g e n e r a liz a t io n s  l ik e  the one quoted above; but because o f  i t s  

l im ite d  su b je c t  m a tter , a case  stu dy  i s  a poor source o f  new 

g e n e r a liz a t io n s  to  r e p la c e  the old ones i t  d i s c r e d i t s .

The problem i s ,  o f  co u rse , to  d ec id e  which o f  the many 

fa c to r s  which determ ined s o c ia l  r e la t io n s  a t  Marumaru were 

s p e c i f ic  to  Marumaru, and which could have been expected  to  

in f lu e n c e  s o c ia l  r e la t io n s  in  a l l ,  or a t  l e a s t  most Japanese  

com panies.

Among th e  more o b v io u sly  co n tin g en t circum stances a f f e c t in g  

s o c ia l  r e la t io n s  a t  Marumaru was the youth  o f  the p r e s id e n t ,  

which con tr ib u ted  to  an u n u su a lly  firm  b e l i e f  in  m eritocracy;  

w h ile  the f a c t  th a t the p r e s id e n t  had been ih  o f f i c e  so lo n g  caused a 

c e n tr a l iz a t io n  o f a u t h o r ity  which had im portant consequences fo r  

labour management r e la t io n s .  A gain, the r e l a t iv e l y  sim ple  

p ro cess  in v o lv ed  in  the manufacture o f  corrugated board made i t
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p o s s ib le  fo r  the c o m p a n y  to  pay l i t t l e  a t te n t io n  to  s p e c i a l i s t  

knowledge, and a ls o  to  promote shop f lo o r  w orkers to  im portant 

m anagerial p o s it io n s *  Or a g a in , because so many o f the shop 

f lo o r  workers were on s h i f t s ,  th ey  saw l i t t l e  o f the salesm en  

and so had o n ly  l im ite d  r e la t io n s  w ith  them.

Some o f  th e se  c h a r a c te r is t ic s  were shared w ith  o th er  

Japanese com panies, and could j u s t i f y  a comparison between th e  

s o c ia l  l i f e  a t  Marumaru and in  th ose  com panies. I t  m ight be 

in t e r e s t in g ,  f o r  in s ta n c e , to  compare Marumaru w ith  o th er  

Japanese companies uhder the d ir e c t io n  o f p a r t ic u la r ly  young 

p r e s id e n ts , to  se e  whether in  th o se  o th er com panies, a l s o ,  the  

id e a l  o f  m eritocracy  was s im i la r ly  e s ta b lis h e d . The e f f e c t s  of 

tr a n s fe r s  could  a ls o  be stu d ied  com p aratively .

S im ila r  comparisons could be extended to  companies in  other  

c o u n tr ie s . I  remarked th a t  the problems o f growth a f f e c t in g  Marumaru 

were fa m ilia r  to  managements in  the United S t a te s .  One could  

reason ab ly  suppose th a t s h i f t  w orking would in f lu e n c e  s o c ia l  l i f e  

in  a B r i t i s h  company in  the same way as i t  did Marumaru. Indeed, i t  

i s  even p o s s ib le  th a t a B r i t i s h  corrugated board m anufacturer, s in c e  i t  

would be em ploying much the same number o f men and women, p la c in g  them 

in  a s im ila r  o rg a n iza tio n , and even dep loy in g  them in  s im ila r  p o s it io n s  

on a fa c to r y  f lo o r ,  would su s ta in  a s o c ie t y  w ith  many fe a tu r e s  in  

common w ith  th a t  o f  Marumaru.

In t h is  c o n c lu s io n , however, I  want to  d is c u s s  n ot th ese  con tin gen t  

determ inants o f  s o c ia l  l i f e  a t  Marumaru, but th ree  more fundam ental 

f a c t o r s .  The f i r s t  o f  th e se  fa c to r s  was the i s o la t io n  o f Marumaru from  

oth er  p a r ts  o f  Japanese s o c ie ty ;  the second, the labour market; the  

th ir d , th e  o rg a n iza tio n  o f  the company, o f which the p r in c ip le s  were 

the same a t  Marumaru as in  oth er  Japanese f ir m s, even i f  the d e t a i l s  

were p e c u lia r  to  Marumaru.
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Company members a t  Marumaru were i s o la t e d  from oth er  

Japanese because th ey  were required  to  work lon g  hours, and had 

so l i t t l e  tim e o f f ;  and because even during th e ir  f r e e  tim e they  were 

expected  to  remain w ith in  the company's s o c ia l  o r b i t .  M oreover, 

a g rea t many o f  the em ployees were housed by the company, some o f  

them having been tra n sferred  by company order to  p la c e s  where they  

knew no one ex cep t th e ir  f e l lo w  w orkers. This i s o l a t io n  was 

in crea sed  by the nature o f  the r e la t io n s  between Japanese com panies, 

and b y ,th e  absence o f i n s t i t u t io n s  l ik e  trade unions and p r o fe s s io n a l  

a s s o c ia t io n s  which l in k  people in  d i f f e r e n t  companies in  the w est. 

Marumaru1s i s o la t io n  was n ot in  any way unusual among Japanese 

companies; in d eed , th e ir  i s o la t io n  from Marumaru was in h eren t  

in  i t s  i s o la t io n  from them.

The e f f e c t  o f the i s o l a t io n ,  which forced  em ployees to  

a s s o c ia te  w ith  each other more than they  o th erw ise  would have been 

d isp osed  t o ,  was to  in t e n s i f y  s o c ia l  r e la t io n s  w ith in  Marumaru. In 

consequence, p eop le  were induced to  behave a r t i f i c i a l l y  towards 

each o th e r , w h ile  the m aintenance o f  'good human r e la t io n s 1 

became one o f  the main p reoccu p ation s o f managers. I t  was in  order to  

m aintain  'good human r e la t io n s '  th a t the upper management h e s ita te d  

to  promote too  many a b le  young men, so th a t  prom otion a t  Marumaru 

came to  depend more and more on age; w h ile  the f e a r  o f  d is se n s io n  

in  an i s o la t e d  community fo rced  the upper management to  resc in d  

d e c is io n s  which proved unpopular among m iddle and low er managers.

The second fa c to r  determ ing s o c ia l  r e la t io n s  was the labour  

m arket. There was a sh ortage o f young l e s s  w e ll  educated workers 

b ecau se , fo r  s o c ia l  and demographic rea so n s, few er m iddle  

and h igh  sc h o o l boys were coming on to the labour m arket, w h ile
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Japanese com panies, Marumaru among them, continu ed  to  p r e fe r  young 

sc h o o l le a v e r s  to  o th er  ty p es  o f  r e c r u i t .  We saw th a t  th o se  who, in  

th e se  c ircu m sta n ces, were ab le  to  le a v e  th e  company w ithout g rea t r i s k ,  

adopted q u ite  d i f f e r e n t  a t t i t u d e s  both  to the company and to  t h e ir  

f e l lo w s  from th o se  who had to  s ta y  w ith  Marumaru u n t i l  r e t ir e m e n t.

The th ir d  fa c to r  was a company o rg a n iza tio n  in  which a l l  

company members were g iv en  p la c e s  in  a f in e ly  graded h ie ra r c h y , 

superim posed on what m ight o th erw ise  have been d i s t in c t  c la s s e s  o f  

d ir e c to r s  and o th er  em ployees, workers and management. In  the  

l a s t  chapter we saw how in  the absence o f  a d iv is io n  betw een ’workers' 

and 'management' the union  le a d e r s  had very  c lo s e  r e la t io n s  w ith  

ju n ior  m anagers. Though the arrangement o f  the standard ranks and 

grades le n t  g rea t c o h esio n  to  th e  community, i t  a llow ed  a  

man to  d is t in g u is h  h i s  s e n io r s  and ju n io rs  a l l  over th e  company 

w ith  a degree o f  accuracy th a t  was not always d e s ir a b le .  Again, 

w h ile  the standard ranks u n ite d  d i f f e r e n t  fu n c tio n a l u n it s  o f  th e  

company in to  a common scheme, th ey  a ls o  encouraged c o m p etitio n  between  

p eop le  who would not o th erw ise  have been r i v a l s .

The c o h e s iv e  e f f e c t  o f  th e  standard ranks system  a t  Marumaru 

may have been g r e a te r  than a t o th er  Japanese com panies, because  

though th e  h iera ch y  i t s e l f  was s im ila r  to  th a t o f  o th er  companies 

prom otion o f  i t s  h ig h e s t  ranks was open to  everyone a t  Marumaru, 

a t l e a s t  in  th e o r y . In  many Japanese, companies (C o le , 1971, 

p 1^3) h igh  sc h o o l le a v e r s ,  who form a c la s s  o f  em ployees known as  

k o in , are i n e l i g i b l e  fo r  o f f i c e s  h igh er  than s e c t io n  head, and prom otion  

may on ly  be sem i-au tom atic  up to  th e  rank o f  s u b -s e c t io n  head. Under 

p ressu re  from th e ir  u n io n s , however, Japanese companies are now ten d in g  

to  a b o lis h  form al d is t in c t io n s  between men o f  d i f f e r e n t  e d u c a tio n a l  

l e v e l s .
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■■ ■ Even where th e  d i s t in c t io n s  p e r s i s t ,  i t  seems probable -  

u n fo r tu n a te ly  Cole does n ot c o n sid er  the m atter in  h is  own resea rch  -  

th a t the standard ranks do provide c o n t in u ity  between shop f lo o r  and 

o f f i c e ,  non-graduate and graduate; fo r  employees o f a l l  l e v e l s  o f  

ed u cation  can lo o k  forward to  p a ss in g  up a t  l e a s t  p art o f  the  

h iera rch y  to g e th e r .

I f  the degree o f  t h e ir  s o c ia l  i s o la t io n ,  th e  s t a t e  o f the  

labour m arket, and the nature o f  th e ir  ty p ic a l  form o f  o rg a n iza tio n  

are indeed the le a d in g  .determ inants o f s o c ia l  r e la t io n s  in  Japanese 

com panies, then i t  would be reason ab le  to  ex p ect th a t  fu tu re  

changes in  th e se  th ree  fa c to r s  would induce changes in  in d u s t r ia l  

s o c ie t y .

The f a c t o r ,  out o f th e se  th r e e , in  which change can most 

c o n f id e n t ly  be p red icted  i s  the s t a t e  o f the labour m arket. The 

supp ly  o f  young sc h o o l le a v e r s  i s  c e r ta in  to  con tin u e to  f a l l  

below  the demand in  the coming y e a r s , and i t  i s  l i k e l y  th a t  i t  w i l l  

become d i f f i c u l t  fo r  companies to  f in d  young graduates as w e ll  as 

n on -grad u ates. I t  may w e ll  b e , th e r e fo r e , th a t  an ob server  v i s i t i n g  

Marumaru in  f i v e  years tim e w i l l  f in d  s ig n i f ic a n t  changes in  the  

behaviour o f  young graduates as th ey  acqu ire a freedom  to  lea v e  one 

employer and pass on to  a more con gen ia l one.

I t  could a ls o  be expected  th a t  more and more o ld e r  m id-career  

r e c r u it s  would be taken in  to  Marumaru. T heir e n try  would weaken 

th e  c o r r e la t io n  o f age and s e n io r i ty  which had con tr ib u ted  to  

th e  s t a b i l i t y  o f the s o c ia l  order o f  the company. I t  would , 

e v e n tu a lly  become more d i f f i c u l t  fo r  Marumaru to  pay by age -  though  

we saw th a t the work and a b i l i t y  payments a llow ed f o r  r e la t iv e l y
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smooth adjustm ent o f the pay system  to  demographic c o n d it io n s . One 

would suppose th a t w ith  the entrance o f ever g r e a te r  numbers o f mid- 

ca reer  e n tr a n ts , problems o f  a u th o r ity  would a r is e  w ith in  the company, 

e s p e c ia l ly  on th e  shop f lo o r .  I  mentioned th a t  young team heads 

d is l ik e d  in s tr u c t in g  o ld er  m id-career e n tra n ts; and i t  would be hard 

to  fo r g e t  the com plaints o f  the m id-career entrant-1 who thought 

h im se lf  more capable than any o f the o ld er  men in  the fa c to r y . A gain, 

as I  p o stu la te d  in  th e  l a s t  ch ap ter , r e la t io n s  between management 

and union m ight be s e r io u s ly  a f fe c te d  i f  age , company s e n io r i t y ,  and 

in f lu e n c e  in  the..union ceased  to  go to g e th e r .

On the oth er  hand, as I  remarked in  the f i r s t  ch a p ter , the  

mutual dependence o f  the in s t i t u t io n s  o f Japanese in d u s t r ia l  s o c ie t y ,  

th e  f a c t  th a t an a l t e r a t io n  in  one in s t i t u t io n  r e q u ire s  adjustm ents  

in  o th e r s , i s  l i k e l y  to  slow  the pace o f change. We saw how 

Marumaru str e n u o u sly  opposed the e f f e c t s  o f labour sh o r ta g e . Even 

in  1971, the s ta te , o f the labour market made i t  v ery  much cheaper  

fo r  Marumaru to  r e c r u it  s k i l l e d  workers than young on es.

N e v e r th e le s s , fo r  c u ltu r a l  and moral reasons which r e f le c t e d  the  

company’s s o c ia l  i s o la t io n  from the r e s t  o f in d u s t r ia l  s o c ie t y ,  

Marumaru h e s ita te d  to  t r y  to  a t t r a c t  s k i l l e d  men; and when i t  did  

r e c r u it  a worker from another company i t  made v e r y  l i t t l e  

a llow ance fo r  h is  e x p e r ie n c e , which had, a f t e r  a l l ,  been gained  

o u ts id e  i t s  bounds. By c o n tr a s ty i t  worked harder and harder to  

r e c r u it  new sc h o o l le a v e r s ,  in  s p i t e  o f t h e ir  em inent u n s u it a b i l i t y  

fo r  company l i f e .

I t  may b e , however, th a t  Japanese in d u s t r ia l  s o c ie t y  w i l l  

change more as a r e s u l t  o f fo r c e s  whose in f lu e n c e  was s c a r c e ly  

apparent in  Marumaru during my s ta y  th e r e .
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In the f i r s t  chapter I  noted how the a t t i tu d e s  o f  the g en era l  

p u b lic  to  Japanese companies was b eg in n in g  to  change, and managements 

were coming to in s p ir e  as much d is t r u s t  as adm iration . I  mentioned  

the enormous p u b lic  in t e r e s t  in  pollution'*, and the degree to  which  

Japanese were becoming co n sc io u s o f an e x c e s s iv e  preoccu p ation  w ith  

p u re ly  economic m a tters .

I t  could n ot be sa id  th a t  the s h i f t  in  p u b lic  op in ion  had y e t  

had much e f f e c t  on Marumaru s o c ie t y .  Management s t i l l  r e ta in e d  i t s  

t r u ly  remarkable s e lf - c o n f id e n c e , i t s  b e l i e f  th a t  w ith  work a l l  

th in g s  would be p o s s ib le  in  the fu tu re  as th ey  had been in  the p a st -  

I  mentioned in  the second chapter th a t  Marumaru had e s ta b lish e d  

a su b s id ia r y  company in  order to  b u ild  an e n t ir e  new town, a venture  

th a t  a B r i t i s h  b u ild in g  company, l e t  a lon e a corrugated board company, 

w ith  f iv e  or ten  tim es Marumaru's r e se r v e s  o f  c a p ita l  would have 

h e s ita te d  to  u nd ertake. Employees remained immensely proud o f  th e ir  

company, o f i t s  e f f i c i e n c y ,  which they  considered  the h ig h e s t  in  

Japan and con seq u en tly  the w orld .

There were on ly  one or two minor in c id e n ts  which su ggested  th a t  

Marumaru members were aware o f  how companies were coming to  be 

regarded by p eop le  o u ts id e  in d u str y . On my adm ission  to  the firm  

th e  department heads had enquired in to  my view s o f  the Japanese 

as 'econom ic a n im a ls’ . One o f  the managers, i t  w i l l  be remembered, 

had to ld  new r e c r u it s  about Marumaru's own p o llu t io n  case  as a 

ca u tion ary  t a l e .  The team h ead 's a r t i c l e  in  'C lou d ', and some o f  

the remarks made by young graduates were a lso  in d ic a t io n s  th a t  

em ployee's a t t i tu d e s  were b e in g  in flu e n c e d  by what th ey  read in  the  

papers and saw on t e l e v i s i o n .

N e v e r th e le s s , i t  was e n t ir e ly  p o s s ib le  th a t  th e se  minor 

in c id e n ts  were the s ig n s  o f g r e a te r  d istu rb an ces to  come. Sooner 

or la t e r  the f a c t s  th a t  businessm en have hegun to  lo s e  the esteem  th ey  

were once accorded , and th a t  companies are no lo n g er  consid ered
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n e c e s s a r i ly  to  be the "best r e p r e s e n ta t iv e s  o f the Japanese i d e a l , 

must have an e f f e c t  on how companies are run and how company 

members d e a l w ith  each o th e r . Changes in  id e o lo g y , combined w ith  

a lo o se n in g  o f the c o n s tr a in ts  imposed on the behaviour o f  

workpeople by the s o c ia l  i s o la t io n  o f  t h e ir  com panies, and by 

the s ta t e  o f  th e  labour m arket, may g iv e  r i s e  to  im portant 

m o d if ic a t io n s  in  s o c ia l  r e la t io n s , in  Japanese in d u str y .
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t o k u s h f t s u ) i n  M a n n a r i ,  H. & S u g i , M. ( e d )
I n d u s  t r i a l  S o.c i  o ' lo g y  ( S a n g y o  S h a k a i g a k u ) pp ^ 7 ~ 6 0  
T o k y o .

M u r d o c k ,  G . P .

1 9 ^ 9  S o c i a l  S t r u c t u r e , New Y o r k ,  M a c m i l l a n .

N a k a n e ,  C h i e

1 9 7 0  J a p a n e s e '  S o c i e t y , L o n d o n ,  W e i d e n f e l d  and  N i c o l s o n .  

Nakan'o,  T .

1 9 5 2  ’Human r e l a t i o n s  i n  a l a b o u r  u n i o n '  ( Rodo k u m i a i
n i  oke .ru n i n g e n  K a 'n k e i ) , S h a k a i g a k u  E y o r o n  7 PP 5 7 “ 69

N i h o n  K o k u s e i  Z u e , 1 9 7 1

N o d a ,  Nobuo

1 9 7 0  ■ 'How J a p a n  a b s o r b e d  A m e r i c a n  M anagem ent  M e t h o d s ' ,  i n  
B r i t i s h  I n s t i t u t e  o f  Management  ( e d )  Modern  
J a p a h e . s e  M a n a g e m e n t . pp 2 9 - 6 7 »  L o n d o n .

O daka ,  K u n i o

19 6 5  ' I m p l i c a t i o n s  o f  D u a l  A l l e g i a n c e  i n  t h e  M o d e r n i z a t i o n  
o f  I n d u s t r i a l  R e l a t i o n s  i n  J a p a n '  i n  J a p a n  
I n s t i t u t e  o f  L a b o u r  ( e d . ) ,  The C h a n g i n g  P a t t e r n s  
o f  I n ' d u s ' f r i a l  R e ' I a ' . t lo n s , T o k y o ,  J a p a n  I n s t i t u t e  o f  
L a b o u r .

Q. E. ' C. D. ( e d . )

1 9 7 1  R e v ie w s '  Of N at1 i  on a 1 P o ' l i c  i'e's ' f o r  Educ'.at i o n  : J a p a n  
P a r i s , 0 . E . C . D .  1
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Q kam oto ,  H i d e a k i

1 9 7 1  ' S o c i a l  c h a n g e  an d  -worker c o n s c i o u s n e s s 1 ( S h a k a i  
herido t o  r o d o  i s h i k i ) , N i h o n  Rodo K y o k a i ' Z a s s h i  
N o . 1 ^ 2 ,, 1 ,  pp 1 ^ - 2 9

P u r c e l l ,  T h e o d o r e  V .

195 3 The W orker  S p e a k s  H i s  Mind on Company a n d  U n i o n , 
C a m b r i d g e ,  M a s s . ,  H a r v a r d  U n i v e r s i t y  P r e s s .

S a k u r a y a b a s h i , Ma'koto

1 9 6 6  ' P r e s e n t - d a y  J a p a n e s e  Wage S y s t e m s '  ( G-endai, N i h o n  
no c h i n g i n  s e i  d o ) ,  R e s e a r c h  .P a p e r  N o . 79  ̂ J a p a n  
I n s t i t u t e  o f  L a b o u r , T o k y o .

1 9 6 9  ' E n t e r p r i s e  U n i o n i s m  and Wage I n c r e a s e s '  i n  B a l l o n ,  R . J .(ecf; 
'T h e  J a p a n e s e  E m p l o y e e ' ,  T o k y o ,  S o p h i a  U n i v e r s i t y  
P r e s s  .

S a t a k e ,  I c h i r U

1 9 6 9  A D i s c u s s i o n  o f  t h e  L a b o u r  M a r k e t  (.RUdo S h i , j o  
no h a n a s h i ) , Tok yo , '  N i h o n  K e i ' z a i  S h i m b u n s h a

S c a l a p i n o ,  R. A.  & M asum i ,  J .

1 9 6 2  P a r t i e s  a n d  P o l i t i c s  i n  C o n t e m p o r a r y  J a p a n ,
B e r k e l e y ,  U n i v e r s i t y  o f  C a l i f o r n i a  P r e s s .

S h e t h ,  N . R .

1 9 6 8  The S o c i a l  Fram ework o f  ah  I n d i a n  F a c t o r y ,
M a n c h e s t e r ; U n i v e r s i t y  P r e s s .

S h i r a i ,  T a i s h i r S

1 9 7 1  ' L a b o u r  U n i o n s  a n d  P o l l u t i o n  P r o b l e m s '  ( Rodo k u m i a i
t o  k o g a i  m o n d a i ) ,  N i h o n  Rodo K y o k a i  Z a s s h i , N o . 1^2
JL» PP ^“ 1 3 .

S m i t h ,  T . C .

1 9 6 7  ' M e r i t  a s  I d e o l o g y  i n  t h e  Tokugawa P e r i o d '  i n  Dore  R . P . ( e d )  
A s p e c t s  o f  S o c i a l '  Change' i n  Modern J a p a n , P r i n c e t o w n ;  
U n i v e r s i t y  P r e s s .
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T a i r a .  Ko. i i

1 9 7 0  E c o n o m i c  D e v e l o p m e n t  and  t h e  L a b o u r  M a r k e t  i n  J a p a n . 
New Y o r k ;  C o l u m b i a  U n i v e r s i t y  P r e s s .

Tom inaga . ,  K e n ' i c h i

1 9 6 2  ' O c c u p a t i o n a l  M o b i l i t y  i n  J a p a n e s e  S o c i e t y : ,
A n a l y s i s  o f  L a b o r  M a r k e t  i n  J a p a n '  The J o u r n a l  
o f  E c o n o m i  c 'Bah 'av ior  2_ N o . 1

T o t o k i ,  T o s h i c h i k a

1 9 6 6  „ I n t r o d u c t i o n  t o  I n d u s t r i a l  A n t h r o p o l o g y :
i n d u s t r i a l i z a t i o n '  and c u l t u r a l  c h a n g e , ( S a n g y g  
J i n r u i g ' a k u  ,j o s e ' . t s u : ko .gyoka t o  bunk  a hen'yO) ,
T o k y o ,  'Se'k'ai S h o i n  .

T r i s t ,  E . L .  & B a m f o r t h ,  KhW.

1 9 5 1  ' So m e  s o c i a l  a n d  p s y c h o l o g i c a l  c o n s e q u e n c e s  o f  t h e  
l o n g w a l l  m e t h o d  o f  c o a l - g e t t i n g ' ,  Human R e l a t i o n s  
U , pp 3^38

V o g e l ,  E z r a  F .

1 9 6 3  J a p a n ' s  New M i d d l e  C l a s s :  t h e  s a l a r y  man and  h i s
f a m i l y  i n  a Tokyo' s u b u r b , B e r k e l e y  a n d  Los  A n g e l e s ,  
U n i v e r s i t y  o f  C a l i f o r n i a  P r e s s .

W h y t e ,  W i l l i a m  H.

1 9 6 9  The O r g a n i z a t i o n  Man, { kf h  e d . )  H a r m o n d s w o r t h ,
P e n g u i n  B o o k s .

W i l s o n ,  G o d f r e y  & M o n i c a

1 9 6 5  The a n a l y s i s  o f  s o c i a l  c h a n g e  -  b a s e d  on
O b s e r v a t i o n s '  in' C e n t r a l  A f r i c a , ( 3 r d  e d . ) ,  
C a m b r i d g e :  U n i v e r s i t y  P r e s s .

Wins bury . ,  R e x .

1 9 7 0  'T h e  M a n a g e r s  o f  J a p a n ' ,  i n  B r i t i s h  I n s t i t u t e  o f
M an age m e n t  ( e d , ) ,  Modern J a p a n e s e  M a n a g e m e n t .

W ray ,  D o n a l d

I 9 U9 ' M a r g i n a l  Men o f  I n d u s t r y :  The F o r e m a n ' ,  A m e r ic a n  
J o u r n a l  o f  S o c i o l o g y , 5_U, pp 2 9 8 - 3 0 1



Yan.aga,  C h i t o s h i

1 9 6 8  B i g  B u s i n e s s  i n  Ja'pa'n'e.s'e P o l i t i c s , New H a v e n ,
Y a l e  U . P .

Y o n ey a m a ,  K e iz O

1 9 8 0  I n t r o d u c t i o n '  t o  T n 'd u 's ' t r ia l  S o c i o l o g y , ( S a n g y o  
S h a k ' a i g a k u  yo's'e't'su) . T ok yo , '  Ke'i'o G-i j u k u  H ogaku  
Kenkytuka i

Y o n e y a m a ,  T o s h i 'n a o
3
1 9 6 5  'A p r e l i m i n a r y  s . o c i a l  a n t h r o p o l o g i c a l  i n v e s t i g a t i o n  

o f  f a m i l y  and  i je '  ('K a z o k u  t o  Ye. n o  s h ak a i  ,j i n  r u i -  
g a k u t e k i  kenk'yH yo's'e't'su) , ' 'J i n h u n  Gakuho 21  pp 1 2 9 - 1 5 2

Y o s h i ' n o ,  M. Y .

1968 • J a p a n ’ s' M a n a g e r i a l  'S y s t e m :  T r a d i t i o n  and  I n n o v a t i o n , 
C a m b r i d g e ,  M a s s . ,  M . I . T .  P r e s s


