JAPANESE INSIDE COMPANIES

Population density:

Roughly 10 per cent of the land mass of Japan supports a population of 124 million Japanese, or approximately twice that of the UK. On the other hand, the population of the Netherlands and Belgium are denser than the population of Japan. The vast majority of the jobs available are to be found in the cities like Tokyo, Osaka or one of the other major cities of Japan, alongside the Japanese population.

Japanese society is based on group not individuals. The Japanese are honest, passive, reserved, group rather than individual, living lives based on consensus rather than confrontation, trusting , caution and unimaginative.

Japan is member of G7, group of seven, which is the name of seven richest nations in the world: Japan, the USA, Germany, France, Canada, Italy and the UK. Thank to their economic power, they carry considerable political muscle, and consequently their meeting are reported widely.

Japanese economy :

Japan's post-war economic success has taken so many people by surprise that there has been a tendency to overemphasise the scale of Japan's achievements. Japanese exports are extremely visible, they still account for less than 10% of the nation's GNP.

Repartition of the GNP by sector:
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In 40 year and just before the Asian crisis, Japan has gone from a defeated nation to the world's largest creditor . The reason for this success is complex, but to a large part it can be credited to the industriousness of Japanese, to export orientation of the economy, controls on imports and the shifting fortunes of the yen.
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French exportation to Japan en 1995 :

For a long time Japan's imports could be accounted for mostly by its energy requirements, of which it imports more than 80%. This situation is changing. A combination of the high yen and consumer dissatisfaction with  exorbitant retail prices has led to what some are calling a discount revolution. Discount operations are bypassing Japan's legendary multilayered distribution network and passing on the benefits to consumers. Rice has come under attack. Japanese can now dine on Californian rice, which is said to be indistinguishable from the Japanese variety and which is four times cheaper in US than Japanese rice is at home.

The life inside the company:

Japan is known to do industrial espionage, which use the illegal techniques of spies to gain information about a competitor or customer.

The Japanese  are well known for their kindness and hospitality to foreigners, and  most of the prejudicial treatment you will receive as a foreigners will be wholly positive.

The Japanese work hard and for the majority of them, loyalty to the company is put before everything else; on occasions, even family. However, a 1991 study, Published by the Swedish Industrial Institute for Economic and Social Research, reported that the Japanese have 40 leisure hours a week: Americans, 42;and Swedes,39. The Japanese spend 8 hours of their leisure time on social activities and 26 hours on passive pastimes such as watching television; Americans, 15 and 21; and Swedes, 10 and 21. The Japanese spend a lot of time in front of the TV set, probably watching baseball and sumo wrestling.
The salaryman leads a hard life. Because housing is so expensive in the cities. He usually lives far out in the suburbs and it takes him about an hours by train and one or 2 buses to get to the office.

Chorei:

The day may start with a chorei, a morning meeting to boost morale and exhort staff to do their very best. Some companies include the company song and light exercises. The chorei may be a daily or weekly affair. 
Flexibility:
Employees are expected to be able to set their hand to whatever is necessary. It is for this reason that the Japanese look for a positive attitude and sincerity in prospective employees ( particularly at entry level) rather than proven experience or excellence in one particular field. Most foreigners coming from a Western company background experience a level of resistance when they find they are expected to perform duties which were not a part of the role they were originally hired to perform but this adaptability is seen as normal within a Japanese company and an employee not willing to adapt to a changing role will encounter problems in a Japanese environment.

Most  foreigners who work for any time in a Japanese company come to understand that errors and misbehaviour within the company are treated far more leniently than would be the case in a Western business. Even continual failure in Japan does not result in dismissal as it would in the West. The Japanese will not even consider terminating even the most failure prone employee, as long as there is evidence that the man or woman had acted sincerely.

Empathy towards business clients:

Wakari-mashita means , "I understand and appreciate your position however." It's all a part of the importance of consensus and agreement in Japanese society. Even when the Japanese have to turn someone down, every effort is made to ensure that both sides understand the situation so that one set back doesn't spoil a relationship that may have taken years to build up.

Respect:

Based to a great extent on Confucian principles, the Japanese place great stress on respect. One aspect of the Japanese language that many foreigners find difficult to deal with is kei-go or " respect language". Respect permeates all relationships in Japan  and within a company, a Japanese worker may use 3 or 4 different levels of language within his or her group depending on  the age and relative rank of the people. A foreigner who speaks some Japanese can cause great inadvertent offence because of the unsuitable manner in which he choose to address someone more senior than himself. Fortunately, most Japanese realise how difficult Westerners find particular aspect of their language and understand that no offence was meant.

Customs and Manners:

Bowing is a form of non - verbal communication that is commonplace in Japan. When you meet Japanese. It's polite to bow slightly from the waist and incline your head. Actually, the rule is that the deepness of  a Japanese bow depends on the status (relative to oneself) of the person to whom one is bowing.

Hanko:
Rather than sign one's name, it is usual in Japan to use a personalised stamp, called a 

" Hanko". Once his section has agreed on a plan to follow, this section manager, in charge of international sales, must get the approval of his superiors, in the form of their stamps on the document. He's already explained the details to the department manager, who wishes him the best of  luck with the project.

In addition to commonly used, every adult has one for use on legal documents. It is registered with the government, at the local ward office. Most of the relevant information about the hanko's owner is now stored in computers, but this document with a copy of the person's official hanko proves who they are.

Business meeting in Japan are accompanied by certain amount of formality. Bowing, or handshaking, precedes the handing out of cards. Introductions usually begin with the senior people at a meeting and work their way down the company hierarchy.

" Hajime Mashite" - " How  do you do? " Cards are exchanged simultaneously, and the guest is invited to sit down. Do not simply stuff a proffered card into your pocket. Also never write anything on a card you are given. It is customary to place it in front of you , the business cards of people you have just met.

The first thing a Japanese businessman looks at on a card is the company name, then the division or section, and finally the person's name. Depending on the size or  prestige of the company, the relative status of the two people with similar jobs will be perceived quite differently.

Decision making:

Subsequently, when feeling and ideas can be converted into a written proposal, a document ( ringisho) is prepared by a middle-level manager and circulated to colleagues. Individuals signify agreement by stamping a personal seal (hanko) on the ringisho document.

Nemawashi means that middle-level managers keep their superiors informed and avoid any unexpected surprises. Basically, nemawashi is verbal lobbying which ensures that managers at similar seniority levels can communicate with each other, while having an input into the decision-making process.

What passes for flattery in the west is often perceived as quite natural in Japan. The Japanese rarely pass up the opportunity to praise each other in company. The foreigner who has made an effort to learn a few sentences of Japanese or to get by with  chopsticks is likely to receive regular dollops of praise. The correct response to praise is to decline it with something like " not at all" ( sono koto dewa arimasen).Try to reciprocate if you can.

As a meeting progresses, everyone tends to relax. It is important for business relations in Japan for  people to get to know each other a bit better, so the chance to join each other for food or drink is welcome. It is rare that one is invited to home of a business acquaintance; more likely you will be invited out. Japanese believe that the way to make a guest, Western or fellow Japanese, feel welcome is to take them out. Bringing guest home is not a tradition

Gift Giving:

There are numerous occasions for gift-giving in Japan. The exchange of gifts, the return of one kindness with another, is an important part of Japanese social life. Ideally bring something from your own country.

Socialising is important aspect of business life in Japan. The seating order is based on the relative status of everyone present. Sometimes it takes a little while to decide who will sit where.

Japanese will be at his desk when the clock strikes five, especially if his boss is  still working. Only when he is satisfied that he leave . But not directly for home.

The Japanese relaxes in almost prescribed ways after the day is done. He will either go to a bar with his workmates, where he may really enjoy himself singing. These social activities are an important element of the system . They bring men who work together closer  and provide a release from the tensions of the office. He rarely comes home before midnight.

Karaoke bars draw people late after work, with sing-along  tapes, videodiscs, drinks and echo machine. A recent phenomenon in Japan is found in the suburbs. No, it is not a motel. These are drive-in Karaoke booths.

 You are not allowed to bring your own food or drinks, but you can order in . The Karaoke Box has just enough room for a small party. One advantage over the Karaoke bar is privacy. Hostess bars have declined a bit in popularity. It used to be that the hostess, well-educated and refined, was just that an excellent hostess. Drinking together after a hard day's work helps let off steam and keep the together. Occasionally, someone will have too much to drink. Drinkers don't get violent in Japan, but they may say a few things they 'd regret, if they remembered it later.

After an apology for the previous night, all is forgotten. It is back to work as usual. Forms of politeness, the style of decision-making, occasions for gift-giving, and ways of socialising, are important elements of Japanese business and social life.

Harmony, conformity and consensus are strong guidelines in Japanese life, be it social or corporate. Japan is a hierarchical society where an awareness of rank and status and one's place in the hierarchy are of paramount important in the conduct of human relations. In the workplace, the duties and social implications of rank are reflected in the strong relationships between seniors and juniors. The following graph shows the principal corporate ranks in a Japanese company. The concept of seniority is also demonstrated in a system whereby senior members of the organisation are responsible for training a junior colleague. He senior person (senpai) may be a former university senior of the junior colleague (kohai). The relationship will continue throughout each person's time with the company and will encompass both professional and social matters. This system also generates close ties between individuals within the company as each senpai is simultaneously someone's kohai.

Hierarchy:
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Recruitment into  a large Japanese Company means" joining the corporate family"; a paternalistic relationship. Obligations for each side oblige the company to provide security and welfare, including the 4 treasures of Japanese corporate life: lifetime employment, promotion and salary based on seniority, consensus decision making, and enterprise unions. Loyalty and commitment are expected in return.

Job rotation, continual on-the-job training and team building ensure that managers become specialist generalists. Promotion by length of service, rather than merit of service means that managers make their slow but steady progress up the corporate hierarchy. A close working environment, combined work effort and consensus decision making contribute to efficient communication. However, the Japanese system of consensus decision making can be frustrating for British managers and Japanese middle managers, who feel excluded from the centre of decision making and who believe that such a system slows down the decision-making process.

Type of employee:

Types of fulltime employment in Japanese companies can be split into two main categories, sei-sha-in and shoku-taku. 1/5 of the employees come from high universities and have their job for their life, called "shu shinkoyo" in Japanese.

Sei-sha-in

As a sei-sha-in, you are considered a permanent addition to the company. Shei-sha-in status entitles you to not only your salary but also a twice yearly bonus. As the bonus is normally equal to two or even three times monthly earnings it is a considerable amount, although it can also decrease in line with the fortunes of the company. Salaries are organised on a scale and rise according to seniority of position, age and years of service in the company. Working as a sei-sha-in also means that you can be considered for promotion, an advantage denied non-sei-sha-in employees. Other benefits include the possibility of a subsidy for accommodation and paid transport to and from work and a lump sum on retirement, or taishoku-kin.

Shoku-taku

The role of a shoku-taku worker is basically that of a specialist brought in to do some short-term job for the kaisha although in the case of some workers, the short-term contract is rolled over for a number of years. As such, sho-taku employees lack many of the advantages of the sei-sha-in, such as the payment of taishoku-kin on retirement and in some cases, the biannual bonus payment. Promotion is also denied shoku-taku can be higher than vary in their availability depending on the company. If you to opt for shoku-taku status.

Normally, the choice will be yours, though there are companies that insist on a new employee being classified as one of  the two types.

Arbeito

The Japanese have borrowed the German word for use it to mean work that is of a part-time nature. Arbeito can refer to either someone employed only two or three days a week, or to someone employed to work a full working week but whose contract can be terminated with very little notice. People doing arbeito are usually paid an employees but they lack any kind of job security and receive no benefits such as bonuses that are usual with a Japanese kaisha.
Working Women :


In 1989, about 40% of Japan's work force were women; approximately 33 million. There are more working women in Japan than unemployed housewives. In the past 10 years the female work force has grown by 2.8%, and the growth rate keeps rising. As standards of living improve and ideas from the west trickle in, more and more women, especially younger women, are opting for a working career  lifestyle, breaking from the traditions of the past. The career woman is no longer a rarity. Women were first admitted into offices as clerks and servers of tea, but today the opportunities are wide and attractive, in sales and technical jobs, in design, supervisory and administrative positions, and on the factory floors. 

Domestic Demand growth Boosts R&D investment :

Japanese manufacturing industries have been rapidly stepping up their investment in research and development as they boost spending on equipment amid the expansion of domestic demand. According to an Economic Planning Agency survey, R&D investment by Japanese manufacturing companies in fiscal 1989 was projected to be 2.6 times more than in fiscal 1980 and far outpaced the 1.6-fold increase in R&D investment reflects the fact that as Japan now stands on a par with the USA and Europe as regards the level of its technology, Japanese companies can no longer rely on foreign technologies and thus have to develop their own as part of their  long-term corporate strategies.

Hachimaki :

This is the headband that you see Japanese workers wearing. It is used when one is involved in strenuous work. It keeps the sweat away from the eyes, but it also has a symbolic function. It tells everyone that you are busy and should not be disturbed. It has a hint of professionalism. The men wearing hachimaki at festivals are not just sightseers but members of the working team. Identical hachimaki identify the team in different situations. Students used to wear hachimaki when rioting and political demonstrators wear them today to show that  they are dead serious and not fooling around.

Apart from the external effect, tying on the hachimaki bring on the attitude of girding one's loins to exert one's best. Students wear a hachimaki in the quiet of their rooms when studying for examinations. It is not just a dirty-looking towel. It is a Japanese thing in tune with their approach towards life in general. 

  PRODUCTION MANAGEMENT IN JAPAN   

In production management, there are 2 types of production:

· the "pushed flow", as Nissan company used.

· the "pulled flow", as Toyota company used.

The following diagram shows the principle of " pushed flow".



      The factory stocks the product, then the customers buy it.

The following diagram shows the principle of " pulled flow".



        The customers order the product, then the factory make it.

Keiretsu & Sogo-shohas:

Keiretsu and sogo-shoshas are Japanese terms for a group of companies that have interlocking minority shareholding in each other. This encourages them to consult closely on long-term planning. Well-know keiretsu include Mitsui and Mitsubishi. 

Japanese companies use methods, to product  the goods, to manage the production,

to plan,  to manage the stock and for the quality. The Japanese are particularly conscious of the safety procedures. For each of the categories, I am going to list these methods.

Japanese companies use:

· Business and production plan, product differentiation, to product the goods.

· Just in time, SMED, Japanese way, kaizen, kanban and matrix management, in production management.

· Critical path analysis, to plan.

· Database, first in / first out, dead stock, stock rotation, to manage the stock

· Qualitative research, quality assurance, quality circle and 
     fishbone chart, for the quality.

Business plan, which is a report detailing the marketing strategy, production costing and financial implications of a business start-up. The plan is useful for helping the entrepreneur to think his idea through, though it is mainly drawn up to persuade investors or lenders to inject capital into the business. The main sections of a business plan are :

- a marketing plan showing the market gap, product positioning and                         competition within the chosen market-place.

- a projected profit and loss account and balance sheet for the end of the first year.

- a brief account of the long-term forecasts and plans of the business.

Production plan is a detailed account of how a business intends to create the goods and services to satisfy forecast demand. This will include :

- the number and type of workers required

- the costs involved

- the time available to achieve the target production level

- the material and capital resources require

Product differentiation is the extent to which consumers perceive one product as design different from its rivals. A highly differentiated product is one which people think of as so distinctive that it has no acceptable substitutes. With low differentiation, a product would be one among many, with many direct, acceptable competitors. As a result, products with weak differentiation need to charge relatively low prices in order to hold their market share.

There are 2 main source of product differentiation :

- actual product advantages, such as better design, better manufacture and higher quality standards

- psychological factors such as advertising

Just In Time ( JIT ) :

JIT  is a manufacturing system which is designed to minimise the costs of holding stocks of raw materials, components, work-in-progress and finished goods by very carefully planned scheduling and flow of resources through the production process. It requires a very efficient ordering system and delivery reliability. It is usually implemented in conjunction with a shift from mass to cell production. 

SMED, Single Minute Exchange of Dies, created, by Shigeo SHINGO who worked for Toyota, for reducing the time to change the production for a machine.

 JIT also has enormous implications for managing the workforce. High stock levels act as a cushion against workforce in discipline, be it absenteeism or strike action. Without them it is essential that managers encourage co-operation instead of confrontation. Factory workers need to be treated as valued members of a complete team, trusted, trained and consulted.

As a result, JIT can lead firms to rethink their approach to factory work. The traditional approach of splitting work into repetitive fragments results in an uncooperative workforce. So firm organise the workforce into teams, working together on large units of work instead of working in isolation on the same boring task. From its origins in Toyota, in Japan, the JIT approach has spread throughout the West. 

Japanese way is a term summarising the Japanese approach to management. Although there is a over-simplifying, because Toyota and Nissan are different from each other, the Japanese way comprise 3 main elements :

- a strategic focus on the long term, in which the goal of a strong market position is more important than short-term.

- a highly production methods and quality, the kaizen ( continuous improvement) group and the quality circle are ways of achieving this.

- Eliminating: 

.Wastage of materials and time ( muda ), 




.Over work (muri), 

.Confrontation between people (mura)

JIT production and stock control and the reduction in product development time that enables Toyota to get a new product idea to the market-place in half the time taken in the West.

The process by which Western firms are attempting to follow the Japanese way is called Japanisation.

Kaizen :

A Japanese term meaning continuous improvement. The importance of this element in the  Japanese way has often been overlooked. When General motors realised how far their efficiency had slippes behind the Japanese car firms, they invested $billion in brand-new, highly automated production lines. Yet in the period it took to design, install and test the plant, the Japanese firms had moved the productivity goalposts by their continuos improvement policy. Furthermore, the Japanese improvements cost relatively little, as they were just shop-floor ideas on how to complete tasks more efficiently and solutions.

The diagram below shows the kaizen effect on productivity growth as compared with the traditional Western approach of large, technology-based leaps forward.
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Kanban :

The Japanese system of order cards that pull component supplies through a factory. This is the practical basis of the JIT production system. It often operates on the simple basis of 2 component bins. When one is empty, it is wheeled to the component production section with its kanban order card. That triggers production of the component that must be completed just in time before the other bin runs out of supplies. This approach minimises the amount of semi-completed stock within the factory, focusing minds on the need to avoid production hiccups that could quickly bring the factory to a halt.

Matrix management :

The willingness to organise the management of a task along team that cut across normal department boundaries. A new product development team might be formed from an engineer, a research chemist, a marketing manager and a designer. This means that each team member can end up with 2 bosses: their department boss and the project leader. This has the potential to cause problems, though the Japanese seem to use this system effectively.

Pros:
- ensures that projects are better co-ordinated than with 4 departments       meeting occasionally

- if many different project teams are organised, it gives more people an    opportunity to use their abilities

Cons:
- individuals may suffer if both bosses make heavy demands on them- there is a failure to provide the clear line of accountability present when everyone has just one boss

Critical path analysis:

Generally, Japanese companies plan their production by the critical path analysis, which is the term used to describe the process of breaking down a project into its component activities, placing them in the right sequence, then deciding when to schedule them. Many projects, such as in building or marketing, can be divided into separate activities, which can be activities, which can be put into a logical sequence in a network diagram. The duration of  each activity can then be estimated. Some activities will be critical: if they are delayed, the project will take longer than its minimum time. The shortest possible duration in which the project can be completed is determined by the activities on the critical path. A non-critical activity may be delayed up to its total float before the project its threatened. Critical activities have no float time at all.
Database :

A collection of information, usually stored on a computer. Examples of databases used in business include lists of customers and suppliers. Such information can be quickly and easily accessed, adds to , by the system,  it might be possible to ask the database for the names of all customers living in Osaka.
First in , First out (FIFO) is a method of stock identification in which it is assumed that stock is used and sold in the order in which it came into the business, first stock in ,first stock out. At the end of an accounting period, stocktaking and valuation are carried out. 

Advantages of FIFO and LIFO ( last in , first out) :

- ensure that the balance sheet stock valuation is more accurate, as the valuation is based upon the cost of purchasing the stocks bought recently

- for the calculation of the tax due on business profits, the Inland Revenue only allows FIFO to be used, therefore LIFO is ban in France.
Dead stock :

It is the stock that is no longer being used or purchased.  It is therefore lying around using up space that  could be utilised more profitably in some other way. On recognising that stock is dead a firm should write its value down to zero in its accounts. Typically firms will try to sell it off at a substantial discount, or accept that it should simply be thrown away.

Stock rotation :

It is the administrative and physical process of ensuring that older stock is used first. This is necessary to prevent wastage due to the stock rusting, becoming obsolete, or going past its sell-by date. The procedure recommended in all stock rotation systems is FIFO. This is why fresh and chilled food shelves should always be filled from the back, thus encouraging customers to buy older stock first.

Qualitative research:

It is in-depth research into the motivations behind consumer behaviour or attitudes. It is usually conducted by psychologists among small groups of people within the target market for the product, these are called group discussions. The other main technique used by  qualitative researchers is the depth interview.

The idea behind qualitative research is that when people are asked direct questions, as in a questionnaire, they may give answers that make them sound sensible or rational. Yet many purchasing decisions are based on emotion, not logic. 

Consumers pay 200 FRF ( 30 Euro) extra for the right pair of jeans. Qualitative researchers aim to find out consumers' real thought processes during a relaxed discussion that has no pre-set questions. 

Pros:

- can reveal the motivations behind consumer decisions

- group discussion can provide ideas about  how to solve a marketing  problem from the most important people of all: the customers

Cons:
- each interview or discussion is expensive, therefore few firms can afford to conduct many.

- the unstructured nature of  the responses means that the data cannot be quantified

Quality assurance:

The attempt to ensure that quality standards, as ISO 9001, are agreed and met throughout the organisation, to ensure customer satisfaction. Among the key factors that must be considered are:

- the time, effort and technology input product design

- the quality of supplies of materials and components

- the commitment of the workforce

- the system of quality monitoring and control

- the ability to deliver on time

- the quality of advice and after-sales service provided

Quality circle:

It is a discussion group that meets regularly to identify quality problems, consider alternative solutions, and recommend a suitable outcome to management. The members are usually drawn from the factory-floor, but may include an engineer, quality inspector and a member of the sales team.

This method was first devised at the Toyota Motor Company  in the 1950s. Its success as a form of consultation and job enrichment led it wider adoption in Japan and then, in the 1980s, in the West.

The principle behind the quality circle is that no manager or engineer can understand production problems as fully as the shop-floor workers, therefore their knowledge is a huge untapped asset for the firm.

Fishbone chart:

It is a diagram, created by Mr Ishikawa, used in Japanese quality circles that acts as the visual focal point for discussion of  a problem. These causes are grouped into categories known as the 4 M : Men, Methods, Machines and Materials. Having focused on the causes, the team leader will then look for ideas from the group about how the problem can be solved.






CONCLUSION

Japan depends on import, to make up for this drawback, Japanese companies need to export. This means to be competitive, by producing goods quicker , with better quality. With this analysis, Toyota company, created many methods in production management. This became later on the phenomenon called, "Toyota model".

The Japanese are good at doing business in all sector, for example: 

with the " Tamagochi", created by Bandai society, was so popular with Japanese between 20 and 30 year old, that it was sold out in few hours in all department stores,

with  "Print club", created by Sega et Atlus, is a small photo, which can be pasted everywhere you want or, with the "Love Hotel", which is, nowadays, a common place to meet for couple or, with Toto which is  the high technology toilet, and this year is the phenomenon of the Love gitty.

The following list are the pros and cons of a job in Japan, for foreigners.

The pros:
- Increasing demand for foreign personnel

- High rates of remuneration

- High status of foreign personnel

- Good fringe benefits for foreign professionals

- Good career prospect

- Valuable experience

- Language fluency not essential

- Law and order

- Positive discrimination

The cons:
- High population density in major cities

- Rare cases of negative discrimination

- High-stress environment
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